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ABSTRACT
This research study examines the concept of the social work team in
three ways: (1) A review of the relevant literature on the social work team |
for the purpose of delineating the major charactéristics of team practice;
(2) A survey of family service teams at the Children's Aid Soclety of
Metropolitan Toronto to determine the scope of team practice throughout the
agency, the ratlonale for establishing teams,\and the nature of team practice

-in the agency; (3) A survey of staff reactiéns to team practice.

—

The study takes a broad look at the social work team and poses the
following hypothesis: members of family service socilal work teams will react
positively to team practice and its effects on the,five major components of
the social welfare system — community, clients, séaff, agency, and profession.

Interviews were held with family service supervisors at the .
Children's Ald Society and questionnaires were distributed to members of
family service teams throughout the agency, for the purpose of gathering
information about team practice and workers' attitudes towards.it.

The study assesses the influence of the psychiatric team, and
organization and management -theory on.thée development of the team concept in

) social work. The major theoretical premises of the social work team are

identified: group process for problem solving;’ development of a team-client

. relatiomship; and the team as a gtimulant of high staff morale. The dynamics

of team practice are outlined -— differential use of manpower, jolnt caselcad
management, and a team form of supervision.

Research findings reveal an extensive network of family service teams
at the Children's Aid Society ‘-~ sixteen teams in all located in five branches

".of the agency. These teams were assessed in regard to: composition;

differential use of manpower; caseload management; supervision; team
communications; and the use of team secretaries and volunteers. It was
concluded that most of these teams did not strongly adhere to the concepts
outlined ‘in the literature on the social work team, and that several teams
continued to function much like conventional social service staff units.

Team members reactions were found to be positive to team practice
and its effects on the major components of the social welfare system.

[Pl T B ¥ SR .
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" social welfare in the past decade:

'
Bt sy e g o Yo gt 8 g, Tt v :
e et e e e - e e

INTRODUCTION
— -

- _.\.
" Three significant phenomena have become evident in the field of

e

'

(1) The budgets of social-wg}fare agencieé have virtual%xjf
- » .\ . ‘ -

stagnated while the demand for social services has contimi&d unabated.

This is especially true in large public welfare and £hild welfare services.

(2) New initiatives in social work education have created an

abundance of job candidates with diverse qualifications in social service.

~

2

L

L)

These new graduates, in addition to those wIth the traditional M.S.W. degree,

G
d;ing to their _prospective employers B $.W.'s, B.A.'s in social welfare,
e

rtificates in social services from colleges of applied arts, and certifi-
cates in child care from college and hospital t;aining programs. No other

profession has such a diverse corps of mangowef claméuring for jobs which

in many cases carry profeéssional responsibilities if not professional status;

{3) The youth of the sixties, maturing as they did in an era of

idealized concepts of democracy and participation, come to their uorkplaces

L4

with increased expectations._ While their political ardour may have cooled,

their concern for meaningful ’c'hapge has not.. In short, they expect more L

from the careers they enter, both from a personal point of view and in

regérd to the impact of their work on others. Many of these young people

have made social work a "found" profession, as the long lists of

applications to colleges and universities offering social work content will

attest. ‘ -

. l ‘_\ . A .
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What is the impact of these three phenomena on the social welfare
field? I;‘the first instance, the stagnation of budgets héﬁ meant that the
qualiﬁy of service delivery has suffered. It has compelled funding bodies
(government and private) to take a closer+ look at the effectiveness of the

programs being delivered. Social service administrators in turn are under
\ L] .

a good deal of pressure't6 inndvate)more effective teéhﬁiques of staff

deployment and service intervention.

-

The availability of different types of soclal work manpower has

created’ a situation in which ineffective manpower utilization 1s the norm,

with agencies nét'knowing who is capable_o} certain tasks and who is not.
Further to this point, some agencies have avoided hiring so—cailed "non-
profeség%nal" staff because of the administrations' inability to pigenn—hole
their skills. The third factor, the influx of young people into social
work,; has meant that administrators must geconsider the work epviroamegt

I

that exists in agencles and initiate changes fof the amelioration of problems
of low staff morale reflected in high absenteeism and turnover rates.

iy During the past decade; the social work team has enjoyed'some currengy

as an answer to the effects of the above pheuomena. The social work team is

defined as a work group of gocial workers (which may include professional
P y ) . o
and nonpr:iiiS;onal staff, clerical aide, and volunteers) rganized under

the leadexship/ of a team leader for the purpose of delivefing soclal services
to a client population. Cliéuts-are served by the team with service tasks for

each client assigned to one or more team members in accordance with the needs
! : . : - .
of thﬁhffi?nt and the individual skills of the workers.

\ To some extent, Fhe surge of interest in the team approach appears

to be partially a "bandwagon" effect that often attends the development of

-

an.ldea that 1s reported to be new/and innovative.
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There is now considereble evidence that the team goncept 1is
increasingly being implemented as a serious attempt to lmprove the impact

of social service delivery systems'on the c¢lient population, the comuunity,

the social service staff, the agency, and the social work profession itself.

With few exceptions, reports on the utilization of teams in social
work have been overwhelmingly positive in their endorsement of the team

concept. All of these evaluvations, until recently,” have been purely

4
- v -

' subjective reports of team experiences with no indication of any effort on

the part of the. authors to verify their opinions about -the team approach by
the use of objective research methods.
' ‘ - e -

The publlcation in 1972 of Schwartz and Sample's study*of

experimental teams in Chicago s Mldway Welfare Office has helped to

clarify some of the issues involved in the team form of staff organization.
In view of "the generally positive resnlts obtained, this highly significant

study now paves the ﬁay.for further experimentation with staff deployment

. .
patterns of a team nature.

Schwartz and Sample proposed the following gmbrelia series of .

hypotheses: .
(1) The experimental team form of organization will provide a work
situation that will engender higher morale in its members than the
convential work group will, (2) therefore, the experimental teams

~ will produce more work, (3) therefore, the clients served by exper-
imental teams will show more positive change.

The third hypothesis was supported by the data, while the results for the

other two hypotheses showed tendencles in the direction of the hypotheses

3

bit not at-a significant level. The Midway Study, however, did conf;lrm

Ta

A
1gduard E. Schwartz and William C. Sample, The Midway Office

(Washiington: National AssociatiOn of Social Workers, 1972).

Z1bid.,

p. 158. .

- a5




‘

'design, the goals of the study will be made explicit.

% R T

several other research assumptions about the team'reiating to thé use of
team secretaéiés and team communications. These findingsrwill be_discussed
in Chapter IV,

The above study is referred to ak this stage to illustrate that
the social work téam is commanding serious attention. The Midway ;esearch
is one of the most ambitiéus studies of the workplace ever completed.

The purpose of ghe presént study is not an attempt in any way to
duplicate the rigorous s;udy techniques or lofty research goals of the
Schwartz and Saﬁple’éffoft. It is, rather, a fairly global look at team

practicé both in the literaturé and as it functions at the Children's Aid

Society of Hetropolitan‘Toronto. In the following chapter on the research



THE RESEARCH DESIGN

In view of the iimited quantity of research on the social work
team and virtual absencé of evaluative material on the use of teams
in Canadian social welfare agencies, the main thrusﬁ of this research

study will be to gain an overview of team practice in a Canadian cantext.

o

Purpose of the Research

This study has a threefold purpose:
(1) To review the relevant literature on the social work team for thé
purpose of delineating the major characteristics .of Yeam practice;
(2) To survey family service teams at the Childreq'. Aid Society of
Metropo;itan.Tdfonto to determine: the scope of team practice ﬁhroughout
e e n

the ageﬁcy; and the nature of team practice in the agency;

(3) To survey staff reactions towards team practice.

Hypothesis
Because this study will take a broad look at the social work team,
the hypothesis to be tested is a relatively global omne:

Members of family service social work teams will react positively

s, .
f’ T

‘to team practice and its effects on the five major components of the social

welfare system — community, clients, staff, agéncy, and profession.



Working Definitions

The social work team is a work group of social workers (both -

professional and para-professional), organized unde; Ehe 1§adership of a
ieam leader fbr the purpose of delivering social services to a client
population. Clients are served by the team with service tasks for each client‘
assigned to one or more team me@ber; in accordance with the needs of the
‘client and the skills of the teém mémbers.

P .
Family services are those services usually supplied by the family

service department of a Children's A{d Society and include: child
protection services, services to unmarried parents, child placement services

(foster. and group homeé}, and individual and family counselling.

Team practice is defined as the use of work group processes to
provide services to clients and it may include the following dynamics: the
differential use if/ﬁxaff; a jointly carried caseload; and team supervision.

Differential use of'staff means that team tasks are distributed in

such a way'as to make optimum use of team member's capabilities.

A _jointly carried caseload is defined as the assignment of all

clientele to the team rather than separate caseloads being, assigned to each

team member.

Team supervision is defined as a group of workers engaged in e
regular peer consultation under the leadership of the team leader.

Group supervision is defined as a group of workers engaged in

regular ‘consultation with and under the direction of the team leader.

Individual supervision is defined as one worker engaged in regular

cbnsultation with and under the direction of the team leader. !
The five components of the social welfare system —- community,

clients, staff, agency and professiofin—— are borrowed from
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Loewenberg.4 He originall& proposed six components. For the purposes of
this paper, however, clients and potential clients are combined.

The communitz is defined as the larggr social system of which the

- agency and clients are subsystenms.

The clients are those who réceive agency service.as well as '

potential clients who may not have access to services.-
The staff are the agency personnel who provide services for clients.

The agency is the bureaucracy which facilirates the matching of

services to needs.

The profession is the social work profession which helps set the

standards for service delivery.5
™
A professional social worker is a member of agency staff who has

‘coﬁpleted an M.5.W. or B.S.W. degree (or.their equivalent) and is eligible

for mémbership in the professional association of social workers.

L]

A Egra-professioé&i’@ocial worker is a member of agency staff who

is not presently eligible for membership in the professional association.

He or she will likely hold a B.A. degree or a diploma in social services
fro community college.

Population and Sample.

-l

In this research studj, virtually the entire population of social
work team members in famiiy service departments at the Children"s Add
Society of Metropolitan Toronto (hereafter denoted as CASMT) comprised
the final sample. There are sixteen teams based in five branch offices

. of the socilety composed of 93 team members (when teams are at full strength.)

4Frank M. Loewenberg, "Towards a Systems Analysis of Social Welfare
Manpower Utilization Patterns,” Child Welfare, XLIX (May, 1970), 252-9.

Ibid., p. 256.
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Eighty~four questionnaires were returned with none spoiled, makipg a
return rate of 90.3% —- a remarkable level of‘coopera;ion by agency staff.
Table I* gives the breakdown of team members who returned questionnaires.
‘The returns are representativé of the composition of the éixteén teams;
all team leaders and a high percentage of social work_sgaff‘reéponded.

(At leasﬁ’three social workers left the agency just prior to ghe
ques;ionnaire's distribution.) Eight of a possible thi}éeen team

secretaries responded. .Queen Street branch teams do not have secretaries

as team members. .mjl, i

Initially,la telephéue survey was made of all family service
supervisors thfoughout the QASMT. As reported in Table I, a total of
sixteen teams with ninety-three members were identified. .Essentially the
survey consisted of asking the question, "Do you use social work teams in
the delivery of family services?"

Subsequent inéerviews gith family service supervisors confirmed

the facts obtained in the telephone survey. Only two staff units were

identified that could have been included in the sample but: were not: the

ey . .
1y,

Msocial work group” at Dufferin #2 Branch, and the intake unit at
Scarborsugh Branch. Neither group was called a "team" and the supervisors
in each ;ase stated that they were not set up to .function as "teams."
Consequently, both staff groups were excluded from the sample.

Also excluded from the samplé were those team members who were
either part-time social workers or volunteer members. The former because
part—time team membership militates against a feeling of being part of
the group and the latter because the pattern of volunteer utilization by
teams in different branches was sufficiently varied to warrant their

exclusion.



TABLE 1

STAFF COMPOSITION OF: TEAMS

Respondents
. Total .
Members Team Social ~ Team Total
‘Team Reported Leader: Workers Secretaries Respondents

Dufferin # 2 | | 8 1 6 1 8
Queen St. - Riverdale 6 1 5 - 6
~Queen St. - Beaches 5 1 4 - 5
Queen St. —'EasF York 4 1 3 - 4
_Etobicoke - Middle 8 1 4 - 5
Etobicoke - Lakeshore 8 1 4 1 6
Etobicoke - Rexdale 7 1 5 1 7
North York ~ Nerthwest 6 1 3 - 4
North York - Central 5 1 3 1 5
North York - East 6 1 3 1 5
North York - Southwest. 5 1 3 1 5

Nortﬁ York - Rehab 6 1 4 1‘ 6 -
Scarborough - Central 6 1 4 1 6
Scarborough ~ Northwest 4 1 3 - ~ 4
Scarborough - Scuthwest 4 1 3 - 4
\_’,————Scﬁfborough - U. P. 5 1 3 - 4
TOTALS 93 16 60 8 84

Ve

-
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Research Méthodology

In addition to the telephone survey described above, data were
collected in two ways:

(1) Interviews with supervisors of the faﬁily service departmentsf
of Dufferin #2,.Etobicoke, North Yofk, Queen St. and Scarborough branches.
These interviews-were open-ended discussions of team practicé in the
particular branch, covering such issues as: {a) the development aof the

team concept in the branch -- the rationale for its use; the main elements

of the model used; theoretical and practical background materials used in

developing the model; the extent consultation with staff, agency,

administration,.aﬁd other team pHperations in the-plgnning stages; the model
of manpower utilization which preceded team practice; andfdifficulties
encountered in implementing the team.concept; (b) the establishment of
team practice —- the method of selecting team members and leaders; the
criteria used in composing the téams; and the types of job descriptions
developed; (¢) team operation —- the number of teams; their responsibilities
within the branch; thé type of caseload management; how cases are assigned;
the type of suparvision used; the frequency and style of team meetiﬁgs;
roles and responsibilities of each team member; and how the team handles
decisioﬂ-ﬁaking; (d) the family seﬁvices supervisor's views on the effects
of team practice on client serv%pé;,.agency a§ginistration, staff issues,-
-the social work profession, ané community needs.

The purpose of th%se interviews was to acquaint the author with
the concept of the social work team asJi; is practiced in each branch. This
was anjimportant phase of information gathering because it established at ~
an early stage in the study, the fact that significant differences e_x:i.si:ecl-&;,.:‘;:r

between bragches in both the concept and practice of the social work team.

This information was especially helpful in desigqing the major research
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instrument —— the ques;ionnaite to team members.

*(2) The-questibnnaire which the author designed for the study was
férmulated to elicit ‘information from all membérs of the sixteen family
service teams on: (1) Persoﬁai'data — the respandent's social work
.;xperience, education, age, sex, length of team experience, etc.; (2) Teém

ddata — length of team operation, number of team members,.team supervisgion,

caseload management, etc.; (3) Reactions to team practice.

ki .

A draft of the questionnaire was.pre-tested with a team of child

.

care staff at the Scarborough branch. Results of this pre-test indicated

. e
changes in several questions wheré it was evident from the variety of
responses that,greater*slarity was réquired. In addition, seveﬁal
statements in the "reaction" section of the questionnaire were made more
precise in order to reduce the number of “yncertain" responses. The major
changes which the pre-test ngcessitated were in the following areas:
(1) questions were eipanded to.clarify their intent, e.g., the terms team,
group, and individual supervisioﬁ‘were defined when the pre-test‘showed ’\
that the respondents did not understand their meaning; (2) a number of the
statements in the latter section of the questionnaire resulted in high
"sncertain" responses in the pre-test. While several were rewritten with
greater clarity, the éreponderance of Muncertain" answers were in response
to thosé statements which asked for an opinion on a theoretical aspect of
team practice , (e.g. the team approach reduces staff absenteeism and
turnover). Inifhese instances it was expected that definitive views would
ﬁoﬁ pe readily —obtained but that it was important to garner reactions to
team dynamics reported by other observers of team operations.

The use of a questionnaire as the major research instrument

represented the most practical means of data collectlon.. A&ésge
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appropriate research approach would have been via participant observation
of several teams in action. In this way the nuances of team style in the

_areas of supervision, caseload management, assignation of tasks, etc.,

o

could have been discerned, and contrasts between teams could have been

noted. ‘Participant observation was not however a manageable format for

the researcher given the time available, and considering that the
researcher's main purposé Qas to gain an overview of the social wbrk team
in operation in a Canadian context.

" The'main rationale for distributing questionnaires to'all team
members was that it would be ‘the most direct metﬂod of obtaining the
required data, while at the same time avoiding any "Hawthorne effects” that
often attend participant observation and controlled demonstration research

projects.

. Workers' reactions to team p;actice, while obviously not providing

conclusive evidence of the utility of the social work team (a similar

.\

Mrvey of client attitudes could produce opposite opiniods), were sought
in order to obtain an impression of staff comfort or discomfort with the
team style of service delivery.

Section 1II of the questionnaife, which was designed to elicit
staff attitudes, was constructed by culling from the literature a list of
thirty—four attributes of team practice. Some of these attributes as
reported, are essentially theoretical constructs, while the majority are
6

subjective accounts of actual experiences in social work teams.

~In addition, eleven items were added to the list (making a total

6The theoretical and experiential attributes of team practice
that were used in formulating section III of the research questionnaire
can be found within the discussion on the strengths and weaknesses of the
team approach, at the end of Chapter IV.
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of fort&-five statements) which purported ro glean staff rcactions to the
team leader's role, the Fasework relationsﬂip, and the movement lnto team
practice of workers and supervisors whose previous work experiences had //2’

taken place in more traditional settings. =

The thirty-four statements inviting workers' fesponses to various

‘five categories:

orlented issues.7 This

aspects of team practice were initially grouped in;
community, clients, staff, agency, and professio
categorization was accomplished with the aid of one judge ~— a social work
educator with many &eafs of agency practice in both treatment and
administration.

The five categories or constellations were based on Loewenberg's
thesis that the team form pf staff organization will prove highly functional
for all components of the social welfare %ystem.s The community.component
accounts forfour statements, clients -~ five, staff -- seven, agency ~-

i twelve, and profession ~- six statements.“ The statements were randomly
ordéred in the final form of the ‘questionnaire so that respondents would not
bg able &o identify the various constellations. Thé‘questionnaire can be
seen in Appendix I and the regrouped constellations in Appendix II.

Team membefs‘ reactions to team practice may be measured as a total
of the thirty-four statements, or in terms of any one or combination of the
five cggﬁonents or constellgtions. N

Staff reactions were sought through the use of a five-point Likgrt
type scale -- strongly agree, agree, uncertaiﬁ, disagree, and strongly

disagree. The fiveé-point scale was chosen because by increasing the range

of choice, there is a probability that respondents will not opt for the|

7Loewenberg, "Systems Analysis of Manpower,” p. 256.

