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. could not be encompassed comfortably by
one practice orientation, and that it would
be useful to think of different approaches
that addressed each of the three empirically
distinct groupings represented by the stu-
dents. I began fo stake out these three
approaches conceptuaily, delinenting a set
of practica variables to be used to analyze
variations among them. This was, perhaps,
o risky departure from the prevailing cose-
wark mode, but, in time, clinical practice
also brole from its solitary theoretical mold
and began to include behavior modifica-
tion, cognitive therapy, ecolagical practice,
and other fiameworks.

Sacial action presented a special chal-
lenge. Professional fields are typically con-
servative and eschew amny taint of
militnncy—and that was egpecially me in
the wake of the conformity-drenched
decade of the 1950s, when any connection
with radicalism was viewed with supreme
guspicion, I needed to create an intellectual
Framework that would legitimate social
action s an academic activity as well as an
area of practice on par with othier forms,
gomething that did not exist in professional
schools at that time.

I thought of the three approaches, or
models, as ideal-types. They did not exist
to a larpe extent in pristine, full-blown
form in the real worid, but were useful
mental tools to help describe and analyze
reality. Over time 1 have come to deem-
phasize or soften the notion of “models,”
which pives greater importance and inter-
nal validity to the approaches than seems
warranted, and to accent the overlap and
intermixture among approaches. The next
section of this discussion will sketch out
the original approaches s ideal-type con-
structs, and will also male a cross-

comparison of them against a set of twelve
practice varnbles, The lnst section, which
is mare practical and the place where the

pnatysis leads, will consider combined and
variant patterns that serve to integrate the
different modalities.

Core Mopes oF CoOMMUNITY INTERVENTION
THREE MODES OF INTERVENTION

Planning hns been defined ny the act of
deciding what to do about some community
affair while, mennwhile, life is bringing it
around to a firm conclusion, And a typical
committee assigned to deal with the task is,

of course, merely a form of human organmi- -

zation that trkes hours to produce minutes.
These quips express & widespread popular
view of sacial intervention as it is com-
monly carried out, Here, we will try to con-
ceive of disciplined human reckoning that
plays trcks on the natural course of life and
actually hepets intended effects, in further-
ance of community well-being.

' Differing and contrasting formulations
of community intervention currently exist,
which has been 4 source of perplexity and
discomfort for the struggling practitioner
and teacher. Taylor and Roberts {1983)
describe the fluid nature of theory develop-
ment, stating that in this field, “eclecti-
cism, pragmatism and practice wisdom of
professionals foster & turbulence and diver-
sity that makes categorization and madel-
building  especially difficult tasks”
{pp. 24-25). In the founding issue of the
Journal of Community Practice, editor
Muarie Weil states: that in order to “reclpim
and strengthen community praciice, theo-
retical approaches, puiding vahues and
practice strategies need to be articulated g0
{hat they are both clear and carefully con-
nected . . . & grounding . . . in reality and
theary should be part of that movement
forward" (Weil, 1994, pp. wxvii). A special
issue of The Journal on Conceptual
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Models of Practice was issued in 1996
(vol. 3, no. 3/4).

Three important approaches to purposive
community change can be discerned in con-
temporary Armerican communities, both
urban and rural, and internationally. We will
refer to them as approaches or Modes A, B,
end C, and they can be given the appellations
respectively of locality development, social
planning/policy, and social action. Within
erch mode there are several variations and
distinct emphases, but in this initial discus-
sion we will select out and trent one promi-
nent form within the mode for purposes of
analysis. The three basic Modes of action do
not necessarily exhaust oll possibilities, but
they offer a servicenble framework for a
brozd inguiry. These strategies are general in
nature and are applicable across professional
fields and academic disciplines. However,
the author's grounding in social work and
sociology will give a particular slant or tinge
to the discussion.

In the presentation, community inter-

vention iz the peneral term uged to cover

the varions forms of community level prac-
tice, "Community organizing” ordinarily
implies social action and sometimes
includes neiphborhoed work involving
self-help sirategies. But it excludes social
plenning/ policy development approaches.
Community organization has traditionally
been the inclusive nomenclature, but it
often becomes confused with more nar-
rowly focused radical community organiz-
ing. Community work is frequently vsed to
convey a locality development ontlook. On
the other hand, social planning usually fails
to embrace prasgroots organizing efforts.
Recognizing that there is no standard termi-
nology, commeunity intervention seems lo
be n convenient and useful overarching
term to employ, although “community
practice” has similar atiributes and will be
used occasionally as #n altemative.

Administration (or management)
snother form of socinl practice thal tal
place in the community within organi
tional settings. It involves developing or
nizations snd keeping them runn
through obtaining fonding and ot
resources, amranging staffing, establisl
and carrying ont procedures, maintain
records, and similar activities. Org
izations constitute the vehicle throv
which social goals are pursued and relev
tasks are carried out. Thus, they provide
machinery for steering the endeavors of
(three modes of community interventior
in addition to direct-service agencies an.
wide spectrum of other programs in -
community. Administralion practice ha;
crucial bearing on the performance of
organizations, but it exists in o difier
dimension than community interventi
and will be treated independently and ap
from this analysis.

Mode A, Locality Development. T
spproach presupposes that comimun
change should be pursued through brc
porticipation by a wide spectrum of peo
at the local community level in determini
goaly and taking civic action. Its prototy,
form will be found in the liternture of a s
ment of the field commonly termed co
munity development. As stated by an en
T.N. publication: “Community Dev
opment can be teniatively defined ns
process designed to create conditions
economic and social progress for the wh
community with its active participation a
the fullest possible reliance on the comn
nity's initiative” (United Nations, 1935).
Locality development is & communi
building endeavor with a strong empha
on what Selznick (1992) terms the “ma
commonwenlth.” He describes this
words such ss mutnality, identity, partici]
tion, plurality, and antonomy. Local
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development fosters communily building
by promofing process goals: commuaity
competency (the ability to solve problems
on a self-help basis) and social integration
(harmonious interrelationships nmong
different racial, ethnic, and social-class
groups—indeed, asmong all people}.
Leadership is drawn from within, and
direction and control are in the hands of
local people (Dionne, 1998; Mattessich and
Monsey, 1997; Minkler, 1997). 1t is & type
af sctivity that has been initiated and spon-
sored hy religious and service groups such
as The Catholic Church and The American
Friends Service Committee, and it reflects
highly idenlistic values, The style is human-
istic and strongly people-orienied, with the
aim of "helping people to help themselves.”
The process of educating participants and
nurturing their personal development has
high priority. “Enabling” technigues that
gre nondirective in character and foster
- gelf-direction are emphasized.

Many of the precepts of the feminist pei-
spective on organizing overlap with the
locality development approach, including
stress an wide participation as well as con-
cern for demoeratic procedure and educa-
tional goals—including consciousness-
raising  (Hyde, 1989; Naples, 1998;
Halseth, 1993). The approach is zlso used,
some would say misappropriated, by politi-
cal and business Ieaders who espouse local
initintive mnd privatization, relying on
enterprise zones and like programs that
esgentially infend to scale bacl sociul pro-
grams for the poor that are carried out
under governmental auspicey.

Some examples of loenlity development
us conceived here include neighborhood
woik programs conducted by settlement
houses and other community-based agen-
cies; federal govemment programs such as
Apricultural Extension and The National
Service Corps; and village-level work in

some oversens community development
programs, including the Peace Corps and
the Agency for International Development
(ATD), To these can be added community
work in the fields of adult education and
public health educntion, as well as self-help
and informal helping network activities
conducted through neighborhood councils,
tlock clubs, consumer cooperatives, and
civic associations (Burns and Taylor, 1998).

Thinkers who contributed intellectual
roots for locality development include John
Dewey, Mary Follett, Kurt Lewin, and

_Eduard Lindeman. Among professional

wrilings that express end elsborate this
mode are Blakely (1979); Chavis et al.
(1993); Cnnan (1991); Henderson and
‘Thomas (1987); Lappin (1985); Mayer
{1984); Ross (1935).

The terms “community development”
and “locality development” huve been used
{0 identify the approach. The locality devel-
opment nomenclature was employed in the
otriginal version of this analysis to convey
this perspective on intervention in a precise
way. Community development is a more
polymorphic term, which sometimes con-
notes institutional and policy means to
strengtiien communities from above (Mier,
1993), or suggests industrial expansion
through economic development {Binghnm
and Mier, 1993). Sometimes it has a
netional ar internntional frame rather than
an explicitly local one (Goetz and Clarke,
1993). Locality development will be the
terminology of choice here, gnd when
“eommunity development” is used it will
connote a Mode A strategy.

While focality development espouses
highly respected ideals, it has been criti-
cized for its performance record. Khin-
durkn, in the prior edition of this book, char-
acterizes it as a “soft strategy” for
achieving change. He indicates that its pre-
ocenpution with process can lead to endless
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meetings that are frustrating for participants
and condugive to a slow pace of progress.
Ehinduka further arpues that concern with
modifying nttitudes and values may divert
attention from jmportant structurnl issues
that need more direct enpagement. Also,
many projects draw their participation
largely from racial and ethnic miporities and
the poor, when it is the attitudes of the afflu-
ent and well-placed that need rearranging.

Embracing consensus as & basic modus
operandi precludes arbitrary actions from
occurring, but it puts those who stand to
lose from needed reforms in a pogition to
velo effective action. The heavy emphasis
on the local community mey be inappropri-
ate st a time when the locality has lost
much of its hold over people and patterns of
life are influenced significantly by power-
ful nations! and regional forces, Khinduka
edmires locality development for playing &
gentleman's game in the often sordid arena
of community affairs, but he worries about
whether it can win.

Mpde B, Social Planning/Policy. This
emphasizes n technical process of problem
solving regarding substantive social prob-
lems, such ng delinquency, housing, and
mentnl health (Kettner, Monronay, and
Marlin, 1999; Burch, 1996). This particular
crientation to planning is datn-driven and
conceives of carefully calibrated chanpe
being rooted in social science thinking and
empirical objectivity (unlike other existing
forms of planning that are more political
ond emergent). The style is technocratic,
ond rationality is a dominsnt ideal.
Community participation is not a core
ingredient and may vary from much to lit-
tle, depending on the problem and circum-
stances. The approach presupposes that
change in & complex modern environment
requires expert plenners who, through the
exercise of technical competencies—

including the nbility to gather and analyze
quantitative data and to maneuver large
bureaucratic organizations—are needed to
improve social conditions. There is heavy
reliance on needs nssessment, decision
analysis, Markov chains, evaluation re-
search, delphi techniques, computer graph-
ics, and o ‘plethora of sophisticated
statistical tools. '

The design of formal plans and policy
frameworks is of central importnance, as is
their implementation in effective and cost-
efficient ways. By and large, the concern
here is with task goals: conceptualizing,
selecting, establishing, arranging, and
delivering goods and services to people
who need them. In addition, fostering coor-
dination among agencies, avoiding duplica-
tion, and filling gops in services aore
important concerns in achieving service
ends (Auslin, 1997; Mandell, 1999),

Within the field of social work, educa-
tionnl programs in planming and policy
typify the social planning/policy approach.
It also finds expression in university
departments of public administration,
public health, urban affnirs, city planning,
and policy studies, It is practiced in numer-
ous federal bureous and departments,
in United Ways and community welftre
councils, and in city departments and vol-
vntary agencies geared o planning for
mentzl health, health, aging, hovsing, and
child welfare. The National Association of
Planning Councils has been formed to
strengthen these Iocal community planning
efforts.

Intellectual roots for the approach can be
found in the thinking of scholars such as
Comte, Lasswell, Keynes, Herbert Simon,
and Jesse Steiner. Some professional writings
that reflect this mode include Gil (1976);
Gilbert and Specht (1977); Kahn (1969);
Lauffer (1281); Moroney (1991); Morris and
Binstock {1966); and Tropman (1984).
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While this approach emphnsizes ration-
ality in an explicit ond formal way, snd
leans on it to lend legitimation for recom-
mended actions (ofien by way of volumi-
nous. and impressive reports), the other
approaches (Modes A and C also need to be
finnly embedded in rationality. Developing
a means to successfully achieve broad civie
participation or carrying out a protest
demonstration to place pressure on public
officials ench require a high level of strate-
pic calculation, linking chosen meens logi-
cally to intended ends. The rationality may
not be as overt and public, but it is equally
related to effective and professionally sound
intervention.

Planning and policy are grouped to-
gether in this discussion because bath
involve assermbling and analyzing data to
prescribe means for solving social problems.
They overlap in some measure, but they also
probably have distinct fentures. Frequently,
in scholarly and practice wiitings, the two
gre treated as (hough they are mutually
exclusive. Policy is often associated with
higher social levels—with national and state,
governmentsl structures, and the act of
selecting goals and framing legislative or
administrative standards rather than actoally
egiablishing programs and services.

No clear basis exists for this compart-
mentalization of policy functions. There is
policy development at the local level as
well az ot higher echelens (Flynn, 1985). It
is conducted under private auspices as well
as under governmental sponsorship {Pierce,
1984). And it has implementation and mon-
itoring functions in addition to the goal-
getting aspect (Pressman and Wildavsky,

1984). Gilbert and Specht (1974) conceive
of a “policy planner” and define policy as
*a cqurse of plan of action,” thereby essen-
tially blending the two.

In this discussion we are addressing pol-
icy as professional practice Tather than as a

method for conducting an s'mnlysis to under-
stand socinl welfare programs (Tropmen,
1984; Tansson, 1084). [ronicelly, many plan-

ning and policy scholars write as though the . f

other aren does not exist, although upon
examination these authors cover a great deal
of similar ground. A divergence or different
emphnsis (areas of less overlap) lies in pol-
jcy practice’s concern with megagoals or
quasi-philosophical frameworks that guide
legislative enactment and program develop-
ment, while planning is interested to n

ereater degree in the details of program con-

struction and service delivery.

In this discussion, "planning” will serve .

ns o shorihand and convenient designation-
for the planning/policy approach.

The data-driven form of planning and®
policy practice has a certain currency and -

appeal, with its coherent intellectual struc-
ture and oslensible ease of implementation.

Urban planning schools and policy studies

programa place n great deal of emphasis on
providing stndents with ever more coml-

plex and elegant statistical procedures and -
computer modeling methods. This may be -

because these are readily available, can be
manipulated easily in a technical sense,
and have an aura of mastery and complete-
ness that is missing in more palitical forms
of planning:

Webber and Rittel {1973) state that the
data-driven spprogch is flawed because it fs

based on the essumption that problems are -
easily definable, well-bounded, and respon- .
sive to professional intervention. Instead,-

they say, contemporary problems are

“wicked” in nature—unique, intractable;
intermeshed with others, and situated in 2.
constantly changing and turbulent social- o

enviromment.
Two important factors place constraints

on the prototypical rationalistic mode. The:
first is the intensification of constituency
politics, n contemporary development that -

fnukes planping highly contentious and
: nteractive. Interest groups of various
% kinds feel they should have a say and have
acquired a voice, and they pluce them-
selves vigorously into the plaralistie
process through which decisions are made.
Muatty planners and policy professicnals
‘elleve that interests of various kinds
rightfully should go into the defining of
onls and setting the community agenda,
jecause these are socinlly constructed
henomena and involve value choices that
xiend . far beyond the purview of the
xpert or buregucrat.

‘Another factor confounding prototypical
ationalistic intervention is the impact of

ocial programs. Concrete economic condi-
ions involving industrial decline and reces-
ipnary trends also place objective limits on

echert Simon refers to as “satisficing.”
% The duel effects of contentions community
;politics and n public leaning toward a “'get
" level of social programming place into

anning modatities,

mands on the larger community for
creased resources or equal treatment
oho, Eendall, and Max, 1996). The par-
ular approach we are degcribing has a

fundsmental chapges in the community,
cluding the redistribution of pewer and
sources and gaining sccess to decision
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f'nuking for marginal groups. Social action
intervention seeks to change legisiative
mandates of political entities such as a city
council, or the policies and practices of
institutions such as a welfare department or
housing authority. Practitioners in the
social nction arena generally aim to
empower and benefit the poor, the disen-
franchised, the oppressed. The siyle is
highly adversarial, and social justice is a
dominnnt ideal (Karp, 1998).

Classicaliy, stemming from the high point
of sociel action in the 19603, confrontational
tactics have been emphasized, including use
of demonstrations, picketing, strikes,
marches, hoycotts, teach-ins, eivil disobedi-
ence, and other disruptive or attention-

' gaining moves. Disadvantaged and nggrieved

groups frequently do not have at hand the
funds, connections, and expertise available
to others, and consequently they rely heavily
on the resources of “people power,” which
has the potential to pressure and dismupt.
Training institwtes spongored by the Mid-
West Academy and Industrial Areas
Foundation have been established to equip
low-power constituencies with the skills to
impact higher circles of power.

The social action approach has been
used widely by AIDS actlivists, feminist
organizing groups, gay and leshian organi-
zations, consumer and environmental pro-
tection organizations, civil rights and black
power groups, and La Raza and viclim
rights groups. It has been embroced by
Indnstrial Areas Foundation and ACORN
(Association of Community Organizations
for Reform Now) projects, labor unions,
including the Uniled Farm workers, and
radical political action movements.

Thinkers providing an intellectunt foun-
dation for this approach inclnde Marx,
Fourier, Bakunin, and Habeanas and it was
advanced in part by advocacy activities of
Jane Addams nnd her Progressive Era allies.
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Alinsky's Reveille for Radicols (1946) and
Rules for Radicals (1972) have typified the
orientation of the social action mode. Newer
writings alsc reflect this orientation {Boyle
and Riessman, 1986; Burghardt, 1987;
Cloward and Piven, 1977; Delgado, 1986;
Fisher, 1994; Freire, 1974; Kahn, 1992).

In recent years, social action movements
have expanded their strategy bent beyond
the confrontational style, and “new wave”
organizing now employs n wider range of
adversarial tactics. Political and eleetoral
mapeuvers that are more fine tuned and
diversified are being used in considernble
measure. This is becsuse the gronps have’
become more sophisticated over time, there
is less public tolerance for disruptive meth-
ods, and power elites have become skillful
in counteracting confrontations. Organizing
has become less stridently ideological, and
middle-class groups {and right-wing fac-
tions) have been drawn into campaigning
on their own hehalf or in joint actions.

However, there is a great deal of frag-
mentation among proups engaged In social
action. Advocacy has taken on a particular-
istic caste, with each aggrieved constitu-
ency advancing its own specinl poals and
interests in a “politics of identity” (Byrd,
1999; Gitlin, 1996). Even among people
of color, African-Americans, Hispanics,
Asian-Americans, and Native Americans
o their own ways, independently and often
competitively. Thus, coslition building has
become & central concern in social action,
since groups are typically nat strong
enough to achieve significant results on
their own. But these coalitions are flvid,
ghifting, and iregular; new confipurations

have to be formed for different issues on a
continuing bagis—thus draining off energy
that might be focused on external targets.
Fragmentation is especially handicap-
ping because of the growing concentration
of political and economic power locally,

nationally, and even globally (see the dis-
cussion by Fisher on Political Economy).
Relatively wenk local entities that are dis-
united find themselves contending with
powerful extracommunity entities that are
functionaliy consolidated.

Human service professionals have mot
been prominent in the social action ores,
but there has been continning participation
on a small-scale basis aver the years. Major
national organizations auch as ACORN and
the United Farm Workers Union have been
headed by social workees, There are rele-
vant professionat groups, such as the Union
of Radical Human Service Workers in
Boston and the Bertha Capen Reynolds
Saciety nationally, and there is also a spe-
cialized periodical, the Journal of Prog-
ressive Human Services.

Moadest snlaries and the absence of pro-
fesuional perquisites are n deterrent to long-
term invalvement, But new graduates with
an interest in basic social change are in a
position to take this on as o communal
responsibility for a limited time at the
beginning of their career. The Nader orga-
nization’s publication Good Works
(Anzalone, 1985) and the “Community
Jobs" newsletter list a muititude of posi-
tions and career apportunities. The richness
of the experience, the chance to join hands
with mspiring members of oppressed and
dispossessed groups, and a sense of accom-
plishment in advancing a vaiued and meri-
torious cauge can compensate for
temporary material loss, Some profession-
als have and will continue to make this o
lifetime commitment.

A PERSPECTIVE ON DISTINCT
PRACTICE APPROACHES

Taking an overview, this three-pronged ori-
entation, 48 & broad cognitive mapping

Approaches to Community Intervention / 35

device for community intervention, has a
certain intuitive lopie. Historically, several
schaols of social work have developed spe-
cialized progrums for training according to
the three modes. Thus, a community devei-
opment program (hat wes situated at the
University of Missouri epilomized Mode A;
the doctoral program in planning at Brandeis
University, Mode B; and a social action pro-
gram based at Syracuse University, Mode C.

Morris and Binstock (1966), based on an
empirical examination of community
organizations, suggested a similar threefold
division. Friedmann (1987) attaches differ-
ent lsngunpge to these same approsches—
socinl learning, policy analysis and soeial
mobilization, ns does Lyon (1987)—self-
help, technieal assistance and conflict, The
formulation has alse provided an effective
conceptual framework for a historical vol-
ume on community intervention (Betten
and Austin, 1990).

Empirical studies of the formulation
lend general support. Cnann and Rothman
(1986) found that A sample of community
workers in Israel distingnish between these
approaches in their perception of their work
and in their practice nctivities. Severn] stud-
jes in progress have replicated the inquiry
with apparently similar results in Sweden,
Egypt, Japan, Chile, India, snd several

- other couniries. (In the original study,

social action eppeared to be a more com-
plex phenomenon than the other interven-
tions.) In a series of case studies in Canada,
Wharf (1979) observed that local-
ity developrent and social planning were
distinctly discemable, but that social action,
while evident, again was more diverse, (We
will discuss this disparity in the next sec-
tion, “The Interweaving of Intervention
Approaches.”) Practitioners "in Wharf's
project found the framework particularly
useful as an assessment tool, as did those in
another Canadian study (Johnson, 1974),

The studies also suppest tha existence of
variations and mixed configurations, which
ia the subject of the next section. However,
here, for analytical purposes, we view the
lhree approaches as relatively “pure”
expressions. The merit in this is suggested
by Morris and Binstock (1966) when they
refer o their own classification system:

The cntepories are somewhst arbitrary, for it is
sometimes difficull to say that 8 particular expe-
rience fits one cutegory but not another. For
thess remsons it is particuiarly important to
achieve as narrow & focus ag possible in enalyz-
ing [intervention]: Otherwise o systematic treat-
ment is virtually impossible (p. 15).

Examining ideal-types, while recogniz-
ing they are to some degree artificial, has
the particular benefit of allowing vs to per-
cefve practice variables and intervention
components within the modes in exp]icii
and ocrystallized form. This generates a
wide range of dislinct practice options,
across intervention orientations, that can be
employed selectively and in combination,
(This will be expanded upon subsequently.)

PRACTICE VARIABLES AND
COMMUNITY INTERVENTION
APPROACHES

In order to proceed with the analysis, we
will specify a set of practice variables that
help describe and compare each of the
approaches when seen in idenl-type form.
Hach of the orientations makes assumptions
about the nature of the community situn-
tion, goal categories of action, concepts of
the general welfare, appropriate tactics, and
s0 on, A set of twelve such variables will be
treated in the passapges that follow. The
varinhles are based on the writer's long-
term experience and review of the analyses
of practice by others. They are assumed to
be salient but by no means exhaustive. A
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Locality Development.  Intended benefi-
ciarics are likely to be viewed as average
citizeus who possess considerable strengths
that are not fully developed and who need
the services of a practitioner Lo help them
relense and focus these inherent capabili-
ties. The Biddles (1965) expresy this view-
point as follows:

I. Each pemon is valuable, nnd copable of
growth townrd greater socinl sensitivity and
respansibility,

0. Ench person hos underdeveloped nhilities
in initintive, originality, and lesdership,
These qualities can be cultivated and
strengthened {p, 60).

Social Planning. The beneficiary group is
meore likely to be thought of as consumera
of services, those who will receive and uti-
lize those programs nnd services that are
the fruits of the social planning process—
menial health treatment, public houosing,
health education, recreation, welfare bene-
fits, and so forth, Weyers (1992) makes this
clear in highlighting the provision of social
services as n key objective of social plan-
ning, “According o this point of view the
efficiency of the community’s social func-
tioning will depend on the guontity and
quality of professional services rendered to
the community, as well os the way in which
the community’s concrele needs nre pro-
vided for" (p. 132).

In policy settings beneiiciaries moy be
conceived as both consumers and con-

stituents.

Social Action.  ‘The intended beneficiaries
are seen as aggricved victms of “the
system™: of slom Iandlords, the medicnl
establishment, government bureaucracies,
racist iostitutions, patriarchal entities, and
corporate polluters. Those on belalf of
whom action is initiated are often charac-
terized in “underdop" terms.

11. Conception of the Role of Intended
Beneficiaries

Locality Development. Beneficiaties are
viewed as active participants in an inler
actional process with one another and with
the practitioner, Considershle stress is
Placed on group discussion in the conumu-
nity ug the medinm through which leaming
and growth toke plece, Beneficiaries
engnge in an intensive group process of
exploring their felt needs, determining
desired gouals, and taking sppropriate
action, ’

Social Planning. Beneficiaries are clients,
consumers, or recipients of services. They
are setive in vsing services, not in the deter-
minntion of pelicy or goals,

Opportunities for members ond consumers
to delermine polioy are severely limited becnuse
tiey are not usonlly organized for this purpose .
. . the apportunity to control policy is shan-lived
beceuse the coalition will fiell npurt, taclking suf-
ficient incentiva 1o bind together the otherwise
diverse constiluent elements (Morrds and
Binstock, 1966, pp. 109-110),

Decisions, then, are muade through the
planner, often in collnboration with some
community gronp—r board or commission,
usually composed of husiness and profes-
sional eliles, who are prestmed o represent

either the community-at-larpe or the best

interests of those being served,

The data-driven paolicy specialist is
likely to be looking over his or her back
through this process, realizing that' con-
slituency interests and pressures could hove
on impact on policy enactment,

Social Action. The benefiting group is
likely to be lhought of ra an employer of
the practitioner or constituents, In unions
the membership ideally runs the organiza-
tion. The Industrial Areas Foundation will

iiplra A

prra—
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usually not enter a torget aren until the peo-
ple there have gaincd a controlling and
independent voice in the funding of the
organization. The concept of the orgunizer
us an employee and servant of the people is
stressed. Kahn (1982) holds that the “staff
director of the organization, if there is one,
should be directly accountable to the board
and should be held accountable by {he
baurd” {p. 70), Those not in key decision-
mnking roles may participate more sporad-
jcally in mass oction and pressure Eroup
activities, such ag marches or hoyeotts.

12, Uses of Empowerment

Empowerment is a highly valued concept in
contemmporary  thinking and  parlance
{Colby, 1997). However, in some wayg it
seems 10 be a buzzword that has to do more
with creating a warm feeling thay convey-
ing a precise meaning. In (he context of our
discussion, each intervention approach val-
ues empowerment, but uses it in a different,
somelimes contradictory, fashion.

Locality Develapment. Empowerment
signifies the gaining of community compe-
lence—the skills to make decisions that
people can agree on and enoct topether. Tt
also implies the development of a sense of
personal mastery within residents, es indi-
vidual growth in people iy considered o
conipenest of community building and a
gool of practice.

Social Planning. With its reliance on
facts and rationality, this appronch tends to
associale empowerment with information.
Empowerment occurs when residents and
consumers are asked o inform planners
about their needs and preferences, so that
they can be jncorporated into plan design,
Such information may be obtained through
community surveys, including focus EIOup
1

technigues and public heardngs, or through
anplysis of data from agency service
records. Through this amengement, con-
sumers are alforded the right tnd means 1o
have their views enter into the process by
which decisions affecting themn are mude.
Consumers are also empowered when
informuation is provided to them abont the
varions services that are nvailable and par-
ticularitics about fiese services, g0 they
become equipped to make the best deci-
sions about what progrems and services to
use. Information plays an important part in
the other eppronches alse, but iz Eiven
specizl emphasis in datn-driven planning
intervention.

Social Action. Empowerment means to
ncquire objective, material power—for res-
idents 10 be on egual party in decision-
maldng bodies such ns agency boards or
municipal commissions, or to have the
political clout to directly affect decisians
made by these bodies. Electoral campuigns
ere mounted to win seats on legisiative
units hy representalives from Lhe proup,
wiio will thereby have the nuthority to vote
and engage in tangible trade-offs on the
group's behalf. There is olso atiention to
paricipanis’ personal sense of empower-
meat, becawse those individuals with a
teeling of potency are more likely to lend
themselves actively to the cause, and to
contribuie {o the number count nEcessary
far “pecple power” tacties of sacial action,

There is still nnother way that empower-
ment is viewed, emanating primarily from
the conservative camp. Empowerment is
equated with the eliminalion of goverumen-
tal regulations and involvements, so that
citizens presumably gain the freadom to
conduct their lives wilhout restraint. ‘The
popular slogan, “get the government off our
backs,” characterizes this way of looking at
empowerment, It is reflected in the wnrk nf
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neoconservative planners and action groups
on the radical right. Getling the government
off the bocks of some people at the same
fime removes prolections and nssistance
given to other, disadvantaged, people and
simultnneously disempowers them,

USES OF A MULTIMODAL APFROACH

This analysis puts ws in a belter position
now to describe what sn ideal-type fater-
vention mode would look like. For an idenl-
type mode to be in operation it hay to
include, in well-developed form, o large
proportion of the veriables attached to thal
mode in Table 1.1 (within its column}, and
to exclude alt or nearly all of the compo-
nents peculiar to any other mode. This iz o
tough and rare stendard to reach in the
emergent, disorderly arenn of community
naffairs. Modal tendencies are a more realis-
tic prospect.

