
5. A task includes all of the elements needed to produce an
output which can be independently used or acted upon with-
out special explanations to the next performer in the next
stage of production.

6. A task includes all the elements needed to complete an out-
put to a point at which another performer (who would contin-
ue with the next production sequence) would not have to re-
do any elements in order to continue.

7. A task includes all the elements needed to complete an out-
put to a point at which another performer, in order to con-
tinue with the next stage of production, need not perform
extra steps.

8. The task must not require that, for another performer to
continue with the next stage in a production sequence, cur-
rent institutional arrangements would have to be changed.

9. A task must be sufficiently broad in statement that it can
be rated on its frequency of occurrence.

10. Two tasks are the same if their elements result in the same
output, require the same things to be used (including the
alternatives to be chosen among in what is used), and if
the kind of recipient, respondent or co-worker involved is
the same in terms of what the performer needs to know in
order to deal with the person.

The HSMS task definition permits the acknowledgment that much

professional level training is used primarily for the emergency cr contin-

gency situation, but must nevertheless be accounted for in the task's

identification. For example, the task of delivering a baby through the

vagina (normal delivery) must contain elements including the decision

that complications warrant a change of procedure (such as to Caesarian

section),the choice of anesthetic, and the possibility of responding to

cardiac arrest -- if the performer of the II normal" delivery is the one

who must deal with these contingencies.
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existing ,procedures and activities. Thus, a new task or set of tasks can

be assigned to the job title containing tasks most similar in the skills

and knowledges required. The new tasks can be placed within existing

task groupings. Workers' mobility across industries can similarly be

facilitated by dealing with tasks across industries. Though it is not

now imminent, the method could conceivably be used to facilitate employee

readjustments due to the employment dislocations which could accompany

disarmament.

Data Banks and Prototype Ladders

Since the HSMS methodology is generically oriented, it results

in data which can be used beyond the walls of the institution in which

the data are collected. The task data provide three levels of detail,

and, therefore, can be abstracted as needed for the construction of pro-

totypes. Alternatively, a set of data can be inspected by an institution

and it can modify these to reflect its own conditions. Thus, as the method

is used and a data bank becomes available, the applicability of the data

grows geometrically; any number of combinations of data can be used to de-

velop job ladders. The investment in time and effort to collect the data

can be spread as time passes and only new task data are added.

Even simpler than modifying the task data would be the modifi-

cation of reported job ladder designs to suit a given institution's needs.

Thus, if an organization such as the Health Services Mobility Study can

generate generalizable and basic job ladders, such prototypes have poten-

tially limitless application.
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CHAPTER 5

A GUIDE TO HSMS DOCUMENTS

This chapter reviews the full output of documents produced by

the Health Services Mobility Study during Phases I, II, and III and notes

their availabilities.

TECHNICAL REPORTS

Since the inception of the Project, ten Technical Reports have

been produced. This report is itself the eleventh. The Technical Reports

are progress reports which review the work of the Project over specific

periods. They covered progress and events in research and technical sup-

port, future plans, and other organizational matters. The reports carried

the statistical results of individual field tests and kept the reader in-

formed of problems and solutions. In addition, policy statements and re-

lated material were sometimes included.

The pertinent research and statistical content in these reports

is now contained in Research Report No. 3 in its three Volume III's. The

two appendixes presented in this document contain most of the material

not covered in Research Reports 3, 4, 5, 6 or this report. This document

essentially replaces the ten prior Technical Reports, and none of the ten

are now available for distribution.

WORKING PAPERS

The Project produced ten Working Papers. Except for Working

Paper No. 10 (discussed later in this chapter) all are now obsolete and



should not be retained by any readers who have received them. None are

now available for distribution. Working Papers 1 through 7 were the field

manuals covering a series of field tests of specific aspects of the meth-

odology. All the tests resulted in revisions of definitions, scales, and

procedures, so that none include current material.

Working Paper No. 8 was the field test manual used in the pre-

liminary work done on finding General Intellectual Skills. It is not

likely that this document will be of interest to the general reader. The

results are described tn Research Report No. 3, Part B, Volume III.

Working Paper No. 9 was never used in the field. The Knowledge

Classification System and Knowledge Scale were subjected to dry runs be-

fore a full field test. Sufficient revisions were required to make Working

Paper No. 9 obsolete before it was used. The pilot test at the Dr. Martin

Luther King, Jr. Center was the first field test for the Knowledge System.

RESEARCH REPORTS AND WORKING PAPER NO. 10

The documents described in this section represent final research

results with respect to the objectives of Phases I, II, and III. However,

several of the reports will be subjected to further revision during the

Demonstration Phase of the Health Services Mobility Study. Such reports

will be indicated as having "limited distribution." This means that HSMS

reserves the right to decide on the appropriateness of requests for the

documents. There is no authorization for use by third parties. Other

documents may be obtained by writing to the appropriate publisher or can



be made available to primary users by contacting the Health Services

Mobility Study.

Research Report No. 1

The first HSMS Research Report was Train Practical Nurses to Be-

come Registered Nurses: A Survey of the PN Point of View.1 The report

discusses the responses of 2,361 licensed practical nurses (LPN's) work-

ing in New York City municipal hospitals. The questions posed covered

their interests and needs with regard to training to become registered

nurses (RN's).

In addition to providing a breakdown of responses by demographic

characteristics, the document provided additional information. The

document reports that there is marked employee interest in upgrading train-

ing and a willingness to contribute time and effort for such training

among LPN's. The Report discusses haw educational institutions can coop-

erate to shorten training time through exemptions, transfer of credit,

use of equivalency testing and redesign of curricula. It indicates how

a coordinated cycle of training for several steps in a job ladder designed

to fill upper-level vacancies can minimize costs. It proposes several

alternative educational sequences and alternative means to fund released-

time training and tuition costs, including the design and strategy for a

nursing sequence from nurse aide to staff nurse with an exit point at

practical nurse,and another sequence from practical nurse to staff nurse.

1 The author is Eleanor Gilpatrick.
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This document appeared in June, 1968,and was accepted for pub-

lication by the Hospital Research and Educational Trust (Chicago) in Sep-

tember, 1969. The publishers assure us that they have been beset by tech-

nical delays.and that publication is now expccted by the summer of 1972.

The document must be obtained through the publisher, unfortunately, since

other copies have long since been distributed. The ERIC system may be

contacted for an early, unrevised photocopy.

