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WHAT IS MACRO PRACTICE?

Macro practice is professionally directed intervention designed to bring 1hout
planned chinge in organizarions and communities. Macro practice, as all social
worle practice, is built on theoretical foundations, proceeds within the framewaork
of a practice model, and operates within the boundaries of professional values
and ethics. Macro-level activities engage the practitioner in organizational,
community, and policy arenas.

These activities go beyond individual and group Interventions but are often
based on needs, problems, issues, and concerns identified in microactivities.
Organizational activitles include, but are not limlited to, supervision of professional
and paraprofessional staff, working with committees, participating in,
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4 VALUES AND HISTORICAL F‘EifiSF‘ECTIVES

hudgeting, wrting proposals,-' and developing programs. Commurity activities engage
the practtoner in negotiating and bargaining with diverse groups, encouraging
consumer pmicip:}tion in declsion malking, establishing and carrying out interagency
agreements, conducting needs assessments, and advocating for client needs in 2
variety of community systems. Policy-related activities include coalition building,
lobbying, testifying, tracking legislative developments that directly affect clients, and
carrying out other efforts designed to affect legal or regulatory frameworks.
Typically, macro social workers occupy posidonsin social agencies and are
involved in the agency's fonctioning. The agency may be a funding source, a
planning organization, or a direct service provider, or it may perform-multiple

- functions. The unifying concern of macro workers is how the agency relates to

its environment and the forces that shape that environment. These forces inciude
changing needs, shifting demographics, interest group politics, legislative influences,
funding patterns, and a host of other factors. The macro worker, therefore, must
underscand the community within which an organization operates and the policies
that affect the service delivery system within that community (Meenaghan 1987).

Although most practitioners will work within organizations and have some
understanding of communities, it is clear that not all committee and task force
worl is macro practice, and not all people who serve on committees and task
forces are doing macro social work practice, Macro practice is carried out by
peopie operating in a sanctibned professional capacity, following a soundiy based
set of procedures, and focusing on planned change. '

Social work practice is broadly defined and allows for intervention at the
micro {individual, group, or fnmily) level, and at the macro (organization ancd
community) level. Given this division of labor, some professional roles require
that the social worker be involved full-time in macro practice. These professional

. roles are often referred to by-such titles as planner, community organizer,

manager, or administratar, The direct service worker or clinical social worlker,
however, also bears responsibility for initiating change in organizations and
communities. The direct service worker is often the first to recognize paiterns
indicating the need for change. If one or two clients present a particular problem,
the logical response is to deal with them a8 individuals. However, 45 more persons
present the same situation, it quickly becomes evident that something is awry
within the systems in which these clients dre interacting. It then becomes
incumbent upon the social worker to help identify the system(s) in need of change
and the type of change needed. The nature of the system(s) in need of change
may lead to communitywide intervention or intervenrion in 4 single arganization.

Given these statements, pmctiticmci's may begin to feel overwhelmed, Is it
not enough to do good clinical work? Is it not encugh to listen to 4 client and
offer options? Professional practice focusing only on an individual's inteapsychic
coricerns does not fit the definition of social worlk. Being a social worker requires
seeing the client as part of mulriple, overlapping systems that comprise the
person's social and physical environment. If the social worker is not willing to
engage in some macro-practice types of activities relating to these environments,
then he or she is not practicing social worl.
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Similarly, social workers who concentrate in faacro practice must understand
micro practice, which may be defined as intervention directed primarily at the
individual or group level, Without this understanding, macre practice may be
carried out in the absence of an adequate grounding in the nature of client needs.
MBA and MSW administrators would act similarly in all situations, and cost
alone-—rathier than an understanding of client need balanced with cost—would
drive community planning. The interconnectedness of micro and macro roles

. are the heart of social work practice. In short, it is s important for social workers

in macro-practice roles to understand the importance of individual and group
interventions as it is for social workers in micro pracuce roles to understand the
importance of organizational, community, and policy change. '
Because we believe that all social workers are professional change agents, -

we use the terms social worker, professional, and changs agent interchangeably
throughout this text. Social workers are always change agents because they are
constantly identifying changes that need to occur in order to malke systems more
responsive or sensitive to target population needs. Change is 50 much a part of
social worl practice that one cannot separate the two. Professional Is a term chat
implies identification with a set of values and the judpment and sldll to 2ct on
those values. In Chapter 3; we discuss the meaning of professional values that
unite social workers across roles, arenas, and emphases.

MACRO PRACTICE IN CONTEXT

This book is intended for all social workers, regardless of whether they specialize
in micro or macro tracks within schools of social work. It is designed to be an
introduction to the macro-practice roles social workers play. Although some
practitioners will concentrate their cfforts primarily in one arena rather than
another, in some situations all social workers will engage in macro-level inter-
ventions as the appropriate response 1o need or a problem,

This book is not designed to educate full-time agency administrators, program
planners, community organizers, or policy analysts, Those social worlkers who
assume full-time macro roles will need 2 more advanced understanding than what
this text will provide. This is not 2 book on specialization., The roles discussed
in this and the following chaprers are those that competent social work prac--
titioners will play during their professional careers.

In preparation for writing this text, we talked with 2 pumber of our former
students who are now practicing social workers, s50me of whom work directly
with clients and some of whom are planners, managers, ar administrators. We
asked them what they would say to current students about the differences between
their expectations of social work practice when they were students and their actual
experiences pver the past few years. One studlent responded: ''As a student, I
have this very vivid memory of being idealistic. I likked soclal worl's emphasis
on serving clients as the primary focus of attention, and I thought that wounid
carry over to my professional practice. Instead, 1 find that my professional life i5
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dominated by two things: fellow employees and money..In making decisions,

we find that we have to deal much more with staff egos than with client needs. .

And the 'bottom line’ mentalley that pushes budget issies into every discussion
and decision has been a real disappoincment.” '

A second student said: '"What makes this profession worthwhile for me is
that there is a core of very committed people who really live up to the ideals
of the profession, They're very talented people who could male a lot more money
elsewhere, but they believe in what they're doing, and it Is aiways a pleasure
to worlk with them. Our biggest frustrarion has been that there are 50 many people
(like state legislators, for example) who wield 50 much power over this profession,
but who have no understanding of what social problems and human needs are
all about, Even though professionals may have spert the better part of their careers

trying to understand how to deal with people in need, their opinlons and

perspectives are often oot accepted or respected.’”’

A sociat worker recently employed by 2 community-based agency on an Indian
reservation shared his experience: ''Culture is so important to the work we do. I
constantly have to ask indigenous people for advice s0 that I do not make
assumptions about the people with whom 1 worl. The concept.of community and
what it means to this tribe, even the value of the land as a part of their tradition,
is so crucial. It is much more complex than had assumed when I was in school.”

Another former stadent reinforced the importance of community: ‘I guess
I never realized how porous agency boundaries are. We have board members
coming in and out and we see clients. But the thing that has surprised me is how
much I need to know about the community—people's values, where funding
comes from, how to assess conmunity needs. Even though I do direct practice,
| am constantly pulled onto task forces and committees that have to deal with
the broader community issues.”’

Concerns about limited public resources combined with overwork were
expressed by a program specialist in fosrer care: ‘A big problem is the workload—
the sheer size of people’s job responsibilities. The st can't or won't provide the
money to keep worldoads at reasonable levels, It never occurred to me the frusteation
there would be in working with policies you can't change because you don't have
any input at thase levels. Qur organization has two separie parts—valunteers and
professional staff—and there's often no clear definilon of who does what. It's very
difficult to know which issues should be brought to the board and which ones'should
be sertled by stmff’” Despite these problems, though, this same persan quiclkly added,
"o reat positive is the feeling you are having = role in helping people. Seeing Progress
on the part of individual clients is one of the main things thae keeps you going. It's
also very reinforcing to have the ppportunity to be an advocate for ikids”

Another former student wis disappolnted about the .impact of Hmited
resources on practice and employee mocale: "It really wears you down after awhile
when everything Is decided in terms of money. Furniture in our waiting robm
is flling apart, the place needs (o be painted, there are 50 many things we should
do to improve our efficiency and effectiveness, but we can't because we can't afford
them. Just once I'd like to have the resources to really do things right, the way
they can in big corporations.”
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However, lest we begin 1o héliev reial sector does not have
irec rofit adoption agency had

fit.agency, and business
¢ have a fairly small
erns about how
¢éan drise berween
ithi- adoptions,

consideradions always hive td be [
gperation, and I think the agency
clients are treated, but I've still had
malking 2 profit and serving clients,; Od
and I've been very surprised by the ignorinc
even among other soclal workers.” A 10876
their values on women about how they shoild!
psually do this without knowing anything abed

A child protective services worker said: “It's
a Few days last year In my caseload there wis 3
cils was abandoned in our waiting réom, and. the
our stalf from people who think we just indiscrimiriate
thelr parents. I often think of poing into other lmcs nf work
intangible rewards in social worlg, and other profcé'siéh,s 1 -

The director of a social services unit in a hospitalta ed L]
group, the elderly: [ have been here long enough ta lscé‘—t't_i't'-.
celated categories. This is.the Medicare system's way Of ik
are discharged efficiently, and if they are not, the hosp
Social workers graduate from MSW progranis ready 9 coutisel pitients in the
hospitzl and they are sorely disappointed. What we hizve ‘to ;icjfis worle fast;
counseling is done ‘on the run,’ and we are puished and pr ed by everyone
from admissions to discharge planning to mové these folks-along ‘Many: of these
older persons don't have peopie who can help them when-théy are discharged
and they are redlly vulnerable to being placed in a nuising hom §if pciicies
and procedures make our declstons—where s the patient invel ed’” :

On a final note, a direct practice student who recently-praduated:iadé this
statement: ‘*This may sound negative, but it is not meant to.he; MY.-édﬁ‘é;ition
in social work taught me how little I lenow. I feel as if I have just sératched the
surface. Learting s 2 long ongoing process. I work in a head Injury cénter and
what I learned from having had exposure to macro-practice roles is that you have
to know the organization in which you worlk, particularly the philosophy behind
what happens there. This is more important than I ever imagined.”

These quotations tell their own storles. Many of the issues Facing Social
workers In their daily practice are not only client problems but problems in
apencies or communities that affect the worker's ability to serve their clients.
We thank our former students for helping us raise these issues.

THREE CASE. EXAMPLES

. Within

Other aspects of soclul work macto practice that need to be understood by the
student and the heginning practitioner can best be illustrated by case exa}nples.
We selected the following because they contain similar themes but focus on
different target population groups: children, the aged, and women.
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Much of the work done by functional noncapitnlarors is what we refer to

as macro practice, and is carried out with widely varying degrees of sidll. The’

purpose of this text is to present 2 theoretical base and a practice model désigned
to assist the professional social worker in bringing about change in organizations

and communities. We encourage its readers to become functional noncapirulatgrs i

within the organizations and communities in which they will worle.

WHY MACRO PRACTICE?

The beginning student will find that mast social work literature reinforcés the
importance of practitioners’ macro-ievel responsibilities, Why is this such an

important issue? The answer has a gredt deal to do with the mission and history .

of the profession, and the development of a value base which has become the
comerstone of professional social worlc practice.

Although Chapter 2 will focns on historical development, understanding the -

professional mission of social work is esseritlal to recognizing why macro practice

2R
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is important. In a provocative argument, §pecht (1990) challenges social work's

contemporary interest in the “popular psychotherapies. "

[They have] diverted social wark from,_its original vision, a vision of the
perfectihility of society, the building of tlie " city beautiful,"” the “'new society,”’
and tie “*new Frontler.'’ There is a yet nafulfilled mission for social work that
might be resuscitaced. itls 1 mission to deal with the enormons social problems
under which our society Staggefs! the social isolarion of our aged, the anocmie
experienced by our youths, the neglect and abuse of children, homelessness,
drug addiction, and AIDS.

Our mission must be to build a meaning, 2 purpose, and a sense of obligation
for the community, not one by one. 1t is only by creating a community that we
establish a basis for commlitment, obligation, and social support. We muost build
communities that are exclted aboue their child-care systems, that find it
exhilarating to care for the mentally ill and the frail aged. (pp. 354-56})

Earlier in this chap%cr we presented three case examples of what included
seemingly unresolvable dilemmas. Yet, the lists of gquestions and concerns
expressed by the three social work practitioners reflect their attempts to hold
on to the mission described by Specht. This mission is built on a set of values.

Barker (1087) defines values as ''the customs, standards of contact and
principles considered desirable by a culture, a group of people, or an individual”’

{p. 171). He goes on to explain that in 1982, social workers, 25 a professional i

group, stated some of the overriding values for their practice, These values were ‘3 I

published in the NASW Standards for the Classification of Social Work Fractice.
They were:

Commitment to the primary imporrance of the individual In society,
Respecr for the confidentiality of relationships with clients,
Commitment 1o social chinge to meet socially recognized needs,

_T%\-i&-’"?“ Ry s,
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willingness 1o keep personal feelings and needs separatce from professional
relationships,

willingness to transmir knowledge and skills to others,

Respect and appreciation far individoal and group differences,
Commitment to develop clients’ ability to help. themselves,

Willingness to persist in efforts on behalf of clients despite frustration,
Cemmitment to social justice and the economic, physical, and mental
well-being of all in society, and

Commitment to 3 high standard of personal and professional conduct.
(Barker 1987, 171) .

.. These values do not cover the entire NASW Code of Ethits, but they do
“provide & general orientation to the positions taken by the profession on the larger

" - {ssues relating to responsible and conscientious professional behavior. In all social’
“wworlk practice, there 15 clearly an expectation that the social worker will, when

7,7‘:thc situation calls for it, become involved beyond the simple needs of 2 “case”
.gr client and initiate change at the organizational or community level.

In many ways it is this commitment Lo the understanding and changing of

_larper systems that separates soclal work from other professional disciplines, Few
: ‘ather professions have adopted the same *'systems perspective.” Thus, while 2
*commtittee or a task force might be made up of many disciplines, the professional
‘ social worker who is doing macro practice is operating from a knowledge and
" ilue base that includes a number of considerations: '

Informed Approach. First, the macro practitioner approaches the need
for change with an understanding and expectation that decisions wili be
based on as complete a set of data and information as time and resources
allow. Informed decision making is pursued in a systematic and
scholarly manner, utilizing the best available theoretical, research-based,
and practice-based knowledge.

Conswmer Input and Participation. Although it may be more time-
consuming and take more eneéigy to include clients in change processes,
the social worker must always look for lient input. Finding new and
meaningful ways to facilitate citizen participation in prganizational and
community arenas is an ongoing challenge for the dedicated professional.
Fit of Problem to Solution, Based on a Thorough Analysis, Defining the
problem to be changed requires integrating what clients have 10 say
with scholarly research and practice results. This analytical process is
dynamic and interactive, often causing the change agent to reframe the
original problem statement. But once the problem statement is apreed
upon, social workers must ascertain that their interventions make sense
in relarion to the problem at hand, [nterventions often require a creative
imagination that goes beyond traditional approaches.

C'oal Directed, Goals are broadly defined aims toward which practitioners
guide rheir efforts. They are usually long term and sometimes idealistic.
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‘However, goals provide a visign shired by clients and colleagues—a E REFERENCES
hope of what can be—and they assist the practitioner in maintaining 2
a focus. . ‘ . . ; Barker, R L. _(1987) The social work dictionary, Silver Spring, MD: Naddnil Associa
Outcome Oriented. Outcomes are defined 25 quality of life changes in g of Social Workers. ‘ - ‘
clients' lives, based on the interventions planned by social work Meenaghan, T. M, (1987) Mﬂ_ﬁro'pm_cticr:: Current trends and issues. Encyclopedic .bfs.di:i‘al_ -
practitioners, Qutcomes can be determined by professionals, based i work (18th ed,, 2: B2-89). Silver Spring, MD: National Assaciaton of Soctal Workers,:
bn what they think clients would want, but the best test of an cutcome 5"-‘:”1:“21' :: K., ar'Sd 5. ﬁ‘:}o‘:" {1983) Empowering public welfare workess thrdugh.
is whether or not the clients themselves really see it as meaningful and 3 muth pport. Jociar Wors, 28(5): 375-79. )
1 specht, H. (1990) Social work and popular psychotherapies. Social-Service Review, 04(3):

.

valuabie. 345-57.
; Social workers have the opportunity to facilitate change. Based on a set of %
‘5 values, macro social work practice progresses in an informed manner, incorpaorating
. clients into the dynamic procéss, designing interventons to meet well-analyzed i
i problerss. Broad goals and specific ontcomes provide the focused direction. ¥

. SUMMARY

In this chaprer we have tried to provide the basic foundations on which students
can huild an understanding of soeial worlk macro practice. We defined macro
practice as professionally directed intervention designed to bring about planned
change in organizations and communities, and we began 2 discussion of the
circumstances leading to the need for pianned change.

To do this, we used comments [rom former students who are now practicing
S social workers. These comments lllustrate how the circumstances thac are often
- 5 most troubling to social workers are not only the concemns of their clients but
P also the management of their organization or the resources ayailable within
their communiry. These points were ;clrlforced through three case vignettes
showing how policies, program strucrures, resource deficits, and other macra-
P related criteria have much to do with social worleers' abilities to be effective in
| their jobs.

One way that sacial workers sometimes respond to these realities is to give
: up fighting against them. This is done through capitulation, withdrawal, self- :
; martyrdom, or other approaches, all of which reduce the worker's professional .
i effectiveness. However, social workers who are skilled in macro practice have
i another opton, that of functional noncapilnlation, In which they use their under-
‘: _ standing of macro systems to bring about needed changes in these systems. These
i sldlls are not, and should not be, limited to those who are working in traditional -
i
!

¥

macro-practice roles such as administration or planning, Instead, they are critical
for a1l social workers to know, including those engaged mastly in micro practice. .
Parts II, 111, and IV of this textbook will provide a macro-practice model to
guide-social worlers in undertaking change processes. Puc first, Chapters 2 and
'3:will provide more detailed historical and values perspectives for macro practice
in: soeial - work, ’
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Americans and the political order"’ (pp:_ 272-74). Other progmmﬁ were less °

successful and in some cases resulted in harsh criticisms of social workers and
their effors. Within the field itself, however, accomplishments such 25 those of
the CAP apencies helped 10 reestablish the importance of macro-practice rales,

_ Reflecting this trend, the Council on Socizl Work Education (CSWE), in 1962,
recognized community organization a5 2 method of social work practice

comparabie to group worlk and case work. In 1963, the Ofiice of Juvenile

Delinquency and Youth Development of the U.S. Department of Health,

Education, and Welfare funded CSWE to develop curriculum for training

community organizers, Between 1965 and 1969, the number of schools of social
work providing training in cormmunity organization rose by 37 percent, eventually
including virtually every school in the country {Garvin & Cox 1987). Community
organization thus emerged as a legitimate part of social work practice.

MACRO PRACTICE IN ORGANIZATIONS

Communities are macro systems in which ali social workers inter:act and for which

practice rhodels have evolved. However, communities are comprised of networks -

of organizations, and it is these organizations that usually hold the direct respon-
sibility for carrying out basic community functions. As such, organizations are

a second type of macro system with which social workers must b_f:' familjar. With :
respect to human service organizations, one important consideration is historical
patterns of shifting emphasis between centralization ;md decentrilization of .

apencics and services. . .
England’s Elizabethan Poor Law of 1601, thé first written law establishing

g governmental 5ystem of services for the poor, adopted % decentralized approach

to providing services. Under this law, assistance LO the poor was a local function

(as was taxation to pay for the assistance), and responsibility for seevice provision

-rested with an individual ‘‘overseer of the poor.”" This model was retained more’

or less intact in the American colonies, and Antil the 1800s, relief efforts for the
needy remained primarily local and small in scale. .
The reformist movement of the early nineteenth century began 2 slow

transition to larger-scale services in the form of state-run asylums for dependent

children, the mentally ill, and others. Later, as population, urban concentration,

“‘and service needs increased, so did the diversity of both public and private

programs. Eventually, it became apparent that some sort of _coordinnting
mechanism wis needegd for these various efforts. As Trattner {1989) ootes:

The situation in Massachusctts Was rypical. In 1859, the commonwealth had three
state mental institutions, 3 reform school for boys, an tndustrial school for girls,
a hospital, gnd three almshouses for the state or nonresident poor. In addition,
four private charitable instutions—schools for the blind, the deaf and dumb,
the fechle-minded, and an eye 2nd ear {nfirmary—received state ald. Each of
these was managed by its own board of trostees. 50 uncoordinated a sysiem not
only increased the cost of operation, but it did not provide for 2 channel of

implemented

These boards re

For roughly

nthe carly 1900

organizations in

‘were relatively s

sthey continue to

service workers.

communlication between

state supervision. (p. 81}

2 { THE HISTOFII_CAL AQOTS OF MACRO PRACTICE a9
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inst}qutiory_s; a reform in one, thch, might not be
in the others. The sltuation obviousiy, called for some methad of,

-Tnc result was the creation of what b_c:l:nmr: ftnown.as the State Boa;-i'i:is -of Charities,
- first. in_Massachusetts in 1863, then in another fifteen states by the mid-1890s.

presented the first real involvement of state gOvernments in

.centralized coordination of welfare services, and they helped to establish standarcds
_for the administration’ of human service organizadons. -

the next 's_ucry—fivc years, much of the development of human

gervice organizations took piace in the private sectofr. The formation of the COS
_agencies and se__'ttlcrr'lcm houses. was 1 partial recognition of the advantages of
stablishing standard service practices within the framework of a strong orpamni-
' zational, base, Efforts toward developing more comprehensive public agency
avolvement in social welfare services ogcurred during the Pragressive movement

5. One example Was the creation of the first srate public welfare

department 1n Hlinpis in 1917. 5till, the focus remained very much on decen-
ralized qerv}cc.provision. There was relatively lictle growth among human service

the public sector.