Still, there are advantages to viewing
intervention from the lkind of multimodal
perspective that has been presented. In the
first ploce, it is importont for practitioners
wha are grownded in a particular organiza-
tional situntion to be aware of their moor-
ings. This frameworlk provides a means for
nssessing the strategic leanings in the prae-
tice context: What are the basic assump-
tions and prefesred methody of action in the
porlicular setting? In this way, the practi-
tioner is more likely to perform appropri-
ately, consistent with the expectations of
supervisors, collespues, participonts, and
other relevanl actors.

Going beyond conformonce to what
exists, the practitioner may be in r position
to create a form of action to deal with spe-
cific problems. Some rough rule-of-thumb
guidelines can be posited. When popula-
tions are homogeneous or there is a will-
ingness to exchange among various

community subperts and interests, it would
be useful to employ locality development.
‘When problems ore evident and apreed
npon in the community and lend them-
selves to prograinmed solutions through the
application of factual information, sovial
plonning/policy approaches would be a
visble way to proceed, Finally, when sub-
groups ore hostile and interests are not rec-
oncilable through usual discussion and
negotintion methods, it may be functional
Io engage in socinl action.

By mssessing when one or another form
of intervention is or is nol appropriate, the
proctitioner tokes an analytical, problem-
solving stand and dees not become the
rigidified coptive of a purifcular ideological
or methodological spproach io practice.
Consequently, practitioners should be
altuned to the differential utility of each
approach, particularly to the tnctics used in
ench, ond should scquire the knowledge
and skill that permit them to utilize theye in
disciplined and flexible fnshion, We will be
exprnding on that theme in the next section.

This discugsion has focused on a com-
parison of practice variables by following
Table 1.1 horizontally across the commu-
nity intervention approaches. For a feel of
how each intervention mode would be
implemented using its own set of vari-
ables interactively in combination, the
table should be examined vertically, down
the columns. This highlights the partieu-
lority and coalescence of each of the
approaches, but it also encapsulates them
synthetically. The next section demon-
strates why that is so.

Before proczeding with the expanded
treatment, it is useful to tuke 0 moment to
clarify the domain of discourse and to
indicute what is excluded. Any analysis
carves its aren of inguiry out of the infinite
possibilities in the empirical world. The
domain in this instance is the community

TABLE 1.1
Three Communily Intecvention Approachies Acenrding to Selected Preciles Variables
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Mode A
{Locality Develapment)

Mode B
(Seclaf Plnnninp/Polley)

Mode C
{Scclal Actlon)

1. Goal caiegories of
cammunity oction

2, Assumptions
concemning
conumunity stoicture
nnd problem
conditions

3. Besic change
statepy

4, Charoctedstle chinge
tnctlcs nod
technigues

3. Sellent pructitioner
1oles

6. Medium of chonpe

7. Orientatien toward
power slnicture(s)

8. Boundary definliion
of the beneficinry
Eysiem

9. Assumptions
wegnrding interasts of
commitnity suhperts

10. Canception of
beneficinsies

. Conceptlon of
beneficinry role.

Community eapacity and
inlegration; self-help
{process gonls)

Community eclipsed,
nnomie; Inck of
relatlonships and
deniecrelic problem-
sofving cepacities; stotde
traditliane] community

Invatving n brond cross
gection of people in
delermining and solving
thelr cwn problems

Consensug:
commumlention nmang
comununity groups ond
interesta; group
discusnion

Enabler-caialyst,
eoordinntor; tancher of
pralstem-selving skills
nnd ethical values

1)
Quiding small, tnsle-
atieated groups

Members of power
siructure os colleborntors
it a common venturs

Totel geoprephic
camemunity

Cominon {nleresis ar
reconctlnble differensey

Citlzens

Partleipnats In an
Interactionnl problem-
solving pioeess

Problem salving with
regard to substandve
community problems
(task gonls)

Substantive social
problzms, meotsl and
physical heatth, bousing,
recrention, elg.

Cothering dnto abent
prohlzme and meking
decislons on the most
logical course of nation

Consensus ar conflict

Fact gntherer nnd
onalyst, program
Implementet, expediter

Guiding Formnl
organkznticng and
treating datn

Power structure an
employers nad sponsors

Total community or
community segment

Interests recencilnble or
in conflict

Consumers

Consumers oF recipients

Shifting of power

. relattonships and

resourced; bngie
Institutional chanpe (tnsk
or process goals)

Apggrleved populntions,
soclal injustice,
deprivation, ineguolity

Cryatnllizing lssues and
mabilizing peopls to (nke
nction pERingt guemy
trrpets

Conllict confrontating,
direct action, negotintion

Actlvist advorate:
egitator, broker,
negotistor, partisan

Guiding mass
organizatinng and
politicn) processes

Power structurs ns
externol target of action;
oppressors (o be coeced
nr averinened

Community sepment

Conllicting interests
which sres not casily
reconcllzble, scarce
resources

Vietimn

Empleyers, ceastituents,
sembers
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TABLE 1.1 (cantinued}
Three Community Intervention Approsches According to Selerted Practies Varinbles

. FIQURE 1.1
Intarvention Modes as Ideal-Typas
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FIOURE 1.2
Interventicn Modes Shown Ovedopping”

Mode A
{Locality Development}

Mode C
(Sacin! Action)

Mode B
{Socisl Planning/Policy)

Bublding the erpacity of
n community to mike
collrborative and
Infoaned declstona;
premoting feciing of
permonel mnstery by
residents

1Z. Use of empowerment

Achieving objrctiva
power For heneficiery
system—the right ond
mznns to lmpaet
camtmunity decisions;
promoting o feeling of
mustery by participanta

Finding out from
consamers nbout thelr
peeds for service;
infurming consumers of
their serviee choices

and, in particular, purposeful community
cliange. This snalysis is concemned with
how such change i3 brought about by peo-
ple at the community Jevel, rather than
through societal currents or federal poli-
cies. Tn other words, the community ig
examined as both the vehicle and the target
of change.

Turther, the annlysis is concerned with
the domein of strategy, the broed interven-
tive initintives employed o create change.
These entail genernl strategic options avail-
able to anyone, but the discussion emphi-
sizes aclions talen by professtonal change
agents—who may be identified with any
professional field or discipline. However,
becanse of the author’s beckground, the
discussion i3 tinged by =ocinl work and
sociological langnage and perspactives.

There are other interesting and impor-
tont oreas of eommunity intervention that
do not fall within this domain, ot lenst in
{erms of substontive covernge. Some oF
ihese include wark with special populstiona
(cultural or ethnic groups, nnd wotnen),
coalition building, interorganizational coor-
dination, metropolitenization, and 5o forth.
Naor does the analysis atiempt to provide o
ubiguitous thearetical frameworls for all of
mucro practice. Any of these areas, and oth-
ers, are worlhy of sustained theoretical
development in their own might, and cumu-

Jatively will provide a rich, expanding .
intellectual nad conceptual bose to inform

community intervention. .
The appronach taken is at the level of mid-
dle-range theory. It does not try to develop:
a grand theory formuiation that is highly -
abstract and comprehensively encomposs
ing. In keeping with s middle-range per
spective, there is use of prounded theory, -
which involves the observing of real-warld
empirical potierns, identifying them, nam
ing them, and constructing indicative cog )
nillve categories to reflect them. Othe
gpproaches to {heoretical developmen
could have stnrted more deductively, wi
concepts such s power struclure o
exchnnge theory, and bailt complax con:;
siructs concerning community interventio
from these.
Obviously, it would not he renlistic to;
expect middie-runge theory o camy the;
burden of embracing all the dimensions
community intervention, and if it tried
accomplish that it would certainly becom!
unwieldy and incoherent. Conversely, ho
ering ot the middle range, this canstruct
does not provide the level of detail desircd
by some: how communpily develope
chould work with task groups, how ple
ners ghould use data, how social pctionid
ghould orgonize demonstrations of fon
coulitions. These questions require exefd

fg the art of application of the strategic ini-
atives, or developing specialized addi-
tiopat construgta,

* THE INTERWEAVING OF
INTERVENTION APPROACHES

i mnalysis hes attempied to delineate
ler distinct and coherent calepories of
onyqunity intervention ‘practice, Alfrad
ith’ Whitehend offered a rationale for
"The nim of science is to seek the sim-
t*explanations of complex facls.” But

_pr the m-igina1 facts are simple
l@ugg our quest was to arrive at o simpli-
[Sonstruction. The French social eritie
ond Am.n ance spoke of ihis as delire
; gz—loglcal delirinm.  ‘Therefore,
ehend went on to admonish: “Seek
City nnr% disirust it" Following that
o, we will now reexamine the previ-

oL }iljlg;:ussiun, bringing ta it the eye of the

e

e

Up until now we have treated each com-
munity intervention npproach os though it
were a rather self-contnined ideal-type.
’.l‘hnt conceptualization is depicted viﬁunlly
in Figore 1.1. Actually, . intervention
approaches overlop and are used in mixed
forin in practice (Rollinan, 1999). Figure
1.2 reflects broadly the movement {oward
overlapping.

Practice in any mode may require taclics

that are salient in another nppfoach. For
f:xumple, neighborhood social actionists
}nierested in aiding the homeless may find
it necessary (o draw up a socinl plon in
order to obtain funding for desired service
pro_iecls from DFHS (Mades C and B), Or
social planners may decide that the most”
f:ffectivc wiy of establishing & vinble low-
income housing project is to engage poten-
tial residents {n deciding on the geographic
}uynut and common facilities, and 1o organ-
ize a-tennnt action couneil to fight dmg
pushers (Mades B, A, and C).

A more true-to-life depiction of the char-
acter of overlapping is in Figure 1.3. Here
we see that the ideal-type modes have a
limited scope of frequency and that mix-
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sense, the Americnn counterpert 10 the Marxist
patt historical qchools of thought in Burope
which tried to npply the pyalutionary process to
sncinl thinking. This intellectunl base mpde pOS-

sible, o3 1t als0 expressed, the potitical reform
heodore Hogsevelt to Franidin

movement from T
Roosevell.
Liberalism. According to Lemer the

creda of liberalism s heen PrOELEss. its
mond optimist, 115 view of humun nature
ratipnalist and plestics it hps used human
rights nther than property rights us its ends
but hos concentrited on socinl action 28 its
w20 Dasplte its problerms, he sintes,
wiiheralism has neveriheless emerged 08 &
central expression of the American demo-
oratic fmith."! Liberal idens have heen
jmporiant in building supporl wnoond the
pr‘wilaged for the vaice of the underclasses
to be heard in
and for them o Te8p

by govammeni.

means.

the councils of povernment
the bencfits hestowed

Community Organimlion Institutions
As we have stated,
activities during
Civil War and Waorld War I can
into two categorie!
which were carrfed on
ipatitntions celnted to present
welfare aclivitie
societies, gettiement how
Jeapues are jmportant exnmples.
A second eategary ©
thot were conducted by
connection to contempor
organizntion progra
pecome aress of i
practitioners- Examp

-
19 graer, of- Cit. PO 722-123.

mya, p. 729,
iyld., p. 730

commumity grganization
the period between the
e divided
g: (he first aie those
by individunls or
dny pocial

5. The charity organization
ses, and urban

f activities are those
those with no direct
ary community
ms but which have
nterest for commuaity
1es include the organi-

zntion of politesl, racial, ond other acton

groups.

The Charity Organization Spclery:  Anum-
per of fonctors noted above contributed to the
emergence 0f charity organization socielies

by 1873, in the

in Englond in 1869 ond,
2 These sociclies initinily

United States.

came into existence to coordinate the work
of the privaie ngencies which provided for
the needs of the padr. Soon, however, these
socielies began 10 offer direct relief and
olher services, 8% well o8 to coordinate the
work of other ugencias.” Murphy summa-

sized their program a8 follows:

They estublished sacl

exchanges listing jndivi

to cooperating ngencies.
i hi

conference,” in W jch wo

gl service indexes of
duals or “onses” known
They evalved the “cose
rkess from different
¢ “cuse” or the
gRMmE family—waorkers from the settiemnent
house, the relief-giving apencies, the thild-
placing pgencies, the ngencles estoblished to
rotect children from cruelty, {he visiting nurse
zssociation, and olhers—weitld meet to plan &
constructive COUIEE of nction in behulf of te
sppge.” In some instances, 0% the charity GrERR-
fzation societies mnde brosd gtudies of sacidl
psnd economic problemns ndnd recommended spe-

cific remedinl mensures,

These social fo
development in geveral wiys. The move-

ment of large popu!
well o5 lhe wives of immigration which

mel the manpower needs of growing indus-
tries, led to many gocinl problems pssack-

ated with poverth

————

Tepules Loch Mowat, The Chariry Organl
Soelatn 8691913 {Londan: Methucn and
1661), pp- 1§21 nad 94,

emerpence o
this popes Quoly the comm

pntecedents will be noted.
Aonphell G. Murphy, Com
Pracrice (Boston: Houghton Mifi

aprtiry orgonizil
n Cn., 19543 7

rces contributed to this =

gtions into the cities, 8.

{nadequate Dousiog

ation

A S et s T

illness, and exploitation. Bott
. . Both humanitari
mig;:is;z iang fear ?f what these pﬂopﬁz
might & tn cspt?ratmn produced agencies
iy Msnw Esmehumting conditions. In a
soee, idemugi:;r;‘t:ffurt 10 cousnter the mora
gmi:];u;:;a .effurls .n]sn were mnade by
groups o ucml.ed with different neighbor-
poods ! Bdl!'lé.lc and religious groups, and
those wil ifferent problems. Difficulties
ol wse repeatedly were: (1) The same
o ore 'npprnnched over and over
e nndpl;uvxde resources for such agen-
muk, ! ey began to ook for ways t
; e churitable solicitations more effici i
g:] ulces&s demnnding on the few, ";;;
Whg c ;_ E:mﬂnf ald wns npparent, and 'those
who off ed it songht ways (o avoid this
prevent the pauperization of the recipi-

_ enits which they believed was the inavitable

result of indiscriminate reli
o e ; relief, (3) Paid
e llgggﬂesiqrqae ‘who sought to rationul-
e fmm 1;; vities, drawing their inspira-
o 1o snma_wcl]springs that fed a
develo fe:géfpragmum Phi]usuphy. (4) The
pesource some charilable societies were
tent for the maintenance of required

. Eervic i i
8, prompting an incessant search for

uewy sources of funds

Duri i o
mgunir;:ﬁ this pt?nod, leaders of charity
organias on gorieties harbored serions
ons mbout the wisdom of public

. u 2
o 1:::;“); an behelf of the poor. In genernl
oubted povernment's esbility lc;

admi i
nister nid so that it would be rehabili-

. lative, inion f

oy Ifi’n;'mm?n tgleulugy and a hedonistic

it Viewmuuvnnnn strongly influenced
s on the matter. The Social

Darwint
it umm;s regfu'ded relief s interference
peration of naturat low, and the

hedoni
_hurdlf‘l;;sﬂ{hzlmd thot the only mssurance of
th ong the poorer classes was

tempe
pered  somewhat by humaniteran

& fear of b
e inger and exposure. This wasy

pulses. Th i
e charity otganization societies
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flljs;lmguished between the "worthy" and thy
e 1
mer\&;ﬁ;glyf poor and chose to aid the for-
wer un;h::' reasons beyond their contral
who, throngh t?hesuliggs.lt s umi
o, througl example
ziz:;atflri:;m fnendl.y vfsitnrs," coll:ld 't?:rS:
oonted o ﬁpuupanznnun. The rest were rel-
et 1]E not-too-tender mereies of the
T e l; [ ﬂrl aw authorities, never to be sup-
poried nt & IT;:wa.l,aqual to the lowest wages
In the o unity g0 that they would con-
Th}; fr: gm}dcd townrd self-support.
o suc;r:;:;ozsﬂ;f ‘I:I;e charity orgrniza-
operati i
ﬁ:l;r:i chnritai.:]a. instimgunnsui",c:- F}::nnl::::f
e nx:sur sl:mmmicm of various soeial
B and the creation of new social
Chm.itys::rnnd. lhf:. reform of old ones
o igamzat{un lenders were uctively;
enEng czdsecurmg reforms in tenement
ho nssir_.i Ios, developing antitubereulo-
B D:ll.uns, 'ublaining legisletion in
support of l{uv?.mlc court and probation
o t].le i lihmg agencies and progroms
s E{I:IIJ dep!ﬂm.!ent children, cooper-
o wiu: he police in programs for deal-
ot leggurs' und vapgrants, ond
aupporiin g legislation requiring nbsent
hers s:pport their children.™
o ;h'; c;he.mosl significont contsibu-
tions of anl:!r organization societies to
comr thyczrgumzutlun were the develop-
o mmunity welfare planning
- 5 ond of social survey tech-
iy m; m:m] of the earliest and most impor-
m_gmﬂmﬁp es was that of the Pittsburgh
argani: dit::.mlﬂémmg .in‘ 1922, Frank
e the significance of the

“Far details o

hese ivi
Wals n these activities sce ©
Unrr:; :SE:, g}gﬁ% uﬂggnizarinn "'f!"";ne :::E: 1];?;
pp. 208-323, rks The Macmillan Co., [922),
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Few of the offspring of the charity argrnization
movement hove bad mote farreaching conse-
quences or given gremier promise of the future
than the Pitshurgh Survey, the pioneer soeini
survey in ihis country. Interpretation of hours,
wepes, housing, courl procedure and ol the rest,
in terma of standards of living ond the recogni-
tion thet the bosis for judging of sociel condi-
tions is the mensure of life they allow to those
nffected by them, constitute the very essence of
the developments that have since lalen ploce in

nocial work.28

Out of the Pittsburgh survey came i
council of social sgencies which took upon
itself the respousibility for scting upon the
recommendations of the survey nnd con-
ducting additionsl studies and reforms.

The Sogial Settlements.®? Seitlements
emerged fifteen years after charity organiza-
tion societies, Samuel Barnett opened
Taynbee Hall, one of the firit settlements, in
{he stums of Bast London in 1884, Stanton

Zhid,, pp. 305-306.
TThiz seetinn esta henvily on the snolysis of Allen
E Dnvis ln his Speathends for Reform: The Soclal
Seitlements  and  the Progressive  NMovament
1§00-1914 (New Yode Oxford University Press,
1967). Although Toynhes iall is conunnply referred
o as the frst socinl setement, It was opeoed,
aithough only helf-completed, on Christmas Eve of
1884 hy two Oxford University stadents (sec Davis,
p. 3. A, F. Young urd E. T, Ashiton, In their Britlsh
Gocial Worle in the Nineteenth Century {London:
Routledge & Kegan Poul, 1856) clabsmed thot Oxford
House wns apened g October 1 BE4, while Toynbee
Hill was not opened until Jopuncy 1885 (p. 230). Thus
‘Toynhee Hall was one of the first setilements to open
its doors. Allhough Oxford Houss was taehnically the
first, Samue! Baroelt, who fathered the settiement
house movement in Great Brilnin, was nssocisled with
Toynbee Haoli. This may account for the foct that o
number of scholars emancously regurd Toynbee Hall
a5 the first sctlement house. See: Frank 1. Bruno,
Trends in Sacinl Waik (New York: Columbia
University Press, [948), p. 14 Arthur  Hillmos,
uSaplements and Communlty Cenlers,” fn Harmy L.
Luris {ed.}, Encyclopedin of Socinl Werk (New Yorik:
Mationsl Assoclnton of Social Warkess, 1965), p. 690,
Ths pothaes thank Dovid CGilbert for binglng this to

our aflentlan.

Colt, who visited Toynbes Hull in 1886,
established the University Settlement on the
Lower Enst Side of New Yorlc Jater that year.
Although charity orgenization societies and
gocidl settlements were prompted by the
same socinl conditions, their analyses of the
problems created by industrialization and
immigration were quite dissimilar, lending
them to different objectives and programs.
Barnett, an Anglican clerzyman influenced
by the Christinn Socialists, and John Ruskin
sought to bridge the gop between the social
¢lasses and restare human vafues to @ society
dominnted by materislism. Coit, strongly
pffected by Felix Adler and the Society of
Ethical Culture, balieved that nothing short
of & momi and imtellectual renaissance in
city life wes required. Thiz could best be
pppronciied, he believed, by bringing
together peaple of afl descriptions into joint
effuris, breaking down the barriers of inter-
est, age, socinl cluss, political and religions
aFfilintions.2 Rather thun looking to individ-
unl chavacter ns the foot cause of social prob-
lems, settlement hovse leaders typically saw
environmental factors as responsible for the
conditions they deploted.

Thus, while the charity organization
societies seemed more ideologically related
1o the Durwinion ideology, the setflement
appeared lo draw more heavily upon the
liberal, or even the radical, ideologies of the
day. The types of individunls who became
involved in these bwo movements nlso wera
different, Charity organization lenders were
persons closer to the upper classes in soci-
ety and epitomized noblesse oblipe. They
favored either reforming the poor or modi-
fying the most adverse of their social eir-
cumstances. Although exceptions on both
sides can be cited, the settlement house

Wgtanton A, Coit, Neighborhood Guilds: An
Instrinnent of Seclel Reform, 24 ed. (London: Swis,
Snmmerschien and Co,, §892), pp. 716, 46-51,
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workers were & different breed. Typically
well educated and drawn from the middle
closses, they were frequently crities of the
gaciel order who identified with and shared
the lives of the poor in some mensure, Their
wiitings usually lack the condescension so
often found in those of the charity orgeni-
zation workers,

Perhaps the most striking quality of the
seltlement program was ils prapmatism.
Unlike the chatity orpanization societies,

- settlements hnd no predetermined scheme
for solving the problems of society. In fact,

. they had no coherent analysis of the prob-
lems they confronted. Instead, with a gen-

eral concern nbouf the fmpuct of such
phenomena as industrialization, urbaniza-
tion, and immipration upon society, they
searched for apswers that would be both
feasible and effective.

.Servicea wers & major fhema in their
activities, They organized kinderpartens

. and’ clubs’ for children, recreational pro-

grams, evering schools for adults, public
baihs, and art exhibitions.2

Social reform was, perbaps, the most
busic and self-conscions thrust of the settle-
ments. Services were often initinted as
experiments which, if successlul, could
serve a5 models for other institutions.
Indeed, mony of the programs demon-
simted by the setilements were taken over
by other agencies.

The settlements’ reform efforts went
fnueh beyond the organization of new or
improved services. They included legisla-
llv? campaigns at the local, state, snd
nntional levels, In the field of edocalion,

m"'l’;lc_'unlnmpnmry group ?vm]: also imeces ils origing

|nn}uut[3};:lucmem uetivities. On the other hand, the

b r thrust of group work is toward personsl and

o erpersonal problems, and community organizaton,
wiedl socla] eondittons in o wider comext. There is

;Dmc Indication, hawever, that proup work may agoin
2 emphnsizing ils enrdier socinl eommitments.
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tpey worked for the development of voca-
tional education and guidance in the public
schools, ns well as for the addition of
school nurses, hat lnch proprams, and
education for the reterded and handicnpped.
They urged the creition of small neighbor-
hom_i playgrounds, housing code improve-
ments, reduction of congestion through city
planning, and the transformation of public
schools into neighborheod social centers.
Although settlement workers could not
agree on the valve of immipration resfrie-
tmmz‘l they organized such proups ns the
'Inmngmnt Protective League to ease -the
immigrant's adjusiment to the new world.
Settlement woikers fought for Iaws to pro-
tect emplayed women and sbelish child
Iabor, and they helped orpanize the
Nut.innul Child Labor Committee and .the
National Women's Trade Union Lengue.
They were often involved in municipal
reform nctivities, both at the ward ond the
city-wide levels, and many contrdbuted to
the platform and organizational work of the
Progressive party in 191230
One theme ran through both the service
and reform efforls of the settlements—pne-
ticipation nnd demecracy. Many of their
service nctivities were designed to permit
dialogue between working people and sct-
tlement residents, The regidents involved
themselves in the life of the community so
that they might know what services were
needed. They worked to reduce the barriers
that sepnrated them from (heir neighbors,
f.mcl the nelghbors from one another. They
invited Inbor lenders and radicols of their
day to use their facilities.

WA giudy indicates that, nfter his defent in 1912,
Roosevelt terminated his relationship with social
workers and returned to 8 mome  tradilional
Republicanism, See W. I Troftner, “Theodors
Roasevelt, Sociel Wockers, nod the Election of 1912:
A Note,” Afid-America 50, Mo, | (1968), pp. 64-69.
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Finally, in everything they undertools,
settiements tried to help their neiphbors
develop their potentialities to the fullest.
There was great emphasis on education of
all kinds. One of the major reasons for
opposing child labor was its negalive
effects upon the development of children.
Municipal reform was viewed, in patt, 8BS &
process of helping communities gain the
cupacity to denl with thetr problems more
effectively.

The setllement iden spread rapidly. In
1891 there were six seftlements in the
United Stmtes; by 1910 the numnber had
jumped to over four hundred. Most of them
were located in the large industripl cities of
the East and Midwest; there were very few
in the South or West.

The Organization of Ethnic Minoririex and
Women. A variety of forms of organiza-
tion among block Americans was tested
during this period ns bloclk people coped
with their shifting status in Americun life.
One of the earliest of these forms wis
developed by a group of prominent blaclk
people in 1865 and led by Frederick Dong-
lnst nnd George T. Downing who were
“gharged” with the duty to look after the
best interests of the recently emancipated.3!
Almost twenty-five years later, in 1883, a
very different kind of step was taken by the
Louisville Convention of Colored Men
which “concentrated on large issues of
political, a8 distinct from panisan, rights,
eduention, civil righta and econoinic prob-
lems.”# Five years lnter, the Colored
Earmers Allisnce and Cooperative Union
came into existence. In 1890, the Afro-
Americen Leagne organized in another
direction, emphasizing legal redress rather

Sigsthied and Quardes, ap, cit., pp: 259-260.
Fjtid., p. 308

thon politica®® In 1890, blacks from
twenty-one siates ood the District of
Columbin organized the Afro-American
League of the Unfted States. Tssues which
concemned this group included school
funds, end legal and voting rights. In 1896,
the Notional Association of Calored
Women was formed,

Crossearrents, similar to hose which
affect the organizations of black people
today, were operative between (he Civil
War and Word War 1. On the one hand,
many efforts were under the influence of
Booker T. Washington, who sought an
pccommodation with white interests in
order to maintain thetr support. In contrast,
W. E. B. DuBois epitomized nn opposition
ta this upproach in 1905 when ke called for
vy gonference “to oppose firmly the present
methods of strangling honest criticism.”*
The Niagara movement grew out of this
meeting and by 1909 resulied in the forma-
tion of the National Association for the
Advsncement of Colored People. Such
gocial workers as Jane Addams, Florence
Keliy, and Lillian Wald pssisted in (hese
organizing efforts.

The Committee on Urhan Conditions
among Negroes in New York City, later to
become the Nationa! Urban Leapue, was
ptiother organization in which social work-
ers wore imvolved durng this period. Tts
first execulive, George Edmund Haynes,
“was on the faculty of Fisk University and
particularly interested in training black
sacial workers,"¥

As noted earlier, Mexican-Americans, 4
well a5 Native Americans, were confronted
with efforls that ook away their lands. One
response to this trend was the development

Npia,, p. 312.
Bfpid,, p. 357.
Bhid, p. 361
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of small groups for protection and support,
Some, for survival, became bandits. Organ-
jzed protest, however, for Mexican-
Americans began in agriculture or, as
Howard states, “The roots of the Chicano
imovement lie in the fields,"38

In 1903, for example, Mexican- and
Japunese-Americun sugar best workers
struck in Ventura, California,?” In addition,
throughout this period, but particularly
from the 1880s on, meny organizations
cama into existence whose function was,
pccording to Alvarez, to preserve &
Mexicen-American way of life through
#celebrations, sociel events, provision of
facilities, information and comumunication
networks."3 The function of such organi-
zations wns to preserve a bicultural and
bilingual existence. Some exnmples include
the Penitente Order in New Mexico in the
1880s and Mano Negra, also in New
Maexico, in the 1890s.7

The Native Americans during this period
continued to have weli-developed forms of
tribal organization, partly as A heriloge of
their early simggles for survival agpinst
white encroechment. However, the tribes
were separated from one another geograph-
jeally und stucturally, thus often rendering
them easy prey for governmentnl manipula-
tion, Meverheless, the militcy of the
period in nctual warfure, az well as persis-
tent legnl nction, represents an impressive,
though unsuccessful, effort o secure R
grenter mensure of justice from American
saciety,

*Howntd, ap. elt., p, 95.

Thid,

”Snlwfv.!ar Alvarez, “Mexican-Americnn
Community Organizations," in Veices: Readings fism
El Gritg, A Jowrnal of Comtemporary Mesicon
American Thought, 1967-1973, ed. Octavio Ignoeia
Romanc-V (Beckeley: Quinta Sol Publications, 1971),
pp. 205-214,

*Ihia., p, 209,
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The early Chinese immigrants were
organized into family or benevolent nssoci-
ctions, tongs, or business interests.A? For
the Japsnese, the Japanese Association for
Issei (first-generation Japanese in the
United States) had some similar functions.