Research Report No. 2

Research Report No. 2 was published by Praeger Publishers in

1970. 2 The document examines the organizational context within which New

York City Municipal hospitals are staffed, and describes factors affecting

employment such as wages, vacancies, credentialing and mobility within the

system. The Report concludes that the bars to upward mobility are not

due to entry-level shortages, and that the major impediments to upward

mobility are a lack of organizational commitment to job ladders, creden-

tial barriers, redundancy of educational programs, and the fact that mid-

dle and upper-level jobs require a good deal of investment in academically-

based education. The Report offers suggestions on mobility, job pathways

and training. It calls for the development of a strong manpower function

and a commitment to a job ladder approach to filling vacancies, and offers

some mndels. It further shows how a job ladder approach can serve the

2 Eleanor G. Gilpatrick and Paul K. Corliss, The Occupational Structure of
New York City Municipal Hospitals, New York: Praeger Publishers, 1970.
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needs of management by filling vacancies, and can serve the needs of the

employees by providing upward mobility.

The document may be obtained from the publishers.

Research Report No. 3

Research Report No. 3 is entitled A Job Analysis Method For

Developing Job Ladders and For Manpower Planning. This document is divi-

ded into three Parts and nine Volumes. Together, the volumes comprise

the job analysis methodology of the Health Services Mobility System.

The Part A documents deal with task analysis; Part B covers the

skills; and Part C covers the Knowledge System and the computer work.

Each Part has three volumes including a method manual, a job analyst train-

ing manual,and the literature review and statistical results of testing

for the respective Part. All nine volumes are on "limited distribution."

The documents are described below.

Research Report No. 3. Part A: Task Identification.
Volume I: A Manual for Task Identification.
By Eleanor Gilpatrick.

This manual serves both as an introduction to the overall HSMS

approach and methodology and as a working manual for task identification.

Chapter 1 is an introduction to the HSMS approach to manpower development

and to task identification in particular. Chapter 2 explains how the

manual is used. Chapter 3 outlines the scheduling and planning necessary

to arrange for orderly data collection. It serves as a model for Parts B

and C, as well. Chapter 4 presents the definitions and rules used
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in the task identification procedure and elaborates on specific aspects

of these. Chapter 5 presents a step-by-step list of the events related

to data collection for task identification. Chapter 6 directs the data

processors in preparation and analysis of reliability and accuracy mea-

sures, and Chapter 7 directs the data processors in the conversion of the

analysts' field data into "hard data," or "Master Tasks," as they are

called. The identification of overlap tasks (tasks appearing in more than

one performer's job), is also discussed in the chapter. Chapter 8 indi-

cates ways in which the task data can be uSed for analytic purposes before

skill scaling and knowledge jdentification is done.

Research Report No. 3. Part B: Skill Dimensions of Tasks.
Volume I: A Manual for Scaling Tasks on Skills.
By Eleanor Gilpatrick and Earl E. Davis.

This is the working manual for skill scaling. Chapter 1 presents

the general concepts to be used in skill scaling. Chapter 2 presents the

sixteen skill scales and the Task Frequency scale with a brief discussion

of each. Chapter 3 presents a step-by-step list of the events related to

data collection for skill scaling. Chapter 4 directs the data processors

in preparation and analysis of data to measure the reliability and accu-

racy of the analysts' scaling. Chapter 5 directs the data processors in

the conversion of the analysts' field data into "hard data" for scale val-

ues for the "Master Tasks."
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Research Report No. 3. Part C: Knowledge Identification and Scaling of
Tasks. Volume I: A Manual For Knowledge Identification and Scaling.
By Eleanor Gilpatrick and Philip von Esch.

This volume is a working manual for identifying the knowledge ,

needed to perform Job tasks and for scaling the knowledge categories iden-

tified for each task. Chapter 1 presents the general concepts which under-

lie the Knowledge Classification System and the Knowledge Scale. It also

includes a brief history of the Knowledge Classification System and some

guidelines for the user. Chapter 2 presents a detailed description of

the Knowledge Classification System. It covers the definitions, the or-

ganizing principles, the arrangement of the System, and rules for its use.

Chapter 3 is the Knowledge Classification System itself, followed by an

Index and Glossary. Chapter 4 presents a step-by-step list of the events

related to data collection for knowledge identification. Chapter 5 directs

the data processors in the preparation and analysis of data to measure

the reliability and accuracy of knowledge identification. Chapter 6 is

a step-by-step list of the events related to data collection for knowledge

scaling. Chapter 7 directs the data processors in preparation and analy-

sis of data to measure the reliability and accuracy of knowledge scaling.

Chapter 8 directs the data processors in the conversion of the analysts'

field data into "hard data" knowledge identifications and scale values for

the "Master Tasks." It describes the use of the Knowledge Classification

System/0s a filing device and also discusses the use of Knowledge System

data.
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Research Report No. 3. Part A: Task Identification.
Volume II: Training Job Analysts in Task Identification.
By Irene Seifer and Eleanor Gilpatrick.

This volume is the first of a series of three training manuals

each of which concentrates on a phase of the job analysis methodology de-

veloped by the Health Services Mobility Study (HMS). The contents of

this document deal with task identification and are designed for use with

Part A, Volume I of the Report: "A Manual For Task Identification." In

addition, this volume presents material which is applicable in all of the

stages of task analysis. The two other training manuals deal with the

specific additional work covered by a particular stage of the method

involved. Taken together, the three training manuals constitute a train-

ing program for job analysts in the use of the HMS task analysis method-

ology.

Chapter 1 serves as an overall introduction to the manual and

advises the reader on how to use it as a workbook. It includes a code of

behavior for the analyst. Chapters 2 through 7 are in lesson form, with

review questions and answers provided for each. Chapter 2 provides a

brief overall introduction to the concepts and definitions used in the

HSMS task analysis method. Chapters 3, 4 and 5 are focused on details

of the definitions and rules used in task identification. Chapter 6

concentrates on how the rules and definitions are to be reflected in writ-

ing up the data collected. Chapter 7 covers similar material, but this

time in terms of the procedures to be used. Chapter 8 is a guide to ob-

servation and interview techniques. It deals with the relationship of



the analyst to the persons involved in the task analysis. This chapter is

applicable to all of the training manuals.