8 bid., p. 259.
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"uncertain' response. Because of the inclusion of several theoretical
concepts about team practice, there wag a very clear likelihood of high
incidences of undecided responses, especially in those instances’ where the
respondent's team was in no way modelled After the particular fheory
expressed in the statement.

Permission to conduct the study and distribute questionnaires was
received from the manager of the operations research services division of
the Children's Aid Society of Metropolitan Toronto. He in turn cormmunicated
his approval to family services supervisors in each branch andvth;ir
cooperation was obtained.

The questionnaires were mailed in bulk to family service supervisors
with instructions_as to their distribution to teéﬁ iéaders and thus to team

-
members. Returns came via the same route and eighty-four of ninety-three
questionnaires were returned within®four weeks.

Return envelopes were coded to ensure\that all questionnaires
¢ould be identified as to team. Only one respondent failed to use the

return envelope and neglected to denocte his particular team. The team data

in his responses, however, made obvious Ebe team in which he belonged.

v

Analysis. of Data

' The scope of this research study is.broad, attempting as it does
to gather data in a number of areas -- supervisory style, methods of
managing caseloads, decision making processes —- any one of which could
warrant a separate research project. There is also the problem of

eliciting responses to statements that may be tﬁeoretically sound, but in

»

pract%;e‘may appear to team members to have little direct relevance to their

tean's operation.9

I0ne respondent questioned whether her response should be to the
theoretical concept of team or to the reality of her present team. The -
Questionnaire instructions, of course, indicated the latter.

R
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In addition it must be recognized that much of the data collected
are only the attitudee oflstaff in the CASMT family services teams, with
no comparison of results to other models of staff organizetion nor;
corroboration by other components of the soglal welfare system. For

example, clients could very well hold a different view of the effects of the

team approach than that held by social workers. .

Gonsequently, the hypothesis posed'in this study is 2 relatively
limlted -one in deference to the limitations of the data, and concomitantly
the analysis of the data will proceed with this in mind.

Information gathered via sections I and IT of the data will be used
(aside from the usual descriptive tables) in a process analysis of team

¢
practice at CASMI. This process analysis will examine the experience of
theé team approach in the family service departments of the agency in
several ways. The initiation and development of the team concept in each
branch will be assessed. The composition of the teams in regard to education,
social work experience, and other related variables will also be assessed.
Mode of.supervision, caseload management, the dynamics of teambcommunicacion,
the differential use of staff will all be considered in the analysis of
team process. All of these aspects of team practice at CASMT will be .
evaluated in'light of the theoretical and experiential reports in the
literature.

The analysis of the staff's reaction to team practice will make
use of some of the variables identified in.the above discusslon. The
total response of teanm membere to the thirty-four randomly ordered
‘statements in section III will be tabulated to indicate reactions.

Agreement with a favourable statement and disagreement with an unfavourable

statement are considered to indicate positive reactions to team practice.
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All "uncertain' responses are considered to be negative,lo so that a team

# . ‘

membeyr's total scotre is given as a percentage of the items to ghich he or
she gave a positive %25pon5e. The total score for &1l teams is the total
of‘individuﬁi scores. In this way,‘a total'percéntage score of responses
wili.be produged.ﬁ Scores for the five constellations can then be procured.
By this method,‘the hypothesis will be tested. ‘That is — do teaﬁamembers
reaEt positively to team practiée and its effects on the community, the
clients and potential clients of the agency, the staff of the agency, the
agency itself, and the social work profession? .

jh‘/lngividual statementé will be examined to determine staff reaction
on spé%ific points, as will the other eleven statements which do not
indicaté a pro or con position on team practice, but look at the dﬁnamics
of team leadership and team-client relationships. Scores will be presented
as percentages of total staff{}ggicating a positive or\negative reaction
to that particular attribute of team practice.

In conclusion, it is clear that the data generated by this study

are of such a naQute as to wariaﬁt reSfraint in their use, and therefore

the data will not be subjected to xrigorous statistical analysis but rather

will be reported in a straightforward and easily understood manner.

Research Questions to be Investigated

Assuming that the research data bear out the hypothesis that team
members Vill react positively to team’ practice, the analysis phase of this
C -
study will consider the following reseéfzgﬁéﬁesgipns.

—— To what extent do social work teams at CASMT adhere to the

concept of the team és outlined in the literature?

1OSchwartz and Sample, The Midway Office, p. 38.
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- Doesflength of team exposure positively influence the team

membets reactions to team practice?

-

- Does educational background influence reactions7

-~ Do the numbér of years which the team has existed influence

reactions?

—— What are the factors influencing the reactions of the team
)
most positivély inclined to team practice ccmpaéed with the team least

-positive to team practice?

—- Do teams that claim to adhere to the theoretical c;ncepts of
the social work team react more pos1tively to team practice than those teams
that follow a more conventional work group form of staff ot;:cization?

—- Can the theoretical concepts of team pracc?ce as outlined in
the literature be operationhlized in an agency such as CASMT?

These and ether questions will be raised in the analysis section
of the study. Tn the foiicwing chapters, the relevant literature is
reviewed, so that team practice at the Children's Aid Soclety of

Metropolitan Toronto can be assessed in t the context of other practitioners

experiences.

-/
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THE CONCEPT OF TEAMWORK

Teams are by no means a recent inmovation in the organization of

. e
work groups. They have existed for as long as people have laboured

together, although there is no doubt that leadership and supervisory styles

have changed over the years. There has also been a decided change in" the
way that organizétions look at work teams or groups. This change has

generally been in the direction of a greater recognition of the group as
( ‘ * -
a potent force in organizatlonal life.

The social work team is in essence an administrative device that

¥

seeks %b utilize a work group for the benefit of the social service

-~

organization, and by extension for the benefit of the clients of tHe

organization. Consequently, to fully understand the team approach in

x

social work, one must understand the organization and management theory

that laid the groundwork for the use of groups in organizations.

-

In this chapter, the development of the cbncept of teamwork will

be considered in two contexts: that of organization and management theory

which laid the groundwork for the use of teams in industry; and in the .

-field of psychiatrywwhe;e much of the impetus originated for the use of

teams in social work.

The Team Concept in Organization and ‘Management Theory

[
The study of groups in organizations has a relatively short

history. A pionéer work was that of. Mayo at Western Electric. He

identified the brofound‘infihence that face-to-face informal groups have
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on motivation and behaviour in a work situation; however, he failed to
develop a model by which group process could be harnessed for organizational -
goals. Mary Parker Follett recognized such a need for s conscious use of
groups in organizations:

.the basic problem of any organization, business or otherwise,
(Ls) the harmonizing and coordinating of group ef{orts to achieve the
most efficient effort towards completing a task. !

Follett provided the philosophical framework for researchers such

as Homans and Lewin who found through case studies of industry that:

. the .output of a worker is determined as much by his social
relations as by his abilities and skills; noneconomic rewards are
extremely important in the motivation and satisfaction of personnel;
group-held norms and attitudes play a major role in an individual's
evaluations of his work situation; and informal leaders cam dfgelop
who may possess more actual power than appointed supervisors.

All of these ideas were brought together with the publication of

McGregor's The Human Side of Enterprise in 1960. He contrasted the

central principle of organization of the so-called Theory X, which he

defined as ". . . direction and control through the exercise of

nl3
]

ﬁuthority . - with the central principle derived from Theory Y (his °

point of view.) Theory Y emphasizes integration:
. . the creation of conditions such that the members of the

organization can achieve their own goals best bK directing their
efforts towards the success of the ent:'erprise.1 ’

11Claude George, The History of Management Thought (Englewood-
Cliffs: Prentice—Hall{_lQ?Z), p. 138.

12U.S. Department of Health, Education and Welfare, Working Papers
No. 1: National Study of Social Welfare and Rehabilitation Workers ~— Worlk

and Organizational Contexts (Washingtom, D.C.: Govermment Printing 0ffice,

1971), p.93.

13Douglas McGregor, The Human Side of Enterprise (New York: McGraw—
Hill, 1960), p. 49. ' '

Lorhid., p. 49.



I R e T BT T LT PP

- 20 -
McGregor believed that management was sadly deficient in its knowledge of
group dynamics,l5 and that only through greater understanding of these
dynamics could the modern industrial organization be properly managed.
McGregor carried the concept of groups in management to a
consideration of managerial teams in which collaboration and participation
in decision making were paramount factors. .
The modern industrial organization is a vast complex of interdependent
relationships, up, down, across, and even 'diagonally." In fact, the
interdependence is so great that only collaborative team efforts can
make the system work effectively.16
In such a collaborative network of groups, the idea of individuals who could
provide "linking" functions is postulated. This is in part the thesis of
Likert who also peréeived the potential of groups in management. He rejects
the popular criticism that groups or committees are generally.ineffective.
The surprising thing about committees is not that many or most are
ineffective, but that they accomplish as much as they do when, relatively
speaking, we know so little about how to use them.l7
Both Likert and McGregor share the view that the small group has
profound implications for the organization.
The face-~to-face group is as significan; a unilt of organization as the
individual....Through teamwork and group activity many of the
difficult organizational problems of coordination and control can be
solved.18 :
Likert calls for the development of work groups within organizations:
+-..management will make full use of tﬁe potential capacities of its
human resources only when each person in an organization is a member of

one or more effectively functioning work groups that have a high degree

of grogg loyalty, effective skills of interaction, and high performance
goals.

151bid., p. 230.
161pid., p. 175. -

17Rensis Likert, New Patterns of Management (New York: McGraw-Hill
1961), p. 163. )

18McGregor, Human Side of Enterprise, p. 240. '

19Likert, New Patterns of Management, p. 104.
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Thelﬁighly effective work group is seen as a central concept of
the group approach to management. Some of the qualities that distinguish
these .groups from others are: the group atmosphere tends to be informal
and relaxed; there is a lot of discussion in which viFtually everyone

participates; the task of the group is well understood and accepted by

the membéré; the members listen to each other; there is disagreement

without discomfort; decisions are reached by a kind of consensus; criticlsm

.

is frequent and frank;'feeliﬁgs are expressed freely; when action is tékeﬁ;
clear assignments and tasks are made and accepted; the group leader does

not dominate; and the group tends to be self consclous about its own

operations and will fpequently examine them.20

Another factor that has received a good deal of attention from
the management theorists and that has application to the team concept is

that of participation in decision making. Meyer provides a concise

definition of participation:

By participative decision making, we mean a mode of organizational
operations in which decisions as to activities are arrived at by the
very persons who are to execute those decisions. Participative decision
making is contrasted with the conventional hierarchical mode of
operations in which decision and action functions are segregated in the
authority structure.21

T LT e

Research is this area has produced some relatively conclusive findings

about the effects of giving groups of workers greater involvement in i

.

decisions affecting their jobs. Coch and French recorded dramatic

improvements in' production following the introduction of measures giving

groups of workers, in a factory, participation in designing job changes.22

0
These paints have been culled fromMcGregor, Himan Side of
Enterprise, pp. 232-3 and Likert, New PatternAgof Management, pp. 166-8.

21G. Dale Meyer,"Participative'Dé.cisil'l Making: An Analysis and
Review (Iowa City: University of Iowa, 1970), P~ 3.

22Likert, New Patterns of Management, p. 39. - ;
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Other studieslhave indicated that participétion can strengtheq job
motivation, foster originality, stimulate group cohesion and promote a
supportive group atmosphere.23

A discussion of participation would be inhcomplete without a "
consideration o% the type of supervision that prevails in a work setting. -
In this regard, organizafional research indicates that a supervisory style.
that plays down status and authority dynamics in the group will generally

produce positive consequences for the organization and the group.

Under democratic supervision, the worker becomes in some ways co-equal
with the supervisor; responsibility is spread rather than concentrated.

24
Bridges et a2l examined the effects of hilerarchical differentiation in a
group on productivity, efficiency and riﬁk—taking, and confirmed (at the
analysis phase of problem-solving) thaE a‘hierarchically differéntiated
group will exhibit less fisk—taking behaviour; be less efficient, and be
less productive than a hierarchically undifferentiated group.25

It is clear that the use of teamwork or work groups is an important
thrust of organization and management theory today. The implications for
the social work teams are obvious, insofar as organization and management
theory addresses itself to: the importance of human relations in the
workplace; the concept of participative decision making; and an emphasis on
democratic modes of supervision. All of these are underpinnings of the
social work team concept and‘in a subsequent discussion of social work
theories supporting the. team approach, the similarities with organization

theory will be considered.

23Heyer, Participative Decision Making, p. 20.

24Ibid., p. 3.

25Edwin M. Bridges et al. "Effects of Hierarchical Differentiation
on Group Productivity, Efficiency, and Risk Taking,” Administrative Science
Quarterly, XIII (September, 1968), _ 305-19.
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The Psychiatric Team

In the foregéing discussion of teams in jgggftry, the preponderance
of the literature cited was produced in the late fift{es and early sixties.
This is not meant to imply that the team concept was n in vogue prior to
thaﬁ time. In fact, child guidance clinics in the U.S. havé made use of
psychiatric teams since the turn of the century.26 In addition, several
of the helping professions have participated in interdisciplipary teams,
mainly in hospitals. Professionals such és nurses, occupational therapists,.
psychologists, psychilatric social workers, medical doctors and psychiatrists
have a long history of involvement in team efforts in hospital settings.

. Peplau descfibes an experimental nursing team, composed of registered
nurses and nurses iﬁ training, designed to better coordinate services to
patients.27 Such a team, comprised of workers from a single profession,
would appear to have a good deal in common with the social work team in
that team members adhered to common professional objectives. This )
particular project appears to have been poorly ;onceived with only ; minimum
of orientation to the team consept for the nurses. The membérs resented
the team structure being imposed on them, taking it to mean that previous
work had been inadequate and that the team was purely a device to increase
supervision. C

The interdisciplinary team appears to be a durable and well
utilized feature of most psychiatric‘h_ospitals,z8 Because of the hospital

setting and the needs of the patients served the interdisciplinary team

1s commonly referred to as the psychiatric team.

26Barker and Briggs, Social Work Manpower, p. 193.

27y, E. Peplau, "Must Laboring Together be Called Teamwork,"
American Journal of Orthopsychiatry, XXX (January, 1960), 107.

28

Barker and Briggs, Social Work Mampower, p. 194.
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Hofzberg defines the psychiatric team asi
. . . a group of professionally and scientifically trained people
brought together for a common goal, namely, understanding and
treatment of a patlent, with each individual of the team contributing
uniquely from-hiszgwn background of traiping and experience toward
that common goal.
fe further states that the team should stress: the formulation of common
objectives;.distinctiVe contributions by each professional; the minimizing
of hierarchy in the team; and participation in decision making on team
30
policy and practice.
The psychiatric team has rraditionally been composed of psychiatrist,
psychologist and social worker. Nurses and occupational therapists are
often members of the team as the occasion demands. A significant aspect
of the psychiatric team is its strong medical orientatiom, to the extent
that its overriding professional ethos tends to be that of the psychiatric
profession. One observer sees non-medical professionals as seeking team
: 3
membership for the enhanced status that this provides in a hospital '
setting.31 The traditional hierarchical structure of the hospital has
militated against an atmosphere of equal professional status in the
psychiatric team.32
1t is important to recognize that the physician's medical responsibility
to the patient has been established by law. However, leadership and

responsibility have tended to become equated, with the result that all

responsibility for tge patient's welfare has been placed under the

rubric of medicine.3 Vo

297ules D. Holzberg, "The Historical Traditions of the State
Hospital as a Force of Resistance to the Team," American Journal of Ortho-
Psychiatry, XXX (Januvary, 1960), 88. N :

. 301p44., p. 91.

?1Helen Padula, "Comments on the State Hospital Team by a Social
Worker," American Journal of orthopsychiatry, XX (January, 1960), 111.

32y451zberg, "Historical Traditions," p. 89.

334i11iam T. Bowen, et al. "The Psychlatric Team: Myth and
Mystique," -Americam Journal Orthopsychiatry, XXXV (December, 1960), 687.
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In view of’the foregoing comments, what can the social work team
learn from the/experience of the psychiatric team? It is worthwhile
considering the areas in which similarities exist. Both team approaches
serve the client, when appropriate, with more'thanAone team mwember. An
éttembt‘is made to make the differential skills of the team members
‘available to the cl%;nt. An effort is made to coordinate different

activities of team members to attain the team's objectives.34

All of thése are similarities which must be qualified.' While each
team serves the client with more than one member, there is a conscious
. effort on the part of th;.social work team to foster a ciient—team
relationship, while the client being served by a member of a psychiatric
team may be unaware that he is a recipient of team rather than of

individual attention.35 /)

The‘dﬁfferent compositions of psychilatric and social work teams
give rise to sé&eral contrasts in their operations. The former is made.up
of members from several autonomous professions while the. latter contains
members of one profession with related ancillary personnél. The differences
in operation are:

(1) The formulation of goals in the psychiatric team requires the
negotiation of the different goals of each profession, while the social

work team has only one professional goal and need only make a decision

on the means to be used.

34Barker and Briggs, Social Work Manpower, p. 197.
—4

35184d.

s it e i =
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(2} The goncept of supervision in each team differs. Ideally, din the
psychiatric team, there is no such thing as supervision within‘the team.
One obgerver suggests that "team supervision . . . ultimately . . . leads
to no supervision”36 because each professional should be accountable to

his own professional hierarchy. The social work team, it is argued, has
a clear hierarchical structure that makes supervisioﬁ clearly vis:i.ble.37
Day to day practice in psychiatric and social work teams does not fully

substantlate either of these views. Horowitz sees super#ision as something

that must relate to the setting:

" By and large a team
being helped and this is the
tend to be measured. Thus sHaring of power and democratization of
relationships among co-workers may be advocated, but 1if in a
particular operating setting, a convincing argument can be made that
a hierarchical structure-ensures more effective performance, that is
the structure likeliest to be instituted. .

(3) A final consideration in comparing the psychiatric and social work
teams is that of professional versus bureaucratic patterns of organiza-
;ioﬁ.39 In general, the services of a social work team are deli&ered
under the authority -of a soclal service b;regg;racy and the standard;

are dictaQEg,by that bureaucracy.40 The members of the psychiatric team,

on the other hand, respond to professional standards in their services,

with only peripheral bureaucratic intrusions on team process.

36Bowen, et al. "Psychiatric Team,' p. 688.

37Barker and Briggs, Social Work Manpower, p. 196.

38John J. Horowitz, Team Practice and the Specialist (Springfield:
Charles Thomas, 1970), p. 12.

39

Barker and Briggs, Social Work Mampower, p. 195.