- It was not until the Great Depression that public organizations for the
provision of human services were established on a large scale, The New Deal
progmrﬁs created an infrastructure of organizations at the federal level chat became
both the foundations of the welfare state and the first Iarge, governmental human
sérvice bureaucracies. In addition, a key function of these apgencies was to
distribute relief funds to various 5Lates, and this in turn helped to spur the creation
of state-level public welfare organizztions. Some programs, such as the Federal
‘Emergency Relief Administration (FERA) and the Work Projects Administration
(WPA) were established to respond directly to Depression-era problems and thus

hort-lived. Qthers, such as the Sacial Security Adminisceation,

formed the instirutional basis of ongoing federal soeial welfare programs, aad

play major roles. With the creation in 1956 of the Department

' of Health, Education, and Welfare {now the Department of Health anc Human
-Bervices), most of these agencies were.combined into i single, cabinet-level organi-
ation through which governmental social welfare progrims were centralized,
Since its early development, professional social worl practice has been

conducted within some type of organizational base. However, these organizations
-yaried over time, and the skills needed for effective practice within them also
changed. For example, in the early years of social work education, agtention
toward models of practice in social worle organizations Focused primarily on
- preparing a limited number aof macro practitioners (o assume roles a2s adminis-
" trators of small agencies, usually in the private sector. The gozl was to provide
gledils such as fund raising, working with voluntary boards, and supervising direct-

_ with the growth of large public bureancracies and natdonwide networls of
affiliated agencies in the private sectar, the size and complexity of human service
organizations changed. The role of macro pracuitioners within these organizations
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whas also forced to change. For example, trends such as the increased size of human. 3 e examnine these same trends in terms of their influence on contemporary

service organizations, their Increased complexity and diversity of services, and
changes in standard budgetary policies forced administrators to seek new skilis_
Lewis (1978) calls partcular attention to the prowth of concern for fisca
accountability that fifst became 1 dominant issue in the late 1960s. He argues W, Sripoad Social Conditions _ _ L
thar these concerns forced social work administratoss to shift from being *'problem ° oL

solvers'' to being *‘managers.” Implicit in this shift was a change in administeative
orientation, moving away from external considerations of how best to deal with -
specific social problems and toward intérnal considerations of budgetary com taday than during the early years of the profession. Though these changes have.
pHance and operational efficiency. Considerabie concern was expressed that if soctal o - stered improvements in areas such as health, income, transportaiion, and others,
work administracors did not acquire these skills, leadership of human service agencies '; ot. all aspects of the transformation have been positdve. Warren (1978) calls
would pass to persons from other disciplines who did possess such training. ttention to thiese concerns, noting that **discerning Americans have come o the

Concern has also arisen that administrative decisions in human service

neasy realization that all is not right with their community living, that undesirable .
agencies have become overwhelmed by manageritl concerns and no longer reflect

uations appear with prowing frequency or intensity and thar these are not the
the consideration of client needs. In response, Patti (1987) and others have called dventitious difficulty of one community or another 50 much as the pares of a
for the development of an effectiveness-driven model of administrative practice eneral pattern of community living'" {p. 14). Warren calis this the community
in which the achievement of desirahle outcomes for clients becomes the primary, roblem, and as an element of the contemporary society, it is an important
criterion for decision making, The intent of this model is to view administrative pncern for macro practitioners.
practice in social work as 1 unigue blend of managerial skills combined with broader . One aspect of this problem has to do with the consequences of wrbanization. -
knowledge of soclal problems and the me:ins of addressing these problems. ough they offer many benefits, large, complex cities also breed large, complex
Finally, just as views of the role of human service administrators have Hblers, and the very size and complexity of a community can interfere with
changed, 50 too have notions about the organizations in which they worlk. Since

ying these problems. One casualty of merropolitan growth, for example, is

most social worlcers now aperate within the context of some type of organizaiion, iense. of solidariry within the community. Small-town shared views of the .
their understanding of that orpanizition may have much to do with the ability OMmOT good may, in large cities, devolve into narrow parochialism based on -
to do their job well. nits such as a single apartment building, an area of gang tucf, or family and ethnic

. For example, In a classic work entitled **The Good Bureaucrar,” Robert iroup affiliations. The greater the number of these communities within commu-
Pruger (1973) made the point that social workers have two major roles. The helper’ ities, the more difficult it is 1o identify and serve the interests of the whale, -
role defines their activities as a social worker who assists clients with various’ ' Closely tied to these consequences of urbanization Is the loss of geograpbic -
problerns. The organizational role defines the responsibilities the worker has for’ islepance of many communities. In small-towa Armerica, communities were
completing forms, making reporis, artending meetings, and other organizational drpely defined In terms of residents' physical proximity, as well a5 cormmonilities -
tasks. These roles may compete, and the clash between them may lead to x ].léﬁ as topography, soil conditions, water supply, and other circumsrances of
worker's inability to meer either satisfactorily. For exampie, a worler may have proximity. People lived in the same plice they worked, frequently remained there
so many forms to fill our thar he or she has little time for listening to detailed. hroughout their lives, and shared with their neighbors both fortune and nis- -
client problems. Pruger argues that a third role, the bureaucratic role, is possible, orfune {droughts, Acads, good and bad harvests, and so forth). In contrast, many.
in which the worker develops skills in mediating the conflicts between the other cltles are now so immensé that residents in one area may share little with those
two roles, learning to meet organizational demands without sacrificing profes-

n-another in terms of their economic base, political environment, lifestyle, or
sional skill. This is what the Fanctional noncapitulator, discussed in Chapter 1,

] dven climate and terrain. Because geographic, legislative, and socizl boundaries
has to do in order to survive in a demanding environment. In subsequent chapeers, often intermingle and evolve, it may be difficult even to define the boundaries
we will discuss how Pruper's model of the good bureancrat fits well within the :

aiven commurity.
larger framework of the modern macro practitioner.

he combined effect of population growth, urbanization, industrializntidn, aﬁd

.changes In institutional stcuctures have created communities that are very diflerent.

w

As residents’ identification with local connections has ehbed, the iMpOrLances
extracommunity affiliations has greatly expanded, These affiliations define..
thie relationships berween community organizations and related organizations -
tside the community, For exampie, an auto plant may be _cssen_tiﬂl: tD_,-._Fl}Ei
'f)omy of a particular communiry, put its most imporeant ties may not l:_a,g ')
the- community but to the home office of its corporation in another city far awi
ecision to close the plant might come entirely from the home office
the community that would bear the miost sévere consequences of this.d

CONTEMPORARY TRENDS

At the beginning of this chapter, we discussed major historical trends affecting
the development of the social work profession. These were: (1) broad social
condirions, (2) ideological confiicts, and (3) oppressed populations. In this section,
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‘ations, and its advent coincides with the vast increase in productive capacity
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Lass of control over such decisions.renders the community extremely vulnerable;
yet an excessive coricern for external affiliations may blind community members
to criticat Iocal needs. '

in addition to community issues, contemporary developments in the organi:

zational structure of human services are also iniportant to consider. One parallel 5
between communities and organizations is that both have continued to grow and: g

become more complex. In the organizational realm, this has given rise to the

bureaucratization of service systems. The term bureaucracy has taken on ai3

number of mostly negative coanotations which, as we shall discuss in Chapter 6,
may dr may not always be accurate. Here we refer to bureauncratization as the
growth in size and stencrural comiplexiry of human service organizations. This

has been especiaily true in public 2gencies, which have generally continued to

expand since the New Deal. .
Bureaucratic organization is a means of structuring tasks and relationships

- AINONg orpanizational members in order to maximize operational efficiency. In
‘many ways, this madel has mide possible the development of modern organi-

associated with the Industrial Revolution. The problem with bureaucracies is tha
they often become as machineiii{e as the fools they employ, and the result can
be a rigid and dehumanizing style of oper‘atiuri. This styie usually grows more
pronounced as the ogggt_giiatiqn pets larger, and vast governmental human service
dpencics have become some of the most notorious examples of the negative
aspects of bureaucratic structure.

Partly in response to this problem, privatization became significant trend .

during the last twao decades. Although the term can be used in many ways, we

define privatization a5 "'the deciding, financing, or providing of human services
by the privite scctor to clients for whom the public sector is responsible” (Netting .
et al, 1990). The trend may be more accurately termed reprivatization because 3
of its focus on retugning to the private sector for responding to human need. )

Beginning in the 1960s, fecognition of the limitations of government

bureancracics prompted growth in purchase of service coniracling. Public |
apencies paid for services but they were provided to their clients by private-

organizations, Between 1973 and 1984, for example, nonprofit purchase of service

contracts grew from $262,9 million to $664.1 million (Kettner & Martin 1987). -

Decision-making and financing functons remained governmental responsibilities,

wherens the function of providing services shifted to the private sector. This’

arfangement was probably well accepted in many communities, since going Lo
a local nonprofit agency to receive services is often less stigmatizing for clients.
However, other trends accompanying the move toward privatization complicsated

' the community service delivery system. .
During the early 1980s, conservative views toward human services, combined:

with an ecanomic slowdown, led to decreased public funding and decentralization
of decision making. This meant that many nonprofit agencies, which had pre-

" viously grown larger on public dollars, were suddenly faced with stiff competition

for very limitedl resources. For example, facing a shortage of patients, hospitals

began diversifying into service areas other than primary health care (i.e., substance’
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jiuse CEMLETS, home health, etc.). For-profit organizations ‘bcgan moving into
Human service provision, seeking clients who could pay for their own services
- The effect of this trend on cammunity human service sysiems:has been most
yte il the provision of services to low-income.clients. Formerly; many of these
icnts were served by nonprofit agencies either through cc}ﬁ.{;[“a{;t.s wi};h ublic
qgencies or through excess revenunes from clients who were able to pa 1:'I\Jcmsr
ggjx_'r‘cmment funds are more scarce and.payiﬁg clients are often sip}iblfnejcr[‘ off b ;
pospitals and for-profit providers. Many nonprofit ngéﬁcies lno.Ionger h:wz
souICes Lo pay for services to poor clients and there is inéreaéing: comﬁetition
hetween nonprofits for the funds that are available (McMurtry et lal 1991)

A final end is the advent of computerization. Sociery is moviné' tDwar-d a
iodel in which information and serviges rather than manufactured gdods are the
most important com_;_'xmditif:s. As this takes place, communities wiil change Hes
fpdustries will diminish in importance and even the traditionat chamcter‘ of tzz
orkplace will be altered, such as by workers remalning home and carrying out
their tasks on computess. Moreover, the ability to tie into national and international
ginputer networks will further enhance the importance of é:itrzi—communiry ties
: Social workers' roles will inevitably ‘be’ affected by these changes 'Fm.'
ample, Ginsberg (1988) discusses how computer technology has f:lcili}:a:cd
rage of vast numbers of client records by large public and pr_ivztte human service
’ ggnizations. He cites government researchers who challenge social workers to
use computer technology, noting that “'social worlkers

write reports and pfogrcss notes
“pull and read numerous files . _
take case histories and develop diagnoses
' tap into local area refource networls
keep in tooch with professional developments

- provide factors and figures to contribute to agency nccodﬁtabiliw-pmcess." -
_ (Parker et al. 1987, cited in Ginsberg 1988, 71) . - :

L Still, other writers argue that these changes pose grave dangers for the
‘rqff;ssion. For example, Fubricant (1985) asserts that the computer revolution
l5-6imply another manifestation of an ongoing process of *''deskilling” social
Tﬁgprlcers. One example he offers is the role of workers who determine eligibility
for benefits such 45 AFDC and food stamps. These positions are often filléd by
poorly trained and poorly paid clerical employees who simply input data into
tomputers, and these computérs détermine clients’ eligibility, The point is that
socia! workérs cannot learn to adapt to and fzontrol new teclinologies (us well
-other social trends we have discussed) they risk being controlled by them.
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understand something a5 complex.as a community, much less propase ways ¢ ig 4.1 The Community Encounter Framework
cliange it? <

First, it should be made clear that there is no single accepted, orderly, systemiafg
method hat allows one to understand all the elements that go into making up. &
community. Understanding, for the macro practtioner, MEins pathering as muc

Task

1. Understand characterisiics of targst-
population members

data and information as passible in a narrowly focused ared of interest Or concer g gﬁ?z‘u?sﬁi?;f";fﬁ’fehrﬁs“ nanes
and making the best informed decisions the i‘nformation will nllow_r. : 4. Understand dominant vahies

There are‘thrce reasons why macro practitioners need a Wstﬁmﬂﬂc approach; gognizing Differances 5. Identify fermal and cevert mechanisms of
to conceptualizing 1 community and its social problems. First, the persun-in-:f,g s : opprassion
environment view is critical to professional social worl practice. The commumify#es: 8. Identify evidence of discrimination
in which one lives has a lot to do with whao that person is, the problems he g feniifying Structura 7. Recognize locatidns of pawer
she Faces, and the resources available to deal with these problems. Profession B. Oetermine resourte avallability

. g, Identliy patterns of resource control and

social work prescriptions may not be feasible or realistic without an understanding;
of these community Influences. The framework presented here for understanding ez i
community Is deslgned to assist in conceptualizing the environment within which
clients experience hope and draw strength, as well as face oppression and frustrationZ

Second, community-level macro change requires zn understanding of thelZE

history and development of a community as well as an analysls of its current statug; * ! erspective of the concerns and needs of thar populadon. The target

Without this knowledge, the practitioner has 2 limited grasp of the breadth an 3,-. isRepqpolation {s defined as thgse"ir;div[dunls, families, and/or groups who are
ﬁg - iencing a problem or need, and for whose benefit some type of community

depth of values, artitudes, and tradirions, and their significince in either main3Es
taining the status quo or allowing for change. i ¢ is being considered. .

Third, communities constantly change. Individuals and groups move intg fe choice of a particular target population is a choice of values. In every
power, economic structures change, sources of funding change, and citizens' rolgsis uniry there are muitiple groups with varying neeeds. Therefore, the social
change. A framework for understanding community can be helpful in recogniz'tq@f ] Jfer must realize. thar In forusing on oné target population, he or she is
and interpreting these changes. tEE : 1 choice to examine the communiry from a specific perspective. It
e’ mportant, then, to go back and look ut.the commuunity again from
rspective of more thin one target population so that a richer understand-

develop. For example, existing reports on community issues and
2 [ations may predetermine what target group the practitioner will serve, with
gnlylimnited opportunity to familizrize oneself with other community needs
A first siep toward understanding community is creating a framework that w 123 Fepncerns. )
help In comparing elements in oge community to cléments in znother. 50 £ %m fefWe suggest that a community be analyzed and understood from this limired
communities are larger than others, some have different ethnic makeups, somd '"Ei%;'ﬂ' ective because (1) practically speaking, people who become involved in
are wealthier than others. L Fregiommunity change are generally people with full-time jobs, and it is not unusuaal

In searching for a framework to help understand community, We tuin Uit Tidcro-level intervention responsibllities are added to those jobs; and (2) there
Warren (1978). In his classic, The Conpnunity in America, Warren proposes th:l sbashilimit to the amount of information that can be used in macro-level inter-
communities can be better nnderstood if selected community variables af ns. In short, we don't disagree with those Who suggest that, In the ideal,
analyzed. Based on these variables, we have identified nine tasks that comprises; thing possible should be known and understood.about a cormunity. We
a four-step framework to be used in coaceptualizing and understandin & ply suggesting that, with limited time and resources, responsible change
comriwunity. In subsequent chapters, we will present methods for planning chang Its: Gzn be initiated by narrowing the parameters of community apalysis.
based on this understanding. This framework is shown in Table 4,1, dentifying a population in need can, in itself, be complex. None of us is
£of only one community. Community can be defined in terms of ethnicity
e Latino community), religion (e.g., the Jewish community), commitient
sition {e.g., the pro-choice community}, profession (e.g., the social worlk
.',rflity), avocational interest (e.g., recreational and sports enthusiasts), and
iher designations. Each of us, in fact, would be more realistically defined

serviee dellvery

t selecting a target popul:itibri, and that the éqununity be understood from

A FRAMEWORK FOR
CONCEPTUALIZING COMMUNITY

nEx

Focus A: Identifying Target Populations

Many approaches to community analysis propose that the community;
understood In its totality to the greatest extent possible before interventio!
planned. We propose, instead, that the definition of community be narro®

sen = EENVEN T R Ty o T e S
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‘Figure 4.1. :
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We recognize that there are differences in urban and rural communities ang;
that this approach may be difficult in a rural community where members of th
tarpet population are geographically dispersed, We also caution the reader nc
to assume that the target population can be disengaged or isolated from the larpg
community, even though one may focus on the target population in order K
manage this complex undertaking, In fact, members-of the target populition may,
already feel isolated from the lacger community. Certainly, we do not want g,
reinforce this isolationism. Brager, et al. (1987), view communities s being

composed of pcople‘évho have relationships that are systematic, interactive, and
interdependent. These relationships are based on shared history, mutual
expectations, predictable roles, values, norms, and patterns of status differ-
‘entiation. These relationships are part of what constitutes individual identity;
these rclatiohg.hlpé may be nevtral or positive or negative; they may involve low
to high degrecs of reciprocity and alienation. (p. 33)

' individual '
Viewed grﬂphii:ally, 1 cornmunity would look like a series of overlapping circle

As an individual, any person from 2 community, pictured graphically, might lag
like a circle subdivided into many differeat reference groups, as illustrated i

By beginning with a population in need, we are suggesting that a perso
attempting to understand a communicy first identify the population of focus. Thi
begins a narrowing-down process. Inital definitions of population can be brod
with the understanding that the more precise the definition selected, the moi
feasible A full understanding of the community context for this popuiztion.’

. For example, issues surronnding alcoholism prompt a concern for macr
level change,.the population of focus for a particular community analysis coulds
be “people with alcohol problems who live in Riverdale County™ or “ethaitiy
minority women alcoholics who have been convicted of driving while intoxicated;
within the past two years in Riverdale County.” One is more inclusive, the oth
more focused. It is probably qdvisable, at this early stage, that a broader deﬂnitid_i;,
be adopted, with an understanding that it will become more precise as clearerst
understanding of needed change emerges. - . ,

Once a population has been identified and the definition appropriate
narrowed, all other dimensions of the community are explored and examineil
from the perspective of that population. For each dimension to be explored, WE
will identify a task intended to bring focus to the collection of data andgi
information. We will next focus on questions about the population. Finall
we will propese some questions about 3 community that will aid In understants
ing each dimension, and in comparing it to pther communities. Although th :
framework coneains a oumber of tasks, the process of analyzing any comm
nity requires the social worker to go back and forth, returning to refine previo
tasks as mew information is gathered. The social worker is urged to use t
framework a5 an interactive guide rather than a rigid formula for approic

ing community,

Educational
Community

FIGUHE 4.1 The Individual within the Community

sk I: Urz:{ergtand Cbardcteristicsu of Target-Population Members.
gstions (o be asked:

What [s known about the history of the target population in this
commuaicy? ‘

How many persons comprise the target population and what are their
characteristics?

How do persons in the target population perceive their needs?

How do persons in the targer populartion perceive thelr community
and its responsiveness to their needs?

n their book on community organization, Brager, et al, (1987), remind us that:
Demographic differences {do not] exhaust the varlations among subgroups of

‘:th: poar. Although attitudinal differences are more difficuit to define and ideniify,
-t witde diversity of wo:lld views exists even within demographicaliy homogenous
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populations. Thus, some poor itre more alien:ted than others, some more upwardly
aspiring, and some anpgrier. Where they fail on these dimensions has a bearing
on how they wiil respond 10 particular efforts to involve them in organizing

projects. {p. 640)

It is precisely these shades of difference sbout the target population that the NS

macro practitioner is attempting o anderstand. The study usually begins with an
examination of available demographic data. Basic to any understanding is analysis
of socioeconomic status, age, race, and gender by census track. It is lmportant o
identify areas of poverty and high need, and to determine whether the mrget
population is heavily concentrated in these areas or spread across 4 entire county.

In addition to gathering statistics, it is also important to talk with people
‘who understand its history, as perceived by the target population. Bellah, et al.
£1985), explain why this Is important:

A community 15 a ‘group of people who are socially Interdependent, who
participate together in discussion and decision-maling, and who share certain
practices that both defirie the community and are nurtured by it. Such a com-
munity is not quiclkly formed. It almost always has a history and so is alsc a
community of memory, defined In part by its past and its memory of its past.

(p. 313)

Examining ihe characteristics of the target population and identifying where
they are located, together with gathering informacion from the perspective of people
in the target population, completes tiie first step in the community encounter.

The following questions can be helpful in collecting and using dara and °

information:

1. What are the key demographic characteristics of the target population
and how do they compare to the demographic profile of the various
political subdlvisions (e.g. ciry, county, ‘state, whichever is relevant)
withln which the community is located? Key demographic characteristics
should include at ieast spcioeconomic sratus variables, race, gender, and
age, by census tract. .

2. Generally, how do people in this target population (and others close to.f
them) perceive their concerns, problems, issues, and/or needs? Do they
tend to see them in terms of a need for empowerment and freedom from
oppression? In terms of access to opportunity and removal of barriersi-
In terms of a need for res0urces, protection, or services? )

3. Generally how do people in this target populition perceive the commu

‘nity's responsiverness to their concerns, problems, issues, and/or needs_

Focus B: Determining Community Characteristics

Size is an important characteristic of a communiry, and can be assessed in o aumber.
of ways. Size can be calculated in terms of the amount of space covered, bY’
the number of people living within its boundaries, or both. 1t is an imporant,
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characteristic for the macro practitioner because geographical boundaries cis't:lb" '

.. fished for macro-level interventions can ringe from neighborhood to county and

even larger. Clearly the size of the community as defined will affect the nature
of the macro-level analysis, and ultimately the intervention. '

. Task 2: Identify Community Boundaries. Questions to be asked:

s What are the geographical boundaries within which intervention on
behalf of the target population will occur?

s Where are members of the target population located within the
geographical boundaries?

s What physical barriers exist for the target population?

» How compatible are jurisdictional boundaries of health and human
service programs that serve the target population?

