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Above all, however, macro social workers are
active and creative agents in the construction of social
reality. They try to see beyond the distortions that
those in power sometimes use to justify their posi-
tions. They challenge itlusions that lead nowhere and
contest false answers that onty prolong the status quo.
They take a fresh look at social conditions and try
new ways to resolve old problems. :

This overview introduces you to the field of
macro social work. You will see how different aspects
of macro social work practice are covered in this
book. You will begin to discover why the field of
macro social work is important, and you will be chal-
lenged to consider your own role as a macro social
worker. As you read this overview, think sbout how
macro social work and its particnlar methods could
have made a difference to the Triqui Indians and oth-
ers like them in our world.

WHAT IS MACRO
SOCIAL WORK?

Macro social work is the practice of helping peaple
solve social problems and make sacial change at the
community, organizational, societal, and global lev-
els. Let's look at this definition in more detail.

Solving Social Problems

Many social work practitioners heip individuals or
couples who have been affected by and who bear the
scars of personal problems, While healing and help-
ing damaped individuals is important, it is s wider
social concern that distinguishes social work from
other helping professions. This wider concern
involves social problems—those conditions of soci-
ety that create personal troubles and are often
embedded in the institutions and premises on which
our society is based, Among these social problems
are racism, sexism, violence, economic inequality,
and the maldistribution of political power, to name
just a few.

One of the premises that guides this book is that
the most effective way of solving social problems is
by people who are affected by social problems work-
ing together at the local level. Macro social worlkers
believe that when people take charge of their own des-

tinies and become actively involved in the life of their
communities, they become empowered to lead ful-
filling, meaningful, and productive lives. In Chapter
2 you will lock at several theories that have been used
to explain why social problems exist. You will be
invited to critique these theories and develop your
own working definition of social problems. But vou
will also discover that macro social workers attempt
to bring about a better society by means of an asset or
strength-based approach.

Macro social workers apply a method called
rational problem-solving to conditions that canse
social problems, Rational problem-solving was con-
ceived as a way of decision-making over 350 years
apgo and has been gradually applied to economic,
political, and organizational problems in modern soci-
ety. Rational-problem solving was used by macro
social worlers as early as the turn of the 20th century.
Since then it has been adopted by the field of social
waork as a whole and is now known as the generalist
social work method,

In Chapter 3 you’ll see how the rational problem-
solving process works and learn how to apply it step
by step. As important as the rational social work
method has been, however, it has limitations, partic-
ularly for the helping professions. You'll examine
some of those limitations and discover that rational
problem-solving needs to be supplemented with
thinking socially. Social thinking is 4 method that
snides much of the processes in macro social work.
It is the means by which social issues become
resolved and the way communities generate ideas that
are superior to those developed by experts. But more
importantly, social thinking is the way that people
envision the fumre, access hope, and escape captivity
to present reality. You will learn how to use social
thinking to help people engage one another on the
commor journsy of fulfilling meaning and complet-
ing the purpose of their lives together.

Making Social Change

Pezople who make social change are change agents.
Change agents come from a variety of disciplines and
work at resolving different lands of social issues,
Ministers engaged in issues of social justice, for
example, or scientists involved in protesting against
nilclear war are change agents. Environmentalists are



change agents working to save the earth and its
ecosystems from destruction. Sociclogists who do
research on social problems or political scientists who
try to improve social policies are change agents, as
are public administrators working with or through
complex arganizations to improve social conditions.
Change agents may be ordinary people working vol-
untarily for change in their own communities.

While change agents may come from many walks
of life and any number of professions, there is one pro-
fession that claims change agent practice as ifs own.
This is the profession of social work. Social workers
need to understand how macro social systems work in
order to design systems that are better, fix them when
they become dysfunctional, challenge those models that
are failing, and infuse with integrity and goodness those
that are unethical. No other helping profession claims
for itself so broad a social mandate as social work

The heart of making social change is leadership.
To some extent, every macro social worker needs be
a social leader. In Chapter 4 you'll explore the most
important ideas about leadership and learn how to
apply them in macro social work practice, You will be
invited to explore your own personal leadership style

and how to use it in working with communities and
organizations. However, you will find that what is tra-

ditionally deseribed as leadership today is often noth-
ing but a disguised form of paternalism, particularly
as leadership has become redefined as management.
Macro social workers reject paternalistic leadership.
Instead, you will learn how to help people themselves
become leaders who take chasge of the social, eco-
nomic, and political conditions that affect their own
lives, and which contribites to the process of social
hetierment.

The Spectrum of Macro

‘Social Work

Solving social problems and engaging in social
change by means of macro social work practice is the
heritage, the present responsibility, and the future
promise of the social work profession. It is soctal
worlc's commitment to social betterment at all levels
fhat insures its continued impact in our world today.
Macro social workers see the specirum of communi-
ties, organizations, society, and global cultures as afe-
nas of their concern and involvement.

Community Social Work  Part Two of this bookiis
devoted to the practice of community social work: help-
ing, communities sirengihen relationships berwesn peaple
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and mediate hetween individuals and the organizational
megastuctures of society.2 Next to our families, commu-
nities are our most basic and necessary social systems., We
all find our sense of identity and connectedness to others
in community. When cur communities begin to ernde,
people’s social bonds become weak. People become
alienated from one another and from society as a whole.
When communities become dysfunctionat, people fail
economically, emotionally, or socially.

For years, communities in bath rich and poor
nations have been neglected. Some are in disarray. As
g result, many communities are rife with violence,
poverty, and exploitation. Instead of oases of hape,
enlightenment, and meaning they are deserts of
despair, ignorance, and alienation, In Chapter 3 you
will examine what comumunity is, why it is so impor-
tant, and why it may seem to be failing today. You will
explore how macro social workers become involved
with modern communities, communities of meaning
or ontological communitias, raditional communities,
ind communities of color.

Community planners are community social work-
&rs who assist local community groups develop plans
for their own communities and act those plang. In Chap-
ter 6 you will see how comrounity planners work with
lacality snd nonlocality based communities such as the
communities of the aged, developmentally disabled,
nud others develop and carry out plans for their welfare,
You will learn how to do social work community plan-
ning and explore 8 number of planning tools and tech-
niques that youn can apply to community projects.

Macro social workers who help make commu-
nities better places for individuals and families are
called communiry developers. Community develop-
ers work in inner city ghettos, slums, barrios, migrant
work camps, reservations, and housing projects of
America, bringing people together to build strong
human relationships and communication between
people, and to provide for individual well being and
support for family life. You will discover in Chapter
7 how community developers take on econgmic
development projects and create community devel-
opment corporations that build housing, open
banks, form co-ops, and sponscr many community
projects bringing new possibilities and opportunity
whers despair and hopelessness exists. You will
learn how to establish a community development
corporation. You will also explore how community
development and commmnity organizations work

together in a double pronged approach to community
empowerment and how community developers help
ontological communities or communities of meaning
bacome strong and healthy.

Some community social waorkers help overcome
the estrangement imposed by laree megastructures
of corporate and public life. These social workers
are called community organizers. Community orga-
nization is a process by which neighborhoods and
coalitions of neighborhoods work over the long term
for community betterment and political empower-
ment. Community organizers help community mem-
bers learn how to nse their communities as social
tools to invent their own futures and control their
own destinies. You will see in Chapter 8 how com-
munity organizers assist people to overcome the pol-
itics of paternalism that keeps them left ont, hold
officials accountable to the comnunity, create part-
nerships with government and buginess, and in the
process reestablish democracy as a vital mode of
civic life. Yon will learn how to do community orga-
nizing and discover four kinds of community orga-
nization practice models from which yoo can choose
fo strengthen neighborhoods.

Organizational Social Work Robert Presthus and
others have observed that we live in an organizational
society.® Almost everyone in our society is intimately
connected with and draws his or her sustenance from
public sector governmental organizations or from pri-
vaie secior business organizations, Yous will find that
while these organizational systems are by and large the
reason for the enormous growth of the economy, at the
same time they often allow little existential space for
human communities. While community social worl,
therefore, continues to be a needed arena of macro
social work practice, you will see in Pari Three why
organizational social work is rapidly becoming even
more important. In Chapter § you will learn about the
dynamics of modern complex organizations. While
organizations and their defects are one reason many of
our social problems exist, you will discover that macro
social workers and others have bzen slowly developing
anew and noprecedented hybrid form of organization
and commumity by which social problems can be
resolved. You will learn how these social organizations
are struchured, and how macro social workers and oth-
ers have been forging these new social organizations
into a third, relatively new social sector without which
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government and the economy could not exist.

In Chapter 10 you will find that some macro social
worleers, called program developers, work full time
constructing these social organizations, and that you
too can develop one of these new social organizations.
You will discover, for example, how to form a com-
munity group, help the group become incorporated,
form a board, develop funding, and hire staff. Social
organizations require skilled social work adminisira-
tors to implement change over the long haul. Social
work administration, you'll see in Chapter 11,is a
complex arena of macro sacial work practice including
supervision, decision-making, budgefing, personnel, and
planning. You will find, however, that social adminis-
tration is not the management of people. You will
explore how macro social workers are redefining
administration and refurning it to its original meaning
of service, and you will learn how to carry out admin-

istrative decision-making and administer personnel and -

finances in organizations.

Sometimes business and governmental organiza-
tions become dysfunctional when they fail to adapt to
their rapidly changing social environments. When this
occurs, corporate and governmental administrators
may call upon macro social work consultants called
organization developers to help bring their systems
back to effective functioning. In Chapter 12 you will
learn step by step how these management consultants
use conventional organization development techniques
to bring about organizational change. However, you
will also find out how to use a second, parinership
approach to organizational development that is more
congruent for use with the new social organizations.
“You will discover bow to assist employees and admin-
istrators work as partners io develop their agencies into
patterns of fulfiliing relationships and projects of
social betterment that engage clients and community
in the process of social change.

Societal Social Work In Part Four, which
explores the practice of macro social work at the soci-
etal and global levels, yon will see how macro social
workers get involved in politics, policy, social move-
ments, and international social change. In Chapter 13,
for example, you learn about a number of theories
from which political scientists claim social policy is
derived. You will find that some macro social work-
ers become professional politicians by running for

elected office. You will read about some of the more
prominent social work politicians. Other macre gsocial
workers become professional social policy advocates.
You will explore how they write legislation, lobby,
give testimony before state legislative bodies and
Congress, and work as watchdogs over regulatory
comimissions to insure that laws, once enacted, are car-
ried out. You will learn all of the necessary steps to
help community members devise their own social pol-
icy to control their own communities and engage the
political process at the local level, where it really
belongs. You will discover how to gather facts, decide
among various policy alternatives, choose the best pol-
icy, and help your community group implement it.

Yet you will find that, as important as it is, polit-
ical processes are sometimes ineffective in bringing
ahout social change. Wher social problems remain
unattended for Jong periods of time, you will see in
Chapter 14 how people have organized themselves
into mass secial movements to bring social change. In
fact, you will learn that social movements including
the abolition, women's suffrage, the labor movement,
the disahilities movement, lesbian and gay human
rights, the environmental movement, and many others
are almost endemic to American culture. Macro social
workers who either lead or become involved in these
societal movements are called social activists. You will
examine how macro social work activists organize a
modern social movement, and how to use a number of
strategies, tactics, and techniques to influence the
political process and bring about changes in social pol-
icy. You will also find, however, that social movements
are not only about changing social policy. We are in
the midst of a new social era, even though many are
not at all aware of its current existence or its impend-
ing impact. Socially aware macro social workers and
others, you will discover, are keenly conscious of and
are working to move society in a completely new
direction. They are involved in what have been called
“new postmodern social movements.” You will learn
ahout these new movements, how they come about,
and how you and other macro social workers can work
to bring about a new social order.

International Social Work  Macro social workers
pot only want to make their own societies beiter, but
they reach out to poverty-stricken, war-torn areas of
third and fourth world countries in Central and South
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One of the mosi important roles of macro soclal workers is to help build

i 11 Sz
communities

of people. {Photo by and courlesy of Earl Dotter and the Center for Community Change)

America, Africa, and Southeast Asia, where hunger, dis-
ease, and poverty exist on a scale that is often unknown
in the West. In Chapter 15, you will explore how inter-
national macro social workers assist in community
development projects in these often desperate parts of
the world. You will discover how indigenons peoples
are transforming their own social worlds by means of
new international social movements, and how they are
becoming involved in developing new social organiza-
tons—including nongovernmental organizations
{NGQs)—to bring about a betier, more humane global
society. You will learn how to practice international
commumity social work and find out how you too can
be a part of this exciting world of giobal change.

RESOURCES

In Part Five you will find a number of resouzces that
you can use to expand your undersianding about
macra social work. Many macro social workers have
been heroes of sacial change who not only practiced
change but wroie about it. The epilogne of this book

provides you with a list of resources written by and
about many of these macro social worlk heroes.

One way that you can get involved in social
change is to volunteer in a social organization. Lool at
the listings of domestic as well as international volun-
teer organizations in Appendix A. Then contact them
for more information on how you can get valuahle
experience in macro social work. Another way to gain
more understanding is to join a social organization or
find out mare about what they do. In Appendix B you
will find listings of many social organizations in each of
the arenas of social work described in this book. Write
to them for more information, visit, or invite a racro
social worker to your class. As you review the wide
varety of social organizations that macro social work-
ers have developed, administer, and serve, yon might
discover an area to explore for your internship.

A convenient way of accessing information
worldwide is by means of your computer. In Appen-
dix C you will learn how t0 use your computer to
access information about macro social work. You will
see a listing of vser and newsgroups as well as some
resources ebout macro social work issues to contact
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governmental leaders, not for permission or approval,
but for assistance with action,

Government and business leaders, however, are
not nsed to sharing power or leaving control to-oth-
ers. They are not familiar with agreeing to decisions
others make, helping with plans that others create, or
following the vision that others see. These “leaders”
will need to be resocialized to their new role as part-
ners. It is in this process of helping people redefine
md restructure social reality and reformuolate the
relationship between community, government, and
corporate America that macro social workers may
make their most substantial contribution toward
shaping a new society.

HOW TO SOLVE
SOCIAL PROBLEMS

There at least two approaches by which macro social
workers can begin to help people solve social prob-
lems. One is a contingency approach. A contingency
approach is pragmatic and uses any number of ways
to solve social problems. The social change
approach talkes an entirely different perspective on
social problems.

Countingency Approach
Social problems manifest themselves in different
ways, depending on the situation. No single solution
will resolve all social problems, therefore, nor will the
application of a solution at one level resolve how that
problem affects people at other levels. Social prob-
lems have spillover effects. They spill over to differ-
ent segments and Jevels of society, A problem at one
level will affect otber levels. To atiribute all social
problems exclusively to any one social assumption is
to apply an overly simplistic or narrow view to issues
that are complex and ofien interrelated.

A balanced view would require people to assess
& social problem at the level in which the problem
occurs, examine the particular context of the specific
social problem, and choose a solution between alter-
native courses of action that meats the demands of the
particular simation. Such a view is called a contin-
gency approach. For example, macro social workers
and neighborhood residents might adopt a posture of
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working on several fronts simultaneousty, applying
different solutions that attack differeat aspects of a
problem at different levels.

