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9 Controlling the meanlng of
welfare work

The previous three chapters identified a number of concepts
which can be used to understand the organisation of workers and
their work in the personal social services:

i, Control over the nature and deflnltlon of the work,
2. Control over the content of work.

©3. Control over the organisation of work and workers.
4, The power that derives from such control.

5. The potential conflict that exists between the

occupational groups competing to achieve control over
"the content of practice,.,

These ideas and concepts offer the prospect of a common ex-
planatory base to a range of phenomena, including the distrib—
ution and differentiation of social workers .and.their practice
and the response patterns within particular cases. The
explanation, as it is developed, begins to encompass ideas
concerning. the nature of social work and its organisation, In
this way, links are made within the same conceptual schema
between (i) the work, (ii) the occupational groups that tackle
the work and (iii) the relationship between these groups’
including their organisation:

What takes place in the politics of occﬁpational control is

not entirely divorced from what takes placé in a fieldworker's
practice. Examining social work case practice with reference
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- of social work.

only to 'profesgsional' social work concepts frustfates éhe

‘making of wider links between social work practice and the

organisation of social workers.  Instead of séeing the organis-
ation of social workers as an unfortunate constraint on prac-
tice; the organisation of social workers can be seen as a
higher level form arising out of the same conceptual ingred-
ients that occur at the 'micro level' of individual practice.
Explicit in such an explanation is the view that social work
and those who 'claim' it as their 'professional! .concern are
not the sole arbiters of what is 'best' or 'right' in the name
Rather, definitions of practice emerge out of
the competing views of different occupational and interest
groups (ci Glastonbury et al, 1980, p.26).

This view of welfare occupations and thelr work suggests that
social work practice does not have inherent qualltles that
allow universal definitions to be made, that social work has no
essential nature just waiting to be expressed by that occupa-
tional group which believes itself to be in a positien to pro-
nounce on the true nature of the job. Fieldworkers and welfare

BT R
managers represent tyo occupational groups which hav'm_ g;izgd

1Tferent sirategies to establish contrql gver gggmwprk done

o St

and so have things seen their way in the light of their con-

' cerns, _ Out of the relatlonship between these, . al;gxgg;lxg

strategles and their’ differept“ltechnological' bases ar ges._ the
de51gn of work, the division of labour, the style of technology
used, the structure of the organisation and the definition of

the *raw material' (clients, their needs and their problems).
S e AT TR ) B .

SEQUENCE OF INTERPRETATION

It is within the work carried out on individual cases (Chapter
5) that thé basic elements which characterise the relationship
between occupational control-and the content of practice are
discovered. The identification of this basic relationship not
only helps - explain the distribution of types of response
present in partdcular cases, but also can be used to account

. for a broader range of phenomena, including the 'activity

profiles' (Chapter 4) and the general distribution of field-
workers and thelr work (Chapter 2). The explanations offered
in Chapter 3 are now superséded and subsumed by the more encom-
passing theoretical accounts described in Chapters 6, 7 and 8.
The 1nterpretat10n of the results.is. presented in the follow1ng
order'

1, Types of response in particular kinds of cases
(interpreting the results of Chapter 5). _

2. The pattern of responses and their evolution within
and between cases (continuing the interpretation of
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the results of Chapter 5).
3. The distribution of activities amongst fieldworkers and
client groups (interpreting the results of Chapter 4).
4. The distribution and differentiation of fieldworkers
and their client groups (interpreting the results of
Chapter 2). :

1. TYPES OF RESPONSE IN PARTICULAR KINDS OF CASES

"In their handling of particular cases, fieldworkers perceive

and understand their work and then respond in-a variety of ways.

The freedoms and constraints experienced or recognised in these -

acts of perception, understanding and response tell us -some-

_thing about the amount of control fieldworkers appear to enjoy

or lack over their work. The perceptlons and understandings
reached are stlmulated elther by profe951onal _and personal

cé or by organisatlonal and d administrative

requirements. Control gver the contéH%"Sf”h piece of practice
a sgertions or

isg. therefare Qted n either rofe551

manageri ial designs. Control, from the social workers"p01ut of
view, may be more or less available along two dimensions:

(i) _Control over the 'raw material’ itself; that is the
extent to wh1ch the worker s skills and occupatlonal

technology can have a predlctable eiient_nn_nliggts

and their roblems. :
(1i) Coﬁ%rol over -the way clients are perceived and under-

stood and the responses offered in the light of these;

that is the extent to which the social worker's

responses are. prescribed and shaped by either the

individual worker -( E_gfessional"control) or-others,
. partlcularly managers, _either directly (cen;ralised

management control) or 1nd1rect1y (formalised manage-
- ment conirol).
lent cont

The amount of control experienced or credited.to social

" workers allows us to say something about their occupation and

the nature of its practice. The results of the taped inter-
views (Chapter 5) might now be interpreted around whether or
not the two dimensions of control are present or absence in
particular areas of fieldwork practice. Thus the followiug
positions are theoretically available to fieldworkers:

1. - The fieldworker experiences personal control over the con-
tent of her work ('professional’ control) including:
(i) the 'raw materials', that is .the people, events and
circumstances that make up cases; ’ '
(ii) the responses made in working with a case (non-
programmed and so at the worker's discretion).
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2. 'The fieldworker does not experience personal control over

. the content of her work including:

(1) the behaviour of the 'raw materials®';

(ii) the responses nade in working with a case because of
either organisational constraints of structure, design,
rules and resources (formalised management control),

" or explicit directives. by managers (centralised
management control).