Thus, for these Asian groups, a majer
function of community organizations dur-
ing this period was mutnal benefit and cul-
tural participation. For example,

people from the same Aen, or Japonsse stale,
ofien cooperated in various ways, end this wns
noticenble in particulse tendes, For example,
Miynmoto writes (hot the first Jupaness barber in
Seattie wos from Yamoguchi-ken, Afler he
becrme estoblished, he helped his Fiends fram
the sumie ken with tralning and money, so that,
cventually, most of the Japanese borhers in
Seattle were from Yomoguchi-ken !

During this era, when nsgocintions existed
or were crented in muany efbnic proups,
orgenizations for the benefit of women also
emerged. In 1868, Suson B. Anthony was a
leading orgonizer of s working women's
asseciation to fight economic discrimination
agninst women. In addilion, daring the next
decnde undons of women working in a num-
ber of industries such as launddes and shae
factories were organized. By 1886, there
were 113 women's nssemblies in the Kniplus
of Labor*? Other organizations also were
concemed about the poor working conditions

A0Eyp o discussion of evolving forms of Chinese-
American community organlzations, see Melford S.
Weiss, “Diviston ond Unlty: Sociaf Process in a
Chinese-Americns Commurtity,” in Asion Americans:
Prychologlenl Perspecifves, ed. Stuoley Sue ond
Natheaiel N, Wagner (Pala Alia; Sclence & Behnvior
Books, 1973), pp. 264-273.

4iCitnno, Japaness Americans, op. cit., p. 19,

42pgr details of these and other endeavos, see "A
Century of Struggle: Americnn Women, 1020-1520,"
in Buarbnes Deckard, The Womens Alavement:
Politicol, Sociogconomic, and FPayclolagical fxsues
(New York Herper & Row, Publishers, 1975, pp.
243..284, ‘Flils section draws heavily on that chapter.
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of women. For example, in 1894, the New
York Consumer's Lesgue presented
informativn on these conditions. By 1896,
this organization had branches in twenty
stofes. In 1900, the Intemational Ladies’
Garment Workers' Union was organized and
thronghout the pre-World I period it contin-
ned to organize despile many obstacles

‘While working women were organizing
themselves in their workplaces, more afflu-
ent women organized to secure the vole.
Tiie women's sulfrape mavement and the
movement for the abolition of siavery had
priginally heen one. The split come pas-
linlly because northern buginesa interests
stood to gain from the black vote but could
see no value in women having the same
right* This was symbolized when the
American Equal Rights Association, worl-
ing for black and women's rights, split in
May 1869, Later that year modernie women
organized the American Woman Suffrage
Associntion while radical wormen formed
the National Women Suffrage Assaciation.
These orgonizations remained seperate
until 1890 when they merged to form the
MNational Americon Woman Suffinge
Associntion, Unfortunately, the class bias
of these organizations was evident in
atincks on blacks ns less fit to vote than
women and in other statements made to
ensure the acceptahility of the women suf-
frages movement in the South.

The women’s suffrupe movement was
able to see to it that the Ningteenth
Amendment was proposed every year from
1886 to 1896, although it was dofeated each
lime. The lack of strength to pass the
gmendment, nccording to one authority,
was due to “their own conservative lactics
and rocist, elitist positions, which alienated

430bid,, p, 270.
AdIhid., p. 262.

their potentinl allies.”™ With the emergence
of militant supporters, however, such s
radical farmers, the Progressive Party, and
the socinlists and o shift to more militant
leadership, many states did come to adopt
womnn suffrage. By 1916, both major par-
ties supported suffroge. In 1917, the
Wamen's party turned to more militant tac-
tics und picketed the White House. Partly,
also, because of women’s activities in the
war and the public suppert of President
Wilson, the Houss of Representatives
finally possed the Nineteenth Amendment
in January 1918, It took, however, auother
cighleen months for Senate approval.

Development of the Profession and
Professionnl Education

For this period it is impossible to discuss
community organization as n specinlization
in social work, which had itself not yet
emerged ns a sepnrits enlity. There were
individuals concerned with coordinating
charity, organizing neighborhood setie-
ments, or mobilizing protest in racind mot-
ters, but these people had little common
professional identity. Some training activi-
ties begnn to emerge in 1898 when the New
York Charity Orgenization Society starled o
summer training course, This was expanded
to n one-year program a fow years later, and
by the end of World War I seventeen
schools of social worl hed come inlo exis-
tence in the United Stotes and Conadn. The
Associntion of Training Schoals for
Professional Social Work was formed at
{hat time also. The emphasis, however, was
more on what became caseworl than on
methods of community organization.
While the ethnic organizing of the
period 0s well s that among women muy

3yld., p. 269.

nove secured the support of socinl workers
as indivicuals, this did nat represent nctivi-
ties of the profession or of o socinl work
method colled community organization.

- Novertheless, many precedents were being

created for and lessons leamed by those
who sought (o create a more humane soci-

. ety and this included socinl workers.

1915 TO 1929

Sncinl Conditions

After World War I, several new conditions

"emerged that had a gignificant impoet on

community organization practice: urbanizn-
Hon incrensed markedly, industrial poten-
tinl escalated, and racial conflicts
inlenstAed. By 1920 more than half of the
population af the United Stotes lived in
cities, nnd industrial innovations were
accelernted by the heavy demands on pro-
duction crepted by World War L

The twenties, nevertheless, wag a decnde
of confidence in the economic system. As
Lemer stated, “Big business of the 1920s,
certnin that it had found the secret of per-
petunl prosperity, claimed the right to the
policyminking decisions not only in the
ecanomy but in the government. "6

Ironically, this period also brought some
major crises in civil liberties, “Afier World
War I there was o wave of raids and deporta-
lions; it arose from the unessy feeling that
the Russinn Revolution had caused a shift in
the world balance of power and spowned o
{onatic faith threatening American sur-
vival"¥ The period also witnessed the
intensification of nctivities of groups such as
the Ku Klux Klan with antagonism directed
agninst blacks, Jews, and the foreign born.

YLemer, op, cit, p. 279,
Tibid., p. 455.
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The Condition of Minorities

Blacks. This was & period during which
black Americans made strong atfempts to
improve their lives and were simultane-
uugly subjected to major efforts ot repres-
sion. Seventy-six black people were
Iynched in 1919, and “the white aational
secretary of the NAACE was badly beaten
on the streets of Texas.™? Chicago experi-
enced 8 scvers “race rot” in 1919 which
resulted in the denth of 15 white and 23
black persons as well as injury to an addi-
tional 537,70

However, progress occurred in many
spheres of American life. The term the New
Negro became prevalent in the 1920s, and
this was supported by the incrensed self-
respect of many black war velerans. During
this period, distinguished people such ns
Langston Hughes, Countee Cullen, snd
Pnul Robeson bepan their carcers. Black
school attendance jumped from 45 to 60
percent of the eligible school populntion
betwesn 1910 and 1930, In foct, in many
ways the current emphasis on black power
and black identity has ideological
anlecedents in this period.

Chicanps. These years saw a large immi-"

gration of persons from Mexico into what
had become the United States. Between
1910 and 1919, almost wo lhundred and
twenty-five thousend persons came, and in
the next decade the number was almost dou-
ble.? According to one writer, “that striking
incrense is direclly related fo the misermble
economic conditions in Mexico after ten

4Arighel apd Quarley, op, cit, 403
“hid.

S0[hid., p. 405,

S'bid,

1 opez y Rivos, op. cit., p. 85.
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years of armed strupgle,”> Specifically, the
Mexican economy was in o poor state after
the Mexican Revolution while the south-
western United Stales wos experiencing con-
siderable economic growii.

There was an expansion and develop-
ment of nonagricultural worker organiza-
tions during this period. As Moare notes:

In 1920 Mexican workers stuck the Los
Angeles urhan milway. In lewer yenrs the strikes
in the fields and mines of the Border States were
bolll more numerous and more sophisticated.
The earlier ones wete significant, however,
hecouse Mexicong were generally denied nommal
chonnels of polltion] cxpression in eny of the
Border Staes except New Mexico.®

Notive Americans, During this period, the
conditions of Mutive Americans continned
{0 deleriorate as the government persisled
in its policy of implementing the Dnwes
Act of 1887 which distributed land to [ndi-
vidunls. The ottempt {0 undermine the
widely practiced custom of holding land in
common For the good of all was continued.
The act not only created severe economiec
problems but eroded traditional tribal gov-
ernment.5 In fact, “The Indian Agent snd
his staff were 'the povernment’ for most
iribes From the cessation of (reaty muldng
to the 19305,

In addition lo the eifects of the Dawea
Act, two other actions also diminished ribal
ties. From 1917 to 1921, the trust on Iand
allotments of Indians of less then one-hatf
Indizn blood was terminated. Many Indien
apents were also eliminated and their wards

Sbid,, p. 39,

$Jgun Muoore, Mexican-Antericms (Englewnod
Clif, MI: Preatics-Hall, 1970), p. 24,

35Thendore W, Taylar, The States and Thelr Indlan
Citlens (Wostinpton, DC: United States Departmeat
of the Iniedor, Burses of Indisn Affnlrs, 1972), p. 17.

hfhld.

plnced under school superintendents and
farmers reporting directly to the Com-
missioner of Indinn Affnirs.” This focused
activities on individuals, nat iribes, and pre-
sumably moved Indians os individuals into
non-Indian education and agriculture,

Agian Americans, ‘The Jmmigration Act
of 1924 epitomized the attitudes of the
American govermiment, if not of the society,
to the foreign born. No immigiation wes to
be permitted for Asians; low quotas were
set for southern Buropedns, ond high ones
for northern Europeans. This ‘made it
impossible, perticularly for the Chinese
who had not come as families, to form or
reunite families. In Japonese comumumities,
{hese years marked the birth and early
development of many Nisel, or second-
generation I poanese-Americons. With great
determination, many Nisei moved into mid-
dle-class occupations.

Ideotopgical Currents

The ideclogies that were prevalent in the
earlier period continued to exert 8 strong
influence, The sense of complacenzy and
optimism stemming from economic growih
and affinence did find perceptive focial crit-
ics, owever, In addition, the following are
idens which developed during this period
and which also molded sacial work practice.

Psychoanalysis. Some may find it sirnnge
to regard psychoanalysis as an ideology; nev-

ertheless, the eonditions of the perdod were

conducive to the iniroduction of psycho-

analysis as @ majar intellectuct force in social
worle, This was a period of affluence, and

many believed that the sociat environment

gifered 5o many opportunities and was other- A

bid., pp. 17-18.
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wise 50 benipn that any problems must he the
result of individual failure. Psychoanaiytic
peactice was clearly oriented foward chang-
ing the individual and not the system. Social
workers, as Jesse Toft observed, became pre-
oceopied with the person and all but forpot
the situntion: “The most daring experimental
coseworkers have all but lost connection with
gsociad obligation and. are quite buried in their
scientific interest in the individual as Lic has
gvolved throngh his own um‘qué growth
- process.™™ The social wotker dissssocinted
herself from charity to be reborn n psy-
chotherapist,™ :
Anti-Intellectualism.  Despite the increasing
populnrity of Freud's idens, this wag not o
perod of intellectual activity in the Uniled
Siates, Vice-President Coolidge attncked the
colleges nnd universities as *'hot beds of sedi-

- tion."® Many intellectunls, along with 'T% 5.

Eliot, fled to Burope, finding America a
““wosteland."8! American wrilers such ns
Sinelnir Lewis castigated the American mid-
dle cluss, as . Scott Fitzgerald did the npper
clnss. It chould also be remembered that the
Scopes trial, testing the legnl right to teach
evolution in the schoals, took place in 1925.
Aceording to one authority “only one event in

© the: 19203 succeeded in nrousing intellectunts

ul? every kind of politicnl loyalty: the arrest,
tn.ul, and execution of two Ttalian anarchists,
Nicols Sacco and Bartolomeo Vanzett," "5

®Roy Lubove, The Profe. i
\ sstonal Altvieise: Th
Emergance of Sacial Work As a Case, 1880—19;;

';Cnglgbﬁdgc. MA: Hervoed University Press, 1965),

*hig.

“Samuel Bliat Mari
, The Oxford Hist ]
American p, o . story of the
Prese, lgﬁsJ.E;pslgg.mm Yorks Qxford University
“UIbid., p, 310,

IFur n brief sy
mmary of the case snd ils effects o
[ 5 "
Al::::g:' tee Frederick 1. Moffmon, The Tiventies:
Thewr }t:lr:l Wrlting ire the Post War Decade (New Yorls
Udng Prens, 1955}, pp, 357-364.
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Development of Community
Orpanization Institutions

Thfa Community Chast and United Fund,
This period snw a continued increase in the
m{mber of welfare institutions, This prolifer-
ation of agencies penerated Insistent
demands for coordination. The increase in
such institutions was prompied primarily by
nceelerating nibanization, The war increased
the pace ns “some three hundred American
cc!mrnunlﬁes organized war chests to cope
with the mounting flood of appeals from
Patiunul and local agencies,"® The ngencies®
increasing needs {or financing, despite the
affluence of the period, prompted demands
ﬁ:um both the philanthropists and the profes-
sionals for beiter fund-raising methods. The
ifllcreals of these two groups were not iden-
lical, and this led 1o the development of two
separate yet inlerrelated instilutions—ithe
community chest or united fund, on the one
band, and the community welfare council on
the other. The separation of interests
between the suppliers of philanthropic dal-
lars rnd the dispensers of (hem had effects
which can be seen to this day in community
welfare institutions.
Lubove reflected thiz situntion accu-
rotely when he declared:

Financial federation coptured the imagination of
t{uslnessmcn by promising efficlent coocdina-
tion u.nd urgflnizatiun of the community welfase
minchinery, immunity from nwltiple solicitation,
economical collection nnet distribution of funds

ond the development of u broad baee of suppu:E
vs:hinh would relieve the pressure on tie small
circle of large pivers. The corporation, inceens-
ingly regorded as a source of gifts, appreciated
the conveniences of federnted finonee.®

There was also opposition to this devel-
opment, National organizalions resented

B3 sshove, np. cit., p. 189,

Sbid,. p, 183,
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the competition for local funds. Of particu-
lar importance to the contemporary scene in
community organization is resistance to the
crosion of “democracy” implicit in the
development of & fund-raising burenucracy,
Lubove cited one chest executive who
stated, *'We are facing here the age-long and
inevitable conflict which exists in any soci-
ety between the urge for individual indepen-
dence and initiative on the one hand, and the
need for social control on the other.”5

Philsnthropists wanted their funds spent
efficiently and desired relief from the con-
stant appeals of charitable solicitors, United
pppeals for financin support were created to
serve these objectives, originating with the
Uhnited Jewish Appenl in Boston in 1895.56

Community chests evolved in several
ways. First, welfare agencies joined to
solicit funds, hoping to raise more money
than ench could obtain geporately. In 1887,
the Charity Organization Society in Denver
initinted joint fund-raising among fiftcen of
its twenty-lhree cooperating agencies, an
effort which proved financially ruccessful
in its first year of operation.5” Community
chests were also nrganized by councils of
socinl apencies. In 1913, two years after its
organizalion, Cincinnati’s Council of
Apencies brought twelve ageucies together
in & united appeal for funds. Before 1927,
councils in St. Louis, Minneapolis,
Columbus, New Haven, and Detroit had
followed suit.™

S5Thid, p. 196. Lubove, here, was quotlng Roymond
Clapp, "Who Shkoll Decide Personnel PoHeles7"
Survey 63 (1930), p. 103,

5] yman S, Ford, "Federted Financing,” in Harry
L. Lurie (ed), Encyclopedia of Soclal Work (New
Yorle: Nntioanl Association of Sociol Workers, 19651,
p-33L

1¥illiem I, Morton, The Cooperative Moveent fit
Social Work (Mew York: The Maemillan Co., 1927),
pp. 50-54.

1hid,, pp. 93-99.

For the most part, however, commumity
chests were initiated by large contributors,
Often their first step was a charity endorse-
ment huresu which Iater reorganized os
commuinity chest. Businessmen and indus-
trialists believed that welfare services, like
public utilities, should be held accountable
to the public. Becanse contibutors rarely
had time to investigate agencies that nsked

for support, local chambers of commerce .

organized burenus to {1} establish slandarda
for welfare ngencies; (2) investigate indi-
vidupl agencies and measure their opern-
tions against their standards; (3)
recommend those agencies that met the
test; and (4) encourage members ond the
public to support organizations that
received endorsement.®

The endorsement burean had s critics,
Because it mainly represented the Inrge busi-
ness and indusitrial contributors, agencies
viewed the hureaus as potentinfly autocratic
and a threat to their autonomy. Furthermore,

agencies believed that the organization -
might dampen contributors’ interest and -

enthusiasm.™ The demands upon o smail
number of conlributors #lso became very
great, The first major effort to remedy these

conditions was taken by the Cleveland ‘:"4

Chamber of Commerce, After initiating a
study of the problem in 1907, the chamber

launched the Pederation for Charity nnd .

Philanthropy in 1913, Cleveland’s federation

is penerally considered to be & major land- -
mark in the history of community chests,” a

name which wns first used in Rochester,
New York, in 1919,

Thid,, pp. 24-29.
hid., pp. 29-30.
Mhid., pp. 68-71.
MGy Thompsor, "Community Chests and United

Fuods,” Social Work Year Book, 1957, ed. Russell H.
Kurz (New York: Nntfonnl Associaticn of Soclal

Workers, 1957), p. 176,
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Community chests were dominated by
three kinds of people: contributors, particn-
larly those who gave large sums; solicitors,
the small businessmen, service club mem-
bers ond middle management types who
helped to raise the chests’ funds; and vol-
unteers representative of the health, wel-
fare, and rtecreation agencies that were
supported by the chests. The membership
delegated much of the decision making to a
hoard of directors, which hired an execu-
tive. In the beginning, most of the work was
done by volunteers. Volunteers still con-

" tinue to play an important part in commu-

nity chests.
World War I gave a great impetus {p the

- development of chests. Overseas relief and

other war-crented welinre needs stimulated
the development of nearly four hondred
"War Chests." During the 1920s the mun-
ber of communities with community chests
incrensed from 39 to 333,

The Councill of Secial Apencies and
Commumnity Welfare Council. The first
decndes of the twentieth century saiv the
development of an increasing professionnl-

“i#m among those who helped the poor. The

friendly visitor was replaced by the paid
agent, The charity orpanization societies
founded schools of philanthropy which,
beginning sround the tuen of the century,
became graduate schools of soeinl work.
The development of Lhe social survey-—=
disciplined effort to obtain factors neces-
sary for planning-—was another manifesta-
tion of the growing professionalist. In
sgmr!, the growing cadre of welfare profes-
8lonals, with the support of many volun-
teers who served as board members of
Cfla.ritable societies, was interested in orga-
Nizing a rational, systemalic approach to

—_
“Ford, op. cit., p. 327-328.
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the welfare needs of communities. Their
interest included providing [or the gaps in
service, detecting problems, and looking to
future needs. This combinetion of profes-
sionals and volunteers formed counsils.
The [irst councils were organized in
Milwaukee and Pittsburgh in 1909, By
1926 there were councils in Chicngo,
Boston, St Lonis, Los Angeles, Detroit,
Cincinnati, Columibns, and New Yorl.™

Becnuse of the potential conflicts noted
ettrlier, one of the problems experienced by
conncils was their relation to community
chests or united fonds. Often councils have
been regarded a3 the planning anm of the
chest or fund, and this limited their rcla-
tionship to publicly supporied health and
welfare ngencies. Yet wheo councils main-
tained some degree of independence from
chests and funds, they seldom could pro-
vide the necessary incentives to pain com-
plinnce with their plans. Those councils that
were hieavily influenced by chests or funds
were often assigned responsibility for dis-
tributing the money raised in the united
appeal, a function seldom performed by
independent councila.

Another problem of welfare councils
was their relaton with constituents. In the
beginning, most councils were confedern-
tions of welfare ngencies, largely those sup-
poried by chests, Within such a federnted
structure, councils ofien found it difficnlt to
tnke forceful action, not wanling to seri-
ausly offend their sgency constituents,
which had & major stake in welfare plans,
With the growing professionalization of
councils, they ofien were reorgnnized ns
councils of individual citizens with an
interest in welfare problems nnd services.
This shift was indicnted in the chaoge in
name from “counci of agencies™ to “com-

Mbid., p. 37.
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munity welfore council.” Bforts were made
10 recruit those with a reputation for inflo-
ence, and decisions have increasingly
retlected ihe views of professional planners
and their volunteer constituents rather than
welfare agencies. In spite of this, welfare
councils have not enjoyed o reputation for
effective planning.’™

The Social Unit Plan, Roy Lubove’@
described u local development which antic-
iputed one trend that later become impor-
tant in communpity crganization, This plan
was Jaunched in 1915 when the National
Socinl Unit Organization was founded. A
pilot aren wos selected in Cincinnati, The
sponsors desired to test: :

the theory thal a democratic nnd effective form
of community organization which stimulnted
prople to define nnd meet their own neceds hag
ta divide the citizens into small, primary units,
organize the occupationol speciulists, und
insure an “organfe” ond coordinate worling
relationship between the representatives of
groups having special kmowledpe or slill for
service (o the community and the representn-
lives of the residents.”

The social unit plan led to the develop-
ment of block councils, block workers, and
federntions of such groups, referred to as
{he Citizens Council of the Social Unit.
Occupational groups also elected a council.
This program lasted three yeors and “con-
centrated on henlth services.””® The move-
ment did not expand in this form, perhaps
indicative of Lhe fact that the time for this
iden had not yet come.

75These changes Jid aot occur until the tnte 19405
and 19505, but ure reported hers (o complele the dis-
cusslon of community welfare cousiells.

6 ubove, op, cit, pp. 175-178.

Tbid,, . 176

T Thid.

"The Organization of Bthnic Minorities and
Women. Parficulady in the South, many
institations developed among bincks becanse
of tha patterns of discrimination and segrega-
fion which existed during this period. Out of
school segregation, educational organiza-
tions nrose. Black newspapers also came into
existence becouse news of the biecle commu-
nity was ignored by the white press. The
excluslon of blacks from white chorches led
10 avariety of black religious argenizations,™
Many black soldiers hoped that their
return from World War I would see s change
in the patterns of racism they had suffered
for so long. This was not to gccur, as tha
Klon and other proups intensified their cam-
pigns and “returning Negro gsoldiers were
lynched by hanging and burning, even while
gtilh in their militery uniforms."® One reac-
tion lo this was the Universel Negro
Improvement Astociation of Marcus
Guarvey. This organization rapidly became
the largest nonreligious black organization.
The purpose of the movement was to send
blacks bacl to Africa, and the aitraction of
{his to many blacks wos a clear indication of
their disu{fection with America.
There was also militancy, and 08
Franklin stated:

This wns the spirit of what Alain Locke colled
wlis New Negro." He Fought fhe Democratic
white primury, made wor on the whites who con-
signed him lo the ghetio, nttncked tncinl dis-
erimination In employment, aod pressed for

legislation to protect his rights. T he was seldom -

gueeessful during (he postwer decode and the

depression, he made it quite clear that Le wis -
unalerably opposed (o the un-American charae-

er of the lwo waorlds of race.®!

Mpguch of the motednl In this section hes been . 2
drawn from Jobm Hope Fronklin, “The Two Worlds of 3 -
Race: A Histarieel View," Doedalus 94, No, 4 (Falf g

1965), pp. A99-520.
E0hid., p. 912,
Bpid., p. 213,
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During this same period, & major thrust
of Mexican-American organization was
joward integration.% This represented the
destres of the prowing middle class to
secure thelr share of the American wealth,
An example was the Order of the Sons of
America, founded in San Antonio in 1921,
An intent of this orgonization was to show
Anglos that its members were different
from Mexicans who cause problems.®2 The
Lengue of Latin American Cilizens had
sirnilar ohjectives.

Meenwhile, Chicino laborers were wapg-
ing their own struggle. Lopez y Rivas points
out that “'nll over California, Arizona, Texas,
New Mexico, and other aiates they went on
strike for better wages and living conditions
s well zs an end (o rocist employment prac-
tices,! These efforts, however, met with
“violent repression.”™ Nevertheless, an
important development wus the founding in
1927 of La Conféderacion de Uniones
Obreras Mexicanos, This organization held
its first general convention in Mny 1928,
Delegntes atlended from twenty-one unions
az well ns mutual sid societies, Farm labor
proups ulso struck the fields throughout
Fahfn.rniu. The Confederacion itself engnped
in major organizing ectivitics throughout the
1920s and 1930387

The actions of the federnl government
which had the effect of undermining Native
American institutions continued during this
period. One piece of legislation, the Snyder
f‘\ct of 1921, continued to affirm the objec-
tive of the Burean of Indian Affnirs te pro-
V‘Ed'a' “for the peneral support and
civilizofion of Indians,"® However, the

_;-‘FP;Z_)' Riyns, o)
, 0p. cit., p. 62,
Sbld, F

Bifbid,
:-‘A!vnr:z. op. cit., pp, 211-212,
“Tuylor, op, cit., p. 19.
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Meriom Report of 1928 recommended "“an
sceulturation progrem on an understanding
of the Indian point of view."5 Evan though
these nctions mny have been ingpired by
good infentions, their patronizing nature
was unsupportive of indigenous institetions.
One author, in oo attempt to charncterize
efforts to organize women after the adop-
tion of the NMincleenth Amendment, titles
her chapter “Forty Years in the Desert:
American Wamen, 1920-1960."%8 In the
first place, there wos no indication of a
women's bloc vole, which some had fesred,
:I‘his was not to deny the fact, however, that
in specific elections in those states that had
adopled women's suifrage, the proportions
of women voting differently thar men
made n difference in the outcome. An
exanmple was the defest of antisnffrage sen-
ator John Weeks in 1918.87
The Natlonel Women's Party, however,
continued lo opernte. It maintnined n plat-
form commilted to full equality and sup-
pu?rled the first introduction of the Equal
Ripghts Amendment into Congress in 1923,
However, it waa quite small and in 1923
had only eight thousand members as com-
pared to fifty thousand three years before,”?
The Leoague of Womeon Voters was
founded in 1920, This group was mnch less
militant thon the Naotional Women'’s Party
n|1:d it declared in 1931 that “nearly all dis-
criminations have been removed."™ The
League was less concerned about women's
issues than child labor laws, pacifism, and
other general reforms,
The gencral conservalism of the 1920s
took its toll on the women's movement. The

B7Thid,

¥8pockard, op, cit., p. 285.
Bihid., p. 286,

Mpid,, p. 287,

9bid.
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prohibition against child labor, which
women's groups favored, was nttaclked as a
subversive plot.” It wus even charged that
all Iibern] women's groups were part of a
Communist plot.” Despite this, women
continued to found organizations including
the National Federation of Business and
Professionnl Women’s Clubs (1919) and
the American Associntion of University

Women (1921).

Development of the Professton

Maost of those who trained for social work
in the first two decndes of the twentieth
century were studying to become case-
warlkers, However, by 1920 Joseph K. Hart
had written n text entitled Community
Organization, and between then and 1930
at least five books were written on the sub-
jeet.™ 1t is ensy to see why the casework
emphasis existed in view of the prevalent
ideologies nnd issues of the perdod, empha-
sizing individual conformity to the “ays-
tem.” In fact, communily organization
practice during this period was nimed
largely at enhoncing agencies oriented
toward personal adjustment. Except, per-
haps, for the workers in seitlement houses,
the “social unit plan,” end the organizations
developing in the black community, little
thought was given lo the changing social
institutions to meet the needs of individu-
ls. Bven in the case of setilements, the
workers there often thought of themselves
s educators, recreation leaders, or group
workers. In the binck commusity, organiz-
ers rarely identified with social work.
Nevertheless, some different ideas were
beginning to emerge. Mary Follett [oresaw

hid., pp, 208289,

i,
YMeyer Schwartz, “Community Orgonlzation,”
Encyclopedia of Social Work, ug, cie, 1965, p. 177.

the rdvantages to democracy of the organi-
zation of primary groups in the loral com-
munities.?d Eduard Lindemuan, who tought
for many years ut the New York School of
Social Worlk, also spoke of the value of “nn
attemnpt on the part of the people who live
in a small, compact loeal group to nssume
their own responsibilities and to gaide their
own destinies.™d

The emphosis of this period, however,
was aptly summed up by Lubove when he
wrote the following:

Federation employed the rhetorle of the eady
communily orgenization movement, but its
intensive concern with the machinery mnd
finnncing of socinl welfars diverted nitention
from cooperntive democrocy nnd the creative
group life of the ordinary citizen to problems of
ggency ndministralion end service. It subat-
tuisd the buresucratic gosl of efficiency
through expest lendership for what hod beca a
quest for democratic  self-determinalion
through joint efforts of citizen nnd speciaiist.
Community organization had barely emerged
a5 o ecouse before it hed become n function

obsorbed into the ndministrative structura of -

social work.7

1929 TO 1954

Socinl work, as well rs other institutions in
the United Stntes, was deeply affected by -

{he two major cateclysms of this period: the
depression and World War IT. To regnrd

these years as o single period in American
listory may seem odd to some renders, but
they cover a coherent period in the devel- 3

935ee far cxample, her book, The New State: Group |
P

Organization, the Solution af Popilar Governmen!t

(Mew Yorl: Longmars, Oceen and Co., 1918), p. 217.