Research Report No. 3. Part B: Skill Dimensions of Tasks.
Volume II: Training Job Analysts in Skill Scaling.
By Irene Seifer and Eleanor Gilpatrick.3

This volume is a training manual for rating tasks (which have al-

ready been identified) on the HSMS skill scales. Chapter 1 of this manual

serves as a brief introduction to the training and explains how the manual

is to be used as a workbook. Chapter 2 provides an introduction to the

general concepts used in skill scaling. It briefly discusses skill scal-

ing procedures, describes how task identifications are reviewed for cor-

rectness and completeness, and how tasks can be written up so as to faci-

litate skill scaling. Chapters 3 and 4 present the latest versions of

the seventeen HSMS scales and explanations of how each is applied. Revi-

sions of some of the scales, which were made as a result of the pilot

test, are incorporated. Thus, the Part B, Volume II versions of the

scales take precedence over those in Part B, Volume I. This manual uses

examples of tasks identified in the field as an aid to training.

Research Report No. 3. Part C: Knowledge Identification and Scaling of

Tasks. Volume II: Training Job Analysts in Knowledge Identification and
Scaling, By Irene Seifer and Eleanor Gilpatrick.4

This volume is a training manual for use of the HSMS method of

identifying the knowledge categories that are required to perform tasks

3 Part B, Volume II and Part C, Volume II are currently bound together in a
two-part document.

4 Ibid.
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and for rating the levels at which the categories are required. This

phase of the HSMS method is applied to tasks which have already been iden-

tified and rated on the skill scales. The manual offers elaboration, ex-

planation, and clarification of the definitions and concepts of the Know-

ledge System as well as minor revisions. The manual presents discussions

about the problems which can arise in the use of the method and ways to

handle them. It also offers practice examples and exercises.

Chapter 1 of this manual serves as a brief introduction to the

training and explains how the manual is to be used as a working companion

to Part C, Volume I, the method manual. Chapter 2 provides a review of

the general concepts used in knowledge identification and scaling. It

briefly discusses the nature of the Knowledge classification System and

the Knowledge Scale.

Chapter 3 presents a set of clarifications and revisions of

knowledge category names and meanings which were arrived at during the

course of the pilot test; it then provides a practice exercise. Chapter

4 deals with the practical problems which arose during the use of the Sys-

tem in the pilot test and offers solutions as well as a discussion of the

types of errors that can be made and ways to avoid them. This chapter

uses examples of tasks identified in the field as an aid to training. In

addition, an annotated bibliography on role-playing is included. It can

be used as a means of gaining more information about techniques which can

help develop the kinds of skills and insights required to properly apply

the HSMS methodology.
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Research Report No. 3. Part A: Task Identification.
Volume III: Data on Task Identification.5

The three Volume III's of Research Report No. 3 deal with liter-

ature reviews and statistical results. In this document Chapter 1 pre-

sents a comparison of task definitions as found in the leading job analy-

sis methodologies currently in use. Chapter 2 reports on the pilot and

field tests of the HSMS task definition and method, and discusses its re-

liability and validity. Chapter 3 presents the revisions in the defini-

tion and method which were warranted as a result of the statistical re-

sults of the pilot test and experiences with the method in the field.

Research Report No. 3. Part B: Skill Dimensions of Tasks.
Volume III: Data on Skill Scaling,6

In this document Chapter 1 briefly reviews the need for skill

dimensions in job analysis, the literature in the field, and describes the

development of the HSMS skill scales. Chapter 2 reports on the field

tests of the scales and indicates the revisions which were adopted as

a result of analysis of the pilot test data.

Research Report No. 3. Part C: Knowledge Identification and §caling of

Tasks. Volume III: Clustering Tasks Through Factor Analysis.'

This volume will be of interest to those who are applying the

HSYIS method and plan to include the stage of computerbased clustering of

5 Part A, Volume III, Part B, Volume III, and Part C, Volume III are all
currently bound together in a three-part document.

6 Ibid.

7
Ibid.
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tasks. Chapter 1 presents tentative results on

ing the Knowledge Classification System and the

2 describes the preparation of the data and the

ation for factor analysis. Chapter 3 describes

and how analysis of the results is accomplished.

Research Reports Nos. 4 and 5

the first field test us-

Knowledge Scale. Chapter

decisions made in prepar-

the factor analysis work

This document is entitled, Suggestions for Job and Curriculum

Ladders in Health Center Ambulatory Care; A Pilot Test of the Health Ser-

vices Mobility Study Methodology. 8

This Report will be of interest to several types of audiences.

First, as a report on the methodology, it will be of interest to anyone

concerned with providing upward mobility and/or relieving upper level

shortages. Second, for those concerned with providing upward mobility

within patient care, the actual content of the pilot test titles and tasks

and the recommended ladders have generalizable relevance. Third, for

those concerned with providing the education for health care occupations,

the skill and knowledge content of the results will also provide informa-

tive and suggestive insights. Finally, anyone interested in health care

service delivery or in health manpower should find something of interest

8 By Eleanor Gilpatrick. The reader will note that the Report is listed as
Research Reports Numbers 4 and 5. The original plan was to have separate
reports on the job ladders and on the related curriculum ladders. However,

once the analytical work was near completion, it became apparent that the
two parts are too intimately intertwined to be presented as two separate
documents. Since Research Reports Numbers 4 and 5 constituted the "Final
Report" contracted for with the Health Services and Mental Health Admini-
stration, the designation was retained.
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in the Report. The document has been submitted to review for possible

publication, but a small quantity is available for distribution.

This document reports on an enormous amount of data. To provide

the most readable and interesting format, much of the raw data, which

would require several volumes, are not presented. The reader will be able

to obtain raw data to meet his needs by contacting the Health Services

Mobility Study. Appendix tables provide most of the background data need-

ed for the reader who wishes fuller elaboration of the statements in the

text.