401pi4.
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Psychiatry has long played an influential role in the development
of social work theory and practice, and as thé above discussion indicates
the psyéhiatric team has had some impact on the concept of a social work
team. There is no doubt that the experiences of social workers who have
served on psychiatric teams have influenced their desire to implement’
team practice in soclal work. Witness the fact that Robert Barker, the
co-author of the only comprehensive work on éhe‘social work team, is a

former psychiatric social worker.



- 28 -

v

THE SOCIAL WORK TEAM

In this chapter, the current ptiliza&ion of teams in social work
will be assesséd in four contexts: (1) factors leading to the development
of a team concept in social_work; (2) tAeoretical orienpations of the
team concept in social work; (3) the dynamics of team practice; (4)
strengths and weaknesses of team practice.

A discussion of the social work team largely revolves_aréﬁnd the
idea ff the differential use of social work manpower. Currently the
manpq@er used in social welfare agencies represents a variety of
educational backgrounds, including: M.S.W.'s, B.S.W.'g, B.A.'s,
Eommunity college social service graduates,land workers with child care
certificates. All of these qualifications ;rovide eligibility for a
variety of social work positions in sociai welfare agencies.

Inevitably, the question of terminology arises when one wishes
to diffefentiate the various persomnel. The practice has been for M.5.W.
and B.S.W. workers to be considered professional social workers while the
Test afe categorized as non-professionals, sub-professionals, para-
professionals, case aides, pre-professionals, social work asscclates, or
social work technicians. The 1attég%term is suggested by Carol Meyer as
an affirmative job title unlike th ?gomewhat negative tone of most of the

other terms.41

‘

!

4lcarol H. Meyer, Social Work Practice: A Response to the Urban
Crisis (Toronto: Collier-Macmillan, 1970), p. 198. ’




b

Meyer, of course, is writing in an American context in which only.
M.S.W.'s are accorded professional status. In Canada, both M.S.W. and
B.5.W. degree holders are eligible for membefship in professional social
work o;ganizations; In addition, it appears probable that community
college social service graduates énd'holders of child care certificates \//,
will be eligible for professional status in the near future. :

In view of the foregoing discussion, it seems appropriate tg use
the term 'para-professiomal' to designate‘those social work practitioners
not holding M.é.w. or B.S.H. degrees. While para-professional may strike
some observers as according too much status to’ this group, it is a fitting
apellation for a corps of workers who in many instances perform social
work tasks indistinguishable from those perfo}med by ﬁheir professional
colleagues. '

The discussion above raises a question that is often debated iﬂ
the social work ‘profession today: do professional credentials automatically
confer competence on the practitioner? Certainly the hiring practicgélbf
many agencles would so jndichte. The most prominent proponents of the
team concept argue that competence should count more than credlentials.42
0f course edth team will have to determin® the ceriteria by which the
effectiveness of team members will be judged. The team will often have to

do this under the guidelines of a staff union and agency bureaucracy which

in many instances are most iﬁpressed with credentialed job candidates.

42ponald Brieland, Thomas L. Briggs, and Paul Leuenberger, The Team
Model of Social Work Practice (Syracuse: Division of Continuling Education
and Manpower Development, Syracuse University, 1973), p- 11. ‘
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The Development of a Team Concept in Smeial Work

The idea of a team approach in social work was iniéially given
impetus by the realization in the early 1960's that social work was facing
{ .
a manpower shortage of some magnitude. Barker and Briggs identified

sox 'of the factors contributing to this shortage: (1) the limited
A

capacity of professional- schools, (2) inadequate recruitment procedures;
(3) the growing demand for social services; (4) a failure to make
effective use of workers lacking formal social work training; (5) and the
utilization of inefficient methods of service delivery.AB

Notwithstanding the fact that the manpower crisis d1d not reach
the proportions expected in the U.S. because of cutbacks in social welfare
budgets, the ideas expressed by Barker and Briggs on the team approach
won many followers. In fact, the reduction of agency budgéts provides an
even more cogent reason for looking at service delivery methods and
differential use of manpower.

While the social work manpower situation in Canada has not been
well documented, it appears that shortages of qpalified personnel were never
as. critical as in the U.S. because of the flexibility of Canadian
social welfare agencles in hiring a diversity of manpower. Nevertheless,
restricted budgets are now the order of the day here and if services are
to be maintained at their present levels, soclal welfare agencies must
consider changes in the deployment of their manpowyer Tesources.

Linked to the question of manpower resources and similarly sparking
a desire to test new modes of staff deployment, is the probleg of staff
training and development. In public soclal welfare agencies, high staff

turnover creates a costly drain on agency resources earmarked for staff

43Barker and Briggs, Social Work Manpower, Pp- 23-29.
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training and development.44 Publié‘welfare and child welfare agencies
have become training grounds for new social work personnel who stay 6n1y
a year or two to acquire social work éki}is and expefience, and then move
oq.

The social work team is viewed as a méans of providing a more
effective method of staff ;raining45 while creating career lines for
para-professional workers that may reduce turnover rates. %6

Another factor influencing the development of a team concept in
social work is what Mandell refers to as the "equality revolutionf47
This is viewed as a desire by all people for more equality and autonomy
in the careers that they choose. In social work, this desire is manifested
in the increasing criticism of the role of supervision in social welfare
agencies. The quest for more democratic and less hierarchically
differentiated relationships in work settings has led to a‘greater interest
in the team form of work group organization with its use of peer group

supervision.48

Theoretical Orientations of the Team Concept in’Social Work

Group Process in the Team. —— The team concept of staff utilization

is based on the assumption that group process provides the most effective

means of problem-solving. Social workers are well acquainted with the

properties of the treatment group that can contribute to client change.49

LY

44g hwartz and Sample, The Midway Office, p. 27.

45Child Welfare League of America, Differential Use of Manpower:
A Team Model for Foster Care (New York: Child Welfare League of America,
1968), p. 32.

46Barker and Briggs, Social Work Manmpower, 'p. 200.

47Betty Mandell, "The 'Equality' Revolution and Supervision,"
Journal of Education for Social Work, IX (Winter, 1973}, 50.

&4

81bid., p. 52.

49Margaret E. Hartford, Groups in Social Work (New York: Columbia
University Press, 1972), pp. 6l-4.
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The team concept represents an attempt to make use of the same group-

dynamics for the resolution of problems and the completion of tasks in

IR

the area of service delivery.

The group dynamics whidh the team makes use of include: the t;sting
of strategies in the here-and-now reality of the group; the belief that
-+ "In contrast to an individual, a group has no habitual way of solving a

problem.énd is not, accordingly, blind to new suggestions' and solutions'>0;

a reliance on democratic consensus in reaching decisions; the tendency of

the face-to-face group to sustain ". . . a free flowing brainstorming

climate, conducive to high morale and problem— "51; thelability of the
group: to both Supﬁqrt the group member when he or she is faced with a
difficult problem or task and to challenge when the individual appears to
avoid issgés; and finally,'the tendency of the group to foster an

‘environment that allows each participant to contribute his point of view,

-~

while subscribing to the standards of the "best" member in seekiﬁg effective

. 4
sclutions to problems.52

Another theoretical basis of the team approach is suggested by
Hartford,wheh:sﬁﬁ?bbserves that in érganizations, there is a natural growth
of informal sub-groups which oﬁerate extensively and spontaneously within
 the formal-system.SB To some extent, the team can be a means of formalizing

and making more effective these spontaneous interactions.. Loebel argues
- .

that:

The work group provides the opportunity to facilitate the growth of
informal organizations within the confines of formal organizations.5A

50Ccarl Rowley and Eugene Faux, "The Team Approach to Supervision,
Mental Hygiene, L {January, 1966), 64.

Slipid., p. 61.

52yi1lian Babb, "Report on Teams," Children's Aid Soclety of
Metropolitan Toronto, p. 6. (Mimeographed.)

53Hartford Groups in Social Work, p. 59.

S4peter Loebel, "Wbrk Groups: Implications for Social Welfare
Agency Administration," Social Worker, XXXVII (May, 1969, 106.
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In conclusion, the theory underlying the social work team is a narriage
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of both social work and organization concepts of group process.

The Team-Client Relationship. -- The second major theoretical

orientation of the social work team is postulated by David Gil. He states:
The idea of the social work team is based on the hypothesis that the '
client-social worker relationship can be expanded into a client-social
work team relationship, and even a client-social agency relationship.55
Gilubases'his hypothesis on the belief that the social work profession
- - .may have exaggerated the importance of social workers as individuals
to their clients and' that we may have underestimated the importance to
clients of the social agency.5 ' ‘
This concept is supported by ﬁandell who bdbserves that clients seek the
services of an aggncy,lnot an individual social worker when they decide
that they negd help.57 In the use of.experimenta1>teams in Chicago's
Midway Welfare Office,. some caseworkers argued that the sharing of case
responsibilities among ‘team members would interfere with the caseworker's
relationship with his or her clients. In faéE, the research showed that
many clients, whether served by the team or by the traditional form of
servicé delivery, did not remember their worker's name. The researchers
concluded that the concept of casework-relatiohship was generally
". . . honored more in the breach than in the observance.'""S
The theory of a team—ciient relationéhip, of coﬁrse, can only be
sustained 1f in practice the client is aware of the fact that he is being

served by a team rather than an individual worker. One team operation

handles this by teliggé all new clients that they would be served by a team,

»

55David G. Gil, "Social Work Teams: A Device for Increased
Utilization of Available Professionally Educatéﬂ Social Welfare Manpower,"
£hild Welfare, XLIV (October, 1965), 444.

301bid. |
57Mandell, "Equality Revolution,™ p. 48.
38schwartz and Sample, The Midway Office, p. 20.
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even if the case was being handled by only one team member.5g

The concept of a team-client relationship does not exclude the
opportunity for the'eétablishment of a supportive relationship between the
client and an individual worker. What the team-client relatiounship can do
is to increase the clients' options.

. . . some clients may require and request a tangible service only ——
e.g., a new place to 1ive after being evicted or a new job after being
fired, and not want to engage the worker further. For social- workers
to insist on developing a "helping relationship" is to put conditiomns
on the provision of services which may serve our professional biases
but not necessarily the clients' best interest. On the other hand some
clients may seek the supportﬁgf‘a continuing relationship; however,

the option should be theirs!

The team-client relationship can be said to complement the
traditional casework relationship in several ways; the exposure of a
client to more than one social worker provides a variety of altermative
helpers to the clieat from whom he can chose those who offer the most
effective help; the involvement of more than one worker diffuses the
dependency relationship which is often difficult for the client to break
free of; and the client can have increased confidence in the treatment
plans of a group of social workers of whom at least onpe member is always

available in times of crisis.

gtaff Morale in the Team. —- The third major theoretical premise of

team practice is that it will stimulate high staff morale. Evidence to date
indicates that large social welfare organizations are mot characterized
by high levels of morale and job satisfaction among Social work staff.

studies show these levels to be v _ . substantially lower than for persons

59Kenneth W. Watson, ''The Manpower Team {n a Child Welfare Setting,”
© Child Welfare, XLVII (October, 1968), 453.

6OBrieland, et al, The Team Model of Social Work Practice, p. 23.
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in other occupations compar;ble in status, educational qualifications,
and job.requirements."61

Theoretically, team practice will promote high staff morale which
wili lead to greater group efﬁorts which, in turn will result in more
positive chahgés’in clients served. The latter result will stimulate
further increases in morale.62

In the 1960's, Schwartz and Sample undertook a study of these
theéretical attributes of team ptactice and reported the following findings:
in both low and high caseload situations experimental teams exhibited -
higher staff morale than conventional work groups; teams carrying low
caseloads showed higher~activity per case than conventional work groups with
low caseloads; clients of teams showed greater improvements or less deteriora-
tion than clients of conventional work groups. The first two findings were
not statisticélly signifié%nt while the latter was.®3 The experimental teams
in this instance used most of the major elements of team practice:
differential use of staff; jointly carried caseload; and the development
of effective communication in the group. The conventional work groups
followed the traditional pattern of each worker being responsible to his
supervisor for an individual caseload.

- While the research cited above is the only example of a formal,

objective attempt at sclentific research on the soc{:l work team, the

findings are corroborated by numerous observers of team operations in the

field. Wright and Lgvitt report on reactions to team practice in a

61Schwartz and Sample, The Midway Office, p. 27.
6

21bid., pp. 25-29.

631p1d., pp. 145-72.
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_ Viectoria, B. C. family service agency:
. . . staff members had no doubt that team practice was, for them, at
' least, more gratifying than individual practice within the standard
service section.
While the direct connection between team.morale'and productivity is not . ¥
made in any of the available figld'reports, there 1is, nevertheiess, |
frequent mention of the team's ability to handle larger caseloads than
conventional work groups. Watson cités thie example of a team that had an
"insatiable" appetite for new cases,6§1while Babb reports the team can
provide more service in a shorter period of time to more cases because of
the group effort involved.ﬁﬁ-

The effectiveness of the team approach in achieving positive client
change is seldom documented in the 1iteraturé, although the assumption is.
prevalent that more and better services will obtaln this result. Perhaps
this ommission of information reflects the‘difficulty which all social
service agencles encounter in trying t§ use client change as a measure of.
agency effectiveness.

This discussion has centered on three major theoretical orientations
of the team in social work —— group process, relationship, and morale.

There are several other tﬁ;oretical premises of the social work team that

will be dealt with in the next chapter.

64cordon R. Wright and Kenneth L. Levitt, "Neighbourhood Social
Work Teams," Social Worker, XXXIX (February, 1971), 17.
: _ L

65yatson, . ""Manpower Team," p. 450.

66Babb, "Report on Teams," P- 6
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Constructing a concise, explicit definition of the social work
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Defining the Social Work Team

team which one can use as a measure for all existing teams is no small
task. The literature on the team reflects this difficulty and the
result is th;t most observers and practitioneré can agree on only the
most fundamental comcepts in defining team practice inm social work.

The lack of a hard and fast definition should not be looked upon
as a deficiency of team practice. The report on teams in tﬂe final'
chapters of this paper will show the diverse nature of team praétice :
within a single agency. This diversity provides én opportunity teo study

. . hj
alternative ways of striving for the same goals.

1"

Barker and Briggs define the social work team as "...any grouping

of social welfare personnel which has mutunal responsibility for providing

n67

appropriate soclal services to a common clientele. Gil sees social

work teams as'"...stable, integrated staff units that assume responsibility
under their professional leader for a jointly carried caseload."®® The
foregoing authors-an& others agree that the distribution of work in the
team should be done on a differential basis, depending on each worker's
skills and that the team should be respomnsible for a "team" caseload
rather than each member carrying his own caseload.

A; the following discussion on team dynémics will show, there are
specific aspects of the differential use of staff and of caseload
management on which not all team préctitione.rs agree. Other dynamics
such as the mode of supervision, the use of team secretaries and the

communications system in the team are similarly contentious issues in

team practice.

»

67Robert 1. Barker and Thomas L. Briggs, Using Teams to Deliyer
Scoclal Services (Syracuse: Division of Continuing Education and Manpower
Development, Syracuse Uaiversity, 1969), p. 3.

68511, "Social Work Teams," p. 443.
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In addition, it is obvious that as the team concept becomes more prevalent

in practice, there 1s a tendency for many kinds of staff work units or

., Broups to’be labelled "teams."

A “o . .
B i In conclusion, the social work team may be defined as a work

group of social workers (both professional and para-professional), organized

“\\\ under the leadership of a team leader for the purpose of delivering social

—

—

services to a client population. Clients are served by the team, not by
an individual social worker, with service tasks for each client assigned

to one or more members of the team, in accordance with the. needs of the
client and the skills of the team members.

The Dynamics of Team Practice

Differential Use of Manpower. -- The overriding dynamic of team

practice that is expressed in the literature is the use of different types
of social wofk manpower to staff the team. As stated earlier, this
represents in part an effort to alleviate shortages of professionally
trained manpower. It is also an attempt to make the best use of available
social work skills. Barker and Briggs believe that the "quantity and
quality of service deliveries are enhanced when M.S.W.'s and non-M.S.W.'s
are involved"®? in the provision of services. |

In the most simple terms, differential use of manpower is the
dynamic that makes a team different from a conventional work group.70 It
is a dynamic that is difficult to put into practice gecause it requires
that criteria be developed so that taské may Se assigned differentially.
The traditional method of making this differentlation has been based on

the complexity of the task —— i.e., 1is the case a difficult or easy one.

698arker and Briggs, Using Teams, p. 8.

7033ura Epstein, "Is Autonomous Practice Possible?” Social Work,
XVIII (March, 1973), 10. ’
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The evidence to date shows that complexity of task is a very difficult

standard to apply:
Ranking tasks by complexity.is an extremely hazardous procedure and
so far, no one has been able to come up with a conception of which
tasks are complicated and which are less so....tasks tend to go
together in clusters, some of which are quite complex and others of
which are simple. .

Barker and Briggs suggest the use of the "episode of service" as a means

72 1. effect, this is a device that calls for

of differentiating tasks.
the involvement of the skills of one or more members.of the team,
depending on the range and complexity of the tasks involved, in resolving
the problems that the client.has presented. Thus one team member may

deal with the client'é‘marital problems through family therapy while
éﬁother team member might work with the client on an environmental issue
such as the lack of adequate housing.

While differential use of manpower suggests the direct involvement
of more: than éne team member with a client, this is not a necessary
condition of service.. Service to a client may follow the traditional mode
of practice -~ one worker assigned'to.a client —— however, the dynamics of
team communication require that all team members play a role in determining
the service goals for the clieﬁf.

Not all teams are successful in maintaining a team orientation
in task assignment. A Monroe County, N.Y. team found that:

Even though cases were agsigned differentially, usually the case

became the "property" of the worker assigned. In effect, we were
still operating under a modified individual caseload system."73

7lgarker and Briggs, Using Teams, p. 1ll.
721pid., p. 12. 4

73pavid Montgomery; Donald A. Shulman; andeeqrgéu?fenninger;
"Use of Social Work Teams to Provide Services to-.Childrep in' Their Own
Homes," Child Welfare, LI (November, 1972), 595,
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Caseload Management. ~- The above quote indicates that the

traditional one-worker to ome-case orientation is so firmly entrenched
in social work practice that a change to team practice is a big leap for
most staff. Nevertheless, the idea of a jointly carried caseload is
considered extremely important by many team theorists and pradtitioners.

The jointly carried caseload or team caseload theoretically shifts
the burden of accountability from the individual team members to the team
and in effect, to the team leader.-74 The vesting of this degree of
responsibility in one person on the team, aside from its tendency to
imbué the team leader with considerable status and authority, is probably
unworkable. ?eam members, as'the Monroe County experience indicates,
will continue to feel accountable for their own cases, especially in the
face of” group pressuré to show results. It appears that the Monroe County
example-is not isolated. At Family and Children's Services, Victoria,

B. C., each case is assigned to a primary worker who then has some say
in the involvement of other workers.’? !
'Loewenberg sdggests a variant to the team caselecad whereby:
-..every team membér functions as coordinator fer a given number of

cases; the coordinator for the particular case calls on other team
members for expert assistance whenever necessary.76

Ié appears likely that in the area of caseload management, .the concept
of team caseload must be flexible according to the agency setting. This
is especially true in those agencies where the team member is under a

statutory mandate to carry out certain responsibilities.