The recognition of strengths and weaknesses in the amount of
control held by fieldworkers over the elements of practice
offers a clear 1ns1ght into the occupational standing of social, 4
workers. If control is weak over both the ‘raw materials' and the
the responses made in practice, soqlal workers are unleely to
Eiie_work deflned to sult their occupatlonal skllls'

A

ocmupatlon Mapplng the contours of control in practlce re-
veals ggggg‘the balance of power lies between the worker- and
the managers of her agency. The results of Chapter 5 do just |
this, and it now remains to describe the occupational rellef as ):
i éxists between field social workers and their managers in

more pronounced terms.

- The results show that. the two major dimensions of control
over -the content of pracgtice generally were weak in the case of

field social workers. The occupational skills and techniques |
of the worker, although attempted frequently as non-programmed .T A
responses, generally failed to brin ng p people and thelr situ-

tion icient co gl. 'In the event of such fallure,f
the more restricted strategies of managers and,admlnlstrators
were employed. The use of formal procedures and statutory
EE‘;EEE—;TTSQed situations to be viewed m nore.narroyly and in
this_narrow _sense,. control coulqwoe‘eehleyed more easily. 22?
Tesponses, though, are not of the worker's own manufacture
Formally programmed responses had a high occurrence _across all
cllenf’groups, suggestlng that managerial control was prevalent
and pervaslve\‘“TEe “effect of such weakness is that field-
Ygz&grs are subﬁected to control from elsewhere - either by the
momentum of gase evolition (the 'raw materlal' goes its own
way) and/or through the determlnatlon of TéSponses by managers
effected through the division of labour, resource provision,
procedure and dlrectlves. There might also be an element of
"managers know1ng best' - a form of collective disillusion with .-
the claims of professionalism, an organisational recognition

that formal procedures are the proven 'best way' of making a
minimally acceptable reéesponse.

S .

There is, of course, a close relationship between the weak-
ness of social workers' expertise and the strong control exer-
ted by managers. vIn terms of asserting the claim to control
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and define the nature of the work, managers and social workers
represent two different occupational strategies. Each makes

use of a different technological base, Indeed the techniques,
as means, are used to different ends. The 'professional' end

and means have had less success in welfg;eﬁgork’than thosg
employed by managers. As Pearson (1975, p.56) puts it, the .
‘social worker ‘even at the most basic level of performance -
immediate, client response ... cannot say confidently that if he
does A he will 'cause' B to follow'. 1In similar vein, one of
my respondents reflected:

I don't actually thlhk I brlng about partlcular changes
'through what I do I mean, iike stopplng Gary pinching
things. I mean, I try. I go through all the récommended
motions and he may stop or he may not. So far he hasn't!
I just hang in.

And. in work with the elderly, Goldberg and Warburton observed
(1979, p.94): 'In over two~thirds of the- cases for_whom a con-
tinuance of domiciliary services and occasional surveillance
was prescribed, unanticipated events out51de the control of

5001a1 workers 1ntervened before the - next _review.'

The effect of management—based techniques gaining control is"
-not just that control by social workers is reduced but that the
content of the work is prescribed both explicitly (through —
autho;zfy:EEE‘H_leectlves) and_implicitly (by managerial
design and structure) Exp11c1t and implicit controls occur
ecross»all areas of work, but actual mixes and distributions
vary most between work with children and their families on the
one hand and work with the old'andofrail on the other,

A

Direct and usually expllclt manager1a1 1nvolvement in field-
'work practlce was most common 1n' 'gld care ‘and’ famlly work.
This was ﬁartlcularly §0 when the. behav1our “and circumstances
of individuals were clearly related to the statutory responsi-
bilities of the agency, In critical situations_the worker' :
discretion was curtailed with more direct reference bein dg e
-to stq;gﬁs, pollcy, procedure and managerial authority. Dis-
cretion, particularly over the methods used, was greatest 1n
s1tuat16ns _where the ocutcome_ was: not crltxcally the concern of
the_agency or_ where matiers, as currently understood :
liEEly to present the organlsatlon w1th too much uncertalnty
in terms o{_its_respon51b111t1es As one fleldworker put 1t
'referrlng to his use of famliy-therapy as a technique of
working:

My Area Officer doesn't care about the way I do it, so
long as 1 do it, so long as I'm. in there and can say I'm
in there. :
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In these cases, although allowed to behave in ways based on
their own technology and expertise, fiéldworkers essentially
were indicating to the department that they were involved and
alert to what was happening. That the departments, in some
cases at least, did not mind how the workers conducted the
manner of their involvement is captured in the rueful remarks
of this young and recently qualified woman: *

I was told by our Area Officer that I couldn't go on tle
course (week long family therapy workshop). I'm really

interested in family work and see it .,. well as a really ‘ﬂ,

useful way-of handling many of my cases, you know. He said
he was sorry, but really if I wanted to sPecialise in that
type of work I would be better off in a speclallst agency
of some kind. It was a luxury that we couldn'’ t afford at
area. team level, I ask you!

If clients did begin to exhibit features which the organls— 1
ation felt to be of direct relevance to its operat'onsl “the \

iscreilionar ontral.alloved social workers was w;thdrawn. E
The .case was. then .placed within the tighter, {ramework of manag- {
erial authorljxnand“des;gn, So, for example,wwHEH"?Eenage s

éggﬁff?gd offences or parents were suspected of being a danger
to their children, the responses of the fieldworker obeyed
either procedural guidelines or the directives of managers,
Cooper (in Glastonbury et al, 19880, p.78) observed that in one
§5D, when making child care decisions 'at least four tiers in
the department were recorded as involved' with a tendency to
view decision making as concentrated in. the hands of the com-
mittee and management, in critical areas of child care the
worker loses control over the content of her own pracfice'and
follows the practice designs of other people.