Chapter 1 tells the reader about the approach of the Health

Services Mobility Study and sets the methodology within a framework of

current manpower problems in the health services industry. It also pro-

vides a summary of the pilot test results. Chapter 2 describes the HSMS

methodology as it was applied, and presents a description of the pilot

test and the titles it covered. Chapter 3 discusses the general results

of the pilot test and their implications. Chapter 4 goes into greater

detail and presents the actual task sequences identified by the method

and the related curriculum content requirements. Chapter 5 talks about

practical application of the results in job restructuring and curriculum,

assuming no desire for major reorganization. Chapter 6 discusses more

idealized applications of the results and presents job ladders that re-

quire job restructuring and redesigned curricula, assuming a willingness

on the part of the institutions to undertake major reorganization. Chap-

ter 7 comments on general policy and describes the spin-off applications

of the method in performance evaluation and curriculum design.
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Research Report No. 6

This report, A Model for the Use of Task Data in Performance

Evaluation and Trainee Selection 9
focuses on the use of task data for the

purpose of establishing objective, work-related standards for the evalua-

tion of institutional or employee performance and for use in trainee selec-

tion in job ladder sequences. The document is available for "limited dis-

tribution," but has not yet been updated to reflect revisions made in the

method during the pilot test.

Chapter 1 presents a brief review of the HSMS job analysis meth-

odology and its data outputs. Chapter 2 provides a model for the norma-

tive evaluation of an institution's functioning in any specific area or

in an individual or group of job titles. Chapter 3 deals with the more

complicated model needed for trainee selection when prediction becomes

relevant. Chapter 4 is addressed to the reader who is concerned with the

methodological problems involved in predictive models. Chapter 5 offers

a model which might be attempted if the HSMS premises for trainee selec-

tion were to be tested in an experimental design. The average reader will

find that Chapters 1 through 3 are most relevant to his needs; the research-

er will also wish to examine Chapters 4 and 5.

Working Paper No. 10

Working Paper No. 10 is entitled, Preliminary Models for Curri-

culum Analysis and Curriculum Ladder Design Using Task Data. The volume

9 By Earl E. Davis and Eleanor Gilpatrick.
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is a tentative working model designed to be used in conjunction with task

data resulting from the HSMS job analysis methodology. Some copies are

available for distribution.

The purpose of this document is to present models which can be

used in the curriculum analysis and design needed for educational ladders.

It must be understood, however, that this document does not deal with the

field of educational psychology in terms of how people learn or how to

teach so that maximum learning is accomplished. It does not take a posi-

tion on possible choices between classroom and clinical training. It

does offer several insights into these areas.

Chapter 1 outlines the three types of curriculum analysis dealt

with in the document and introduces some problems inherent in the use of

task data for curriculum design. The three types of analysis are (1) to

discover curriculum overlap, (2) to determine whether required parts of

curricula are in fact needed, and (3) the design of curriculum ladders.

Chapter 2 raises some conceptual and analytical problems involved in the

appropriate use of task data for curriculum analysis and design, comments

briefly on the literature in the field, and offers a tentative definition

of a curriculum unit. Chapters 3, 4 and 5 present the actual models

for the three analytical purposes. Chapter 3 presents two analytical mo-

dels which accept existing courses and seek only to identify and eliminate

redundancy. Chapter 4 presents an analytical model for assessing the

justification for requirements in programs leading to licensure, degrees,
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or certification in relation to the work objectives involved. Chapter 5

discusses the HSMS approach to the design of curricula which articulate

with one another and reflect job ladders. It shows how task data and the

analytical approach of the HSMS method can be both useful and suggestive

with respect to curriculum content.



CHAPTER 6

FUTURE PLANS

The work of the Health Services Mobility Study has been con-

ceived of by its Director as a combination of short and long range work

objectives and applications. In short range terms, every phase along

the way has usable results on at least three levels of application.

First, by virtue of the policy and strategy approaches implicit

in the work, there have been usable strategies for others to apply. This

has already resulted in changes in the thinking and policy of a consid-

erable number of members of the health care community. Second, with the

refinement of the method manuals and the job analyst training manuals the

methodology has been and will continue to be directly usable by a limited

number of institutions who wish to apply the method themselves. Third,

the most widespread applications will be for those who wish to have access

either to the data or to the prototypes and recommendations. Almost all

of the applications described in Chapter 4 reflect this level of usage to

one degree or another.

The work of task analysis alone could continue for a very long

period of time considering the thousands of separate activities which

are engaged in by health care institutions. After the design of job lad-

ders and lattices, the work in developing instruments for performance ev-

aluation as described in the model could also take a major research effort.

This is equally true for the work in curriculum analysis which would re-

sult in educational ladders to match the job ladders.
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In long range terms,Phases I, II and III represent develop-

mental and pilot test phases. Now that the pilot test has been success-

ful, the Demonstration Phase begins. In the coming months the Project

will collect further data which will lead to additional proposals for job

ladders in health occupations. Although the method will be available to

users through HM4S publications, the main focus of the Health Services

Mobility Study will be as the prime agent in applying the method and in

providing technical support in disseminating and applying the results.

In the coming period the method will be refined and applied,

and the results will be offered to the health community at large. It

is also expected that developmental work will be done in the two related

areas of curriculum analysis and design to parallel the job ladders, and

in the application of the model for performance evaluation. Eventually,

there could be an ongoing utilization of the methodology as a service

function for the industry as a whole.

IMMEDIATE PLANS

The new funding period (starting in April, 1972) has some spe-

cific objectives to be achieved within the framework of the longer range

objectives. They are as follows:

1. Collect task data in a major voluntary hospital; develop
and recomnend job ladders; and disseminate findings.

2. Make final revisions of the job analysis methodology and
make this available.

3. Continue to develop and apply the work in performance eval-
uation and curriculum analysis to dovetail with the job
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ladder recommendations; do this in cooperation with sev-
eral health services institutions which indicate the pos-
sibilities of immediate application. This includes the
development of guidelines for a curriculum ladder includ-
ing an allied health occupation.

4. Make available basic task data, and provide guidance in
their use at selected institutions.

5. Provide documentation as follows:

a. Final Method Manuals.
b. Reports on job and curriculum ladder recommendations

to be used as prototype models.
c. Progre.Js reports on application experiences.

These limited objectives for the next eighteen month period

take the Project nearer to its goal of promoting career mobility.

They also provide for the immediate needs of the institutions in which

the work will be done. The Project has already received requests to work

with several institutions. In addition, the outputs of the period will

provide other institutions with material for the varied uses to which

the data and recommendations can be put.

The Health Services Mobility Study is happy to announce that

the Demonstration Phase, which is the next funding period, will be jointly

supported by the Manpower Administration of the Department of Labor and

the Division of Allied Health Manpower, Bureau of Health Manpower Educa-

tion of the Department of Health, Education and Welfare.