- Space is the distance or area covered by a community. It is'one dimension
ofa communicy's size. Focusing on space allows the practitioner to establish
"manageable boundaries. If resources are available to focus on the entire city or
. county, then these may be appropriaie boundaries in that instance. If, however,
the effort is to be undertaken by a small committee of valunteers who have Limited
- fime and resources available, then one may decide to focus the encounter on a limnited
.part of the city where there appears to be the preatest need for intervention.
Establishing boundaries for mncro-lgvel tntervenrion, therefore, is initially
done by focusing on a target population and, secondly, is further refined by
'selecting a geographical boundary. For most macro-level interventions we
ecommend beginning one's understanding of cammunity by limiting boundaries
(o county or its equivalent, and focusing down from that level to more limited
boundaries if appropriate. This is in no way intended to indicate that intervention
at state, regional, or national levels is not appropriate, It is simply 10 recognize
that, for the vast majority of interventions, a level of county or smaller will be
most relevant. ‘ |
Figure 4.2 lllustrates the boundary-serting process. Knowing that one cannot
ddress all target population needs within large arenas, the encounter focnses .
on the target population within a manageable portion of the Broader community.
This becomes the focus of the macro-level intervention.
© A community may be a small section of the inner city or a fairly large expansc
encompassing scattered farms in a rural ared. For example, commuity 15 5pace
-applicable to barrios in which groups of Hispanic people reside within 4 larger
netropolitan area. Spacial concepts of community are also relevant in less
population-dense areas but may be more difficult to determine. This was pGiﬂth
ut by a Navajo social worker who explained how difficult it was to determine
acial boundaries on a reservation. There were oo Suect SyStems, property infor-
mation or slgns indicating county lines, of well-defined human service areas.
* Another characteristic important in understanding commuunity as space is
jurisdictional units established by varigus government agencies for planning and
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requires (1) focused arid precise cdara collection, (2) analysis of historical trend
and (3} a thorough uaderstanding of qualitative elements that reflect hum
experiences, interactions, and relationships.
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What is lmown abour the hisiory of the target population in this communicy?

How many persons comprise the target population and what are their
characteristies? I

How do persons in the targer population perceive their needs?

How do persons in the target population pereéive their community and jes
responsiveness to their needs?

a5k 2: Identify Community Boundaries

What are the geographical boundaries within which intervention on behalf of
the tarpget population will occur?

Where are members of the target populadon located within the geographical -
boundaries? . .
What physical barriers exist for the target population?

How cump&tiblc are jurisdicdonal boundaries of health and human service
programs thar serve the target populacion?

ask 3: Profile Social Problems

What are the major social probiems affecting the targer population within this
community?

Are there subgroups of the targer population that are experiencing major social
problems?

What darta is available on the identified social probiems and how is available
dara used within the community?

Who collects the data, and is this an ongoing process?

Whnt cultural valines, 'tracﬁtions, or beliefs are importarne to the tacget
population?

What are the predominant values that affect the target population within
the communicy?

What groups and individuals espouse these values and who opposes them?
What are the value conflicts surrounding the target population?

o1
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FOCUS C: RECOGNIZING DIFFEI‘{ENCES

Task 5: Identify Formal and Covert
Mechanisms of Oppression

CHAPTER 5 -
Understandmg a Community
Human Service System

@ What differences are observed among members of the target population?

* What differences are observed berween members of the target population ap
other proups within the communicy?

* How are rarget population differences viewed by the larger community?

* In what way is the target population oppressed because ol these differences;

[ * Whit target population strengths can be identified and how might these
strengths contribute to empowerment?

oo Task 6: Identify Evidence of Discrimination

= Are there barriers thar inhibit the targer population from becoming fully
integrated into the communicy?

* What forms of discrimination are experienced by the wrger population withj
the community?

Querview

FOCUS D: IDENTIFYING STRUCTURE
Intruductiuﬂ

A Framewor]c for Analyzing Community Human Service Systems
guifh.] Focus A: Understanding Need 4-v/f
Task 1: Identify the Target Population
Task 2: Define a Contimumm of Need
Task 3: Assess Target Population Needs
Task 4: Identify Collective Community Needs
Focus B: Identifylng Auspice or Sponsoring Organizations
Task 5: Examine Informal Service-Delivery Units
Task 6: Examine Mediating Service-Delivery Units
Task 7: Examine Formal Service-Delivery Units
Focus C: Determining Systemic Competence
Taslc 8: Determine Linkages Between Unlts

Task 7: Recogmze Localiuns of Power

* What are the primary sources of funding (both local and Extrﬂcommuxm}') fo
health and human services designed for the target population within the communly

. * Are there strong leaders within the segment of the health and human service-

. community that serves the target population?

; * What type of comnmuniry power structure influences the service delivery
network designed for the target population?

D Task 8: Determine Resource Availability

* What are the existing community agencies and groups currently secn as majd
service providers to the target population?

* What are the major funding sources for services to the rarget population? Summary
References
* What nonmonerary resources are needed and available? )
F Appendix:
v Task 9: ldentify Patterns of Resource .
i ice Deliver o
Control and Service very TRODUCTION

* Whart proups and associations advocare for and provide assistance to the tat
population? i

« How s resource distribution to the target population influenced by lnieract bt f"'i‘lnlndividu:ll, a family, or an entire community, it is helpful to use a framewo;lc.
within the communicy? i

* How is resource disiribution to the tacget populatdon influenced by extra- -
community farces?

a3
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be assessed and evaluated in relation to the extent to which it meets the needs.
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a conceprual approach intended.to permit a student or practitioner to exam;
a constellation of services within a given locale o determine adequacy of exisg
resources to deal with current or projected levels of need.

While we will use the term human service system 1o describe the foeus gy
the assessment, we caution students and practitioners not to place t0o mug
emphasis or credence in the term “'system,’” There is rarely o master plan. Hum
service systems are generally made up of loosely relared or unrelated client-sery
progiams operating under a variery of anspices, rather than clearly planned Pk
that come together into 4 comprehensive whole, We will attempt to present,
framework for assessing the extent to which this nerworl of existing resourf_{,':'sa
is capable of meeting need. R

FOCuUs asls

‘Understanding MNead . identily the target population

Deflne a continuum of need

. Assess {argel gopulation needs

. Identify colleclive communily nseds
Examine Infarmal service-delivery units

. Examine madiating service-delivery unils
. Examlne farmal service-delivery units

. Delermine linkages batween units

jgantliying Auspice or Spansoring
Organizatlons

@ ~N@Op RN

petermining Systemlc Competencs

A FRAMEWORK FOR ANALYZING COMMUNITY
HUMAN SERVICE SYSTEMS

;g_:i;ﬂrg'-éom[ﬂoﬂ to that culture” (p. 2). Because the characteristics of communiry
“.sidents vary, there may be subgroups that reguire special actention. For example,
i community has 2 high proportion of retirees, one can expect that marny of
ic services will address the needs of older people. If services are not avaitable,
ek the delivery system may not be adequirely addressing community needs.
i For the sake of discussion, consider the following seven target populations.
hey are frequenty used for planning purposes, and funding tends to be clustered
ound these categories:

We approach the assessment of a community's existing human service systemy
with several assumptions: (1) that an entire human service system in most cg
munities 15 tog complex to analyze as a whole, and therefore services must be assesse
for a specified target population, (2) that 2 community’s human service system shm-i'[

its pecple, and (3) that the needs of the people in 4 communiry should be ﬂxarmn gg
not only In terms of individual need, but also in terms of collective need, 3

Following these assumptions, we propose a framework for analyzing and:ish
evalnating a community's human service system. The taslks that comprise thi
framework are shown in Table 5.1. ;

Children
Youth
"Families
;. Older adults
Adults
Developmentally challenged
Physically challenged

Focus A: nderstanding Need
Task 1: Identify tbe Target Population., Questions to be asked:

* What tarpet populations are identified within the community, and -
how are they categarized? .

= What target population will be the focus of this assessment?

e What pricorify is given to the needs of the target population in this
communicy?

bviously, these groups are neither exhaustive nor mutuzlly exclusive. In addition,
1ey do not specify the many subgroups thac fall within each category. For
ample, if the target population is children, it is important to recognize that
rchildren come from families of all socioeconomic statuses, racial and ethnic
roups, and locadons within 2 community.

Although we have identified seven categories of people who may have
mmon characteristics and needs, individual communities will have their own

Peaple who are identified as being in a target popularion are consumers
services, and ideally the services provided are designed to meet their neets!
However, it is important to recognize that people's needs are always ch:mging ;
This requires 2 human service system thart has flexbility to respond to changin
needs: Gonzalez, et al. (1991), remind us that even culinral identity changes. "OneE
can always expect to find both change and diversity within any community:
fact, even a community that appears to represent one culture or cultural gr QE*% A
will actually be quite mixed, demonstrating a range of behaviors and beliefs th 3
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TABLE 5.2 Gommunity Service Identlficatlon -

-
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,e community; (4) kep z‘r-zfonﬁcmt surveps that focus on knowledgeable and

Widows Aged B85+ Living Alone In West Kingston

ifluential community residents; (5) secondary data analysis of existing statistics

Type of Need

Servicas Typlcally
Designed o Meet Need

i the target population; (6) review of social indicators such as income or

Servicez Availabla ceupational levels of the target population; (7) administrative or managerial

in This Community

Seli-zclualization
Nesds

Esteem MNeeds

Social Naads

Sufety and
Securlty Needs

Survival Needs

Educallon Frograms

Volunteer Qpportunities:

Support Groups

Psychosocial Counseling

Mentat Healih Centers

Aecrealional and Soclal Groups

Senior Centars

Home Visltors

Emeargency Fesponse System

Adult Family Homes

Congregate Gare Faciiities

Senlor Hauslng

Caontlnuing Care Flallremant
Communities-

Wellnass Clinics

Talephane Contact

Home Delivered Maals

geord revieuy; and (8) review of information from otber agencies (Meenaghan
iy al. 1987)

The preferred approach in assessing need for a particalar popul‘ttmn is to
se existing data, Or]gm_al data collection is expensive and time-consuming, and
sually beyond the scope of the macero practitioner unless a particular change
fort has wideSpread community and financial backing. Table 5.3 summarizes
& advanrages and disadvantages using each approach. -

Ideally, the macro practitioner would lﬂce to know (1) the number of people

Available at Kingslon Senior Capy;

Two support groups
Msantal heaith center has Imlig
services

Cne senlor centsr

No smergency system
Three unlicensed homas
Cne congregate facllity
Na senlor housing
Neo retirament communlty-
Pubille haalth departmerit has -
wellness clinlc -
Church runs talephone
redssurance program

Limited dellvared meals progra

people that can be served using existing resources. The ﬁrst number migus
SHihesecond number presents the communirty's unmet need. Unmet need, inade-
i “‘*{q tely met need, or inappropriately met need are frequently the focus of macro-
i vel change efforts-

&i emes Are then based on the concept of a contmuum DI care. A continuum
o

Senlor Discounts Twenly mobils meals slots

"'5.3 Meeds Assessment Methods: Advantages and Disadvaniages

Descrlption

Advantages

Disadvantages

Moblle Meals No bus systemn, one senior uan
Trensporiation avaliabla

Homemaler One licensad hamamaker prugra'
Home Health Mo home health provider E
Fersonal Cars Twao llcensed personal care ageng|
Medleal Cara One communlty hospital and-on

nursing home

such as art and language {caltural); for learning from the past (historical); for:
use of power (political); for viewing the past, present and future through actio
words and movement (creative/spiritual); and for explanations that connect w
happens in one's world through mvesuganou and cxperm:lenmtion (mtellcctunl
Task 3: Assess Target Popu!atmn Needs. Question to be asked:
= Whart are feasible and appropriate ways in which to find out how |

many peopie are in need in each of the areas identified as relevant o

this target population? B

Eight general methods of approaching a needs assessment have been discusst
in the liteezture. They include (1) general population surveys, which consis
interviews with a sample of communiry residents; (2) target population SUruey
that interview members of a select group; (3) service provider surveys, Vil
interview those groups and organizations that serve the target populadon swithind

i) E{g Other
iEencies

Interviews with
community residents

Interviews with a select
group

Interviews with providars
that service target
papulation

Interviaws wih knowl-
edgeabis/influential
residents

Analyzing existing data

Reviews of data such as
income, age, occupation

Aeview administrative/
managerlal dosumentation

Review any other data
from county, state, looal
agencies

Provides broad overview
of neesds

Ohtsins date directly
fram target

Gives perspectiva from
those wha serve the
targat group

Provides a communlty
leaders' perspactive

Data ls mlready collacied
and usually accesslble .

Data Is available and
provides broad overview
of community

Providaes Insights into
major ssues and concerns

May provide new
information not available
elsewhere

Aequires great time and
EXpense

Cilan difficult to Incate
survey respondants, ts
time-consuming and costly

Providers may be
professianally biased

Cammunlty leaders may
represent power
struciure, but may nat
represent target

Analysls is restricted by
what dala was collectad

Indicators dao naot provide
detailed information

Is suhjective and may bsa
difficuit 1o access

May be difficult to logate

3 [t — [ [ | ] [ RN Y



.t address the specific needs of certain individuals or groups. Conceivably, egcl
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TABLE 5.4 Centinuum of Long-Tarm Care Services by Calagory

In-home Services

Hamamakar and Chore Services
Household Repair Servicas
Farsonal Cara-

Home Oelivered Meals

Qutreach

Informaltion &nd Relarmal
Comprehensive Gerlatric Assessment
Emargenny Aesponse System
Companionship/Friendly Visiting Home Haalth

Telaphone Aeassurance In-Home High Technotogy Therapy
Careglver Respite Services Hosplee

Community-based Services

Adult Cars Homes

Shared Housing

Caongregate Houslng

Woeliness and Health Promotion Clinics
Geriatric Assessmant Clinics
Physlelan Services

Adult Day Cars

Mental Health Clinles

Qutpatient Clinics

Case Managemeni
Transportation

Senior Caniers

Senlor Discount Programs
Recrealional Actlvities
Caragiver Support Groups
Seli-help Groups
Counsellng

Foster Homes

Institutional Services

Swing Beds
Skilled Nursing Care
Extendad Cara

Alcohel and Drug Treatment
Hehabtlitation
Psychlatric Cara

of care consists of a broad menu of services from which items can be selected,

meny will vary based on what is needed for the target population served. Table 54
provides one merhod of c!nssxfying contimum of care services for those persons
requiring long-term care,

Task 4: Idenlify Collective Community Needs., Questions to be asked:

» Are there needs In this community that require something other than:
2 human service response? '

o What data supports the existence of these needs?

» How are these needs expressed by the people of this community?

While understanding need and examining community responses to each level
are important steps in conceptualizing a hieracchy, this is not enough, Need i§an

elusive, complex concept that must be understood from 2 variery of perspectives i

Ar the simplest level are needs experienced by individuals that require 50ME
rype of response: a hungry person needs food; an unemployed person needs ¥

job. If there are resources o meet these needs, the needy persan is matchedug:;

with the resources and the need is met,

§ / UNDERSTANDING A COMMUNITY MUMAN SERVICE SYSTEM 101

What we have discussed thuos far is really individual need experienced by

- many people. When one person is hungry, it is an individual problem. When
“hundreds of people are hungry and the community is not prepared o feed them,

t becomes a social problem. When needs clearly outstrip resources, it is a
eommunitywide problem and may require a human service cesponse. More food
fanks, more homeless shelters, and more employment training services mdy be
needed. It is important to note, however, that just because social workers believe
that 4 community should respond to a problem doés not mean that this belief
will be shared by everyone in that community,

~  There is yet another perspective on need that should be understood by.the
macro practitioner. It is a need that requires something other than 4 human service
esponse. It may even require some fundamental redesipn of structures aned
ystems. As discussed in the previous chapter, structure and power dre important
jariables for community analysis. When a whole community suffers from inferior
jousing, transportation, or schools, or from an inadequate economic base, these
roblems may be more than simply individua] problems on a large scale. They
houid be understood as collective needs.

It is an assumption in ihe social work field that communities need adequately
inctioning basic systems to achieve at least a minimally acceptable quality of
fe. They need an economic base that will produce jobs and income. They need
ffordahle housing, adeguate transportation, sound community health practices,
rurecuon from disease, good quality and relevant education far their children,
rotection “from harm and viclence, and freedom to pursue obligations and
nterests without fear, When these conditions are absent, a service response (more
oaey, more resources of any kind) may provide temporary relief without dealing
ith fundamental structural problems.

The long-term need may be for collective empowerment, a collective sense of
gnity, full participation in decisions thar affect the lives of people in the community,
elf-direction, and self-conrrol. Assessing collective need requires an understanding
Ethe listory and development of the community, an ability 16 compare economic
ata and social problem data to other surrounding communitles, and 2 sensitivity
b.the needs and aspirations of those who live in the community. Collective need
1y also need to be addressed at another levei such as the state legislature or U.S.
ongress. The focus can remain on the local community where actions can be taken,
ur the point of intervention may be ourside the commulity.

" When collective need for empowerment, participation, control and other such
ictors Is identified or expressed, the role of the macro practitioner is different from
e role taken when the need is for a human service response. These roles will be
Iscussed in Part IV (Chapters 8 throupgh 10).

i)éus B: Identifying Auspice
Sponsoring Organizations
Lassessing and understanding 2 community's buman service system, it is important
Fexamine the sponsordng umit or organization. Table 5.5 identifies the types of
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pquivalent to the household, but in recent decades more and more people have
ived togerher in dwelling units without being related, making household a more
proadly useful term' (Smith 1991, 13B}); Service provision in this unit generally
es the form of caregiving and tends to fall heavily on women in our society.
rhe potentil for caregiver burden or strain suggests that mutual support provided

y the infarmal system may require assistance from others within the community.
ﬁgsp_{te services are often needed in the inierest of sustaining the physical and
ental well-being of the caregiver, ) .

" In assessing the extent of service provided la household units wirhin & given
Cpmmunity, one should look for indicators of whart is happening within private
ivellings for the targer population. For example, are identified caregivers within

e community overburdened? 1s there an.identified need for respite services for

caregivers of the physically disabled, developmentally disabled, elderly, and/or
ng children? Are requests for live-ins and shared honsing increasing? Answers
hese and related questions will aid in the process of assessing the domestic
selling as a service-delivery unit. S .
Of particular concern is identifying the importance of the household unit
the tarper population. For example, if the target population consists of frail
Sidows living alooe, the honsehold unit does not contain others who can assist.
Mot only are caregivers not available, but formerly active older women may
ddenly find themselves alone sfter years of providing care to children and
ﬁgfnuses. On the other hand, rarget populations such as inner-city children, who
=en live in erowded households where privacy is limited 2nd tension is high,
ay.draw support from siblings, peers, and parents. Respite for single mothers
1y be difficult to locate; poverty may have reduced opportunities and life
oices. Yet the household unit can be a eritical source of support for these children,
dgile a5 it may be. Recognizing the household unit as a source of community
sirength and developing services to support this nnit can produce a double benefit
i-strengthening families and reducing the .need for other support Services.

TABLE 5.5 Unlts Within the MHeaith
and Human Service Dellvery System

Informal Units

-

Housghaold Units
Nelghborhood/Groups

Mediating Units

. Self-help Groupa
Voluntary Assoclatlons

Formal Units

Monprofit Agencies
Public Agencies
For-profit Agencies

These units, taken together, comprise the tatal health and human servi
delivery system within the community, each operating interdependently. A givey’
community, depéﬁdiug on availability of resources, may emphasize the provisiot
of services through one set of anits more than another, For example, ina CESOUTCE:
poor community, reliance on informal units may be a necessity until publi
funded formal services can be obtained. However, in all commurities, elements g
informal, mediating, and formal service units will be found. The astute practitione
will carefully assess all avenues of service delivery for the target population

» What informal uaits would typically assist the target population
within a local community? .

 What importance does the household unit have to the target
population within this community?

= What importance do natural sUpport SySstems or social networks haveds
to the . tarpet population within this community?

* What informal units are actively engaged in service dejivery to the
target population within this community?

e Are race, ethnicity, or gender factors in the provision of informal
services and support?

Natural Support Systems and Social Networks. Often, an unstructired, informal
iproach 1o mutual support will evolve as namral or social support systems develop.
o5t people are part of social networks, but this in itself does not constitute a natural
port systerm. A natural support system, according to Mclntyre {1986), exists when

The existence of natural support systems have been recognized for years.
ccent studies and an emphasis on Informal support have prompted A more intense
amination, particularly among minority and aging populations (Specht 1986).
Because networks do not have established boundsries and depend upon
Informal units are those thar are not publicly incorparated as legal entitl

to deliver health and human services. Often, these units have not been recopnizé
for their importance in the service delivery system, whereas they In fact perforft

: : it o ) . ; .
2 vast assortment of murual support tasks, They include the household unit, MEEESENinersed nerworks will depend upon linkages such 4§ transportation Systerms
natural support systems and social networks. e

Housebold Units. The household vnit consists of those persons who reside

within a common dwelling, whether they consider themselyes families, sipnificant; Social networks such as lin, friends, neighbors, and coworlers are suppor-
others, friends, partners, or roommates. ~'The concept of the family is roughly , tive environmental resources thar function as important jostruments of help,
1 r H
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especially during times of crisis. Social nerworks provide emational resonrces
and strength for meeting the need of human relatedness, recognition, and
affirmation, They also serve as murual aid systems for the exchange of resources
such as money, emorional support, housing, and child care, Well-developed social
networks often consciously and purposefully serve as helpers to familles in crisls,
maling It unnecessary for these familles to resort to institutionalized services
through publicly and privitely supported heaith and welfare agencies, The
concept of a fmily's social networl emphasizes the idea of the family with
multiple affiliations, some of which overlap and some of which do not, a5 well
as the iden of the family as an active selector, manipulator, and creator of its
environment, {p. 18)

Depending on the targer populadion idenrified, self-help groups may be more
¢ less importane. For example, groups that already have access to the service
stem and 15 resources may find them less necessary, while populations that
g struggling to have their needs recognized may find them extremely helpful
supporting their efforrs. :

pluntary Associations.  Voluntary associations often serve as o bridge between
e informal and formal components of a human service systerm. Voluntary
sociation s defined as “'z2 structured group whose members have united for
F.ilé purpose of advancing an interest or achieving some social purpose. Theirs
x clear aim roward a chosen form of ‘social betterment’ "' (Van Til 1988, 8).
mmunity groups such as neighborhood assgciations or local churches il within
this category. Similar ro self-help groups, voluntary assoclations vary in their
degree of formalization. Sirce they are membership groups, a dues structure will
aften be in place. Therefore, their boundaries become more clearly defined than
ormal groups in terms of those who are paying members and those wiio are not,
Voluntary associations have several characterisrics, Members share a sense
community, which provides a callective identity, Social status may be enhanced
"membership; social control may be exercised over members. A function of
eassociation may be to enhance the ‘well-being of its members in a supportive
nner. If the association is strong, it may serve as a2 powerful force to non-
mbers. This influence may be positive or negative (Williams 8 Williams 1984).