Parton (1979 and 1981) has considered similar influences at
work in child care practice with cases of suspected non-

accidental injury. He examines the growing concern and anxiety

surrounding the recognition of child abuse. He relates the
establishment of child abuse as a problem and the 'moral panic’
it has engendered 'to certain influential economic interests
and  the changing,ldeologlcal and material base of British
society' (1981, p.394). In the 1970s the family, as an insti-~
tution, was felt to,he ’at'riskf, a 'victim®' of 1960s permie—
siveness. The feeling that 'something should be.done’' devel-
‘oped, Parton quotes (1981, p.393) an article from.the Sunday

" Times, 11th November 1973, which argues that baby battering

‘rightly horrifies .the public and it is a category where
society is failing to do its duty ... the tragedy of Marla
Colwell deserves attentlon because her death dramatlses a
dational scandal, Rather than see famiiies &% “'neglectful’

or"lnadequate"as tended to be the case in the 1950s and 1960s,
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they éame to be seen as violent and deviant allowing formal )
soé¢ial control to be the proper reaction in which 1nterventign
was more likelyvfolbe coercive and authoritative. The way the
problem was being conceptualised and the way priorities were
set, increasingly influenced the DHSS and the advice it gave
SSDs. In turn this affected the working definitiomns and
practices of managers and fieldworkers. .

In this climate, both deviant families and the permissive °
practices of social workers could be controlled and disciplined.
'The moral panic related to child abuse has been inextricably
in: terrelated with debates about the nature and direction of
snc1a1 work and the a_ggg abi ity of 5001a1'W0rkers TT._ It is
now the magor concern of the p practltloners and their employing

SpaTiments® (Parton 1981, p.A406). _Social workers became forced
iaTo a more coercive relatlonsh;p__ith a large number of T
fAmilies. Their practice, as Holman (1976) has argued, has
iZET¥1mate1y been encoyraged.f{o_be more punitive, 1ntgrqent1ve

and_ 'rgspue' minded. Parton (1981, p. 407) quotes Jorddn on the
changlng role of" the 5001a1 worker:

It is much more linked to the task of investigating and

acting upon allegations of neglect and ill-treatment of
- children, which after all was one of the duties of the-
local authority social worker; this now suddenly looms much
larger and sets.the tone of all other'work'with 'at risk'
children - 'at rlsk' comes to mean 'at risk from parents'
rather L rlsk of coming into” care'“”'f Bocial

; gly exhorted €5 ACt as Tescuers,

feckless parents,.

Social work practice in child care and family work is not .
left simply to the professional discretion of ‘the worker. The
worker's understanding of individual cases and the responses .
she makes are outcomes of 'wider social processes!', structural
develcpments and the role of the state (Parton 1881, pp.409-410).
'The panlc over child abuse has biased departmental priorities,
caseloads and professional practice in terms of child and
family problems. Such-a bias now seems . to be accepted as-
natural by thoSe in the field'~(Partom 1981, p.409).

The net result of increased surveillance and direct control

of certg;u;iamiLiq§wgggordigg“39 Parton is’ 'tha® the removal of,‘
: a_child from its parents is now seen far more as a first rather

. than a last resort' (1883, p.392). Between March 1972 and

‘March 1976 there wag nearly a fourfold increase in the number

of Place of Safety Orders taken (204 to 759). And whereas only
one newborn child was compulsorily placeéd in care out of 81
departments. who returned evidence in 1970, the same departments
reported 42 such removals in 1978 (Parton 1981, pp.392-393).
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Examination of DHSS returns reveals a 27% increase in.the number

‘of children for. whom parental rights have been assumed between

1976 and 1979, the number growing from 14,500 to 18,400, By
1980, some 41% of the children in voluntary care in England and
Wales were subject to parental rights resolutions, . Social work
practice clearly does not operate in a social, poli%icgl or
occupational vacuum.

Implicit methods of control were met in practice with all 47
client groups. However, work with the old and_ the handlcaggpd/

. ¥AS I par{icuIE?I§_IT—ETE_¥5~IHd1rect methods of control and pre-

crlgtlon. 'K"ln, fieldworkers in situ had considerable dis-.
cretion over’ the manner of their responses, Their abtions were
not d determlned in exact detall Nevertheless, the YWorker's.
ngEEEEi2§_9£~E}1ents and the ‘way their needs we;Ef;Ecognlsed é/
and understood was set w1th1n the framework 1a down by the A

j?cgﬁIgatlon and itd managers.  Clients were viewed as indiv—

'iduals_whose needs could be recognised and met in A terms of the

resources ayailab they were approached, Jor 1nf0rmat1on whlch
would determlne thelr e11g1b1 ity for exlst1ng.serv1ces

Lee'(1982, p.30), describing social workers' adoption of
managerially designed systems of practice and accountability,
sees the work increasingly subject to 'technlcallsatlgp and
routine de-skilling’ Bamford (1982, p.38), in his book ad-
dressed to managers in social work, notes the use of 'Oper-
ational Priority Systems' in S8SDs which 'give managers addit-
ional means of controlllng the flow of work' as well as viewing
available responses from the perspectives, of the agency. Omne
of my interviewees, a qualified social worker, found her work
prescribed and her outlooks limited in a case involving a young
man who was physically handicapped even though she believed she
could see other needs and methods of working:

The he agency ... .doesn’t allow you a lot of time to do a lot
of personal counselling in.cases: 11ke thlS - You Te more of
a resource system,Aa getter and prov1der of a. 11m1ted range

of resources and this is how I'm supposed basically to
tackle “this case, But really, if I could I would like ‘to

do some counselling with Peter's mother,

A telephone survey conduc ted by Neill (1982) looked at the
procedures and criteria related to Part III appllcatlons in—the
33 local authorities throughout the GLC area in the autumn of
1977. Although there were variations in the way Part III
applications were defined, the study indicates a relationship
between case practicé, the decision making process and 'the
powerful and important needs and politics of organisations'
(p.241). The part that managers played in determining eligi-
bility and priority were seen both in the provision of resources

1
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(the number of Part III beds available) and the tendency for
final decisiOHS'fo be taken centrally in many authorities:

In two-thirds {21 of authorities, two S}sLems o; lassifi~
cation were.in operaulon. ‘Priority applicants’ were first
selected by referring socd 1 workers in consthaulon Nlth ¢
their senior colleagues in area office .or hospital. “These
selected 'priority’ appllcanL" were then furnne; screegea
by é central managpment per aor panel PR In ten of the
rema‘nlng boroughs ail Part 3 applicdants were classgified
at the central office, and priority applicants then selec-

ted by a panel or an individual. (Neill 1982,‘p.237)

There was 3_g£:§§une“§n sociél workers to define their clieﬁfs’
situations. in crisis_ terms in orde; to gain Part IIT places
Scarc1tv of resources, in this caseT affected the’ aasessments
made. Lt also led to the orcanlsatlon needing to control

decisions by taking them centra;lj.

The results of Néill's research and other studies; suggest a
common pattern in which clients are measured, using department-
al formulae, to_see to what extent they fit ayailahle services.
The forms to be filled control and guide perceptions and
responées. In this sense, social workers adopt a procrustean
style of practice in which the basic design of services, in-

clud*ng the routes to them and the gateways met t_on_the way, 15

construcy d by manaaéré 1nterpret1ng the legisiation. Black et
al. (1983) reached similar conclusions: in tHe provision of
practical services 'delivery systems were overbureaucratised,
governed less by individual needs than routinised procedure’

(p 219) rand "for elderly people, problems were redefined to fit

‘the avallable solutlons of e33§£ggg_practlcal serv1ces’ (p.2237,.

‘In" tHese Wways managers control the content of many areas of

fieldwork practice. It is further reflected in the division of
i labour in which there is an implicit acknowledgement that WoOrk
i with the old and hand1cappgd_ggg£¥1ns a relatlvely high and un-
3 aggggggsiuprescrlptlve component. Ug__allfled'workers predom-

1nat= in thigmz;ea of work Indeﬂd the orlglns of soc1aI work

SSDs in tne early 19705 w1th managers seeklng a growth in EEE

number of workera to handle ‘the old anaﬁazgabled (Hey 1979).

e

e

2, THE DISTRIBUTION, OCCURRENCE AND EVOLUTION OF RESPONSES

The dissolution of independent 'professional’ types of control,
which assert a social work téchnology, into responses which
reflect managerially inspired understandings receives further
confirmation when the directicn of dissclution.is considered.
If managerial technologies receive. their characteristics and
ultimately their strength from interpreting'and administering

i

e S

statutes and society's expectations of personal service work,
then two principal directions. of dissolution might be antici-
pated: ) )

(i) Child care legislation addresses itself. to standards of.
behaviour exhibited by children and their parents. The work of
$5Ds involves surveillance, ‘monitoring ‘and cont“ol‘lng the wel-
fare and conduct of children. The work is not described in
terms of 'curing' or 'mending' faulty behaviour, bhut rather in
terms of 'establishing guidelinesAand procedures about what “
responses should occur when certain behaviours are identified. /
Thus the Tesponses in this area of work occur along a spectrum:

independent responses. within. the wofker' control dissolving
into formally programmed and ultimately, in some cases central-
1y controlled responses. It is to programmed responSes that

social workers turn or are directed when the conduct of clients
brings them clearly into statutory focus in spite of the tech-
nicalefforts of the 'professional' social worker,

(ii) Work with the old and handicapped rests on-legislation
which, in general terms, describes the services and rescurces
these client groups might expect from local authorities.. From
the outset most workers adopt a 'service' outlogk. This is set
within a managerially designed framework of procnaures,
resources and responses.

In both major areas of practice - workrwith children and work
with the old and handicapped - control shifted in favour of
managers, though the overall complexion of controil strategies

differed in each case. Implic] ko Eﬂhanlsms allow
routine, ‘unreflective respod
N e ettt ettt

Cconirol 1§ qt 1ts mostwgotent when it is subtle and. 1mp %it,

wﬂgg\ﬁggﬁers do _not even,recognlse that there might be other
T ey .

ways of understandlgg the work, In these situations thers is

no need: for managers to dlspfaj power overtly. This form of

control ('ideological he emony’) is most p£eva1ent in work with f,
the old and Eaﬁﬁrczﬁpeam“’ N

P R et e meppotaty

Control in child care work'ié more- -visible and apparent.
Behaviours are judged, laws invoked and procedures applied.
Management and statutory determination are "on the surface’
partly because the work cannot be straightforwardly routinised
and partly because the workers are required to assess the
evidence on behalf of the agency which obliges the administr-

- ation to reveal its hand by the overt invocation of legal stari~

dards, controls and directives, The fact that .child care and

s b e et
family work appears morg likely to contaln examples of” uncer-
tainty. which stubbornly rnmaln out51de Tthe T Tec 1ca1 powers 3

bo %ﬂ' Workers and T managers (per51sLenf offenﬁers absconders,
L_’——f’-"‘_’—\‘—“—‘“——“‘\———\