WRAuard C. Lindeman, The Community: An

Introduction (o the Stdy of Camnunty Lendership .;:_r
and Organization (New Yoric Asnotintion Press, .3

1921}, p. 58.
9 ubave, op. cit., p. 180,
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opment of ideas and issues in community
erganization practice, A departure from this
pattern tock place in the fifties, marked by
the desegregntion decision of the Supreme
Court and the end of McCarthyism, that
period of ideological repression which
received its name, ag well as much encour-
ngement, from the Inte Senator Joseph
McCarthy of Wisconsin,

Secisl Conditions

To set the stage for the discussion of the
history of community orgenization during
the period, one should coll attention to sev-
eral aocinl forces.

Depression Issues, Tie most npparent of
the sccial forces at play was the vast
incrense in unemployment. The bank and
stock market failures olso removed what-
ever regerves people might otherwise have
utiiized in such a crisis. Mortgage fore-
clasures deprived many of their homes,
farms, nnd smnll businesses.

The Growth of Government, The expan-
slon of government programs wes a direct
result of the depression. Government
Fxpandiiurea. progmms, and controls prew
m unprecedented ways, The govemnment
tiecamie on employer, a producer of poods
and Fewicea, and n vast resource {o testore
’I_he tndustrial processes. The federal gov-
crment nlso becnme the most significant
plunner and promoler of welfare prograts
through the enactment, in the mid-thirties,
Of.m‘lch legialation as socisl security and the
mitmum wape.

The Growth of Unionism. The depression

tlso stimulated a2 mujor upsurge of trode

" utifonism. The founding of the CIO showed

gl:t the lnbor movement was at last free
m the limits of a craft basis for urganiza-
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ion. The passage of the National Lahar
Relations Act in 1935 marked the begin-
ning of an era in which govemment facili-
tated the development of unions amd
lher.cby became less the binsed protectar of
business interests, The development of
strong unions in the auio, sieel, electrical,
meflt—packing, and. other industries hed a
major impact upon the industrial scene, The
orgnnization of the Brotherhood of
Sleeping Car Porters gave the black com-
munity an imporiant labor spokesman, A,
Phillip Randolph.

The International Scene, During this
period, it became evident that (e
Communist party waos firmly entrenched in
the USSR, In Spain, Tinly, and Germany,
fncist governments seized power. Amercan
counterparts of these movements were
apparent in the developments within the
Uniled States.

On the international level, these deval-
opments had consequences of the mast seri-
ous nature for the United States, Tust ot the
time in the thirties that many programs to
solve the socinl problems of the country
were being tested, the need to prepare for
end then woge World War 1T increasingly
ubsorbed the attention end resonrces of the
American people, In fact, anly with the war
did the couniry clearly come out of the
depression.

The Condition of Minorities

Blacks. ‘The creation of many New Dreal
agencies “added credence to the emergent
fact that for (he first time the federul goy-
ernment had engaged and was grappling
with some of the fundamental barriers to
tace progress." On the other hand, there

9Fighel and Quarles, op. cIL, p. 447.
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CONCLUSION

Smnll groups constitute an ubiguitons ele-
ment in community organization. Yet, very
Tittle of group theory is reflected in both its
theory and its pragtice, One wonders if many
commitices nnd other groups flounder
becausc insufficient consideration is given to
important aspects of group structure and
process. In this paper, only a few components
jinve been discussed. There are others, such as
group conflict and its resclution, norm devel-
opment, decision maldng, and go on, that are
of equal relevance, Given the different natura
of client groups, gonls and strategies of inter-
vention in communily orgenization, there is
need for more rigorous study and research on
the application of small group theory within
this area of social work practice.
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COREELEMENTS OF PRACTICE

7.

Fred M. Cox

COMMUNITY PROBLEM SOLVING: A GUIDE
TO PRACTICE WITH COMMENTS

This problem-solving guide was developed
by the original editors and their students.
Community practitioners will find that the
guide directs their attention 1o # number of
factors central to nssessing community
problems and developing a course of action
for altacking them.

There hove been o number of efforts to
provide & madel to guide community
organization proctice. Murray G. Ross
developed & set of principles to guide com-
munity organization and a discussion of the
mles of the orgonizer (16, pp. 135-228; 17,
pp- 157-231). Ronald Lippitt and his col-
Inborators studied a wide range of planned
change efforts, which include efforts at the
community level, From this study, they for-
mulated a discussion of the phases of
planned chonge, the role of the change
agent, nn approach o diagnosis in planned
change, snd un nnalysis of the forces oper-
eting for end sgainst changes (9). Roland
Warren provides a five-stage model of the
“development #nd change of community
action systems”™ (25, p. 315 and pp.
303-39). Robert Perlman and Arnald Gurn
offer n “problem solving model” in their
study of community orgenization, prepared
under the nuspices of the Council of Socinl
Waork Education (12, pp. 61-75). This list is
by no means comprehensive (19, pp.
504£F.), but it includes those that have been
most influential in shaping the present
effort.

The gmide is ordered sequentially ug the
fnctors considered are likely o be encoun-

tered in practice. The guide should be used
flexibly. The exgerienced practitioner may
not need lo explore ench point os carefully as
one new o a situation, Few will have the
opportunity to employ it systematically in
every practice contexlt. Nevertheless, we
believe the practitioner will [ind it useful as a
reminder of issnes that may ofherwise be
overlooked or guestions that provolte thought
that moy have an importnnt berring on prac-
tice decisions and ouwtcomes, Some pract-
tioners will be confronted with more

"pivens” and fewer choices thon others. A -

clenr understanding of the “givens" as well as
the options is crucinl for effective practice,

Like maost peneral models, this one mey
fail to eall attention to cerlnin questions of
importance in specific sitvations, Many
practitioners will want to refine and elaho-
rate the guide 1o suit the parliculars of the
praclice siluation in which they are
involved. In general, however, we believe
that the guide con contribuie to a more log-
ical and coherent approach to confronting
problems in the multiple pressures and con-
fusions of community practice,

THE GUIDE

This section briefly outlines the moin cate-
gories comprising the gnide to community
problem salving. It will be followed by s
more claboraie comunentsry that provides
further detail ahout each of the steps in the
process. In preparing n problem-solving

<
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glatement at (he outset of a project, the
practitioner uses this cominentary as a basis
fur deciding about what to include in the
initial analysis.

I. Preliminary Considerations

A practitioner starts gut by spelling out cer-
tuint givens in the intervention situation that
serve (o structure and shape further actions,
Intervention is typically casrded oul within
an Apency or organization that establishes
the ground rules and gives the worker an
assignment (whether specific or broadly
conceived) to implement. The sponsoring
ngency has o preexisting mission and for-
mulates the broad gosls that are to be aimed
for. Tt also typically has evolved prefer-
ences about stratepies and tactics, which
the proctitioner hos to toke into account.
Within the agency, [nctors of various kinds
color the work: specific decision mekers
who create policy, lines of suthority, norms
of operation, and programumatic structuges.
The practitioner, ns an emplayee of the
ngency, bringa to bear on the pssignment
personal motivations and capacities, which
intersect with the opporiunities that are pro-
vided in the orgnnizotional environment
and form a unique meld. Such faetors
should be made explicit at the outset as part
of designing a plan of action.

IE Problems

An enrly step in all practice entails & prob-
tem analysis and needs nssessment in arder
to provide a firm hasis for nction steps. Itis
imporiont to identify the type of problem,
its location geographically and socially in
the system, and its seope, and to dejermine
{hose who are affected by it. Past chenge
efforts should be clarified so that they ean
be built upon in an effective way. The proc-
litioner brings to the situstion only oue per-

spective among others; therefore it is useful
1o discern the perceptions of those who are
purticipants in the action or who will be
affected by it in one way or another.

i1, Social Context of the Problem

To pgain n meaningful undersinnding, the
problem ks to be examined in r sophisti-
cated way, What was the origin of the prob-
lem? Czn it be explained through some
theoretical perspective such as communica-
tion blocks, institutional racism, or inleror-
ginizatipnal conflict? What structures and
factiona either maintain or can potentially
allevinte it7 What nre the consequences of
tnldng action or failing to do so for diferent
elements in the community: Who gains and
who loses?

IV, Intended Beneficiavies

Who are the people or groups that stand
to gein from the interveniion? These can
be identified with respect 1o demographics,
spucial locetion, ethnic identity, econo-
mic and political standing, and so forth.
Cleayapes within the beneficinry group
should be described, as well es their reln-
tionships with various parts of the commu-~
nity system.

V. Gonls

The goals of various parties in the sit-
antion should be clarified, including
the beneficinry system, the agency, and
significant others, Besed on the overall
analysis, the practitioner needs to delin-
gate o set of professional preferred goals,
with an order of priority. These should
include task poals related to concrete
problems and process gosls related o
community competency and system
meintenance,

V1. Strotegy

[he prectitioner needs to go on to design
Put:ntinl strategies to address problem silu-
ations. A set of relevant tasks have to be

* Juid out nd an pction system conceived

that ia made up of purticipants and ullies. In
eddition, it Is important to idenlify people
ond forces who will interfere with or resist

* (he sclion plan. Needed resources and (heir

gynilnbility Bove to be assayed. In light of
this examination o prefered sirategy should
he cutlined.

'

VII. Tuctics

Tuctics comprise the mechanics of carrying
out o strategy. First there is the question of
entry—where o start and with whom? The
bepinning phase ulso entails the notion of
feverage-—what initinl actions give the best
chnnee of sustaining the strategy? There
exisls the important matter of determining
how to work interactively with the nction
system, Specific expectations have Lo be
formulated, including an informal “con-
tract”. hetween the proctitioner nnd those
moking np the action system. Some imple-
mentation steps include iraining and sup-
porting participants, scheduling nctiong over
time, using resources effectively, and deal-
ing with the opposition in appropriate ways.

VIIL Evaluaiion

Action in itself is not the essence of inter-
vention. Actions are caleulsted to bring
about beneficial outcomes. It is important
in thinking ahend to consider means
wherehy to examine resulls in order to
determine objectively and empirically
whether goals were achieved and to what

_extent. The pructitioner should indieste

how the effectiveness of the strategy will
be measured, os well ng the effectiveness
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of the tnctics. Cnly in this way will lesmn-
ing be derived concerning the vinbility of
various praclice options, Lhereby improv-
ing practice.

IX. Modification, Termination, or
Transfer of Action

Ag an intervention experience nears reselu-
tion {(as indicated (hrough evaluation), it
may be necessary to formulate new gonls
pnd strutegies in order (o move into a next
phase. On the other hand, it may be time for
the practitioner and agency Lo withdraw. In
{hat case certain termination nctions are
necessary, including preparing the nction
sysiem for the change. Concluding steps
muy involve ansferring responsibility to o
new agency, or institutionalizing the resulls
within ihe communily to insure the stability
of the change. It might be useful in doing o
problem-solving analysis (e look ghead and
devige o scenario that predicts potentinl
results and suggests terminal actions.

ELABORATIONS!

As purt of the efforl o increase the profes-
sional character of commanity organization
practice, we need [0 develop guidelines for
decision meling thot are grounded wpon
{ested peneralities. As our knowledge base
expnnds, it should be pessible to rely more
heavily on insights drawn from the social and
behaviorl sciences, The problem in basiog
decisions on lested knowledge is to find a
way to join the hodgepodge which is the real-
ity of community practice and the genaraliza-

IThe authar acknnwledges the contributions mnde
by his colleagues John L. Exlich nnd Juck Rethmon,
whose eritical comments ond suggestions were used
extensively in preparing (s supplement $o the pre-
cading guide.
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{ions derved from research, which necessar-
ily oversimplify, and select o few faclors
believed to be of overiding imporiance.

This problem is a difficult one for at
least two reasons. First, our knowledge of
what factors are most influentinl and their
effects upon matters of importance 1o the
practitioner, together with the various con-
dilions that affect such cunse and effect
relationslips, is very limited. Typicully, we
must be comtent wilth a combination of
prictice wisdom and partially lested theary
validated under conditions quite different
then those Faced by each practitioner. For
exnmple, conclusions about group behavior
are often based on laboratory data sather
than field stadies.

Second, even when Imowledge is very
full and based on rigorous study, there are
gerions problems in applying it. Scientific
knowledge is the Inowledge of probabili-
tics, of the chances that certain actions or
everits are likely to be followed by particu-
lar consequences. But even a high probabil-
ity of B being followed by A lenves room
for the possibility, in some minorily of
tustances, that A will not produce B, And
there are always newly emerging contin-
gencies, the effects of which are unlamown,
and relatively unique configurations of
events and conditions that were not antici-
pated In the resenrch sindies. Thus, even
under the best conditions, we must guard
agninst expecting too much from scientific
lnowledge in guiding practice decisions.

What doey the problem-solving guide
contribute to Lhis process? First, it sngpests
{he major types of information that must be
pbtained by the practitioner if he or she is 1o
reach informed decisions. Second, it offers
the outline of an interconnected set of frame-
works within which to collect this informa-
tion. It does not, however, provide
propositions or genernlizations to which
decisions must be referred; these comments

will suggest some ndditjonal sources we have
found useful for this purpose, The comments
are organized in the same order and under the
snme headings a5 the guide ahove. Wherever
possible we relate these comments to the
three modes of community orgenization
around which this book is organized.

I. PRELIMINARY CONSIDERATIONS

A, Summary of Assipnment

The practitioner provices n brief orientation
to the nature of the rssignment. If the guids
is used for training purposes, the insttuctor
may find this summary particularly ueeful.

B. Apency

The organization that sponsors the practl-

tioner's work is the agency referred to. Tla -
primary significance is in the possibilities it -

opens and the comslraints it places upon
practice.

Social nction is typieatly sponsored by
groups of like-minded people who feel gen-

erally oppressed by the wider saciely, are’

offended by particular governmental deci-
sions or social norms, or shore common
interests they believe can be achieved more

effectively throngh collective nciion. The - -

group is held topether by some comman
identity {sthnic or racial charaeteristics,
ideological ar cultural similarities, gonls, 2
piece of turf, a shared sense of being
oppressed by the larger society). While the
sponsor is likely to be homogencous in
some respecis, necessary funds may bs
generated by the group itself or may cotme
from outside sources which mny not fully
identify with the sponsor, its goals, or, par-
ticularly, its methods. This constitutes &
problem for some social action groups
because, ms they engnge in controversial
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pctivities, they may jeopardize their finan-
cial support. On the other hand, to the
extent they are homogeneous they are able
1o purstie their objectives single-mindedly,
without undue debate over ends and means.

Locality development may be spongored
by a nutional government, a5 in the cnse of
mmany commanity development programs in

" developing couniries or in industrialized

countries with groups of people isolated
fom modemization. In such cnses there
muy be conflict between the aims and val-
ues of the national gavernment and the peo-

" ple toward whom lecality development is

directed. Govemnmental sponsorship, how-
ever, may bring otherwise unavailable
regources to bear upon problems of wnder-
development. Tn other cases, locality devel-
opment is sponsored by groups who seek

' gelf-development, often at the initiative and
“with the continued nssistance of some out-

side group (American Friends Service

" Commitiee, 8 community development pro-

prom in a land-grant colege). Under these
canditions, considernble emphasis is placed

" ypon, represenling various segments of

local peopie nnd upon their voluntary
cheice of nims and Activities. Given the
diversity of people within n focality, prob-
lems oftern atise in finding consensus and in
sustaining motivation to work on common
problemas, but, because these are necessary,
the proproms chosen represent what local
people really wont and mey be more per-
munent than those imposed from outside.
Social planning may be sponsored by
governmend at verious levels or by private
urgenizations. Backed by constituted
anthorities or the socially or politically
elite, these ngencies tend to view their man-
dnte a5 deriving from the esieblished polid-
cal ‘process or from democralic procedures

* in which all citizens are gt least nominally

fiee 1o parlicipate. They typically focus on
Lrinpisy technien] skills to bear upon social
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problems snd are dependent upan the
sources of lepilimacy, so that they often
overlook the views of those who are the
presumed beneficinries or targets of their
plunning efforts. Insistent demands for
wider porticipetion may cresle operafing
problems for socisl plonning agencies. If
the ngencies can secure substontinl suppott,
both fAnancial nnd politieal, and highly
gualified specinlists, however, they may be
able to resolve social problems to a greater
degree than if suppori from those affected
by the plans were required ar fewer
resources were available,

The extent to which organizations sre
bureaucratized has a major impact upon the
kinds of tasks they can undertoke znd the
strategies and tactics available to the practi-
tioner. Organizatlons vary nat only in inter-
nal structure bt in relations with the social
environment. They emerge out of the needs
of porticular constituents, with whom they
have & varety of understandings about
goals nnd methods. As noted in the text
ubove, soclal action agencies are orientad
toward thelr members, while social plan-
ning rgencies are created by elites to con-
trol sociel problems experenced by
nonelites, Zald diseusses thiz with special
reference to faciors affecling the nutonomy
of the strategies available to the community
organization ngency (Article ##3). Rein and
Morris discuss the effects of the planning
orghnization’s goals and stencture upon the
strategies it employs (13, pp. 127-45).

Parentheticully, it should be noted that
formal organizations mny be important 1o
the practitioner not only as sponsors of
action but ag nllies in 2 joint effort or as ter-
geis of stratepy.

C. Practitivner

The practitioner's activities can be ann-
lyzed from lwo perspectives. The first,
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which examines the practitioner’s motiva-
tian, capacity, and oppogtunity, was devel-
pped by fnenlty members at the University
of Chicago's School of Social Service
Administration (14), This perspective raises
three general guestions: (1) To what extent
do the personnl and professional gosls of
practitioners coincide, reinforce, compele, or
eonflict with the gonls of those (hey are try-
ing to help and with thase of the sponsaring
ngency? (2) Does the practitioner have the
basic gqualities of intelligence, whility to
cmpnttize with others, a sense of personal
identity, and the specint skills and lnowl-
edpe necessary to operate eifectively in a
particuler community orpanization assign-
ment? (3) Does the practitioner have the sup-
port of the ngency, the human and finaneial
resources that are necessary to do the job
with a reasonable expectation of elfective
performance? If there are impediments in the
gituntion, what, if anything, can be done to
correct them? Ronald Lippitt and his collab-
orators give attention to some of these gues-
tions {9, pp. 92-99).

The motivation, capocity, and opportu-
nity required will vory with the type of
practice and the natre of the spopsoring
npency. For exnmple, the practilioner’s ide-
ologicsl predilections and world view will
affect the motivation to work for various
types of agencies and the willingness to use
different sirategies and tactics, Skills in
working with different kinds of people
(poor people, local elite) and in using vari-
ous techniques (making populntion projec-
tions, teaching peeple how to handle
wnfamilinr situations) effect the cupacity to
worlc in different settings. The types and
amounts of resources needed for effective
practice vary for agencies with various
scopes, goals, and atrategies.

Role theory provides perhnps an even
more useful perspective for analyzing the
practitioner's work. The ambiguity and

conflict in role definitions by various per-
sons wilh whom the practitioner interncts,
the discontinuity between the various roles
gne plays currently and between past
and present roles, and the personal
gtrain involved in learning 8 new role and
coping with the problems inherent in role
ambiguity, conflict, and discontinuity must
be taken into account in undeestanding the
practitioner’s behavior and decisions
(22, pp- 17-50; 8, pp- 91-126).

II. PROBLEMS

This section of the guide directs the com-
munity organizition prectitioner'a atten-
tion to an analysis of the difficulties he or
she is trying to remedy. The problems of
concern are ustally socinl rather than per-
sonal, affecting a substantial portion of the
people served and out of harmany with
their preferences. They may be substontive
in character, i.e., problems such a8 mentnl
ilineass, insufficient housing, or delin-
quency, or they may involve process,
affecting the way the soclety, the commu-
nity, and its institutions ore organized, for-
mally or informally, for dealing with
social problems. Often the two are closely
comnected as, for example, when it ia
pssumed that the negative renction Lo the
mentally ill stems from the lack of com-
munity-hased institutions for dealing with
them—well-organized family care homes,
recreation programs, emergency services
for coping with personal life crises, ete,
Commuoity practitioners are typically
concemed with problems of both sub-
staiice and process.

At this point the guide calls for careful
observation and description. Explaining the
problem is reserved for the next gection.
‘The practitioner deseribes the kind of prob-
lem dealt with as clenrly ag possible, where

it is located, how widely it is distributed
wmong different kinds of people, and the
gegree to which one growp is affected in
comperison to anather. The practitioner
looks at past efforis to improve conditions,
who mada them, the extent of their suc-
cesses or failures, and the probable rensons
for these outcomes. He or she gives partic-
ular attention to differences in perceptions
of the problem among the sffected groups,

The varying ways in which the problem
ja perceived will be of particular impor-
tance. The agency, varions subgroups of the
client, ond the practitioner may all see the
problem o lttle differently nnd (hus favor
different solutions.

In the context of social nction, the prob-
lem typically will be viewed as one of
gocial injustice—an oppressed minority
not receiving its Iair share of political, eco-
nomic, and educationsl resources, o group
that has heen deprived of some beneflt or
has had some socigl cost inflicted npon it,
ura group seeking some benefit for itself at
the expense of others for reasons it consid-
ers justified, Of increasing importance
recently, many negatively regarded groups
seek improved status and respect.

In a locality development context, the
problem often will b defined as a failure to
modarmize, to develop the necessary capitat
und skills to focilitate industrinlization at an
uppropriate rate or to build the necessary
gervices (“infrastructure”) needed to sup-
port an urbanizing population. The problem
may be regarded 2s opposition to change
(strong traditional or new but counterpro-
ductive forms of social organization),
enomie (languishing socinl organization),
or loss of loeal outonomy (en organized
community losing control to nntionsl bust-
ness, philanthropic, end governmential
institutions). A normative view held by
sume community developers is that the
problem stems from the failure of local
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democracy, the lack of concern nbout and a
sense of responsibility for local problems.
Social planning agencies lend to define
the problem as one or more fairly discrete
social problems (mental illness, crime and
delinguency, poverty, poorly organized ser-
vices) for which they seek various technienl
golutions. The problems with which socinl
planners desl are seen us forms of deviant
behnvior or social disorganization. Deviant
behavior, such as mental Hlness, delin-
quency, or child abuse, i& at variance with
prescriptions for perticular socinl roles.
Merion makes a useful distinction between
two types of devinnt behavior, noncon-
formist and aberrant, which is particularly
approprigle in the light of unrest smong
women minority groups, gays and students
(10, pp. 80B8-11). The nonconformist
gnnpunces his or her deviant behavior,
chullenges the legitimacy of rejected social
norms, tries to change norms regarded as
illegitimate, and calls upon higher socisl
volues 8s justification for octions.
Conventional members of society recog-
nize that the noneonformist is dissenting for
disinterested reasons. In contrast, the aber-
rant individual hides his or lier acts from
public view, does not chnllenge the leiti-
macy of broken norms, iries to cscape
detection and punishment, and serves per-
sonal interests through aberrant behavior.
Socinl action groups of oppressed peo-
ple mny define their behavior as noncon-
formist and seek responses from the rest of
gociety that first confirm this definition and
uftimately redefine the behavior, prompting
the nonconformity ns ncceptable rather than
deviant. For example, hose seeking abor-
tion law refomm, acceptance of homosexual
preferences, or equality in job upportunities
may use nonconformist means to secure
redefinitions of abortion, homosexual
hehavior, ond equel employment opportuni-
ties as nondeviant. Sccinl planners may
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agsist them through legitimate (“con-
formist") means that are possible within the
context of their work—deafting legislntion,
tnking matters to court, enlisting the support
of community leaders, and so lorth. Social
planners may also participate in efforts Lo
redeline the behavior of some deviants who,
by this definition, are ahemront but whose
crimes are trivial and are not regarded ng
morally reprehensible, or as victimless, The
smoling of marijuana in moderation may
incressingly be regarded as o trivial offense
at best or o victimless erime at worse. Those
who engape in drug nbuse, prostitution,
grmbling, and homosexuality are often hurt-
ing no ane but themselves. Even where
hehavior esnnot be redefined a8 acceptuble,
social planners may assist in relieving exac-
erbnting responses, through plans for bail
reform and community care for the mentally
ill, for example. Finally, planning services to
modify the behavior of deviants, using new
teckiniques such as behavioral modifieation,
will continue to be useful for & number of
forms of deviant behavior.

Other socinl problems are regarded as
symptoms of socinl disorganizetion, not
necessarily involving deviations from pre-
scribed nomms but rather reflecting incom-
patibilities hetween various parts of o social
system, such ng different rates of change
(lor example, technology changes more
rapidly than social values). Poverty, hous-
ing shortages, water pollution, unemploy-
ment, and racial discrimination are often
regnrded ns examtples of social disorganiza-
tiop that constilute socinl problems social
planners seek to solve.

Leenlity development practitioners typi-
cally view social problems from this stund-
point, focussing on thoge that retard the
maintenance or enhancement of a society or
community (sharply incrensing birth rates,
general apathy, lack of entrepreneurini
glillg, or a failurc of leadership). They are

also coneerned with the inability of a local-
ity to obtain resources or achieve results
from self-help efforis,

Another way of looking at social prob.
lems is offered by Amold Rose {15, pp,
189-99), who defines two perspectives,
One, which we will call “disjunctive the-
ory,” regards social problems s arising
from different meanings being attached to
objects that form the context of sacial inter-
action or from different values being
assigned to the behaviors displayed in refa-
tion to those objects. Marijuana (an object)
is regarded by some 53 & potenlinlly donger-
ous mind-altering drug and by others ns a
means to a plensant “high.” The smoking of
marijuane (behavior in relation to the
abject) is disvalued by some and enjoyed by
others. Poverty in the United States today (2
get of objects or conditions) is regarded by
some as an unfortunate but {nevitable by-
wroduct of the free enterprise system and by
others as & needless hardship inflicted upom
substantisl (though decreasing) numbers of
people by the economic system. Living in
poverty (behavior in relation to that condi-
tion) is regarded as svoidsble and remedia-
ble by individual effort or as essentislly
iremediable "tough uck” by some and as
unnecessary deprivation remedinble by col-
lective effort by others. In cach case, the
problem is regarded ag arising from lack of
ggteement on meanings, values, or both.

The disjunctive theory is often held, at
least implicitly, by those practicing locality
development and leads to emphasis upon
the sociglization process, educotion, and
communication. If meanings attached to the
same objects differ, efforta can be made to
give peaple "the facts” so that incrensingly
meanings can be shared. If values assoti-
ated with particular behaviors conflict, com-
munication between those who disagres

may ultimately lead to & greater degres of

CONSCNEUS.

The other perspective Rose ealls “con-
fiict theory.” From thiz point of view, social
prublams are the product of competition for
scarce Tesources (wealth, prestige, power)
which results in painful sirugples over their
digtribution, with spme being dissatisfied at
the ouicome,

Conflict theory assumes that values are
held in common, that is, most people want
the same things and will fight over {leir
digiribution, while digjunctive theory
pssumes that social problems arise from
wanting different things or defining the
game things in different ways. Thosa
engaged in socinl action tend to regard
social problems from the perspective of
conflict theory, Although these practition-
ers may ogtee that some secondary grounds
for conflict may arise from different mean-
ings being ntiached to the snmo events (for
cxample, the lnck of o common understand.
Ing about the “facts” of poverty), they argue
that the basic problem is one of maldistrib-
ution {of jobs or income). Socisl action
practitioners try to solve social problems by

. mobilizing power to induce a redistribution
-of 1hé valued objects in favor of their con-

stituents or intended beneficiaries. .

il SOCIAL CONTEXT OF THE
FROBLEM

A. Origina

The practitioner must toke care to interpret
the origins of & problem. He or she may
vnderstand how a problem come to be by
exumining its origing, but cannot thereby
cxplain ity persistence. Conditions that

“brought whout n problem originally often

fade, so that present conditions ean only he

. .. ekplained by reference to factors cumently

Operaling, The practitioner must search for
tontemporary conditions that are cawsally
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connected with the problem and ty to
change them.

An effort should he made to understand
the historical roots of the problem, partic-
ulnrly if there is a lonpg or significant his-
tory affecting the present state of affnirs.
Coleman disciisses what he calls residues
of orgenization and sentiment that build np
ag people interact in community life and
may take the form of collahorative pat-
terng, expresged in lateat or manifest
forma of socinl organization or in orge-
nized cleavages such ps those between
rival politicn] parties or ethnic groups.
They may also be expressed in zentiments
of liking and respect or of hostility (4,
pp. 670-95).

B. Theory of the Problem

It is at this point in the analysis that atten-
tion is directed toward & search for control-
ling factors. Assuming that mast problems
are sustained by a wide variety of factors
and that some are more influential than oth-
ers, the practitioner’s tagk ig two-fold: First,
one must locale factors that have n major
effect on Lhe problem to be correcied.
Second, one must choose problems one can
rensonably expect lo infiuence, given the
time, money, personnel and other resonrees
at one's disposal.