Wichin the local community there are indicators of the extent of informg
neighborhood groups and support systems, Neighborhood associations, chil
care exchanges, and neighbor-to-neighbor interaction are 2ll indicators of
extent of support avzilable within this unit, :

The significance of natural support systems and social nerworles will depeng
on the target population. Networks thar advocate for and provide ongoing support
for the target population should be identified as a part of the human service system;

Task 6: Examine Mediating Service-Delivery Units. Questions to be asled;

* What mediaring unirts would cypically assist the targer population
within a local community?

* What self-help groups are available to the tarpet population within - “cfhfces within certain communmnities,
this communiry? Yoluntary associations are a study in inclusiveness as well as exclusiveness,

* What volunrary associations have members from, or take an interést
in, the tarpet population within this communiry?

* What médiaﬂng units are actively engaged in service delivery to the’
target popuiation within this community?

velopment and growth of mutnal aid societies. Historically, many mainstream
tlvides beyond the church were closed to blacks wha migrated to urban centers.
lacks organized voluntary associations In the church in sach forms 2s sick and
i rial socieries, economic self-help groups, mission societles, and various secrer
Ind: fraternal orders’ (Willlams & Williams 1984, 21). Voiuntary associations
Within the black church became an adaptive mechanism to deal with discrimi-
arlon. Numeraus smdies report higher participation rates of blacks in voluntary
issociations than for any other groups (Florin et al. 1986). In fact, ethinic minorities,
bians and gays, and other oppressed groups may penerally use informal and
fmediating units to a larger degree than other populations. Neighborhood proups,
clE-help groups, and voluntary associations serve as means of mutnal support, as
iplace for clarifying perspectves, and as a focal point for action. In some cases
Iese activities lead to recoghition and wider support, and to improved access to
- existing formal units of human service delivery in 2 community.

- In assessing available services for a target population, [t Is important thar the
acso pructitioner ideatify voluntary associations. Churches, upions, and
tofessional groups are all potential sources of support for the target population.
ley may not be listed in human service directories, yet they may be the first
Durce to which some people turn when in need,

Self-help Groups. Self-help groups are one of the fastest growing elements ofs}
commmunity support. They have been formed to deal with 2 vardety of person:
and social problems and needs including bereavement and loss, depression;
parenting, #nd many other issues, A number of self-help groups (probably the
best known being Alcoholics Anonymous) have formed national and internationib:
chapters and are recognized vehicles of service delivery.

Hutcheson and Dominguez (1986) acknowledge the impormance of ethnic,
self-help groups [n their research on Hispanics. Because lanpuage and culrurall
barriers can confront ethnic populations, self-help groups assist in maincainiof?
community ideniity #nd involvement,

Self-help groups are often viewed as heing compatible with 1 feminis#
perspective a5 well. Such groups are directed at widows, women who have bcgn‘;
exploited or abused, and caregivers. Mutual support provided through self-helf:
groups may assist in protecting the mental and physical henith of caregivers

r example, associations such as the Kn Klux Klan are powerful yet destructive |

illiamns and Willjams (198+4) discuss the importance of the black church in the .

ir
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Task 7: BExamine Formal S,ervi_ég-Déliperjr Units. Questions to-be asked

e What nonprofit agencies deliver services
within this community?

« What public agencies deliver services to the target population within

this community?

« What for-profit agencies deliver services
within this community? .

to the target population

to the target population

e Are there differences in service delivery across formal units that

appear to be based on race or ethnicity,
preference, disability, or age?

In this section, we are concerned with formal vehicles of health and human
service delivery. Although these service providers are intercom_le_cted in pumerouns

gender, affectional

ways, we shall examine them according to three types of auspice:

Nonprofit (voluntary)
Public (governmental)
For-profit {commercial)

Nonprofit Agencies. As valuntary associations bec

become incorporated as nonprofit agencies, recog
types af nonprofit agencies, bu

here we will focus on nonprofit humag service agencies, defined by Kramer (1981
as: '‘those [ﬂrga.nizntions] that are essentially bureaucritic in STTNCIIEE, govcmcdb‘
an elected volunteer board of directors, [and] emp
staff to provide a continuing human service to 4 cii
: Nonprofit agencies are formal vehicles of heal
They are often viewed rraditionally within local commurl
choice—a voluntary initiarive thit targets 4 specialized cllentele. This traditional;
view is based on the early welfare system in this country which aro
profusion of agencies sponsored by various relig
Today, health services represents 51 percent o
within the nonprofit sector {Hodgkinson & Weitzman

free organizagons (Van Til 1988). There arc many

primarily includes hospicals, nursing and persona
care and allied services. The 1982 Census of Service [
were 52,571 nonprofit human service organizadons i
Department of Commerce 1984). Although expenditures within this sector h:{d
risen until the early 1980s, federal budget cuils causc
Many agencies reacted to budget cuts by incressing t
fees and charges (Hodglkinson & Weitzman 1986, 111}, Therefore, now
- agencies often charge fees and have expanded over

of government funds.

Nonprofit agencies provide many different services within local communities
While all nonprofit agencies using EOVErnment funding serve client

erye the target

hy government,

2 coordinated,

th and human service delivery.
tles as the agency”

se from 155
jous and secnlar groups.
f the operating expendiures
1989, 22). Health services
l-care Facilities, and outpatient
ndustries indicared that eher
in the United States (U

d some declines in growtl}‘
heir revenues from ducs

the years through the infuslof

s without’

£fy a systemat
' By the time

‘mandates, rules,

unity sources

i

nowledge abo

“Americans Act.

A

blic assistanc
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‘ egard 1o race or gender, there Is 2 growing trend toward apencies desigried to serve
 the special needs of ethnic minority communities and familles, women ‘who are
jctims of discrimination and/or violence, and other groups underserved by more
traditional agencies. The macro practitioner should identify which nonprofit agencies

population and whether they have particular service emphases.

‘public Agencies. The public sector consists of federal, state, reglonal, county
nd city government entities. When the mutual suppart function is pecformed

it is referred to as social welfare. The United States social welfare

system has been described as a '‘patchwork quilt’* which “'does niot represent

comprehensive, integrated, and nonredundant series of social

elfare services; instead, itis a heltee-skelter mix of programs and policies thar

c understanding of the welfare state’” (Karger & Stoesz 1990, 167).
federal'programs are operationalized within the local community,

they have usually gone through several leyels of bureaucracy. Depending on the
frncture, which will vary by progriufl [ype, there may be several extracommunity
jevels through which dollars have flowed. There may be regional 28 well a5 state

repulations, and procedures that instruet local providers regarding

hat they can and cannot do. Local decision making and autonomy will vary
epending on the policies that drive a particular program. In short, exiracom-

have a defigite influence on the local delivery of public services.

In assessing a community’s buman service system, it is important to gain

ut policies and programs that affect the target populaton, For

mample, working with the elderly means that one must be familiar with the Older

Familiarity with the Older Americais Act tells us that there is

'_esignntcd stare unit on aging in every state and 2 network of area agencies on
ping (AAAs). Every state must have a three- to five-year plan for services to the
derty, and each AAA must have a more localized plan. Therefore, every
gmmunity within the United States will be included in a plan that addresses the
an.-éds of the elderly. Experience suggesis that this does not mean that every
nmmunity meets the needs of their elderly members. Resources will be limited,
ind actually carrying out the plan will include the use of Older Americans Act
bllars, in partnership with other public and private initiacives. In addition, many
ommmunities have waitng lists for services, and state commitments to Carrying
i the objectives of the federal legislation vary.

. If one’s target population is single mothers receiving Aid to Families with
Dependent Children (AFDC), the social worker will need to know that states vary
il what income is counted against benefits received. States also esublish their
awn needs standard for families in that state. Therefore, although AFDC is o large

e program develaoped at the federal level, state-level decisions

fluence tiye benefits families receive. To be effective, the social worker will need
 inderstand how federal and state povernmenis lnteract and how community
titudes toward AFDC recipients influence clients.

# In assessing the distribution of public respurces Across 41 entire commumnity,
cluding the funding of social service programs, it is importaot once apain to
amine communicy practices from the perspective of special populations.

m o . | E‘"‘(__ﬁ—d'l_...!_jmwg’—lm&'" Em!
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Voluntary associations often serve as advocates for their members and have haq .

varying degrees of success in influencing the allocation of resources. In mang:
communities the elderly have been highly successful in these efforts, but attention:
to the needs of children varies. Ethnic minority groups have exercised Increasing
political power over the last few decades, but still find, in many’ communities,
thar their interests and needs are cansidered a low priority. Lesbian and gay groups
have Increasingly taken up causes such 45 funding for AIDS research, and have
participated in the political arena to infleence allocarion of resources, but they.
still face widespread discrimination. ‘

Understanding the political system within the community is a challenge. In
the United States, jurisdiction over hiealth and human service Programs is.
“elisteibuced 2cross municipal, county, state, and federal governments, in addition.

to specialized governmental units such as school districts, housing authorities, .

and regional and metropolitan governments'’ (Brager et al. 1987, 200, '

Assessing the public sector requires stamina. Not only are there federal
statutes, regulatons, administradve rules, and funding formulae 1o conrend with;
but there are state and local laws and funding procedures to identify. Professional
colleagues, however, can provide perspectives on types of services and whether
government is truly addressing the needs of the target popularion. For example,
for macro practitioners working in a public housing development, social worlers

in other developments will be helpful In interpreting how reguiations 555t as.
well 25 constrain their efforts. Locating colleagues in similar sectings is important |

to developing a professional suppOrt System to aid in coping with public policies
pracedures, and rules. -

For-profit Agencies. In the past, the for-profit or commercial sector assumed
a lesser role in providing mutual support within the community than either th

nonprofit or public sector. However, this does not discount the role corporate:;

foundations have played In funding programs that benefit local communitles or

the many corporations that have provided employee benefits addressing health;--
human service, and retirement'needs. indeed, a growing aumber of social workers:
are involved in the corporate workplace through employee assistance programs.

(EAPs). These programs have developed as corporations realize that productive.

employees are those who ire supported in all aspects of their lives (Abramovitz:

& Epstein 1983). In an aging society, some large corporations have created elder-
care support networks for employees caring for aged parents.

In the last decade, the actual delivery of henlth and human services has beem.
increasingly carried out by for-profit corporations. For example, the majority of:
-nursing homes are now for-profit organizations (Margolis 1990, 154). According:

to Gronbjerg (1987), the entry of proprietary or for-profit organizatons into an
given service area is marked by a cooling effect on the relationship between the

public 2and nonprafit sectors. Because proprietary organizations rend to dominage

within the economy, patterns of interaction shift.
These shifting patterns were first noticed in the heaith care arena, when

proprictary hospitals began competing with traditional nonprofit providers:.

7

L _E* Lk ‘—L__m% L

A new service is develaped by nonprofits;

the service is broadly accepted;

use in the proprietary sector {nereases;

policymakers become concerned abourt those unable to pay for this service.

Fiest, @ NEW service is developed through technical or social innovation. Typically,
these efforts are initiated by nonprofits because new services are normally
expensive and require subsidization from private or public sources. Second, once
Q‘]e service is well-recelved, broad acceptance follows. Third, interest from the
proprierary sector is sparked and proprietary crganizations enter the arena,
competing with the nonprofit providers. In efforts to keep up with the
rompetition, nonprofit providers begin behaving much like their for-profit compe-
Eitors. Last, policymalkers become concerned about those persons who cannot
pay for the service because both for-profic and nonprofit organizitions are
qumpeting for those who can pay, If the service Is imparmant enough, the public’
5eCtor will finance the poor and uninsured, “‘which in mmn tends to reduce the -
importance of charitable provision of care by privare nonprofit agencies” {p. 229).
nevitably, some consumers fall into the gaps—not being abie to purchase the service
emselves, but not qualifying under the strice eligibility criteria sex for public subsidy.
hjs life-cycle model reflects patterns identified in the health care field, as proprietary
forporations have begun competing with nonprofits in the community.

" public financing of health care through private mechanisms wus only the
beginning.. Stoesz (1988) tells us more:

By the 1980s, heman service corporations had established prominence in child -
care, ambulatory health care, substance abuse and psychiatric care, home care,
zad life care. Incressingly, proprietary Grms obtiined funds for facilities through
commerdial loans or szles of stock and met ongoing costs by chirging fees to
individuals, companies, and nongovérnmental third parties. Insofir 1§ rESOUTCES
for human secvice corporations were not provided by the state, firms were free
0 [unction independently of the government. (pp.-ﬁ-i—ﬁj

As profit-making corporations bid for public contracts, competition with
nonprofit organizatons increases. Ten years ago our discussion of the heaith and
human service systems would have focused almost entirely on the government
and nonprofit sectors and their partnership. Today, as we approach the rwenty-
first century, the term miined economy, including government, noaprofit, and
for-profit services Is clearly 2 more accurate description,

. Given the complexity of the formal service delivery system, the purpose of
this assessment is to gain a berter understanding of what organizations are
providing services to the target population In this community . Having a general
ldea of whar nonprofit, public, and for-profit agencies are available leads to an
xamination of how they work together.
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Focus C: Determining Systemic Competence

Knowing what agencies are available does not go far enough. It is important for.
the macro practitioner to know whether or not those agencies actually worle
together 50 that target groups do not fall thraugh gaps in the service-delivery-
system. The next w0 tasky in the assessment process thus examine the linkages
that are evident to the practitioner and require a judgment as to whether these

interacting units truly comprise 4 systém that is responsive to multiple needs,

Task 8: Determine Linkézges Between [hiits. Questions to be asked:

» How are the various types of service units generally connected within
a communiry?

» What are the established linkages between units that serve the target
population within ##fs communicy?

« Where are linkages berween service units obviously needed, but not
currently established? : .

e Are the interests of ethnic minorities and women represented in the -
petwork established through linkages between units?

If there are multiple agencies with overlapping relationships and numerous
types of services, is there a glue that holds the community delivery 5ySteth
together? Certainly there may be competition among units, but there will also
be connections, Just as the individual is embedded in a social nerworl, 50 are
the group and organizatiopal units within the community. These relational
patterns may change over time. _ S
' Tobin et al. (1986), identify five levels of interaction between human servic
agencies within the communiry. Table 5.6 provides an averview of their inter
actional types. ' ‘

Communication. Gommunication ¢an be formal or informal. Information and
referral exemplifies formal communication that occnrrs between units on a dail
basis. Communication designed to incredse interagency information and under
standing may be enhanced through the use of brochures, pamphiets and mediz
Informal ‘communication occurs berween units as groups meet 1o discuss
community issues or staff members talk about their programs st conferences

Although communication Is assumed, breakdowns in the delivery system often

occur because this process of sharing info;mzition berween units is not nurtured.;
Frequently, written agreements are developed as a reminder of the importance;

of constant communication 25 staff ch’.inges within organizations and new groups
are formed within the communiiy.

Cooperation. Cooperation occurs when units within the community agree to
worl toward similar goals. A local private child day-care center may work closel
with 2 public human service igency. Both want to provide supports for single
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TABLE 5.6 Flvs Levels of Interactlon Usading io Improved Pragramming

Level of Interaction ' Type of Interaction

Verbal, writtan, or other forms of communicalion fimited to sharing
Information or ideas belwesn organizatlons. Includas consultation.
Two or mofe separate arganizations plan and implement.
independent programs, but all work toward similar, nenconflicting
goals. The organlzations share information but &ct.on It Indepen-

" dently. Organizatlons advertiss for sach other and try 1o avald |
unnegessary duplication of services.
Two or mere separate organizallons waork together to plan
programs and ensure that they Interact smoothly and avoid
conillet, waste, and unnecessary dupllcation of services.
Organlzations share informatlon, advertise for esch other, and
malke referrals to sach other.
Two or more separata organizations joln together to pravide a
alngle program or service. Each organization maintains s own
Identity but resources are joinlly shared.
Twa or more organizatiens merge to provide programs or services.
Mone of the perticipating organizations maintains a separats
idantlly or separate rasources.

nardinatlon

Coliahoration

onfaderation

\ince;  Enabling the Elderly: by Sheldon S, Tabin, Jamss W. Ellor, and Susan Anderson-Fay, Chart 8.1 Five
avels of Intgraction Lsading to fmpmuad Programming, p. 148, Stata Unlvetsity af New York Press, 1988,

nothers with young children, yet these units provide different resources. Social
orleers at the day-care center meet wich staff at the human service agency once
 month to discuss common concerns and to maintzin a sense of continuity for
rothers who are clients of both agencies. If the tarpet population is single mothers,
¢ pracritioner needs ro know that these linkapes are established. '
Corporate volunteerism represents 2 cooperative linlage between the for-
cofit and nonprofit sectors. The Levi Strauss Company provides an example.
communities throughout the United States in which Levi Strauss factories are
gcated, there are cornn{unity Involvement teams. In one southeastern city, the
ompany encouraged its employees to become actively involved with a multi-
‘county nonprofit home aide service for the elderly and physically handicapped.
imployees donated time to painting and repairing the homes of older shut-ins,
well as providing friendly visits vo the agency’s clients. If the target population
Is older widows, the social worker needs to know that the corporate sector is
willing to address client needs.’
' The concept of corporate volunteerism is manifested in a number of ways.
business may subsidize their employees by giving them release time o do
rommunity service work. Other companies will loan employees to human service
igencies for a specified period of time so that the expertise required for 2 project
can be provided at no cost to the agency. As employees near retirement, the for-
profit sector often provides preretirement training in which postretirement
volunteer opportunities are presented. In this way, the for-profit sector actually

s performs a recruitment function for the nonprofit service delivery system.
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The interchange between the f_c:r-proﬁt and nonprofit sectors also occurs.
the form of corporate cash and in-kind contributions. Computer manufacture
may donate hacdware to a lacal service agency, assisung in computerizing
information system. Restaurancs may donate food to homeless shelters. A loegp
for-profit nursing home may open its dOOFs Lo older communiry residents whg
live alone in a large merropolitan area during z time of anxiety over a crime way :
In this community, what cooperative efforts exist between service units withig
different sectors that focus on the target population’s needs? Are ethnicity, gencde,
or affectional preference factors that need to be eaken into consideration ig’
assessing service system initeractions? Are any of these interests left out when thq}
should be Included? ' j

- cintions, public agencies, and interested individuals have joined forces to woek
ard 1 common goal—health care for all citizens. In coming together, 2-new
Sluatary ussociation is formed. Bven though the diverse members of this coalition
cesent varlous interesis Across cCommunity units, their collaboration on health
E;,Ic-concerns provides a strong apd focused networlk for change. In some com-
siniries; agencies created to serve the needs of a special population collaborate
sess need, to examine the fit berween needs and services, and to present
united front and a stronger voice in pursuing funding for programs.
Atbrecht and Brewer {1990) call for change agents within communities to
ve peyond coalition building, which is often temporary, and toward building
jliances. The."'concept of alliznce as 2 new level of commirment that is longer-
nding, deeper, and built upon more trusting political relationships” requires
fing questions such as: "Wha sets the agenda? What are the power differentials?
fat different skills do we bring to the table? What different vislons of social
ange do we have? And whar different leadership styles do we use and do we
¥ (p. 4) .

In this community, whar coalitlons are focused on target population needs?
w active are coalitions in advocating for change? Are there joint veniures (new
rams) developed by two or more service units? Are there coalitions that are
ing toward building long-term alllances?’

Coordination. Coordination lmplies » concerted effort to work together. Often
separate units will draft agreements, putlining ways in which coordination will occar
In 2 concinuum of care system that artempts to address the needs of su
populations as older persons, those with disabilities, or AIDS victims within.th
community, coordination is necessary. As consumers exit the acute care hospital
discharge planners work to develop 2 care plan. This requires knowledge of an
close coordination with local service providers. Service plans often include !
package to support the client's needs—mobile meals, visiting nurses, and bome:
maleer services. Depending on the leyel of disabiliry and length of time expecte
for recovery, this service plan may make the difference berween returning homi
or convalescing in z long-term care facility. Extensive coordindtion is required;
The growth of case management within local communides reflects the nee
for interunit oversighit as consumers receive services from multiple units. Gases
management progrims atempt to provide a coordination function so that servic
delivery Aows across informal and fotmal praviders of care. Where there dare €25
managers serving the rarger population it is useful to learn how they view th
relationships between service units that serve the target population and wier
they see paps. . :

“Goiifederation. Units within the communiry may actually merge, often when
L2p0e 0T both units becomes unable to funcrion antonomously. A horizontal merger
a‘.ﬁ;\"gthrs, for example, when two mental health centers consolidate inro 2 single
_ ljganizntlon. A vertical merger occurs when a hospital absorbs 2 home health
| vider. A conglomerate merger occurs when ugits withio the community form-
afederation of muitiple smaller units under 2 large umbrella agency. These
ns are generally limited to nonpgovernmental agencies.
Agency interaction inevitably involves competition and conflict. Change
ts learn to cope with competition and coaflict on z regular basis. These types
teractions will be discussed in Part 11T
Collaboration. Collaboration implies the concept of 2 joint venture. Join o
ventures ire agrecments in which two or more units within the community 2gre R
£o set up 4 new program gr service. This usually occurs when no one separil SUMMARY
unit within the community is able or willing to establish the new ventuce alon
For example, a local senior citizens center idenrified the need for repi
services for many of its participants. Because older persons tend to awn old
hormes, repairs were often needed. The center did not have the resources to begin
this program alone, but by working with a community action agency within the
community, a home repair service was sponsored jointly by the center and.th
agency. Eventually, the home repair service beciame 4 separate unit, incorporated
as a nonprofit organization. :
Coalition building is another form of collaboration. A contition is 2 loasely
developed association of constituent groups and organizations, each of whose primaey
identification is outside the coalition. For example, state coalitions have been fom‘lﬁq-
ns part of the National Health Care Campaign. Community organizations, voluntit

his chapter, we have endeavored to present a means for assessing 2
mmunity's human service system. The assessment process begins with the
finition of a target populdtion, whose needs must then be conceprualized in
ft:l_i';lrchy necordlng to their urgency. Following this, the hmman service résponse
plored and collective needs are considered. Sources of help are then
dtessed, including informal sources such as households and social networks
‘mediating sources such as self-help groups and voluntary associations. Formal
rees of services include nonprofit, public, and for-profit providers, and both
‘iér,mture and orientation of services may differ in important ways 2Cross these
ices. Determining the competence of these systems in combining to meet
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APPENDIX

Framework for Analyzing Community
Huinan Service Systeims

FOCUS A: UNDERSTANDING NEED

Task 1: Identify the Target Population

« What tcger populations are identifled within the communiry, and how are
they curegorized?

s What target population will be the focus of this assessment?