R e el
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families in chronlc povertv foster homes whch break down) 1;

& point” which ha
dlstrlbuflon and dlzferentlatlon of workers and hel’ pracflce

- EEER
If neither occupa onal. grg 5 _strategy ¢3n eIfect sufficient
contFoI-over case Bractice, neither group can entirely deter—

. . . e . X .
mine the practice and occupational organisation of the other.

fieldwork practice in SSDs, the workers characteristically had
little control over critical case responses and -experienced low
powers of disecretion., This is not the stuff of professional '
control., And although managerial control was not uniformly
strong, it nevertheless held the-balance of power throughout
all client group categories and was at 1ts most subfle and ge“—
vasive in work with thé old and d1sab1°d.

As argued,  explicit control is. a weaker power base than those

P e ST B . - .
founded on normative consensus. To the extent that power is o The meaning that different types of client group.have for
~weaker, ?ngg is some potential for workers to assert their own : £ 3 d

s e organisations and the responses expected in the light of these ™
_occupational control base. In certalm ITtuatI®ns, social : meanings are determined by managers as they interpret the /
z%ffgﬁﬁ_ﬁg&gg&ijgﬁ}é&} tH‘;‘gg;:—aﬁﬂsnggqgEZ?E«FT@ﬁ:zEE*UHGBT- . agency’s brief and role in the community. The effect of such
Sranding of the work. Ven 50, SUs the ce oI control, - control is to influence the content of fieldwork practice in
aven 13ﬁf§§;sz§/pggg;géggif area of child care, lies with the - far reaching and penetrating ways. As Smith and Amgs (1976,
manager$ although social workELE_ trav: en a”ﬂflhﬁ;;’nig??’i‘ i p.52) remark, 'the way in which a department as a whole

pockets of freedom. The irony is thab this less c¢omplete form
rof contrgg,;g_gbg;éﬂggfg,matgﬁgﬁ,not only generates norn’§§;m—
ples of exp t disagreements. _between ocqugatlonal gﬁpuos but
fqﬁﬂithsSes'the overt use of power in_ *he form of Qanag
teridal directives. . Managerlal author ity t s appears most

H T ke
blafant in those Argas of woTk which are east under the { 3. ACTIVITY AND PROBLEM PROFILES
de*alled _control of managers’ T— . :

operates does crucially constrain ‘both the way in which
decisions are taken and the outcome of these decisions within
‘area teams'

Statistical profiles were tabled for the range and type of
problems and activities associated with different types of
fieldworker and client group (see Chapter 4). Problem and’
activity profiles were found to be (i) different between client
groups, but (ii) similar for different kinds of fieldworker
"working with the_same <¢lient group. . In the conclusions to

Conclusions on the tvpos of responses appearing in case
practice

Worker's control over:

‘Raw . g;:zlcal these results, this state of affairs was taken to indicate that
. the characteristics of the client group determined the type of
materials’ _responses’ : T work carried out. 1rrespecu1ve of the klnd of fleldworker {
1 ) . . : 1 Fleldworkers.appeared not to ‘control the content of‘cllent ‘
. " Strong professional control/High g;gﬁp practice:
worker discretion o T e )
_ . Weak professional control/High However, at this stage of inte?pretétion,.the introduction of
worker discretion . the concepts culled from the sociological literature allows the
'profile’ results to be interpreted within a 'deeper theoretical
+ - Weak managerial control/Low worker setting. Fundamentally, it is not the client group in- itself
discretion ) t which controls the contenf of worker practice. HRather, it is
~ - Strong managerial Con»rol/Low ’ _othe way different client. gvoups ‘are perceived, . understood and
. o AJ worker discretion deflned by }pose’ ; ‘ps able to desc e the work
; 1n terms Qﬁﬁthsarwawn Quflnﬂk 1nterests and sk111 S. S8D
Figure 9.1 - Four occupatlonal levels of control over . s managers do not passively respond to thelr ‘task env1f€Bment'
the content of pract1ce . g They acleely define ijdgnq_shape 1t wherever posslble SO, that
. : it acc6¥3§”§§?ﬁ~£he awn_abili; 55, Clie
Figure 9.1 summarises the positions ‘theoretically available to ’ ’ f uroups'take on. their meaning in tl tha,llght of managerlal 1nter:
field social workers. When the worker is able to control E p{gtaulons and.definitions,
critical case responses and has high discretion over the con- i o ‘
tent of practice, professional control is high. In the case of g Individual clients within particular client groups might dis-
: £ play sufficient variation to disturb the original equation that
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*the work determines the worker', But under the present analy-
sis, the similarity of problem and activity profiles by differ-
ent kinds of worker for the same client group suggests thatvgg

matter what - the individual case idigsyncracies might be, gaseé“
in the gafie cIligdt’ group,'bj and larve, are per: eived and”
uand‘ed unl:orﬂl) E

Conversely, if fieldworkers using their occupational exper-
tise were controlling the content of work ('the worker deter-
mines the work'), it might be expected that diffesrent types of
fieldworker (qualified and unqualified, Level 1 and Level 3)
working with the same client group would generate different
'profiles’., That this is not the case suggests that another
mechanism ‘controls the relationship between work and worker.
Using the concept of occupational ﬁontrol the formula ‘'work
determines the worker’ can be seen as merely the surface
appearance of a deeper order.’