In many social aclion conlexts, the
problem will be understeod as some form
of conflict between “haves" and “have-
nots.” But grealer specificity is required.
Which particular interests are pitted
sgninst one another? What are the dynom-
ics of the conflict? Are there any aspects
of the problem or any facts that do nol
seem to fit into o conflict perspective?
What are the implications for interven-
tion? In many cuses of locality develop-
ment, the problem will be regarded as
arising from barriers to communicntion or
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different rates of change, i.e., some form
of disjunction or socisl disorganization.
But it is important which specific theory
or set of theories is selected, for this will
exercise an important influence on strate-
gies und tactics chosen. Most practitioners
engaged in social planning will consider
alternative theories explaining varlous
socinl problems they are charped with
amelioroting. But, again, the apecific the-
ory chosen is of great importance in shap-
ing the action tmken. If, for example,
lower-clnss male delinguency is con-
ceived of as arising from a lack of lepiti-
mate opportunities for success in
American society, efforts will be made to
expand those opportunities. If, on the
other hand, delinquency is thought to
arise from paychological problems or
parental rejection, efforts will be directed
townrd various forms of counseling or the
strengthening or substitution of parenta]
relations, Or, if the labeling of youngsters
ag delinguent and the consequent prooess-
ing through the eriminnl justice systsm
ara thought to be responsible for the per-
petuntion of delinguent behavior, efforts
will be made lo decriminalize certain
behavior and handle young people who
transgress social norms outside the crimi-
nal justice syatem.

Unfortunntely, the explanation of the
problem chosen. by (or more typically
implicit in the behavior of) the practitioner
is usually limited by the ideclogy and val-
ues of the employing orgenization or the
practitioner, ‘The practitioner  should
explore his or her own preconceptions and
those of the employer to determine what
limits such preconceptions place on the
choice of an explanation for the problem.
However the Ltheory of the problem arises,
whetlicr it is implicit in various predispos-
ing values or is more mticnally develeped,
it will have a major influence on the goals

and strategies cliosen for dealing with the
problenw.

C. Structural-Functional Analysis
of the Problem

The practitioner bepins with an assessment
of available “theories of the problem.” One
selects the most relinble theories, and
within them the factors thot are both potent
and potentially controlluble. The next step
is careful observation of the particular
social problem in its context, collecting
informalion within the framework of the
theories and hypotheses selected earlier.
The outline suggests that both the impact of
vorious factors on the socinl problem in
question and the effect of the problem on
these factors be assessed. For example, we
might identify particular social strrctures
(schools, employers) that systematically
deny opportunities to persons of lower
socioeconomic or ethnic minoety status,
thus creating discontent, delinquent behav-
ior, und 5o forth, We might then show the
impact of such belinvior on schonls, ethnic
minorities, and o forth, emphasizing the
differentinl effects on various groups, This,
of course, has implications for which
proups, individuals, or organizations may
be recruited into organized efforts to allevi-
ate the problems.

Two useful terms in this section of the
commentary ore functional and dysfunc-
tional: The functionnl conseguences of
action strengthen and unify social systems;
dysfunctional consequences produce com-
flict or threaten disruption of existing social
patterns. However, these terms should not
be confused with “good” and “bad.”
Functional congequences can perpetuate
what is, from the practitioner’s perspective,
an undesirable system, such ns paitens of
racial discrimination in houging and

employment. Likewise, dysfunctionnl con-
sequences may be exactly what the practi-
tioner desires. For exanple, the enrly
sit-fns, In addition to disrupting preexisting
patterns of race relations, tended to enbiance
the self-estesm of biack people and provide
experience in contentions organized action,

IV. INTENDED BENEFICIARIES

The “client” is defined as the intended ben-
eficiary of the practitioner's activities. It
may be & group of people, n formal organi-
zalion, or o population category. Clients can
be analyzed in terms similar to other forms
of socinl nrganizotion. Some of the factors
that may be most important are outlined in
the guide. The major implicaticn of this sec-
tion is that the beneficiaries must be identi-
fied and understood both in their context,
Le., their relations to other aocial phenom-
eng, and in their internal structure, We must
also be sensitive to changes that have taken
place in the proup and the reasons for them.

The definition of intended beneficiaries
forees the practitioner to be clear obout
whom lie or she is trying to help and to dif-
ferentinte them from others who are
regarded in more instrumental terms, ‘There
wns a time when it was conventional for the
community organizer to say that the client is
the community. This rhetoric tends to hide
the: fact that particular nctions may benefit
some, harm others, and have little effect on
still others. The supgested definition makes
the practitioner consider whose interests
will be sacrificed last if decisions must be
made requiring that someone puy 4 price. Tt
also demands thet the practitioner consider
how much io expect others to “pay” for the
suke of the inlended beneficiaries and
decide whether the price is justifinhle.

If they are & group of individuals with
Strongly held common interests that can be
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rather precisely defined, the practitioner
will have little difficulty in knowing what
benefits 1o work for on their behalf, On the
ather hand, one is likely to have difficulty
in gnining alties rnd support for the group.
If they are a helerogensous group with
common interests that éan be defined only
at the most general level, the practitioner
probably will have trouble in defining pre-
cisely what to aim for. The chances of
alienating some faction of te clientele are
increased, but the group is likely to be
much more inclusive, and thus the practi-
tioner will have less difficulty in paining
needed outside support.

As Rothman notes {Article #1), the ben-
eficiary proup is viewed differently in the
several contexts of practice. In locolity
development, they are cillzens and partici-
ponts in local problem solving. In social
planuing, they are consumers and recipients
of services. In social action they are victims
of oppression nnd employers or con-
stituents of the practitioner,

The kind of beneficinries one is nble to
serve js limited, in important ways, by the
type of organization thot employs one, That
is, it iy most difficult for o practitioner to
give primocy to the interesta of a group that
is not the primary beneficiary of his or her
employer. Blau and Scott have developed o
typology of orgrnizations based on the iden-
tity of the groups that are the primary bene-
ficinries of organizations (2, pp. 42-57). The
main implication for practice is (hat the prac-
titioner experiences grave difficulties in
making clients out of groups other than those
that are naturally the primacy beneficiaries

" of the type of organization employing him.

For example, the primary beneficiary of a
mutwal benefit association s its members. IF
practitioners employed by, say, o labor union
define some nonmembers as the client—per-
haps the people living in an impoverished
neighborhood-—they are likely 10 run Into
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difficulties with members who resent the
diversion of their dues for purposes nof
directly related to their welfare. Community
practitioners employed by such ngencies as
public assistance bureaus sometimes expeti-
ence difficulties when they eclect poals with
which te public is out of sympathy. Part of
the reason for these difficulties is o fnilure lo
recognize the tue character of such socisl
gservice apgencies as comumonwenl organiza-
tions whase prime beneficiary is the general
citizen instead of, ng commonly believed,
service orpanizntions whose primary benefi-
ciary is the clientele.

V. GOALS

At some paint in his or ker worle, the procti-
lioer must define as clearly a8 possible the
purticular goals to he nehieved with the ben-
eficinry, Leck of clarity may lead to goal dis-
pincement, ie., the unintended replacement
of goals by new, often unrecognized objec-
tives. Under some conditions—when the sit-
uation is very unstable, when thers is little
experience o guide gction, or when knowi-
erge of mims would help those opposed to
them—il may be necessary 10 be vague in
public statements or (0 move townrd ponl
definition through a process of successive
approximation. Many other fnctom also lead
to goal displacement—insufficient resources
lo pursue multiple gosls, factionnl differ-
enices in jnterests, procedures which come i0
be valued by those who benefit from them,
and so forth. Precise goal definition is one
defense against poal displacement, however,
wd provides some criterin agninst which
resulls can be measured. Resistance to goal
displacement should nat be used 85 an excuse
to nvaid adopling new gonls when old ones
hove heen achieved or are no longer appec-
priate, or new resources muke it possihle to

add goals.

The practitioner must take into accobnt
not only his or her personal objective but
glso the views of the sponsoring organize-
tign, the participants, and other groups
whose support is needed or whose resia-
tance ar ohjections must be anticipated. It is
not necessary to accommodate the inlerests
of the opposition or of those who are
largely indifferent to or unaffected by the
action, but one must do o for those whose
cooperation, whether a3 sctive collaborn-
tion or passive awareness and the sbsence
of hindering responees, one mmst have.
Those whose interests must be taken into
pccount if the practitioner is to achieve bhis
or her objectives are called the “action 8ys-
tem.” (This term is used in the guide under
the heading "Strategy.”)

As supgested abave, various groups
have different goals, nttach varying impor-
tance to partienlar goals, and hove contrast-
ing sets of prierities. Factions within
graups moy also differ In these ways. In
taking these differences into account, the
proctitioner may decide on n strategy of
“yomething for everyone,” or may begin
with one easily achieved goal of frirly high
jmporiance to ol elements in prder to huild
confidence in the organization's capubility.
One may develop some other rationale for
gelecting goals, bul information ahout the
relative priorities and salience of the poals
of different fnctions is essential to a res-
goned decision (11, pp. 23-31).

Social problems may reside in a group’s
relations with its environment (inadequate
palice pratection or wnresponsive public
officials} or nmong its members {uncoordi-
nated activities, low morale, lack of com-
imitment), Gouls are of twa parallel kinds.
For example, n welfare council may appenl
for additional public funds for a child care
venter or {ry 1o develop support for a humen
relntions commission. These are commondy
referred to in the literature as “tosk goals."

Other goals affect the maintenance and
enhancement of the organization (resolving
destructive fectional rivalry or transforming
member apathy into involvement and com-
mitment). These are called "process goals."”
In peneral, both types of gosls must be
served, but at partienlar times one {ype may
]ilﬂ more important then another. At one
time it was generally believed that the eom-
munity practitioner should pursve only
process gonls, that is, be concerned excluy-
sively with facilitating or “enabling” clients
to achieve seif-defined pgoals. Rothman
arpees persunsively that the practitioner
need not be limdted in this manner (18,
po. 24313

YL STRATEGY

.Pm:feut rationelity (or anything appronching
it} is unaltninable jin most practice situations.
Computer technology may ensble some (o
come a bit closer. But most of us muost, as
IHerbert Simen puts it, “satisfice’ rather than
‘maximize" the efficiency and effectiveness
of our decisions (20, p. xxv).

Hc.hwever. some praciitioners appronch
questicns of strategy with predetenmined
fnn‘nulus, agency fraditions, and little imag-
inntion. While it is not feasible to consider
every possibility and identify the sinple
best way to achieve objectives, it does ot
follow that one strategy is os pood o8 the
next. We ask the practitioner to consider at
!eu&t two good possibilities and exercise
Jjudgment in choosing the best one.

Perhaps more than any other netvity,
strategy development offers the practitioner
in oppertunity for creativity. In applying
the gnide, he or she sketches each strategy,
outlining the minimum tasks required to
achieve suceess; the necessary elementy of
l!le nction sysiemy; the tesistance (opposi-
lion), interdependence {entanglements),
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and interference (competition end indifer-

ence) forces that may be encountered; and

tl'{e plans to handle them (9, pp. 71-88)
Finally, the practitioner evaluates his o her
nblllll'_‘{ to earry them out and develops n
rationale for choosing between the vadous
sirategies being considered. As » peneral
approach to decision making this applies to
all types of practice, However, the relative
erflplmsis given to various {acties (resenrch
cl1ent. purticipation, confrontation witl;
organizations and thelr lenders) wi

with the model of practice used.) v e

To the extent that success depends upon

a correct theory of the problem and on
effective stratepy, success may be limited
by the choices parmitted by the elites or the
political process. Beeause socinl planning
s.Lrulcgiea normally depend upon the effec-
ll‘VE manipulation of large-senle bureaucra-
cies, sttccess may also depend hesvily on
v‘vhetller the strategy chosen can be effec-
tively administered. And finally, becsuse
those whose nctions are required for suc-
cess—the functionardes ond the torgets—
are not cighers but people with interests and
values that gnide what they will respend to
and what they will do, strotegies that
assume values about which there is little
consensus or whicl nssume o nonexistent
c‘nmmunity of interests are likely to enjoy
limited success,

) Some recent annlyses suggest that strate-
gies that operate as much as possible in a
way analogous to a competitive market sit-
uuttc?n are most Iikely to succeed. They
muaximize individunl choices and ollow
for individnal differences. They require a
n}inimnm of burganeratic complexity, espe-
c}nlly detailed rules and numerous fune-
tionaries (o enforce or monitor compliance.
It has been suggested that this is the reason
for the fmilure of such programs as
the War on Poverty, the success of Socinl
Security, and the potential of income main-
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tenance programs based on negative
income tax principles (7).

VIL TACTICS

Strategy shades imperceptibly into tactics.
The inspiration for much of this part of the
guide comes from Lippitt and his col-
leagues (9). Amang the guestions the prac-
titioner is asked to consider are: Whers is it
possible to gain f foothold in the targets? At
what point are efforts likely to he most
cifective? For example, the practitioner
mny hnve nccess to olher practlioners
working in low- or middle-echelon posi-
tions in a target orgenization. His or her
analysis, however, may lead to the conelu-
gion that, to achieve the objective, the prac-
titioner must gain access to the top
executive, One may, lherefore, bypass col-
ieagues in the torget orgenization and
approach a member of ane's bonrd with the
necessiry social and political contacts to
guin the enr of the target agency executive.

In ordet to avoid misunderstandings, it is
important for the practitioner lo commeni-
cate with key people in the action system
{thoze whose conperation is needed to catry
out the stratepy) ao that they may develop
common ideas about such things as defini-
tion of the problem, objectives, approaches,
foles ench participant will perform, and
amount of time each panicipant will com-
mit to the endeavor. The resulting set of
agresments is referred to as the contract,
Although the concept is borrowed from the
law, it does not imply legnl or even written
form. The expectations must be as clear and
unambiguons as possible, and all necessary
participnnts must understand and commit
themaselves to the terms of the contract,

In carrying the plan inlo sction, it may be
necessary to train and support puriicipants
wha feel more or less uncertain about what

they are doing. This is particularly relevant
for those who are inexperienced in the sart
of nclivities required by the coniract. The
timing of varions sctions mutst be carefuily
planned. Resources of several kinds mny
require difficult coordination—it may be
pecesgary to induce compeling profession-
ala to work together or to provide the press
with newsworthy events involving large
numbers of people so that politicians will
tuke the ncon system's demands seriously.
It is desirable to consider an “action-
renction-action pattern” borrowed from
Alingky (1). We refer to these patterns
when one group makes 8 move, intended to
elicit n response from an adversary, that
makes possible further nction to achieve
objectives that could not have been other-
wise wnderioken. For example, n group
might leak informnation to an adversary that
it plans a mossive disruption of the sdver-
snry's business. The expected response is
an offer to negotiste which, in tum, makes
it possible to obtain concessions favorable
o the proup that would not have been
secured by an initial request for negotia-
lions. Such tnctics depend on credibility; if
the adversary does nat believe that there is
a genuine threat, it is not likely o negotinte.
The practitioner should snticipate that
some form of opposition to the program
undertaken by the action system may emerge
and make plans to handle it. Under some cir-
cumstances, no such opposition  will
develop—organizing 0 council on sging or
applying for funds from the federal govern-
ment to mount programs for the nging
should arouse no controversy or opposition.
If insupmountable opposition cen be
expecled, however, plans should be changed
unless the practiioner is deliberntely trying
to heiphten awareness of impotence and
stimulate anger os a prelude to other, pechaps
stronger forms of action. If opposition is
inevitable, n variety of appronches is avail-

gble 1o cope with it in waya that mey further

. Ihe oction system’s objectives.

VIIL EVALUATION (3, 5, 6, 21, 24)

Eynluation should be an ongoing process.
Plans must be worked out for the collection
of informatlon from participants in the
uetion system regarding effectiveness with
vespect to both tasl and process ponis, This
muy be guite informal (setting aside & por-
tion of a meeting fo discuss “how we're
doing™) or much more rigorous {stondard-
jzed datn collection, written reports)
depending upen the size, complexity, and
other requirementa of the effort in which the
practitioner is engaged, The important thing

* {3 that assessment not be overlooked, for the

procens allows the practitioner and the orga-
nization to revise their program if activities
arg found to be less than satisfactory.

Practitipners often find annual or semi-
gnnual meetings good opportunities for tak-
ing stocle The resuits may be set forth in a
periodic report. There is & terdency at such
meetings to “put the best foot forward™ and
overlool difficulties in order to maintain or
enhance morsle, build financial Tesources,
and aveid offending those who have been
active in the organization. Ordinprily it is
hest to find ways lo say what may he the
unpleazant truth in a manner that minimizes
problems, For example, it is possible o
express grulimde for individual comtribu-
tions while celling attention to persistent
difficultics that axist “in spite of the best
efforts of everyone involved.”

IX. MODIFICATION, TERMINATION, OR
TRANSFER OF ACTION

Bvnluation of progenm and orpanizational
effectiveness may lead to any one of sav-
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eral conclusions. First, the practitioner may
conclude that the program is operating
much ns expected, is achieving ita intended
purposes, and should be continned.
Second, he or she may find that some
aspects are foulty, becanse of an erronequs
analysis of the situation, 8 poor strategy, or
particular nctions that were innpproprinte
ur poarly carded out. This conclusion
shonld lead 1o necesanry revisions. Third,
{he practitioner and those he or she is
working with may concluds that the pro-
gram hes served its purpose of, alterna-
tively, is hopelessly inept. In either cose,
the conclusion should be to discontinue
operations and the practitioner must plan
carefully for this. Finnlly, for a variety of
reasons the practitioner may be leaving the
job. Under these conditions, it is necessary
to arrange cither the transfer of profes-
stonn! responsibitittes to another practi-
tioner or the lermination of the program.

CONCLUSION

Thege comments suggest how the guide
muay be nsed end offer some additional ref-
prences which are intended to give it a
broader scope ond greater wiility. We hope
that practitioners will use the guide to
remind themselves of some of the maore
important fnctors they need to take into
aecotnt in planning their worle

Obviously the busy community practi-
tioner will be unable to utilize Fully the
annlysis suggested here in daily worl.
However, many of the steps in the problem-
solving process will become part of the pro-
fessionnl “equipment” le or she may apply,
perhaps less formally and less rigorously
but nonetheless effectively, in muoking day-
to-dny practice decisions. This is the hope
we have had in preparing the guide and
vsing it in teaching caommunity practice.
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NEEDS ASSESSMENT AND COMMUNITY DEVELOPMENT:
AN IDEOLOGICAL PERSPECTIVE

Commuaity development is a process
which, through conscionsness-raising, pro-
motes and uiilizes human resources, lead-
ing to the empowernment of individuals and
communities so that they can understand
and solve their problems and crente new
circumstances for their livelihood, As part
of this process, needs assessment may be
utilized ns a central method to facilitate the
modification of social systems so they
become more responsive 10 humnn needs.
At the individual level, community de-
velopment promotes psychological growth
and edhancement by channeling energies
into seli-help projects and through the gen-»
vine participation of individuals in those

decisions that affect their lives. The basic
nssumption that underlies this reasoning is
that most human beings can solve their
problems when they obtnin access to
rerources and crente aliermntives. The
emphasis is on their strengths and their
developmeut (Rappaport, 1977).
Awareness of problems and of change
possibilities is achieved by raising an indi-
vidual's eonsciousness from its corrent or
renl fevel Lo ils possible capacity, Real con-
sciousness is defined as an individual or
groups’ understanding of reality at n given
time. Possible consclousness i3 the maxi-
mum undersianding that can be achieved
by an individual or group sceording to its




268 / Strategies

malerial circumstances ot a given historicnl
ent {Goldman, 1970} .
mogonsc(iuusness-mising includes critical
judgment of situntions, the seurch fn'r
underlying causes of prob'lems and. their
consequernces, and an achve yole in the
ransformation  of pociety (Andnrl-ﬁg‘g,
1980). It is an awareness of human dignity
and is essentint in the cxplu.ratmn of the
relntionship between the 5c3c1n1 order and
human misery snd in the discovery uf_tl:e
ghortcomings inherent in. cn..u" sociely
(Fireire, 1974)- It facilitates n'idn‘nduul and
collective participotion in building B new
and less oppressive suciu‘l order, thus
affecting the general well-being of l?m pu}ia-
ulation by enhancing the r.elnuunsh P
between individuals and society. Needs
pesessment 18 yalunble in the ccmsclou's-
ness-raising process, because any social
movement should start from n[}d reqpund to
the felt needs of the population, 10 other
eir renl consciousness.
wugus;-nt?nunity development can foster
consciousneas-TRising through the involve-
ment of individoals in ch.nr.lg_c efforts.
Community development ncu.v.luas need o
e grounded ina specific pc.Jhucn‘l cnmm.;t—
ment (hat responds 1o the l1barn!10n of the
powerless groups of society, This does n?t
ignore the participation of the powerful u‘t
{he muintenance o change of the. presen
<ocinl order, It does, hawever, require a pr;r—
qonnl and professional cnrmt‘utr‘nent to the
oppressed hecnuse of the mission n‘E pre
vention—understanding pnd  relieving
uffering- )
hmg!:;;nry 1o gthis view, many social sei-
entists hove fostered the valve-free, apuh!;—
jcal, ond ahistorical character of Lh;lr
disciplines throughout several decil. <]
(Moscovic, 1972; Weimer, 1979 Zumga[i
1975). This position, whichl mniy hte referr&-:
to ug “the myth of neutrality,” distors the
real value-laden and political nature of the-

ory, methods, sad practices and thus serves
to alienate us fram uurselves‘ u.mfl others
(Ander-Bgg, 1973). 1t crentes divisions aad
distrust within our ronks and reslenminnt
fram those that participte B3 “gubjects or
recipients of our work, feeling us.et_l, mani-
pulated and misunderstood. Thus, it 15 neces-
sary lo examine this mylth wh1c3h has
resulted in the socinl scionces SEIVIng the
dominant groups of society.

The "myth of neutrality” hes rensons far
its existence. In some cAses it has been
sponsored by individuals wl}o clearly
believe in it, but in most cases, it hf{.‘i b.enn
pccepted inadvertently by sn‘cml smen‘usl.q.
One of the ways in which (his gocurs 18 by
considering objectivity and neutrality a9
gynonymaus and insepurfxble f:nnctj.pw
which are highly desirable in social scien-
tific endenvors.

Those (hat hold that neutrality and -

jeclivity must go together stnte‘t'hnt
‘s]:tj:iul Ectiinlists shounld not tn.kﬂ. puhtu:‘.nl
stances toward the object of ﬂfeu‘ stud}as
becouse this will hamper their r.esa.nr.ch
efforls (Myrdal, 1969)- To them objectivity
is defined as the capacity to stady fn.cls a8
they ccour, without adhering to previously

formed opinions and judgments‘ 1:111[1 with
the willingness to gbandon positions fhat

are proven frlse, inadequate, and unseh

foctory {Ander-BEE, 1977). Neutrality, :ils g
{nsepurabie counterpart, is de‘ﬁne.d a5 avil
ueless stonee before the objective Tentity

(Martf, Note 1).
1t is suid that if resenrct}er
txnd, they cannot be objective (M

1). This does not Ting true as both concepts

e different and clenrly disﬁx}gu?shuhliB
and while the pursuit of objectivity is desir

able nnd necessary, the search for neutrnlityz

is not only impossible, but unv‘b'arr;!lfliﬁ
QOhjectivity i desirable because itd :I :
tion implies the existence of r}cﬁm?d vale
and positions which one is willing
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change when an examination of reality
requires it Neutrality is impossible
because every activity lokes place in a
perticular palitical context.

If the political nature of the social sci-
ences i5 recognized and accepted then an
explicit definitlon of aocial scientists' val-
ues i3 necessery, It is our position that this
value stance must be characterized by a
commitment to (he disadvontaged and pow-
erless groups within a given society. This
gommitment is to the abandonment of a
spectnior role and the activation of & pro-
fessional's mind and art to the service of &
canse (Palau, Note 2}, This cause should be
the significant trensformation of inequities
in society which implies activism, rislk, ini-
tiative, and a willingness to fight for clearly
defined points of view.

To surmimarize, needs asseysment 18 an
integrol port of community development,
the process of consciousness-raising, It
implies a political commitment which
‘undermines the troditional view of & neutral
science and a finm commitment to the

¢ éxploited, underpriviteped and powerless
.. groups in society.

This paper will show that needs assess-

- ment is a political process that can be eon-
" ceplualized as a tool for the orpanization,

mobilization and consciousness-raising of
groups and communities. This implies (1)
that the diverse uses of needs sssessment
methods be placed on & continuum, rmng-
ing from the perpefustion of control mnd
the maintennnce of the social system to
the achievement of radicel social change;
(2) on emphosis on multiple techniques
of needs assessment (hat facilitote collec-
live activities, Jendership development,
gowih of orgenizational skills, and par-
Ueigation of community members in
Merventions within research (Irizarry &
Semrano, 1979); and (3) the belief that it is
eeanry 1o exnnine ideologies and values

as they influence objectives, the selection of
neetds assessment lechniques, intervention

stratepies, conceptual frameworks, nnd the
wiilization of obtained data,

NEEDS ASSESSMENT

Purpuose

Needs apsesament is pait of a process used
to plan social serviee programs (Pharis,
1976; Stegel, Attkisson, & Caohn, 1977), Tt
is used to determine the problems and goals
of the residents of s given community to
assurc that an intervention will respend to
the needs of the population that i5 being
aampled (Warheit, 1976).

The purposes that sustain the use of
needs assessment methodology can he
placed on a continuum (Table (4.1)
according to their political roles. Towards
the top of Table 14.1 ase purposes that {os-
ter system mainiepance and control;
towards the boilom are ones that promote
social change ond consciousness-ralsing,
Socinl system maintenance and conirol
efforts include those activities which are
carried out to maintain and/or strenpthen
the status quo. They also include first order
change efforts which alter some of the
weys in which the system functions but not
the ideology on which it is based
(Waoizlawick, Wenkland, & Fisch, 1974),
Radical, or second order, social change
efforts imply consciousness-raising and
structural and functionnl alterntions.

In consonence with these definitions, the
very boltom of the continuum shows needs
nssegsment as a mechanism vsed by com-
munity residents for participation and con-
trol in dectsion moking, Needs nssessment
becomes # techuique that facilitates second
order socinl change,

The very top of the continuum lists pur-
poses that foster system maintensnce and

Pise i o eI diRE i

i
i
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control, including those that are used ta

oltain ndditional funding for already citzlxl‘i:-
lished comumunily programs (Sie.gle i tim.l.
1677 5005 10 guaraniee thcf.u x:mmm.ut smli
In the middie of the continuuin, hu A
focusing on maintenance and con r( o
efforts, are included purposes such ag @
planning for decision making a.n}l Prng; u
evaluation (Murell, 1976); (b} gaimng 1:; i
tional input toward pegsannel rem['lu! sumﬂ:
{c) deseribing, mensurng and UnR ert n
g different aspects of curm'n{.m‘xn y g
{Siegel et al, 1977% (r%) de.le:rmlal E:Dfes_
.crepancies between n?sule.nls nnd pTima
sionnls’ points of view (Ronnd {Jm‘nm'
Strasser, & Vess, Note 33 as.ul (e) ohinl EE,
imowledge about community :resuurcea
15 to link these Lo ngency services. o
1n anslyzing this continunm it 13 impem
tant W notice that most needs nssess;ntis-
efforis are directed towards COnsuIer 88

faction nnd Bgency gurvival. These are

legitimate and n:ce.ssury.gm.ﬂsi hgv:av;;; 515
techunique development is limited 1 eae
goals, it will be incomplete and unsu.ui; .::-i
tory, Needs nssessment methodology, IT1L1S
{o respond (o 8 cnmm.itment to .the Iioate:
less nnd to the fostering l:.tf social cha gl,
must {8) emphasize te:.h.mques thnt'. smfn?i
or in combination, frcilitnte g‘l’ﬂupl{;g pnd
mobilizing people; (b) foster E(; eclt :
sotivities; {c} facilitate lc.ndersh}p eve (:i;r:e
ment; and (4) involve residents in th: :n e
regearch procesd. These c‘hm'ncten? 1;1 e
cagential so that the technigue con 180
cnnsciuusness-raising.

Categorization and Evnluation of
Techniques

Al present there i o great diversi.ry of nzzdi
ascessment techniques. In some ms.hmc -
is suggested thot diffarent lechmc!ueds >
combined focusing on diverse kinds

TABLE 14.1

Continuum ef Meeds Assessment Purposes
Purpase
Political Role —
Guorgates e economic survivel o

soryice profraina
Respond o jnserest gronp pressires
Provide servicel

Control Syster
Maintenance

required by conununities

Trogrim eyaluntion

Progrum plapaing
Public polisy deelston mnking

Measure, deseribe, wnid o
1ife styles

gpeinl Chanpe

ndzcstond commUniLY

Assess commenity resauTces 1o lessen
external dependency

Retum needs ngseqsmenl data Lo

foeilitate

restdents’ declsion muking
Pravide skill \ruining, leadership, nnd
Drgnnimlicmnl skills
Facillinte collective aetlvlites ond
proup mobilizetion

Facilitaie cnnsnlausncss-miu‘mg

interventions (Aponte, 1976; Pharis, 1976;
Siegel et al, 1977). Others auggest that only
ane techniue be used with one line of inter-
vention prefered (Clifford, Note 4; Evans,
Note 5; Zautra, Note 6). In order to respond
(o the ponls of organizotion, mobilization,
and consciousness-raising in communities,
the rmultiple technique approach is more
desirable since a more precise view of real-
ity is obtained. More data are gathered
which will vary quantitatively and gualitn-
tively, thus providing n thorough nppraisal
of community needs, Another reason for the
combined vse of technigues is that their lim-
itatfons and deficiencies can be balanced.
However, it is also important io study how
each individual technique contributes lo the
goul of preater mobilization.