74Watéon, "Manpower Team." p. 451.

75Wright and Levitt, "Neighbourhood Social Work Teams," p. 16.

76Loewanberg,"Systems Analysis of Manpower," p. 256
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One way in which a team in the latter type of agency might embrace-
the "spirit" of the shared caseload, if not the fact, is fgr the team to
use "conference recording' whereby the record of a worker‘é involvement
with a client is discussed and goted in the team meeting.77 In effect,
the team as a whole decides on the appropriate mode of ongoing soclal
work intervention. |

Supervision. -- At this stage in the development of the team
concept in social work, the type ofrsupervision used in a team operation
may be the most contentious issue confronting it. The traditional method
of supervision in social work has begn under fire for some time.

The profession is increasingly concerned that workers be allowed to

move beyond the degemdency relationships of close supervision to
greater autoqomy.7 :

The studies of groups in industry cited in Chapter III indicate thét the
" dilution of hierarchical power and status is an incentive for
innovation and responsibility."79 The recognition of this principle in
social work has led to greater use of group supervision and consultation
in agencies.

Rowley and Faux attempt te differentiate "group'" and "team"
supervision by asserting that in group supervisionm, "the real authority

and direction are still vesfed in the supervisor, but he or she directs

a group rather than a single professional worker."8® Against this model,

77¢chi1d Welfare lLeague, Team Foster Care, p- 26.

"85t awart Moore, "Group Supervision: Forerunner or Trend Reflector?"
Social Worker, XXXIX (February, 1971), 17.

79

Epstein, "Autonomous Practice," p. 10.

SORowley and Faux, "Team Supervision," p. 61.



a

\g\‘ - 42 -

the authors place their concept of team supervision: all team members
are equals who commun;cate as a peer group; the group opinion is more
valued and has more weight thaﬁ the opinion of any one member; the team
itself acts as a supervisor for each and every member; and the team
promotes a decision-making process in which ever} opinion and suggestion

a.81 Fizdale reports a similar experience with

w82

is accredited and value

what she calls "peer-group supervision.
¢

Both of the above examples are not directly relevant to the social

work team under consideration here. The former 1s an account of supervision

in an interdisciplinary team and the latter tock place in a private

P

-3
counselling agency staffed entirely with M.S5.W. workers. Nevertheless,

the ideas expressed on team or peer—group supervision are enjoying some
currency. Epstein sees team supervision as a variant ;f group supervision.83
Under team supervision, the team

...deliberately attempts to minimize status differences among its

members. ...differences are attributable to a practitioner's actions

in relation to clients, not to formal professional perogatives....

This discussion of supervision is highly relevant to the team
concept because it appears that the major exponents of the team, while
claiming to have reduced status differences in the team, hav; in fact
erected further types of hierarchical differentiation. Barker and Briggs

propose a system of team consultation in which there is a sharing of

ideas on methodoldgy but "there 1s no obligation by the other person to

81Ibid., p- 63

82Ruth Fizdale, "Peer-Group Supervision," Social Casework, XXXIX
(October, 1958), 443-50,

83

—

Epstein, "Autonomous Practice," p. 6.

841p14., p. 10.
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follow these'suggestions." Further to this point, they state:

By its very‘nature,.skgfrvisiOn presumes a relationship of inequality,
on the assumption that the supervisee is inferior in all realms of
knowledge, skill and value orientation.B86

Nevg;theless, the authors propose a team operatiog in which the team léader
-oécupies a locus of responsibility that is unlikely to reduce status E
diféétences. In thelr team operation, the team leader "...must have the
authority toiappoint his team members ‘and release them when they are no
longer hee&edl.." and he "...assigné specific tasks to the team members.“g7
Both of these are functions tﬁﬁt may more properly be carried out by a
decision of the who;e team. .
Gil conceives of the social work team as having a hierarchical

structure in which

Important decisions concerning diagnosis and treatment plans of all

cases on the team caseload would not be made without the participation
of the team leader.

He sees the gsupervision of team members being accomplished, however,
through "peer group supervision,"89 which, given the hierarchy of the
team is highly unlikely.

The apparent Inconsistencies outlined abo&e make it d;fficult to
delineate concrete proposals for supervision in the soclal work team.
Watson warns that because each worker's job performance is sugject ;6
periodic scrutiny, "team involvement represents some loss of professional

autonom.y."90 -

aﬁgarker and Briggs, Using Teams, p. 31.
861b1d.

87Barker and Briggs, Social Work Manpower, p. 209.
88541, "Social Work Teams," p. 443.

891pid., p. 444.

90yatson, "Manpower Team," p. 452.
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Montgomery et al argue for a clear distinction between the supervisory
and'team leader roles.91

Supervision in a team context will always be a product of several
factors which are difficult to reguléte: the personal étyle of the team
leader; the work experiences of team members and their perceptions of
authority; and tﬁe overall agency hierarchical structure. There are éome
ways in which a team might mitigate statﬁs differences. One way is to
spread the responsibility for managemént functions in the team. The
periodic evaluation of workers is a traditional supervisory function
that more than any other factor makes the supervisof or tead leader an
authority figure in the grou;.).g2 This is a function that can easily
be handled by the team as a whole, and more effectively, with final
decisions on the evaluation being performea by a superviser at a higher
level. Task assignment and major decislons on cases could alsc be made
by ;eam consensus, with the team leader making decisions when consensus
was unattainable. ‘

Team Composition and Roles. —— As the preéeding discussion

indicates, the team leader occupies an important role in the team process.
Most observers feel that the team leader should hold an M.S.W. degree

supplemented by a good deal of experience in the specific area of service

which the team offers.93 Formaiitraining and experience in the team

approach prior to assuming the leadership position 1s also seen as an

asset. 94

91Hontgomery, et al., "Team Services to Children,”" p. 596.

92Barbara Cowen, et al., "Group Supervision as 2 Teaching/Learning
Modality in Social Work," Social Worker, XL (December, 1972), 259.

93Barker and Briggs, Using Teams, Pp. 14.

94Ibid.

,.
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Supervisbry experience is not seen as a prerequisite to tegm
leadership; however, Watson observes that an agency may feel more
comfortabhle with the leader having this backgroUnd.gs He summarizes the
team leader's role:

' To lead a team is different from supervising jts members. The leader's
chief responsibllity is to help the group to develop its capacilty to

- function as a team. The leader is an integral part of the unit; he
participates in team decision making and,”when appropriate, is involved
in giving direct service to the client. In addition to casework skills,

the team leader must develop an understanding of group dynamics and
small group process. . '

Barker and Briggs advocate a highly structured team composed of
leader, M.S.W. member, team specialist, indigenous worker speclalist,
social work associate, advhoc‘members and ‘student members.97 While
specialization is a welcome attribute of téam practice,'it may be that
the degree of specialization called for in the above structure will
require prior training and expertise that manpower shortages preclude.

In addition, it maylbe anrealistic to aspire to such a degree of special-
ization, with the staff training involved, when high turnover rates appear

to be common to social work agencies. o T
One staff role which most commentators agreé on 1s théﬁ of the -
team secretary. In fact, the role prescribed for the clerical member of
the team is a great departure from fraditional clerical-roles in social
welfare agencies. The traditional view of secretarial personnel in social
. . work has been to maintain a clear distinction between social work and
~j,:cle.rical staff. This has often‘resulted in impaired communications between

the two groups.

LS

95yatson, "Manpower Team," p. 451.

" 961y,44.

97 garker and Briggs, Using Teams, PpP- 14-25.
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-
This separation did not necessarily result in the most efficient

use of ﬁhe social worker's time. A frequent complaint of social work staff
is the inordinate time spent on administrative detail. In accordance with
the concept of differential use of staff, the team secretary'é role
enéompasses virtually every asﬁect oflthe'administrative functions of the
team. These functions include évérything from traditional clerilcal work

to those duties that réquire direct intervention with a client such as

helping a client to £i1l out forms.98

The latter rele may be viewed aé entering the social worker's area

of service and it is mandatory that the-team secretary's skills are not

overused;// . B
i' L - g . :
-‘,..// u
Communications in the Team. —= The development of effective intra-

team communication is vital in the social work team. Communication in the
team is primarily affected by two factors: the physical'locatién of the
team in the agency, and the way: in which teém meetings are organized.

The bhysical locatidn of the team is cénsidered Py most observers
‘to,be an impor;ént dynamic of team practice that "can largely determine
the effectiveness of the entire team operation."gg. Ideally, téam members
should be 1oéated as near to one aﬁother as possible, preferably all;“
sharing a common office space. There are s;veral reaspns for this‘glqse
proximity: team operations require frequent coordinatiom, especialiy‘
when more tﬁan one worker is involved with a given case; group cohesion
is deyeloped more quickly; workers are open to the scrutiny of their

100

colleagues in theif daily activities; ad hoc case discussions can occur

more frequently than when members are in separate offices; and team members

o

981pid., p. 23-
993arker and Briggs, Using Teams, Pp- 25. %
100744., p. 26.
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can derive immediate support from co~workers when emergencies arise.

In addition, new and inexperienced workers or students will learn much

more quickl? in a setting where they can observe, other, more experienced

. (3
o

staff dééling with day-to-day problems.

The team meeting is the means by which team members formally
exchange information on their work. In team meetings, discussion revolves
around every facet of thé Eé&m'é operation: case and task assigoment;
géal determination for a particular'case; evaluation of team intervention;
assessment of individual skills in working with specific ciients; and
decisions rélating to termination of service to a client.

The team meeting provides an opportunity for the team to review ™
each worker's performance. Ideally, every case on the team's caseload
will periodically be placed on the agenda for review. Im this way, each
team member is made accountable for his own workload. Case recording may
be completed in the team meeting so that the individval leaves the discussion
witﬁ-a clear idea of the activities he must pursue before the next
evaluation of that case.

It may be.appropriate to hold two team meetings, one focussing
on client or case issues, the other én team issues.l0! Hazelton reports
on two main areas of discussion in the team-centred meeting:

‘The first is mechanical or managerial things. Examples of this are
planning an information sheet' for addition to each file or sorting out
difficulties in communication with switchboard. The second area has to
do mainly with communication in relationships within the team and

between team members, and with general service problems on a more
philosophical’ level.102

1OIWatson,'"Hanpower Team." p. 450.‘

102p ¢. Hazelton, "The Rehabilitation Team," Children's Aid Society
of Metropolitan Toronto, 1969, p. 5.

"t
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By separating client-centered and team~centered discussio# (the
former would occur at least once a week, and fhe latter once each month),
meetings can be better organized, more goal-oriented, and the team nay
avoid the charge that teams often place the clients' needé secondary to
ﬁhe group's needs. ' ' j' ‘

Strengths and Weaknesses of the Social Work Team

Loewengerg's five components of the social welfare system -~
community, clienﬁs, staff,‘agency, and professionl03 —— wili pe used in
considering the strengths and weaknesses of the social work team.

Community. -- Wright and Levitt found that the team is an effective
means of providing sefvicés at the neighbourhood leve1l04 as did Roge;sl
and Hallinan.}03 Greater accessibility is seen as the key benfit which
results in increased visibility of the agency In the comm;nity, and a
greater demand for services. The team, however, can meet this Increased
demand through its ability to identify resources in the communitj,lo6 and .
make use of volunteers as ad hoc team members.197

The possibility exists that a team whicp has neighbourhood responsi-
biligies may become isolated and i1l informed about the activities of

other teams and of the agency as a whole. Consequently

Team members must continually strive to see beyond the professional
‘horizons of their particular team area.l0

03Loewenberg, "Systems Analysis of Manpower," p. 256.
1OltWright and Levitt, "Neighbourhood Social Work Teams," p. 18.

105Arthur J. Rogers and Helen W. Hallinan, "The Youth Board Team
Working with the Individual, the Fanily, and the Neighbourhood,” Child
Welfare, XLIII (November, 1964), 545.

106Wright and Levitt, "Neighbourhood Social Work Teams,” p. 18.

107Melvena Green, "The Team Approach in Home Care of Mentally
Retarded Children," Child Welfare, LI (March, 1972), 178-81.
Ll

108

Wright and Levitt, "Neighbourhood Social Work Teams," p. 19.
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Clients. —~ There is a general consensus in the literature that

the team approach results in the delivery of higher quality services to

"

clients. This results from the greater specialization of individual

e e n el §

workers, the appropriate matching of workers' skills to client needé, and

if indicated, the involvement of two or more workers in the case.109 ]

The Midday"project found the team useful in work with mdledi-
deficit families:
The team approach in which the impact of the pathology is shared by
several workers, with the active involvement of their supervisor, may

be particularly relevant and effective with seriously disorganized and
deteriorated, highly vulnerable families.ll

The final report from Midway confirmed this finding with team clients
showing greater improvement OI less deterioration than clients of o
conventional work_groups.ll1 The factors contributing to this positive

outcome for team intervention include: the better diagnostic skills of

s T

the team;112 the continuity of service provided, where a team membey with

first hand knowledge of the client is always available in a crisis;l23 and

cme——

the involvement of several workers hélps the client's socialization process
and imbues him with the confidence that his problems are receiviﬁg the
attention of several skilled practitioners.

Several observers have noted the confusion that the latter

arrangement might cause for some clients.ll& No strong evidence is put

—

0

109g,rker and Briggs, Using Teams, Pp. 38.

110gqward E. Schwartz and William C. Sample, "First Findings from
Midway," Social Service Review, XLI (June, 1967), {s0.

11lgchwartz and Sample, The Midway Office, p. 14l.

112y tson, "Manpower Team," P- 454.
113144d., p. 453.

lthpewenberg, “"gystems Analysis of Manpower," p.259; Montgomery,
et al. "Team Services to Children," p.595; and Child Welfare League, Team

Foster Care, p. 22. : i
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forward to support this problem. In fact, Monroe County found that the
problem "proved unfounded; families almost always welcomed the attention."113

The tendency of the team to become overly concerned with group

_ process to the detrimenﬁ of client services has also been cited.116 The
establishment of separ;te meetings for client;centeted and team—centered
discussion is likely to alleviate this problem.

Staff. -- Job satisfaction is one of the basic assumptions made
about the team form of organization of staff.u7 This satisfaction is
expected to spring from sevefﬁl Qources: the team encourages each worker
to make full uée of his skills;118 the collegial atmosphetre of the team
stimulates selfuconfiaence and innovation, and helps reduce status and
authority differences amongst staff; team member; enjoy constant support

from their colleagues when workloads become difficult to manage;119 and the

team provides a climate in which members can experience individual growth as

e
P

workers.

In regard to_thié latter point, the team is sometimes regarded as

¥

personally therapeutic for the worker; however:

Team' 1s not a T—-group nor a gsensitivity group. It is therapeutic inas-
much as it is an ipstrument of growth, but this growth shoéuld be primarily
in the area of the person as a worker. Growth of the individeual will
occur, for one cannoL commit one's self, oxr become involved with others

in the way in which team réquires without receiving something in returm.
This, however, should be in the nature of a "secondary gain," not a
primary one.1i y

115Montgomery, et al. "Team Services to Children," p. 595.
116Hazelton, "The Rehabilitation Team," p. l4.

11741, “Social Work Teams," p. 4bk.

1IBBabb, "Report on Teams," p- 6.

119-1,114 Welfare League, Team Foster Care, P- 22.

lzoGriffin, "Notes Re Team,”" p. 8.
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Data from Chicago's Midway Welfare Office confirm the superiority
of communications in teams as opposed to conventional work groups. The
team afforded better feedback and more interaction among peers than the

conventional work group.121

There is no doubt that thé inclusion of
cleriﬁal workers would also enhance communications between social work and
clerical staff. Communication can be further enhanced by staff sharing a
common work area in the agency. |

| Negative effects of thé team in the staff context have not been
well documented. The tendency of the team to stifle individual initiative
by demanding adherence to group ideas is mentioned by Loewenberg. BHe
indicates that '"the.'lone eagle' who could render ocutstanding service in

other (staffing) patterns may not f£it on a team."*22 Phelan and Pancost expand

on this idea to warn that the shift from individual to team practice may

. be a difficult move for workers or supervisors who hold traditional views

about service.l?3
The team approach is criticized as having limited effectiveness

when caseloads are high, which they are inclined to be when team services

become visible in a neighbourhood.124 The Midway study found that

indeed, the team approach did not produce as well as the conventional work

groups in high caseload situations.125

Finally, teams are sald to be impotent when team members have

personality clashes or when intra-team power struggles occur. There is no

121gchwartz and Sample, The Midway Office, p. 49. /////__

122Loewenberg, "Systems Analysis of Manpower," p. 259.

123Joseph F. Phelan and Richard O. Pancost, "An Examination of
Factors of Stress Inherent in the Integration of Staff Within a Residential
Treatment Centre," Child Welfare, XLII1 {November, 1964), 466.

124Wright and Levitt, "Neighbourhood Social Work Teams," p. 18.

12SSchwartz and Sample, The Midway Office, p. 80.
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" indication that these dynamics are any more innate to team than to other

forms of practice. The provision of formal opportunitie; to air discontents
in the team, should lessen conflict or at least channel it into productive
results. .

Agency. -- A high level of staff morale as indicated by_positive
staff attitudes, low absenteelsm, and low turnover rates 1s a goal that most
agencies aspire to. The team form of staff org;n@;ﬁtion is one way of trying
to improve morale. Schwartz and Sample testgd this idea and its corollary,
that high morale would lead to greater staff productivity. These hypothesgs
were based on ﬁhé belief that teams would ﬁromote greater group cohesion .
than conventional work groups, and that greater improvement in ciients,served
by the team would boost morale.l26 The Hypotheses on morale and

productivity were not substantiated by the data at a significant level. The

data did show that team practice produced more positive client change than

127

" the other work groups, and at a lower cost.
The team is claimed to be a good setting for staff training and
development. Schwartz and Sample see it making possible “a more rational
and less traumatic induction of new workers into their duties."128
Similarly, Babb observes that "team discussion provides a. faster learning
éxperience....than the usual worker—-supervisor arrangement.".l29 For Lieb
et al., the team"provides a unique opportunity for‘supervised in-patient

training in crisis work."130

1261p54., p. 29.
1271544., p. 158.

1287414., p..29.

129Babb, Y"Report on Teams," p. 6.