1' Eartlcular cllent groups are ‘standardised’ by _the processing
1 procedures eructures of the organisation., The 1dlosyn-
‘eracies §4ntr nsic uncertalntles) of individual cllents are
siﬁaued or lost in the standardlslng nrocess: The client group,
as the organisation's.'raw material’, is defined- through
statute, piocedure, method of process and resources available..
As iEESEEEEEggg_QjMﬁjatute_ggg_gggigners'of work, managérs

of work. Their understanding penetrates
the organlsatlon and practlce so that workers think and act in

. terms of _the organlsatlon s perceptwons he cllent grqﬁés.

1 So although the def;nltlons made of ‘each ciient group vary, and

so produce different profiles for pach ‘client group,mdlfferent
i kinds of worker working within the same clﬂent groqp_d’splay
similanr proflles .

ine the meaning of e

h client groug for the
S50 determlne the Qgg_*ntlons -and._responses_af.

20 SE R
fleldworkers v1s a vis each cllent group. One of Harris's

(1979 71) respondents saw work “with the elderly through the
eyes of ‘the organisation:

I think that both in this office, and certainly in the one.
1 was in before,;, it seems welfare work, by that I mean it's
the term I use for work with the elderly, tended to be
assigned pretty exclusively to welfare assistants and their
brief is not to do casework. It is to do more, you know,
mechanicdl jobs, in the sense of tran sportaulon etc., and
I think if the department says that welfare work is a
‘fitting use of welfare assistants' time, then it may be
saying something. ‘ : - '

The organisation is also -f21t to influence thé worker's
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behavioGr at early stages of involvement too. Addison. (1982)
sees the organisation determining work at the intake stage in
an SSD as it attempts to defend itself against a range of '
anxieties, including the quantity of work, the insistence of
events and the sense of impossibility, unpredictability and
hostility in the environment, As well as what she sges as
rational in the light of these demands, departments 'have to
heir ser 1ces and set prlorltles 1n a formal way'!

(EEMGL 8). TThe effect on the organisation and its workers is
for them to percelve and understand the env1ronmenf and clients
in a part’Cula r _9,3951?PYL mlnlmxse un- ,f
cerualntv and T o

‘ : o 3
1f the organisation influences the practices of wog&ers a
certain commonality in approaches taken and activitiés conduc-

ted is to be expeéted That there are more similarities than

‘differences between social workers im practice has been real-~

1sed by‘a THUMBEF 6f alithors who,'like_me, explaln this state of
affairs in terms of the structural boundaries that curtail and
determine the content of practice (Bailey 1980; Black et al,.

1983; Hardiker 1981, p.102). However, rather than just see the

“organisation as some inert, determining given, the present
~interpretation understands the organisation to be the. product

of particular occupational groups and their techniques and
interests. 1In the case of S8Ds it is managers who have largely

devised the 'structural boundaries’' that channéi and~pr

magor elements_of practice.: o .

4.. THE DISTRIBUTION AND DIFFERENTIATION OF FIELDWORKERS AND
CLIENT GROUPS

On the face of it, the amount of indeterminaéy and uncertainty
confronting occupations which practise in the sphere of moral
behaviour, social probliems and human conduct is high., The
opportunity for deciding héw things,. are to be understood ‘and
how practitioners ought to proceed is considerable.. But though

people might try to explain delinquency or viclence, the exis-

tence of such categories.of behaviour depends upon moral and
social -judgements being made about ‘those types of behaviour.
Such matters cannot be derived from scientific theories:
{(Downie. and Loudfoot 1978; Hesse 1878). Communltles react to
the behav1our of their members Egg_jggﬁuare,respon51ble for
deslgnat;ﬂg,jhe conduct of some 1nd1v1duals as uﬂac_eptable,
anti-social and not to be tolerated The premlse tha't under-
lies all social work practice is that clients are clients, not
because of any innate condition, but because soc1ety deflnes

“tHem as such (Davies, M. 1981; Howe 1979; Warham 19775 Titi-
as_zsuc

“wately, social workers have no_mandate. to.define their clien-

tele. In cont*olllng how we understand and respond to
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departures from

'normal’ and 'proper' moral and social behav-
iour, the ‘ideclogical basis of indetermination' simply are not
available to social workers for the purpose of occupational
control (Johnson 1977, p.108). The state, as third party,
medlates between practltloner and cT' ; However, there are

hal groups mlght establlsh some cont;ol

(i) the type oznyork"andmgllegtwgroup, w1th some areas
e MEE N i

- e S
being regarded as. more critical or sens*tlve.bhan
others;

(ii) the technluues and procedures available .in order to

cope w1th the work partlcula“ly ;ﬂ.&:&éﬁ_ﬂﬁgre_

satlsxa tory or approprlate Outcomes are not easily
guaranteed‘

leen these prospects, dlfferent’cllent - groups mlght be

assessed “in terms of the uncertalq& whlch .they._are deflned as

i dlsplaylng, Their secial importance and their, SUSCeptlblllt}

H to partlcularwiypes,gi‘pc"ubatlonal techniques and skills.
' Each client group offers a type of work which provides more or

Sy

i

~-.resources.