Individuals obviously can be malicious and
aggressive for purely psychological reasons. Families
sometimes become engaged in violent and abusive
behaviors. Some people require individual or family
therapy, remedial help, or special programs if they are
to function normally in society.!®s Child protective
social worlzers, probation officers, and drug counselars
would provide assistance to people whose behavior
problems have reached the point where they are dan-
gerous fo themselves and to others. Counseling and
behavioral assistance would be offered to people who
have already been damaged by social problems to
enable them to develop sufficient inner resources to
reenpage the stmggle for selfhood. In addition, skilled
clinicians would train and assist community volun-
teers to provide help to their friends and neighbors in
the form of a therapentic community.

At the same time, developing better communi-
Hes, neighborhood social structurss, and social peer
groups may hold the answer to some social problems.
Community social workers would help citizens estab-
lish neighborhood planning boards or councils, They
would help set up community development corpora-
tions and community organizations. Community
social workers would assist neighborhood civic asso-
ciations and churches in partnership with corparate
and governmenta] megastructures to empower local
comrmunities and engage local residents to become
active in civic and community affairs.

Community social workers would enlist the
assistance of social pronp workers to assist in the pro-
vision of neighborhood peer groups, or help neigh-
bors develop an infrastructure of pesitive peer groups
using scouts, YMCAS, Girls and Boys Clubs, church
youth groups, and others, They wounld assist in estab-
lishing new community-based social organizations
that would provide local social services and pro-
grams. A model for such a coordinated community-
based system of social care might be similar to that
recommended by Specht and Courtney, 166

Macro social warkers would also assist coalitions
of neighborhood and social organizations to confront
megastructures of society that distort the public good
for their own self interests, correct systemic social
problems, and develop better social policies. Macro
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social workers, finally, engage in social movernents
and social action to shift ideologies and practices that
have become oppressive, and they work to bring
about a healthier global society.

Social Change:
Strength/Assets Approach

Looking at the social world from a “problem” ori-
entation has been the conventional way social work-
ers view the human condition. The roots of this
problem-oriented focus are in the Bnlightenment tra-
dition on which our modern society is based. The
Enlightenment tradition gave rise to science and the
scientific method, to modern reason and rational
problem-solving. Modern science looks at the world
as an aggregation of problems to be solved. Once the
laws that povern the physical nniverse are under-
stood, then little by little the puzzles of how they
worl can be uncovered. When a problem is solved,
it is solved once and for all. The new piece of infor-
mation can be added to all the others, and gradually
the entire universe can be predicted and controfled.

This model has been so powerful that it has
bronght about the marvels of our modern technologi-
cal age, So it is no wonder that social workers adopted
madern reason and modern rational problem-solving
and applied them to trying to solve the problems of the
human condition. However, perhaps you have already
seen that there are a great many complications with
Jooking at the social world from a problem-oriented
perspective. Looking at the world as a problem ta be
solved often distorts our vision. We see personal prob-
lems at the individnal level and mistake them for social
problems. We see children growing up to become
criminals and we believe criminality is lodged in
parental upbringing or families, The concepts we
adopt from mechanistic science, such as systems the-
ory, presume social problems are due to entropy rather
than intentional decisions of social leaders. The ide-
ologies such as individualism and self-interest have
been credited for solving many of our economic and
political problems, but they may actually have caused
many social problems at the same time.

We will probably always look at the buman con-
dition from the perspective of problem orientation, but
there may be a better way to approach how to achieve
a better social world. One way is by locking at society
from the perspective of social change. Social change

is a proactive approach rather than a reactive one.
Instead of looking to the past to discover what went
wrong, the social change approach looks ahead to see
what is possible. Rather than weaknesses, pathologies,
and problems, people are seen as having streagths,
possibilities, and solutions with which to build their
own fumres. Instead of assuming communities are
arenas of neglect, crime, and poverty, community is
perceived as full of resources, assets, and strengths that
can be used to make a better society. The social change
model utilizes this assets-based strength approach.

Armm Weick and Dennis Saleeby assert that “to
examine the strengths and resiliencies of people in their
everyday lives signals. .. an important shift in our think-
ing."1%7 When this happens, often with the help of a
macro social worker, people begin to gain power, This
power comes from a new way of thinking called "social
thinking" in contrast to “rational problem-solving.”
Thinking socially begins when people apply their com-
mon experiences to mutual reflection, thinking through
the jssues that plague them, and then arrive at a strat-
egy of action. People who felt helpless, separated, and
defeated begin to think anew and act anew. They
become new people and begin to conceive and con-
struct the world out of those new perceptions of them-
selves and one another. What began as a problematic
and even self-defeating situation becomes ransformed
into an opportunity for rebirth and renewal. Macro
social worlers help mobilize people to utilize their
assets g0 they can construct their communities and
buifld their social reality in the way they conceive best.
You will find out more about this new approach in the
next chapter, and in other chapters that follow.

CONCLUSION

Macro social workers assert that the elimination of
many of our social problems requires the active social
engagement of people in the processes that contribute
to the construction of social reality. Because social
problems are part of fundamental principles embedded
in the social order, people have a difficult time recog-
nizing and extricating themselves from them. If social
problems are to be solved, therefore, macro social
workers must have an adequate understanding of soci-
ety’s role in creating social problems, and they must
not be naive about the ways that decision-malkers jus-
tify, minimize, evade, deny, and even perpefuate them.
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steps.?? Since then, rational problem-solving, or the
peneralist social work method, has became a con-
scions part of the core understanding of social worlc?®
and has been described in many social work texts
using various names. Because what is commonly
accepted as rational problem-solving is identical to
the generalist social work method, I bave combined
them into the term “rational social work problem-
solving” in the description that follows. Today, ratio-
nal social work problem-solving is systematically
used in a number of macro social work contexts?®
such as social work planning, organizational soctal
work, and social policy enalysis, and it is synonymons
with social work research.

HOW TO USE RATIONAL
SOCIAL WORK PROBLEM-
SOLVING

Rational social worl problem-solving can help you
reach a goal efficiently, quickly, and cheaply. Rational
social work problem-solving is logical and simple,
straightforward and direct. It deals with facts, and as a
result, easily lends itself to issues that are clearly
defined and can be guentified. It is systematic and
sequential. When you use rational social work problem-
solving, you are less likely to miss crucial issues or sldp
over things that need to be considered.(See Figure 3.1.)

Deciding on a Problem

Deciding on a social problem is the most important part
of the problem-solving process. It is also the lengthiest,
There are two parts to deciding on a social problem: rec-
ognizing that 2 problem exists, and identifying it.

Recognizing the Problem or Issue A social
igsue, as troublesome as it may be, is not a *“problem”
until & person or group recognizes and labels it as
suck. Often social pain and dysfunction exist, but peo-
ple iznore or deny their existence. Racial discrimina-
tion against African Americans, for example, existed
since the first slaves were imported to this country.
However, racism was accepted as a normal, even nec-
essary, way of life among many members of society
and was perpetuated even after the Civil War, until the
community of African Americans decided to actively
resist. In the same way, the problem of drunken dri-
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vers was not a naticnally recognized issue until the
mather of a chiid killed by a drunk driver organized
MADD—Mothers Against Drunk Drivers.

Identifying the Problem Once your community
or organizational group recognizes that a problem
exists, the members need to identify what specific
problem or issues are important. Make a list of the
problems or issues confronting your commumity or
organizational group, Then compare your list with the
following guides and narrow your choice to one.

Successful Resolution. Choose an issue that your
group has a good chance of resolving success-
fully. Consider the amount of energy, time, and
money you have available. Do not choose a
problem that is beyond the resources or the
limitations of your group. Rather than a large
issue, choose a smaller one that your group has
a good chance of solving,

Legitimacy. Select a problem over which your
group has some legitimacy. Often community
problems are so broad that most community
problems can be seen as legitimate ones that
you can address. If you are dependent on an
agency’s financiai support, however, make sure
that your work falls under the agency’s man-
date. Otherwise your source of support may
disappear or you may be in conflict with the
agency. Sometimes the problem being addressed
crosses the boundaries of several agencies. In
this case it may be helpful to develop a coali-
tion in which agencies and groups from a num-
ber of arenas join together in the change effort.

Conirol. Choose a problem that is potentiafly under
the control of your group or one in which control
needs to be established. Consider, for example, a
group of low-income residents concerned abont
the inadequate schooling their children are
receiving, They may have little control over the
school board or its policies. They may have no
input into the amomnt of funding available for
their children. This does not rnean, however, that
they canmot become empowered to gain control
or change school policies. They can strategize 1o
gain seats on the board or put pressure on local
governments to make funding more equitable.
They can gain control over the forces that affect
the lives of their children.

Fire S
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FIGURE 3.1 national Problem-Salving Cycle . A
Meaning. Choose a problem that is pressing and effects. By changing one piece of a problem, i
current. It should have meaning to the group your group may begin a process that can bring i il
members, be deeply felt, and be one that can changes in an entire system. In this way, you W
excite and energize them. Its solution should can initiate a series of events that can cause an : O
be important to the community as 4 whole, and entire facade to crumble. At the very least, al
the members should have a vested interest in your group can prevent futuze problems from o
having the simation resolved. occurring. Make sure that what you are cr
attempting will have a major impact. The effort Tt
Bengficial Effects. Select a problem that, when and energy you and your group expend should w
resolved, will have far-reaching beneficial pay off in tangible benefits. i c
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If your group has misgivings about any of these
issues, resolve them before yon commit yourself to
working on the problem. Your group needs to be fully
invested in the issne on which it will be working.
Afier you have identified the problem on which you
will worle, write down a tentative statement of the
problem as it appears to your group.

Gathering Information
About the Problem

There are & number of ways of gathering data abont a
problem. The people of the community or organiza-
tion are the best source of information about what is
wrang, and you will spend lots of time talking to them.
On 2 more formal level, however, your EToup can
administer surveys 0 community or organization
members or interview key leaders, The group may also
collect information about the problem from agency
1ecords, newspapers, or other sources. Macro social
warkers bring people together in focus groups to dis-
cuss the problem from varions points of view. Regard-
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A problem-solving group identifies issues by listing the specific problems confronting them,

less of the method you use, your group will need to
ask the questions wiy, when, who, where, and how.

Ashing Why: Observing Patterns  Asking “why”
gets at causation, helping you form & social diagnasis
of the problem. Once you understand why a social
condition exists, you have some control over it. Loolk
at your problem definition and then ask “why” until
you can go no farther. Suppose, for example, you are
working with a commuanity about lack of police pro-
tection, Encourage the group members to aslk, “Why
is there lack of palice involvement?" Because the
city's priorities are elsewhers. “Why are they else-
where?" Becanse neighborhood residants lack inpnt to
decision-making, “Why do they lack input?” Becanse
they have no effective voice in the process, “Why do
they have no voice?” Because the systsm does not pro-
vide for citizen input. *Why not? Because those in
power don't want input, They have excluded people
from the process. Asking “why” helps your members
focus on one possible cause and allows them to see
patterns that you can use to correct the problem.
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Where: Locating the Pain  Wiile the problem-
solving group might want to track down the ultimate
cause of a social problem, practically spealing, this may
be a waste of time. Like the tipples in a pond, one prob-
lem creates multiple effects, each of which spreads out
Trom its source, touching more and more Systems in its
weke. Furthermoare, the ultimate canse of a social prab-
lem, even if lmown, may be irrelevant to its effects, The
series of events leading up to the Civil War in the United
States, for example, began with the importation of the
first slave into this country. Knowing this fact added
nothing to resolving the eventual conflict and resultant
racial discrimination that this act set in motion,

Causation cannot be undone, but the effects of
causation can be understood and dealt with, For the
most part, therefore, spend your time understanding
the effects of social problems and discovering where
in the system the problem is most acute, The “where”
may be a physical location. Where in a city or com-
munity do the homeless congregate, for example?
Where are the slums developing? These should be the
areas to which you are drawn,

The social pain may not be located in a geo-
graphical place, however, but with particular groups
of people who experience the problem. In the past, for
example, very few services nationwide were provided
for persons with developmental disabilities, Parents,
friends, and professionals joined together, identified
themselves as a commumnity, and pressed for chan ges
in education, housing, and access to facilities, Bit by
bit, attitndes changed and services improved.

Who: Discovering Victims and Perpetrators
By asking “who," your group pinpoints victims and

perpefrators, Vietims are those who are damaged by

a social problem. For example, a bank may have an
unwritten rule to not approve home loans within cer-
tain areas of the city that it assesses as risky—usually
areas high in minorities or low-income Tesidents.
Such policies, called redlining, tend to discriminate
against minority neighborhoods, making it next to
impossible for people to obtain home Joans or
improve homes, which results in mundown neighbor-
hoods. Redlining makes victims of almost everyone
who lives in a targeted neighborhood,

Perpetrators are those who cange, condone, or pIo-
vide conditions enabling the social problem to exist.
The individual acts of specific leaders of businesses ar
organizations formalize and institutionalize problems

in our social systems. Target the individnals in charge,
the leaders, administrators, policy-makers, executives,
or others who have control aver and can make changes
in the system. For example, if redlining policies exist,
who are the particular bank owners, officers, and
trustees who formulate and carry out those policies?
The process of identifying those responsible for insti-
gating, creating, perpetuating, or condoning social
problems helps provide the victims of social problems
with tangible, personal targets for chanpe.

When: The Time Frame When gid the problem

arise and how did it develop over time? Has the prob-

lem bean increasing over the last six months or vear?
Answers to these guestions help your community or
organizational group understand the histary, severity,
and patterns of the problem. What specific events trig-
.gered the problem and when did they occur? Getting
a chronology of the problem will also tel] you about
decisions that were made, who made them, and POs-
sibly why they were made,

How the Problem Occurred 1r you can nnder-
stand how a problem developed, you have come a
way toward changing it. For instance, you may find
out that organizational decisions that once made sense
are now outmoded. A system has failed to adjust to
changing conditions. Or mistakes were made that
have not been corrected and a defective system is
being perpetuated. When decision-makers defend the
current system by saying “We've always done it this
way,” or “don’t ask questions; these are the rules,”
there is 2 good chance that they are allowing system
inertia to carry them along. Understanding how or-
ganizational or povernmental policies and practices
came about can help extricate people from dysfune-
tional patterns in the social system,

On the other hand, you may find that a con-
sciously planned series of events were construed to
deprive people of power, control, or resources, keep-
Ing them in a position of subservience for the benefit
of others. Knowing this history can uncover patterns
of systematic abuse and give your members evidence
they can use in their struggle to restore jnstice.

Generating Alternative Solutions

After a problem is selected,rdeﬁned, and the group
members have gathered as much information about it
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15 they can, they are ready to consider potential solu-
tions, If the problem has been well researched, gen-
erating solutions should be relatively easy. They
should flow naturally from the data. Generaie as
many alternatives as you can that would legitimately
solve the problem.

There are some hazards in developing solutions
that you should be aware of, however. For exumple,
there is a tendency for individuals or groups to jump to
solutions before they have explored the problem in
depth. If your group does this, they may be fitting the
problem to their own particular solutions. Sometimes
people have pet solutions they use to fit any sitmation,
or they may have a tendency to accept the first solution
that occozs to them. Try to avoid these pitfalls, because
you will be prematurely limiiing your search for the
solution that can best remediate the social problem,

One way of opening up the group to consider all
possible alternatives is to list every possible aspect of
the problem that can be changed, eliminating those
that cannot be changed. Then, combine these change
variables together into various solutions. Eliminate
the ones that do not help accomplish at least some of
your goals. Your group should now have several inno-
vative solutons to consider.