L4

1303415an Lieb; Ian I. Lipsitch; and Andrew E. Slaby, The (Crisis
Team (Hagerstown, Md.: Harper and Row, 1973), p. 18. !
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The time consumed by team meetings may contribute to less time
being available to the client. This objection to the team has some
validity, especially in the early stages of team development when

communication is less open and case decisions require lengthy deliberatioén.

Profession. -~ The major strength of the social work team is that
it improves professionalism in social work. It does this by ensuring that
workers are only involved with those clients that they have the skills to

help.131

The éliént is also assured that his social worker, whether
' professional or para-professional, conforms to the professional standards
_ set down by the team leader.132
The expectation that feam members will develop their ipnate skills
in specific areas of service, creatég an environment conducive to individual
learning and provides worthwhile career prospects for para-professional

workers.133

. Perhaps the most outstanding contribution of the team form of staff
organization, is its ;apacity to break down tﬁe barriers Qgtween professional
and para-professional workers. It is probable that worker;k%ith less than
the traditional professional qualificagions will occupy a growing role
in the provision of soclal welfare services. Their exposure to professional
social work standards in a team can only enhance their effectiveness as
helpidg persons. In addition, a team that succeedé in developiné collegial
relationships between credentialed and non-credentialed staff,'can go a long
way towards reducing the traditional dependence of agencles on formal

education as the sole criterion of the competence and effectiveneas of

social workers.

131Barker and Briggs, Social Work Mampower, p. 201.

2
13 Ibid., p. 202.

1331p14., p. 200.
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TEAM PRACTICE AT THE CHILDREN'S
AID SOCIETY OF METROPOLITAN TORONTO

The Agency Setting

The Chiidren's Aid Society of Metropolitan Toronto is one of the
largest child welfare agencies in North America, with a staff in excess of
650 and an annual budget of approximately $13,500,000. The Society
shares with the Catholic Children's Aid Society the responsibility for
implementing and enforcing within Metrobolitan Toronto a varilety of child
weifare and related statutes of the Provirce of Ontario.

This responsibility is discharged via a wide variety of social

service programs adminiétered through three branch offices of the Soclety
J

s

in the metropolitan boroughs of Etobicoke, N orth York and Scarborough
and through the Central Branch office in the city of Toronto. This latter
branch is divided into sub-offices, two of which —- Queen St. and Dufferin
#1 — have family service teams which form part of the sample used in this
study. These two sub-offices will be-referred to in this paper as branches.
Tﬁe rest of the research sample w;s obtained in the three borough branches.
Social work teams are used extensively throughout the Society in
the delivery of services. Teams exist in the child care degartments of
North York and Scarborough branches and have been used in at least tyo
neighbourhood service centers which the Society operates in cooperation
wiph tﬁe Family Service Association. A home care program for retarded

children is also based on a team form of service delivery.134

134Green, "Team Approach in Home Care."

) »
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As noted above, teams aﬁe upsed in the family service departments
of Etobicoke, North York, Scarborough, Dufferin ##2 and Queen St. branches.
Two family service departments do not use social work teams -— Dufferin
##1 and Charles St. branches.

Table I shows the total membership of the teams in the five branches
surveyed, as reported by the team leader. The table also shows the staff

makeup of the teams as indicated by the returned questionnaires.

Family Services

fhe family service department of each branch has the résponsibility
of serving the community under the terms of the Child Welfare Act of Ontario.
The CASMT implements the regulations of this legislation with a view to
both control and prevention. Services rendered to the community include:
child protection services; services to unmarried parents; services to
children in the temporary care of the Soclety; services to the families
of these childrén; and services to neighbourhoods in the form of community -
development activities. The largest component of service delivery is in
child protection work. Services in this area run the gamut from the
apprehension of childreﬁ'in need of protection to counselling in child
management techniques.

The primary method of service-~delivery ig casework although group-
work appears to be used increasingly. Community de&elopment activities,
usually performed by one staff member,.have also been a feature of family

services in recent years.

The Development of the Team Approach

One of the most significant aspects of the development of teams at
CASMT is that it occurred with virtually no involvement of agency

administrators above the level of branch ditectorl In fact, the decisions
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to carry out these very fundamental changes in staff deployment most often
were made at the department supervisor level.

This fact attesté to the high degree of autonomy which the various
branches of the agency enjoy. At the same time, it represeﬁts a-lost
opportunity for central administration to at least play a éoordinating role
in the expansion of team-operations to virtually every branch in the agency
Nevertheless, there is a good deal to be said for the autonomous way in which
the team concept grew. Each branch was able to fashion the team model most
appropriate to staff and community needs. Inter-branch discussion of team
experiences occurred frequently so that the establishment of new teams often
gained from these exéhanges..

Table 2 indicates the approximate aate of inception of each family
service team. There is nofclear reason why the Rehabilitation Team at
North York became the first atteﬁpt at team utilization, other than the fact
that the branch director and unit supervisor at the time had developed a

keen interest in the team model proposed by the Child Welfage League.135

-
—

_Almost simultaneocus to the North York initiative, the idea of social
work teaﬁé was considered at Scarborough Brarch and in less than a year,
four area teams were established. The rationale for reoréaﬁization of staff
was the indication that caseloads were inexorably growing while the agen y
had placed restrictions on the hiring of new staff. In addition, the te
was seén as an appropriate structure for integrating volunteers in a more
productivelway.

In ate‘1969, North York expandéd its team operation with the

addition of service teams in protection and unmarried parents services.

Two years later, this approach was abandoned in favour of the area team

135Child Welfare League; Team Foster Care.

¢
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model, the rationale being that staff would cut down onr travelling time and
also the reduction in the demand for unmarried parent services did not warrant
a separate team in this area. -

The subsequent development of teams in Dufferin #2, Queen St. and
égobicoke branches was ciéarly a result of the imitiative at North York and
Sqarborough. The way in which the idea was fiitered through the branches
can be seen in the fact that teams became a feature' of Etobicoke services
shortly éfter the arrival of a new family servicés supervisor,.a former
North York staff member.

In genéral, the development of family service teams at CASHI was
a response to caseload grﬁwth, 1imitat%ons on staff increases and a desire
to make better use of available manpower resources. Some attempts were made
to incorporate the concepts of differential use of staff, joint caseload and
team supervision. How significantly these concepts were employed will be
a subject of later discussion.

In all cases, there appear to have been genuine efforts at staff
involvement in deﬁermining the form of team practice to be ;sed.
Consultation betweeh branches was common and in at least one instance, an
F outside "expert" was called in. It is probably fair to say that Etobicoke

Branch made the most determined bidkto get the team concept off on the
right footing. A comprehensive staff education program on the team approach
was instituted many monéﬁs before the actual commencement of‘team practice.
Staff were imvolved in the planning of new office facilities and in the
hiring of a team leader. Workers chose the team which they wanted to join.
A ten week course in communication was available for all staff prior to the
inauguration of the area teams.

It should be mentioned that in most Instances, the form of staff

deployment changed from {ndividual practice to team practice. There are

-



DATES OF COMMENCEMENT OF TEAM OPERATIONS

Team

Date of Commencement

North York Rehabilitation

Scarborough Central

Scarborough Northwest.
Scarborough Southeast

Scarborough Ummarried Parent

Dufferin #2 .
North York Northwest
ﬁhrth York Central

North York East

- North York Southwest

Etobicoke Middle
Eto£icoke Lakeshgre
Etobicoke Rexdale
Queen St. Riverdale
Queen St. Beaches

Queen St. East York

June, 1968
Auguét,'lgsa
June, 1969

June, 1969

June, 1969
September, 1976};
November, 1971 ifﬁ
November, 1971
November, 1971
June, 1972

June, 1972

June, 1972

June, 1972
November, 1972

November, 1972

Rovember, 1972
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some examples of Eroup supervision being established as a transitiqﬂgi A
pPhase prior to teanm practice; however, this appears to have occured at the

whim of the supervi sors involved and was. not pursued in many departments.

to specific aspects of team practice at-CASHT, Including: tean compdsition;
differential use of staff; caseload management ; supervision; teaﬁ

communications; use of team secretary; and uge of volunteers.

Team Composition

The\ research sample of 84 team members includes 15 males ang 68.
females. Ope espondent failed to indicate sex.- Four of the 16 teamp
leaders are male; and all of the 8 team Secretaries are femaleg.

. Table 3 shows the educational backgrounds of each respondent,
Thirteen team leaders have MSW 8, two have U.K. diplomas in applied social
science, and one team leader has a high school education. All team
secretaries have either partial or complete high school educations.

Table 3 also indicates the educational makeup of each team. This will be
commented on in the context of differentiel use of manpower.

The responses to.the-question on age indicate a reiatively mature
team population. Fourteen workers are over 45 years old, nineteen are
35 - 44, forty-two are 25 - 34 and only nine are under 25.

Table 4 shows various aspects of each team member's work experience:
total social welfare experience; CASMT experience; team experience- and
number of years on the present team. The most significant feature of this

data 13 the impressive length of social welfare experience that over half of

the staff bring to team Practice.

I
1.
]
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TABLE 3

LN

- ... P .
EDUCATIONAYL, BACKGROUND OF TEAM MEMBERS

Team | Total  MSW BSW - BA - (g3 psP Otherc
Dufferin #2 o )8 3 24 -2 . - -
Queen Street Riverdale R o 6 2 _ 1 1 1 - 1
Qﬁgen Street Beaches . 5 3 - 1‘ -~ 1€ -
Queen:Street East York K 1 - ‘3 - - - -
Etobilcoke Hi&dle 5 2 1 2 = - -
Etobicoie La#éshdreh‘. 6 é 2 1. ‘- 1 L
Etobicoke Rexdale - ' 7 4 - giﬁu,//{h-. 1 i;;ﬂ\\’
North York Northwest 4 1 - 2 - 1£ -
North York Central ) 5 2 - 1 1 1 ‘~
Korth York East |- N ' \/5‘ Y - - - 1 | t’ 8
North York Southwest 5 - 1 - 1 ‘1 1 1
North York Rehabilitation 6 ' 2 - 2 o1 1 -
Scarborough Central 6 3 1 1“. -1 -
Scarborough Northwest 4 3 - - .18 . -
Scarborough Southeast 4 2 T 1 - - 1
Scarborqug?ﬁﬁnmargied Parent 4 1 %-};: 2 - - -

‘TOTALS _ 84 3 8 20 LR

a - Community College Social Service Graduates R
b - High School Gradyatesy . ' '
c - All U.K. Qualifipd 3 in Social Work . 2
d - Includes one BA GER@NANE:. MSW :
e € - Social Worker .3} ?§}§r

f -~ Team Leader ! A

- g8 = Also hag BA : ] B . .
h ~ Except as noted above, 311 those with High Schqpl Graduation are

, ' -Team Secretariea
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TABLE &

SOCTAL WELFARE, AGENCY, AND TEAM EXPERIENCE OF TEAM MEMBERS

o

¢ -

No. of Workers Having:

{(n=84)
1
1 Year 2 Years
Less But Less But Less More
Than Than Than ' * Than
1 Year 2 Years 5 Years 5 Years
- - v JJ\
Soclal Wélfare 6 6 29 43
Experience : (7.17) (FMIZ)- ’(34.52) '.(51.22)
vF
Agency Experience 15 - 10 31 T .28
' (17.92)  ~{11.92)  (36.92) (33.3%)
Team Experience 23 28 28 . 5
’ (27.3%) i (33.32) - (33.3%) (6.0%) .
Experience on ' 38 27 18 - 1
Present Tea3a , (45.27) (32.17)  (21.4%) ~  (1.2%)
A -
. N l:"'?

&



Differential Use of Staff

%ﬁé first consideration in discu?sing th; utilization of staff is
to look at the composition of the teams in terms of educational béckgrounds.
5 primary concern of’ effective manpower utilizatipn is that agencies
should expect higher performance from those workers earning the highest
salaries -- 1.e., the MSW workers. Similarly, there should be a means of-
differentiating the skills of BSW's, BA'g and college graduates.

This is not tolsay that education is the criterion that will guide
day to day task assignment. There are obviously many criteria that are
far more important for effective service delivgry. Nonetheless, iE is
probably the most imp;rtant factor from the administrative point of view
because of the above mentioned cost-benefit aspect and also bgcause the
agéncy is expected to deliver a similar quality of services in all the areas
served by teams. .

If one assumes that the administrators at CASMT expect a more -
effective performance from MSW workers than - from less formally trained
personnelz then Table 3 indicates that.there is an inequitable delivefy of
services b} CASMT ip Metropolitan Toronto. . For examgle, Etobicoke's
‘Rexdale team and North York's East;eam both have 4 MSW members. On the other
hand, Queen Street's East York team, Scarborough's Ummarried farent team,
and North York's North West and South West teams have only one MSW member.
Presumably, if omne uses_only.formal education as a crite;ia, the recipients
of CASMT services in the latter ‘areas are getting poorer.quality services
than the clients it Rexdale and.eastern North‘Yoxk. If in fact it can be
shown that the quality of services do not differ between areas, then clearly
CASMT is spending too much money on service delivery in Rexdale and Eastern
North York, unless there are mitigating factors at work (e.g., an experiménfal

project such as xomhunity'dgvelopment that may require specific training and

L
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experience). ;In any event the team concept of establishing teams with
different types of manpower would s?ggest a re-shuffling of, CASMT manpower
resources.

Team members were asked to choose one or more factors used in the
assignment ,0f cases and tasks In the team. Table 5 shows their responses.
Regular rota?igq, wofkioa&: and geographical area are all criteria that
would seldom apply -when differential use of manpower is aspired to. The
emphasis on worilbads as a factor‘suggests‘th&t.the caseload deqands_that
are common to'Chi;dreﬁ's Aild societles militate against é genuine differential
use pf mapnpower. Virtually all teamé indicated that workloads were the
most frequent criterion while.skills occupied second place.

fhe method oE_cése assignment.should shed some 1ight on the.ability
to differentiate in staff utilization. It is 1likely that‘tﬁé team as a
group can better perceive individual skills than any one individual. Team
members indicated clearly (78.6%) that the team as a group made most of the
deciézans on case assignment. Scarborough teams proved to be the only
exceptions with team members indicating that the team 1eéder made most case
asgigmments. In all 16 teams, the team leader agreed with the ‘majority
opinion of team members. .

A final“factor that can suggest the extent of application of the

ncept of differential use of manpower is the assigmment of more than one
orker to a case. Such a step would be appropriate for a client-experiéncingA
two or more spe;ific difficulties that ‘could not be resolved by-one workér.
For example, a middle-aged mother might respond positively to the casework of
.an elderly female team member, while the mother's rebellious teenage son
would likely not. A younger team member with skills in working wi;h youth

might be appropriate for this aspect of service to the family.

Seventy-four .parcent of respondents' indicated .that more than one °
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TABLE 5 \

CRITERIA USED_IN CASE AND
TASK ASSIGNMENT

Criteria of ' ' . Number

Task - of
Assignment . . ..Responseﬁ

By regular rotatién . [
According to workers' skills ‘ 65
According to workers' experience ) 48
According toiworkefs' education 13

- According to who volunteers | 54 .
According to individual workloads . 78
According to geographic area for '38

which worker is responsiple
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worker was ‘'occasionally' assigned to a single case. Seven of the 16 teams
had a consensus of their membership on this ;oint. Two other teams indicated
that they never involved more than one worker and seveo teams leaned towards
occasional use of more than one worker. Interestingly,six team leaders
disagreed with their colleagues and suggested higher levels of involvement
of more than one staff in a case. Of course, the above figures are only
gross measures. In view of the‘fact that team me=bers have cases open to
them individually (not jointly to the team), there may be some confusion
over the word 'assign' which perhaps indicates an involvement that is
formalized administratively. )

Four measures have been used to assess the differential use of
manpower in teems at CASMT: team composition; criteria of case assignment;
the decision“making process in caoe.assignment; and involvement of more than

" one worker in a case. Only the latter measure indicates a significant-degree

of differential use of manpower in.the family service teams.

~

Caseload Management - ™~

The concept 6f a jolntly carried caseload in one idea oflthe team
theoriste that family service supervisors decided not to im%lemenq The
‘ combinatioo of high caseloads and the fact that many services of the Society
are mandated by stapdte, convinced most supervisors that accountability was )
to reside with the worker rather than with the team leader.

Nevertheless, there are ways in which individugl accountabilitf
can be enhanced by team accountability. Three suggested ways are: case
recordlog can he completed in team meetings so that all goals for the client
will be explicit and clearl& understood by the client's worker and by all |
team members; important decisioos relating to individual caselcads may be
resolved by team consensus; and all cases open to individuals should come

: F'd
before the team periodically fer discussion. The latter practice ensures
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that the team is always aware of individual workloads and how well the
worker is serving his clients. Thpé the team,éncourages more individual
accountability.

Th-ﬁt en teams had a consensus of members indicating case recording

by individui&% orkers. North West, Centrél and Rehabilitation teams in
North York all confirmed that they used a team recoxrding system. It should
be noted tbat all teams must conform to CASMT recofding proéedures which in
turn are 1éid down by Outario's child welfare regulations. These procedures
requiie 21 day, 60 day, and thereafter 90 day recordings on each case. The
. v

team recording system which appears'to have evolved in Noxth Yérk entails
each team member individualiy completing the required case-record forms,

-

with these subsequently being reviewed and if necessary revised in a téam
meeting. )
| Responses to the question on decision-making on important case
issues, were difficult to assess because of incomplete answers. The muitiple
choices — néver, ‘occasionally, fairly often.and frequently — were given a
numerical weighting -— (0,1,2,3 respeétively} and a total team member
response was obtained. Twelve teams ‘lndicated thaf important case decisions,
were reached fairly often and frequently thxoﬁgh worker ~ team leader
consultation. This is the only response pattern that is clearly evident and
it suggests that the traditional form of case decision-making (worker and
supervisor in consultation)‘is gtill common to team practice at CASMT. This
finding, of course, is baséd on limited data and is not comclusive.

ﬂandatory case diqcussion, whereby each case is catalogued and must
come up for discussion periodically, (timing being dependent on the nature of
the services rendeisd)'would appear to be a basic Eéuet of a team's operation.

Yet, 8 teams indicéte that this is not a feature of -their team
process.. All Scarborough teams and four North York teams (excluding East)

'3

subscribe to the idea of mandatory case discussion.’
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Data on caseload management, while not conclusive, does éuggest :
that in the absence of a jointly carried caseload, some steps could be taken

to enhance individual and team accountabiliéy.

Supervision

Supervision can be assessed in 1ight of responses to three questions
" which sought the following information: thg nature of the primary super-
visory process in the team; the frequency of use of formal individual
supervision; and the method of completion of evaluatidns of team members..