~and fieldworkers,

less opportunity for different occupaulonal groups to increase
their control over the content of practice. - The distribution

and differentiation of fieldworkers can now be explained with
reference to the locus of control as it occurs between managers

and fieldWorkers, particularly as it affects the meaning given
to each client group. The way client groups are defined and
the meanings given to them by different occupatiovnal groups...
1nxlu§gg§§ both;tb§*gg ices deflggg as appropriate and the
type of wgrk

r a locatedvto that client group,

e

AgainJ the explanations offered in Chapter 3 are not entirely
redundant. Rather,-they ‘are put in a broader context. Qual-
ified social workers do 'ditch their dirty work'j the old and
handlcapped are delegated to lower ranked,ﬂorkers But the

abl 1ty of the work for the expertlse of quallfled workers and
more in the ability of manmagersg fo control exacily the. meanlng
that such client groups haye for the organisation and, lts'

So it is that the work associated w1thuﬁ e old .and
disabled "Becomes standarulsea‘and ro 1ne, with _little EEEd or
opportunTty for tha SuEsTsT dlscretlon'py,worhers.‘ The assoc-
iation between certain types of worker and kinds of work can
now be considered in terms of the balance of control over. the
meaning and content of practlce as it occurs betiween managers
The two maaor ciient grouplngsfyfhe old"and
handicapped and children-and their families, will be discussed
in the light of this conceptual framework.
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-»3511; programmed

The old, physically and mentally Egg@}ggppgﬁ,

Lepwﬂ1a 1on and policy affecting some client groups permits a
rOLatlvely stralght;orward interpretation of the_ 'meaning’
given to people and their problems, at least as it affects the
agency, its organisation and services. . Intrinsic uncertalntles
are 'defined out' by the limits of statutory 1nterest and their
crganisational interpretation, If it is ug§§1ble to deploy
Igsources in a predlctableLﬁQr4§E££E£;V9 and rol tlnﬁﬁgaSh'

ths Ts why For-
responses predomlnane in work with

"Service "
the. old and handicapped.

t

'Professional’ social work's technologies are inapb?opriate
‘as far as the agency is concerned for much of the work with the

01ld and handlcapped because 1*_Qp}y.reqh1res 51mple organls—'
afISHai responses in crder to achleve the desired result
Therefore in terms of social workers gaining control over the
centent of practice, there is little potential in. work with the
old and handicapped. Management techniques are more suitable,
"sufficient and effective. There is no requirement te see or
understand themygrg in more complex terms because
‘_'_——-Tﬁiﬁg COﬁdlulOn of old people and the handlcapped

ore cer tain, there is no gain to
Q__found in hav1ng Other occupatlonal groups define the work

associated 1th thééé clrenu groups.

Moreover

They remain old and
_Hgndlcapped In which case there is no need to hand over con-
trol to other occupational groups. working in these areas.
Indeed -all that is required of workers is. that, they followy
procedures maliching defined resources to defined need, - So, as
T p.222) says, 'In most occupations, anénlsed

‘Larson (1977,
specialities tend. 1o he the equlvalent to the_'dlrt&_work"b “
whzch proresslons delevate to anczllary occupatlons . G

a
Children.and their families - , e

Whereas the Lealalaulon and its 1nterpretat10n affecting old
people and the handicapped permits a set of respomnses which can
be,adequately descrlbed by the provision of services and pro-
cedures, child care and famlly legislation requires a different

interpretatlon.’ 2&3_;£3E_maiﬁx;§l' Qf.akusing parents and
de11§5335£~3333353£§_3§ perceived. and understoed..to. have
greater intrinsic complexity and uncertainty. 'Doing something.
abouti these behaviours is not so easily achieved. 'The two
main and contrasting techndlogies available are those ofv:g(ggf‘w
trol and cure, where control means either separating people
fchlldren from violent parents) or removing them (offenders
from the community). ~Each offers the prospect of rendering the
material stable and certain, but using a different set of
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techniques.

Con;xpl based st*ategles remove ar - separate those whqhmis—

behave fr 0, suifer [ nsequences of their misbe-
havieusr. “in this way, the offendlng behaviour is said to be no
longer possible., The new statutory situation offers ceruaigfy
in respect of the Pllent suzferlng the behav1ou4 as or;gln&;Tj
identified, For xample, pa;ents cannot assault their children
Vbi_feenagers commit offences when they are no longer im the
community. Although these. situations_ ing 1mmed1ate_;e ief,
the long tevi"~¥€6;€~;;”~EZE*Tgm“mmr ”onfldehEe in this
1ine oF action is not absolute’ fi ehildren are encouraged

. to be reunited with their parents or delinquents returned to

the community there.is no gggg%g;@g,}kgﬁwthingswﬂil}ﬁkgﬁhggier!

Cure techniqdes attempt to changn the behav1our and atti-
tudes of those mal;ggg&igg;ng__ggmggat the ofiEEH;ng_gehav~
iours.-and.atiitudes are eliminated. :
of a more lasting-resolution of the problem as defined by the
law, the community and their agents. However the techpologj
which backs thls type of occupatlonal practice 1s weak and as

yet there is ho guarantee that the outcome prescrlbed “will bve

achlev“ﬁ‘*‘So,"aILﬁvugﬂ_éure poses the pOSSlblthj of treating
peopiéAso that their unacceptable behaviours are eliminated
(which makes it a potentially attractive technology), 1ts
gweaknesses mean that admlnleratlve and statutory control tech-

thou'h not eSSLng the root causesL,nevertheless

i
;
5,
;
}

Child care and family work has to be understood in such a way
“that Qgizggg\_professional' nog_managgrlal technolqgies entlgg—
Both have
‘only a partial, temporarv or some might say pyrrh¢c success in
‘re uc1ngnuncertalnty The prospect of 12353351§E,99£E§EE£92?1
cohtrol erAthe cofitent of practice 1n child care work is
still open to social workers, magagers hav1ng been able to
devise responses “WhicH only offer to hold, monitor or police

the cllent s behav1our with no Eermanent solution. Even so,

Underlie much. SSD work. So, o 1

which have some prospect ofelmprovlng occupational power if the
technology c¢an be got right, work with children and their

i\ families holds out the most hope, or so it’wou1d>eppéar, part-
=blcula}ly for gualified workers attempting to develop and _prac-
t’tifﬁ_fgfi3‘359;8551onal skilils.