Needs sssessment lechniques con be
grouped in (hree different categories defined
by the contact they provide between the
recesrcher and community residents. This
contact is extremely important ps it may be
used to foster collectivization, mobilization,
leadership -development, and resident
involvement (Ander-Bpg, 1980; Sungninett,
1981), characieristics that are essential {o a
new focus on needs assessment gonls.

No Contact with Participants,  In this cat-
egory, techniques permit no relationship
between the intervener and the participants.
These techniques are rates or percentages
under treatment, social indicaiors, social
aren analysis and dynamic modeling
{Kleemeir, Stephenson, & Isancs, Note 7;
Bell, 1976; Murell, 1976; Pharis, 1976).
In general terms, these methods Iry to
determine community needs by utilizing
gqualitative and quantitative data from sev-
eral sources, such as demographic records
and other socinl indicators. They are brsed
on the assamption that comununity needs
and problems that appenr in official statis-
tics are representative of community prob-
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lems, The major limitstion of the
“non-contact with the participant” tech-
niques lies in their sbsolute lack of direct
mabilization potential. Since the residents
are not involved in the needs nssessment
project—in fact, it can even happen withont
their knowledpe—their involvement in
social action afforts is not to be expected.

Contact with the Agency or Community.
The “contact with the agency or commu-
nity" caotegory includes observation
(Ander-Egg, 1978}, service provider
assessment (Kelly, Note 8), ey informants
(Pharis, 1976}, behavioral census (Murell,
1976), surveys (Clifford, Nots 4; O'Brien,
Note 9), nominal groups (Delbecg, Van de
Ven, & Gustoffsen, 1976), and community
forums (Kleemeir et al., Note 7) emong
other technigues. The interaction {hat these
techniques nllow for takes place basically
through three menns: olsecvations, inter-
views, and group mestings. ]

Ohservation facilitates interaction by the
observer's mere presence in e sewing
Interviewers interact individually and in
gronps with community residents, service
providers, er other key informnonts to directly
obtain date. This interaction tokes ploce
openly, as in community forums, orin a more
controlled manner, as in nominal groups.

Key informants, nominal groups, com-
munity forums, and surveys respond (o the
goals of mobilization and cousciousness-
raising in the community. The first three
techniques encourage community input by
eliciting residents’ discussions and intro-
spections shout the collective nature of
their problems and needs. They serve to
strengthen communication networks in the
community and they facilitate the process
of progrmin planning. Survey technigues
share some of these gualities if the survey
is constructed, cocrdinated, and adminis-
tered by communily members. This process
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generates great involvement and knowledge
and the ready acceptance of resuls by the
rest of the community (Sanguinetti, 1981).

The nominal group technique has these,
and other, advantages, Becnuse of the stric-
tured nature of ity process (Delbecq et al,,
1976), it {1) maoximizes the amount,
diversity, and quality of the problemns and
allernatives proposed; (2) inhibits the con-
trol of the group by o few vocol persons
(Siegel et al., 1977); (3) allows conflicting
opinions to be tolernted; (4) fosters crentiv-
ity; (5) faeilitates attention to the contribu-
tions of marginal group members; and (6}
emphnsizes the role of needs agsessment as
the basis for program crestion and plan-
ning, These four lechniques have the high-
est mobilization potential.

Combined Technigues, This category in-
cludes convergent aualysis (Bell, 1976},
community impressions {Siegel et ol., 1977),
community meetings/surveys (Kleemeir et
al,, Note 7), and others. Convergent analysis
technigues include techniquea of service uti-
lizntion, social indienters, and surveys. Each
technique is used with a specific objective in

Criterin to Judge the Adequacy
of Technigues

Given the diversity of techniques, it is nec-
essary to develop specific foctors or criterin
that should be considered in judging the
sdequacy of o technique, Some authors
hove examined this issue and have pro-
posed criterin for the selection of tech-
niques. These criterin include; the nature of
the problem, the skills of both tha
tesearcher and the participants, available
resources (Lengue of Californin Cities,
1979), representativeness, the specificity
required of the information (Muretl, 1976},
and the amount of political rsk that the
sponsoring proup desires to tolerats
{Aponte, 1876),

Although all these criterin are useful,
ndditional criterin should be considered if
the needs assessment effort is 1o contribute
to community orgenization and mobiliza-
tion. These criteria are presented in Table
14,2 nnd contrasted with more traditional
views, The following dimensions nra used
ps a guoideline for this comparison: the
goals, sources, conlent, and processes of
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TABLE 14.2

Suggested Criterin to Bvaluste the Adequacy of Meeds Assessment Technigues

Criterin
pimenstons of
Needs Assessment Criterin That Tradltlonsl
Prucess Faster Mobilization Critetin
Qotls nf Pravention and Treatment
Assessment promotion
Awereness of collectve Individunl focus
nntre of neads
Encournpe ecllective Fosler dependeney an
oetion external resousces
Saurce of Comraunity resldents Serviee providess
Input Murginal groups Total popuistion
Content of AR peeeeived needs Assessment of
Asgesmnent Tnizmal community needed services
res0aICes
Processes of Facllitate cormmunity Ascessment carrisd

invovement ond
control of process

PFacllitatz face o
fnce interaction
hetwezn intervener
researcher ond
pogticipants

Asgessment

Dats belong in
pottieipants

Plarning nnd collective

out by “experts”

Lzck of committnity
perileipation

Imernetion highly
controlled by acientific
standards

Data coftestion nnd
future pisnning
controitzd by ugencie

mind ond it is expected hat, overnll, the the assegsment. nctlon eorried ont by
information offered by the technigues should A major distinction between the two asets L‘:;;:Fp":;"—"em'm and

pive on estimnte of those persons whose
needs are not being satisfied.

Commuoity impressions and community
meetings/surveys have several common ele-
ments, The former include the lechniques of
key informanis, data revision, and commu-
nity forum, The latier includes the first two
steps in nddition lo a survey, allowing the
data to be validated nnd pennitiing addi-
tional verbal input from padicipants.
Although all these technigues require o lot of
cneipy and effort, they ore the best nlterna-
tive in the needs nssessment process because
they combine high mobilization potential
with the more traditionnl criterda of repre-
sentativeness, validity, and reliability.

of criteria is their poals, One set emphasizes
prevention and promotion sod the aware-
niess of the collective nature of needs, The
other works from n remedial perspeclive
which focuses on the individual and on fos-
lering dependency on external resources.
The {mpact of these differences is most
noticetble in the assessment process since &
callective focus requires a collective inter-
vention and an individual focus does not.
An evalualion of previcusly mentioned
techniques according to the communily
organization and mobilization criterin
appears in Table 14.3. As can be seen, key
informants, surveys, nominal groups und
communily forums are the most ndequate

techniques, It iy important to stress, how-
ever, that no single lechnique can be secn as
valid for all times and circurnstances; there-
fore, they shouid be tnilored to the particu-
Iar situation in which the needs sssessment
is conducted.

NEEDS ASSESSMENT AND
COMMUNITY DEVELOPMENT

Irizarry and Serrano (1979) have developed
a2 model, Intervention within Research,
which integrates needs ussessment into a

community development approach. It uses
needs assessment s its methodological
foundation and the concept of problemali-
zntion ns iis ideological guideline (Freire,
1974). Problematization, our travslation for
the term problematizacidn, refers to the
process whereby consciousness-Taising
tnkes place. If the lntter iz seen ns the goul,
then problematization involves the different
strategies whereby it can be achieved.

‘The model conceptualizes the processes
of intervention and research as simultaneous
and interdependent. It plso nssumes that all
phases of the model should be permeated
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TABLE 14.3
Evaluatlan of Meeds Assessment Technigues According 1o Their Potential for Mobilization
Orgenization and Consciusaess-Rafsing

"Technigues

g u B2
elf |2 Bl s By
HEE |H |28 Ea E g 2|8 5[5 g
BHlss 2 555858 5 us| B 2ElEaEa5
Crilerin BE58 &8 (B3E5|Rs| 4 (9a| & (282 AR AL
Obitatns information fiom
community residents X X | X X
Chtains information fram
marginnl groups X X XX X
Achieves change in services
provided X X|x[X |Xx|X|X|X
Facllitates identifying o wide
mnge of nects XX (X X XX
Fucilltntes develupment of
intemnnd respurces X|X | X X|X
Contrel of information
by residents X|X X[ X|X | X XX
Oriented toward preventicn X XX
Callectlve view ol problemna X | X
Cosmitment to cosidents’
participation in peneral X | X
Commitment 10 resldents’
pticipation in resenech X XX
a. datn eollection X XX
b. lnstrument censtrecling X X|x X
e, data annlysis X Xtx X
d. datn retumas X | X X
Fosters relationship between
residents ood intervener XX | X X
. more lins together XX | X X
b. dialogue XX | X X
Facililate collective sctivities X | X X
n. WO Or HOIE PErsons XX
b, two or moe persons regrming
common problems XX
¢, ndding the discussien of
pussible solutions XlX
X [X

d. inltiste collective nctlon
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with explicit ideolopical inputs that Iead to
consclonsness-raising.

The objectives suggested for this model
include: {1} the creation of collective
afforts to solve community problems ns
defined by community residents; (2) the
pchicvement of individual and group partic-
jpation in the nnalysis of social reality; (3)
the creation of gruss-roots organizations;
and (4) the development of political slkdills
gmong porticipents, rtesulting in their
increased involvement in public nffairs.

The model includes four phases. The first
phase, familinrization with the community,
includes a review aof all written and statisti-
enl materinl Tepaeding the community, and
several visits to he same. This approach pro-
vides knowledge regarding the community's
history, its structures, and the processes
which facilitate the intervener’s entry inlo
the community. It should emphaesize the
early identification of key persons in the
conumunity through informal communica-
tion or throngh more strictured means.

The second phase, which arises [rom a
later revision of Lhe original model (Maortf,
Note 1), is characterized by the creation of
a core group that must be composed of both
key community persona and interveners.
This core group has planning, coordination,
and evaluation responsibilities throughout
the entire process of intervention within
resenrch.

The creation of this core group has pos-
itive psychelogical nod operalive repercus-
sions, Since the group is formed with com-
munity people, a more effective dinlogue
con take pince. Tt is also possible to incresse
their commitment and guarantee the
group’s continuance in this way. In addi-
tion, the key person can ncquire skills
through modeling or training that will be
ugeful 1o future community work. '

One of the most important tnsks of this
gronp is (he direction and coordination of

the needs nssessment. Thia beging with the
core group taking an active role in evaluat-
ing the relevance of the different needs
sssessment lechniques to their particular
community. The group’s next step is the
consideration of alternative sctions to
develop an effective propaganda compaign
to inform residents of the needs pssess-
ment, In this effort it is essentinl to obtain
the support of other organized groups in
the community.

The core group should direct the needs
nssessment process per se s well as the
process of retuming ihe analyzed daia (o
community residents. This can be done
through letters, individual visits, group
meetings, or community assemblics, The
method used will be determined by the
needs mssessment technique previously
used, by the number of participants it
entailed, and by the number of human
yesources ovailable. The data should be
returned promptly and should be explained
in simpie terms.

The third phase, formation of task
groups, includes group nclivitics sup-
pested by the needs nssessment. In this
plhase, short- ond long-term goals arc
defined and further action plans devel- -
oped. To carry oul these activities on orga-
nizational structure must be created. It is
guggested that for this purpose a general
eommunity meeting should be held where
task proups ore formed around the needs
nssessment priorilies. This general meet-
ing should be planned snd conducted by
all perticipants with the support and guid-
ance of the core group.

In addition to the task groups, warkshops
and other social, cultuml, educational, and
recreationnt activities must be fostered.
Workshops should concentrate on the
development of skills su #5 o help comnu-
nily groups deal effectively wilh outside
forces that rally sgainst (heir efforts. Some
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possible lopics for the workshops are leader-
ship, skills to deal with service agencies,
interpersonnl communication, propuganda,
and organizationa! skills, Particular attention
shonld be given to internal group processes
so it the tesk groups’ decision maling will
improve, their lendership struggles diminish,
and their colicsiveness increase. We believe
that this last characlerstic is particularly
important and that both the workshops and
group tasks should emphasize cohesiveness.

The last phuse in the model, involve-
ment of new groups, is initisted afier some of
the short- and long-term goals of the task
groups are achieved. This involves the devel-
opment of new goals which should help in
bringing together other community groups.
The steps described should be repeated in a
cyclical maonner becouse needs change
throughout the process and lhe community
may develop other goals and interests.

CONCLUSION

This paper hns presented nn alternative ide-
olopical framework to evaluate and direct
needs assessment efforis. It has also pre-
sented a madel for ils use for community
development. Community residents cun
and should control intervention within
resenrch efforts that directly or indirectly
involve them and scientisis should facilitate
this control. If sume of these chanpges are
incorporated into current needs assessment
efforts, scientisis will be more responsive to
the people to whom their mnjor efforts
should be directed.
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Enytc and Riegsman, 1986; Fisher ond  (Piven and Clownrd, 1982; Fisher, 1992),
{ling, 1988; Boyte, Booth, and Max, 1986).  But most contemporary community-baced
Fourth, struggle over culture and social  orgenizing seeks independence from the
jfentity plny o preaier role in these com-  state rather than stute power As Midpley
s honity-based efforts, especially when com- {1986, p. 4) points out, central to the ratio-
I';p_rgd (o thie workplace-based organizing of  nale of community participation “is a
lie pnst, which focused more on economic reaction against the centrafization, bureau-
bind politicnl Issues. “Afier the grent work-  cratization, deidity, and remoleness of the
“iing cless parties surrendered their remain-  state. The ideology of eommunity participe-
py sense of radicnl golitical purpose with  tion is sustnined by the belief that the power

g anset of the eold war,” Bronner (1990, of the state has extended too far, diminish-
#8:161) writes, “new soclal maovements ing the freedoms of ordinary people and

throughout the world, The picture shows prior models (Rothman, 1968; Fishﬂr‘
“an expunding latticework covering the  1994) capture the complexity of cngeg
globe,” Duminpg (1989, pp. 6-7) continues. efforts? If a global proliferation exists, whyy.
“At the local level, particularly nmong the  are the shared, essentinl charscteristiey gf,
close to 4 billion humans in developing  contemporary, commmunity-based, sogiy]
lands, it appears that the world's people are  action orgenizing? Building on the insighy
better organized in 1989 than they have from new social movement theory (Epstein,
been since Buropean colonialism dismpted 1990; Mehucci, 198%), contemporary §ocia]
traditional societies centuries ' ago.  action organizing worldwide shares the f),
Community orgenizing efforts, with hun-  lowing charscteristies:
dreds of millions of members, have prolif- First, the efforts are community-buged,
erded worldwide in the past 20 years, thot is organized around communities-

extending from natlons in the West to those  interest or geography, not at the site of pro- smerged to reformulate the spirit of resis-  their riphts to control their own affuirs.”
in the South, and, most recently, with extrn-  duction (the factory} or agninst the pring B nice in bronder eultural terms.” Feminism. Community copneily building becomes n
ordinary results, to those in the Hagt (Franle  pal owners of capital ns was the cose of: iplnck Power. Sexual identity. Ethnic  natural focus, reflecting anti-statist strate-
ond Fuentes, 1990, p. 163). most pre-1960s organizing (Offe, 1987), Sntionalism. Victim's rights, Of course, cul-  pies and decentralization trends of the

Similarly, the persistence of grassroots Second, the organizations are tranacln and identity—pgrounded in historical  postindustrial political economy.!
sccinl action, as well as their proliferatfon,  groupings of constitwencles and cultural: 1 "pcrienca. velues, socinl networks, and
is unother hallmark of our contemporary  identities such as blacks, ethnics, women}: S
era. Many efforts hove come and gone in gny men, neighborhood residents, stnden
the past decade. But the old rule of thumb ecologists, and peace nactivists, Labo
that soctal action community organizing, becomes onre, not the, constituency grou
like that pioneered by Saul Alinsky, lnsts no Class becomes part of, not rhe, identil
more than six years, is no longer valid. (Brecher and Costello, 1990; Fislier, 1992,
ACORN celcbrated its 20th anniversary in Third, the ideological glue is n neopo;
1990, National People’s Action (NPA) did  ulist vision of democracy. The groups rejec
50 two years later, and COPS soon there-  anthoritarianism: in the state, leadership:
after, Citizen Action, TMO in Houston, the  purty, organization, snd relationships)
New Jersey Tenants Union (NITU), and (Amin, 1990). Their organizational form iu{
muny others recently passed the ten-yeor — most often sufficiently small, ioose,:andj
mark, with no signs of declining despite  open to be able to “tap local knowledge and?:
having to organize in very ndverse condi-  resources, to respond to problems rapidl
tions, Grassroots efforts tied to national  and crentively, and (o muintain the flexibil
issues, such as pro-choice, pay rights, and ity needed in changing circumstances
the environmental movement, not only per-  (Duming, 1980, pp. 6-7). Some see <o
sist but continue to prow. temporary socinl action as “'nonideclopt
cal," beonuse the orgunizations dismissth
old ideologies of capitalism, communis

cotinl to citizen social oetion (Gutman,
7. And, of course, identity and con- FINis nrgument of n common new soclal movement
liluency efforts include economic and form plays aut o bit differently in ather parts of the
Lirﬁ ﬁt’l[lﬁcul jssues. But ns cluss hecomes wesld, One key difference Is that the ald social mave-
24 N ments In e Third World {South) ond Second World
o nsingly fragmented in the postindus- (Erst) were nntlonalistic and cosuenunistic, respec-
-clty nnd na the locus of workplace tlvely, not sccial democratic ng In the West
— decli . {enifi N {Waliersieln, 1990). Given their subardinate position
_!E ZIng declines 0 sigmiilcance, resls- in the world economy, the old sociel movements--in
mees that emerpe incrensingly do so at the the Bouth, far example—did not have the power
m'unity level around cultura? fssnes and dellver mnterinl secutity or pollifeal likerty. They
aften beeome nrma of Westeen imperial control, In

dentity bases (Touraine, 1985; Fisher nnd respopse, community movements “mushroomed” all

Tk
aRling, 1991). aver the South, Like counterports in the West, ey are
Fifth, strntcgics include elements of comununity-boaed, constitoeney or identity orlenicd,
slity dovel t self-hel d neopopulist In ideolngy, and focwsed oo sell-help

Yy development seli-ielp and empow- strategies. But in the Sauth, communlty movements

fent. An aim is building community put grentsr emplinsls on moteriad yeeds (Frank snd

apncity, especially in an em hoslile to Fuentes, 1990), Where nld socinl movemsnis
Y: C5p ¥ ' achizved distributionnl viciodes enly for a few, an ln

it change efforts and unwilling to sup- the southem hemisphese, or where such victories did
ot them. Some of the more effective not include sipnificant minority segments, ng ia e

forts po ity capncit United States, new sccinl movements sirugple to
ga beyond communily capaeity achieve a minimal standurt of living mnd pet boesic

ilding 1o target and moke claims against gervices Lk housing and hesiteare, Where material

i

THE NATURE OF CONTEMPORARY and nationalism and becanse they Eend to be: L public sector. They see the future of viclaries have been won, primadly among the more
SO0CIAL ACTION without a clear critique of the dominant Y% inmunity-based social action as interde- efftuent tn the Unfted States ood Western Europe, the
12 it social base tends to be the educated imiddle class

tem. But others arpue that ideclogledl
But what is lhe nature of contemporary,  congruence is their essence. Their “necpop
community-based, social action organiz-  ulist” principles and beliefy are whot Inﬂli,_f’1
ing? Are these community-based social  them 50 important and filled with pnienﬁﬂ.ln
action efforts all of the snme piece? Do (Dalton and Kuechler, 1000; Offe, 1987

eident with  political and economic (Merkl, 1987). But where bazie matesinl needs still

'{"}ingen outside their communities. They remnin to be won in the Sooth ond mmang the
il_d‘nmmnd that the stale is the entity poten- oppressed and disenfranchised in the West, now soclal
; mavement foems nclude the poor and powerless and

¥ most responsible and vulnersble to interwenve strupple aver postmatestal and materinl
nl nction claims and constituencies oblectlvas.,
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HISTORICAL ANTECEDENTS:
THE ROOTS OF IDEOLOGIES
AND STRAFEGIES

One of the key causes for this common
form of social action organization s the
comntmon heritnpe of citizen resistance since
the end of World War II. Tt is this common
herilage that continues to structure and
inform contemporary efforts. For our pur-
poses 1 emphnsize five major historical
mots: the (1} community-based resistance
of Saul Alinsky, (2) liberation strugples of
people of color, (3) urban decentralization
and citizen puticipation programs, (4) new
jeft movement, and (5) new social mave-
ments. Of course, this is not to sugpent thut
the heritnge of community resistance does
not inciude efforts prior ta 1945 (Fisher,
1984; Fisher, 1892). Nor is it to suggest that
all contemporary community mobilization
efforts build on each of these pntecedents oF
that these nre the only sources. Admittedly,
ropls are more TUMErous and entnngled
thon here suggested, but the following five
are essential to contemporary commuamiky-
baused social netion,

oI course, hosic survival concems are jmportant
eyen in those groups in the Wast prafessing lo fiold lo
"postmotorialist’ values. Survival is tied to riddiog
1he warld of nuclesr weapans, loxle wastes, domestie
viclence, or ATDS, all of which cut noross class lines,
Refntedly, the politics of identity, conceen for personal
and political fresdom, and the destre to belong o 8
suppartive nad ninbitable community nre of concer to
pew socisl mavement efforts worldwide. Democmtic
sulf-lmlp-—cummunily cmpuwermenl——]s thisir
essence. Predictably, new soclal movements develop
cosily minonp e pffluent ond oround postmaterinfist
[ssues. But ey succesd betier o8 ngents af mnsfor-
mative socind chooge when they combine both
distributional and postmnterindist ubjectives, The dis-
ibutionnl demends ground identity in o clegs poiltics
(bt understnnds, at least implicity, the need in o
postindestring plolnl zeonomy to tupet the public see-
1ar and strupgle for stnie power as well ns davelop
demoeratie nliermatives at the grosstamts.

[4}] Community-Based Resistance
of Snul Alinsky

While the orgnnizing projects of Saul
Alinsky during his lifetime never amounied
to ueh in terms of materinl victories and
while hiz projects only took off when the
southern civil rights movement ghifted to
northern cities in the 1960s, the commu-
nity-based, constituency-oriented, urben
populist, confrontational palitics developed
by Alinsky in the United States provides
one of the enrliest models of the commu-
nity-hased social action form (Fisher and
Kling, 1988). Beginning just befare World
War IT, Alinslky's wark in Chicago built on
the older, union-based models of soclal
action, such as the Congress of Industrial
Organizations and Communist Party United
Stales of Americn {Horwitt, 1989; Fisher,
1984). From these it drew its lnbor organiz-
ing style, conflict strategies, direct-zetion
politics, and iden of prounding organizing
i the everyday lives and traditions of
working people. But Alinsky's model
added gomething new: a kind of labor orga-
nizing in the socist factory (Boyte, 1981).
The community organizer was the catalyst
for change. The task was to build democra-
tic, community-besed orgenizations, The
ponl wos to empawer neighborhood resi-
dents by teoching them bagie politiesl and
prponizing skills and getting lhem or their
representatives 10 the urbon bargaining
tahle (Fisher, 1994; Boyte, 1981). Both the
site of production (supporting  labor
demands) snd the public sectar (making
Clity Hall more pecountable) served as the
primary targets of Alinsky organizing.
This was an insurgent consciousness of
warban populism,” besed in neighbortiood
“people's organizations,” oriented o build-
ing community POWeT, discovering indige-
aous  lenders, providing troining  in
democratic pnrticipatiun, antd proving that
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ordinary people could challenge and beat
City Hall (Boyte, 10RG; Booth and Max,
1986; Swanstrom, 19853 Horwitt, 1989). At
their wetkest, Alinsky efforts sought to
replace the political program and ideclogy
of the old socisl oction efforts with the
gkills of democtatic grassroots participa-
tion, the abilities of professionally troined
organizers, & fnith in the democratie ten-

- dencies of working people to guide organi-

zatlons toward propressive ends, snd o
reformist vision of groassroots pluralistic
politles. At their best, however, Alinsky
efforts continue to empower lower- and
working-class, black and lntino community
residents and to demond expanded public
sector necountability and public purticipo-
tion in an increasingly privatized political
context (Fisher, 19944 Horwitt, 1989
Rogpers, 1940; Delpado, 1986; Kahn, 1970).
Alinsky moy not be the “Father of comeny-
nity organizing,” but, especinlly in the
United States, his work and the wotk of his
suecessors hos been seminnl to social action
community organizing (Boyte, 15981},

{2) Liberation Strupgles of
People of Color

Much more sipnificant in lerms of impact
are the liberation strupgles of people of
color throughout the world since the 1950s.
The civil rights movement in the United
Sintes and the nationel Hheration struggles
in the southern hemisphere served As
important models for & comumunity-based,
ethnic/ nationalist politics oriented o self-
determination and sharing the political 1ib-
erties nnd material affluence of the societies
that exploited people of color, As a model
for prossroots direct action and insurgent
consciousneas, {he southermn civil rights
movement spawned most of what was (0
follow in the United States and established
important precedents for others throughout

the world (Branch, 1988; Morris, 1984
Reagon, 1979), The fiberation struggles in
Africe, Asiz, Latin Americ, nned the
Middle Enst, as well as specifically easly
eFforts in Ghana, Vietnam, Irag, Guatemala,
and Cubs, not only provided models for
people worldwide, including notivists in the
civil rights movement in the United States,
but symhbolized the mobilizetion of a world-
wide llberation strugple of people of color
The demend for nationsl self-determinntion
for uli people (not just those of Buropean
descent), the opposition to policias of
racism and imperiatism, and the plea of the
civil rights movement for “beloved com-
munity” helped pierce the CORSensus poli-
tics of the 19503 and early 1960s, More
recent liberation struggles in Micarngus, El
Salvador, and South Africa, to name but 1
few, continued to chinllenge conservotive,
sacist, ond imperinlist paradigms in the
1580s and 1900s.

The continuons liberntion struggles of
people of colar emplinsize three lessons
critical to the insurgent consciousness of
contemporary community petivism. First,
cilizen insurgency is not o political aberra-
tion. It iz n legitimate and tmportant, infor-
mal part of the political process to which
ali thoge withont nccess to power Gan turn.
Second, if oppressed people—oflen ilfiter-
ale, rural pensants with few respurces—
conld mobilize, take risks, and make
history, then people of ather pppressed or
threatened constiluencies can, with soffi-
cient organization and lendership, do the
swpe. Third, strategy must include both
community self-help and constituency
empowerment, o the uoe hand, and the
struggie for state power, or at least the tar-
geting of the pubilic sectar a8 the site of
grievonees and 88 8 potentlal source of
support, on the ather, This duol quality of
building community capucity and tergel-
ing the state, though not plwnys in equal
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balanee and often in tensjon, as exempli-
fied in siruggles between the Southern
Christian Leadership Conference (SCLC)
and the Student Nonviolent Coordinating
Com-mitiee (SNCC), wag as true for the
civil rights movement in the United States
as it was for the liberation struggles in the
Third World (Carson, 15982),

(3) Urban Decentralization and
Citizen Participntion

The struggies of people in Lhe southern
hemisphere drrmatized the exploitative
nature of the imperial postwar political
economy at the very moment in the 1960s
that some progressive capitalists, political

leaders, and planners in both the public and.

voluntary sectors found themselves unable
to nddress mounting urban problems at
home. From 1960 onward, as liberal leaders
such as presidents Kennedy and Johnson in
the United States advocaled for modest
social reforms and a more democratized
public sector, pressure mounted for urban
decentralization and citizen participation.
The Community Action Program of the
1960s in the United States snd the Urban
Programmne of the late 19606 in Britnin
were among the most noted of public pro-
jectys secking “maximum feasible participa-
tion” at the grassrools level. But such
programs proliferated widely, making stale-
sponsored manicipal decentralization and
community participation an international
phenomenon (Kjellberg, 1979; Blnir, 1983;
Midgley, 1986; Chekld, 1979).

Of course, such postwar programs differ
dramatically from Alinsky and liberation
movement efforts in their ofgins and prob-
.lem analysis. They we initiated largely by
reformers in the public and voluntery sec-
tors—professionals such as urban planners
and social workers, who either seek modest
gtructural change or find themselves too

constrained on the job to do much more in
their ngencies than deliver needed services
at the prassroots level. Ag such, these initin-
{ives represent a more institetionalized,
more formalized wing of the community-
based social action phenomenon, They
tend, as well, 1o implement decentralized
strueture and democratic participation into
public agencies without & sense for the con-
tradictions inherent in doing so, but with o
knowledge of the importance of linking the
stnte and prosstoots activism. The state
becomes not the target of democratic insur-
gency but the employer and supponier of
citizen initistives (Merkl, 1985). At their
worst, these measures defuse and coopt
insurgency. At their best, contemporary
arganizing draws from this legacy a com-
mitment to serving the people, to advocacy,
and to citizen participation: (a) Deliver ser-
vices at o grassroots level where people will
have better access, (b) Include more people,
even loy people, in the decision-making
prucess at o more decentralized lsvel. ()
Make aure they have real power to make
decisions and control resources. {d)
Struggle from within the state bureaucra-
cies and agencies to achieve economic and
participatory demoeracy for the greatest
number of urban dwellers.