* Wha priority 1s given to the needs of the target population in this
community?

Task 2: Define a Continuum of Need

* How can target populatlon needs be conceptuaiized 50 that a determination
can e made abourthe extent to which they are {or are not) being met?

Task 3: Assess Target Population Needs

* What are feasible and appropriate ways in which to find’ out how many
people are in need in each of the areas identified as relevant to this tacget
population?

Task 4: Identify Collective Community Needs

service response?
= What dita Supports the existence of these needs?
* How are these needs cxpr:ss::d by the people of this communlty?

A FOCUS B: IDENTIFY]NG AUSPICE OR
- SPONSORING ORGANIZATIONS

Task 5: Examine Informal Service-Delivery Units

s What informal units would typically assist the rarget pc_npi],lntioﬁ within-a local

communiry?
= What importance does the household unit have to the target papulation
within this community?
IR = What Importance do natural support and social ncrwurlcs have to the mrgct
B population within this communiry?
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a Are there needs in this community that require something other than a humag’

[ 1} Lo B i Bh [ L B | I—— [ e i

§ { LUINDEASTANDING A COMMUMITY HUMAN SERVICE SYSTEM 117

whar informal unlts are actively cngaged in service delivery o the target
Populntion within this community?

Are race, ethnicity, or gender factors in the provision of informal services
and support?

jr 6: Examine Mediating Service-Delivery Units

+ What mediating units would typically assist the targee population within 2
locul community?

What self-help groups are available to the target population within this
comnunity?

whar voluntary associations have members from, or tike un interest in, the
target popularion within this communicy?

What medlatlng units are acrively engaged in service delivery to the rarget
population within this community?

sle 7: Examine Formal Service-Delivery Units

What nonprofit agencies deliver services to the targer population within this
community?

Whar public agencies deliver services to the target population within this
community?’ :
Whar for-profit agencies dellver services o the target population within this
communicy?

Are there differences in service delivery deross formal units thac nppcn}‘to be
based on race or ethnicity, gender, affectional preference, disability, or age?

CUS G: DETERMINING SYSTEMIC COMPETENCE

st 8: Determine Linkages béetween Units

"» How are the various types of service units generally connected within a

community?

‘» What are the established linkages between vnits thar serve the rarget

i p0pu1:1non within this community?

. W’here are linkages berween service units obviously needed, but not currently
_established?”

. Are the interests of ethnic minorities 1nd women represented In the nerwork
csmb[ishcd through lini{ngcs berween units?
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Ffan:_n,ework for Analyiing- a Human
Service Organization .

FOCUS A: IDENTIFYING THE AGENCY'S
TASK ENVIRONMENT o

Task 1: Identify Funding Sources

- = Whar are the agency's funding sources?

How much and whar percentage of funds are received from each
source? '

Which funds are earmarked for certain programs Or services and which
are flexible? : s

‘Task 2: Identify Sources of Noncash Revenues

« Does the orpanization use volunteerst If'yes, how miny and for
what purposes?

organization receive?
What tax benefits does the organizaton receive?
How lmgoriant are ronciash revenues to the organization's npemﬂgn?

Task 3: Identify Clients and Client Sources

What client groups does this -6r_g;1niznli0nl5f:rvc?
How many unduplicated clients are served by each program?

How ure client needs derermined? _
Within each cliént group, how, many.(or what percentige) are ablerto pnyé
Contrict eligible? Unable to pay (low-pay or no-pay)?

What percentage of clients are erhnic/racial minorides, women, gays or
lesbians, or members of other oppressed groups?

How and by whom (i.e., self, family, provider) are clierits referred to

this organization? : SR -

How and to which agencies does this organization refer Elients?_

Task 4: Identify Other Constituents

o \What state and federal regulatory bodles oversee programs provided by
this organization? :
= Whar agencics contract with this organization for service delivery?

192

Wit material resources (e.g., food, ctc:hing; physical facilities, ctc.) does the -
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+ What profession:l associations, labor unions, or accrediting bodies influence
agency operations?

« 15 this organization affiliated with or sponsored by religlous, ethnic, or
fraternal bodies?

« How does this organization define its “public,’” and what groups are part of
this definition? .

pocUS B: BECOGNIZING THE DYNAMICS
OF AGEMNCY/ENVIRONMENT RELATIONS

a5k 5: Observe Relationships with Clients

« Has this organization targeicd new or different clients within the last
five years?

» What {5 the organization's domain (specificaily, what types of ciients does
the organization serve)?

« Are these clients ones who bring resources to the agency or for whose
services resources must be obtained elsewhere?

e Does the organization claim a larger domain than it secves, and are significaat

numbers of clents wened away?

» What rypes of clients does the organization refuse (e.g., are most of these the
poorest or most troubled clients; are most of these minorities as opposed
nonminorities)? What happens to these cllents?

6: Observe Relationships with Resonrce Sources

How pood are the relationships between funding sources and organizational
ieaders?
How does ‘thé organizadon use and work with volunteers?
How guo;ﬂ are the relationships herwee:i pmportant external various
constituencies and arganizational members?

" Whar types of changes have recently affected the organization, particularly in

the area of access (o resources?

Task 7: Observe Relationships with Competitors

ces to the same chientele as this

e What other agencies provide the same servi
- organization? .

» ‘Are there mechanisms for interagency cooperat
Wwith whom does the organization compete?

epate? Are these relationships formal or
£ 2 coalition or an alliance)?

ion and are they used?

With whom does the orlganlzation coop
informal (e.g., is the organization part ©




194

FOCUS C: ANALYZING THE ORGANIZATION

Taslk

Task

Managemeént, and Leadership.

Are policies and procedures consistent with mission and zuthority?

'Is tilis the most logical structure? Is It consistent with and supportive of

" Are staff clear about reporting lines and accountability?
Is supcwigibn logical and capable of performing expected functions?
" Is there an informal organization (people who carry avthority because they

THE ORGANIZATION AS THE TARGET OF CHANGE

8: Identify Corporate Authority and Mission

Is the orginization operaring in a manner that is consistent with irs mission
and authority?

To what extent is the mission supported by staff who perform different rDlp_;; k

within the organization?

9: Understand Organdzational Structure

What"’ils'_thrl: organizing theme for the basic organizational structure {e.q.,
bureaucratic, organizéd around programs, organized around professional
disciplines, alternatve or nontraditional, etc.)? '

the mission? _

are respected by staff, and thus exert influence outside those in formally
designated positions)?
Are there clear distinctions between staff and line functions?

10: Uanderstand Administration,

How is the workplace org':[ﬁi'zed and 15}0'1,-!{ allocated?
Is.npprqpria;c authority dssipned along with responsibility?

How close is supervision and what, exactly, is supervised? Is it tasks, or iz it
funictions, or is it the employee, depending on need? :

How are people treared in the workplace, including the very lowest level employees? .

Do employees [eel valued at every level? Do they believe they are making 1
contribution to the success of the organizadon?
How are decisions made? Is information salicited from those affected? Is it

used? Are there individuals or units within the organization that are left out of "

decision making? If so, whyt

“How {5 conflict handlied?

11: Recognize the Organization’s Culture

How would one bcgiri to describe the organizatiun"s culoure?

What are the organization's artifaces and creations? .

What are the orpanization's stated values and what is actually valued within *
the organization?

ask

7 I PRACTICE IN HUMANM SERVICE DHGANIZATIDNS'

185

How do leaders within the organization influence organizadonal Valueg
and assumptions?

Whart are the taken-for-granted patterns within this organization?
Is behavior consistent with culture?

Are there minorlties or others who feel left out of the accepted Orpanjzg.
tlonal culture?

12: Assess the Organization's Programs and Services

What programs are offered? What services are offered within each Program?
Are the services consistent with the goals and objectives of the progmri, )

Is there a common understanding among management and line stafy within
gach program about problems to be addressed, populations to be Served
services to be provided, and ourcomes to be achieved? '

Are staffing patterns appropriate to the services 1o be provided? Are
over or under qualified? Are workload expectations ressonable pivey expecti-
tions for achievement with each client and within each service ang nglzam, Is
consideration given to cultural and racial understanding of workery ang clier;ts?
What data is collected on clients and how is it used?

What evaluative information is expected from the evaluztion plan? Ig there 2 plan
to gather information about clients and the extent of improvement 5, the point
of terminatjon and in a follow-up survey or interview? Is there an effort to
derermine level of clienr satisfaction with services? Whar do the fi“dings
reveal to date?

Any staff

13: Assess Organizational Technology

What are the job expectations for each level of staff within the OIganizgtion?
What background education and experience is required to perform thege job'sr
Do those who hold these jobs have the appropriate credentials?

Are staff members performing competently in thelr positions? Are they meeting
expecatlong? Are they effective (do they get good results) in working With clients?
Is each discipline supervised and evaluated by someone with apProprigre
knowledge, values, skills, and professional identification?

In whar ways are various units representing different disciplines (e.g., social
warlk, psychology, medical, data processing, erc.) linked with each Other for
the purposes of collaboration and communication?

14: Locate Personnel Policies and Procedures

How dlverse is the workforce? Are differenges vatued in this .drganization?

. Tlow do managers and administrators view staff? As pcople who carry g

tasks? As members of teams or units? As creative problem solvers who have an
important stalke in organizational success?

" What format and informal celteria are used for evaluating performance;

What ltinds of behaviors does the organizarion reward?
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* Whart {5 the orpanization's philosophy and policy about staff development angd
teaining? What resources are invested In it?

* How atiractive are wages, hours, warking conditions, and fringe benefits?
How artractive is the facility and the work environment?

* Whit are the affirmative action policies and how are they implemented?

* Tg what extenr does the prganization groom people for higher level positions,
and to what extent do they promote from within?

Task 15: Recognize How the Organization
Deals with Community Relations

* Is there a clearly deflned public image, and [s there a strategy for communi-
cating this image to the public? What kinds of resources, including funding,
does the organizatdon invest in promoting its public imapge?

* What is the reputation of the agency, fts programs and services, its board, exccutive,
management, and line seaff with the general public, other agencies, fonding
sources, clients, and other relevant constitnencies such as minority communities?

s Do the ageney's facilities and published materials contribute to its desired
public image? '

* Does the agency respond when needed by other community apencles for
politleal activities, fund raising, dealing with community social problems, or
other issues?

Task 16: Rér_:_ngnize Methods of Financial
Management and Accountability

s Is the Eudget prepaced in accordance with accepted standards of accounting
and financlal reporting? Are annoal udits conducted?

= Are program staff involved in a meaningful way in preparing the budget, and
do they get useful feedbacl about expenditures and unit costs during the year?
Do program staff use budget data as @ measure by which they dttempt
improve efficiency? o '

" Do resources appenar to be adequate o achieve stated program goals and
objectives?

¢ What are the major sources of revenue for the organization? What demands
and restrictions does ezch funding source place on the prganization and
its programs? ‘

Task 17: Assess Facilities, Equipment, Computer
Utilization, and Records Management .

* Do employees feel that they have enough space? Is the physical work cnviron- -

ment attractive and conducive to high productivity?

* Have problems been identified with current facilities and equipment? Is there &

plan to address the problems and to fund solutions?

7 / PRACTICE IN HUMAN SERVICE ORGANIZATIONS 197

« Are there conditions related to I’ncih‘_{ies or equipment that appear to act a5
barriers o productivity or work flow?

» J5 the agency able to produce data that will answer important questions about
clients, programs, and services? Does the agency have a computerized record-
lteeping and mandagement [nformation system that includes client data?
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INTRODUCTION The change. effort may be led or coardinated by a professional social worleer,
_ ) _ put those involved will represent a broad range of interest groups.
Social work is a profession oriented toward action and change. People whe.
practice social work commit themselves to serve as a resgufce for those who have - -
problems, who have limited or no control over the changes that need 1o be made B
in order to resolve their problems, and who request or are willing to accepf help,'
The majority of social workers deal with change directly with clients, usually -
working with individuals one to one of with families or small groups. Some ...
practitioners focus on communitywide problems. Others practice in the areas .| -
of planning, management, and administration of organizations. Regardless of the,
professional social worlker's practice orientation, it is crucial that practifioners ,‘
of all rypes understand that, while some problems can be resolved at an individual. - |
or family level, others will require intervendon at higher levels, including the: .
need to effect changes in organizations and communities. . .
Magaging macro-level change requires a good deal of professional Imowlcdgef :
and skill, Poor management and flawed decision making in the chanpe pracess L
' can result in serious setbacks, sometimes making things worse for those already..
in need. On the other hand, many very positive changes in organizations and""
communities have been orchestrated by social workers and others who bave:
carefully planned, designed, and carried out the change process. '
1t is not unusual for direct practitioners to have clients ask for help with -
problems that appear to be individual or interpersonal but, upon farther probing
are clearty macro-level problems. A farpily thar loses its primary source of income,;’
is evicted, and Ands that there s hree-month waiting list to get into 2 homeless™,
shelter represents a symptom of a community problem. Clearly their immediate; o
shelter problem must be resolved, but just as ochviously the communirtywide lacléf; ‘
of emergency housing must be addressed. A mother may describe the pressures. -
pur on her son to join a gang and become involved in the drug trade. While the
immediate need for this family can perhaps be met by building a support system ..
far the boy designed to keep him in school, in a part-time job, and in constructive ;.
actvities, this casework approach would not solve the problem for the many other " |
families who must live daily with the same threats. . R
Identifying and dealing with organizational and community conditions, -
probiems and needs presents 2 complex set of challenges to 2 social worker, Over
the years, the image of the change agent has developed argund some of the early. -t
social change pioneers—peaple likce Dorothea Dix or Florence Kelley. Odhers view,
change agents as superorganizers like the late Saul Alinsky, or 25 high profile
individuals like Raiph Nader who has had preat success in bringing about social’
change through nationwide organizatign and exceptional political slifl. In realicy, -
most social workers have neither the resources, the media exposurc, the chiarisma,
the experience, the following, or the power that these leaders have had available -
to them. Yet, in spite of seemingly overwhelming challenges, social workers have
been effective in bringing.about changes in organizations and communities.
Effectiveness, however, does not necessarily come from the power of pet-
sonality or the ability to mabilize thousands to a cause. It comes from careful,
thoughtful, and creative planning undertaken by a group committed to change.’

GUIDELINES FOR PLAMNING CHANGE
t

The three tasks and their accompanying steps outlined in Table 8.1 represent
guidelines for planning an organizational or a community change. The taslks
described in this chapter will require input from knowledgeable and experienced
-people. They are also tasks that fall within the capacity of a professional social
worker who can skillfully draw. on various ralents present among a group of
committed professionals, volunteers, and consemers.

Focus Aa: 'Ideqtifying the Population and the Problem

Although marty macro-level intervenrions seem to begin at the point of proposing
solutions, they should begin with a focus on developing a clear understanding
.of the probiem. While this may sound simple and straightforward, in practice
it can become quite complex. Take, for example, 2 community in which highway
deaths due to alcohol are up 37 percent in the last rtwo years, How might the
sproblem in this case be defined? One group will be convineed that the problem
is the lack of strict enforcement of existing laws prohibiting driving under the
influence of alcohol. Another gronp will deseribe it as 2 problem of easy avail-
" ubility of aleohol to teenagers. Another will see alcohol abuse as a symprom of
jncreasing stress. Still another will see it as a symptom of family breakdown. These
represent just a few of the perspectives that might be introduced I an atrempt
- to understand some of the reasons behind drunk driving, even when there is
~agreement that the increase in alcohol-related highway deaths s the problem.

‘TABLE 8.1 Framework for Planning Change

" Focus . Tasks .

. Identifying the Population and
the Froblem

. \dentliy organizationsl or community conditions
. Collect supporting data
. lddantify harrlers to condiion resoiution
. Determine whether a condition s a problem
. Identify relevant historical incidents
. identliy and apply relevant theoretical perspeclives
. Apply findings trom research, program svaluation,
and practice
8. Examine ethnls, gender, and targel-population
perspectives
5. Speculate about the etfology of the problem
) 10. Refina the problem statement
i G, Developing the Intervention 11. Stata a hypothesls
Hynothesls 12, Propose relationships betweaen changes and results

B, Analyzing the Problem

~ o st

§

o
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The important point is. tihac idg:ntif}}i_ng and defining the problem in differeny .
ways leads to very different Interventions, The way the probiem is conceptualizeq.,
and defined, therefore, ean be critlcal in achieving the desired rcsult—reducing,_: E
the number of atcohol-related highway dearhs. For this reason, quick responses- .
should be resisted while the necessary discipline is employed to conduct 2 carefiy.

study and documentation effort. o
We propose that change agents proceed through a series of steps designed;
to gather as much asefnl information about the problem as can be macde available. -
The steps involved in compiling this information include; (1) identifying an organi:
zagional or community conditon; (2) collecting supporting data; (3} identifying
barriers to condition resolution; and (4) determining whether the condition. is-
seen 45 (or can be made to be seen as) a prohlem. s

Task 1: Identify Organizatianal or Commearity Conditions. A conditiog:
is a phenomenon that is present in an organizatiori or 1 community that ng'.
be troublesome to a nomber of people, but that has not been formally identifled
or publicly labeled as a problem. Every organization and community is full
of both coaditions and problems. Social consequences of urban living such:ag

traffic, air pollution, crime, drug abuse, broken farmilies, and suicide can all be

cnusidered social or communicy conditions. Similarly in rural commmunities
isolarion, lnaccessible health care, or 2 declining economic base cin ail be-can-
sidered social conditions. L
The same concept applies to organizaions. Troublesome phenomena arealso
present ln organizations, bur they have not always been Formally identified’
|abeled as 1 problem. For example, staff in 2 long-term care facility for the eldec!
may be concerned about what they consider to be overmedication of some 0
the residents, Similarly, program managers may recognize a rroublesome tren
to extend services to those who can pay and to put those who cannot pay o
a wairing list. i
To be recognized as a problem, @ condition must in some way be incorporated.
into 4 community’s or an organization’s agenda for action. This may mean th:
elected officials propose formal program$ Of pelicy solutions. It may mes
that a task force within an organization is afficially sancrioned t0 address the
condition. Whatever the proposed action, formul recognition s important
for legitimization. G
The disrinction berween a condition and a problem is slgnificant o 4 socil

worker planniog a macro-level intervention. 1f a condition has not been form;l:ll]ﬁ .
recognized in 50me Wiy, the Frst task mnst be to obtain that formal recognitiof -

For example, for many years homelessness was dealt with as a personal employ-
ment problem and ATDS was dealt with a5 a personal health problem. Most com?
munities simply viewed these 1s existing conditions, not as social or commuﬂif}'
problems. When these conditions began to affect gredter segments of societys
and reached the point where they could no loager be ignored, national, Stte
1nd local community leaders began to percefve them as problems. Once formall

recognized and acknowledped as problems (usually as a result of persistent medi
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qrrention), these conditions become candidates for organized intervention effaris.
‘The crearion of task forees for the homeless in cities across the country and federal
' funding for AIDS research are results of recognizing conditions and defining
em a5 problems.
_ The first step in problem identification, then, is to develop 2 condition
Fsmtement. A condition statement must Include a target population, a geographical
pundary, and the difficulty facing that popukation. Srarements should be descrip-
jve and free of qualifying or judgmental words or phrases, such as poor or
isadvantaged, 15 possible.
. sratements will be adapted depending on whether the condition exists within
; communiry or in an organizatdon. For example, a condition statement might
: be, ngnicide among teepagers in Presion County Is increasing.’ Generally
speaking, the more precise the statement, the greater the likelihood of n successful
_lmcerventinn. The sbove statement, for example, could vary from extremely

teneral to very precise, as depicted below,

.g’ample Condition Statements

Teen suicide Is increasing.

Teen suicide in Preston County is increasing.

Teers from lower socioeconomic Earnilies in Preston Gounty have
shown increasing suicide rates.

Teens from lower sociceconomic families in Preston Goufty,
primarily in the Washington and Lincoln High School atrendance
areag have shown increasing suicice rates.

15pecific  Etc.

A similar process within an organization would begin with a general siate-

ment. For example, an organizational condition might involve an increasing
[ropout rate AMong low-income families in 2 family counseling program. Data

nd information would nced to be compiled to help pinpoint the condition 15

-~ precisely as possibie. :

Condition statements are macde more precise through a process of research

ﬁﬁ?r"nd documentadon of the nature, size, and scope of die problem. As one proceeds
S¥yith the steps in Task 1, the condition statement may be refined many times 15

new facts arise.

Task 2: Collect Supporiing Dala. There was 4 time when a community coulkd
hecome sensitized 10 1 condition and recognize it a5 a problem pased on a few
incidents. Churches started orphanapes and counties started poor houses with
Qll@tlc or no data beyend personal knowledge of a few people in need and the
Sexpeciation that there would be more. ‘
© Today, however, with 50 many socizl and community problems competing
for limited resources, datiL must be compiled to justify the existence of 2 problem
fetr need. Collecting dati on @ community social problem c2n he a challenge.
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TABLE B.4 \dantification of Barriers to Canditicn Fesolution

condition Resolution

Statement Barriers Statament .
The incidence of lgan sulcida AN Increasing number of ~ TTemn sulcide should be .

tmang suffer from law sell-
gateam in Prestan County

sdany parents aré only mink- &
mally Involved with their
{panage childran

Taens are axpariancing
|ncreased &iress

Tesn depression is Incraaslng

Many teens fesl incroasingly
isolated and alisnated from
their pears

Usa and abuse of drugs
and alcohal is ncreasing
among leans

is incressing in Presion

County Preston County

Examples of supporting data:

The number of sulcides
|ncreased rom two in 1884
\o seven In 1990

giress refated [ness in high-
school students increasad
48 percent In flve years

of the factors that appeat to be associated with the condition. A mOre thorough'™

srudy will be undertaken in the problem analysis phase. Fxamination of data
supporting the existence of the condition together with identification of barriers
helps to build an understanding of the scope and complexity of the condition.
This is useful in bringing sufficient attention to the condition that it becomes

recognized a5 4 problem bBY those whose support i5 needed to bring about change..