In the preliminary interviews with family service supervisors, they
stressed that the encouragement of'aﬁcollegial atmoshpere in team should not
be construed to imply'that thére-ié not a clear system of accountability.
They also suggested that the style of supervision obvicusly chdnges in”
accordance with the team leader's style of leadership. Needless to say, it
was not possible_to make a measurement of leadership style in this study.

| Seventy-nine percent of staff idedyified team supervison as the
primary sdpervisory process in their team. Group supervision was identified
by 17 percent and individual supervision by 4 percent. Curiously, dhe
latter respondents claimed that they were not themselves involved in formal
individual supervision, suggesting that there may have been some misunder—-
standing of the questiqp. The response pattern does indicate, however, that
team members do perceive’; distinction between team and group supervision
and that they opt for the former.

A significant number of members of the family service teams are
engaged in regular individual superxvision sessions with thelr team leaders.
Excluding team 1eaders and team secretaries, 15 of the 60 social workers
responded positively to the quistion about individual su;ervision sessionau

0f these 15 workers,,%g were found to have less than one year's exposure

to team practice. The Queen Street teams made more frequent use of individual
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supervision than the other teams, accounting for 7 of the 15 workers
responding. Itbappears that the team leaders feel that team Bupervisioﬁ‘would
be supplemented by individual supervision for workers with a limited exposure
to team practice. '

- The handling of periodic worker eﬁaluatiqns 1s another means of
gaining insight into supervision. In Dufferin #2, Queen Street and
Scarborough teams, -the team leader is responsible for the completion of
periodic work evaluations for. each te' member. At Etobicoke, the team £y
meets as a group for this purpose.,North York teams provide mixed
responaes to thié issue with/;ﬁ?ee teams making evaluation in team méet;ngs
while the other two éombiﬂgiboth methods of evaluation.

The above apalysis of supervision in the teams suggests that the
practice is not tie Mf;,;;;-spgcific model. Team supe;vision, in which a

collegial atmosphere is encouraged, ié‘common to most family service teams

but traditional modes of .supervision are employed when necessary

Communications in the Family Service Teams

North York, Scarborough and Etobicoke teams all Treport that team
members sha;e one ofgiée space. At Dufferin #Z,fthe team leader haé a
separate office while the rest of the team shares a common office space.
Queen St?eet teams are fragmented into several offjees with each team
leader having a separate office. '

While the sharing of a common work area is given a good deal of
importance in the literature, it is clea; that this aspect of team practice
will always be subjeht to the’ gpace ﬁhat is available. The cramped
quarters at Queen Street and Dufferin #f2 do not allow for an ideal work
space for team practice.

- All 16 teamsﬁpldlugeklyimeetiugs which last from 2 to 4 hours. -

Meetings for the purpose of discussing team process do not follow such a

regular pattern. Dufferin #2, Queen Street and Scarborough teams include
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this type of discussion in regular team meétiné. North York's East team
also foliows Epis practice. All the other North York teams and the Rexdale
team in Etobicoke ﬁold separate 'team re team' meetings each month.

In view of the ¢riticism that has been levglied against the team
approach, that there is often too much concern with the team as an entity
at the ;;penae 'of - client needs, it would appear approPriaﬁé for all teams

to separate team centered discugsion and client ceitered discussion.

~

The Use of Team Sectetaries and Volunteers

Queen Street teams are the only teams that do not have team

secretaries as full time team members. Most of the teams which have team

R

secretaries indicate that case aide tasks are only occasionally an aspect

of the secretaries' duties. North York East and Middle Etobicoke teams

report 'frequently' and 'faifly often’ respectively for these Eypes of tasks..
A proper differential use of staff would indicate that case aide

functions of a team secretary’ should be kept to a minimum. Presumably,

the secrétary who speands a good deﬁl of time on tasks that are more

properlyuthe function of social workers will be neglecting he; clerical

duties which are just as vital to effective teag practice.

The use of volunteers as team members drew a very mixed response.-

The only clear results are that Queen Street, Beaches and East York teams

never include volﬁnteers; while Scarborough's Central and South East te;ms

and North fork;s Rehabilitation ream frequently have volunteers as team

members.

'§%mma£z . : . | ™~
The family service teams of CASMI haVe been analyzed in respect to

various dynamics of team practice. It appears that in several key areas,

these teams generally do not conform to current conﬁepts of team practice.

Differential 'use of staff, while aspired to, is not very much in evidence.
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Caseloads are carried by individual team members in the traditional way

as opposed to a jointly carried caseload. ,Supervision appears to incorporate

several features of a team or peer ﬂype of supervision alongside traditional

-y

modes of individual Bupervision.
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VI

- REACTIONS TO TEAM PRACTICE

In section IIT of the questionnaire respondents were asked to
react to 45 Btatementé relating to team practice. These statements were _
‘culfed from the literature on the soclal work team and reflect both
theoretical views and practical experiences?bf the various autﬁors.
Thirty-four of these statements invited reactions to views and experiences
which indicated a particular functionmal or dysfunciional attribute of team
practice. How thé responéent reacted to these 34 items would indicate his
positive or negative view of team pracfice.

The above statements werelalso categorized to determine each
respondent’s view of the effects of team practice on the five major components

of the social welfare system —— community, clients, staff, agency, and

- -

profession. All statements were arranged randomly in the questiommaire sﬁ
that thege groupings could not be perceived. The regrouped conmstellations
can be seen in Appendix II.

The.other 11 statements squgﬁt reactions to related questions on
the team approach ~- team leader's role,—the casework relationship, etc. —
but did not have a bearing on the worker's positive or negative orientation

to team practice.

Scoring Procedure

The reactions of staff to team practice.wefe obtained through the
use of a five point Bcalé — strongly agree, agree, uncertain, disagree,
strongly dis;gre . The "reaction‘acore" for an individual, a team, or the
eutire sample [is the percentage of responses which indiéatg a positive view

of team practice. ' : .
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Negative responses to negative statements are scored as positive reactions
(e.g., a "disagree" or "strongly disagree" response to the statement "Intra-
team 1ssues often supersede discussion of client needs", is scored as a

positive reaction to team practice.) All Yncertain" responses are scored

as negative reactioms.

Total Reaction Scores

Table 6 lists the reaction scores of all team members who completed
the attitude survey. It also provides reaction scoreafor team leaders,
social workers, and secretaries.

The surprising statistic in Table 6 is the high score of team
secretaries. Needless. to say, many‘aspects of team practice are ﬁeyond
the bounds of their daily job-. Any views that the secretary might express
for example, on client changé would only be her perception based on workers'
reports. Nevertheless, this high score likely indicates the greater
interest in social work practice that the team approach encourages in team ‘
secretaries.

Also o£ intereat‘is the fact thét team 1eade¥qug§ore'appreciably
higher than other social work staff. This may be a reflection of a phenomenon -
that other researchers have cbserved, whereby t;ose in a supervisory role ¢

. génerally score more positively than their subordinates on a survey of

attitudes towards the workplace.136
Table 7 gives the scores obtalmed by stﬁff with various educational

backgtohnda. In this table, all teamlleaders are categorized with the MSW

workers. Those workers with Uﬁ;ted Kingdom training are included with

community éollege graduates. The only apparent significance to these scores

1365chwartz'and Sample, The Midway Office, p. 124.

2
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TABLE 6

TOTAL REACTION SCORES OF TEAM MEMBERS

Group ' - Reaction Score
All team members (u = 84) 61.8%
Team leaders (n = f6} 67.8%
Social workers (n = 60) _ : 55.22
Team secretaries (o = 8) 72.4%°
v

N\

TABLE 7

- REACTION SCORES ACCORDING TO
EDUCATIONAY. BACKGROUND OF TEAM MEMBERS

Educational Background ‘ - 'Reaction Score
MSW (n = 38%) - \\\\\61.41
BSW (n- 8) | - 60.1%
BA (n=20) : : : " 62.12
Community College Graduate (n_F 6) f | 53.1%

3Includes 2 team leaders not holding MSW degrees



a conventional work setting. Thie team member held a B A. degree and ’

I A

o

- 74 -
is the low showing of community college graduates. This may be a reflection
of the difficulty of appropriately utilizing their specific skills in the team -
setting; however, it is more likely a.product of the fact that the length of
4 . - ..
team. experience of community college graduates is considerably less than that

of other team members. As a result many of the responses of college’

graduates were "uncertain".

Table 8 breaks down the number of years of team experience and o

indicates that the team members perceptiOn of the team s efficacy 1

~sccording to his or her exposure to team practice.

L3

Team members' individual scores renge from a- low of 1.3 percent to
a high of 88.2 percent with A median Bcore of 58.8 percent. Individuals
having low scores wereé found to have a high number of uncertain reaponses.
In most cases, thia innecision was a reflection of the respondents neﬁneas

to team practice. The teatm member having a score of 2.9 Z was found to have

only one year 8 experience in team practice preceded by four years practice in

" pecupled a social worker poaition on the team. Two reapondente cbtained '

'88.2 % reaction scorea:‘ both oflthem hold M.S.W. negrees; both are team

leaJErs with two and four years of team experience‘respectively; and both had: .
3 -4 years of previona practice in 2 conventional work setting.

| Team reaction scores ranged frcm a low of 48. 0 percent to a high of
75 0 percent with a median .8core obel 7 percent. A comparison of the higheat

scoring teanh(Team A) with the lawest scoring team (Team .B) .xeveals .these ’
i

',differences' Tean. A has been in exintence for\almost ftve years as opposed

to only eight months for Team B; the aVerage number of years of téam experience '

",

of members of Tesm A exceeda four: years while Tedm B members ﬁave an average

i

of-. less than two year‘s team experience, Team A haa a team Becretary ‘'while

Team B does not; three workers in Team B are engaged in individual Bupervieion B

% /L%‘- ) _\ o -
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x o TABLE 8

REACTION SCORES ACCORDING TO _
YEARS OF TEAM EXPERIENCE OF TEAM MEMBERS

' Years of Team Experience , lieact':ion Score
E T
Less than l.yepr' (n = 23) ' . 52.0 4
i year but less th;a\n 2 yéarS' {n =28 - 63.1 %
"2 years but less than 5 years (n = 28) 64.0 %
More than 5 years (n= 5) _‘ . . ;2.4 4
TABLE 9

REACTION SCORES FOR EACH COMPONENT
""OF THE SOCIAL WELFARE SYSTEM

Component : Reaction Score -
Community . ' h 60.7 X i
Client - , e - 74.5 %
.« ..staff ' 66.3 %
. ‘ .. .'-‘J‘.? . - . ‘ " .
. < ... i+ Agency T . 56.57% | s
"'"'—""T" . Profession A ) . 58.3 % /
- ~
| ’ )
N Vox, ///
| 22d % L ’
=
v ‘ b A + ¢
- ¢
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while none are in Team A;)Team A completes case recordinge-in team while

" Team B does not; Team A requires mandatory perlodic discuseion of a11 cggéo

v

and Team B does not; Teanm A handles worker evaluations in team meetings while
Team B's team leader has this responsibility; Team A reports that Important
case decisions are frequently dealt with by the team as a whole, while Team B
follows the more traditional approach of the worker in conoultation with the
team leader, and Team A occupiles one common office space while Team B members
all have individual offices. ~

It appeare that Team A moven in the direction of greater application
of the theoretical concepts of the social work team while Team B ‘operates much
like a conventional staff unit. While not conclusive, these differences in
operation probably piay a large part in the differences in reactions to team

g
practice.

+

Reactions to the Effects of Team :‘Practice on the Components of theé Social

Welfare System ~

Communitx. ~— Table 9 shows the total reaction scores of all

- respondents for the five componente of the social welfare system. It 1s clear

that team'members view team practice as most functional for the clienta of

the agency than for any other component. Staff and community componente

- appear to be well served. by team practice in the view of most workers. The

agency and profession, however, are only marginally enhanced by the team

approach.

-Table iﬁ gives team memberé' views of the effectiveness oflteam
practice in the community. The team is strongly viewed as an effective nmeans
of identifying and utilizing the best resources that the comuunity has to offer
in services for people. There .is sone uncertainty about the team's viflue in
neignbourhoods perhaps because of the large urban areas which CASMT teams

cover, in which there may be dozens of‘oeparate neighbourhoods. The

consequences of team practice for the visibility of the agency in the community.
v . .o - ’
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TABEE 10

- REACTIONS TO THE'EFFECTS OF TEAM PRAGTICE ON THE COMMUNITY

L

Rffects -

Percentage

Agree; Uncertain Disagree"

-

Team practice enhances the visibility of
the agency in the community~ '

The team jg an effective means of -
identifying and utilizing the best
resources that the community has to offer

in services for people.

The team approach enables the agency - to
better reach the population at risk in -,
the community. '

The team is an effective means of delivering

gocial sg;vices at .the neighbourhood 1evel.-'f

47.6

89.3

' 47.6

58.3

39.3 13.1
9.5 T1.2

46.4 6.0

'39.3 2.4

' TABLE 11

Tt

REACTIONS TO_THE EFFECTS OF‘TEAM‘PRACTICE‘ON'THE'AGENCY'S‘CLIENTS

Bffects

Percentage

Agree Uncertain Disagree

%,

The team facilitates an-appropriate
. matching of worker skills to client needs.

Team practice enables workers to be aware
of each other's clients, enhancing crisis -

intervention. - . ,

Intra-team issyes often supersede?discusaion .

of client needs.: . ; f

The team approach Tesults in the delivery
“of high quality services to clients. ;

Clients gain from contact with more than

- 77.4

b

91.7

.'58.3

- 66.7

one team member. . !

119y

"19.0 } 3.6

6.0 CW30
2.5 . 78.6
. 36.9 . 4.8

~32.1 - 1.2

4

.

el r———— e
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are hot clenr to a majority of respondents. Such effects would not be readily
apparent to team members in the normal course of their jobs but conld.likely;
'Be.determined through an anslysis of inteke statistics. Similarly, the ability
of teams to better reach the population at risk in the- community would he an-

/
effect ‘of team praqtice that conld only be reliably measiured by specific

research. -

Clients. —— Team members'vimmaof the effectiveneas-of teem'practice
in serving clients (Table 11) is the most striking result of this attitude
survey ' These views would seem to Tun counter ‘to the traditional view of
Chiidren's Aid services as a "band aid" effort. While respondents see the
team:es an ;ffective;nechanism in neeting clients' needs, (matching skills,
"crisis intervention, muiti—eorker contact) there is marginal agreement on the
overall qhslity of services”to clients. This may reflect the exdstence of
other factors that inhioit'effective‘services such as: high caseloads;
.deficieneies in community resources (group homes, day care, etc.); or'an
overall pessimism about the effects of social work intervention.

e v
'Interestingly, team nemoers see the involvement of more thap”one
worker as a benefit for the client. Previous :esponses suggested that ¢
’
involvement is oély an occasional oc:urence on most teams. Team members -
overwhelmingly reject the idea that intrs—tesm issues often supersede client
needs. ‘,/’, .

4/'

There 1s'a virtual consensus that the sharing of case information,

-~
e

<which the team fosters, enhsncea the crisis services of the agency. In

addition, over three quarters of respondénts see the team making appropriste

matches of worker skills with ciient needs. .. -
§E§§§§_f- Agency staff are also seen,to be well served by a team form

" of staff organization (Table 12). In onlf two of seven attributes or team

practice do respondents qnestion the.effectiveness of the tean approsdh;.

(1) 1ess than half of the_team members feel that' team practice prqni&es

Y
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TABLE 12

REACTIONS TO THE EFFECTS OF TEAM PRACTICE ON STAFF

) . Percentage
" Effects '_ : Agréi:' Uncertain Disagree
The ‘team can stifle Andividual initiative o ’
by demanding adherence to group ideds. 7.1 11.9  .81.0
The ‘inclusion of clerical staff om teams.
improves pommunication and understanding . :
between social work and clerical staff. ° ' 82.1 16.7 1.2
Team pract:l.c:e providés individual workers '
with high job satisfaction. ; ) 45.2 46.4 8.3
The team opefates as a 'ﬁighly supportive
mutual aid system when individual work- ' -
loads become overvhelming. , . . B&.5 8.3 7.1
The ‘team makes the best use of each .
worker's skills. W ‘67,9 26,2 6.0
The collegial atmosphere of the team "
reduces status and authority differences
amongst staff. 77.4 " 11.9 10.7
There 1is é tendency for team caseloads . .
to exceed an optimum level. ‘ - 35.7 38.1 26.2
o /
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high j&b satisfaction; (Zi a gsignificant n;mber of staff (35.77) see team
caseloads tending to érow beyond an optimum level. It may be that the first
observation is directly related to the problem of-larée caseloaﬁs.

- Nevertheless, -on é nuﬁber of other issues there are Ptrong*!hdorse—
ments of team‘practice: team practice improves social worker-clerical
éommunication; the team is supportive of staff in high‘;orkload situations;
the team makes the best use of each worker's Bkills; and status and authority

@

&ifferences are reduced in team.
Finally, team members overwhelmingly disagree with cfificism that
team practice can stifle individual initiative. This i; an encouraging
finding in that it indicates that the team can provide for the kind of
autonomous practice that many social workers (long labouring under the yoke
of individual supervision) are seeking. .
: _égencz. ~— The most outstanding ;gsponse in staff reactions to the
effects of teém.practice on the agencj (Table 13) was the one relating to
staff training~and development. Cleariy, the team is seen ag an excellent
vehicle for this purpose. Nonetﬁéless, team twembers were\nbt impressed ﬁith'
other administrative effects of the team. For example, productiﬁity, case
contact and caaeloa&'covérage ~— all related items -~ were not viewed. as ‘being
Q&kﬁsubstantially helped by the team apﬁroach. Abagnteeiap and turnover ratés"
were not seen-to be imﬁrovedi.in both 1nstancea; howevéf,'uncertain Tesponses -
were very high. |
A common complaint of social workers is that too mﬁch;bf.their'tfme:is

’

spent in staff meetings'to the aetrﬁment,of.sérving their clients. .Team members
at CASMT éxperience no such difficulties with é;f?; disagreeing.that.teaﬁ
meetings .are too timf consuming In view of the importance "of team meetings -
‘to the concept .of the team, and the fact that CASMT teams hold weekly meetings
(2 ~ 4 hours in length), the above is a vegx encouraging .xesponse.

e

Team membera respond favourably to the notion that team.practice '



TABLE 13

REACTIONS TO THE EFFECTS OF TEAM PRACTICE ON THE AGENCY

¥ N Percenta

Effects ' , Agree Uncertain bisagree
Team practice promotes high productivity
amongst .gtaff. % 57.1 34.5 8.3
-Team praétice reduces .absenteeism. 14.3 65.5 '20.2
Team practice promotes high morale amongst
staff. : 1.4 22.6 6.0
Team practice reduces staff turnover. | 20.2 58.3 21.4
Team practice results in the effective -
coverage of caseloads and réduces the y : _
neglect of marginal cases. 48.8 36.9 | 14.3
The team 1s a good setting for staff '5§
training and development through the
sharing of worker skills. o - 92.9 4.8 2.4
Team meetinga are too time consuming
interfere with worker's case : oo '
rgsppnsibilities. ] . ‘ 6.0 . 11.9 ' 82.1
The. team.approach produces a high _ . .
frequency of case contact by workers. 32.1 . - 51.2 . | 16.7
The team is the best method of utilizibg
different social work manpower. ) 72,6 - 27.4 0.0
The team approach results in a fair .
distribution of work within a dept.- 65.5 25.0 9.5
Team supervision is more qﬁfective than 1 .
individual or group supervision. | 1.9 . -.31.0 . 7.1
'The team approach enhances the agency- o
client relationship. » 58.3 ,'139:3H;n"""2:ﬁ,-..
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~

promotes high staff morale. This_is in keeping with previously mentioned
‘research in this area. Another theoretical premise of the team approach is
that of the agency-client relationship. Only a marginal number of respondents
§58.32) saw a positive effect for team practice in this area, leading one to
-5elieve that the concept of an agency-client relationship is not one that is.