(4) The New Lefi Movement

Despite the efforts noted so far, urban prob-
lemeg and tensions continued to escalate in the
1960s. In response, direct action movements
mousted, especially in the Uniled States.
Barly SDS (Students for a Democratic
Society) and SNCC (Student Nonviolent
Coordinating Comimittee) community orge-
nizing projects focused on “participatory
democracy™ and “letting the people decide,”
seeking not only to pressure local and
national policy but to create “prefigurative,”
that is alternetive, social groups {Breines,
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1982; Evans, 1979). They also developed a
eritlque of American policy abroad and the
Iibeeal consensus ot home. They built a
movement in opposition to the prlitics of
both comporate capital and the old social
movement. After 1965, organizing adoptad
more nationalist and Marxist perspectives;
Black Power efforts, for example, were legs
concemed with participatory democracy
and mora interesled in challenging imperi-
alism abroad and at home, witning “com-
munity control,” end building black
identity (Jennings, 19941,

Such efforts in the United States were
purt of an insurgent trend in the West
Massive peace prolests in the United
Kingdom registered strong disapproval of
Cold War policies, directly challenging
socinl democretic regimes. These early
efforts, among others, initiated a widespread
“New Left" movement thronghout the Weat,
one which was scon to expand beyond uni-
versity sites and student constituencies to
develop, according lo Ceccaralli (1082,
p. 263), into “an unprecedented cutburst of
urbon movements™: Paris and West German
cities in the Spring of 1968; Prague,
Chicago, and Monteqey, Mexico, during
that summer; in Itaky the “Hot Autumm” of
1969 and the urban conflicts of the early
1970g; squatters in Portuguese cities after
the April Revolution; and urban social
movenients in Madrld and other Spanish
cities after Franco. All testify (o a mossive
grassroots mobilization which developed
repidly, aud perhaps even unprecederitedly,
throughout Eurcpe, the United Stales, and
paris of the Third World (Cecoarelli, 1982;
Teodod, 1969),

Concern for snd experimentation with
participalory democracy, nenhiersrchical

- decision meking, prefiguralive cultural

politics, Hnking the personal with the
political, direct-action tactics, snd con-
stituency based orgenizing (students, the

poaor, ete.) characterized new left insurgent
congciousness (Tacobs and Landan, 1966;
Breines, 1982). Unlike the new socinl
movement resistances to follow, the new
left emphusized the formation of coali-
tions or political parties tied to nationnl
revolutionary/emancipatory  struggles.
There was n sense in the Inte 19603, in
cities ns disparate ns Parls, Berlin,
Berkeley, and Monterrey, that “successful
and autonomoeus urban movements are not
a veal alternative outside the conlext of
a revolutionary national movement”
(Walton, 1979, p. 12). The struggle over
stale power, over who should make public
policy, fueled Jocal organizing efforts.
Grassronts efforts were for most activisis n
democratic means to Inrger objectives
which transcended the local commuaity.
This strategy persists, in a more reformist
form, in cértrin notnble nationnl efforts
gince then, such s the Green parties in
BHurope, the Workera Party in Brazil, ond
the Rainbow Coalition jden in the United
States  (Spretnnk and ‘Capra, 1985;
Alva!'ez, 1993; Collins, 1286).
Community-based social action efforts
which followed tended o borrow more
heavily from Lhe “newer” side of the New
Left. These aclivists saw community
organizing, alternative groupings, and
grassroots efforts as at Teast the primary
focus if not the sole end. They empha-
sized democratic arganizational structure,
the politics of identity and culture, exis-
tentinl values of personal Freedom and
authenticity, and the development of “free
spaces” where people could learn the the-
ory and practice of politienl insurgency
while engaging in it. So did much of the
New Lefi, but the other, more Marxist
segments, closer in style and pelitics to
the old Iabor-based social action, adhered
strongly to older conceins with public
policy and winning state power (Evans,
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1879; Evans and Boyte, 1986; Carson,
1982).

(%) New Social Movements

Despite a morked backlesh worldwide
apninst the radical activism of the laie
1960s, the 1970s and 19805 witnessed not
the end of community-based nctivism but
the proliferation of prassroots sctivism and
insurgency into highly diversified, single-
issue or identity-oriented, community-
bsed efforts. These efforts, the subject of
thia essoy, include women's shelters and
feminiat organizations, efforts in defense of
the rights snd the communities of
oppressed people of color, struggles around
housing, ecology, and peace issuey, gay and
leshinn rights and identity groups, and
thousands of neighborhood nnd issne-based
citizen iniliatives, compleie with orgonizer
training centers, While these orgonizing
effarts vary from one national and local
coniext to another, they shate a common
form and movement heritage. Based in geo-
graphic communities or comununities of
interest, decentralized nccording to con-
stituencies and identity groups, democratic
in process and goals, and funded most often
by voluntary srources, they serve as the
archetype for contemporary social action.
The roots of their insurgent conscious-
ness, while not alwayg direct, can be found
in the ideals discnssed thus far: (1) that ordi-
nary and previously oppressed people
ghould have a voice and ean make history,
(2) that citizen and community participetion,
which pives "voice" to people previously
silent in public discourse, is needed to
improve decision making, nddress o wide
range of problems, and democratize society,
(3} that “by any means necessary” covers the
gamaut of strategies and tactics from revolu-
tionary to interest-group politics, (4) that
cultzzre, whether found in a traditional ethnic

neighborhood, battered women's shelter,
counterculture collective, or gy men's orgo-
nization, must be blended with the quest for
"empowerment” into an identity- or o con-
slituency-oriented politics, and (5) that “the
personal {s politienl,” articulated first by rad-
icnl feminists in the Inie 19603, guides peo-
ple to organize around aspects of dafly life
moat central to thet, while keeping in mind
that struggles over personal issues and reln-
tionships—personal choice, autonomy, com-
mitment, and fulfillment—are inextricably
tied to collegtive ones of the constituency
group and the larger society.

Most commentators tend to see the focus
on democency o5 the essence of new social-
movement insurgent consctousness and the
source of its potentinl. As Frank and
Fuentes (1990, p. 142) put it, the new social
movements “are the most important agenty
of social transformation in that their praxia
promotes perticipatary democracy in civil
society, Piikin and Shumer (1982, p. 43) go
further, declaring that “'of all the dangerous
thoughts aud explosive ideas abroad in the
world today, by far the most subversive i3
that of democracy. . . . [It} is the cutting
edge of radical crilicism, the best inspira-
tion for change toward a more humane
warld, the revolutionary idea of cur time.”
And these democratic projects have had
profonnd impact: empowering participants,
tenching democratic skills, tronaforming
notions of political life, expanding political
boundaries, returning politics to civic seli-
activity, strenpgthening a sense of public
activigm, raising new social nnd political
issues, strugpling agninst new forms of sub-
ordination and oppression, and even
advancing agendas of the middle class to
which Formal, institutional politics remnin
closed (Roth, 1991; Slater, 1985).

But while the emphnsis on demoeracy
unites these efforts, it also helps detach
them in the western industrintized nations
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from the material needs of the poor, and it
conmibutes to their fragmentation into o
plethora of diverse, deceniralized commu-
nity organizations. The pursuit of democ-
ey, without sufficient concern for equality,
lins resulted in the failure of the new social
movements to address the materinl needs of
the most disndvantaged. Moreover, the new
soeial movement orging in culturally ord-
ented, identity-based efforis tend to fragment
social change efforts in general (Fisher and
Kling, 1993). For example, the diversity and
flexibility that theorsts of postmodemity
attribute io conlemporary society are
nowhere more evident thon in the variety of
these new social movement effurts. A-com-
mitment to diversity embaodies their empha-
sis on democrelic politics. It encourages
ench constituency or idenlity group lo name
its own struggles, develop ils own voice, and
engage in its own empowerment. This may
be the future of politics, o “postmoderniza-
tion of public Hfe," with its "proliferation of
multiple publics [and] breaking down of
tigid borriers between political nnd private
life” (Koufmann, 1990, p. 10). But the cen-
tral chollenges to these efforts require more
immediate and realistic strategies. How do
they enconfage diversity gnd counteract
frapmentation? How do they influence or pet
power at levels—ihe city, state, and nation—
beyond their own limited wniverses and at
the same time build community cepncity?
How do we orgonize grassroots social action
eiforis and at the seme time build a lnrger
social change movement or political party,
the size of which can only accomplish the
needed, lurge sbuctural chenges?

PRACTICET IMPLICATIONS
‘Without question, the fragmentation of con-

temporary socinl action weskens the possi-
hility for coherently imagined challenges to

current problems. To address this problem
of contemporary organizing, the historical
dialectic of domination and resistance must
be understood end fashioned in terms of the
interplay hetween closs, communily, and
the search for new cultural orientations. In
thig regard Kling and I have offered else-
where the following sets of statepies
(Fisher and Kling, 1801},

First, mobilization in the fragmented
meliropolis demands that broad conlitions
be sought between various constituency
groups, and that community politics be
more cohesively integrated with electornl
activity, Single community-based efforts
are not large enough to chollenge the enor-
mous power of corporate capiinl or central-
ized povernment. Beceuse community
problems almost always originate beyond
Iocal horders, the ability to effect chonge
depends to a great extent upon coalition-
building. Tiie seccess of coalition-building,
however, ultimately will be based upon
whether epecilic ways can be found to
brenk down the racinl and cultural barriers
that are so entrenched in the United Stales
and growing ngain in Western Burope.

Pressure group politics, even through
powerful coalitions, is not enough; move-
ments must also struggle to win and hold
power, not simply to influence it. The elec-
toral arena must become o prime target for
socinl movement mobilizing while, at some
later point, politicel parties serve the
critical role of formalizing and structuring
relalionships between loosely formed conli-
tions and constituency-baged groups (Boyte
et al., 1986; Delgado, 1986; Spretnak and
Capra, 1985). We offer such ndvice know-
ing how coalitien nnd electeral efforts draw
already scurce resources awny from the
fundamental task of grassrools organizing.
But the local and the global are equally nec-
essary, and numerous models of such dually
focused practice heve emerged over time.
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custom of following established proce-
dures. Overcoming such obstacles is by no
means ensy. Consider, for example, the dif-
ficulties that might be enticipaled in
attempting (o shift the program focus of =
medical clinic serving primarily young
mothers and their children, lo & medieal
checkup program for the aging, or of
getting o citywide planning agency to
develop neighborhood planning “outposts.”

Adding o new program to an existing
apency may result in serous coordinntion
problems between functional units, may
lead to conflict with other agency activities,
and may uitimately lead to its “benign
neplect.”

On the other hand, establishing o new
apency is ofien costlier than expanding the
services of an existing organization. An
egtablished agency is ofien well recognized
nnd supported in the community. Ha staff
has the training and expedence to mn the
agency end knows how to handle ofl its
administrotive detnils. Moreover, the
agency may have all the bosic equipment
necessary for the new service or program.
New agencies often flounder because of the
Inek of experience and expertise.

PROCEDURES IN ORGANIZING
A NEW SERVICE OR PROGRAM

Identifying the Need for Service

No now agency or progras shonld be initi-
ated unless it is propelled hy the existence
of o concrete and viable nead. Self-evident
as this may seem, attempts are too ofien
mude to develop new services without a
clear definilion and articulation of the
needs to be miet. Lack of clarity and speci-
ficily of needs is likely fo result in two
undesirable consequences. First, it mulkes it
far more difficult lo mobilize community

support for the new program. Second, the
acturl design of the program msy be hap-
hazard, ed hoc, often leading to ineffective-
neys and inefficiency. A cardinal principle
in program design is that the greater the
clarity of the program's ohjectives, the bet-
ter its chanees for success.

Identifying unmet needs in the commu-
nity is 8 complex task that necessitates sev-
eral steps. The concept of "need” itself
often defies adequale definition. What is
perceived a5 a need by one group may not
be so considered by another. Nevertheless,
there are a number of woys in which plen-
ners ean gel a quick orientation to needs.
The following are illustrative strategies:

1. Planners might start by examining
availnble statistical reports such as census
data, local Socinl Security office data,
county government surveys, health sur-
veys. While information on the number of
potential clients in a given ores, their digtri-
bution in various neighborhoods, their level
of income, housing patierns, health condi-
tions and the like might not indicate what
they “need,” such information is often sog-
pestive,

2. The planner-organizer might then
take n second step: identifying the various
sgencies in the aren that serve the commu-
nity, This involves finding out whom these
spencies serve and what types of services
they offer. Statistical reports issued by rele-
vant agencies, the local welfare couneil and
the public social service ngencies may be of
parficular importance, Some communities
may have developed information systems
for a network of pgencies that could pro-
vide invalumble data to the planner-
organizer.®

65¢e for exmmple, CHILDATA, Counclt for
Cammunity Secvices in Metropalitnn Chicago.

3. A third step is to explore with the
staff of the apencies that are cueent or
potentinl providers of services to the target
population the concerns and problems it has
identified regnrding paps or inequities in
services.

4, Very early in the process, planners
should meet with community groups to dis-
cuss their wants, preferences, and interests.

5. A more systematic data-gathedng
procedure might be developed through &
“needs survey” of ihe neighborhoods in
which potential clients are most likely to
Teside, The Facilities of a college or univer-
gity or o local mental health center, as well
as clvic groups and volunteers, can be
mobilized to conduct the survey. Questions
should bhe designed to elicit information
about the problems and unmet needs aof
those interviewed. A sacial-indicalors—type
survey is one of the most nseful of the new
dovices lo get at such informotion.”

An importapt concomitant of the plan-
ner's information-gathering aclivities is his
or her effort to incrense the community's

awaseness of the needs of the target popula- .

tion. Involvement of community leaders
and representatives of agencies in determi-
nation of these needs sensitizes them to
existing problems nnd lays the groundwork
for mobilizing them into action. Awareness
an the part of key groups and agencies in
the comumunity is often fundamentnl to the
initiation of new programs.

Moubilizing Support for the Service

It is extremely difficult to develop a new
program without the existence and active
support of a group in the community that is

D, Fruin, "Asnlysiz of Need,” in M. I. Brown, ed.,
Sogial Issues and the Sociol Serviess (London:
Chnrles Knipht, 1974); 27-36,

highly committed to its development. The
planner-organizer must often initiate and
organize such an sction group. The action
group then gathers resources and influence,
actively representing the new progrun’s
objestives, and fights for its support in the
community. In short, it nssumes an advocale
function, Sometimes (his group will be the
planper's advisory council, At other fimes it
will be a specially orgenized task force on
transportation or protective services or some
other need. Again, it may be 8 purely ad hoc
coalition of interested parties.

What persons should the planner-
organizer mobilize imta such a group?
Perhops more then anything else, partici-
pants shovld share 8 keen interest in and
concern for the welfare of the target popu-
lation. To be truly responsive, it must
include representntives of the clients them-
selves. Polentinl for influence is another
criterion for inclusion. The greater the
individunl prestige of the members, the
greater their polential for collective influ-
ence. Influentinl members may include
representatives of civic organizations,
financial institutions, church organizations,
ond the like, '

The higher the level of understanding
bout the problems of the turget population
pmong members of this group and the
greater their expertise in the delivery of ser-
vices (o them, the more realistic will be the
group's efforts nnd the greater the credibil-
ity of its suggestions to the community.
Plamners often enlist members of profes-
sionnl associations, physicians, social
workers, etc., to assure this expertise.
Having representatives of community ngen-
cies in the group increases the chances that
their support for a new progeem will be
forthcoming.

The function of such a group might be:
to formulnte the overall objectives of the
new program; Lo identify the target populn-
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fion to be served; to identify sources of
financial support for the new program; to
present the progeam objectives Lo important
institutions in the community (such as ity
eouncil, county government, mentnl henlth
banrd, United Fund}; or all of these.

Tixs group might also examine in detnil
the information and idess developed by the
planner-organizer. Although the group itself
need nat develop o detailed plan for actian,
consensus regarding the type of program to
be developed is belpful. Sometimes, of
course, consensus i5 difficult to reach.
Participants must be aware that differences
i opinion or in conclusion are possible,
and that these experiences can be healthy,
An sction group should provide the arena
where idens can be exchanged, proposals
explozed, and creative thinking encouraged.
Ultimately, the group should formuolate a
basic plen for a new program by identifying
and ngreeing upon its major objeclives and
the population it should serve.

Tt is from this action group that a body in
charge of defining or reviewing the policies
for the new program may ultimately be
drawn. ‘This may be formalized a5 a board
of directors, as on advisory council, or as an
interna} task force within an existing
agency. The Importance of an action group
of this kind cannot be overcmphasized. In
the founding stages of the new program, the
plonner-organizer will need to rely heavily
on iis support, energy, and creativity, and
most importantly, on its ability to mobilize
necessary resources for the program.® The
existence of an advocete group is no less
crucial when the planner decides to launch
the prograwm within an existing ageney, than
when on entirely new structure is to be
developed,

IV, Znkd, “The Power nad Function of Boards of
Directors: A Theoretical Synthesis,” American Jormal
of Sociology 75 (luly 19G9): 97-111.

Assigning Responsibilities to a Board
or Advisory Councll

‘When the interest group has developed an
adequate level of cohesion and formulated
a basic statement regarding the mandate of
the new program, it may be reconstituted as
a formnl board or couneil. Tt might then be
given any of the following charges:

1. Development of a specific plan for the
implementation of the new program

2. Responsibility for obtmining the basic
resources to get the program started

3. Authority to hive or approve the director
of the new progroim

4, Accountsbility for the activities of the
program director and the disbursement
of fiscal resources

The board or council must be helped to
develop some internal division of laber to
ensure that the necessary tagke will be ful-
filled, ‘Thia may involve designating mem-
bers na president or chelrman, secretary,
treagurer, program planning subcommittes
and the like. In oddition, clenr procedures
for decision making must be formuiated.
These steps are of particular imporiance
since the board's decisions are hound to
have critical impact on the charncter and
direciion of the program,

Defining the Mission of the New Agency
or Program

Bstoblishment of a new program Tequires o
carefully planned blueprint that specifies
both mission and operational objectives. It
requires o thoughtful nssessment of the fes-
sibility of achieving each ohjective and
identification of the essemtinl means for
implementing it. Identified needs coupled
with svnilable resources and menns muost be
translated into o seres of program objec-
tives simed at meeting these needs.

The planner-organizer plays a crucial
role ot this stage, Possessing critienl infor-
mation regerding needs, as well as knowl-
edge gbout potential resources, he or she
must help the board, advisory council, or
task farce to reach consensus on what the
organization’s mission will be.

This mission is defined in terns of needs
to be met, populations {o be served, and ser-
vices to bs given. This mission, however,
must be teonslated into operational terms.
This requires first of all, specification of the
needy 1o be addressed. These needs are pri-
oritized (step na. 1), and objectives speci-
fied (step no. Z), Tt is not necessary that the
mast crucinl need be acted on first.
Sometimes what is most easily nccom-
plished tales precedence on the planner’s
timetable. But the ultimate mission must
always be kept in mind.

Specifying the Objectives

Specifying the objectives of the program is
a procesy of moving from the general to the
specific through careful nssessment of alier-
natives. Assume, for example, that there is o
consensus 1o focus on the needs nnd prob-
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lems of aged persons Hving alone. In the
process of identifying the needs of such a
population there arises n growing awareness
that they are most likely to experiesce prob-
lems in personal manngement. Such consen-
suy does not lead direclly to programs or
servicos, Are these problems expressed in
poor household menagement, in inadequate
diet, in poor persona! care, in soctal isole-
tion? Which of these problems ars of the
greatest urgency? If agreement on the
pregency of these problems can be reached,
they may be ordered on o chart. In Figare
28.1, four specific problems are identified
and ordered in terms of importance,

The next task (step no. 3) is to specify
the “torget” population lo determine more
exactly what older persons are to be helped
by the new or expanded services. A similar
process is followed to identify those who
manifest the problems most pcutely, These
muy be found in a minority population with
low income, residing in a specific neigh-
borhood. Agreemenis must ba renched con-
cerning this target population, ns iis
charcteristics will delermine the fensibility
of variouy altematives for responding to the
needs.

FIGURE 28.1
Tasget Populndon General Problem Specific Problemn
F, | Mutritionel
i deficicucies
P, , Poor masiogement
Aped persons P, Problzms in of personal
Itving alone pertonal budpet
mrnogement
by the single =——» P, Four
aged (tnrget hovnekeeping
population)

P, , Lack of social
coftaot
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FIQURE 28.2

|3

1.1
Nutritionad
Deficiencies

2 0, Getting older persons
fed nutritiously

0, Incrensing lmowledpe
nbnut diets

The choice of the target population
should also reflect contingencies regarding
the attninment of needed resources. Grants
may be earmarked for certain categories of
older persons. Certain agencies may be oble
to provide certain services only to older
persons living in their geographical jurs-
diction. Also, if it will take two years and
$200,000 to develop a service for persons
living in neighborhood X, while o similar
level of service o persons in neighborhood
Y is possible for far less and in only nine
mouthy, the cheice of initial target populn-
tion may be ciear,

Noxt comes exploring alternative pro-
gram approaches to dealing with specific
problems of the target population (step no.
43, For example, in addressing the prob-
lem of nutritionnl deficieneles the objec-
tive may be io provide meals to o given
population, Alternatively, the service
might be an educational one, in which
older persons are tought about proper diet
(see Figure 28.2).

Similarly, in response o finaneial man-
agement problems, program objectives may

include helping older persons to use their
financinl rescurces more efficiently,
increasing access and use of banking ser-
vices, and the like (see Figure 28.3).

Through this process a list of potential
ngency or progiam objectives con be
developed.

Dolng a Feasibility Study

After an inventory of allernative objeclives
has been fommulated, r fensibility study of
ench (slep no. 5) is necessary.

Some of the criteria to be nsed are ns fol-
lows:

1. ‘What would be the fiscal cost?

2, What would be the manpower require-
ments? '

3. What faciliies and equipment would be
needed?

4, How receptive to the ubjective could the
communily be expected to be?

5, What would be the anticipated support
of the objective by olher community
agencies?

FIGURE 28.3

i

0, Increasing efficent use of
finsncinl resouress

P2 \ '
0, Increosing accesy to banldng

services

With such information on each objec-
tive, the planning tnsk force must now shift
its focus to the other side of the coin,
nemely assessing the potential money and
credit the new program conld hope to
ohbtain (atep no. ). Some of the elements in
such considerntions are:

1. The availability of federal and/or state
grants

2. Potential contributions by local govern-
ment

3, Donotions and coantributions by local
private organizations such as United
Fund

4. In-kind contributions by social service
ngencies and social clubs

5. Avapilability of volunteers to offset or
reduce staffing costs

In considering varions sources of sup-
port, it is often necessary that the new pro-
grom be affilinted with, or an integral
component of, on existing sgency. The
auspice-giving or sponsoring agency may
he uble 1o allocate 2 certnin portion of its
budget for the new program, cut the admin-
istrative or overhead costs, or provide the
orgunizutional anspices required ns qualifi-
cation for grants.

Following the feesibility study, the
board, couneil, or tagk force must then, on
the basis of afl the information on options
and constroints, delermine which services
the new progeam will pravide. This process
culminates in 8 comprehensive policy stale-
ment specilying the consented objectives of
the mew progmm, the rationale for their
adeption, the kinds of services to be pro-
vided, the clients to be served, and the indi-
viduals and groups who have pssumed
responsibility for the program and will be
accountable for it to the public. Such a
glatement may serve ns a charter, which
may be required if the program is to
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hecome incorporated. In any event, it is a
claim for domain and a statement of intent.

Obtaining Seed Money for Start-Up

Some planner-orgunizers nssume that no
project shonld commence unless all the
resources needed o ensure its success ars
secured. This view fails 0 recognize that
the most effective way lo obtain needed
resources may be to start the profect and
count on its visibility, demonstrated utility,
and receplivity by clients to altroct new
resources. A progrum once started ofien
generates ils own momentum, attracting
supporters unknown prior to the project’s
initiation and quickly developing spokes-
men for itself in the community. This, of
course, is not always the case. Mony pro-
grams have foundered on inadequate fund-
ing, regardiess of the need for the services.
Bvery beginning necessilates some risk take-
ing, The constraint of inadequate financial
resousces i a limiting factor, but it need not
be an inhibiting one,

Nevertheless, basic “seed” or “start-up”
money is often necessary. The planner-
organizer, with a knowledge of federal and
state funds and gronts, and through
contacts with loesl agencies, plays a
crucial role in locating and obtaining funds.
Together with the sponsoring agency or
members of the bonrd, task foree, or advi-
sory council, the plnn.ner—urgm{izer may ini-
tinte or provide technical assistance toward:
(1) the submission of grant proposals to
federn] or state povernmental agencies or to
private foundations; (2) fund-raising cam-
paigns with the help of local civic associt-
tions, fraternal clubs, or churches; (3)
solicitation of donations from industrial and
commercial organizations; (4) competition
for local or revenue-sharing funds; (3) pre-
sentotions before the United Fund; (6)
development of conteacts with established
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community agencies, such 15 a community
mentnl health board, for the provision of
funds for the new program; (7) locating in-
Yind resources (snch as facilities and equip-
ment) through enfistment of the aid of
social clubs and the news media; (8) mobi-
lizing volunteers to provide the initinl man-
power needed to start the program.

‘Phe jnitinl resources pathered for the
new program must be allocated for two
husic purposes: to set up the actual service
or program, and to promote the program in
the community, aitiacting additional
resources, Often, because of inadeguate
finnneing, there is & lendency {0 ignore the
second purpose. Yet if those resources ure
not silocated to promotion, the program
may quickly reach a dead end. While it may
be difficult to divert limited dollery from
needed services, failure to do so may be
shortsighted, ignoring the fact that organ-
{zations must survive lo he successful.
Promotion requires more than money, how-
sver. It nsually requires the assignment of
staff to carry it out.

Specifying the Program Technology

The program objectives formulated in the
new program’s policy slaterment do not nec-
essarily define the means to achieve them.
The “set of menns” by which the abjectives
are to be accomplished is called the pro-
gram technology of the crganization.

Ag (e technology becomes articulated, it
provides o series of guidelines for the type of
staff and skills needed and the daily tasks to
be performed in serving clients 2

The compunenis of a program technology
can be derived from the program objectives
discussed easlier, In the pravious exumple,
the problem of nutritional deficiencies led 1o
identification of two objectives—getting
alder persons fed nutritionsly, and increasing
their knowledge about diets. In attempting to
implement the first of these objectives, the
planner-organizer should explore svery pos-
sibie type of service that relates to providing
adequate meals for the aging. Schematically,
he process can be presented os shown in
Figure 28.4.

Thus 5, may be a menls-on-wheels ser-
vice, §, mny represent & cooperative cook-
ing program for small groups of older
persons in a given neighborhood, and S,

might be o hot lunch program at the neigh-
borhood schools. The choice of the specific
service may be based on such criteria as:
{1) known success of gimilar programs
elsewhere, (2) availability of expertise to
implement it, (3) availability of other
necessary resources, (4) receplivity by the
aged to be served.

0 e concept nf humat gervice technology see] Y.
Hneenfeld ned R English, eds, Human Sarvica
Organizations {Ann Arbor University of Michigen
Press, 1074): 12-14.

FIGURE 284

Qbjective

5
D,/ 8z
—_— S,

Service

S

Task

lr';l.l

Sl.'.l
T s,

Assuming (hat the meals-on-wheels pro-
gram has been adopted, the next seres of
specifications identifies the major tasks
required to provide the service. For exam-
ple, 5, stands for organizing volunteers
with cors; 8, 5, preparation of weekly visits
by a nutritionist; 5, 5, preparing the mesis at
the kitchen of the local church, ete,

In short, this process provides a blue-
print of all major tasks necessary to make
the program operative,

Implementing the Program Technology

Once Lhe choice of technology is made and
its components identified, the new program
can proceed fo obtain the needed personnel.
The program technolopy itself can be nsed
{o provide guidelines for the type of per-
sonnel required, and to specify the skills
required of staff. It con, in fact, be used ns
the basis for writing job descriptions—
nithough these should not be overly pre-
seriptive or rigid.

Any program, in its initial phase, will
Tequire o great deal of flexibility from its
stnff. Staff may be called upon to switch
roles and assume varions tosls a3 the need
arises, even thouph tesks calling for partic-
ulnr skills must be performed by qualified
personnel.

The success of {he meals-on-wheels pro-
gram, for.example, may hinge on the skills
of u nutritionist needed to plan well-
balanced menls. A progrem in which volun-
teers cook and deliver meals maoy only
seemn to be successful but in fact he missing
the objective of getting older people fed
nuiritiously.

Once personnel are hired they must be
given the responsibility to perform those
tasks for which they are quaiified. A nofri-
tionist, for exnmple, may not be the right
person to supervise or organize drivers for
the "wheels” part of the meals program.
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There is ofien o tendency to assume that
a higher level of credentials implies pro-
ficlencies in mony areas. Yet n autritionist
with an academic degree may know little
about counseling or working with vol-
unteers. Often a volunteer is much beller
qualified.