g

It might therefore be expected that ‘profeésional’ techniques
on the one hand and formal procedures and prescriptions as -
determined by managers on the other would be the two main

This holds the possibility

“when It “omes to identifying areas -

‘response patterns,

. escents {(and younger. children) thought to be '

This appears to be the case according to
the results described in Chapter 5. The balaﬂce, nevertheless,
is tipped towards the managerially de51gned responses reflec-
ting the current advantage that administrative techhologies
have in personal social services work.
point is not so strong as to preclude alternative worker per-—
ceptions of child care practice. Occasionally this wmay lead to
conflict or resistance on the part of the worker. So it is
then that cracks in 'managerial hegemony’ are most likely to
appear in child care work leadlng to the assertion of cruder
but weaker forms of power: ise of 1

and coercion..

“{he use of Hlerarchlcal éu}horﬁty

RPN . et

The trend, though, even in child care work, appears to be

‘ towards managers incressing their control over practiée Al-

thoughi large pockets of Chlld care work have orfered the p‘Eé—
pect of occupati&ﬁal freed the 1acg—bx _clear or demonst
uccess _has led to Further restrlctlons placed around the
worker' self- control.' For example, ‘recommendations which
follow in the wake of enquiries into the death of children
through non-accidental injury often suggest the need for
tighter staff supervision and more cocordination between dif-~
ferent types and levels of worker,. Monitoring .and disciplining
the worker's behaviour in order that she obey set procedures
falls to managers to organise. ’

Thorpe's (Thorpe 1977, Thorpe 1979, Thorpe et al, 1979,
Thorpe et al. 1980) recommendations arising out of his Inter--
mediate Treatment studies also see an increase in management

control. His work is particularly interesting because it
records the effect of social workers increasing their licence
to practise preventative and therapeutic skills in relation to
adolescents who have offended and, more significantly, adoi—

at risk! of

_His investigations into the practice of IT and its
effects demonstrate quite.clearly that the results of social
worker interventions of this kind have led to an increase in"
the number of young people placed on care orders, an increase
in the number of children entering the orbit of SSDs and ‘a
consequential increase in costs to SSDs. It appears that pro-
fessional efforts at preventihg'children-coming into care has
actually led to more children experiencing courts and care
orders. Thorpe’'s prescription is that managers should impose
tight criteria on the préctices of IT workers, that they should
curb professional autonomy and restrict the number and’ type of
children receiving the specialist attention of 'professionals’
in order to reduce the damage and harm being done,

offending.,

139

But the manager's view-
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SUMMARY

The ability of an occupational group. to control the content of
its own practice determines a range of phenomena. For social
workers, these include the type of actions which take place in
case practice and the organisation of fieldworkers and their
work. _The concept of control over the content of practice runs
through and links each empirical Ievel and its interpretation.-
The mechanism whic¢h helps explain the prevalence of standard-
ised prescriptive 'service"' responses in work with the elderly-
or the dissolution of professional discretion into admini-
stratively and statutorily determined procedure in work with
children alsc explains the differential distribution of field-
workers and client groups. . - Practice and organisation are
understood as intimately linked phenomena,

Explanations of the behaviour of social workers in case-
praciice tend to be approached soleiy in terms of 'professional’
sccial work theories. If the social worker's practice is felt
to be bureaucratically determined this is viewed as a matfer of
regret. Similarly, the prevailing organisation of social
workers is judgéd in terms of the occupation's ability to
establish its professional standing. The improved professional
status of social workers is often taken as self-evidently
desirable. Any 1limits placed on professional progress, that is
increased worker control,>is seen as bad. But the occdpational
1imits and weaknesses are rarely tdken as indicators of social
work’s actual nature and that its character can only be under-
stood in a wider context which lies outside the control of
social workers. In seeking to recognise common threads between
the 'micro' and -"macro' levels of observation, not only is a

‘"close-relationship argued between the details of practice and
the orgénisation}of fieldworkers but.the nature of the activity

itselif is taken as embedded in its social -context. As Salaman
(1978, p.523) reminds his réaders, 'organisations reflect and
reveal societal resources and interests' and that 'the outside
world is also inside', permeating the practices of the organ-

isation and its workers.

10 The rise of the welfare
| manager

The scope for power and occupationél control by social services
managers and sccial workers has increased in the general sexpan-
‘sion @f the personsal social services. Within this context
sociai work 1s defined relative to the prevailing political
fortunes and interests of the various occupations involved in
the work. The discussion is developed through thée following
four stages: ’ ’

. The growth of the 'service classes’

. The expansion of the personal social services

. The weakness .of social work's "professional project’
The rise of the social seérvices manager.

W e

+

1. _THE GROWTH OF THE 'SERVICE CLASSES'

The rise of profesgional, administrative and managerial employ-
ees, particularly in private and public bUYeaucrdciés, has
represénted,something of a problem for social and class anal-
ysts. Thése occupétiqnal.grqups have been degcribed as the
"service classes’ by Renner (1953) and the Salaried Middle
Class (SMC) by Gould (1980). Although such groups do not share
the ownership of the means of production nor are they part of
the elite of state power, their labour is nevertheless taken to
be non-productive; 'they are not themselves a source of surplus
value but; rather, a charge on the surplus value which is
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