-~

well understood by team members.

— b

) Respondents do agree that the team is the best method of utilizing
different social work manpower and that tﬁe result is a fair distribueion of
work within & departmentf Team members also preferred team supervision over
individual and group supervision; hbwever, the ‘discussion of supervision in
the previous chapter indicates that all teams seem to function with a mix of

& supervisory styles.

Profegsion. = The attitude survey invited reactions to a number of
issues éEZc were elther directly or peripherally concerned with the social
worl profession. Table 14 lists team wembers' responses.

A significant professional concern at this point in history is the
question of aufonomy in social work practice. The poeitive/reaponses of
CASMT team members (85.7Z) indicates that their peem operetion offers ample
opportunity for eutonnmnus practice.

Career prospects for Bteff lacking professional training is.also an
important pfofeeaional issue but on this point respondents show a great deal
of uncertainty. This may reflect the iigelihdod that the agency has still
not clearly determined how it can best inteégrate and utilize non-MSW ane
BSW staff. The latter point may easo be an explanation of why respon ents
exhibit considerable uncertainty aeﬁ\dksagreqnent with the 1dea of the grea eater
specialization of team members thpoegh,team practice.

The team 18 seen as a geed setting for‘individual.learqing'aed self-
érowth by 88.1% of respondents.:_fhis would gppear to be a high%% i@portané\“\
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TABLE 14

(.

REACTIONS'TO'THEZEFFECTS OF TEAM PRACTICE ON THE SOCIAL WORK PROFESSION

Percentage

Effects - Agree Uncertain Disagree

Team practice encourages workers to become
specialists in those areas of -service in - .

which they have demonstrated skills. 52.4 23.8 .23.8
The team approach allows fo{ETEKappropriatq' . -
degree of autonomcus practicé for each ‘
worker. 85.7 14.3 0.0
Team practite puts greater emphasis oﬁ |
goal attainment than .on.the refinemgent
of .socipl work techniquen. 40.5 27.4. " -32.1
The team is a good setting for individual
learning and self-growth. 88.1 1.9 ~ 0.0
The traditional casework ‘relationship can
be strengthened or replaced by a client- o
team relationship. 42.9 41.7 . 15.5

) ‘ i\] . .
The team enhances the career prospects of ‘ -
non-professional staff. 40.5 42.9 . 16.7

“ :
b T



g

©
- h *

dynamic of team practice for the agency and bodes well for future staff

L8

develqgment.
Team theorists pnt forward two ideas that are perlipheral professional
issues, and CASMT staff respond with.a good deal of uncertainty and division:

a .
(1) team practice -emphasizes goal attaimment rather than technique ——

a

respondents split on this indicating ; variety of approaches in each team;
(2) a client~team.telationah1p can replace the traditional caaeworkeruclient
relationship -~ again there ig a lot of uncertainty on what is essentially =a
theoretical concept. : o < W -

In addition to the 34 statements on team practice which are diecuased
above, the attitude sur;%ywa}ao sought reactions to a number of other issues w

sorrounding the team concept and several miscellaneous issues.

Team Leader's Role. —— Table 15 shows team members' reactions to

dyngmica of the team leader's role. The requnsen inoicate tnat an effective
team leader: should attempt to reduce autn?rity relationships in favour of
more collegial ones; should have extensive experience in the team'a‘area of
service; and should chair meetings. Tnese are nredictable responses; however,
on a number of.other.iasuea the responses are surprising.

Team members do not feel that team leaders need a good knowledge of -
gronp dynamics. This ; certainly runs contrary to current thinking. Respondents
are lukeward in thdir agreement that team leaders should have previous
supervigory experience. They are significantly divided on whether the quality
. of team’leadership is crucial to the development of an effective social

1S
work team.

e
Why respondents would 438t aaide what anpear to .be persuasive attributes
of group leadership is not clear. Perhapa team members have found that.tneir
teams have functioned nell without these dynamics. Some team leaders may nave
A been so effective in their atimuiation of a collegialrenvironment that'their

. ]
role has tended to be less conspicucus in the team. "

3 - L -
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TABLE 15

'REACTIONS TO DYNAMICS OF TEAM LEADER'S ROLE

-
4

“ Percentage
ana?ica Agree Uncertain Disagree

An effective team leader will attempt
to reduce traditional supervisor-
worker authority relationships in .
favour of more colleglal relation- .
ships. ' 92.9 4.8 2.4
An effective team leader should have a
good knowledge of group dynamics. 32.1 27.4 40.5 -
An effective team leader should have
previous supervisory experience. 50.0 25.0 25.0
The quality of feadership given by the
team leader is crucial to the develop- .

ment of an effective social work team. 42.9 25.0 32.1

" An effective team leader should have
extensive experience in the team's area

- of service. - 94.0 4.8 " 1.2
The team leader should be in the role of o

' chairman at team meetings. 91.7 3.6 4.8

A

N
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Miscellaneous Dynamics. —— Team respanses to these lssues are

:dbcumented in Table 16.

. Team members diaagreé-strongly.with thg suggestion that workers uaed 
to-other types of practice may have difficulty making the switch to team :
practice. On the other hand there is some uncertainty with the same dynamic
when it is suggested that é supervisor may have troubie'making the changé:
Significantly, team leaders as a group do not feel that the switkch ié-
problematic for supervisors.

- Respondents do not agree that team practice reduces qligpts' contacts
with profesaionally trained-qorkers. of coufgs CASMT teams are composed of a
large proportion of professional workers (52.4% have an M.S.W. or B.S.W.)
therefpre this dynamic would obviously not create a problem. )

Some division and uncertainty prevails on the question of the team
approach downgrading a worker's relationships with his clients. Fifty3percent
do not see this as a problem while 27.4Z do and the balance are uncertain. “
The explanation for this division may be that the demands placed on.each teai
for services have alrea@y reduced the.ability of wany workers to develop case-
work relatioﬁships in, the :raditional sense. If this 1s the case then it thay
be .as Schwartz and Sample have suggested, that the concept of a casewotk
relatianship is now only given 1lip service by most social work staff 1n-large
social welfare agenciea.1?7 ' .

The last dynamic on which team members were surveyed waé the
effe&ﬁiveness of sharing one large office space. A predonderance of staff
(72.6?) already work in such an environmént; however, it is clear that the

advan@ages of this arrangement have néE”QZEE themselves clear at this time.

\

» gchmartz an\J Sample; The Midway Office, p. 20. - .

-
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_TABLE 16

‘REACTIONS 'TO HISCELLANEOUS'DYNAMICS'OF'TEAH'PRACTICE

' S‘&Etement

Percentage

Agree Uncertain Disagree

Y
)

Supervisors used to the traditional' one—
to-one form of supervision find it \

difficult to adjust to team praﬁticj.' 23.8 36.9 39,3 .
The team apprpach dovngrades the importance .
of each worken's relationship with his/her '
clients: . . 5 : 27.4 22.6 50.0
: s s . t o
Workers 'used £6 other types of practice find
it difficult to adjust to the demands of team .
practice. e 4.8 8.3 86.9
The team approach reduces clients contact.with
professionally traiped social workers. : - 3.6 20.2 76.2
Team practice is most effective when team .
members share one large office. 56.0 38.1 - 6.0
—~ Ny
o n\
‘ g
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Six percént disagreed with the concept while 38.17% were uncérfain, leaving

56.0% in favour. : : . )

~

Testing the Hypothesis ‘ . i

The hypothesis as stated in Chapter II is: Members of family

»

service social work teams will react positively to team practice and its

eff?cts.og.the five major components of the social welfare dystem -~ community,
clients, staffj agency, aﬁd prgfession.

fhe analysig of data in this chapter él%grly indicates that team
members of the family services teams of CASMT react'positively'to team
practice. In response to 34 statements vhich cited dynamics of the social "
work team, team members proviﬁed a positivggreaigion score of 61.8Z.

The analysis of data also‘indicates (Table 9)‘that team members
react positively to the effects of team practice on the five major components
of the-social welfare s&steﬁ. They are mostlﬁositive in their view of the

effects of team practice on the client component —— a 74.5% positive reaction
-

score. Effects on the other components in descending order are: staff —
66.3% positive reaction score; community - 60.7Z-p631tive reaction score;

profession —- 58.3% positive reaction score; agency — 56.5%7 positive reaction

S5COTe.

O



°

-89 - | .

VII

SﬁMMARY,'CONCLUSIONS AND RECOMMENDATIONS oo

‘ -

Summary
This research study purports to ‘examine the concept of the social -

work team iﬁ three ways: (1) A review of the relevant literature on the
social work team for the purpose of deliqeaﬁing the major characteristics .
of te?m practice; (2) A Suryey of family se;vice Feams at the Childr;::S d
Aid.Society'of Hetropqlitan Toronto to determine the scope of teaﬁ practice
tﬁroughout the agency, the rationale-for establishing-teams, ;nd the nature

of team practice in the agency; (3) A survey of staff reactions to team
practice as measured by their agrec;ent or disagreement with various
statements on the team concept.

The study takes a broad look.at the social work téam and has a
. >,
relatively global.hyphthesis,that family service team members react positively
to team practice and its effects on the five major components of the social
welfare system —- community; clients, staff, agency and profession.
The concept of teamwork is viewed in two contexts: management

and organization theory and the psychiatric team. Maﬁagement~and
organization theory is ;hown to have moved ilnexorably towards the
recognition of the work g;oup as one of the most important dynamies of
orgaﬁizational life. In addition, an emphasis on collegial relationships
characterized by‘non—hiera;chiéal differentiation of staff, and

partiéip%;ion of staff in decision making in the organization, are

identified as important elements .in the developmeat of a highly effective

[ L
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work group. These ideas are postulated as havimg vonsiderable relevance

to the social work team.

The psychiatric.team is:assessed in respect to its applicability-as
a model for social work. Basic differences ére perceivéd between the
pasychiatric aég/social work teamér especlally in regé%d to 6heir-composition,
settiqg, and respective professional and bureaucratic o;iehtations. The
psychlatric model was judged to.h;vg/séme applicability for the soecial work
team to the extené that it played a largé part in orienting‘social;workers.
to the team concept. .

The development of a social work concept of teamwork is seen as a

response to manpower shortages in social work agencies, the desire to test

5
'

new staff development patterms,-and the need for social welfare bureaucracies -
to accomodateg staff yearnings for more "equality" in the workplace.

The use of group process as an effective means of proble£ solving

" in the delivery of social services is cited as a major theoretical premise
. : .

of the social work team. Other theoretical orientations ihq}ude: the
development ;§\a teém—client relatlonshilp to replace or enhance the
traditional worker-client relationship; and the belief that team practice
will prombte high staff morgle which.will in turn increase productivity,
resulting in greater improvement in clients served. ‘
The social work team is defined as a work group of professional
and para—pro&ess;onal sociallworkers organized under the leadership of a
team leader for-éhe purpose of delivering social services to a client
poﬁulation. The team observes any o; all of the following dynamics:

(1) Differential use of manpower for the optimum use of each worker's skills;

(2) Joint caseload management which may take the form of a team caseload

1

" or individual caseloads with team accountability;

(3) A team form of superviéion which emphasizes colleglality, participation,

and peer group sdbervision;
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{4) A team composition that makes use of a variety of social work personnel
(5) A communicacions system in the team which promotes group cohesion

through regular team meetings, and the sharing of a common office Bpaée.

The strengths and weaknesses of the social work team ‘are considered

-and a selection of these viewpoints 18 gathered for the purpose of measuring

workers' reactions to team practice.
4 Interviews were held with family service supervisors at the CASMT
and questionnaires were distributed to team members to ascertain information
aﬁout team Rfactice at the agency.

Reséarch findings reveal an extensive network of family service
teams at CASMT — sixteen teams in all. Teams developed over the past five
Years as a response to growing,caseloads and limitations on staff increases.

Teams at CASMT were asseésed in regard to: composition; differential
use of staff; caseload management; supervision;_team communications; and
the use of team secretaries apd volunteers. In general, it was coacluded

- p .

thatteam'practicg_at CASMT did not often follow.the theoretical team
concepts and in fact was more akin to 'the conventional type of social
service gork éroup.
: Team members reacpiohs to feam practice were gathered by inviting
their agreement or disagreement ﬁith a serles of statements culled from
the literature. Results showed‘that'staff react positively to team practice
and its effects on the five major components on.the social welfare system —-—
the.épmmunity, agency clients, agency staff, the agency itself, and the soéial

work profession.

Conclusions

Limitations of the study. -~ There are some obvious limitations to

this study which should be stated at this time:
(1) The study.takes a4 very broad view of the socilal woFk team and as a

consequence, generates data and information which does not lend itself to
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éonc}usive interpfefétions; the stu?y dashés across the landscape of éocial
welfare, encounﬁering,along the waynmany dimenéions of social-wo;k practice

such as: supervision} agency*administratién and organization; séaff training

" and development; and caseworklthéory. Any one of these dy;amics would be
worghy of separate resegrch investigations.

(2) Because of the broad range of information sought the data gathered by

the questionnaire is at timés highly nebulous stuff; for example, information
was sought on the compléx dynamics of supervision in the t;amj but for .
reasons of brevity this had to be accomplished by only two queskions:‘ In

this instance definitions of the terms used were provided but the responses
indicated that not all team members undertoo& the intent of the questions.

The preceding problem was in part a fault in the désign of the réségrch
instrument. It was also a result of the need to kﬁ%; the questionnaifé

concise in order to stimulate 1its completion. The return raéé in excess of .
90 ﬁercent indicates that much success was thained iﬁ regard to completion.

The price of this success, however, was the sacrifice of detail that would have
made the research findiués much mor; meaﬁingfui.

(3) A study of social work teams would ﬁerhaps be mére profitably done by
participant observatien. In this way, one could di;cern the subFie differences
of style and content that make one group of workers al;eam and ;nother just

a regular staff unit. Participant observation could be a valuable first step “

in the design stage of any further research in this area.

’,f/,‘ Team Practice at CASMT. -~ The implegentation of the team concept. at
CASMT family service departments has ﬁroceeded in é somewhat eclectic fashion,
with several teams making a.determined effort to apply a wide variety of
innovations in staff organizationuand service delivery, while others appear )
to embrace the team concept in name only and are not unlike conventional

staff units.

"North York's Rehab, Central and -Northwest teams have made a good deal
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of progress in'implemEntipg a number of the dynamicé of the team approacﬁu
All three teams have achieved a reasonable balance of different kinds of -
soclal work manpower in their composition. They have evolved a form of
supervision that emphasizes coilegiality in which a majority of important

case decisions are reaéhed by team consensus. While caseloads are étill

carrie& by individuals rather than the team as a yhoie,'thege ;s an efforc

to create team accountability for services rendered to- clients thr0ugh6manda;or§
periodic discussion of cases, feview of C;Qe records by the team, completing

of .staff evaluations in the team, and assignment of cases by a decision of the
team. These three teams all include a secretary and volunteer; and their
skills appear to be used appropriately.:,The teams f;ster good intra-group
communicationé by locating'in an open officeﬁapea. The Rehéb; Central and North-
westte&msfa;l significantly to adhere to the team concept in two areas:
cases are assigned mainly on the basis of workload as opposed to worker skilis
and client néeds; and there is little involvement of more than one workef
with a cliégt. =il

At the other end of the spectrum are Queen Streec's'Riverdale;

Beaches, and'Easb York teams. Team composition is balanced in the Riverdale

team, while Beaches has three M.S.W.'s out of five members, and East York has
.three.B.A.'s oug of féur members. 'A'collegial type of supervision prevails
alongside regular indgvidual supefvision sesslons fof most: team members.
Imﬁqxtant case decisions are made by the team leade;s-(East York uses team
consgnsus-more often), case recordings are completed iﬁdi§idually, there is
uo mandatory discussion o:.cases, and staff evaluations are completed by tﬁe.
team leadér. None of the preéedlng is likely to promote team accountability.
The teams do ﬁop include a secretary as almember, nor do volunteers often®
participate in the team. Team members! of gast York, Riverdale, and Beacﬁes

S~

teams all have separate offices. Cases are assigned mainly acboiding to work-

:
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load and it is seldom that eore‘than one worker is inv;1ved wieh the same
The above discussion serves to illustrate the spectrum.of team
operations that exist In CASMT family service departments.- Etebicoke,
Scarborough pufferin, and the other North York teams operate somewhere
between the examples described above, each team utilizing those dynamics of
‘the team concept that seem. appropriate to their perception of service
deliye%y for the particular area of.the comnunity in which they work.

| Thie ie as it should be. As a ream becomes more knowledgeable
.&bout the needs of the area it serves, it should‘exercise more and.more
initiativ: in shaping its operations to these needs. The shortcoming of
present team operationé at CASMT 'is that the term "team" cae become meaning-
less if it is used to apply to everything from a conventional stafi(égzl to‘

a modest attempt to apply some 1egithmate team concepts.

Effectiveness and the Social Work Team —~— The issue of credeutinled

and non*credentialed_staff and its implications for effectiveness was briefly

_touched on earlier in this study. Social work perheps more than any other

v

profession has for some time recognized the 1egitimate contribution that non-
profeesionally trained wOrkere-can make.. In part the social work ﬁeem is a
device that ﬁill-allew-for better utilization and integratiqn of the skills
of workers with diverse qualifications as helping agents.