- Assessing and Comparing

Alternatives

After the members have penerated several potential
dlternative solutions, help your group decide which one
is best. Assess each alternative in terms of particular
criteria that will give some indicator of snccess. Prob-
lem-solving consists “in the right ordering” or assign-
ing weights to various alternative solations. As Herbert
Simon asserts, “rational decision-making always
requires the comparison of alternative means in terms
of the respective ends to which they will lead .3

Oue way of doing this is by means of a force field
analysis. Force field analysis was developed by Kurt
Lewin and is based on the idea that with every poten-
tial salution there are restraining forces, also called dis-
ndvantages or costs, and driving forces, dlso called
advantages or benefits, 3 Restraining and driving forces
are constraints; they are conditions or boundaries that
your group decides a solution must meet before it can
be accepted. For example, the members may decide that
the maost important constraints are the amount of Hme,
money, or manpower it will iake to solve the problem.
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Some solutions will be more time consuming, cost
more money, or requite more manpower than others,
Driving forces are the benefits or advantages that an
aliernative will offer. Decide on a standard set of bene-
fits and costs that your group can use to compare alter-
natives. You need o estimate the strength of these
restraining forces and driving forces on a scale. T have
nsed 2 scale of 0 to 5. Once you have calculated the
strengths of both the restraining and the driving forces
for a particular alternative solution, array them on table
such as the one in Figure 3.2. Force field analysis is a
way of deciding rationally on the best solution,

Choosing the Best Solution

By comparing alternative solutions you can see which
will have more potential for success, Add up the ben-
efits and subtract this number from the total costs. The
dlternative with the highest number will give you an
indication of which solution has more power. Another
way of calculating is to compute a benefit/cost ratio.
The ratio will tell yor what chances any one alterna-
tive will have of succeeding. A benefit/cost ratio that
is equal to ar above 1 (B/C=1) will provide your group
with at Jeast an even chance of succeeding, The higher
the benefit/cost ratio the better, -

When calcnlating benefit/cost ratios, ipnore neg-
ative numbers, Compute the ratio by dividing total
benefits by total costs. In the force field diagram in
Figure 3.2, the benefit/cost ratio is B/C=11/12. Would
the alternative be one to serionsty consider? Why or
‘Why not? What if the benefit/cost ratio were 12/247
‘What if it were 12/67

Developing a Change Strategy

Deciding how to implement the solution that your
group chooses is called a strategy for change. In many
cases the change strategy will flow directly from the
problem solution and abmost be seli-evident, However,
there is a more formal way of developing a straregic
plan. Here are the various steps that your action group
can take to develop your change strategy.

Goals  Planning for action begins with setting goals.
Begin with ultimate or long-range goals. More than
likely thers will be only one or two ultimate goals. On
a challhoard or newsprint, place a long-range goal on
the far right. Now work backward, identifying inter-
mediate goals and immediate, short-term goals, List
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Finalizing the Plan Afier reviewing the strategy,
your group is ready to finalize the plan. Decide on the
sequence of events that need to be orchesirated in
order to accomplish your group’s goals. Do certain
events, tasks, or activities need to precede others?
Which things do the members need to do first, sec-
ond, or third? Create ime-lines. Then assign individ-
uals to those tasks and get commitment from the
members to carry them out. Make a list of those
nssipnments and deadlines.

Implementing the Solution

Implementation means carrying out the strategy you
have decided on. Members of your group become the
miciens aronnd which the community becomes organ-
ized, a program is developed, or a social plan is
implemented. Community meetings, for example,
inform people about the problem and the proposed
solutions. Members aleo promote comamunity
involvement, soliciting help from other community
members, and begin organizing the change effort,
Your group members may chair committees or lead
task forces committed to carrying out the goals of the
project. They may even join the board of a social ser-
vice organization.

Evaluating the Results

Throughout the change process, you need to evaln-
ate its progress. Perhaps the easiest, most useful, and
most immediate evaluation is feedback. After meet-
ings, or at Jeast perindically, your group should
spend time “debriefing.” Debriefing gives members
a chance to share stories, let off steam, get recogni-
tion, enjoy triumphs, and obtain support when things
have not gonre well.

Debriefing empowers your group and provides a
learning tool for the rnembers. The group has acquired
valuahle information abont resistance, system dynam-
ics, and power structures. Members learn about
change and the change process by sharing and involv-
ing themselves with one another. Learning takes place
&8 people talk about problems, share perceptions, and
wrestle with what to do next. Debriefing helps group
members determine whether their predictions about
what would happen were correct. Armed with this new
infarmation, your group can reassess the situation,
mpdify your strategy, plan, and move ahead.
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In addition to debriefing, more formal evaluation
processes may be used. For example, keep records of
meetings and activities and refer back to them, par-
ticularly reviewing progress toward objectives. This
will help members shift strategy, keep track of
events, and make sense of what has occurred. Writ-
ing often helps develop ideas and gain insights. This
information aiso can be helpful in developing a his-
tory of the change effort.

A CRITIQUE OF RATIONAL
SOCIAL WORK PROBLEM-
SOLVING

The rational social work problem-solving approach
eliminates nonquantifiable values, feelings, or intuitdon
that are not capable of calenlation,3 Tt is helpless in
understanding or developing social goods and fails to
assist in overcoming social preblems or social “bads.”

Values

Social work in general (and macro social work in
particular) is a highly value-laden field. Becanse val-
ues are nonquantifiable, they are beyond the realm of
rational problem-solving. Rational social work
problem-golving cannot evaluate whether the values

(8
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inherent in decisions are worthwhile or even what
constitutes a good or correct decision.* Decisions
themselves are not judged according to their intrin-
sic worth, troth, or goodness, but rather in terms of
their utility. If we accept the ends of those in power
as they are given, we are precinded from evaluating
the goodness or badness of those goals or ends.
Alberto Ramos asserts, for example, that *rational
man is unconcerned with the ethical nature of ends
per se. He is a caleulative being intent only on accu-
rately finding adequate means to accomplish goals.”
This is why rational problem-solving is “instrumen-
tal...it functions to map out terrain and achieve
goals.3 It is a purely “techmical calculation of
means; it contributes nothing substantive {o the grasp
of ends or values themselves. '3 As a tesult, you will
encounter difficulties where rival ends are in gues-
tion, where multiple values are involved, or where
conflicting values are at stake, such as often occurs
in working with communities.

Rational problem-solving is value-skewed. It con-
siders quantification, utilitarian application, facts, and
profit as values of the highest order. Other values that
escape calculation are simply not recognized. Accord-
ing to Zey, “the values at the basis of preferences do
not concem rational choice theorists. What is assumed
i that actions are undertaken to achieve objectives that
are consistent with the actors preference hierarchy.
The substance of these valnes and their source are
irrelevant to RTC."37 Value or ethically laden issues
such as social poods, asserts Ramos, “have no place in
the area of rational debate."38

The only values that are recognized in rational
problem-solving are the pre-given ends, which are
inherent in the problem itself, If, for example, the end
is to increase the tax base of a deteriorating vrban
inner city, rational problem-solving can assist in
deciding which among such alternatives as building a
parking lot, a high-rise office building, a park, or a
shopping mall is the most cost beneficial. The issue
of whether destroying the neighborhood itself is
worthwhile is not open for consideration, nor are the
opinions of the residents, the value of the neighbor-
hood that is to be desiroyed, or the lives of the people
ta be removed. 1t is impossible to use modem reason
to decide between the value of a commumity of peo-
ple, even those living in a deteriorating slum, and that
of a parking lot or shopping mall.

As a tesult of using modern rational problem-
solving for the majority of our decisions, we have
emptied decisions of moral content to such an extent
that there are no “evil decisions or actions. There are
only mistakes.”*® The world is reducible to errors
only. Those errors can be discovered, corrected, and
eradicated. Morality has become reduced to caleula-
tion, and to error reduction.

If social work were to attempt to exempt itself
from immersion in the world of human values, it
would become wholly inhuman, impersonal, and anti-
thefical to itself. This sometimes happens as social
warkers, in an attempt to appear objective and impar-
tial, adopt a value-nentral stance in relation to social

-decisions. Furthermore, a calculative logic can pei-

vade organizations where strict adherence to rules and
procedures captures the wey people engage one
another. When this occurs, we deprive ourselves of
the ability to think in valuational terms at all. Values
themselves become suspect, and we are persuaded to
distance ourselves from them as if they were danger-
ous. Schimmel, for example, asserts that

Amoral psychology is uncomfortable with
“oughts"—it prefers to think that it can deal with
facts about human nature, shunning values. This
is peither possible nor destrable for real, living
humans, whose lives are an inseparuble inter-
weaving of fact and vatue. As long as secular psy-
chology continues to avoid confronting the role
that values play in everyday life—what is right
and wrong for us to do to ourselves and oth-
ers...it will fail to ameliorate our anxieties, We
need to reclaim the rich insights into human
nature of earlier moral reflection if we want io
lead more satisfying lives.40

The values implicit in rational problem-solving
promote self-interested maximizing behavior. When
you selflessly give to overcome misery, poverty, or
injustice, you are acting irrationally by standards of
modern reason. Modern reason, in fact, is opposed to
altruistic, compassionate action, one of the core com-
poneats of social work.*!

In addition, if you rely on modern reason you
may often tend to abandon thinking critically about
social policy and social decisions. Instead, you may
uncritically accept the ends and goals of those in
authority, the theories of respected rcademics, and the
ideologies of popular politicians, and apply yourself
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oitly to the task of how to implement those ideas. To
the extent that you adopt the premises of modarn rea-
soit and embed them in the generalist social work
method, therefore, you deprive yourself of the ability
to think valuationally, may harden yourself against
compassion, and may. uncritically adopt morally
obtuse solutions to social problems. If yvou use value-
nentral, impersonal reason, you may attach yourself
to the application of technical expertise, rather than
infuse yourself with alomism and shared meaning.
You sit at the conference table of top-down, expert
scientific logic rather than in the company of bottom-

© upsocial thinking where values are a core component,

Emotions

Emotions suffuse one’s existence and are an ineradi-
cable component of the human condition. Feelings of
Iova and compassion when combined with ethical val-
ves can call forth acts of the greatest humanity and
pltruism. Emotions, however, are not compatible with
impersonal, objeciive calculation. Feelings are seen
g unreliable and values antithetic to objective fact
pathering. As a result, in order to achieve a reliable
model that is nnbiaged and strictly nentral, modern
reason was intended to eliminate from decision-
making all emotions that *escape calculation.”#? The
key to modern problem-solving is its impersenality
and strict adherence to calculable rules in which every
sitmation is treated alilee. For this reason, modern prob-
lem-solving promates standardization, uniformity, and
attention to facts, regardless of one’s feelings.

Social workers who are trained as psychothera-
pists to be semsitive {o emotions and understand
“unconscious” irrational components of human
behavior will face difficulties when the primary social
work problem-solving method is completely blind to
feelings and denies their ntility in decision-making. It
also complicates decision-making for macro social
workers, whose main role is to develop more aman,
personal, and fulfilling social reiationships.

Private, Public, and Social Goods

Modern reason is overwhelmingly successful and

- gffective for making economic decisions in the pri-

vele sector based on maximizing the seli-interest of
an individual or of a firm, the arena for which it was
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designed, Rational probiem-solving is used with
somewhat less success in public-sector decision-
making, the domain of public goods.*? On the other
hand, rational social work problem-solving is applied
with nearly complete failnre in the social sector, the arena
of socinl welfare, where social goods are produced.

Private Goods Private goods are tangible goods
and services that are produced by the private sector of
the economy, which is the one sector of society where
moderm reason can be applied most effectively. Mod-
£rn reasorn is meant to calculate how to maximize the
private interests of individuals, interest groups, and
business corporations in attaining their goals in the
most efficient way. Modern reason is exactly com-
patible in the economy becanse private poods are eas-
ily guantifiable, priceable, and consumable. They can
be bought and sold. Rationaj calculation is the means
by which decision-makers in the economic sector pro-
duce private goods.

Public Goods When issnes involving public poods
are encountered, rational problem-solving begins to
suffer failure. This becomes a serious cousideration
in the political arena, where guestions of value and
what is the best use of public goods comes into ques-
tion. Public goods are things of comrhon value such
as the environment, public health, or the people's wel-
fare—goods that cannot be privately produced in the
economic sector. Unlike private goods, public goods
cannot be possessed by anyone but are “owned” in
common, They can only be predunced, protected, or
regulated by a governance system that is accountable
to all. Public goods such as highways, for example,
cannat be privately bought or sold. Once they are pro-
duced, they become available to all. No one can be
excluded from their benefits. They “spill over” to
everyone. Neither can public goods be privately con-
sumed. A person cannot own or privately consume his
or her share of naticnal defense, for example. Nor can
someone purchase more national defense than is com-
monly available or sell his portion to others.

In the same way, when public “bads” oceur, they
affect everyone. If a company pollutes the air, every-
one who breathes that air is affected. If people plun-
der a public good such as the ocean for their own
benefit, everyone is affecied when the ocean becomes
depleted of fish,




The social worker must, in some ways, help peo-
ple think like artists, nsing intuition—people's dreams
and visions, hope and faith. While visions and dreams
are nonrational and nonquantifiable, they are ofien the
Substance on which comrnunity is built. The wisdom
literature of the Hebrews recognized this truth:
“Where there is no vision, the people perish.” When
people interact together and envision things as they
might be, they use their common intuition. Tntuition
and imagination are the foundation of hope. “It is a
common experience that before action, 2 human
being visualizes a desired result. He visualizes the
fomre and undertalees to bring it about.”st

Cognitive Thinking

Thinking is one way of making decisions using infor-
mation pathered by your senses or your imtuition.
Your thinking function helps you decide by looking
logically and analytically at things, and using cogni-
tion to understand situations. When yon use your
thinking function, you will be interested in what is
objectively right or wrong. You will be critically
minded, seeing the consequences of decisions, even
when they are nopleasant. Your thinking function
helps you to not falter when the facts point to difficult
realities, and to stand against opposition. By using
Jogic and analytical skills, you hold to a position that
is right, partienlasly if supported by facts. When yon
use your thinking function, you are deciding with
your head and not your heart. Your thinking function
helps develop theories and use ideas to solve prob-
lems. If you have a highly developed thinking fime-
tion, you may tend to be tough minded and firm. You
will want to be treated with fairness and honesty and
may get particularly concerned when others are dis-
honest or treat people unfairly.

Sensing/Acting

Your sensing fanction honors immediate experience
15 a valid form of knowledge. Your sensing funetion
enables you to see the world realistically and prag-
matically. It helps you canceive of solutions to prob-
lems and put & plan inte action. Your sensing function
helps you get beyond concepts or theories. It helps
you deal with details of everyday reality, and with
how to put together a project or construct a pragram.
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If you have a highty developed sensing function,
you finker with the machinery of life, set immersed
in fixing things and working on details, and face pre-
seat issues realistically. When you perceive with your
sensing functior, you see the real world as it is with
your eyes, not imagine it as it conld be with your intu-
ition, or as it should be with your feeling/valning,

Sensing, however, is more than merely grasping
experience in its raw state. Your sensing function
helps you move to action to accomplish something,
and to see the results of that actior in tangible pro-
grams and services. Of all the ways of understanding,
thinking by doing is among the most important. You
learn by doing, by putting your feelings, intition, and
ideas into practice. The more you practice, the more
eXperience you acquire, the more your feelings
become nseful, the more insights vou develop, the
more ideas you have, and the more skills you have.
The crux of social thinking i putting all of your func-
tions into action.