Tusk 4: Determine Whetber a Condition Is a Problem. Thereisna precise
definition of when 2 condition becomes 2 problem in terms of tme of appt:amncc;,
size, or severity. Except in crisis sitnations, problems are identified and label‘ed
pradually due to shifting perspectives, changing political positions, OT increasing
awareness. 1s homelessness problem in any given community? Drug abuse?
Crime? Air pollution? The answer to all these questions is, "It depends.”

A condition becames 2 problem when it receives enough public artention thal
it can no longer be ignored by communnity leaders, O when one or more leaders

declare a condition unacceptabte and decide that something must be done. For
example, when 2 city councilperson’s 500 is arrested for possession of crack, 1

community leader may suddenly become very interested in what others have.lod

perceived as the “*drug problem.” Note that people M2y suffer from 2 condition:

long before it is recognized as a problem. However, for the macro pmctitiUﬂEFi

recognition of the problem is jmportant because it is only with such rf:x:c:ugninLiQI1=

that efforts to solve the problem can be mounted on meaningful scale.

For the change agent, it is then important 10 consider the question of who
will support and who will oppose the proposed change. 1f it i5 already rccugnilf:d
as 2 problem by many comInunity or organiz:u:ional jeaders, or BY commuotty

- gaclining or nan-existant [n R
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f not, it must first receive enough attention that dectsion makers cannot ignore
it. This raises 2 pivaral guestion for the change agent. Has the problem been
acl'{pqwledged and does a commitment exist to address the need, Or mMust efforts
frst be directed toward having the organization or community in some Wiy
formaily :Lclgnmwledge lts existénce and agree that intervention is appropriate?
The answer will affect the immediate and long-range focus of the change effort.
Ultimately sigaificant decision makers must be persuaded that the conditlon is
g problem. If this cannot be done, the chances Of successfully bringing about
i change are slim. For this reason, the focus of 2 change effort is sometimes shifted
% from the substantive change to an effort to bring atcention to the probiem.

summary of Steps Involved in Problem Identification. In summary, the
- following important points have been made 50 far about jdentifying a condition
and creating an awareness that it is a problem. '

1. Initiating,. macro-level inrerventions in organizations and communities
beging with the identification of a condition or problent.

2. Por a condidon to be considered a probiem, some type of formal recog-

- - pition is necessary. Securing this recognition may become # subsequent
step in the intervention process.

3. Whena condition statement has been framed, relevant dara should be

" collected 10 support the contention that 2 problem exists and to aid in

A understanding s nature, size, and scope.

4. Datz displays should be carefully designed to illustrate the perspective
on the problem that the change agent wishes 10 convey. Displays can
illustrate r:ompariéons to other conditions, changes in conditions over
time, relatiouship of conditions to standards, Or relationship to con-
tributing factors.

5. Identification of barriers to conditon resolution heip 0 make clear
the compiexicy of the condition and the sQufrces of support needed
for change.

6. The purpose of the presentarion of datn is to convince the appropriate
individunals or 5ystems that the condition isa problem in need of artention
and interventiorl.

Focus B: Analyzing the Problem

Human problems are complex phenomeni and, s such, often require 1 good deal
‘of study and thoughtful consideration. ‘While the lay public may have simple
: ANSWErs to many social problems, the professional can afford no such luxury.
tand why the problem exists, Why are some people chironically unemployed?
25 Why do some parents neglect their children? Why do some teens atterapt suicide?
i-"This is no time for simphistic answers! It is  time for the most thorough study
- and analysis that tme and resources will allow.
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citizens OF ':Lgency staff members, then pt_‘opose.d change roay be readily accepted.

Analyzing social or community problems i ancertaken in an atempt o nnder-



‘ perspective on etiology, but rather on selecting the subgroup to be served, Ag .
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Some students drop out of school because there is such intense discord © |
in their home and family life that they are incapable of dealing with the :
added stress of academic demands. .

The decision that must then be made is not one of choosing the “con-ectn'.f

with many (probably all) target populations and problems, one understanding
of etiology and one intervention does not fic all. L

Task 10: Refine the Problent Statemeni. When the above activities have
been accoimplished, the working draft of the condition statement can be refined"
into a problem statement. A strmple, clear statement that includes a4 target popula.
tion, boundary, and problem {5 most appropriate, Explanatory statements or |
supportive documentation may foliow, but the starement should provide o«
consensus position for all those who are expected to support the change effort.
The following might be used in the high school dropout example: Dropouts from;”
the Washington, Lincoln, and Jefferson atrendance areas of the Preston City schoo
district have been increasing steadily over the last five years and have reached:
a level that is unacceptable to the citizens of this community. wE

Addirional statements might be added highlighting whatever s considered”
necessaiy to huild consensus and support, such as specific dropour rates for the!
five-year period and a listing of what are considered to be the major causes. Thig
statement will serve 1s a focal point around which 2 support system will be buil

Summary of Steps in Problem Analysis. The following is 2 summan
checklist reviewing all the important poines made so far about developing
thorongh understanding of the problem and gaining consensus from the partici
pants about 2 common or shared understanding.

1. Analysis is undertaken in the interest of gaining a better understanding’
of the pmblefn. The professional practitioner never jurmps directly from’
problem idendfication to intervention.

2. Thorough problem analysis requires an understanding of problem history
theory, research, ethricity, gender, target population perspectives, ant
problem etiology. . o

3. The focus of a study of problem histary s on understanding how it has_ .
been framed in the past, what are the critical incidents in the history of
the probiem, how it has been addressed, and how the community has’
responded to various attempts to deal with it. N

4. The use of theory brings to the problem cantexis ot framewuorls within
which various explanations can be explored. In the selection of theoretical
feameworks one should be aware of the potential for bias in whatevet: "
explanation is drawn from the theory.

5. Journal articles on research and progeam evaluadon from 2 varlety of -
interdisciplinary journals are useful in developing an understanding of -
what has worled and not worked in other afempts to address the same -
or similar problems. ’
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. BEthnic and gender perspectives are sought in the interest of learning how

various ethnic proups may perceive a problem differently from each other
or women differently from men.

Tdrget population perspectives are solicited as directly as possible from
people considered ta be ina position to represent this group. Perspectives
developed through data analysis or throngh the use of theory: and
research should be put to the test in direct contact with target popula-
tion representatives.

All knowledge; information, and vaine perspectives gathered are weighed,
and canse/effect relationships are postulated, A shared understanding
of causes is pursiued in the interest of bringing focns-to a proposed
intervention. -

Finally, the working draft of the condition statement is rewritten into
a clear, concise problent statement which, together with supporting
documenpation, is used to provide direction, build conseasus, and lead
(s ] prupt_)sing a change or recommending 2 specific intervention.

Focus C: Developing the Intervention Hypbthesis

uring the early phases of problem jdentification, many people involved in change

“efforts, bath professionals and volunteers, are eager to propose a specific inter-
“vearion. Many have experienced the frustration of working in what they perceive
o be flawed programs or under what they perceive ta be oppressive organtzational
glicies, and they are eager to propose immediate change.

A disciplined, scholarly approach ta macro-lével change requires rhat the

oregoing tasks associared with problem identification and analysis be addressed.
However, it is the unusual change agent who is not constantly mindful of a
referred intervention and who is ‘not continvally molding and shaping it as the
nalysis unfolds.

Decisions about the nature, shape, and design of the intervention should wait

until the problem analysis has been completed. When-an acceptable degree of
consensus has been achieved about the nature of the problem and its etivlegy,
an intervention hypothesis is proposed.

Task 11: State a Hypotbesis. Based on all the information gathered in the
problem identification and analysis phases, an interventon hypothesis is
developed. The hypothesis is 2 declarative starement (or series of starements) that
proposes a relationship between 2 specific intervention and a result or outcome.
The staternent identifies the following: (1) a earget population {or specific
subgroup) and problem, (2) the change or intervention proposed, and (3) the
fesults expected from the intervention. These elements combine to form =z
complete sentence that makes clear the expected refationship berween problem,
intervenrion and result. For example; 4 hypothesis for a program to prevent teens
‘from’ dropping out of high school might read: If teens with economic problems
-ure placed in a work study program which allows them to earn at least minimum
‘wage for at least 30 hours 4 weelk and take evening classes, then the dropout
rate among this group will decline at least 10% per year for the next five years.
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This would be considered a tﬁtnblc‘hyfmthesis, and the e:cpectatibn wonld
be that the Intervention would be designed to provide the fearures specified in -
the hypothesis. One method of developing this statement is discussion and: -
brainstorming nong i representarive group of participants who are knowledge- . .
able about the informarion produced in the process of problem analysls. Repre- .
sentatives should also be included from groups that can be cruciai to the success of

the change effort, such as ethnig groups, womer, and target population members, -

Task 12: Propose Relationsbips Between Charnges and Results. A pro- -
posed policy change might be hypothesized to affect the targes population in the

following way: If family counseling by 2 licensed clinical social worler is required . L E

as 2 condition for readmission of all students expelled for behavioral problems,.
then the readjusement tate of these students wlll improve and the dropout rate
will decline. ' -

It is not necessary at this point to Aesh out the intervention In detail. |
However, for the change effort o proceed, It is necessary to malce at least .

preliminary decision about the nature and form of the intervention 50 that.

planning o strategy to introduce the change may procead.

Summary of Steps in Developing the Intervention Hypothesis, The -
following is a summary checldist reviewing all the important points made so fap
ahout developing an intervention hypothesis: :

1. The macro practitioner should reexamine data, history, theory, research,
ethinicity, gender, target popuiation perspectives, and shared uander-. ~
standing of etiology. ;

2. Drawing on the knowledge base built on the above content areas, ideas: =
abourt interventions thar appear to be relevant to the need as it is currently
understood should be discussed. _

3. Using these proposed lnterventions, a set of intervention hrypotheses (and:

possibly subhypotheses) should be developed. These statements should: .

lay out a clear set of understandings about the population and problem,. .

the nature of the intervention, and the expected putcomes, L

These hypotheses and subhypotheses should be spelied out in a geries

4.
of iffthen statements; for example: If (population) with (problent) caf
be idendfied and recruited ineo this program and if they receive (services)i
then we expect thar they will achieve (putcomes). :
SUMMARY

This chapter has proposed 2 methodology for planning macro-level chaage ins
organizations and communities, The methodology begins with 2 thorouglt
examination of the current condition in the organizarion or community that has-
led to the perception that there is 4 probiem. Condition [§ seen as a more neutsal..
and objective term; its use recognizes that not everyone agrees on the existence”
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of a problem (or negatively defined condition). Someone must first ldentify
the negatives that make this condition a cause for concern, This is accom-
plished by developing a clear statement of the condition, by collecring datz
ibout the incidence and prevalence of the condition, by assisting individuals
whose support is needed to sce the condition as a problem, and by identifying
barriers to problem resolution.

As 2 clear plcture of the problem begins to emerge, problem analysis is
undertaken. This requires drawing oo knowledgeable individuals for their
insights and on the existing literature ino order to understand history, theory,
cesearch, znd the perspectives of various special populations on the subject.
Gathering information from these sources leads to a shared understanding of
eriology—cause(s) and effect(s)—whicl, in turn, leads to a refinement of the
probjem statement. )

The final task is to propose, based on informartion gathered during problem
identification and analysis, an intervention hypothesis which Identifies 2 popula-

' tiom, a problem, 2 proposed change, and an outcome, and speculates on their
| relarionship in a series of if/then statements. This methodology is intended to

maximize the professional social worker's understanding of a problem and the
relationship betweéen problem, change, and result, thereby increasing the pos-
sibility that the proposed changes, if implemented, will be successful in achieving
the desired results.
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GUIDELINES FOR DEVELOPING.
AN INTERVENTION STRATEGY

As in previous chiapters, we will present the process of developing a strategy i
terms of 2 number of areas toward which the maceo praciitioner must focys, -

his or her atrention. These foci include: {A) defining participants, (B) examin,

ing system readiness for change, (C) selecting a change approach, (D) assessing.-
political and interpersonal considerations, (E) assessing economic considerations; B
(F) weighing the likelihood of success, () setring goals and objectives, (H) selec;{ng;,f: ¥
appropriate tactics, and (1) preparing a written plan. This chapter is organized
around the first seven foci, whereas Focus H and Focus 1 will be discussed in~

Chapter 10. Table 9.1 surnmarizes the major foci and relevant tasks involvedin. .- L
o },, n some way with certain groups or organizations that make up the many systemms

developing an intervention strategy.

Focus A: Defining Participants .

Up to this point in the change process it s not unusual for the people invalved.”

10 be a small core of committed individuals, possibly even close [riends or fellow

employees, who recognize a condition or problem and are concerned enodgh; N

TABLE 9.1 Frameworlk for Developing an Intervention Strategy

Focus Tasks

. Idenllfy the inltlatar system

. Identlly the change agent systam
. ldentlly the client system
Identtfy the support system

A. Defining Parlicipants 1
2
a
4
5. ldentlfy the controlling system
<}
7
B
g

. Identify the host and Implemanting systems
7. ldantify the target system i
. ldenlify the action system
. Assess general openness o change

10. Identliy anticipated or actual raspanse

11. Determine avallabllity of reseurces

12. Examine ouislde opposition o change-

B. Examining Systemn Readiness for Change

C. Selsating a Change Approach 13. Select a polley, program, project, parsunné:
or praclice approach L
. D. Assessing Paolitieal and 14. Address public Image and sucoesshul chgn_gﬂ'
\nterpersonal Gonsiderations . 15. |dentlfy alternative perspeciivas ’
16. Assess duratlon and urgency
E. Assessing Resource Conslderations 17. Datarmine the cost of change
T ] 48. Determine the cost of doing nathing
F. Wéigihing the Likelihood of Success 18. Assess suppori fram Individuals, groupsi:

! and organlzatlons B
. o, Assess support from facts and perspactlve
G. Satting Goals and Oblscllves 21. |dentify goals Co
22. Formulate ouicome Bnd process objectiv
23, Plan activities
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o take action. It Is perfectly appropriate for this small group to undertalce some
of the early activities of problem identification and analysis, as long as they do
ot become rotally committed o a particular perspective on the problem.
- 1n order-for effective macro change to occur it is necessary to have allies.
.good deal of strategy development involves the building of coalitions, People
illing to commiit themselves to change rarely accept someone else's definitions
nd perspectives without some revision. (If full participation of ail critical actors
s accomplished {n the problem ldentification and analysis phases, then
chievement of consensus on the problem and proposed solution should not be
-harrier to progress at this point.) : S
" One method of identifying, in an orderly, systematic manner, the participants
itical to the success of a change effort is to identify people who are affiliated

nd subsystems of the change effort.

. We will use the term systesni 10 describe these critical participants. This term
«used in the context of systems theory, implying thac participants should be
lewed a5 more than simply = collection of individuals who happen to have some
ommon interests and characteristics. As a system or subsystem critical to the
wccess of the change effort, they represent a complex set of interrelationships
aving system-like attributes that must be recognized and attended te by the core
lanning group. One of these arrributes, for example, is called entropy and refers

the narural tendency of systems to expire without input and regenerdtion from
utside the system. The concept is directly applicable to the types of systems

pvoived in planned change. (For further discussion of systems theory, see von
jertalanffy 1956, or Karz & Kahn 1987.)

- The systems 10 be considered inclnde (1) an initiator system, (2) a change
gent system, (3) 4 client system, (4) 4 support system, (5) 2 controlling system,
&) a host system, (7) an implementing system, (8) a target systermn, and (9) an action

Gystem (see also Ketrner et al. 1985). It is worth noting here that these teoms are

i)
I .
Bithose individuals who first recognize the existence of a problem and brll'.lg_,

‘hoard about inéreasing vialence in their schools or a group of staff mémpb

ed strictly for conceprual purposes to assist in understanding who should be
fvolved and why. They are not terms commonly used among people involved
i change efforts. It Is more Hiely that terms like committee or lask Jorce will
e used to designate proups, but the professional person who coordinates the

ignificant participants.
Task 1: Identify the Initiator System. “The initiator system is made up of

aitention to it. This could be a group of parenis raising concerns with a schog
‘oncerned abour a lengthening waiting list for service in the counseling prog
Iiidividuals who frst raise the issue may or may not also become 2. 4t 0
Initial planning process. T L
¥ It is sometimes necessary and worthwhile to worle with a gro d

Who fill appropriate roles and have a thorough kno#ledge of the problei bt

e themselves as powerless o affect the system. Empowerment strategies such

9,
.
.

effort should be aware, conceptually, of what systems are represented by the’
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a5 teaching, Lraining, group ‘ounseling, or consciousness-raising efforts at this
point can pay rich dividends in the long run, and can place appropriate spokes:’
persons into ieadership positions cather than substiruting less appropriate leaders;

In defining the client 5ystem, the change agent should resist the remptation
£ .o jurnp O the easy and obvious definition of the primary beneficiaries, and should
patlcnﬂy and carefully analyze details. For example, if the identified problem
s drugs in-the schools, several potential beneficiaries could be considered
7 _ a5 the client system. A partial list of people who would benefit from eliminating
i drugs from the schools would include students, teachers, administrators, parents,
local police, campus security, neighbors, the school board, and the commu-
ngzf-ﬂm- a5 1 whole. The question, then, becomes one of establishing priorities
; 2 O direct benefits, and distinguishing berween, primary and secondary bene-
L neigries. The decision will have an imporrant impact on the change effort. If
smdents who want good education ia 4 drug free cnvironment'' are iden-
1 ified as primary beneficiaries, then the intervearion may well be direcred toward
formal approval from executive or board, and may require released time froz ghter security and stricter discipline. If, on the other hand, primary beneficiaries
other duties, secretarial support, and other allocation of resources. . e described as vgmdents who use drugs and are unable to maximize their

The makeup of this system is critical to the change effort because much o : ";;éf_:duczltion‘ill opportunities due to impairment,”’ then the intervention may be
what is accomplished will be framed in the perspectives of these individial é&iidirccted roward treatment. .
{deally this system will inclnde representation from the initiator system, peoplié . However the primdry beneficiacies are defined, the remaining groups should
who have experienced the identified problem, people who have had experience. e jdcntified and Listed as secondary beneficiaries. Secondary beneficiaries may
in trying to solve the problem, and people who can be influential in getting'the @ fmportant and may need to be called upon when the change effort needs public
change accepeed. ) upport. We will refer to this group.as the support gystem.

The function of the change agent syStEm is to act as a central coordinating
point, Many participants in the change effort will be taling on different activith
at the same time. It is the job of the change agent system to insure that the change
effort is properly grganized and carried out from its early conceptualization:
the point where it is turned over to athers for implementation. As the ma]
systerms and perspectives areé identified and the acrion system (discussed in alate
section) is formed, the coordinating functions are shifted to the action systr_rfrlL

The worlk of the change agent system bepins with carrying out the problent
identification and analysis described 1n Chapter B. This planning effort continne
as each of the Systems and participants 18 defined and 2 strategy 15 developed fo
getting the change accepted.

Task 2: Identify the Cbange Agent System. From the inltiator system, the
‘issue moves Lo identification of the change agent system. In 2 professionally
assisted change effort this involves an individual designated as the leader of the
change effort. We will refer to this person as the change agent, The change agent:’ .
together with an \nitial core planning committee oF task force, comprises thie.
change agent system. 1f the change activity will reguire drawing on the resource:
of an organization, it is essential that the organization sanction the change ang
also be identified as part of the thange agent SyStem. This may involve gettin

orgsk 4: Identify the Support Systern. The support systein refers to that
segment of ‘the community or prganization who have an inrerest in the success
uE the proposed change and who may receive second_nq'r henefits. This group is
ected to be involved in supporting and advocating for the change if they are
needed. The boundaries for macro-level changes tend to be defined in a way that
the primary focus is on segment of a community or orgdnization. Total com-
isunities as defined by politieal boundaries (entire towns, cities, counties) or total
Zorganizations are rarely the focus of 2 change effort. _

The support Fystem iS defined largely by the target population (or client
stern) and the problem. Peoplé have an interest in certain populations and

: roblems for a variety of reasons: a laved one is afflicted with the problem, their
Task 3: Identify the Client Systent. The client system is made up of those gquploymer_lt brings them into close contact, their church or service organization
individuals who are asking for and will become the direct beneficiacies of th ,hns selected this population for assistance. They are sometimes described by the
change if it is implemented. In Chapter 8, wW¢ pointed out that macro change iirelated concern or issue, such as the *'mental health community,' or the “foster
efforts begin with identification of a target population and a problem. The client S5t re community.'’ These are the people the change agent will count on to become
system would be a subser of the target population for whom the specific change Finvolved if decision makers need o be persuaded that the change is NECCSSALY.
effort is being undertaken. In some cases it is possible that the target populatio® Figure 9.1 [llustrates the relarionship berween initiator, change agent, client
and the client system could even be synonymaus. For example, if the targe e :}p'cl support Systerns.
population is all homeless people in the town of Liberty, and the purpose of th F it - Initiator, change agent, and client systems can be seen as tncorporated within
community change cffort is to provide housing and services for all homel ""ic boundiries of the snpport systemnt in that they all have an interest in addressing
people in Liberty, then the target population and client system &ré the same the need for change. Initiator, client, and change agent systems may overiap, or

Different terms are used for conceprual purposes. A target population brings: Sy represent separate and distinct constituencies.

focus to the problem analysis and usually represents a broader 5p ecerum of peopl
A client system refers to the people who are intended to benefit from the chang®
effort. In the town of Liberty, for example, fara specialized project, the client:
system could be homeless women and children. '

i 2lask 5: Identify the Controlling System. The controlling syster is defined
f25 that proup of individuals with the formally delegated authoriry and the power
ito approve and order the implementation of the proposed change. Macro-level

e bl md b Gl el Deed D
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' and vice versa. Bach system should be assessed separately. Figure 9.2 depicts the
_typlcud relationships of the controlling, host, and implementing Systems.