DETAILED PLANS

Task data will be collected at the Montefiore Hospital and Med-

ical Center and will include nursing and X-ray functions among others

.0.
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not yet specified. Task analysis at Montefiore is attractive for sev-

eral reasons. First, this is a major voluntary hospital, and any re-

sults would have wide applicability. Second, since the Dr. Martin Luther

King, Jr. Center is a part of the Montefiore complex, there is the pos-

sibility of doing task clustering with the data from both institutions. It

would then be possible to identify mobility paths into and out of the two

locations. This should be of great interest to many ambulatory care cen-

ters and especially to 0E0 Centers, since there has long been a problem

in placing workers with Center-specific titles in other institutions at

economically attractive levels. There will be the potential of compar-

ing functions across locations. Third, Montefiore was the site of some

of our early field testing,and warm relationships have been established

with many people on the staff. This will greatly facilitate the work.

Finally, Montefiore is one of the more innovative of the great voluntary

hospitals, and the possibility that recommendations can be implemented

is very good.

In the new funding period the method manuals will be revised

to incorporate the findings of the pilot test. The resulting document(s)

will be offered for publication and will be available for distribution

to appropriate non-profit organizations.

In the coming period HSMS expects to provide major inputs to

several educational institutions and expects to develop a curriculum ana-

lysis methodology in cooperation with their staff members. The Project

will develop the guidelines for at least one educational ladder with at

least one credentialed institution.
-.
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Eugenio Maria De Hostos Community College is a part of the

City University of New York. Apart from the fact that it serves the

South Bronx and is located near Montefiore and the Dr. Martin Luther

King, Jr. Center, it is important because it is C.U.N.Y.'s flagship com-

munity college for health occupation training. From its inception, its

new President, Candido deLeon,saw that its modular approach to education

and its emphasis on health occupations makes it a natural focus for job

ladders. The City University complex also incorporates a senior college

program in health occupations at the Hunter College Institute of Health

Sciences and at the Mt. Sinai Medical School. Thus, the potential for

curriculum articulation exists.

The Study will be undertaking a cooperative venture with sev-

eral outlying institutions. One of these is Community-General Hospital

of Greater Syracuse where aspects of the HSMS approach have already been

applied. Task data which reflect activities at Syracuse will be used to

help revise and evaluate in-house training and 'performance. The work

in the area of curriculum will also be made available and important re-

sults will be reported. The application of the methodology to Syracuse

is significant because this hospital is a prototype for suburban, medium-

sized hospital centers across the country.

We hope that the staff of the Dr. Martin Luther King, Jr. Cen-

ter will find the results of the task analysis work useful and will wish

to continue to cooperate in the application of the job ladder recommen-

dations and the performance evaluation and curriculum analysis methodol-
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ogy. This experience will round out the relationship with the parent

organization at Montefiore and the key educational institutions. The

results should have wide applications.

A number of institutions have expressed an interest in the

task data for a variety of applications. All technical support and co-

operative work will be reported in progress reports. Three requirements

will have to be met before any technical support is provided:

1. The institution must be a primary user such as a health
care delivery institution or an educational institution.

2. The institution must agree to use the basic data solely
for internal needs and must agree not to turn these over
to secondary users.

3. The institution must agree to report on its experience
with the material and data so that the results can be
disseminated.

The Project embarks on its Developmental Phase with the good

wishes of many friends and hopes to earn many more in the coming period

by delivering materials which are needed and usable by the health com-

munity at large.
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APPENDIX A

A GLOSSARY OF CAREER MOBILITY TERMS

Occupational Mobility is the movement of individuals from one job to an-
other within institutions or across institutions, Upward mo-
bility implies that the movement is in the direction of increas-
ed status, income or responsibility. The term is to be used
here in the context of a single institution. It is assumed
that if an institution is structured so as to provide opportun-
ities for upward occupational mobility for its employees, they
will, in turn, be motivated to remain, and to improve their work
perf ormance.

The provision of opportunities in an institution for occupation-
al mobility need not imply that all employees want it, that all
are competent to achieve it, nor that all can expect it. In

providing opportunities for upward mobility, the institution
provides itself with a source from which to draw on to fill up-
per-level vacancies and solve shortage problems, as well as a
way to reward employees who can and wish to move ahead.

Job Families are groupings of jobs which are related because they draw on
similar skills and subject matter. These are also called job
clusters. A given job family would include upper, middle, and
lower level jobs, and perhaps have several jobs at a given wage
level. The similarity of skills and knowledge required among
jobs in a family implies that experience in one is easily trans-
ferred to the work in another. Movement between jobs at a giv-
en level would therefore require a minimal amount of additional
training. The transferability of training to higher levels
within a family assumes that there is a common educational base
on which to build. It is assumed that moving up within a job
family would require a minimum of additional training f or the
employee rather than his being introduced to totally new sets
of skills and knowledges.

Job Ladders are sequences of promotional.steps linking jobs which ideally
should be in the same job families. Traditional job ladders in
industry provide such steps where no additional formal educa-
tion has been needed to move up a ladder. In the health field,
however, there are educational barriers to upward movement be-
cause experience in the lower-level job may not be sufficient
for performance in the next higher job. Therefore, the ladders
cannot be promotional unless the required additional education
is provided to trainees while they are in the lower-level jobs.
The ladder concept refers to the relationship of jobs rather
than individuals.

1:7,5
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Career Ladders are the same as job ladders except that the term implies
that a professional job is reached at the top of the ladder.
Therefore, it is most probable that promotional lines in career
ladders are not achievable without the provision of formal edu-
cational programs as well as any relevant on-the-job training.

Job Lattices or Career Lattices are networks of job ladders which allow
for linkages of laterally related jobs. That is, entry-level
and intermediary-level jobs which are related to more than one
job family can be rungs on several job ladders. Wbere there
is transferability of skills and knowledge at a given level
there can be cross-over options and a choice of promotional
pathways. The principle involved is that the skills and know-
ledge used in a given job mmy serve as a basis for more than
one specialty, and that a given specialty may build on more
than one kind of prior preparation. The entry to specific pro-
fessional jobs could be reached in a lattice by more than one
promotional line or sequence. Conversely, a given entry level
job could be the first step towards more than one profession.

Upgrading (when the term is applied to an employee) is the movement from
one title and wage level up to a new job title at a higher wage
level in a given institution. "Promotion" is a synonym. Move-

ment along a job ladder is one form of upgrading.