SOCIAL THINKING
AND MACRO SOCIAL WORK

Each of us has the four funcions—feeling, intniting,
sensing, and thinking-—at our disposal. However,
each of us gradually adopts one dominant way of per-
ceiving the world and one way of making decisions
with which we are more comfortable. For example,
you may grasp information primarily by means of
your senses and transform that information into deci-
sions or ideas by means of your value/feelings. Your
imtuition and thinking are subsidiary functions. You
may -grasp information by your intuition and male
decisions by means of your thinking function sup-
ported by sensing and feeling/valning, The particular
functions you choose depend on any number of fac-
tors, such as your genetic predisposition, your family
upbringing, conditions in your environment, or cir-
cumstances that you encounter in your life.

The strength of one or another of these fanctions
determines your own social thinking style. There is no
one right or wrong style. All combinations are nseful
under different circomstances, The more conscious
you are of your own social thinking style, the more in
control and aware you become in using yourself pro-
ductively. You can choose to develop your subsidiary
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funetions more fully in order to become a more whole
and stronger problem-solver. You can also become
more conscious of how you use your functions when
you work on solving social problems. In addition, as
you grow older, your more dominant functions will
tend to give way to those that are only used in a sub-
sidiary way now. The more you are aware of these
changes, the more you cap guide yourself in gaining
strenpth in the vse of all your functions.

Moreover, the more variety of functions that are
available, the witler the range of experiences, and the
more perspectives you can apply to a social problem,
the betier chances are that the social problem can reach
a satisfactory conclusion. As a macro social worker,
you understand that your own perceptions and per-
spectives are inevitably limited. You understand that the
broad combination of functions and perspectives which
community members possess will guarantee that the
ultimate strategies and processes they adopt will have
a greater chance of success. The more you exercise
your social thinking functions, the more skill and abil-
ity you will acquire. The full range of social thinlding
functions must be included and engaged by people at
the local level. As you engage issues togefher, the dom-
inant functions of some will complement the dominant
functions of others. Even though any one or two peo-
ple may not be able to completely access the full range
of thinking, as more people are engaged, the entire
community develops “whole mind” social thinking.
(You and your classmates may be interested in explor-
ing your own social thinking functions more in depth.
Checklist 3.2 at the end of this chapter will assist you
in learning more abont our owD thinking functions.)

HOW TO ENGAGE
THE SOCIAL
THINKING PROCESS

Social thinking often occurs as people experience a
social situation that may cause dissonance. As people
gather together, however, they share their muinal feel-
ings about that experience and filter it through their
values to make sense of it. They engage in muinal
reflection by means of their intuition and begin to
generate common understanding about what that dis-
sonance means. They use cognition to examine the

facts and develop a strategy of action. Once a strategy
is in place, people test themselves in the fires of expe-
rience, putting their new understandings into action.
However, these different steps are not sequential.
They are reciprocal and build on one another.

Sensing/Experiencing:

Cognitive Dissonance

In many situations of everyday life “action proceeds
automatically, without any consciousness of mean-
ing.” Only when some difficulty arises in the course
of an action or experience will a person be prompted
to be “consciouns of meaning, thought, and a disrup-
tion of mechanical repetition 52 The disruption of our
normal thoughts when an incident in our social envi-
ronment becomes incongruent with onr ordinary life
experiences is called cognitive dissonance. Many
people, for example, experience something as tragic,

‘wrong, or unjust. A gap exists between what is and

what ought to be. People are jolted out of their ordi-
pary activities and are confronted with trying to
understand the meaning that the discontinuity creates.
They try to cope with their feelings and wrestle with
their values, while at the same time they struggle to
make sense of what has happened. The result is often
a reorientation of consciousness and an attempt to
establish a new meaning for the self,

Social workers are very familiar with these expe-
riences. They occur during times of crisis, such as
when a loved one dies, a person loses his or her job, or
a tragedy suddenty occurs, Social workers apply social
thinking to help people cope with these personal crises
and wrestle with the inevitable process of worldng
through grieving and putting their lives back together.

On the other hand, some people are burdened with
an ongoing, chronic sense of dissopance. Their entire
existence becomes problematic because of the life sit-
uation in which they find themselves. For people who
experience social problems such as ethnic intolerance,
pender discrimination, prejudice becanse of sexuat oti-
entation, or economic injustice, dissonance is an ongo-
ing, chronic, daily experience that saps their energy,
destroys their identity, and injures their spirit. Unlike
grieving over a death or a particular injustice, the expe-
rience of social difficulties is so generalized that their
entire life is experienced as problematical, as tragic,
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and there is often no one specific incident or experi-
ence onto which grieving can be attached,

Such social dissonance throws the meaning of
one's entire existence into question. Unlike personal
tragedies, the common dissonance that people feel
who share injustice and oppression cannot be dealt
with individually, but only commonly. Sharing feel-
ings in common becomes the way in which new
meaning and new solutions can oceur. It is also the
way community often comes about. The very experi-
ence of common troubles brings people together in
comrnunity, and community often becomes the means
by which those troubles can be overcome.

Shared Interaction: Feelings
and Values

The experience of oppression and injustice that
mepgastrictures impose on the human condition is
inevitably alicnating. It creates a sense of isolation,
disengagement, and muilt. It drives ot the social,
destroys the basis of communality, and undermines
people’s resolve to franscend their distress, However,
most macro social workers understand that the way
people can begin to reclaim their lives is by rejecting
alienation and its effects. When people begin talking
together about their mutial experiences, they become
connected with one another, The commaon memories
of injustice and oppression become a cohesive force
that cements them together. Their mutual history
binds them together into a community.

Sharing feelings is therapeutic in another way, As

people begin to face their feelings, the depression and
hopelessness and puilt that once enveloped them
begin to give way to anger. Anger helps people trans-
late their apathy into action.

Intnitive Reflection

Herbert Blumer asserts that a community of persons
who are experiencing dissonance must confront a
world that they must interpret in order to act. Com-
mumities of people use intnition as a means of active
seflsction to understand the events that confront them.
Active reflection means to set yourself aside momen-
tarily to allow new perceptions of reality to enter your
conscionsness. When this happens, yoo transcend
ordinary reality and open yourself to alternative per-
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ceptions of the world. When people in community
generate these new ways of looling at things, often
assisted by a macro social waorker, they provide new
perspectives, new alternatives, new ideas, and new
ways of becomting and being.

Active intuitive tefiection is very different from
scientific thinking or rational problem-solving, in
which a narrow, highly disciplined method is used to
apprehend reality and to see things in a narrow sense.
This is one reascn social problems cannot be solved
by top-down solutions or by experts who provide
ready-made solutions to people. Instead, people
refuse ta accept the conventional or prasumed defin-
ition of things or to take at face value what those in
power assert is true, As your cornmunity sees what a
sitnation means for themselves, they begin to nnder-
stand what may only be implicit in a situation, Their
mtuitive social consciousness helps them understand
the meaning behind the reality that presents itself.
When this occurs, your members understand their sit-
uation not as tragic, but ofien as having transcendent
importance, and in some cases they are compelled to
rise above their own solitary interesis and alienation
which separates them. As Laner and Handel point out,
meaning is not an external phenomenon imposed on
an individual; instead, “meaning emerges from the
interaction process.”s According to Kanfman,

The values of human life never come abont auto-
matically.. The human being can lose his own
being by his own choices; a tree or stone cannot.
Affirming one's own being creates the values of
life.... Individnality, worth, and dignity are nat
gegeben; given to us as data by natore, but
aufgegeben-—given or assigned to us as a task
which we ourselves must solve,5

There is no meaning in merely calculating alter-
native preferences and choosing the best one among
them by rational problem-solving. The process of
infusing meaningiulness into one’s life can occur
only in community as people reflect on their com-
mOn exXperiences.

Cognitive Thinking: Developing
a Strategy

After your community develops a vision of what is
possible, along with & shared identity and matual
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sense of their own common destiny, they begin ta
look clearly at the facts that have placed them in the
particular situation in which they find themselves.
They begin to gather information. Members put facts
together to form a pattern. This helps them understand
cognitively and empirically what their feelings and
intnition have already told them. Unlike emotion and
intuition, however, the facts help people deal with the
concrete reality. Facts help them identify perpetrators,
patterns, and opportunities and make decisions about
what kind of action to take.

Cognition in combination with intuition helps
communities of the oppressed imagine alternative
strategies that they can put into action. Consider, for
example, a problematic situation in which several
alternatives are suggested for a situation, only one of
which can be implemented. As members intuit the var-
ipus meanings that are implicit in the situation, they
can review their joint past experiences with each dif-
ferent type of response and imagine the consequences
of implementing them, and “new real possibilities
emerge in the process of interaction between individ-
uals as they cooperate in a common environment "

Moving to Action: Thinking
as Doing

Action is not simply a mechanism of carrying out &
sirategy, a mechanism of operating that has no other
meaning than the final step, like pushing a button to
turn on a machine. Instead, meaning is a personal
investment of yourself along with others who likewise
commit themselves to a cause, a goal, an idea, Blumer
states that a community uses meaning as the basis for
directing its action.5¢ George Herbert Mead asserts
that “when we respond to an act, we generaie mean-
ing. Meaning is not in the objects or in the avent that
impinges on us, but in the response that we make to
the event....We generate meaning when we take
action about an event in our lives. The meaning that
the event has for us becomes part of our repertoire of
behaviors which we have generated.”

Community members use cognition to think
through the issues that confront them, but cognition
related to the meaning of the situation, not merely 10
acconnting for the least cost or most efficient solution.
Community members ascertain the meaning of the
actions of others and map out their own line of action
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in the light of such interpretation.’ In social thinking,
action itself is just as important as the motives behind
it; It is the experience of putting yourself into the
arena of action that is crucial.®

The power of social thinking does not stand or

fall on the selection of the best alternative; nor does
it depend on the success of a pardcular strategy, as it
does in rational problem-solving, With social think-
ing, any number of strategies can be used. If one strat-
egy does not work, community members can fry
another. In social thinking, the failure of a strategy is
just as important as its success. If one “response is
unsuccessful, we become consciously concerned with
meaning until we arrive at a solution and satisfactory
meaning is achieved.”s® It is the meaning of events
that is important, not only whether you win the strug-
gle. Learning does not take place in a world where
everything goes according to plan. It is in learning
how to cope with failure, imperfection, and incom-
pleteness in yourself and in others that you become
mature and refine your plan’s direction.

The very act of doing is the means by which
fhought is engaged. Putting values, feelings, intuition,
and coguition into action is a rehearsal for testing out
new ways of action, which gencrate new experiences
and pave the way for more value generation, intuitive
reflection, meaning generation, and more action.

This process of thinking socially is congruent
with a “strength perspective” and a proactive model of
social change. Ann Weick and Dennis Saleeby assert
that, in fundamental ways, “the strength perspective

changes the modernist heritage of psychopathology |

and problem-solving which has permeated social work
practice for a significant part of this century."6! Social
thinlding focuses on the hopes, meaning, and power of
people who want to build a life for themselves and
their children. While your community members may
begin with few physical resources, when they work
together they use their aspirations and strengths to add
to the resources they have.

THE SOCIAL
EMANCIPATION
OF SOCIAL WORKERS

Modernity is dominated by the economy, in which the
social is relegated to a restricted and often insignifi-
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trusive controls by shaping what gets communicated
io whom, developing the organization’s own internal
language, and by channels of decision-maling,

The way we structure organizations reinforces the
view that leadership resides in only a few who dispense
opportunity for advancement, benefits, and statvs.
Beranse command-oriented hierarchical management
has become the means by which superior/subordinate
relationships are devised, many of us accept as normal
the surrender of our antonomy and the prerogative of
those in charge to decide for us. Given its premises and
its perspective on human character, business manage-
ment of necessity is paternalistic or patriarchal. Fully
funconing adult humans are assumed to be incapable
of menaging themselves and therefore need to be man-
aged by a boss. We come to depend on those in charge
becanse we are forced to obtain their approval before
we can take action.

We expect the manager to tell us what to do, and
hecause power along with the capacity to dispense
favors resides at the top, we look for strong leaders to
" pravide what we cannot give onrselves—the capacity
to decide our own futures.2! “The wish for leadership
is, in part, our wish to rediscover hope and...have
someone else provide it for us. ... We hold o the belief
that hope resides in those with power”22 Eventually
we begin to live the myth that if we do not have spon-
sorship from the top, we cannot realize our intentions.,

Paternalistic management is self-reinforcing. It
keps us in helpless, dependent positions and usnrps
oir cepacity to decide for ourselves. Eventually we
become convinced of our own inability to take respon-
sibility. Herbert Simon asserts that we accept decisions
made by others because of our “simple unwillingness

or disinclination to accept responsibility.... If the
nssigned task is not unduly unpleasant, many individ-
uals would prefer being told what to do to being forced
to make the decisions themselves,"23
Strong leadership is something we desire because
wehave been socialized to believe we need leaders who
are powerfol and in control, leaders of vision who can
take us to places we have never been before, Patemnal-
istic leadership does not question its own desire for
dominance. At that business and political ieaders ask is
that we trust them and allow them to Izad. In retum we
ask only that dominance be implemented humanely.
- The handcuffs of control become golden when they are
fitted with the promise of protection and satisfaction.2*

Managerial Leadership

Managers are desperate to win the competitive race
by having their companies sncceed. They are bur-
dened with the continual task of squeezing more pro-
ductivity out of their employees. For nearly 100 years
beginning with Frederick Winslow Taylor's book Sci-
entific Management, & managers have struggled with
how to motivate workers to accept decisions made by
others, assume responsibilities imposed on them, and
perform tasks which are horing, physically demand-
ing, distasteful, or even dangerons. One of the more
recent variations in this effort has been to redefine
management as leadership, as if imputing substantive
content onto the managerial role will make a differ-
ence. Browsing through the business management
section of your Jocal bookstore will reveal how many
popular management “gurns” redefine management
into *visionary,” “enlightened,” “empowering” lead-
ership, Yet for all the efforts of managerial theorists
to paint paternalism with the glitter of egalitarian,
employee-centered, and visionary leadership, instru-
mental management remains handicapped by its top-
down hierarchical premises and a self-interested,
privatized, control odentation.

There is 2 fundamental difference between corpo-
rate management by which private firms operate and
authentic leadership by which people in community
and society find direction, Management is appropriate
in command struchures of privately owned firms, threat
systems such as the military and police, and systems
requiring speed and effectiveness such as emergency
medical services. Management can be an acceptable
means of indncing people to become machinery of pro-
ductivity, defense, or saving lives 5o long as we con-
sciously, ethically, and with full information decide to
accept a functional role in return for rewards that a job
offers. But when management is presumed to be lead-
ership at large, or A means by which we achieve access
to authentic direction in life, then management exceeds
its bonndaries, leads us astray, and becomes deceitful,
Mareover, when social workers use instrumental man-
agement because we have not conceived of other ways
of leading, we deceive onrselves. When social worle-
ers adopt hierarchical structures in which people are
assumed to be docile, dependent, and irresponsible, we
lead aurselves and our clients asiray. Today, howsver,
macro social workers are helping us understand the
necessity of deciding for ourselves, following our own
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You observe but also engage members, make con-
nections, and see relationships and patterns. Yon
teflect back to members the issues they have been
describing, picking np themes and messages, ideas
and insights.

You use your thinking function to help your
members confront the past. You use your intuition to
inspire a shared vision. You use your feeling/valuing
function to help create community. You use your sens-
ing function to help the community move to action.

SOCIAL LEADERSHIP AND
THE FOUR FUNCTIONS

Although the social leadership model is presented as
a cycle (see Figure 4.2), you may begin anywhere
along this contimium and move either backwards or
forwazds, depending on the issues that confront you
in building community and solving social problems.