Task 7: Identify the Target Systent. The targer system is the individual,
- group, structure, policy, or practice that needs to be changed for the primary
peneficiaries to achieve the desired benefits, The target system is a complex
~ concept that cannot always he defined in clear and simple terms. Often what needs
- tg be changed may include philosophy, values, attitudes, practices, and policies
“ 5 well us the provision of services. Another complicating factor is that many
" change efforts must address multiple targets. For example, in addressing the high
" school's drug prablern it may be necessary to educate the faculty and staff about
.A,'what is happening before they are willing to aliow the change to occur. They
re targeted for change first. Next, It may be necessary to rarget the school board
o gain their approval o intervene. Finally, having gained the approval and
upport of teachers and school board members, the intervention, focusing on
he “real’” target group—high school students using drugs-—can be implemented.
3 Twao questions need to be answered in defining the target system: (1) what

change (or series of changes) needs to rake place in order for the primary
beneficitries to achieve the desired benefits? and (2) what individuals or groups
need to agree to the change (or series of changes)? We have defined these
ndividuals or groups as controlling, host, and Implementing systems. The target
system may lie within the boundaries of any or all of these systems, or it may
ie eatirely outside of any of them. Target could include, for example, selected
school board members, 1 principal and assistant principals, or a subgroup of
teachers, or the target system could be a selected group of students.

Client
Systam

Initiator
Sysiem

Change Agent
System

FIGURE 9.1 Relationship af Systams

change invariably involves approval by some formally designated authority, If
the change involves a public agency or publicly funded or regulated services, -
control may rest with 2 body of elected officials. If the change involves a private
agency, courrol may rest with a board of directors. These bodies are significant’
to acceptance and implementation of the chaage effort, and their positions oo
the proposed change must be known and considered. ' T

Task 8: Identify the Action Systent. As all other systems are being defined
and participants selected, sin action system is being formed. The action system

is made up of those individuals from other systems whe have an active role in
-

Task 6: Identify the Host and Implementing Sysiems. The host system.
is the organization or group responsible for implementation of the change. Within;
the host system.is 1 smaliler group who will have day-te-day responsibility for
carrying out the change, We refer 10 this as the implementing system. Impi
menters are employed by or volunteer for the host system. In most instances of
macro-level change the host system willbe an organization that will be expected . -
to implement 2 policy change, 1 new program, ori project. The listing of systems. ~
in Table 9.2 identifies controiling, host, and implementing systems in 2 school” 5
system and in a law enforcement system. . i
The change agent should be careful not to 2ssume that the positions of the= .
controlling systern, host system, and implementing system are identical. It is not: "
unusual for those involved in the execution of policy w disagree with the policymakers ©

FIGURE 9.2 HFelationships between antrull!ng. Hast, and Implementing Systems

Cantrolling
System

Host
Systam

TABLE 8.2 Examplss of Conirolling, ost; and lmplementing Systems

Controlling Host Implementing
Schoat School Board A particular school and Teachers in the school
System its princlpal invalved in the change Imglementing
Law Enforcement  City Councll Police Chiet and department  Puolice offlcers Involved in: System
System the change
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planning the change and moving it toward implementation. Clearly there is5 2 good
deal of overlap here with the change agent system, earlier defined as the profes- . '
‘sional chapge. agent, sanctioning organization, and sometimes 2 core planning '

group. While the change agent 5ystem forms the core of the action System, other . . ;

a j:(f)__ 150 have important roles in providing input into decision making. The . -~

acrion system should include, whenever possible, represencatives from all other
sysiems, including those systems in need of change, if the relarionship is not.
excessively adversarial.

" For example, if the social problem under c;onsidﬂrzltimn-.ﬁ the unmet needs.

of the homeless, the concern might first be roised by a person who passes by . -
a few old men sleeping in doorways every day on her way from the bus to her -

place of work (initiator). She Finds that several other emnployees at her place of
work have the same COnCera and raises the issue o the ciry council {(controlling .
. system), where it is assigned to the City Departmeéft of Human Services (change .
agent system and host system). The soclal worker (change agent and possibb,v.ﬁ
implementer) forms a task force which includes those who brought the issue to. -
thie council. As the condition is researched and analtyzed, mote people are added
to the tash force. Professionals who work with the homieless (support system) -
would be asked to join, as would some current or former homeless people (client
system) agd'sorﬁeone From the ciry's political ot administrative structure who.
understands the potcmia.iities and limitadons of the city's participation (control-
ling system). When all the sipnificant participants have been identified, this group
would become the central decision-maldng body in the change effort and would
be defined as the acrion system. .

Systems in nteraction. Inexamining these systems in jnteracrion, it is impor-:-. -
tant to remember that we distinguish among them and define them separately”

for conceptual purposes only. In acrual practice, all systems could be within one
organization, and it is highly "probable that many systems will overlap. The
interrelationships of all systems is depicted in Fignre 9.3. -

FIGURE 9.3 Syslems in Intsractlon

AGTION
SYSTEM
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One side of the diagram includes those systems proposing and Favdring
change. The larger system is the support system, and includes all systems favar-
ing change. Contained within the support system we find the iniriator, client,
and change a1gent systems, all with possible varying degrees of overlap. On
the other side of the diagram We find those systems idencified 2s in need of
change. The controliing, host, and implementing systems are represcntéd by
concentric circles in that each subsystem is typleally contained within the span
of control of the next larger system. The target system may le within any of
these systems or even outside all three. The action system may overlap #ny or
all of these systems.

An example llustrating all systems within one organization would be 2
situation in which an organizarignal change is proposed. For example, 1 human
service agency may have a special program for *'cracic habies' and their mothers
(the client system) which includes detoxification, rehabilitatdon, counseling, and

. parefnt training. After six months, a supervisor (initiator syseem and change agent

system) notices that the case managers (impleménting system) have been pracucing
vergaming,” providing the bulle of services to the most highly motivated clieots
and ignoring the needs of the least motivated. In this example, this practice of
veregming’” would be the target—that which is to be changed. The supervisor
calis the problem ta the attention of the executive director {representing the host
system) and the executive direcror ralses it with the board (the controlling systemy),
and recommends that incentives (the proposed change) be developed for case

" managers to work with less mortivated clients. A task force (action systemt) made

up of the supervisor, a casé manager, & board member, administrator, and 4an
ex-client now volunteering for the agency examine the problems and possibilities
of directing more service to uamotivated clients, .

All this has raken place within the boundaries of 2 single prganization with
essentially no input from extraorganizational sources. This illngtrates the nagare
of the shifting bouridaries of systems, while demonstrating the value of retaining
coneceptual clarity in defining the systems. Even though the terms controlling,
post, and fraplementing may never be used, it is imporrant that the change agent
understand the domairl, authority, and power of each, and keep roles, respon-
sibilities, and expectations for each clear and distinct.

Focus B: Examining System Readiness for Change

As the change process unfolds, each of the systems defined ahove should be
assessed for its readiness to support the proposed change. Arn assessment of
readiness should include consideration of an openness to change in peneral, com-
mitment to the proposed change, availability of resources 0 implement the pro-

" posed change, and the degree of outside resistance to the proposed change. Thése

considerarions will most likely be assessed differently for differcns systems. How-
ever, it is likely that there will be some similarities among those systems pramot-
ing change (initiator, change agent, client, support, and action sysiemns) and among
those with whom they are hoping to bring about change (coatrolling, -host,
implementing, and target).

L& K b_w bk
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etiology, interpersonal and political factors, or resource considerations. Each
a2l driving or restraining effects on the change

should be examined for its potenti
effort. Figure 3.6 illustrates examples of support from facts and perspectives,

Uslng this format, action sysiem part
focused on malking the “po/no-ga’t decision. An option, of course, is to gather
mare facts or to postpone the decisio
fact gathering, if absolutely necessary, is consldc:_:ed advisable only if it is highly
focused and time-limited. If, however, Fact gathering is proposed as a delaying
tactic or Intended simply to avoid making 2 difficult decision, it should be recog-
nized For whar it is and rejected. It should also bhe recognized that this may be

the point where 50
able and will decide to drop oug, while others may choose to pursue the effort,

Here again, lt should be emphnsiz::d that the professional person acting 45 change ..

I, non-emotional a decision as possible. Necessary

agent must malce a5 rationa
of success should be supported. Causes that:

changes that have 2 good chance

are likely to be defeated.as currently conceprualized should be tabled until they- -

are more fully developed or the timing is better.

Focus G: Setting Goals and Objectives

Goals are brief, one sentence or pﬁrase, ge
(e.p-rTo reduce the number of dropouts in
out the details for each goal in measurahble terms, Including expected outcomes.
and the processes to achieve them: Ac
undertaken and completed in order to achieve each objective.

If the décision is made to procec
establish 2 set of goals, objecrives,
are intended to act as a beacon (0
specify precisely’ what i5 0 be done,

Setting goals and opjectives is p
purpose is to take what can be a1 very
it up into manageable subsers. Each
and activities.

by whom, and within what rime frame.
robably as much art as it is science. The

FIGURE 9.6 Support from Facts and Perspeciives an the Prablems of Homeless Teens

—3|+— Hestraining/Opposing Farces

Driving/Supporting Foroes
1. Resources ara already inadaquats 10

1. Tean homaelessness la nereasing by
20 percent per year

2. Homaless tesna hava been drawn Inta
drug trafflcking, prostitution and many
property crimas

3. Medla have increased coverage of the a.
problem; the publla Increasingly favars
some action

a, Mo federal ar state funding 18 available;
hamelessness Is considered a jocal
problem

guburban cities are not willing to
contribute needsd suppart; major urban
city counctl feefs it should ba considered
a ragional prablem

icipants next initiate a discussion session '

a to a more opportune time. Additional

me partcipants will believé the proposed change to be unattain- - '

neral statements of expected ontcomes
the Jefferson district). Objectlves spell

tivities are lists of tasks that must be” "
d, the final step before selecting tactcs Is L

and actvides for the change. Goals and objectives. S
aid in keeping the change effort on tracle. Activities. . .

large and complex undertaking and to break .
subset has its own set of goals, objectives,

meet existing needs of homeless families :
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The process begins with re-examining the change effort and organizing it
Into categories or sections, This takes some pracrice and requires knowledge of
the subject area, which Is why problem analysis is so important iri macro-level
¢hange. The problem, as analyzed and coneeprualized in the problem analysis
phase, becomes 2 theme that is repeated throughout the change episode. The
following examples dlustrate how one might go about this frst step of breaking
1 large and complex change effort into subsections or categories. They are built
on the assumption that the preceding community or organizational analysis and
the problem analysis work have been completed. :

Example 1 u
The proposed change is a chree-year project to reduce teen pregnancy and enabie
at-risl teens to praduate from high school.

Profect Subcategories

1. Building self-estesm :
2. Providing health, hygiene, and sex educition
3. Providing academic support
4. Providing Anancial support

In the example, we have depicted 2 four-part program designed [0 achieve
the purpose as stated above. In both examples, each of the four areas listed above
would have its own set of goals, objectives, and aetivities.

Example 2

The proposed change is a palicy cha
programs demonstrating measurable

nge that provides for financizl incentives for
improvement with aleohol-thusing clients.

Project Subcuategories

Developing valid and reliable indlcators
Developing the fiscal incentive package
Developing quailry assurance measure

o

i

By dividing the change effort into subcategories, each part of the effort can
proceed toward achieving its own set of goals and abjectives in a way that is more
concentrated and focused than if 2l objectives and activities were organized under

a single goal. The exception to this principle of subdividing is when the change

effort is 5O clear and simple that 1t does not require subcategories. For exampie,
ject that cequires

a project to conduct a client satisfaction survey might be a pro
only = single set of goals, objectives, and activities. It is often true, however,
that simple, unopposed change efforts come about without complications, and

e et o
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or "'by the end of the first year™). Onced start date is knnown, it i5 wise to g0 baclk
and fill in actual dates, since ohjectives are often also used a5 monitoring tools.

The second part of an objective, the rarget, specifies the individuals or focal
point for which the objective is written. Qutcome abjectives are focused on a
qualicy of life chanpe and will identify the individuals for whom the change is
intended. Frocess objectives may have an object (such as a program or a depart-
ment) 15 2 tarpet, instead of a population.

Staternents should be as precise as current knowledge will allow. A drug
treatment program, for example, mipht specify “twenty-four cocaine addicts at
least cighteen years of ape and currently employed'' as its target. A process objec-
tive might specify “‘the counseling program'’ or the " performance evaluation
system’’ as its target or focal point. For feasons stated in earlier chapters in this
- text, the more precise the target, the greater the likelihood of 2 successful interven-
* tion. As an examnple, the teen pregnancy program mentioned above will be used
to illustrate how outcome and process objectives fit together to form =a plan of
_ action. The following diagram illustrates partial objectives, including a time frame
and 2 target. '

do not require the type of chadge Drocess described in this boolk, If one follows.
the steps recommended in this book, it i§ liicely that one is dealing with rela-
ively complex change. . :
~Once the subcategories are selected, a set of goals, objectives, and activities
shojpld be developed for each. They should always be thonght of a5 a set or pack- -
ngé,'hot a5 {tems that stand alone, even though they are occasionally used alone,

Task 21; Identify Goals. A poalisa general statement of expected outcomes
or a desired future state (Kettner et al. 1985). It need not be observable or
measurable, It is simply 2 statement of hopes oF expectations, stated in a positive- - h
‘and peneral enongh way to Bet agreement and support. Continuing with the above ‘
exampies, the foilowing goal statements would be appropriate.

‘ fl‘"e:é'ﬁ Pregnancy Prafact T '
o, Goal Li To improve client self-esteem. : .
Goal 2: To increase client iknowledge of heaith, lygiene, z2od congtraception.
. 'Goal 3: To swengthen client academic abilities. .

: Gaal 4: To increase client financlal reSOUICES.

Outcome objective:

Mea'sum":g:'cuént Outcomes [ time frame ]
o By June 30, 19XX,
' Goal 1: To develop indicators of client change. .

‘Goal 2: To develop fiscal incentives to promote client improvement.

"t:&gcr. ]
~at least fifcy teens considered to be at risk of pregmancy . . -

- Gowl'3: To develop methods for assuring service guality.

Process objectiver

[ ume frame ]
By February 1, 193X,
. . will -be developed for
) farget 1
a group of teens lconsidercd o be at risk of pregnancy . . .

Task 22: Formulate Oulcorne aqiid Process Objectives. Once a goal state’ "™
ment is written, the next step is to specify objectives. Objectives are intended -
to move the change effort toward the goal, They are highly specific and measur--
able, There are fwo types: (D outcome thjectives, and (2) process objectives. One, '
outcome objective is written for each goal, and specifies the results OT OULtCOMmes:
to be achieved. One or mare process objectives then specify the process 10 be
. followed in order to achieve the result. When the outcome objective and all Its -
related process objectives are completed and written out, it should be evident’
. that the process objectives, when completed, wili lead to achievement of the
ogutcome ohjective, and thar the outcome objective, when accomplished, will
move the effort toward the goal. A complete objective, whether outcome 0r™
process, has four parts: (1)2 sime frame, (2) a target, (3) a result, and {4) a criterion "
for measuring or documenting the result (Kertaer et al. 1985). In the following -
pages, examples will e given of both ouLcome and process abjectives. B
The time frame is stated in terms of the month, day, and year by which the * "~
result will be achieved, In simarons where a project’s start date is unlnowd, -
the time frame may be specified in terms of time elapsed from the beginoing . ©
of the project (e.g., “within three months of the beginning of the project."

" In this illostration, the target is the same. The reason will become evidernt as the
objectives are developed further.

3 The third part of an.objective isa phrase that specifies the expected outcomie
* or result to be achieved when all activities are completed. This phrase differs
depending-on whether the objective is an outcome or a process objective. An
outcome objective focuses on 2 quality of life change for the target population.
Outcome objectives refer to such factors as improved knowledge and skill,
improved relationships with spouse, reduction of aicohol abuse and other such
changes. Process objectives focus on the result expected at the campletion of
the process. Results might include such objects as a report, 2 plan, Or 3 0EW data
. collection form. Continuing with the example of the gutcome and process objec-
5 tives used above, we add the following outcome and result.
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Qutcome objective:

[ tme frame 1
By June 30, 19X

[ target . : ]
at least fAfty toend considered to be 4t risk of pregoancy - - .

ourcome 1
will increasé their knowledge of healeh, hyglene, and coniraception . .« .

Process objective:

fime frame i
By February 1, 19K,

result i
a reaining curriculum on health, hygiene, 2nd contraception will be developed
: target : 1
for teens considered to be at risk of pregnancy . . .

The final part of an objective is the criterion which will be used to determing
whether or not the objective las been achieved. Objectives must be precise ind:
measurable, yetr somerimes the result to be achieved seems vague and elusive:

Some programs, for example, are designed to lmprove self-esteem, The queston:
is, how does one know whether or not self-esteem has been improved? The

criterion specified in the objective insures that only one standard will be used.
If improving self-esteem is the result, then it must be measured by 2 standardized

test designed to measure self-esteem. The criterion for an ouicome objecdve.’.
usually begins with the phrase, . .. 33 measured by . . " Increased seif-esteem” o
might be measured by the Index of Self-Fsteem (Hudson, 1982). Process objectives N
gererally produce products OC achjeve milestones in A process, and use a different

type of criterion to mMeAsULe the result. In mOSt €4SES, process objectives will use

the phrase, *. . . 28 documented by . - .7 indicating some formal product of. ..

result that will be accepted 45 documentation that the process objective has heen
completed. Continuing examples of outcome and process objectives on the teer:
pregnancy project follow.

Outcome phjective:

[ time frame ]
S By]une 30, 19XX,

e target ‘ ]
at least fifty teens considered to be L risk of pregmancy - . -
[ putcome 1
will increase their knowledge of health, hygiene and contracepdon - - - )
criterion | 1 ‘

a5 measured by 2 pretust/postrest developed for the course.
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Process objective:

[ time [rame 1 '

By February 1, 19X,

{ : resuir 1
a training curriculum on healch, hygiene, aad contraception will be developed

rarget i
for teens considered to be at risk of pregnancy . . -

[ criterion 1.
as documented by receipt of a complered training packapge.

When all four parts—time frame, target, result, and criterion—have been
written, the gbjective 18 complete. The foregoing examples are reproduced in
Table 9.4 to reinforce the underseanding of the differences between outcome and
process objectives.

Typically a set of goals and objectives will include one goal, one outcome
objective, and several process abjectives. For example, in the progrim outlined
in Table 9.4, the following might be the focus of goals and objectives.

‘zal ' .

To increase knowledge about health and pregnancy for teens at cisle.

Outcome Objective

By June 40, 193X, o increass nowledge of herlth, hygiene, and contraception for
fifcy teens considered to be ar risk of pregnancy ai measured by 2 pretest/postest
developed for the course.

Some possible Process obfectives:

1. Develop training curriculum

2. Develop and reproduce training materials
3. Recruit fifty ceens 2t risk of pregnancy
4. Secure a suitable training location

5. Hire tralners

6. lmplement the progritm

7. Evaluate the progrim l

- Tashk 23: Plan Aetivities. The final step in Focus G is to ltemize activities.
- Activities represent the highest level of detail incorporated inta the plan. Each
. dctivity represents a Step which, when accomplished, moves the project closer
- tp achievement of @ process objective, Activities should specify the worle to be
 done, the person responsible, and a time frame. The Gantt chart, originated early
} inthe century by management pioneer Henry L. Gante, has proved tobea useful

farmat for setting up activities. A Gantt chart is made up ofF columns and T1OW5.
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TABLE 8.4 Sample OQuicome and Process Oblectives

Qutcome

Outcama/Result’

By June 30, 19XX

80 teens considarad to ba at risk
of pregnancy

will inorease their knowladge of
health, hygjene, and eantracaption

as measured by 2 preléstfpnsuesl
. developed for the colrss.

Process

By February 1, 19XR

tor tegns considersd to be at Tisk
of pregnancy

a tralning curriculum an haalth,
hygiene, and contraception will be
daveiopad

as documentsd by recelpt of a
complated training package.

Each row represents an
person responsible, an
an example of - Gantt chart ap
revention program.
The Gantt chart in Flgure 9.
each activity sequentially over the next seven m
the completed trainitg package as pr
across the columns in
times for those activities.
7 indicates that the complered training packag
ion plan fora macro-leve

pregnancy p

In preparing an act
intervention should inc
are developed it an acceptd

Process Objective: By February 1,

FIGURE 8.7 A Ganit Chart

activity, and colnmns 2
d the beginning and €
plied to ooe ©

dicate the approximate
The 1 in the February €o

lude a set of goals, objectiv
ble level of precision, W

re nsed to identify activity number, . L
nding month. Hivstrated below is
f the process objectives for the

4 depicts a training project beginning July 1,
onths, and delivering
omised on February 1. The horizonral lines" "
anticipated beginning and ending . "
|amn next to activity number '
e is due on that specific date. -
| change, each subsection of the.-:
es, and activites. When thesé:
ith responsibilities and time-. - '

ol @ completed train

Persan

Activity Responsibie

Develop couisa objectives. J. Smith
prepure content outline J, Smith/
madules on health, hyglene, L, Black
and contraception.

Salest teaching methods L. Black
for each moduls.

Prepare workbooks and C. Rich
randouts for each maduls.

Print up workbooks and B, Woad
handouts.

Develop pretest/postiest. J. Smith
Deliver complete tralning J. Smith
package.

16XX, to develop 2 tralning curri
and cantraception for teens at risk of pregnancy,
Ing prokags.
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INTRODUCTION

Chapter 9 addressed stritegy, which refers to the development of 2 written
plan directed at bringing about the proposed change. Deciding on a Strategy
can be a time-consuming and detailed process. Although many may agree that
a3 problem exists, getting agreement on just how the situation should be changed
is seldom easy. Special efforts must be concentrated on tactics designed to get
the change accepted. .