Upgrading Training is the training of an employee while he is employed
in a current job to qualify for a higher-level job. Upgrading
training in a career ladder means that preparation for a higher-
level, related job builds on the skills and knowledge required
in the current job.

Educational Ladders are series of related educational courses or programs
which fulfill the edw:ational requirements for all the jobs in
a ladder and which provide for continuous educational movement
along the ladder from entry level to professional levels,but
with exit credentials for all the intermediary jobs involved
along the way. Ideally, such a program would not require repe-
tition of course work and would be designed so that educational
institutions at higher levels would accept the course work at
lower levels.

Career ladders in health cannot be planned without planning ed-
ucational ladders. This is because the upper-level jobs are
usually reachable only through degree, licensure, or other cre-
dential requirements. At present, curricula for health occupa-
tions are terminal in nature, and movement from one job level
to another requires "starting from scratch" in each course of
study.
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Career Mobility Program is an interrelated set of programs within an in-
stitution to implement the concept of promotion from within.
It includes the provision of the necessary education and train-
ing. The components would include identification of the sequen-
ces, i.e., the entry-level, intermediary and professional-level
jobs involved. (There would normally be shortage occupations
at upper levels.) There would be provision for proper educa-
tional courses, credentialing, released-time training, and an
orderly sequence of trainee selection, trainee evaluation, and
placement. With this might go remedial training, counseling,
and a general orientation of supervisory personnel to the pro-
gram.

Job Analysis is any process of identifying and evaluating the work acti-
vities associated with a given job title. The methods vary ac-
cording to purpose. The industrial engineer is concerned with
work sequences and time; the wage and salary administrator at-
tempts to isolate and rate activities in terms of payment lev-
els. For the purpose of career ladder development, job analysis
breaks work into activities whose skills and knowledge require-
ments can be identified and rated.

Task Analysis is a form of job analysis in which the work activities of
a job are separately identified and studied. Any given person's

job is the sum of the work activities or tasks assigned to him
or done by him. Task analysis may include identifying and rat-
ing the skills and knowledge needed for each task. The unit of
work activity called the "task" usually is of such a size that
a meaningful production output can be associated with it and it
can be shifted from one job to another. The interrelationship
of tasks is what underlies the development of job families and
the creation of job ladders and lattices.

Job Restructuring is the process of reorganizing or reassigning work acti-
vities to a job title or to an employee in a job. When there
are vacancies at high levels and impacted workers at low levels
in a job family, it is often possible to create intermediary
jobs to form a ladder. This can also mean identification of
tasks assigned to several jobs so that they can be assigned to
a job at an appropriate level. It can also mean assigning tasks
to jobs so that jobs are composed of tasks which draw on related
skills and knowledge at similar and appropriate levels. Job re-

structuring in these instances permits the institution to con-
serve its supply of highly skilled and educated manpower by making

ma)cimum use of their training. At the same time, it makes it pos-

sible for lower level staff to rise to higher income and more
productive work in a relatively short space of time.
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When it is recognized that there is transferability within skill
and knowledge categories the jobs on ladders need not be made
up merely of repetitive task assignments. Job enlargement with-
in broad skill and knowledge families can be achieved by increas-
ing the variety of tasks using similar skills and knowledges.

Exemptions, Waivers and Advanced Standing are offered by schools that ac-
knowledge that a given trainee does not require specific parts
of course programs. Since an expensive part of career ladder
programs is the tuition and training costs, there is an advan-
tage in eliminating overlapping course requirements. In addi-
tion, prior job exerience and prior educational experiences may
often make certain required course work unnecessary and redun-
dant for certain individuals. Course credits need not always
be provided; sometimes requirements are simply eliminated.
Where a fixed number of accumulated course credits are required,
however, exemption with credit or advanced standing for proved
achievement levels is a desirable objective. Such arrangements
can be worked out and applied in cooperation with state educa-
tional bodies and educational institutions.

Proficiency Examinations measure the competence of individuals with re-
spect to specific work or related activities or with respect to
academic achievement. Proficiency examinations for academic
course work are sometimes called equivalency examinations,
while examinations to determine work proficiency levels may be
called performance evaluation tests or work sampling tests.
Licensure examinations may cover both academic and work content.

In contrast, aptitude tests do not directly measure academic or
work proficiency, but, indirectly, through the use of selected
test items, attempt to measure potential to do work or predict
success in the future in certain broad lines of endeavor.

Equivalency Tests are geared to find whether a given individual can be
considered to have achieved the level of knowledge represented
by specific educational programs or courses at given academic
levels. Grades on such examinations are used for exemption of
individuals from required courses, for exemptions with course
credits, or for entrance with or without advanced standing into

course programs.

The General Equivalency Diploma Exam (or High School Equivalency
Diploma Exam) tests for academic knowledge at the high school

level. No formal educational courses are required to take the

examination; persons who successfully pass are awarded a High

School Equivalency Diploma which enables them to qualify for
jobs which require a High School Diploma. Many colleges accept
the Equivalency Diploma for admission to course work, and thus
the way is open to the next educational rung.
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The College Level Examination Program is a national program of
examinations developed by the College Entrance Examination
Board. It can be used to evaluate the college level achievement
of persons without formal education. An individual can obtain
credits and advanced placement within an academic program by
virtue of his test scores. Persons in career ladder programs
can therefore enter into advanced programs.

In New York State the College Proficiency Examination Program
develops tests to evaluate the extent to which individuals dis-
play a knowledge of specific courses. These cover a range of
academic subjects,as well as professional courses such as nur-
sing subjects,on both the associate and baccalaureate degree
levels.

Performance Evaluation refers to tests of work performance. Since courses
for health occupations include clinical work, life experience
may often be the source of learning of required skills. Tests
which evaluate work performance may thus be used for credits,
advanced standing,or exemptions. They can also be used for
trainee selection and evaluation.

Core Curriculum refer to educational course materials which are common re-
quirements for a number of programs. These units of study can
therefore be offered to students preparing for various jobs in
a ladder or several different jobs in a lattice. Once they are
identified they provide the basis for breaking up curricula in-
to units which need not be repeated once they are taken, regard-
less of which educational program claims them.