Using Your Thinking Skills to
Confront the Past

‘When you use your thinling function, you help your
members gain a sense of the injustices that have been
perpetrated against them. You confront the way things
have been done in the past that create troubles in the
present. You chalienge the way things are done today,
50 a8 to bring about a better tomorrow. You help peo-
ple develop a sense of mission that can shape and
improve their lives. Community members who have
a clear sense of direction are best able to lead them-
selves and help others develop an idea of where they
want to go, As Burton Gummer asserts, “People who
present clear and convincing arguments for taking
action in sitnations where knowledge is limited or
absent will be influential in shaping the thinking and
behavior of others.” 29

Your thinking function gives you stability and
consistency. “It is consistency between words and
actions that build your credibility.”¢ Management
consultant Edgar Shein says, *T learned that my own
consistency sends clear signals to andience about my
pricrities, values, and beliefs, It is the consistency that
is important, not the intensity of attention.”! You use
your thinking to help your members develop a set of

intentions, outcomes, goals, and directions for them-
selves. Your thinking function helps you and your
members become confident in your ability to make
things happen, and helps you access members’ con-
fidence as well. You know what results you and your
members are trying to accomplish,

H you are firm in your thinking function, you
stand up for your beliefs and assist members to firm
up their beliefs. You practice what you preach and
show others by your own example; you live by the
values that you profess. You are not simply commit-
ted to truth and justice in the abstvact; you exemplify
the truth in your own life and actions. Your thinking
function helps you focus yourself, and your members
gather strength and confidence in using their thinking
funetion as well.

Using Intuition to Inspire
a Shared Vision

The members of your community must have a vision

to effect social change. You help your members gen-
erate a shared vision of where they want o go.
According to Theodore Hesburgh, president of the
University of Notre Dame, *“Vision is the key to lead-
ership.” Unless your members have a vision of where
they are going, they are not geing (o get there 33

‘Your community members “begin with imagi-
nation and with the belief that what is merely an
image can one day be made real " You accept your
members as they are, damaped and hard pressed on
every side, and help them envision themselves as
they might be. As you talk with the members and
affirm thejr perceptions, you help members gather
their hopes and dreams about what is possible. You
help articulate those dreams and assist your mermbers
to rekindle inside themselves what is theirs—a future
possibility, even thongh few may see it clearly. You
assist your members to envision the cutcome and
help them head toward it.

“Every orgamization, every social movement
begins with a dream. The dream or vision is the force
that invents the future.”35 This dream gives shape and
meaning to people's lives. Dr. Martin Luther King Jr.
combined his thinking function, challenging injustice
with an intuited vision. He “envisioned the future
*gazing across the horizon of time’ and imagining that
greater things were ahead. [He] foresaw something
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FIGURE 4.2 social Leadership and the Four Functions

out there, vague ag i, might appear from the distance,
that others did not. [He] imagined that extraordinary
feats were possible,...that the ordinary could be
transformed into something noble 36

You reflect their vision back to your members 5o
that they see themselves and their purposes anew;
they see their common future and the possibilities of

‘what they can do and be. The community becomes

the vehicle by which the shared vision is ransmitted.

Using Your Feeling Function
to Create Community

As you hold fo your sense of justice and engage in a
shared vision with your members, use your feeling
function to help members form themselves into com-
munity partners in block clubs, neighborhood assa-
clations, community organizations, commumity
planning boards, community development corpora-
tions, and social organizations. Using your feeling
function, you reach put to those who may be alone,

alienated, separated, distrustful, and disengaged from
one another. You engage others, connect people, and
help bind your members together. If you do nothing
else, you do this. Going out into the neighborhood,
you bring people in. You invite them to share their
difficulties and disappointments, successes and fail-
ures; you listen as they recount their stories, and you
affirm their feelings. You listen to their values and
help unite them into a community.

Leaders find that common thread that weaves
together the fabrdc of human needs into a colodful
tapestry. They seek out the brewing consensus
among those they would lead. In order to do this,
they develop a desp understanding of the collec-
tive yearnings. They listen carefully for quiet
whisperings in dark corners. They attend to sub-
tle cues. They sniff the sir to get the scent. They
watch faeeg, They get a sense of what people
want, what they value, what they dream about.37

By being fully human, having passion for the
cause, and being peanine and real to others, yon bring
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your fesling/vatuing function to leadership. You often
may fee] strongly about the issues that engage your
community, and you let your passion show. As you do
this, you set a tone of engapement and accessibility,
an atmosphere in which your members depend on and
reach out to one another.

You enable and enconrage members to respond to
one another with caring and compassion, with commit-
meat and cohesion. The real flesh and blood encounters
with one another and the feelings that are elicited add
substance to the dream so that it is not a vision onty, but
a reality that occurs as people engage one another in
mutuality and trust. In doing this you foster collabora-
tion, sirengthening, and enlisting others in capruning the
future that your members were meant to have.

In forming community you help discover meantng.
Yau “act as a channel of expression between the down-
to-earth followers and their other worldly dreams,"3® not
only communicating but creating meaning as well.
Social work leaders attemnpt to become the embodiment
of the truth of the community, a truth that malces this
people unique. This unigueness gives your people their
sense of identity, their own particularity, which sets
them apart from all others, This “differentness,” cher-
ished and prized among people, fosters pride and self-
respect. As you prize your own thinking, intuiting, and
feelingsfvalues, you model your differentuess and lead
others to take pride in theirs.

Using Your Sensing Function
to Move to Action

Armed with facts, a vision, and having formed a com-
munity of the oppressed, you use your sensing function
as one who “commiits people to action, who conveits
followers to leaders, and who coaverts leaders into
agents of change."* Delving into the practical everyday
life of your members, you assist them to grasp the
hands-on realities of shaping and forming a better world
for themselves. You work with them as they develop
programs, engage in political activities, or worl in
wider social movements. Your members may have to
acquire particular skills such as doing research, leading
mieetings, speaking at public hearings, organizing com-
mittees, writing proposals, seeking funding, hiring staff,
training a board, proposing policy, carrying out services.
Members may discover talents they did not realize they
had, and they put those talents to use in meaningful
work. that contributes to the common good,

By developinp tangible services and programs,
cominunity members discover strength in action.
Relationships take shape as people become servants
to one another and as they meet the real neads of those
who are in trouble and in pain. You leep your eye on
the larger picture, as your community moves zhead
one step at a time. You help break larger problems into
small units, and the community gains with small
wins. “The magic in small wins is the experimenta-
tion process, or setting up little tests thai continually
help you learn something.”4#

The social leadership process now comes full cir-
cle. You help members challenge injustice with their
thinking function, apply their intuition to hold onto
their dream in the face of challenges, draw on their
feelinp/valuing function o strengthen the community
in times of stress, and use their sensing functions to
immerse themselves in strategizing and planning.

GROUP-CENTERED
LEADERSHIP

In 1969 Paul Hersey and Kenneth Blanchard, two
organizational psychologists, developed a leadership
model that they called “3-D Leader Effectiveness
Theory,™ later termed “sitwational leadership.”
Hersey and Blanchard assumed that individuals in
groups go through various phases of development. As
people develop their abilities, their needs change. As
a macro social worker, you adapt your style to these
changing situations. Hersey and Blanchard conclude
that you modify your puidance and direction and the
amount of socio-emotional support you offer, depend-
ing on the readiness level of members.

Levels of Member Readiness

Hersey and Blanchard defined four levels of mem-
ber readiness. Members who are unwilling (lack
motivation) and are unable (lack skills) will display
low readiness to successfully complete a task, engage
in group problem-solving, or work on a community
project. For example, if you are working with peo-
ple with low readiness, you shounld adopt & high-
tasl/low-relationship (HT/LR} “telling” stance
characteristic of a directive leader. As your members
become more motivated and skilled, you shift toa
high-task/high-relationship style (HT/HR} “selling”
stance of a democratic leader. Your members will
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138 PART 2 The Practice of Social Work with Communitles

explore a short history of planning in housing, men-
tal health, and poverty. You will explore approaches
to communijty social work planning, You will learn
how to do community planning and specific tech-
niques that social work planners use.

WHY PLAN?

When you think about what you want to do in any
one day, you are planning. If you have a goal that
you are trying to reach or something that you want
to accomplish, you begin to plan for it. Things hap-
pen when you plan.

All modem social systems exist by planning.
Large and small business organizations expend 2
great deal of energy developing marketing plans,
engaging in strategic planning, and planning new
products, City planning departments develop land use
plans and plans for municipal services. Regional and
state governments develop comprehensive health
plans, water resources plans, environmental plans,
and mass transportation plans. The federal govern-
ment plans for national defense and space explo-
ration. Planning also occurs at the international Jevel.
The Marshall Plan was a means by which those
nations who experienced massive destruction after
WW II rebuilt themselves. Today, the European
Union develops cooperative economic plans provid-
ing fiscal arrangements for its member countries. The
members of the world’s eight wealthiest nations hold
a yearly summit to ratify plans for international eco-
nomic stability. Planning even occurs at the global
level. Through the World Health Organization
(WHO) the United Nations develops plans to eradi-
cate disease, The World Banlk finances community
development plans and projects worldwide.

WHAT IS SOCIAL WORK
PLANNING?

Macro sacial workers engage in the process of social
planning to insure that services are provided on behalf
of those who are in most need. Social planning is a
“process of selecting and designing a rational conrse
of collective action to achieve a future state of
affairs™ for the social good, including “development,

expansion, and coordination of social services and
social policies” at both the local and societal levels.?

Social work planners insist that commmunities of
people who have fewer resources, less power, and lit-
fie influence be given opportunity to develop plans for
their welfare which compete on an equal footing,
recognition, funding, and entitlement with plans
developed by powerful business corporations and
governmental bureaucracies. Until recently, however,
communities have been completely ignored in plan-
ning for their own welfare. Community members
were invited to only token membership in the plan-
ning process. As a result, entire neighborhoods have
been decimated to build highways, corporate office
buildings, or housing projects in the name of “rede~
velopment”” Funding has flowed into middle-class
and upper-middie-class saburbs, ignoring neighbor-
hoods most in need of support.

The planning process is one of the key means
of citizen access to power, where community needs
can be met, and plans that destroy the community
can be stopped before they are implemented. Com-
munity social planning is one way by which macro
social workers assist communities of people take
charge of their foture.

SOCIAL WORK PLANNERS

There are three kinds of social work planners. Some
social work planners are staff specialists working in
large public and quasi-public direct-service case man-
agement and clinical services organizations. Social
work planners work closely with the agency execu-
tive. They analyze needs, assess services, write grant
proposals, conduct research, and male recornmenda-
tions to help the agency meet the needs of its clien-
tele, adjust agency resources, and adapt services to 4
changing population.

Social worl planners working in direct-service
agencies often begin their careers as clinicians or
counselors, and they develop an interest in social
planning as they become involved in wider social
work issues. They may have a variety of titles, such
as planning consultant, staff analyst, planning analyst,
mental health or developmental disabilities specialist,
or resource developer. Some analyst or planner posi-
tions require a bachelor’s degree. Others require an
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- MSW degree and some experence, particularly in the
field in which the agency works.
* - Asecond type of social work planner works for
un orpanization that is exclusively dedicated to social
yelfare planning for a specific population on a
regional basis. Social welfare planning agencies
sssess needs, regnlate the amount and kinds of ser-
vices in their service jurisdiction, review and make
. ecommendations for awarding governmental grants,
 gssist in developing new services, and in some cases
. mafntain quality control over services in their man-
- Oated erena. Welfare planning organizations interact
vith a variety of service providers, agencies, and par-
ent organizations, as well as ancillary service systems
- such as universities, povernmental agencies, bosi-
nesses, and community groups to develop compre-
" hensive plans for their service area.
. Area Developmental Disabilities Boards, for
- example, gather information and develop comprehen-
“sive welfare plans that become the basis for the provi-
sion of new services and the awarding of governmental
grants, They oversee the provision of services and

Snclgl planners provide experi advice, make assessments, coordinate, and plan new services where existing services
are poorly, Inequltably ar ineffectively provided. {Courtesy of Goadwill Industries)
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make funding recommendations. Area Agencies on
Aging assess needs, make recommendations, formu-
late plans, and oversee grants for services to maintain
and enhance the welfare of persons who are elderly.
Social work planners in these agencies most often have
& planning background or degree in planning, policy,
or public administration in addition to an MSW degree.
In the last few decades, a new and poientially
revolutonary role for social work planners is devel-
oping that goes beyond agency or regional planning
for specific populations. We are working more and
more frequently with local neighborhoods through
city planning commissions, mayors offices, or local
community organizations. Community social worl
planners can play one of the most potentially impor-
tant roles in the field of social wark today.
Community social work planners assist neigh-
borhood residents to organize themselves into effec-
tive community planning councils. We help form
neighborhood planning groups, identify local leaders,
and provide assistance to newly formed groups. We
assist community members to organize neighborhood
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leadership training workshops. We help new organi-
zations write bylaws, mules of procedure, and consti-
tutions. Community social work planners train groups
in membership recruitment, record keeping, acconnt-
ing, and fundraising. We assist local planaing leaders
to develop committees, assist board members to con-
duct meetings, and aid community planning Eroups
in maintaining their organizations. We help neigh-
borhood groups conduct evalnations of their own
arganizations or the programs that they initiate, or
provide evaluations ourselves to help COmmUNIty
groups function more effectively.

Comimunity social work planners consult, train,
and give information and technical assistance to
neighborhood planning councils as citizens construct
their own local plans, budgets, and projects. We assist
citizen groups to develop action plans and grant pio-
posals for addressing Tocal probiems, When commu-
nity planning councils are asked to comment on
city-initiated plans and public services, we help citi-
zens to develop criteria for evaluation, analyze city
plans, write reports to city government, and provide
imput for comprehensive neighborhood plans.3

Community social work planners act as liaisons
between city politicians, staff and neighborhood orga-
nizations. On the one hand we help community plan-
ning councils obtain information about publicly and
privately initiated plans that may affect their areas. We
teach members aboul the operation of city govern-
ment, explain city budgeting procedures and local,
state, and federal program requirements, and agency
operating procedures. We train citizens to be influen-
tial in civic affairs. We assist citizens in obtaining
data, maps, regulations, and statistics to develop
responsible plans for their neighborhoods. We provide
neighborhood planning groups with the contacts to
work effectively through governmental administration
and city and state bureaucracy.

On the other hand, community social work plan-
ners help city planning commissions, city councils,
mayors’ offices, and other public officials to under-
stand the concerns and desires of neighborhood
groups. We provide communication linkages and use
our contacts with neighborhoods to keep local gov-
ernment in touch with neighborhood needs. We use
our understanding of the neighborhood and its mem-
bers to act as their advocates and mediators. As advo-
cates, we explain the position of a neighborhood to
the mayor or city manager, present a proposal to the
city council, or provide input on neighborhood con-

ditions to other public officials. If there is misunder-
standing or conflicts, we often bring conflicting par-
ties together to discuss issues and promote
compromise and reconciliation.”