Nevertheless most teaq\fheoretists and prgctitioners, end most
soclal welfare agencies, {ngist on some form of formal social work training
as a p;e—requisite to social work practice.' There are now (and have been for

geveral years in the field of psychology)'persuasive voices that call for a

wvnfannd rhange in the attitude of the profession.
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failed to have a reel pr important impact, and those- who are.effective i é
are too few in number ’ ' - i
Berenson and Carkhuff make a ‘strong case for their'belief that the seeds-of ) l
helping do not lie in the.type of therapeutic technique employed but rather

in facilitative dimensions that the helper possesses and uses to the clients ‘ x5

advantage. It is 1ikely that they also consider administrative devices '

such as the 'social work team as.secondaryiz juences on client changea )
The3team has b;en cited in the literavure as a éood setting ipr staff

_ training and’ development and for individual learning and growth. The :

'attitodes of team-members'gleaned through this study tend to confirn that

the team 18 playing such e role at CASMT. Up to the present, team thearists

end practitioners have tended to view the team as essentially an administrative

Vdevice'that can achieve desirable-ends. Given the team 's reputation as a

learning environment,uit would be highl§ appropriate that the ideas of

Berenson and carkhuff be given more consideration in team practice. The

- combination could prove to be a highly effective mode of service delivery.

[N

Tmplications of This Research Stndi, -7.Eecause of the limitations .
of this study cited earlier, one must exercise caueion in reachiné‘firm
conclusions based on this investigation of team practice at CASMT. The data

as collected can only be used to reach conelusions about the nature of team
practice at CASMT and the reactions of staff to it. The very positive
responses of nany team members in this instance leads to the’conélusiop-that
the team conce t, properly planned and implemented, could be a positive force

in most socigl,welfare agencles.-

The study suggests that CASMT teams that claim to adhere to the

138gerpard. G. Berenson and Robert R. carkhuff, eds., Sources of
Gain in Counselling and Psychother apy . (New York: Holt, Rinehart and '
Winston, 1967), p. 447. b

-

o —— o ey Iy -
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theoretical and practical cohiéhts of the social work team, react more
positively to team practice than team8 that follow a more conventional work

group forhm of organization. . . . - . \

The study fates North York's Rehab, Northwest, and Central teams

’

as the most thoroughgoing\practitioners of the eam- concept . They recorded
F) 7

positive reaction scores of 75.0%, and 66.5Z respectively. Riverdale,

- B . . . >
Beachesy.and East York teams were judged to operate much like conventional

staff'un s\ They scored 48.0%, 55.9%, and ?0.62 respectively.

The fact that East York shows a surprisingly high score indicates
the hazards of making any firm conclusions based on this data,"The gata//
providé}no answer to why the East York team should respond so'positivel .. It
may be‘that the Eéllegial environment that «their team developed (thié tel
had existed for only one yéar at the time of data collection) stood in stark
contrast;gﬁﬁthe_pregious mode of practice. ~Again this kind of assessment could
only be made through participant observation.

The major coqclusion of th¥s study may very wéll be the need for
more systematic research in the area of the social work team. Dymamics such
as differential use of manpower, team supervision, and the concept of the team—
client'relationship‘are all worthy of seriou% investigatioﬁ?‘ Similarly the
effects of team practice on staff morale, client services and on the other
components of the so;ial welfare ;ystem warrant fuféhgr invegzigation.

Finally Lhe team should be assessedyin respect to its usefulness

as a training environment. This could be effected in both agencies and in

teaching institutions. ?
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Recommendations

(1) The CASMT should redesign one team operation for experimental and

research purposes with a view to making that team conform closely to the

concepts of differential use of s

(2) All teams should have mandat

A

-

taff, joint caseload, and team 'supervision.

ory periodic discussions of open cases and

review of case recordings in team meetings to enhance team accountabilicty.

(3) Some restructuring of staffing in teams should be carried out to alter

the imbalance in the distribution of MSW workers.

»*
N

(4)- More consideration should be given to the hiring of new staff holding

BSW and community college qualifications.

(5) Periodic evaluations of workers should be made in team meetings rather

than by the team leader. This will result in more relevant evaluations, a

better understanding in the team

of the different skillS*of members, and the

meaningful participation of all team members in the management of the team.

(6) Team members should take turms chairing team meetings as a means of

furthering collegial relationships and providing preparation for future

Bfam leadership-
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APPENDIX T

THE RESEARCH QUESTIONNAIRE

-



. ) ) ¢
'RESEARCH QUESTIONNAIRE ON THE SOCTAL WORK TEAM

The questionnaire which you have been asked to complete is part of a
research study on the team approach. 'This study 1s being carried out by a
graduate student in social work at the University of Windsor, -
. o
The purpose of the research is to determine the nature and scope of team
practice in the family service departments of the Children's Aid Society of
Metropolitan Torouto.

-~ The questionnaire‘is divided into three sections:

I. Personal Information
II. Team’ Information’
ITI. Attitudes to team practice.

-

You will note that your tqu is identified by branch and area.
Conseﬁhently, individual worker's responses could be easily recognized. Your
responses will be seen only by the researcher and will be held in the strictest
confidence. When the study is completed, copies of the final report will be made
available to your agency. It will not be possible, however, to identify
individual responses in that report. B

The questionnaire will take about 8 minutes to complete. Upon
completion, please seal it in. the attached envelope and return it to your team
leader. Please answer all questions without consulting any other team members.

This questionnaire is designed to survey only those team members who are
fulltime, pald employees of the agency. While other personnel, such &s volunteers,
may also be Full tehm members, the variation in their use in team throughout the
agency does not allow for their inclusion in this study..

Your cooperation in thisqgndeavour is appreciated.

/ \\\- | . -

Bugh Millar %
Graduate Student
School of Social Work
University of Windsor
.
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Team Identification: Branch Area

_ _Member Identification: Team Leader

Social Worker . -

.

, Community Prot:%tion Worker -

Team Secretary

M

Other (specifys

SECTION I: PERSONAL INFORMATION

(1) Sex: Male - - Female

(2) Age: ‘Under 25 =~ 25-34  35-44__ 45 and ovef
(3) Education: Please indicate the highest degree-obtained.

M.S.W.

, B.S.W.

B.A.

Community College Graduate

High School Graduate

Other (specify)

(4) How many years have you worked in a social welfare agency?

years months

(5) How long have you worked for this ageancy? __years months

r
(6) How much of your social welfare experience has been in a team setting?

[

years months

il o AN
How long have you been a member of the present team? .
M

_ ' years months \

(8) How much of your social welfare experience has been in a setting where
team supervision was the porm? (Team supexrvision is defined as a group of

workers engaged in regulgr}peer consultation under the leadership of a team
leader.) .

!
i

yeays months

R O

'
Y

PR RV



(10)

(11}

(12)

SECTION II: TEAM INFORMATION
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How much of your social welfare eﬁperiehce has"been in a setting where
individual supervision was the norm? (Individual supervision is defined
as one workér_engaged in regular consultation ' with a supervisor).

years months

How much<qf your.gocial welfare experience has been in a setting where
group supervision’/was the norm?. (Group supervision is defined as a group
of workers engaged 1n regular consultation with a éupe&yisor).

years - months

In addition to your case responsibilites, are you ass gned to a geograghic
area or nelghbourhood within the larger area served by your team? s

Yes No

I1f yes, does this entitle you to a reduced caseload?

Yes No '

(1)
(2)

(3)

(4)

How long has your téﬁf:?ﬁfg;if bperation? yearﬁ%{m months

¢
What 1s the total team memBership? members
(Include only Fulltime, paid staff.)

Which of the following social work personnel are represented on the team?

Indicate number of each:

M.S5.W.

T~

B.5.W.

s/

v

B.A.

Community College Graduate

Team Secretary

Other (specify)

How are cases and tasks assigned in the team?
Decision made by family services supervisor.

Decision made by team leader in consultation with family
Services supervisor.

Decision made by‘team leader.

Decision made by entire team.
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(7) How often does %te team meet for case diqcussion?
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(5) What criteria are used in the assignment of cases and tasks?

‘Check one or more

By regular rotation

_According to workers' skills
According to'workers' experlence

. According to workers' education
Accordiné to who volunteers | -
Accordiné to individual workloads

According to geographic area for
which worker 1s responsible

(6) How often 1s more than one worker assigned to a case?

~

Frequently B Fairly often Occasionally Never
§
time(s) per week.
(8) How long are these meetings? hours.

(9) How often does the team meet for the discussion of team process?
(E.G., interpersonal conflicts, service gaps, worker evaluations,)

Never

‘Honthly

Bi—wegkly‘

Weekly

Included in regular team meetings

Other (specify)

(10) How long are these meetings? hours.
(11) How are case recordings completed?
In team meetings

By individual workers
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(12) What are the office arrangements for the team?
Team members share one large office
Team members all have own offices

Team members share several offices'

Team leader has own office, other members
:share one'large office

Team leader has own office, other members
share several offices

Other arrangements (describe)

(13) Which one of the following types of superviéion best describes the
 primary supervisory process in your team?

Check one only

- Team supervision -—- a group of workers engaged
in regular peer consultation under the leadership
of a team leader. )

- Group supervision -—-a group of workers engaged in
regular consultation with and under the direction
of the team leader.

~ Individual supervision —— one worker engaged in
regular consultation with and under the direction
of the team leader.

(14) Do you presently have individual supervision sessions with your team .
leader on a regular basis? (Team leaders may ilgnore thie question.)

Yes No

ﬁlS) How are important decisidns relating to your caseload made? (E.g.,
apprehension of child, termination of service, child placement.)

Check one for each categbgz: Frequently Fairly Often Occasionally Never

By team leader

By worker

By team consensus

(16) Is it mandatory for all cases open to team members to be periloedically
discussed in team meetings?

Yes No
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(17) How are formal periodic evaluations of workers dome? Check one only.
By department supervisor |
By team leader
By team

Other (specify) . .

(18) Does your team have a fulltime team secretary?

Yes No

(19) Does the team secretary perform non-clerical case alde tasks? (E.g.,
home visits, transporting clients.)

Frequently Fairly often  Occasionally Never

(20) Does the team include volunteer(s) as teanm members?

Frequently  Fairly Often_ _ Occasionally Never

SECTION III: ATTiTUDES TOWARDS TEAM PRACTICE

"

- Please indicate your reactions to the following statements about
the soclal work team by circling one of the five responses on the right —-
-84 - strongly agree, A - agree, U = uncertain, D - disagree and SD - strongly
disagree.
r
Fa
In answering, try to compare your present team experience to'
previous work experiences in settings where a different method of staffing was
utilized N )

- Strongly Strongly
- Agree Agree Uncertain Disagree Disagree
(1) The team facilitates an appro- SA A U D SD

priate matching of worker
skills to client needs. ,L\‘

(2) Team practice promotes high SA A U D SD
productivity amongst staff.

(3) Team practice enables workers to SA A u D - 8D
be aware of each others clients,
enhancing crisis intervention.

(4) Supervisors used to the traditionalSA A - U D Sh
one—-to-one form of supervision find
it difficult to adjust to team
practice.

(5) Team practice encourages workers  SA A U D SD
to become specialists in those ‘
areas of service in which they
have demonstrated skills.



(6)

)

(8)

(9

(10)
(11)

(12)

(13)

(14)

(15)

(16)

(17}

(18)

(19)
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Intra-team issues often supersede
discussion.of client needs.

The team can stifle individual
initiative by demanding adherence
to group ldeas.

The inclusion of clerical staff on
teams improves communication and
understanding between social work
and clerical staff.

Team practice reduces absenteeism.

The team approach allows for am
appropriate degree of autonomous
practice for each worker.

Team practice enhances ‘the visi-~
bility of the agency in the
community.

Team practice puts greater‘emphasis
on goal attainment than on the
refinement of social work tech-
niques.

Team practice promotes high morale
amongst staff.

The team is an effective means of
identifying and utilizing the best
resources that the community has to
offet in services for people.

Team practice provides individual
workers with high job satisfaction.

An effective team leader will
attempt to reduce traditional
supervisor-worker authority
relationships in favour of more
collegial relationships.

Team practice reduces staff turn-
over.

The team operates as a highly
supportive mutual aid system when
individual workloads hecome over-
whelming.

The team approach doungrades the
importance of each worker's rela-
tionship with his/her individual
clients. .

Strongly Strongly
Agree Agree Uncertain Disagree Disagree

SA A u D SD
. SA A U D SD

SA A U D SD

SA A U D sh

SA A U D SD

SA A U D SD

SA A U D Eh
PUg-T-Y A U D SDh
i -

SA A U D SD

SA A U D SD

SA A U b SD

SA A :J//q U D SD

SA A U D 5D
~SA A u D SD




%§' ) Strongly

(20)
(21)

(22)

(23)
(24)
€25)
(26)
@7

(28)

(29)

(30)

&3]
(32)

(33)
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AgTee

Strongly

Agree Uncertain Disagree Disagree

Th approach enables the agency
toibetter reach the population at SA

ridk ian the community. °

An effective team leader should

have a good knowledge of group SA
dynamics.

The team makes the best use of each SA

worker's skills.

Team practﬁce results in the effec-
tive covez?ge of caseloads & reduces 5A
the neglect of marginal cases.

Workers used to other types of
practice find it difficult to adjust SA
to the demands of team practice.

The team approach results in the
delivery of high quality services SA
to clients.

The team is a good setting for staff
training and development through SA
the sharing.gf'wquer skills.

Team meetings are too time consum-

ing, interfere with workers' case SA
regponsibilities. .

The team is a good setting for "SA

{ndividual learning and s&lf-growth.

The team is an effective means of
delivering social services at the SA
neighbourhood level.

The team approach produces a high SA
frequency of case cpntact by workers.,

The team approach reduces clients
contact with professionally trained SA
social workers.

The trad?izonal casework relation—
ship can be strengthened or replaced SA
by a client-team telationship.

An effective team leader should ~s SA
have previous supervisory experience.

~
A

U

5D

SD

SD

. SD

sSD

- 5D

Sb -

SD

Sh

SD

SD

5D

SD

SD

ke Za
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Strongly

Agree

Strongly

Agree Uncertain.Disagree Disagree

(34) The quality of leadership given by
the team leader is crucial to the
development of an effective social

~ work team. :

(35) The colIegial‘atmosphere of the
team reduces status and authority
"differences amongst staff.

(36) The team is the best method of
utilizing different social work
manpower .

(37) The team enhances the career
prospects of non-professional staff.

- (38) An effective team leader should have

extensive experience in the team's
area of service.

(39) The team approach results in a fair
distribution of work within a
department.

(40) Team supervision is more effective
- than individual or group supervision.

(41) There is a tendency for team case— -
loads to exceed an optimum level.

(42) The team approach enhances the
agency-client relationship.

(43) Clients gain from contact with more
than one team member.

(44) Team practice is most effective when
team members share one large office.

(45) The team leader should be in the role
of chairman at team meetings.

SA

SA

SA

SA

SA

SA

SA

SA

SA

SA

S4A

SA

A

SD

5D

SD

sSD

5D

5D

SD

3]

SD

SD .

SD

SD
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APPENDIX IT

¥

REGROUPING OF QUESTIONNAIRE STATEMENTS
'RELATING TO TEAM PRACTICE . O

Section IIT of the research questionnaire invited workers' reactlons
to 45 statements on team practice. These statements included 34 items om
the advantages and disadvantages of team practice as well as 11 items on "
‘other aspects of team practice. .

The questionnaire sought workers' reactions to the effect of team
practice on the ,following components of the social welfare system:
community, clients, staff, agency and profession. The statements were
arranged randomly in the questionnaire. Below they are regrouped in their
appropriate constellations. ‘ .

Community (4 ifems)
(11) Team practice enﬁances the visibility of the agency in the community.

(14) The team is an effective means of identifying and utilizing the best
resources that the community has to offer in services for people.

(20) The team approach enables thé agendy to better reach the population
at risk in the community. :

(29) The team is an effective means of delivering social services ét the
neighbourhood level.

Clients (5 items)

Y

(1} The team facilitates an appropriate matching of worker skills to- client
needs. '

(3) Team practice enables workers to be aware of each other's clients,
enhancing crisis intervention.

(6) Intra-team 1ssues often supersede discussion of client needs.

(25) The team approach results in the delivery of high quality services
to clientsf; )

{43) Clients gain from contact with more than one team member.

Staff System (7 items)

{7) The team can stifle individual {nitiative by demanding adherence to
group ideas. ' X

¥ -

(8) The inclusion of clerical staff on teams lmproves communications and
understanding between social work and clerical staff. c

F

(15) Team practice provides individual workers with high job satisfaction.



(18)

(22)

(35)

(41)

.
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+
The team’ operates as a highly supportive mutual” aid system when

Individual workloads become overwhelming.

The team makes the best<pSE‘of each worker's skills.

The colleglal atmosphere of the team reduces status and suthority
differences amongst staff.

There is a tendency for team caseloads to exceed an optimum level.

Agency (12 items)

(2)
(9)
(13)

a7y

(23)
(26)
(27)

(30)
(36)

(39)

(40)

(42)

Team practice promotes high productivity ambngst staff.
Team practice reduces absenteeism.

Team practice promoteé igh morale amongst stafg.

Team practice reduces”staff turnmover.

Team practice results in the effective coverage of .caseloads and
reduces the neglect of marginal cases.

The team is a good setting for staff.trainiug and development through
the sharing of worker skills.

..

\

Team méetings are toouéime consuming, ifterfere with ﬁo{kers' case
responsibillities.

The team approach produces a high frequency of case_gontact by workers,
The team is the best method of utilizing different social work manpower.

The team approach results im a fair distribution of work within a .
department.

‘Team supervision is more effective than individual or group supervision.

The team approach enhances the agency-client relationship.

Professional (6 items)

(5)
(10)
(12)

(28)

(32)

Team practice encourages workers to become speciélists in those areas
of gervice in which they have demonstrated skills.

The team approach allows for an appropriate degree of autonomous
practice for each worker.

- Team practice puts greater emphasis on goal attainment than on the

refinement of social work techniques.
The team is a good setting for individual learning and self-growth.

The traditional casework relationship can be strengthened or replaced
by a client-team relationship.



(37}

CR R s R R

The team enhances the career prospects of non-professional staff.

Other (11 items)

(4)

(16)

(19)
(21)
(24)
(31)

(33)

(34)
(58)
(44)

(45)

Supervisors used to the traditional one-to- form of supervision
find 1t difficylt to adjust to team practife.

An effective team leader will attempt to red ce traditional super-—
visor~worker -authority relationships in‘favour of more collegial

-relationships.

The team approach downgrades the importance of each worker's
relationship with his/her individual clieats.

An effective team leader should have a good knowledge of grOup‘
dynamics.

Workers used to other types of practice find ‘it difficult te adjust
to the demands of team practice.

The team approach reduces clients contact with professionally trained
soclal workers.

An effective team leader should have previous supervisory experience.

The quality ofleadership given by the team leader is crucial to the
development of an effective social work team.

An effective team leader should have extensive experience in the teanm's
area of service.

Team practice is most effective when .team members share one large
office.

The team leader should be in the role of chalrman at team meetings.
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