Career Mobility Consortia is an association of institutions who wish to
achieve a common end through the pooling of reSources. Career
ladder programs require the cooperation of hospitals, education-
al institutions, professional associations, and government. They
also require a large enough number of workers-in-training to be
economically feasible. For small hospitals a pooling of efforts
can make possible access to facilities, special programs and
funding which might not be available to them as single entities.
The consortium is therefore a means of achieving the purposes
of a career mobility program.



APPENDIX B

TECHNICAL SUPPORT FOR BUILDING JOB AND EDUCATIONAL LADDERS

Oral Presentation to the National Manpower Policy Task Force
Conference on Upgrading and New Careers

March 20, 1970

The Health Services Mobility Study is funded by 0E0, Labor and

the Public Health Service. The topic of my presentation, "Technical Sup-

port for Building Job and Educational Ladders," describes our project.

We are developing and testing a methodology which can be viewed as a tech-

nology for designing job ladders and the educational ladders needed to

carry people up the job ladders. Our support function lies in our teach-

ing the method, helping others to use it,and reporting our own results.

Our method is generic to any industry; however, we are working primarily

with health care jobs.

You have before you a two-part document. The first will be

more or less adhered to in my oral presentation. Since I did not wish to

take the time in these short 15 minutes to describe the methodology which

we are developing in detail, this is done in the second section of the

document you have before you. 1 Suffice it to say that our method is

based on the assumption that, if we could identify and rate the skills

and knowledge which are required in job tasks, we could develop promo-

tional ladders within institutions which would reflect the interrelated-

ness of tasks. This would take advantage of the transferability and

hierarchical relationship among levels of skill and knowledge, and wnuld

The second part was a description of the methodology and is not presented

here.
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minimize the amount of training effort required to move people up within

organizational contexts.

CONCEPTUAL ISSUES

I wish to step back from a description of our approach for the

moment and direct my main attention to the key issues, as I see them,

which surround the relevance of possibilities for successful implementa-

tion of any technical support we could offer. Two of the issues are high-

lighted by language in the Conference agenda itself; I will raise two

others with you as well.

Why New Careers?

The title of this Conference is "Upgrading and New Careers,"

and herein lies a problem. I should like to make it very clear that I

do not endorse the concept of new careers, per se. The reason is that I

object to this stress on the word "career" and the stress on the word

l'new." I think that these qualities could be side effects of what is

done in the area of manpower development, but they cannot be the points

of origin. What I mean is this: if you conceive of an industry having la-

bor requirements for the production of goods and services, with the pro-

portions of jobs needed to produce these goods and services increasing

in the middle and upper skill levels, then we can understand why we find

increasing shortages in the middle and upper skill levels, and hard core

unemployment a continuing problem. The health industry is a prime example

of an industry with growing shortages at levels which require education-
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ally-based skill and knowledge training, much of it credentialed, and

with few low level shortages.

It becomes increasingly important for institutions to be able

to draw on their own internal labor forces so that their people at bottom

levels can move up to fill these deepening higher level shortages.

In such a context the word "upgrading" is meaningful and the

words "job ladder" are meaningful, but the words "career" and "new" are

not necessarily meaningful. It may be that an upgrading sequence truly

offers the quality of "career" at the end. But to talk about entry level

jobs or those one step up as "careers" is clearly a misnomer and a euphe-

mism. And whether or not the restructuring which often is rewared for

building ladders necessarily produces something new, is really a function

of the goods and services which are demanded, as these change, and the

technologies used to produce.them, as these change.

Given this context, "upgrading" has a meaning in terms of the

organic requirements of industry (in any kind of a market economy, free

or otherwise). The focus would be, in such a context, on the provision

of technical support to permit industry, both public and private, to make

maximum use of existing manpower with a minimum amount of training time

involved.

Training workers for entry level (or para-professional) work,

then, is put in its proper focus. It is a response to newly opened entry

level jobs which have been vacated by upgraded workers, and not the orig-
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inating push against the already impacted, entry-level employed poor.

This is a different context, I suggest, than the one which is the basis

for much poverty legislation. That approach views the poor as unemployed,

as hard core, and as handicapped, and sets out to provide jobs in an eco-

nomic vacuum, ignoring organizational or labor market functioning, in a

context of altruism.

An Industry Is An Industry

My second objection to language is in the same vein. It relates

to the fact that this No. II Session is called, "Federally Supported Up-

grading In Industry" and Session IV is called, "New Careers and the Ser-

vice Sector." The idea that industry means private sector, non-service,and

that you don't have an industry when it is service or public sector, is

totally alien to my thinking as an economist.

It seems to me that every industry, private or public, every

industry, goods-producing or service-producing, has got to put together

labor and capital and management know-how in the production of goods and/

or services. To differentiate among these in terms of appropriate manpower

policy, I believe, leads us down the wrong track. It has made it pos-

sible, it seems to me, to separate what is being done in manpower devel-

opment in the service sector from the hard thinking of cost analysis and

of systems approaches. I think that this is a disservice, not only to

manpower policy, but to the people and organizations involved.



I have the abiding faith that, if a solution is inorganic and

not appropriate to its context, it will not be long sustaining or self-

sustaining. And if it is not long sustaining, and if government manpower

policy has been built around fostering programs which are not essentially

self-sustaining in organizations, then we face the danger that the entire

attention to having a manpower policy will be discredited. What should

be discredited are ill-conceived programs which do not reflect the real-

ities of industrial and human systems.

Job Ladders and Educational Ladders

Our methodology starts with task analysis of the work being

done in the organization. After job analysis and job ladder design we

will be identifying the curriculum ladders needed for the upgrading of

the employees involved. At this point we run into another major concep-

tual problem.

It has been traditionally assumed that when someone is going

to school he is not a worker, and that when he is a worker he is not go-

ing to school. Labor force participation has been considered to be essen-

tially incompatible with educational participation. This means that the

educational system, per se, is not geared to the needs of employed work-

ers who may be studying on a half-time basis in preparation to moving up

in a related skill and knowledge hierarchy. It also means that education-

al programs are all terminal in concept: at the high school level, in a

technical school, in a community college - and even beyond. This creates

redundancies in curriculum requirements for upwardly mobile people. For
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example, the nurse aide is trained, but gets no advanced standing in a

Practical Nurse school. The LPN is trained, but gets no credits towards

an associate degree in nursing (RN). The associate degree nurse has

great difficulty getting two years of advanced credits in a baccalaureate

degree nursing program.