Community social work planners use a consen-
sual approach to community social work. We not only
help community members develop neighborhood
planning organizatons and assist local residents
become effective planners, but when planning points
to the need for other ways of empowering the com-
munity, we work with citizens to develop social pro-
grams, help initiate community development projects,
or work with local Jeaders to develop community
organizations. In the Pendleton area of Cincinnati, for
example, community planners helped the existing
Thirteenth Street Tenant Organization and a newly
formed group unite into 2 more broadly based com-
munity organization council.t

SOCIAL WORK PLANNING
IN AMERICA

American society is a combination of planning and

freedom from planning, The founders were the first £

people in history to plan & new nation from scratch,

They were acutely aware that although plans provide .

a direction, once they are made and become binding,

they tend to prescribe a path that eliminates other

options. The social plan we call our Constitution was
a way of insuring that choice would not be limitedto -5
only a few people who could impose their own plans

or ideas onto the populace. It was a social plan that
prevented the few who hold power from planning for
everyone else. We call this the “balance of power.”

In the minds of the planners of our nation, there |
were three areas where people should be particularly :
free from oppression. First, people should be free '
from political oppression. Instead of politicians hald- -

ing a monopoly on power, individual citizens were fo
hold power, and government was to be subject to the

will of the populace. Second, people should have _-

opportunity to pursue their own private economic
interests rather than have a centralized authority
determine what their interests ought to be. Gover-
ment was not to regulate or interfere with the free
operation of the economy. Instead government was o
be a sort of referee ensuring that individuals could

carry out their own legitimate economic interests. | _
Third, people should not have a system of belisf &
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munity development efforts. Neither corporate nor
governmental assistance alone will provide the
mnswer to America’s depressed communities. Neither
business leaders nor politicians have the will or the
ahility to solve the problems of inner-city and rural
paor. Only the people of a community, in partnership
with government and the economy, can solve their
common problems. Along with community organiza-
tion, community development has potential to revi-
talize community and to remediate social problems
that have gone unsolved for generations. Community
development is one of the most important arenas of
macro social work today.

In this chapter, you will learn what community
development is. You will explore a short history of
cemmunity development. You will learn how macro
sacial workers approach community development in
modern comumunities, how to begin a commuiity
development corporation, and how to assist in restor-
ing ontological communities.

WHAT IS COMMUNITY
DEVELOPMENT?

The term community development came into popular
wse after World War II. Community development is
derived from economic development, from which it
takes its $nrpame, and comnunity organization, from
which it talces its first name. Economic development
hes been chiefly concerned with increasing produc-
tivity and efficiency by developing businesses that
multiply and distribnte economic resources to
improve the financial situation of a locality. Commu-
" ity organization engages local residents seeking
empowerment and self-determination in issues that
affect their communities.

Community development is much lile grassroots
democracy, in which power is shared in an equal and
open forum. It encourages values of citizenship and
citizen pesticipation in the life of the community,
piomotes education in civic pride and civic con-
sciousness, and sees in community itself an arena
where the public interest can become a living force.
Community development is a method by which
macro social worleers assist comsmunity members to
tevelop resources and promote networks that enable
acommunity to become a source of social, economic,
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political, and cultural support fo its people. Antonia
Pantoja and Wilhelmina Perry define community
development as a means by which members of an
economically dependent and politically disenfran-
chised community work together to: :

1. Understand the forces and processes that have
made them and keep them in their state of
poverty and dependency.

2. Maobilize and organize their internat strength, as
represented in political awareness, a plan of
action based on information, knowledge, skiils,
and financial resonrces.

3. Eradicate from individuals and from group cul-
ture the mythclogy that makes them participants
in their own dependency and powerlessness.

4. Act in restoring or developing new functions
that a community performs for the well-being
of its members—starting with the economizing
function.3

Commurity development aims at the creation “of
economic and social progress for the whole commu-
nity with its active participation and the fullest possi-
ble teliance on the community's initiativert
Commnunity developers with oppressed, alienated,
and depressed modern communities use *democratic
procedures, voluntary cooperation, self-help, devel-
opment of indigenous leadership, and educational
opporturities” to cooperatively solve common prob-
lems.” We assist communities of meaning that expe-
rience declining membership, and boundary and
leadership problems. We become strengthened with a
renewed sense of purpose and mission. We work with
traditional communities to

inculcate among the members of rural communi-
ties a sense of citizenship and among the resi-
dents of urban areas & spirit of civie
consciousness;, to introduce and strengthen
democracy at the grassroois level through the cre-
ation and/or revitalization of institutions designed
to serve as instruments of locs] participation; to
initiate a self-generative, self-sustaining, and
enduring process of growth; to enable people ta
establish and maintain cooperative and harmo-
nious relationships; and to briag about gradeal
und self-chosen changes in the community’s Life
with & minimum of stress and disruption.




Tisenberg described COPS as the most effective com-
- munity group in this conntry, A federal study of Amer-
- iczn Communities commissioned by the Narional
Commission on Neighborhoods detailed the hundreds
of millions of dollars werth of improvements in
Bireets, drainage, public facilities, and cleanup that
COPS won for poorer neighborhoods in San Antonio.
It deseribed the five, six, or seven thousand delegates
who come each year to the COPS annual convention,
. ind it concluded: “There has been a major shift in
- power from the wealthy blueblooded Anglos to the
" poor and working Mexican American families of San
Antonic, COPS has been at the center of this shift”

“WHAT YOU WILL LEARN
IN THIS CHAPTER

There is a quist revoletion sweeping the country. Born
in ie ferment of the Depression, it waxed and waned
though the 1940s and 1950s, and the turbulent 1960s
save it & new push. Since the 1960s it has refined its
methods and become a groundswell of positive action
in gmall and large communities from Orlando,
‘Fiorida, to Anchorage, Alaska, from Bangor, Maine,
io Honolulu. Less flamboyant, less confrontive, and
_mire permanent, community organizing today most
ofien works through existing faith-based social net-
woeks by which people become involved in political
nnd economic action to create a better life for their
* children, their neighbors, and themselves.
In this chapter you will explore why community
organizing is important and learn what community
organizers do. You will review a short history of com-
‘munity erganizing and learn about four contemporary
madels of community organizing. You will explore
the partnership model of community organizing, You
 will discover that community organizing is a funda-
mental part of a new wave of societal change that is
gruduslly reordering the postmodern era. Community
is being reborn, the social is being regenerated, and
politics is being reshaped. Locality based community
-~ organizing is at the forefront of those changes.

WHAT IS COMMUNITY
' ORGANIZING?

. Ordinary people in communities have always sus-
.pected something that povernment officials and
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politicians are only now beginning to realize—
*Those macro, top-down solutions don't worl.”s
Powerful government redevelopment agencies that
tear down the slums and build high-rise corporate
offices will not solve our social problems. The solu-
tion to urban sacial problems does not lie in destroy-
ing mneighborhoods but in empowering them.
Politicians passing laws will not solve them. If poli-
tics is expected to work, democracy can no longer be
the privilege of a few wealthy politicians at the top
but must be the concern of ordinary people at the bot-
tom. Trickle-down economiics will not solve social
problems. We will wait forever before wealthy cor-
porations trickle good jobs, good pay, or employment
benefits down to us.

It is becoming increasingly clear that politics in
the White House or Congress, in governor’s man-
sions or state legislatures across the country are
often helpless in dealing with issues that matter
most 10 us. “The only thing that really works,” says
Harry Boyte, “is local initiative. Social change
happens only when ordinary people working with
others make it happen.

Community organizing is a process by which
people in neighborhood organizations, associations
and churches join together to form strong local organ-
izations to address social problems in their commu-
nities, develop their own solutions, and in partnership
with government and corporations implement those
salutions over the long term.?

Community organizing breaks the bonds of
depression, belplessness, and hopelessness by bring-
ing community members together to gain empower-
ment and justice. People who were formerly
alienated, apathetic, and uninvolved take responsi-
bility for themselves to ensure that government or the
private sector delivers something in deprived neigh-
borhoods.2 These neighborhood action organizations
begin with community issues: municipal services,
jobs, health care, housing finance, parent-school
problems, consumer action, insurance rates, police
protection——all the things that tonch us where we
live. Each victory strengthens our hope, and hope
builds up organizational membership. Gradually we
develop the power and skills needed to deal collec-
tively with a variety of local needs and problems.®
Community organizing transforms powerlessness
into empowerment, dependency iato interdepen-
dence, dehnmanization into human dignity.
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During her presidency, Barton and the Red Cross
engaped every major calamity that occurred in the
countey, assisting victims of forest fires in Michigan
in 1881, floods of the Mississippi and Ohio rivers in
1882, the Louisiana cyclone of 1883, the Ohio iver
flood in 1884, the Charleston earthquake and the
Texas Famine of 1886. When most people were
enjoying retirement, at age 66, Clara Barton supet-
vised relief work during the Florida yellow fever epi-
" demic of 1887, the great Johnstown flood of 1889, the
. Galyeston hurricane and tidal wave of 1900, and the
San Francisco Earthquale of 1906.

Twice she carried relief to Russia during the Russ-
izn Famine of 1891, and she was present during the
Armenian massacres in Turkey in 1896, assisting home-
less and wounded. Barton was again on the battlefield
in Cuba during the Spanish-American War of 1885,
Dusing the Boer War in South Africa (1899-1902), she
commanded the relief ship Clirton, for which the whole
;;; ' American navy made way. To insure immediate action
i any emergency, Barton placed $3,000 of her own
“money at the disposal of the American Commitiee of
tieRed Cross.

Throughout her long career of developing and
providing relief services throughout the United States
and the world, Barton’s moral courage, energy, diplo-
' macy, and unwavering integrity were her chief char-
' icteristics. She had two rules of action: unconcern for
' whit cannot be helped, and conirol under pressure.
Hercareer teaches that the meaning of human life lies
" notin what we get, but what we give. American-his-
- tory has no more eloguent record of self-sacrifice,
" courage, and devoted service to humanity than that of
* Ciara Barion, one of America’s social heroes and
preat program developers. She died on April 12, 1912,
at age 91,

WHAT YOU WILL LEARN
IN THIS CHAPTER

- Every facility for elder persons, day care program for
children, sheltered worlcshop for adults with intel-
Jectnal disabilities, treatment program for people
with emotional disabilities, socialization program for
youth, or shelter for battered women has been devel-
. oped by a group of people who had a vision about
helping their neighbors in a new way or saw an

CHAPTER 10 RBecoming a Program Developer 255

wnmet need and worked to meet that need. Social
workers who help build such social organizations are
program developers.

In this chapter you wilt learn how you too can
assist people develop a social organization. You will
éxplore how to form an organization action group,
assess social needs, set up a formal corporation, estab-
1ish a board, recruit and hire staff, and obtain fund-
ing. You will discover that social work program
developers are more than mere social entrepreneurs
who put together social agencies in the same way
that business people develop businesses. Social wark
program developers are engaged in the task of help-
ing people construct their own social reality and meet
their own social needs.

WHO ARE SOCIAL WORK
PROGRAM DEVELOPERS?

Propram developers are often employed by social agen-
cies serying a particuler population, such as persons
with intellectual, emotional, physical, or behavioral dis-
abilities. We help insure that social welfare services are
in place to meet a range of needs for that population 3
‘We meet with various public and private agency staff
to assess where gaps in services are occurring and assist
parent groups, agency staff, and interested community
\eaders who want to establish a new social organization
from scratch. We assess the changing needs of a com-
munity and work with social arganizations to Improve
or expand services that already exist.

Social work program developers are often cre-
ative and insightful social workers who can observe
needs and quickly conceive programmatic solutions
to them. There is a danger if youn are an agency pro-
gram developer, however, and attempt to develop a
program or consguct a social organization single-
handedly. Robert Linthicum observes, “a problem
with professionals is that they are the perceived
experts because of their degrees and body of knowl-
edpe.” They “inow what is best” for the individual or
for the communiry. This is the great weakness of out-
siders such as legislators or city conncil persons who
want to start programs for others. They look at social
problems and come up with ideas that are intendad to
fix them as if they are social mechanics fixing a bro-
ken engine. One group may see the problem of drugs,
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for example, and say “Let’s hire more police officers.”
Others may read about teenage delinguency in a poor,
rundown neighborhood and advise, “Those people
need a youth program to get the teenagers off the
streets.” Some people see homeless mentally ili and
alcoholics wandering the streets and they ask, “ Why
don't they develop & soup kitchen ar a shelter?” Peo-
ple become concemmed about children running around
the vacant lots. “That neighborhood needs a play-
pround,” they offer.

While these well-intentioned and concerned
people may have many worthwhile ideas, the com-
mon element with these solutions is that someone
else, often a person from outside the community,
sees the community or its people as a problem that
needs to be fixed. The assumption is that the people
who have the problem arz not as capable as others of
seeing what needs to be done, do not have the imag-
ination to conceive of solutions that are obvious to
others, and furthermore, do not have the capacity to
do it themselves. They assert, for example, that if the
alccholics, the homeless, the poor had the ability,
wouldn't they have solved their prablems long ago?
Experts, on the cther hand, who have the knowledge,
skills, resources, and political connections ought to
be the ones who can solve these problems. So social
workers and a host of public health, mental health,
recreation, and other professionals are called in to
make recommendations. Politicians pass legislation
and appropriate money, new programs are initiated,
and well-intentioned criminal justice or social wel-
fare professionals are hired. All of this ignores one
of the primary assumptions of social work. Accord-
ing to Linthicum, “the people best able to deal with
a problem are the people most affected by the prob-
lem, The people best able to deal with teenagers who
are runming amolk in their neighborhood are the peo-
ple who live in that peighborhood.”

The concept of client self-detesmination “is one of
the most difficult insights” for social workers to apply
in their own professional lives. We want to get resulis,
and becanse of our expertise we may think we know
what is best for the community, We unwittingly teach
people to be passive recipients and beneficiaries of
charity. We train community members to be ancillary
spectators and nonparticipants in the vital and neces-
sary forces that shape their social worlds. We expect
them to remain socially unresponsive and disengaged

e i Lt

from the problems that affect their lives. As a result,
members may often feel victimtized and demeaned hy
our benevolence. They may resent social agencies,
deeply for making them feel so helpless.

Sometimes social work agencies try to set up
processes to encourage a sense of ownership of the
community’s social services. They invite two or thres
community residents to sit on the agency’s board, set
up & women's auxiliary, or develop a communify -
advisory committee. But community members nor-
mally won't accept that offer of participation because
it is not their project or even their idea. They may
refuse to get involved, and the burden of leadership
continues with the social agency.
 The agency becomes cynical about the lack of
comnunity involvement, and community members
continue to feel no ownership in the project. Evento-
ally social workers and community members burn out
on the project. The fate of any program developed
under such conditions is inevitable. It will function
successfully only as long as others commit people,
money, and materials to the program. When the well-
intentioned executive can no longer raise sufficient
resources, it will die. It will die because it has nevar
been a project of the people.

HOW TO DEVELOP
A SOCIAL ORGANIZATION

Community social planning councils may often ree-
ommend development of a social program that meets
people’s needs in some way. Sometimes ideas for 3
social programs come out of the involvement of ordi
nary citizens who are concerned about social prab
lems in their communities. They mest with their
neighbors informally and begin to envision a social
program. Many social agencies have been formed in
this way. George Williams, for example, was con
cerned about the spiritual and social needs of youn
men who recently arrived in London in 1859. H
began to form Bible study and socialization group
whose members eventually formed the YMCA. In
1853, citizens concerned with homeless children
wandering the streets of New York City organized the
Children’s Aid Society, the beginning of the foster ;
home and adoption movement in America. Mun
women's shelters have become established becanss
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sonnel sdministration. You will learn about the role of
the chief social work administrator in planning, work-
ing with he board, and program evaluation. Just as
social workers and others are inventing social organi-
zations as a new form of human association, you will
discover that social work administration is breaking
free of top-down, hierarchical, market-centered man-

agement, which has overwhelimed the field of public

und social administration for well over 100 years. A
new form of social administration is being con-
structed that is more congruent with social work val-
ues of partnership and service. Most social waorkers

-will have an opporturity to work in social organiza-
-fions and experience the importance of administration
' incarrying out social work. Someday, you may decide

to become a social adminisirator.