Developing nn Appropriate Delivery
Structure

Division of Iabor, then, is all-important.
Effeciive division of labor requires three
crilical orpnnizational decisions: Who does
what? In what order must various tasks be
performed? Who is accountable for what is
done? The first decision requires identifica-
tion of the tasks to be performed and the
persons to perform then. The recond deci-
sion is relsted to sequence and coordina-
tipn, Some tasks musl be performed before
others can be begun. Those that are per-
formed sequentially may be separnted
among seversl work units. Other tasks must
be perdormed together and belong to the
seme work unit.

In every orgunization there are certain
gets of acliviies for which a supervisory
person may be held nccountable. The fol-
lowing principles may prove useful in guid-
ing the development of an appropriate set
of struchirnl relationships.'?

1. Those activides which need 1o be
done simultsneously or in close proximity
lo ench other are gencrally best grouped
together, In the example given, the menu
planning and the cooking activities should
be in the hands of certain staff, while the
handling of the delivery of the meals can be
in the hands of snother group. A set of

19p, R, Lawrence and J. W, Lorsch, Orpanizations
and  Enviromment  (Cambridge, MA:  Haevard
University Press, 1967).
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fctiviles which must be closely coordi-
nated should be conducted or supervised by
a single uiit supervisor.

2. AcHvities that have different time
and space schedules and contingencies
should generally be prouped separately. For
example, the menls-on-wheels program
should be separated from a group counsel-
ing program,

3. Tasks which con be performed
through explicit routines should be sepa-
raled from tasks that are nonroutine. For
example, determination of membership,
registration, and fee assessment dre
routine tnsks. They should not be per-
formed by those who provide consultation
to community groups, a highly nonroutine
activity.

4. Activities which require different
ways of relating to the clients should be
separated, For example, recreational activi-
ties for older peopie should not ordinarily
be provided by the stnff who give intensive
individunl counseling, While the same staff
could coneeivably do both, there ought to
be n clear distinction between their two
functions.

5. Staff should not be subjected to mul-
tiple supervision if ot all possible. If it i3
necessary for more than one supervisor to
relate to a particular staff pereon because
of muitiple roles that stafl person per-
forms, clear distinction most be made
regarding the arens of furisdiction of each
supervisor.

The perdoed of initial implementation of
program technology is a period of trial and
error. It requires a great deal of Aexibility
and no litlle tolerance for failure and {or
ambipuity. Open-mindedness and willing-
ness to explore alternative routes are
essential ingredients, During the early
stoges of program development, lines of
communication with stoff and clients must

be kept as open as possible. Feedback is
essential if the program is to adjust to unex-
pected exigencies. Staff who work directly
with the community can provide invaluable
information on the operationalization of the
technology and its problems, its failures,
and ils successes,

It is probably desirable to bave a “dry
run” of the technology to test its organiza-
tion and to ncquaint the stnff with its roles
and duties. This can be sccomplished
through simulation techniques prior to
putting the program into the feld. Another
appronch is to select clients who are will-
ing to volunieer for the service, even
though the "bugs" in it oy not have been
fully shaken out.

Developing Inter-Agency Relationships

Concurrent with development of the lech-
nology of an agency or program is the
development of a “suppart structure.” This
structure refers to the organization’s pot-
terned relationships to those elemenis in its
environment that provide it with the
resources necessary 1o attain its service and
maintenance chjectives, These elements
include:

1. Clients or copsumers of its service

2. Fiscal, manpower, technieal, and other
resowrces essential to the goal-oriented
performance

3. Complementary or supportive services
without which an agency’s services
would be unatininable, inadequate, or
ineffective

4, Support or recogaition from regulatory
and auspice-providing bodies which
give the program its anthority or man-
date

Managing the fiow of these elements to
and from the program requires estnblish-

ment of n variety of exchange relationships
with other orgenizations in the environ-
ment, This environment is described as an
agency's ‘'task environment"” It is com-
posed of oll those groups and organizations
whose actions directly affect the agency’s
goal attninment. Bxclhunge activities lend-
ing to receiving elements from the task
environment muy tske the form of: (1}
competition, (2) contractual agreements,
{3) cooplation, or (4} coalition formation,!!

Agencies and progriums are frequently in
competition with each other for needed
tesources, One agency may compete with
another for o federal grant by offering to
serve mare clients per dollar; it mey com-
pete to obtain better-trained siaff by offer-
ing better benefits,

Human services apencies often make
contractual arrangements, in which one
orgonizaijon agrees to do something for
another {often in return for something).
Without such arrangements, many services
waonld be poorly performed or left undone.
Examples abound, Agencies may exchange
staff with complementary competencies on
a temporary basis, One agency may do the
mailing and publicity for another. A com-
munity group may contract with the
Welfare Council to assess the service needs
of o particular neighborhood. A county
department of social services muy purchase
services from other agencies for ils clients,
including recrention, wenial health, or pro-
tective services it doea not have the staff to
pravide directly.

A new program or ngency may aiso
attempt to coopt key persons from other
ngencies whose services it seeks. Ceopiation
is necomplished through involving others in
the design of g service or delivery of & ser-

UK, Bepson, “The Interorgnnizotionn) Network as n
Peliticnl Economy,” Administrative Sclence Quarterly
20 (June 1575): 220-46,

+
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vice propram. Cooptation steptegies are
employed when involvement and its rewards
are likely to give those who might otherwise
appose A program a greater apprecintion for
why it is needed and what it is intended 1o
accomplish, Their invelvement may not only
nullify pofential opposition, but may actu-
ally increase support.

‘When agencies pool their resources in a
joint venturs, they form n coalition.
Conlitions differ from contracts in (hat the
Iatter require explicit agreements about
what one party will do for the other

Conlitians, on the other hand, are binding

only insofar ns working together leads to
some mutual goal attninment.

It is not essential for parties in an
exchange rclationship lo benefit equally
from the exchange, or to have fully com-
plementnry goals, It is only necessury that
each part perceive the relationship as being
of sume benefit to itself.

‘The choice of each of (hese stategies
depends on numerous conditions, particu-
lnrly those perinining o the perceived sta-
tus and desimbility of the new program in
the community. The more secure and the
greater the importance attached to the
upency’s services, for example, the more
likely it is o employ competitive snd con-
tractual strategies,

Enlisting Necded Elements from
the Environment

Tn the discussion that follows, attention will
be given o how agencies recruit resources
or manoge the flow of needed elements
from the environment itself,

Clients. Clients can be recruited through
referrals by other agencies informed about
the new program, Clients may also be
informed of n service through the news
medin. ‘To reach some isolated clients, it is
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often mecessary lo launch a door-to-door
campaign using voluntecrs.

Inedequate interpretation of an agency's
services or intake policy may result in insp-
propriate referrals. An agency that turns
away meny ineligible clients conses o geri-
ons and unnecessary hardship to those
clients and to its staff na well, It does harm
(o its own image, often domaging its reln-
tionships to other agencics. Thua it is eriti-
cal for the new program to disseminate
nceurate and specific information nbout eli-
gibility, both to the public and to other
social sgencies, Changes in eligibility crite-
1in should be promptly communicated to all
sefermal sources.

Permanent Sources of Funding. Ofien o
new program must expend some of ils
initial and temporary resowrces on aotivi-
fies mhmed ot securing additfonal, moe
permanent sources of funding. Examples of
such netivities include: (1) enterng into
negotintions with the United Fund or
United Wuy; (2) prepuring prant appli-
cotions to federal und state governmental
agencies; (1) orgonizing o group of com-
munity influentinls willing to sponsor
annuel fond drive; (4) negotinting with
local povernmentnl bodies such as com-
munity mentul heakth boards or county
comumissioners to incorporale the program
undeér its sponsorship.

Ihese and other activilies require that
cortnin staff members spend considerable
time and energy meeting with potentinl
funding sources, exchanging idens, and pre-
senting the agency’s case,

1t is ofien desirable to designate a spe-
sific staff position for such activities and
hire a person with considerable experience
in mobilization of resources.

Knowledge and Expertise. No new pro-
prom can function without ndequate nocess

to at least the minimal amount of necessary
knowledge ond expertise. In the long rum,
the success of an ngency may hinge on the
quality of services it offers, and that quality
may be in direct proportion to the know-
ledge and expertise of its stuff. Inadeguate
ond erronecus information could he
disastrous.

The planner-organizer can mohilize
expertise throngh: {1) enlisting the services
of experts in the feld from nearby institutes
and universities; (2) consulting with and
vialting programs of similar nature in other
communities; (3) arranging information
exchanges between the staff of the new
agency and that of on established one in
another aren; (4) exploring the available lit-
erature on the problems or needs the pro-
gram nttempts [0 deal with; (5) obtaining
consullation and relevant publications from
appropriate state and federal apgencies;
(6) arrenging for training and continuing
education seminars.

Complementary Services. The effective-
ness of eny program is dependent in no
gmall messure on the availability of
complementury services for its clients. It is
not enough to glve one's own ervice well.
No matter how highly specialized a service,
the arganization providing that service
must stll ossume some responsibility for
the general welfare of jts clients. It cunnot
shy nway from its obligation to maoke sure
that clients receive other needed services.
This is particutarly iree when the effac-
tiveness of the very services provided by
the agency is dependent on the complemen-
tary services of other npgencies. For exam-
ple, if oo agency develops a child-care
program, it cannot in good comscience
jgnore the health needs of the children, and
it may contract for periodic medical exami-
nutions with the loenl “well baby™ clinic. A
nutrilion program for the nged might not be

successful unless it also enlisted coopern-
tion from the outrench staff of the Infor-
mation and Referral Service, the Visiting
Nurses Association, or the Mental Health
Crigis Center.

A new program must identify the crucial
services it will need to enlist from other
agencies end programs in order to meet its
own ohjectives. It is within the planner-
organizer's responsibility to see to it that
such services are or will be mnde available.
‘Without them, the new program may fail.

These complementsry services can be
arranged through soveral means: (1) erctucl
purchase -of such services from enother
agency; (2) contract of exchunge of ser-
vices batween the two agencies; (3) o uni-
Interal decision by the other agency to
provide the needed services as a gesture of
goodwill; (4) & conlition of several ngencies
with different services all committed to
serve the seme clients,

Monitoring and Evaluation. Every pro-
gram is subject to the monitoring and
evaluation of some overseeing agencies.
These may ba state licensing organizations,
other governmental units, local admin-
istrative boards, professionsl nssociations,
citizens' groups, or other interested porties.
Often these regulatory agencies exert
considerable influence. They may impose
very specific requirements for the sgency to
meet.

A state sgency, for example, may aanu-
ally audit the finaneial transactions of the
progrum, or it may check the extent 1o
which the fucilities eonform 1o slate regula-
tions. A professionnl organization may be
respansible for necreditntion without which
ontside geanis carnot be received.

The plnnner-orgenizer muost see to it that
the program hos developed the sppropriate
mechanisms by which it can meet the
requirements of these regulatory sgencies.
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This is not a mere burenucratic formality.
Accrediting bodies and standard-setting
organizations are often the key sources of
legitimation and support of 4 new program.
For example, an sgency oapproved for
internship of urban planners will gnin con-
sidernble prestige and recognition in the
professional community nud sould, there-
fore, attract good staff. Similarly, an agency
that receives a favorable evalunation by o
state agency is more likely to obtain future
siale grants.

Mauintaining appropriate relations with
the various agencies and organizations
necessitates the establishment of “boundary
roles” for program staff. Persons in these
roles develop ond maintain linkages
between the new program and relevant
arganizations in its environment.!2 A staff
person miay be designated as the linison
with the state social service ageney, coanty
povernment, local hospital, etc. The duties
of houndary perscanel include: (1) estab-
lishment of the necessary relations with
outside gronps end orpanizations; (2) reso-
Intion of whatever difficulties muy arise in
the course of a relationship; (3) obtuining
relevant up-to-dats informntion about ihe
activities of the partner to the relationship;
{4 establishment of contacts with key staff
in that organization or gronp who may be
favorahle toward the agency; (3) alerting
the agency to new developments that moy
alter the relations between the two.

The nbility of on agency {o seize on new
opportunities in the environment, to adspt
to new changes, nnd to be prepared for new
consirzints depends on ihe effeclive job
performed by the oceupants of these bound-
ary roles. They serve ns the ears and eyes of

124, Aldrich and B, Hecker, “Boundasy Spanniag
Roles and Orponizotion Struchure,” mimeographed
pager (Ithace, NY: Comell Unbversity, 1974).
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the agency, without which its ability to
adapt, grow, and develop would be seri-
ously hampered.

Legitimation and Social Support. Under-
lying &l the inter-ngency relations
described nbove is a pervasive need of the
progrum to oblain legitimation and sociat
support. The succesa of the progrom in
achieving viability is dependent on its
ability to become n recognized “institution”
in the community. Once the program is
perceived by key elements in the
community as desirable, indispensable, and
it important coniributor to the pgenerdl
welfare of the community, it has been
"lagitimated.” Legitimncy implies that the
community is willing to accept it as a viable
and necessary component of the service
structure, '

Support and legitimacy do not come eds-
ily; neither are they cheap. Concerted
efforts to schieve them must be made by
pragram staff. Support generally requires at
the very lenst n sntisficd community group
or gratified clients. This is the core of an
pgency's consiituent base. This con-
stituency should also include other socil
service ogencies that benefit in some direct
way from the services offered by the new
program, The constituent bnse should also
include community influentials and profes-
sionals who are comimitted to the well-
being of the target population.

Other mechanisms to promoie support
for the program include: lectures and pres-
entations by staff to various conummnity
groups; establishment of an influential
bourd of directors; public visits ta the
agency's facilities; reports by the news
medin of the activities of the agency; etc.

1P, Selznick, Lendership tn Administratian {New
York: Harper, 1957).

But necessary as these are, none is suffi-
* cient without solid constituent support,

Getting Staff to Perform Adequntely

Persons choose to work in organizations
and apencies for a variety of rensons. They
oflen join on agency staff with personal
expeetations end asplrations. The agency,
on the other hond, expects them Lo perform
in necordance with its needs, demands, and
schedules. There may be many paints of
incongruity between personal aspirations of
staff and organizational expectations. The
lnrger the discrepancies, the grester the
strains and the less likelihood that staff will
perform adequately.'

Flanner-organizers con help a new pro-
gram determine adequate criterin for staff
selection and realistic expectations for per-
formance, Individunis who become employ-
ees of an spency make a contractual
apreement whereby they accept the rola
reguirements masigned to them in exchange
far the various inducements provided by the
npency (sslary, work satisfrctions, good
working conditions).

A preat deal of misunderstanding con be
avoided if the ngency specifies its require-
ments ot the peint of recruitment. Clearly
writien requirements can guide the agency 1o
hiro staff who have the needed skills, apti-
tudes, and attributes, Recruitment, however,
is only a limited mechanism to ensure that
staff will perform adequulely, Socialization
is & oritical vrganizational process throungh
which staff internalizes sgency norms aod
values and Iearns specific Tole obligations.
Twao important socialization mechanisms are
training and staff development.

14 W, Pucler, E. E. Lawler, and J. R, Hackman,
Behavior in Organtzations (New Yok MeGraw-HIll,
1975).

In the final analysis, however, effective
and efficient role performance by staff is
predicated on the design of & work unit
that is congruent with the tasks it has to
perform,'? Tasks can be calegorized by
two mejor varinbles: (1) Thsk difffculty,
which refers to the degree of complexily,
amount of knowledge needed, and reliance
on nonroutine decision making. For exam-
ple, determination of service eligihility
may be n very simple task hesed on few
explicit decision rules, while planning
community services necessitntes consider-
ation of many faclors, relinnee on exten-
sive knowledge, and complex decision
making. () Task variability, which refers
o the degree of uniformity snd pre-
dictebility of the work to be done. For
exumple, preparation of monthly statisti-
cal Teports is  relatively uniform and pre-
dictable tosk, while developing ties with
various agencies calls for a variety of pro-
cedures.

Tasks which are low in complexity and
varinhility call for o work unit structure
which is essentially bureaucratic in the
clnssical sense of the word. Tasks which are
liph in eomplexity and varjability necessi-
tate n work unit structure which iz “heman
relational.” In a burencratic structure line
staff has very limited discration; there is a
clear hierarchy of authority; ond coerdina-
tion of siafT is based on an cxtensive set of
rules and operating procedures. In & human
reluation structure, the discretion of line staff
is high; relations with supervisory staff are
colleginl; and coordination is based on
feedback from the other staff.

‘When the task has both complex and
noncomplex companents or vardible ond
nouvarjable elements which cannot be sep-
arnted, n “mixed” structure will be most

¢ Perrow, op. tit., Chapter 3,
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appropriate. ' Bosed on the nature of the
“mix" such n structure may provide Iine
staff with high discretion in some specific
areas and none in others. For example, the
tnsk of intake may be of such type. Workers
may have high discretion in defining the
problem of the client, but none concerning
determination of fees, scheduling, nnd the
like.

It can be readily shown that each stric-
ture is most efficient if approprintely
matched with the characteristics of the
tasks to be performed. This is 5o because
the work unit structure is designed 1o elicit
the behavioral and role prescriptions that
each tnsk requires.

‘When conflict arises between two units
or among several staff members because of
overlnpping jurisdictions, Inck af coording-
tion, or lack of mutual understanding, an ad
hoc task foree to deal with the conflicl may
prove helpful, In a multi-service center, for
example, a conflict could arise between the
outrench gtuff and the counseling staff. The
former may fesl that they de not get any
help in scheduling apphintments nnd in cop-
ing with problems they encounter in the
field, The coumseling siaff, on the other
hand, may feel that it is agked to do the wark
of the ontreach staff and that (he ontreach
staff fails to understand what the counselors
are frying to accomplish, To resolve the con-
flict, nn od hoo task force might be astab-
lished with representatives of both paties to
arrive it an accepiable solution, or an inte-
grator pasition might be created.

The integrator Tole requires that a third
party become the mediator between parties in
the dispute, The integeator is generally A per-
son with adequate knowledge of the activities
of the unils of persons he or she attempts to

16Eygene Litwak, "Models of Organization Which

Permit Contlict," Anericon Jowrnal of Saciology 67
{Sept. 1961), pp. 177-84.
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bring topether, and may be in an eutherity
position in relation to both. In the exumple
ghove, the integrator miglt be a person who
has expertise in hoth oufreach and counsel-
ing, so that his directive to both units will be
tespected. His function is lo identify arcas
whare coordinntion needs to be established
and procedures that can be developed to nin-
imize conflict, He also serves as a medintar,
interpreting to each unit the issues and prab-
lema the other unit needs to solve.!

A forther word: Conflict is not necessar-
ily dysfunctional to an organization. To the
contrary. It can help to effectively identify
operationa! problems, philosophical differ-
ences, or staff deficiencies. Properly man-
aged, conflict situations assure a changing
and responsive pattern of npgency opera-
tions. Conflict is often a symptom of
heolthy adnptation 1o changing: needs and
expectations.

Developing an Intelligence and
Feedbuel System

There i3 a strong comelation between the
exicnt to which an organization can ndapt to
changes in its environment and the effec-
tiveness of its “intellipence” system. An
etfeclive system enables the organization lo
evaluata its own nactivities in relation to

changes and developments in ils ENVIrON-,

ment. Without such n systemt, the organizs-
tion may find that its services and modes of
operation are rapidly becoming obsolete, An
cffective nod efficient intellipence system
can provide the program with the new infor-
mation and knowledpe required (o adjust to
changes From both within and without.

In general, an intelligence system fulfills
three interrelated functions: monitoring the
extemal task environment of the spency,

11p, R, Lawrence and 1. W. Lorscl, op. cit., Chepter 9,

internal anditing of staff and client aetivi-
ties, and evaluation of the agency’s ontpuls.

The monitoring gf the agency's external
environment is intended to alert the agency
{0 important changes and developments in
the various units upon which it is depen-
dent. These include federal and state pro-
groms, the progroma of local soeial service
agencies, new legislation, etc. Mouitoring
activities can also be divected ot identifying
new developments in serviee technigues.
Finally, external monitoring is required to
inform the agency of changes in the charac-
ter of the population it seeks to serve.

The main purpose of internal auditing is
to inform the sgency of the activities of the
staff vis-d-vis the clients. Information gen-
erated by intemal auditing enables stoff to
ussess the progress of the clients and to
determine future courses of eclion, and
enables the agency management to evaluate
the operntion of the service technology.
Without such evaluation, the agency has no
way of determining whether it is achicving
its service gosls ot some rensonable level.

Bvnluntion of agency eutpuis occurs
pafter clients have been served by the
apency. The emphasis is on what happened
to clients and how many were served.

Fulfillment of each of these intellipence
functiona requires several sleps: (1) collec-
tion of the necessary datn; (2) onalysis of
those data so that they are useful ond used;
{3) trensmission of refevant information to
approprinte decision makers; and (4} inter-
pretation of the information in order lo gen-
erate additional knowledge. Since the finol
step of the intelligence process is the gener-
alion of knowledge, malfunction in any of
the pravious steps is likely to adversely
affect the eapubility of the intelligence sys-
tem to develop that knowledge.

Fffective external moniloring systems
are dependent on the performence of
boundary personnel who maintain close Hes

with externnl units end who actively scrn
the environment for new resources. Staff
members assuming houndary roles may
develop specialized working relations with
a given et of orpanizations. The contact
persan pathers essential information about
the availability of given resources and the
conditions of thelr use, and bansmits this
information to staff members who can uss
it. Thig is n necessary fanction if the agency
ie to remain up-to-date on changes end
developments in its environment.

Personnel who perform boundury roles
must develop expert knowledge about the
characteristics of the resources in their
nrens of specialization. They must also be
able to develop cooperative and informa-
tive relntionships with the major suppliets
of these resources, and must develop eng-
Iytic skills necessnry to assess and evaluale
developments and chanpes in the nature of
the environment. Parhaps most imporiant,
they must nequire effective and efficient
communpicntion channels to decision mak-
era within (heir own organization.

Internal suditing enables stoff to catry
out its activities on nn informed and ration-
al bosis. Internal euditing is directed at (1)
{he cose or client level, and (2) the opera-
tional or departmental level. The function
of internal cuditing ot the case or client
level is to provide staff with all the neces-
sary information for decision making at
every juncture of the client's career in the
BEENCY.

This oflen requires the use of o client
“epge record.” Bach client served by the
agency should have o record which
inclndes basic information sbout him, his
awn perception of his needs, and the ser-
vice objectives for him. Actions taken by
staff and periodic evaluntions of the client’s
performance in the agency should be sys-

tematically recorded ond the impact of
{hose services noted. A client record could
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he orgenized nround topics such as back-
ground information, health status, income,
housing, nutrition needs, and interpersonal
problems, Each action or referral should be
recorded in the appropriate topic section.

A schetme must also be developed for the
uniformn classification and codification of
the information jtems to be used; and pro-
cedures for information gathering, update,
and retrieval must be planned. This process
requires thot the basic information the
apency plans to collect and use be clagsified
pnd coded in a system of categories that are
explicitly defined, wnnmbiguous, and uni-
formly applied throughout the entire
apency. ‘This process can be used 1o enable
stoff to develop on orderly and rational
sequence of services nimed at assisting the
client to achieve his service ponls. It ean
also be used to monitor the actions taken
tnd to sigonl etaff when new or different
decistons need to be made,

Auditing procedures at the “operslions”
level attempt o snswer basic manaperinl
guestions about the modes of pperation of
the agency or units thereof. These could
include the analysis of all activities done
for clients suffering from visua! handicaps;
the success of various trestment technolo-
gies; analyels of the iype of refermals used
by the apgency; or the responses aof staff to
clients who drop out. The findings of sueh
nuditing ennble the agency lo evaluaie its
operating procedures ond make necessary
adjustments or changes.

Findings may specily such information
as (1) the type of clients arriving ot the
apency, the range of problems they pre-
gent, and the services they requesl; (2)

assessment of the services given to differ-
ent coharts of clients, the consequences of
those services, or whether adequate fol-
low-up is done by staff; (3) the perfor-
manee of various staff regarding size of
cnse lond; nvernge number of contrcts
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with clients; {4} type of resources or inter-
vention techniques used,

Perhnps the most important function of
an intelligence system is to enable (he
agency to evaluate its service ouicomes. In
the finnl analysis, an agency can justify its
existence only if it can show competence in
atteining its service objectives. To do 8o, it
must develop relinble procedurss {o evalu-
ate the uge of its servicea. The problems
involved in attemnpts to measure are
extremely complex. They stem from the
fact that there is no consensus reparding a
norm of “success,” nor gre there valid and
relinble methods to mensure success.

Thete is, however, some risk of develop-
ing inapproprinte outpur measures. This can
be obgerved when the number of clients
seen by stnff becomes the measure of suc-
cess,. When this criterion iz adopted by
staff, it may genr its efforts 1o obtaining o
high mtio of clients per worker while
reducing the amount of time spent with
each. There is also a tendeney of arpaniza-
tions to adopt “symbolic” erteda when
faced with the difficulties of developing
snbstantive criterin. Symbelic criterda are
testimonies by staff or clients, display of
the "successful™ client, self-evatuation, and
other appronches that may be highly mis-
lending and in fact could cover up serious
fnilures by the organization.

Any evalvation of an agency may be
puinful in that it is likely to expose serious
gaps between expeclations and accom-
plishments. Such sn exposure may vnder-
mine the legitimacy of the agency, Yet an
agency cannot improve jts services if it
lacks adequate outcome measures or fears
the consquences of such measures, In the
long run, lack of adequate outcome mea-
sures may lead toward the deterioration of
tire organization.

An agency's service posls are often
muliidimenaional, with vorious subgoals

and tasks. The design of valid and reliahle
ouicome mensures requires recognition of
this fact. In general, outcome mensureg
should relate to the goals of ench subays-
tem in the agency. Ontcome measures dif-
ferentiate between the initinl state of the
client at the point of entry and the terminal
state of that client at point of exit from the
apency.

In o complex service progtam, the new
client poss through a series of assessments,
which are often updated and corrected with
the collection of additional information.
These nssessments may cover a range of
attributes and problems, sech as personnl
care, motivation to participate, health stn-
tus, financial problems, ete, These include
the gamut of aress in which the agency
activity plang to intervene in order to
improve the status of the client. At point of
exit, these same nttributes are remssessed
and the amount of progress shown by the
client through actusl performance or his
own evelualion is recorded, Because an
apgency may have secceeded more in some
nrens then in others, one mensure cannot
summarize the range of activities under-
tnken by the agency, nor can it reflect the
complexity of attributes and problems pre-
sented by the client.

Multiple measures are necessary, Bach
of these should include concrete snd pre-
cise descriptions of chient atiribuies and
behaviors. These megpgures must hecome
nn integral part of the service technology
itself. They may serve as assessment
devices for the clicnt's progress in every
etage of his association with the agency. In
fact, they should logically follow the
activities that have been specified in the
sarvice technology. They shounld be
embedded in the daily work of the staff
and not external meagures fmposed on the
agency without direct reference to what it
actually does. Needless to say, such men-

gures must be constantly reexamined,
updated and refined.!®

Successful use of measures for service
outcome necessitates o comprehensive and
effective fellow-up system. Without one,
the information necessary for evaluntion
could not be ghtained. The basic function of
follow-up is to gather the necessary infor-
mation regarding the consequences for the
client of services given. It is the baesic
mechonism by which the sgency can find
out what has happened to its clients.
Unfortunately, few service apencies have
established such sophisticated mewstres. In
8 number of coses, in fect, cutpot mensures
of the type described could be overly costly
in relation to the sophistication of the ser-

vices provided,

CONCLUDING NOTE

The process of esteblishing a new program
is highly complex and requires comsid-
erations of many inter- and intra-organi-
sational fectors. It is not surprising,
therefore, to find (hot while community
workers and action groups may conceive of
imnginative and innovative service pro-
prams, their ability and svecess in imple-
menting them are at best modest. As was
shown in the ahove discussion, each step in
the process of implementation requires a
particular set of skills, expertize, and
resources, Innbility to entist them at crucial
points in the program development may
lead to failure or to detrimental conse-
guences in the ability of the program to ful-
fili iis ohjectives,

18, Weins, Evaltation Research (Enplewvood ClifTs,
NI: Prentice-Hadl, [472).
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Thus, the systems spproach used here
glerts the planner-orgsnizer to the intricate
interrelntions among the various building
blocks of the proprem. It identifies the
points at which the establishment of certain
subsystems must assume priority over other
organizing activities. Nevertheless, it
should not be concluded that the model pre-
sented here {5 deterministie, in that ench of
the steps identified must be so followed. It
should not be assumed a priord that an orga-
nizalion is o tightly coupled system in
which each component must be closely
arficnlated with all others, There is evi-
dence to suggest that many programs mny
function quite adequately even If some
components or subsystems are not fully
developed or are not closely inter-linked.
The systems approach advocated here
gnables the planner-organizer to assess ot
each point in the program development
process the need for the establishment of
certain organizational components, For
exnmple, the plenner-orgenizer may find
that a feasibility study is unnecessary since
resources have alrendy been enrmarked for
certain types of programs, or that whatever
service technology will be developed, sup-
port of key groups in the environment is
assured.

Moreover, it hag been stressed through-
out that agency or program development
involves a great deal of trial and error in the
foce of many unknown perameters. The
nppronch developed bere merely attempts
to identify the critical parnmeters the
planner-organizer must consider and thus
reduce some of the risks that are inherent in
any program implementntion.