Tactic selection tests the professional judgment of the change agent, par-
ticularly in how to approach the target 5ysceml. Certain tactics can raise ethical
dilemmas. Selecting tactics calls for mature, professional judgment in community
and organizational change. Social workers should be open to the possibility that
practices in many of the arenas in which they operate are well entrenched and
there will be a natural tendency to resist. The fact that agency missions are stated
. in inspiring words does not mean that all agencles carry out those missions.
Practitioners must be aware that they are 3 part of legitimized systems that often
contribute to the oppression experienced by the client group they are trying to
serve. Selecting appropriate tactics requires one to think critically and to carefully
anzlyze the target system. .

CHAPTER 10
Selecting Appropriate Tactics

5 Overuview

i ' Introduction, . :

N Tocus A: Selecting Appropriate Tactics FOCUS A: SELECTING APPROPRIATE TACTICS

‘i Collaboration . ) )

1 Iimplementation The choice of tactics is a critical decision point in planned change. Tactics have

3 - Capacity Building been defined as.'‘any skillful method used to gain an end™ (Brager et al. 1987,

Campaign 288). Whereas strategy Is the long-range linking of activities to achieve the desired

! Education goal, tactics are reflected in day-to-day behaviors (Brager & Holloway 1978). As

B Persuasion the change agent engages in racrical behavior, it 1S important not to lose sight’

-Mass Media Appeal of the goal toward which these behaviors are directed.

o Contest Brager, et al. (1987), identify four cssential propérties of tactics used by

4 . - Bargaining and Negotiation -professional change agents: *(1) they are planned . . . (2} they are used to evoke
specific responses . . . (3) they involve interaction with others . . . and (4} they

Large Group Or Community Action

Class Actlon Lawsuits
Considerations in Selecung Tactics

Objectives _

Controlling and Host Systems

Primary Client

- Resources

Priofessional Ethics

are goal-oriented'’ (p. 288). In addition, it is our contention that a fifth property
must be in place in professional social work change efforts: (3) the tactic will
do no harm to members of the client system and, whenever possible, members
of that s'yste'm will be invalved in tactical decision making.

e Chanpe almost always involves influencing the alflocation of scarce
. resources—-authority, staius, power, goods, services, or money. Decisions about
. tactics, therefore, must take into consideration whether the resources are being
" sllocated willingly or whether someone must be persuxded to make the allocation.
: If there |5 agreement on the part of the action and target systems that the proposed

Focus B: Preparing a Written Plan
3 change is acceptable and that resources will be allocated, a collaborative approach

Conclusion
References > can be adopted. If there is agreement that the proposed change is acceptabie but
Appendices _areluctance or refusal to ailocate resources, or if there is disagreement about the
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* to confiict when new issues arise during the change process. 1t is equally likely
““that the relationship will vasciliate berween various gradations of communication,

" agent's prior experience with the tarpet system.
. Our concern is that the social worker never take the-relationship betweern -
"'the action and target system for granted. To assume that the rarget is immaovable.
before communication has been arrempted demonstrates poor use of professional.
judgment. To assume that the target will embrace the cause ohce the facts are
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need for the proposed change',‘ then a-morc', coercive 'app_';roach may be necessary -
" {f the change effort.is to proceed.
For exaimple, 2 change effort may focus on the inability of physically disabled =

"I:i'éol‘eilg: to get around the city and travel to needed service providers. A thorough
-5t q."‘fi{i'ocumcms the problesm, and A dial-a-ride transportation service is proposed.
e planning commission and city council graciously accept the réport, agree
on the need, ard thanl the Transportation for ihe Disabled Task Force. Three
city council meémbers favor funding, three are opposed, and one is undecided,

If-the ugdecidcd couiicil member can be persuaded to favor funding, then .
.. colldborative tactics can be adopted. If, however, he or she decides to oppose
funding or if 2 compromise would undermine the change effort, then tactics @
dcsigneq to coerce SUpport must be adopted. For collaborative approaches to, -

¢ must be agreement on both the proposed change and the

be adopted,,

" allocatiod of fi€eded resources.

{n the docial work literature, (actics have been divided into three broad

cattgurié;é;-cd]’.labomtion} campaign, and contest (Brager & Holloway 1978; Brager ':
“et al. "1?987). In this chapter, we use these terms to describe the relationship -
betwebn the action and target systems. Collaboration implies a working -

n:lnilp_ﬁ'ship where the two 5YStems agrec that change must Occur, whereas contest
tactidsiindicate disagreement between the two systems. Campaign tactics are used

wlitn the target must be convinced of the imporence of the change, but when’
commuriication is still possible berween the two systems. The effectiveness of
the ' campaign’’ may determine whether collaboration or contest follows. Contest
tactics are used whed- neither of the other Two are possible any longer. Change -

efforts that bepin with one set of tactics may progress to other sets, depending
on the evolying relationship berween the action and target SysStems. The
continuum along which these tactical categories fall is as follows:

Collaboration =+ Cammpalgn ++ Contest

A:lti1oi;gk1 we categorize these reldtionships, suCCEss may hinge on the change:

afgcnﬁ‘s ability to keep the actlon and target Systems in a state of continnal
interaction, It is possible that whai begins as a collaborative relationship will move

with both systems uncertain about the other, ever. when pompromise can be
reached. In shore, these relationships ebb and flow, sometimes unpredictably,
given the political situation, and sometimes all too prediciably, given the change

kmown is naive. Assumptions have litde place in assessing the relationship berween

‘the acrion and the target system. We believe that regardless of what types of tactics.
are used, communication should be maintained with the target system if acall
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"possible. If communication ceases, it should be because the tnrgét systeal refuses

to coftinue interaction. . .

Within each of the three categories are tactics that are typically used. The
framework in Table 10.1 guides our discussion. Some of the following concep-
rualization-is drawn from Prcviaus literature (Brager & Holloway 19078; Brager
et al. 1987). In some dreas, We offer slightly different perspectives and add new

‘tactics. Throughout the following discussion, we attempt o provide an analy-

tical framework to guide an action system in sclecting the most appropriate mix
of tactics. -

" Collaboration’

Implementation. Collabarative approaches include instances when the target
and action systems.agree that change is needed. Under collaboration, we place
(1} implementation and (2) capaciry building tactics,

Implementation tactics are used ‘when the action dnd target systems work
together cooperatively. When these systems agree that change 15 needed and
alloeation of resources is suppported by critical decision makers, the chanpe simply
needs to be implemented. Implementation will most likely involve some problem
solving, but it is hot expecied that adversarial relationships will be'a concer in
these type of collaborative efforts. -0 :

'Capacity B:g?lding. Cap:icity building includes the tagtiés of p:trticipation and
empowerment. Participation refers to those activities that involve members of
the client system in the change effort. Empowerment is the process of '*helping

TABLE 10.1 ~ Tactlcal Behavlors

Relationship of Action and Target Systems Tactics

Gollaboration
Targel systam BQraas {or 1s vaslly convinced 10 egree) . Implementation
- wilth action systam thet change Is neaded and 2, Czpaclty bpildlng
supports allocation of resourcas a. Participation
b. Empowsrmaent

ary

Campalgn i ‘

Targat system is willing 1o communleate with aclion 3. Eduoation
systam, but there is (lttls consensus that change 1s 4. Persuasion
neaded: or targel Bysism suppors change but not a, Cooptation

alipcation of resources b, Lobbying
’ 5, Mass media appeal

Cantest R
Targel aysiam opposes change andfor allocation of . Bargaining and negotiatian
rasources and is not open to further communication 7. Largs-group or communiy action

ahout opposition a. Legal (8.9. demenstrations)
b. llegal (8.9. clvil disobedienca)

8. Glass action tawsult

[=2]

- ST i |
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a group OorComrmunity o achieve political lpﬂlicncc or relevant legal authoricy”
(Barker 1987, 49). =
For example, a problem may be defined as exclusion of a neighborhood from
decisions that affect them. The focus of the intervention is on building 2 capacicy
for greater self-direction and self-control—that s, actually teaching people how

to get involved in the decision-making processes in their communitiesand taking -

greater control over the decisions that affect their lives, This approach often
emerges in siraations where disenfranchised communities hecome targets for
development, freeways, airport expansion, and othier such encroachments.

Through professionally assisted change efforts, perhaps led by a neighbor-
hood social service organization (change agent System), neighborhood resident
(client systerd), and ciry council {(controlling system and perhaps target system)
agree that community citizeris should have a greater voice in developments that
affect their communiry. The fodus'of the change or intervention, however, is
not on the iarget system (ciry council/planning cominission) but on educating,
training, and preparing community citizens for a fuller partcipation in decisions
that affect their commuaities. Tactics would include education, training, and
acrual participation in civic organizations and activities.

Empowerment involves enabling peopie to became aware of their rights, and.

teaching them - how. to exercise thosé rights so that they become better able to
take contral over Ficrors thaf affect their lives. Mobilizing the efforts of self-help
groups and voluntary agsociations identified in Chapter 5 as well as the client
system's informal support structure may be used to assist in guiding the targer
system tpward consensns with the change effort. o

Campaign -

Campaign implies a group effort to convince target system members that it cause

is just or a change is needed, and that resources should be allocated, Campaign: . .
tactics requife.z good deal of skill on the part of the change agent and action-

system. Lack of ¢consensus rules out collaboration, yet a firm disagreement has

not been eseabliskied. Under this heading we include the use of education, persyd-.

sion, and mass media appeals designed to influence public opinion.

Educ(uiﬁﬁ. Educational tactics can be an integral part of campaigns. Therefore,

we use_educati"dnn[ tactics, to describe those irteractions in which the action-’

System presents perceptions, attitudes, opinions, data, and information about th?‘
proposed change with the intent of convineing the target system to think or to

actdiffereritly. The objective is to inform. The assumption Isj!_"hﬂt more and berter .
infortandon will lead to a change in behavior, It is a difficult tactic to use becauscs: :
opponents of the change can alse be expected to inform decision makers armed: -

with different sets of data and information, and there is seldom an absolure “'truth”’

in dealing with complex organizational and community problems. In many cases
where education fails to produce the desired result or falls short of having the.

desired impact, the change agent turns to persuasion.

P L S
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Persuasion. Persuasion refers to the art of convincing others to accept and
support one's point of view or perspective on an issue. Social workers must
frequently use persuasive tactics in addition to collaboration because their causes
are not always-embraced by decision makers, who often must be convinced
through persuasion that the change is worth pursuing. This means that the change
agent must understand the motives and reasoning of the target system In order
to Identify what incentives can be used t0 negotiate an agreement,

Skillful communication requires that the action system must carefully select
its leadership from those persons who have the ability to persuade. Persons who
are seen as nonthreatening to the target system and who can articulare the
ceasoning behind the planned change are particularly nseful. For example, in a
change effort, particular actors may be perceived as unreasonable, as trouble-
makers, or as chronic complainers by members of the conrrolling system. It is
not In the best interest of the client system for those persons 1o be the only
spokespeople for the change. Clients themselves can also be powerful spokes-
persans, providing: information and a viewpoint that persuades people of the
need for change. ) )

Framing the problém statement to make it more palatable to target system
members is a persuasive technique. This reguires the ability to think as ¢he target

thinks. For example, a social worler hired a5 2 long-rerm care ombudsperson’

was working closely with a coalition of advocates for nursing-home reform to
end abuse in long-term care facilities. Nursing-home administrators were very
upset over the nursing-home feform coalition and perceived them as not
understanding the difflculties with which they coped on a daily basis. They
sincerely wanted o provide qualiry care, but were frustrated by staff who were
not properly trained to worle with gerlatric populations, By framing the problem
as a training problem designed to betrer prepare emplayees and reduce turnovee,
the ombudsperson was able to persiade administrarors to cooperite with the
acton system.. When the ombudsperson met with the local nursing home
association, she acknowledged that she was aware that the administrators wanted
to operatg high-quality facilities. She also noted that recent studies revealed that
high seaff turngver rites often contributed to lack of continuity and lower patient
care, sometimes leading to abuse. She explained that she and her colleagues would
be willing to develop training for nurses aides because they interacted most
intimately with patients, yet were most vulnerable to high turnover, Essentiaily,
one of the contributing factors leading to abuse was being addressed, but it was
framed as reducing an administrative nightmare—high staff turnover.
-Cooptation is defined as minimizing anticipated opposition by absorbing or
including members of the tarpet-system in the acdon system. Once target system
membiers are part of the planned change effort, it is likely that they will assume
some ownership of the change process. Persuasion is used to coopt new persons
into the action system. This is valuable to the snceess of the change effort because
it is important to include persons who are viewed as powerful by the target system,
These persans may be relzrively neutral and may have little interest in obstructing
the change effort. However, If they can be convinced to suppost the chiange effort
{or even 1o allow their names to be used in publicity}, their participation may
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sway others who respect their opinions. (_:bopﬁnti_on is most effective as a tactic
when opponents or neutral parties can be helped to recognize a self-interest in
the proposed change. o AR -

_ Cooptation can be formal or informal. Coopting individuals is called informal
cgoptition, whereas coopting organized groups is referred to as formal doopra-
tion. Formal coopration means that dn entire group agrees to SUPPOIT 2 cause.
Because their governing strucrure agrees that the change effort is worthwhile,
the group may issue a statement to that effece. This formalizes the commitment,
even though there are always members of any group who may, as individuals,
disagree with the proposed thange. ' o

Formal cooptatiosn of 4 number of groups leads to-coalition building. A
coalition is a loposely woven, ad hoc association of constituent groups, each of
whose primary identification is outside the coalition (Haynes & I\rﬂclcc}sou 1986).
For example, fhie purpose of thé National Health Care Campaign is to provide
health care coverage to all American citizens. This change effort brings together
hundreds of orgarizations such as the National Association of Social Warkers and
the American Public Health Association. On a state by state basis, health care
campaign chapters are forming. Interésted change agents have encouraged locat
pronps to join in the efforts—forming 2 coalition dedicated to the stated goal,
The diversity of the coalition contributes tp 2 -powerful alliance ‘of individuals
and. gl-oujﬂfn.;.tjmt vascillate between collaboration and campaign tactics as they
attempt 1o address health caré needs. _

Lobbying is a form of persuasjon that addresses policy change under the
domain of the controlling syster. The action system will have to determine if
it Is necessary to change apency policy, to amend current legislation or to develop
new legislation: in order to.achieve their goal. Haynes and Mickelson (1986)
delinexte three essential concepts for social work/lobbyists to consider. First, one
. should always be facmal and honest. Trying to second guess or stretching the
facts to support one's position is devastating to one’s professional reputation as
well a5 ta the chanpge effort’s credibility. Second, any presentation should be
: stmigh;forwérd and supported by the available data. The problem identification
and analysls process discussed in Chapter 8 will assist th_t: change agent in
organizing the rationale for chanpe. Third, any discussion should include the two
-critical concerns of decision makers-—cost and social impact of what is proposed.
If the cost is high, the social worler is advised to calculate the costs of allowing
the identified prablem to remain unresolved. :

Mass Media Appeal. Mass media appeal refers to the development and release
of newsworthy stories to:the print and electronic media for the purpose of
-influencing public opinion. This ractleis used to pressure decision makers into
a favorabile resolution ro the identified problem. The expectation is that if the
proposed change can be presented to the public in a positive way-and decision
makers’ refusal to support the proposed change can be presented as obstructionist
or somehow negative, then decision makers will feel pressured to change their
position. Where decision makersare high-profile people like elected representives
who depend on a positive public perception, this can be an effective tactic. Use

z
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of mass media depends on news reporeers’ agreement tisat the proposed change
is a newsworthy story, and assurance that one's cause will be presented accurately.
Use of any media must always include consideration of clients' rights ta privacy,

Contest

‘Under the heading of contest we include the use of bargaining and negotiaring,
the use of large group or community action, or class action lawsuils. Large groups
in community action can be fusther divided into legal and illegal tactics. Contest
tacrics are used in situations where: (1) the target system tannot be persuaded
by the action system, (2) the target $ystem refuses to communicate with the action
system, or {3} it is pérceived that only lipservice is being given to the proposed
change. Contest tactics mean that the chanpe effort becomes an open, public
conflict as artemprs are made to driw broad support and/or to pressure or even
force the tarper system into supporting or at least accepting the change. Once
this occurs, the action system must be prepared o face open confrontation and
to escalate its coercive techniques.”’

Conflict is inevitable in social work practice. There will be times in the
_experience of every macro practitioner when incredible resistance is encountered
in addressing the needs of oppressed population groups. Social work as a
profession developed in response to a basic societal conflict—the persistent
anatagonism over individualism and the common good. Conflicts over the rights
of various population groups have spawned violent confrontations rooted in basic
value systems and beliefs. We believe that physical violence and terriorism can
not be condened in any change efforts in a civilized soclety. Nonviolent con-
frontation, however, including civil disobedience, is an option when there is a
communication stalemate berween the targer and action systems. .

Contest ractics will require widespread commitment and possible participa-
tion from members of the support system. 1t i5 critical to the success of these
tactics that the support system and its subsystems—initiator, client, and change
agent—are comfortable with contest tactics bécause there are risks that are not
present when using collaboration and campaign tactics. It is likely that the time
and energy necessary for effective change will increase and relationships can
become disrupted, When collaborative and campaign tactics are employed, tactics
can move toward contest. However, once contest tactics are employed it is not
likely that one can return to collaborative or campaign tactics, Without a clear
understanding of what coniest tactics involve and without full commitment from
the support system, contest ractics are not advised. '

Bargaining and Negotiation. Barpaining and negotiation refer to those
situations in which the action and target system confrant one another with the
reasons for their opposition. Bargaining and negotirtion occur when there i5 a
recopnized power differential between parties and a compromise needs to be
made. These tacrics are more formalized than persuasion, often invol¥ing a third-
party mediator. Members of the target system will typically agree to negotiate
when the folowing factors are in place: (1) there s some understanding of the
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intentions and preferred outcomes of the actlon sysiem, (2) there is 2 degree of
prgency, (3) the relative importance and scope of the proposed change is knnv:rn!

{4) thereare resources that Facilitate the exercise of power, ar}d (5) they perce'wgr
the action 5ystem as having some legitimacy. In order to negotiate, both the action

and the target systems must perceive thar each has something. the other wants,

otherwise there is no reason to come together (Brager et al. 1987).

Bargaining and negotiation can result In 2 win-win situation, where both
target and action §ystems are pleased with and fully support the outcome, The
result can be a2 win-lose where one system i5 clearly the victor, or2 lose-lose where
both systems give something up and ate disappointed in the results.

Large Groupr or Contmunity Action.. lLarge group or communify action refers
to the preparing, training, and organizing of large numbers of people who are
willing to form 2t pressure group and advacate for change through various forms
of such collective action as picketing, disruption of meetings, sit-ins, boycotting,
and other pressure racucs. Peaceful dcm_or'lgtratiops,a:_g: legal acr.i\{ities,.o.ftex‘l used
by both groups at cither extreme of an Issue, to express their views. Civil disobe-
dience activities intentionally, break the law. When actlon system members
deliberately engage in illegal activities, they must be reacdy to accept the conse-
quences of their actions. The change agent is responsible for making potential
participants fully aware of thcsc-rislcs, before the decision is made to proceed.

Class Actian'Lawsui,t.s;.' Class acdon lawsnits refer 1o thp$é_ms}tnnccs where
an entity is sued for a perceived violation of the law anl it is :xpec.tcd that the
finding of the court will apply to an entire class of people. These tactics are often
used with highly vulnerable populatdons such as the chronically mentally ill, the

homeless, or children, where it is unlikely that they have the capaciry or the .

resources to protect their own rights. Public interest law organizations may be
resqurces' far the action system in developing class action tactics.

Considerations in Selecting Tactics

A few salient considerations need to be weighed in Selecting the hest tactic of
mix of tactics. These considerations include: :

1. What are the current objectives of the change effort? ]
“2. What is the perception (by those promoting change) of the controlling
and bost systems? : C
3. What'is the perception (by those promoting change) of the role of the

client system? ) )
“4. What resources are needed and available for each tactic?

* % ywhat are the ethical dilemmas inherent in the range of tactical-choices?

Objectives. Obijectives often tend to evolve as the change process moves along,
and a re-examination prior to selection of tactics is in order. For example, with

the problem of domestic violence, the condition may have been brought to public

¥,
b
by
B
|
v
i
EX
|
Y

T

Lt ey

10 { SELECTING APPROPRIATE TACTICS 257

awareness by the perceived need for additional emergency shelter space for
bactered women. However, as the problem is analyzed and bewer understood,
the objectives may shift toward consciousness raising for all-wamen in the
community who are perceived to be at risk of violence. Thus strategy and tactics
would move from advocating for service provision to educating for empower-
mene. Since tacrics can change as objectives change, it'is worthwhile to male
one last check to lnsure that all are clear and in agreement on current objectives.
The following questions can be used to puide the action system’s re-examination
of the change objectives. ‘ :

1. What are the stated gbjectives of this change effort?
2. Given what has been learned in the change process thus far, do the stated
objectlves need to be revised? ; - :
. 3. Which best describes the intent of the current objecrives?
a. o solve a substantive problem or provide 4 needed service™
b. 1o increase self-direction or self-concrol of the client system
c. to influence decision makers L .
d. to change public opinjon.
e. io shift power »
f. to mandate action _ . o
4. Do members of the action system have any concerns about the intent of the,
currént ohjectives that require further discussion?

The range of objectives and likely accompanying tactics are indicated in
Tahie 10.2.

TABLE 10.2 Relationship of Gurrent Ob|eclives to Tactlcs

Relationship
of Target and
Actlon System

Current Objective Possible Tactics

1. Salving a substaﬁtl\}é problam; Implamantation through Joint action
providing a needed service

2, Self-dirsction; seif-control

Colisbarative

h _Cépacily bullding through
paiticlpation and empowerrnent
Educatlon, and persuasion through
cooplation, loblying, etc.

Collaboratlve

In dissgreement -
but with-apen -
communication

In disagresment
but with open
communicalion

3. Influencing declsion makers

Educailon, persuaslon, mass
medla appeal,

4, Changing public ohlniun

Adversarial Large group or .cammunily action
5. Bhifting power Adversarial | Large group or community action
6. Mandating al_'."llnn Adversarial Class action lawsult