WHAT DO SOCIAL WORK
ADMINISTRATORS DO?

Social work administrators help social workers and
members of the community facilitate the work of
social betterment by means of a social organization.
Tn many hierarchically structured social agencies,

depending on their size, there are three levels of

gdministration. Line supervisors arc at the first level.
Social work supervisors usually are in charge of a unit
of six or seven social workers. The supervisor belps
social workers individually and the unit as a whole
perform their jobs. Division or departmental adminis-
iralors engage departments in joint decision-making,
develop smooth working relationships between units,
coordinate work of the units, and make sure that each
unit is functioning properly. The chief social work
administrator is responsible for much of the planning
for the agency, manages the budget and personnel
isgues, sees to it that the agency is periodically evalu-
sted, and relates to the social organization's board of
girectors, who make overall personnel, financial, and
program policy decisions for the agency. Much of the
guccess of any social work program depends on the
ghality of administrative leadership.

Supervision
A social work supervisor is at different fimes an infar-
mation giver, instructor, problem-sclver, coach, consul-
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tant, mentor, and evaiuator. The social model of admin-
istration expects social work supervisors in A joint ven-
fure to assist you to develop skill and coliaborate in the
provision of service to your clients. In a 1974 study by
Al Kadushin, social workers asserted that “being able
to share responsibility with supervisors and being able
io obtain support for difficult cases was the greatest
source of satisfaction.” Both supervisors and workers
helieve that as you gain experience, the best relation-
ship hecomes one of consultani-consuliee, a form of
supervision preferred by many social workers.

Shulman reports that social workers often want
supervisors to devote time to teach practice skills, dis-
cus research information, and provide feedbacl on per-
formance. When a supervisor models rapport and
caring as well as offering empathy, respect, mutuality,
and trust, these qualities carry over in the way social
workers assist your clients. Shulman found that “super-
visees learn what a supervisor really feels about help-
ing by observing the supervisor in action. More is often
‘canght’ by you than is ‘taught’ by the supervisor™

Sometimes as a social worker you will need
explicit, firm direction or direct answers 10 & policy
or procedural question. Your supervisor should pro-
vide answers clearly and forthrightly. As you increas-
ingly think about and make your own decisions, the
trust and the support of your supervisor is important.
Ongoing positive reinforcement, good COmmunica-
tion, including active listening and giving feedback,
and your supervisor’s attempts to create a positive
work environment are often essential in helping you
become independent and self-directing.

In addition to working with you individually,
your supervisor assists your eniire work unit to set
worl priorities and goals and decide on work assign-
ments. Your supervisor acts as a buffer between your
unit and administration, providing you with informa-
tion and training about the agency’s plans and prior-
ities, Your supervisor informs the department
administrator about your unit’s needs and pezfor-
mance. The vitimate objective of good supervision is
to help your unit become a cobesive group of highly
capable social workers who deliver the highest
amount and quality of service to your clients.

Performance Appraisal In most social agencies,
social work supervisors monitor and evaluate yonr
performance as an Ongoing Process. Performance
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appraisal often comes out of your discussions with
your supervisor, may be based on your professional
objectives as well as the agency's stendards, and is
performed collaboratively with you confirming what
has been occurming during the year's period.

In larger, more hierarchically structured organi-
zations, social workers are often evaluated by means
of conventional performance evaluation processes
developed by human resource specialists. Such gvalu-
ation is designed to measure the extent to which you
achieve the requirements of your position by means of
specific, realistic, and achievable criteria in relation to
standards of agency performance. These organizations
evaluate staff on at least an annual basis and use these
evaluations to determine pay Taises, promotions, future
assignments, or the need for discipline.

Human resource specialists decide on perfor-
mance standards. The kinds of measurement criteria
they consider include output quality, output quantity,
work habits and attitudes, learning ability, and judg-
ment or problem-solving ability. They recommend
that your supervisor objectively examine how you
perform cestain key skills such as devising 2 ques-
tionnaire or keeping records, your ability to perform
essential practice functions such as comumunity plan-
ning or performing casework, and concrete outputs
such as the number of policies or programs devel-
oped, or children reunified with parents.

Human resource professionals also recommend
your supervisor evaluate you subjectively by com-
paring your individual performance to others using
group NOIIms, assessing your performance on the basis
of relatively fixed, independently determined stan-
dards, and judging performance by carefully ohserv-
ing what you do.>

This ldnd of conventional performance evaluation
requires the imposition of externally applied measur-
able evalnation criteria, a form of consciously applied
control that often bears little resemblance to actual
social work practice. Management justifies such quan-
fifiable evaluation as part of agency “quality contral,”
ag if you are a component of & machine, Implicit in
such monitoring is basic distrust of social workers and
an assumption that ualess regularly scrutinized, you
will fzil to perform properly. Setting goals for you,
defining your progress toward those goals, and then
rewarding or punishing you in relation to them does
not honor your capabilities. Not only does such con-

trol fail to respect you as a competent adult, 2 profes-
sional capable of self-direction, but it misuses super- -
visors as well. Some critics find such impersonal
formal procedures “no more than a vehicle for the
bureancratic surveillanee of social workers.”s

An approach that is more consistent with social
work values of self-determination and respect for the abit
ity of sacial workers will reverse typical patriarchal man- -
agement. Instead of measurement serving the interestsof
control, consistency, and predictability, social achminis- d:
trators will “let measurement and coptrol serve cor ¥
social workers.” asserts Peter Block, “For example, mes-
sures should come out of conversation with clients, -
Pbetween warkers themselves as well as supervisors,” 8ays
Block. You and your social work team maintsin contral
by your commitments to your jobs and to one another.
These commitments become mutual agresments, ot
only between workers but also between workers and
supervisors. Because contracts are between partners,
expectations go both ways, with equal demands, bafween
worlers and supervisors, and between supervisors and
department heads. The intent is to eliminate coercion &
the basis for getiing resuits. Performance contracts wauld
1ot be tied to pay or punishment but to mutual account-
ability, teamwaork, and accomplishing the goals of serv-
ing the community and clients, and increasing your skills
and capacities for growth. “No one,” asserts Black, i
“should be able to make a iving sirply planning, watch-
ing, and controlling or evaluating the actions of others™ ™
Social work administrators should “exist primarily to -
contribute to social workers who de the core work. Care -
social workers should have strong voices in determining -
what administrators can do to help them accomplish ihe
common purposes of the social organization.™

Social work supervisors are valuable people
They have special knowledge and experience, and we
choose them because we believe they are the best |
social workers we have. We need these talented indi
viduals who are skilled in providing caring, concerned
relationships and capable of passing their experience °
to others. We need to reorient our thinking about’
supervision, Instead of monitoring and controlling, ws °
should allow our experienced social warkers to coch, -
teach, support, and provide modeling and consultation
in service of those who do social work with clients.
The role that we call “supervision” should not be one 3

of authority, but rather should assist and support you el

in becoming the best social worker you can be.

™
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- AMministrative Decision-Making
: All administrators engage in decision-making,. Often,
. udmipisrators make decisions alone, after gathering
information and reviewing the strengths and limits of
" each altzrnative. The administrator often chooses the
ilternative that is cheapest, most efficient, or most
. effective in accomplishing a specific goal. At other
* fimes administrators play a facilitative role, collabo-
- safively engaging a department’s supervisors to solve
* pproblem by arriving af several alternative decisions
and selecting the best alternative solution.
Admimistrators are often preoccupied with instro-
mentol questions such as: How can we improve service
delivery to our clients? How can we increase our effi-
ciency? How can we save money and eliminate waste?
What can we 6o to expand our services? Instrumental
questions, however, ask only about means. They rarely
gxamine premises on which those questions are based.
* Social work administrators who see beyond instrumen-
it questions and encourage social workers to ask more
fundamental questions of value asgist social workers to
engage in broader questions that can improve the direc-
tion of the social organization, For example, the most
fficient or cost-effective solution, if notin the interests

he solution o a problem requires the group's cumulative

of members of the commumity or if imposed from the
top, may only alienate people. Tnstead of asking about
efficiency, it may be more important to ask “Is the
department or unit going in the right direction?”

Arriving at Alternatives  Once the real problem
and the values implicit in the problem are clear, it is
time to look at lternative solutions or decisions.
Administrators may use a variety of techniques to
make decisions in organizations: decision-analysis,
linear programming, queuing, decision trees, bene-
fit/cost analysis, and force-field analysis. These ate
common tools that administrators as well as staff can
use and with which they should be familiar. These
techniques were described in Chapter 6.

Administrators often use decision techniques
with groups of staff members to develop solutions
to social and administrative problems, Three kinds
of decision techniques are COMIEIOR in meetings:
(1) brainstorming, (2) reverse brainstorming, and
(3) nominal group technique (NGT).

Brainstorming and Reverse Brainstorming Brain-
storming allows a group 1o ohtain the maximum
amount of input in an orderly manner, Brainstorming
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of differing ideas are not commented upon, dis-
cussed, or debated.

4, Voring. Becauge a large number of items may be
on the board, it is ofien best to decide by mmlti-
ple voting, A first choice will receive 3 points, a

- second choice 2 points, and a third choice 1
point. Each person writes his ar her top three
preferences on & card and passes it to the leader.
The total points are added up and divided by the
mumber of group mmembers io obtain an average.
The results are compared.

3. Discussion (optional). Because several rankings
may receive close scores, discussion may help the
group understand why they voted the way they did.

6. Revoting. The voting process can be repeated
among the top scoring items until a clear win-
ner emerges.

NGT protects individuals from group pressure,
because anonymity is assured and discussion is not
allowed. In the idea generation phase, each person
is given the assurance that he or she will have oppor-
tunity to generate as meny ideas as possible, This
stimulates creativity, but in a quiet atmosphere in
which everyone can give the problem the full con-
centration and attention.

The Round Robin phase provides for face-to-
face contact and interaction at an appropriate time
wnd in 2 controlled atmosphera, Each person knows
that his or her ideas will receive equal and legitimate
attention. The voting process provides for an
explicit mathematical solution that fairly weighs all

_ members’ inpuis.

Pinally, in the discussion phase, member's sub-
jective feelings, perceptions, and input can be fac-
tored into the final vote, while individnals nunderstand
that there will be joint group commitment to the
final decision.

Administering Finances

Administering an organization’s finances includes
developing the budget, presenting the budget to the
board of directors, overseeing how money is gener-
ated and spent, and insuring that there is good fiscal
sccountability. In a sma¥l agency, the chief social
wark sdministrator often takes the lead in oversesing
the financial health of the agency, preparing the bud-
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get, raising funds, and assisting staff in managing the
agency’s finances. In a middle-size agency that has
two or three social work departments, a finance man-
ager is often responsible for managing agency funds.
In a larger agency, administering the finances is usu-
ally delegated to a finance or accounting department.
The budget is your agency's most basic and impor-
tant organizational plan, The budpet sets out the finan-
cial outcomes that you intend fo accomplish doring a
specific period, usually a year. According to Malvern
Gross, 4 budget is & “plan of action that represents the
organization’s blueprint expressed in monetary terms,
& tool to monitor the financial activities [of an agency]
throughout the year® Budgeting is intended to be a
raiional process. According to Wildavsky, “Making
budgetary decisions depends on calculating which
giternatives to cousider and to chose. Calenlation
involves determining how problems are identified, get
braken down into manageable decisions, how choices
are made, and who shall be taken into account.”1®
However, amiving at a budget is far from perfectly
rational. For one thing, according to Wildavsky, people
are limited in their ability to calculate, time is severely
limited, and “the oumber of matters that can be encom-
passed in one mind at the same time is quite small.” As
a result, people tend to malke budgeting decisions incre-
mentally, We “simplify in order to get by. We tend to
make small moves, let experience accumulatz, and use
fzedback from our decisions to gange conseguences.”
Social work agencies, in addition, often lack a well-
understood financial base. “Spending agencies do not
lrnow how much they will need; reviewing bodies do
not know how much they shonld allocate, Requests for
spending and actual appropriations fluctuate wildly”!
As aresnlt bndgeting, especially in small agencies, may
often involve making educated guesses sbout a furure
state of affairs and what the needs of the agency will be.
Some budgets are "wish lists” in which adminis-
irators ask for what they want, but they must work
within whatever amount is allocated to them. If the
agency or program is mew, the problem is com-
pounded. Often a negotiated struggle takes place.
Central funding sources, such as United Way, gov-
ernment agencies, or county or state budget depart-
ments will exert contral, knowing that agencies will
push for increases as hard as they can. The resultis a
game in which each attempts to maximize its position
withont regard for the other. Added to this mix is the
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self-interested pursuit of power by executives who see
success in the budgeting arena as their “road to for-
tune.” Budgeting in pubic social work agencies and
to a certain extent in private ones is a mixture of ratio-
nality and politics.1?

Three budgeting models used by social agencies
are line item budgeting, functional budgeting, and
program budgeting.

Line Item Budgefing The line item budget, the
most common form of budgeting in social agencies, is
a description of revenue and expenditures on functional
iterns such as salarieg, rent, utilities, postage, office
supplies, training, consultation, and others. A line item
budget for an entire agency may include the following:

Personnel costs: salaries, health and life
insurance, staff development

Space: rent, utilities, telephone, insurance
Eguipment: purchased equipment, leased
equipment, equipment maintenance
Consumable items: supplies, postage, books,
subscriptions, printing, advertising
" Petty Cash

.Other: Conferences, travel, services purchased

The line item budgeting process is relatively easy
to calculate and understand, Since line items may cut
across departments or divisions, each department cal-
culates how much it spent on these various items in a
given year. Budget planners add up these line items,
compare actual expenditures with last year's budget,
and project costs on those items into the next year.

An advantage of ling-item budgeting is “sim-
plicity and expenditure control. The categories are
limited and fixed over time, and increases and
decreases projected in any given line are usuailly
determined as a small increment™!? over the previous
year, Assume, for example, that last year your agency
spent $100 on paper products. Allowing for inflation,
this year the board approves a budget allocation of
$105 for paper expenditure. Because of increased
demand for paperworl, the agency actually spends
$115 dollars. Based on those fipures, it wonld proba-
bly make sense for the board to budget $130 next
year, given increased usage and increased costs.

Sometimes line item budgets are developed by
financial or accounting staff’ who often guess how
costs might increase or decrease in the coming year.

They ask social work professionals what increasss
they expect to make. Based on those figures, the bud-
get is submitted to the board, who, without forther
information or understanding, is asked to approve it

Line item budgeting may suffer because it is
based on previons expenditures that may or may not
be accurate predictors of future needs. It tells ns noth-

ing about the relative importance of budget items, or .
whether various departments or units needed them.
Line item budgeting “does not depict efficiency, -
effectiveness, priorities, or programs of the agency,"ts |
neither does it help you plan for new programs or for :

agency innovation.

Functional Budgefing A functional budget places
various organizational functions into categories that

can be examined and monitored. As an adminisirator *
of a smaller social organization, von may divide
finances into social work services and supporting or 3k
administrative services.'s If you administer a larger
organization, you may want to kmow if expenditures -
for social service programs, system maintenance (per- -
sonnel, accounting), and support {clerical, facilities -
maintenance) are growing more quickly than others
and whether the amounts allocated to these varions <

functions are appropriate.