All of this has separated "training" from "education" to the

detriment of those who are required to have formal education to reach the

upper level jobs in their industry. Another result is that the education-

al system itself has not really seen its function in the whole area of

manpower development. In addition, Government legislation in the field

of manpower development has not been built around the existence of educa-

tional institutions (formal, credentialed educational institutions).

Please notice that there is not one educator here today.

I am setting aside for the moment the question of whether cre-

dentialed occupations and those which require formal ,higher education re-

quire these for prestige or because the skills and knowledges can only

be obtained that way. I think we can show that there are sufficient num-

bers of industries in the economy which more and more have need of educa-

tionally-based skills and knowledge.

The separation of legislation into manpower bills and education-

al bills, with the same people never being seen as coming under both,

puts an undue burden on the employer. He is faced with the problem of

training workers who require credentialed training. It has also made it

possible for much manpower money to wind up in the pockets of overnight-
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created "training" organizations which offer neither credentialing nor

articulation with the educational system. The training that lower level

workers receive essentially gets them no further than the immediate appli-

cability to the next job (if it is applicable at all, and if there is a

job at all).

Part of our function in offering technical support is giving

advice on strategy. We suggest to hospitals that they get ouu of the

business of producing educational services. As purchasers they can com-

bine their efforts and obtain credentialed training in the sequences which

they require, and with the elimination of redundant requirements. How-

ever, we would be greatly aided by a national commitment to such an ap-

proach.

The systems approach to developing job ladders, if it entails

the development of curriculum ladders to go with them, would change the

focus or context in which Federal manpower policy is formed, and rechannel

the flow of program money. Legislation can begin to demand that training

be a step on the way to further training and that this be articulated just

as job ladders are articulated, and that training be tied to such ladders.

In the course of our work, we designed a nursing sequence which

presents a classic example of the kinds of problems facing upgrading pro-

grams. 2 The nurse aide - practical nurse - staff nurse ladder is obvious

and is not based on our job analysis method. We showed, however, eight

2 Research Report Number 1, Train Practical Nurses to Become Registered
Nurses: A Survey of the PN Point of View.
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different kinds of tracks which individuals in the hospital system could

follow to go from nurse aide to staff nurse. Some include remediation.

Staff nurse requires the RN license and the associate degree level or

higher, or a three-year diploma. Among these eight tracks are several

which could take the nurse aide to the practical nurse level but which,

at the point where she is a practical nurse, has her half-way to the

associate degree level in nursing.

It is now impossible to implement such a design through one

current piece of legislation, through one government department, or with-

out structural changes in educational institutions and state education

departments.

Fragmented Support

The employer has to cover two kinds of costs: payroll costs

and education costs. He either must maintain the salaries of trainees

studying on a release-time basis and pay for relief workers, or face a

reduction in output. He might try to apply for stipends for his trainees

so he can pay only for time worked. There are then the costs of paying

for the training. Even free public schools will have to finance expan-

sion of plant and faculties because there will be enrollment increases.

At the present time there is no single piece of legislation

that will pay these costs on an on-going, regular basis, or help in some

interim period. At least four different pieces of legislation, adminis-

tered in different departments at Federal and State levels would have to

be involved.
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Legislation and the educational system send us to a separate

place for remediation, a separate place for skill training for lower lev-

el jobs and a separate place for professional training. There are stipends

for hard core unemployed, stipends for people in skill training, but there

is no help or money for relief workers or tuition money for employed work-

ers who are going to school on a release-time basis. There is no ivcen-

tive for the educational institution which would have to expand facilities

and faculty in order to accommodate the needs of employed workers in their

upgrading sequences.

Thus,it would take an enormous amount of imagination and poli-

tical pressure to develop the kind of organic programs outlined, ones

which essentially cost the least amount of time and effort to implement

because they minimize the training time and the relief time necessary to

bring people from the entry level to the upper levels. At the moment, I

find that the institutions simply do not have personnel with the training,

orientation or imagination needed to design funding proposals, to carry

out the steps, and do the interlocking planning necessary to implement

any kind of upgrading sequence which is built on educationally-based lad-

ders.

TECHNICAL SUPPORT

Having said all this, I think I can move on to the relationship

between the kind of technical support which we offer and what we have

learned to be the most serious problems we face in the implementation of

anything that might be proposed out of the methodology which we are devel-

oping.
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We offer technical support in the sense that, having designed

the methodology, we collect our own data and will be designing job lad-

ders for the institutions that we are studying. As a spin-off of this

we will be identifying the curriculum needed to carry people from one job

to the next-higher related job, in a sequence of jobs within skill fami-

lies. The technical support lies in the specific recommendations. We

will also offer another kind of technical support. We are and will be

training organizations to use our methodology. We expect to continue to

be funded in a way which will permit us to train people to go back to

their own organizations and apply the method.

We also must offer another kind of technical support, based on

the existence of the issues which I have outlined. We have discovered,

for example, that, having designed a job ladder, having identified the

necessary training steps, we must also help an organization underszand

the need for institutional changes to make implementation possible. In

addition, we have found that it is almost beyond the possible for any

institution to come up with people who can put together a package for im-

plementing the kinds of proposals we are suggesting, for the reasons we

are suggesting. I would like to see Federal manpower policy change enough

to make at least the latter kind of technical support unnecessary.

I suggest to you that fragmented legislatipn, with emphasis on

entry level training rafter than emphasis on upgrading sequences, without

attention to the real costs of employers, dissuades employers from plan-

ning to help themselves. And I suggest to you that there is now no impe-
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tus for the educational system to really face up to its responsibilities

in training the labor force of this society to operate its technology.

We have essentially abandoned our generation to the effects of

miseducation and malplanning in the face of very rapid changes in the

composition of manpowar requirements. If we do not make a strong turn-

around on these issues I suspect that we will be facing more and more ser-

ious upper and middle level shortages, and we will not be answering the

upward mobility needs of the employed poor or the unemployed.

I urge you to help create legislation which requires that the

educational system become a partner in manpower planning and development,

to free funding allocations so that manpower programs can accommodate in-

dustry's organic needs for upgrading its own labor force through formal

educational institutions where this is appropriate or where it is required.

I cannot urge too strongly this change of emphasis. This would make it

possible for the kind of technical support which we offer to have some

meaning and to have some hope for implementation.