Program Budgeting Administrators who use pro- 3
gram budgeting “make budgetary decisions by focus--,

ing on end products of output.” You may ask yourself,
for example, “What do we do (program)?” “Why do *2

we do it (objective)?” and “How are we doing (out

put in relation to objectives or results)?” You define -

program objectives in terms that are capable of being

analyzed, have specific time horizons for accom-

plishing objectives, measure program effectiveness,
and develop and compare alternative ways of attain

ing objectives.!? For example, if the goal of a program
is to rehabilitate 100 persons addicted to aleohol in |
the coming year, the administrator and staff caiculate

the resources needed to accomplish this goal, The
meaning of “rehabilitation” may become an issue, Is

an alcoholic considered rehabilitated when he or she 2

has been sober for three months, six months, or one
year? Is a person addicted to aicohol considered reho-
bilitated if he or she is capable of holding a job and
attends Alcoholics Anonymons (AA} meetings regu-
larly? Once a definition is decided upon, social work-
ers can arrive at some goals. Tt is best to make goals
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specific, measurable, and time limited. You assess
particular treatment methods. For example, if your
definition of rehabilitation includes holding a job or
enrolling in AA, you will probably add a job training
program to your services, as well as referrals to and
monitoring AA attendance. You and your staff calcu-
late how much it will cost to rehabilitate 100 persons
addicted to alcohol.

At various points during and at the end of the

: year, you can review the budget to assess the degree

to which the program was successful in accomplish-
ing its poals and if it is staying within its cost projec-

" tioms. You and the other social workers can also assess

the effectiveness of various treatment modalities,
arrive at more realistic operational definitions, and
aitempt to improve treatment effectiveness, Then you

‘idjust your treatment goals and budgets.

Program budgeting has an advantage over line
item budgeting and functional budgeting becanse it
sllows you to examine how effective services have
been in the past year, and it provides a mechanism to

plan a better program for the future, In addition, pro--
gmam budgeting involves everyone in the budgeting

process who is responsible for program outcomes,
particularly line social work staff. This makes bud-
geting an integral part of the treatment process, gives
socis] worlers increased control over their own work,
and provides incentives in goal accomplishment. Pro-

- gram budgeting can also help evaluate treatment and

program effectiveness,

Human Resources Management

Becanse social organizations are composed of peo-
ple, and their purpose is to enhance people’s lives,
the human side of organizational life ought to be one
of the most, if not the most important aspects of
social work administration. The human side of orga-
nizational life, especially in larger hierarchically
structured social work organizations, is often dele-
gated to human resource managers whose role is to
influence “the effectiveness of employees in the
orgenization,”!8 Hvman resources (HR) manage-
meat is “the use, development, assessment, Teward,
end management of individual organizational mem-
bers or wozker groups.” Human resources manage-
ment jncludes the design and implementation of
sysiems for staffing an organization and “develop-
iug employees, managing cargers, evaluating per-
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formance, compensating workers, and smoothing
labor relations.™!?

i _M.ARY PARKER FOLLETT =
- ADMINISTRATION TEEDRIST".'

orn in Quincy, Massachusetis, an 1898 groduate of
Radcliffe College, Mary Parker Follet was active
in vocational guidance, industrial relations, civic edu-
cation, settlement worly, and social administration the-
ory and practice. As a vocational counsslor for
Boston’s Roxbury Neighborhood House, Folleit
 became aware of poor warking families in need of
social, recreational, and educational facilities. In 1909
her lobbying efforts resulted in legislation that made
her the initiator of the first public school community
centers,?0 the Boston School Centers for afier-school
recreation and education programs.

A member of the Vocationsl Guidance Board of
the Boston School Board and the Minimum Wage
Board of the Women's Municipal League, Follett was
active in the business commnnity and addressed groups
of business people. In 1924, Follett moved to England,
where she was vice president of the Natiopat Commu-
nity Center Association and a member of the Taylor
Society, an organization concerned with scientific man-
agement, administration, and sfficiency in industry.

Her theory of “Psychological Interpenetrating”
pioneered the concept that was later described by Alfred
Schutz as “intersubjectivity™ and we-relations. In her
1924 book Creative Experience 2! Follett advocated
afdministration practice in which people of different
socio-economic and occupational backerounds under-
stand one another’s viewpoints. Her varions wiitings on
administration are contained in Dynamic Administra-
tion: The Collected Papers of Mary Parker Follet® and
deseribe her perspectives on social administration.

In an era when management was the exclusive bas-
tion of wealthy male business leaders, Mary Parker Fol-
lett brought a new perspective to social administration,
concentrating on social wark values. Of all the impor-
tant organizational theerists and writers, she was the
only social worker, and the only theorist, to challenge
the scientific management model of business, Over 100
years ghead of her time, her voice is now beginning to
be recognized for its uniqueness, creativity, and advo-
cecy of authentic social work administration.

Recruifinent and Selection  According to Stur-
geon, since everything the organization does depends
on the quality of its employees, recrniting and select-
ing people is the organization’s most important
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berated her for being ineffective. In spite of what she
considered to be heroic measures to advocate for her
workers, even they had turned on her. Jean felt help-
less, alone, and stressed.

The county had recently hired Kathy Herbert, a
social worlk organization developer, who had visited
the probation department and explained her services.
With nio one else to turn to, Jean called Kathy. Meet-
ing over coffee, Jean for the firsi time poured out her
frustrations built up over years of being a buffer
between her unit and the rest of the agency. Her feel-
ings were deep and painful, and it was embarrassing
for her to express her grief. She felt that her battles to
help her unit, her concern for their good, and her com-
passion were being thrown back at her in the form of
resentment and anger. She felt blamed for the very sit-
uations she bad fought against,

Kathy provided a listening ear and over the course
of several weeks helped Jean work threugh her anger,
loss, and hurt. Together they began to problem-solve
and worked on different approaches to the unit. Kathy
met with Jean and her unit together, engaging in mutual
problem-solving. Gradually, the unit began to see that
they were in a self-defeating cycle, and while they were
under stress and blaming Jean, their own attitudes and
work habits were contributing to their low marale and
lack of self-esteem. Jean also realized that she needed
to be much more directive and began to make some
changes in how she related Lo her unit. Her self-coafi-
dence began to return and she began to feel in control
once again, developing a proposal for redistributing
workloads on 4 more equitable basis.

As the Fast Side members began to take respon-
sibility for themselves, not blaming the supervisor for
issues beyond her control, Jean and her unit began o
work together as a team once again. Jointly, they
began to strategize for solutions. While the external
pressures of work did not ease up, Jean and her unit
were communicating on a regular basis and rework-
ing their relatfionships.

WHAT YOU WILL LEARN
IN THIS CHAPTER

1tis probably safe to say that no organizational system
is without defects. Everyone who worlcs in organiza-
tional systems will, at times, find themselves under

stress, experience burnont, or have their lives thrown ta%, or mt
into turmoil. They may become demoralized, in cor W“'h the
flict with those with whom they work, or experience inside tb
job dissatisfaction. In addition, if the organization be F:auno
experiences financial problems, people may find dations b
themselves out of work and their lives in digarray. they r8co

These problems can affect the provision of qual- AD €
ity services to clients. Clients of social agencies may as a prive
experience inefficient or ineffective services, o igid ot of an org
inflexible responses to their needs, or an Qrganize- man.ager,
tional system fraught with red tape. Because organi- S(.ﬂvmg L
zations affect people’s lives in 50 many ways cies. Rot
therefore, macro social workers are increasingly turmn consultas
ing their atfention to these important social systems, ; {;hely are.
finding that the methods, skills, and processes wese . intimate
in healing families, groups, or communities also work znd proc
with helping dysfunctional organizations. external

In this chapter you will become acquainted with *£ tuf:e drasi
the emerging field of organization development. You -] with the
will Jearn who organization developers are. You will : OIE‘
also discover that there are two different kinds of - rewardin
organization development. You will learn about the develope
most popular and well-known method of organiz- soctal v
tional intervention: conventional organization devel- f:ducajuo
opment. You will explore how to do conventional 1stration
organization development step by step, including _zatmn de
diagnosing and applying a variety of treatment toaks in comp]
and techniques at the individual, group, intergroup,:
and organizational level.

You will also learn about a much less wel- WHA
Jnown and rarely utilized method of assisting mem: DEVE
bers of social organizations called the partnership .
model. You will discover that this model is more con- 01;gamzz
pruent with social organizations in social work. You SCIEICE ¢
will explore how a social organization developer nges gies for :
the partnership model to help social organizations change,
improve their effectiveness. tion and

organiza

change t
WHO ARE ORGANIZATION .
DEVELOPERS? ventions
Organization developers help organizational members behaviar
plan for and carry ont chanpe. There are two linds of ' Mo
arganization developers. An internal organization dE::JBlef
developer is an employee of a direct service social ; orientec
agency such as a county social services department, taken a1

consult

regional center for developmentally disabled, hospi- 2



tal, or mental health facility, who works exclusively
with the employees, supervisors, and administrators
inside that agency. Internal consultants may tend to-
he cautious and more thoughtful in their recommen-
dations because they must live with the changes that
they recommend.? _

An external organization developer works either
38 a private management consnltant or as a member

 of an organization development firm and provides

management consultation, training, and problem-
solving to many different organizations and agen-
ties. Robbins says that while conventional external

~ consultants can offer objective perspectives because

lhey are from the outside, they often do not have an

_jntimate understanding of the history, culture, goals,

and procednres of the organization. As a result,
external consultants may have a tendency to insti-
wte drastic changes because they do not have to live
with the results? A

Organization development cag be a very
rewarding endeavor. Many soclal work organization
developers have an MSW specializing in clinical
soctal work. They often have ‘acquired additional
egucation at the master’s or doctoral level in admin-
istration, applied organization behavior, or organi-
zation development, as well as experience working
in complex organizations.

WHAT IS ORGANIZATION
DEVELOPMENT?

Organization development is an “smerging behavioral
stience discipline that provides a set of methodolo-
gies for systematically bringing about organizational
change, improving the effectiveness of the organiza-
tion and its members.”* Richard Beckhard says that
organization development is & process of engaging in
change that is “(1) plamed, (2) organization wide, (3)
managed from the top, (4) to increase DEEANiZAtion
effectiveness and health, (3) through planned inter-
ventions in the organization’s processes (6) using
behavioral science knowledge.”™

Most organizaijons that reguire organization
development services are more or less hierarchically
oriented business or public organizations that have
igken a reactive approach o solving problems. fyon
consult with them, it is probably most appropriaie to
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use conventional organization development because
it fits bast with the managerial style and culture of
these systems. The conventional approach is sup-
ported by major organization development profes-
sional organizations, universities, and writers.

The partnership model of social organization
development is relatively new and fits most congro-
ently with social organizations. The partnership
model tends to be proactive and membership oriented,
encouraging organizational members and the com-
munity to engage in a process of ongoing, mutual
problem-solving rather than the conventional model
of imposing change from the top down. A capable
organization developer will be able to use both mod-
els as long as he or she is clear about his or her own
value stance toward organizational change.

The environment of the organization developer is
change. There are a number of factors that impe} orga-
nizations toward change and factors that canse orga-
nizations to resist change. You must understand both
of these forces in order fo assist organizational mem-
bers respond positively to the need for change. Rob-
bins tells us that there are at least six forces that are
“increasingly creating the meed for change—the
changing nature of the work force, technology, eco-
nomic shocks, changing social trends, the ‘new’ world
politics and the changing natmre of competition,”8
According to Harvey and Brown, because of this
“increasingly complex environment, it becomes even
more critical for management to identify and respond
to forces of social and technical change.” Those orga-
nizarions that adapt to changing circumstances will
survive; those that fail to adapt will not.?

In spite of the need for change, however, there
are 2 nummber of factors that create complications for
administrators in trying to effect change in their own
organizations. “Organizations,” s Robbins says, “by
fheir very nature are conservative. They actively resist
change.”® It is a paradox that while change and inno-
vation is fhe heart of organizational survival, “orga-
nizations are not necessarily intended to change.”™ For
example, the system's state, size, stmcture, chain of
command, subordinate position of workers, organi-
zational culture, and adminisirator may all contribote
to an organization's resistance to change. According
to systems theory, there is a iendency for an organi-

zation to exhibit inertia. An organizational system wilt
tend to maintain a stable state that works against
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change. All organizations have inherent mechanisms
to maintain homeostasis or stability.t0

Smalier systems are more malieable and adapt-
gble to change. The larger the system, the more diffi-
cult it is to shift direction. More people are involved
in change, any one of whom can cause resistance.
More subsystems must be integrated, coordinated,
and linked together.

More important than size, however, are the organi-
zation's structural aspects. Modern complex organiza-
tion, abmost without exception, is based on hierarchical
strucqme, unitary command, and one-way communica-
tion in which subordinates do what they are told. Each
of these organizational components becomes entrenched
in a self-reinforcing organization culture that resists
change at every level, Top-down hierarchy, for example,

promotes delays and sluggishness; everything
must be kicked upstairs for a decision either
because the boss insists or because the subordi-
nate does not want to take the risk of making &
poor decision. All this indecision exists at the
same time that éupeﬂnrs are being authoritarian,
dictatorial, rAgid, making snap judgments which
they refnse to reconsider, implementing on-the-
spot decisions withont consulting with their sub-
ordinates, and penerally stifling any independence
or creativity at the subordinate levels. .., Hierar-
chy promotes rigidity and timidity.}!

In modern hierarchical governance systems,
change must proceed up and down the chain of com-
mand. In general, it will be resisted at each level, par-
ticularly when organizations are composed of highly
trained professionals.t?

Subordinates are under constant surveillance
from superiors; thus they ofien give up trying to
exercise initiative or imagination and instead sup-
press or distort information. Finally, since every-
thing must go through channels, and these are
vertical, two people at the same level in two dif-
ferent departments cannot work things them-
selves, but must involve long lines of superors.13

‘When managers see their roles as maling deci-
sions from the top, a mode! of obedience and depen-
dency is established. Organizational problems that
may be obvious to line workers go unrecognized by
administration for long periods of time. Because
worlers are functionaries who do what they are told,

they may think it inappropriate to suggest changes :
and even self-defeating for them to do so. Individuals :
at lower levels of organizations may be reluctant to -
complain to their supervisors out of fear of causing -

trouble. They may not want to appear disgruntled,
because this could reflect badly on their performance

gvaluations. Those who call attention to problems
may even be subject to reprisal. “Subordinates are |

afraid of passing up bad news, or of making sugges-
tions to change. (Such an action would imply that
their superiors should have thought of the changes
and did not.) They are also more afraid of new situa-
tions than of familiar ones, since with the new sitma-
tions, those above them might introduce new evils,
while the old ones are sufficient.”4

People are very malleable. If the organization
culture is patriarchal, people will adapt to those orgs-
nization patterns. Patriarchy and resistance to change

becomes self-reinforcing. According to Herberl
Simon, “organizational environment provides much
of the force that molds and develops personal quali-

ties apd habits!5 Orpanization culture naturally
shapes human character to conform to the premises
of organization decisions. These premises, says
Simon, “inject into the very nervous systems of orge-
nization members the criteria of decisions that the
organization wishes to employ.” Organization mem-

bers are therefore able to make decisions by them-

selves as the organization would Iike them to decide.)

Organizational change becomes very difficult -

because “in changing these old patterns, people must
alter not only their behavior, but also their values and
their view of themselves [while at the same time] the
organization structure, procedures and relationships
continues to reinforce prior patterns of behavior and
to resist the new ones.”17 As a resulf, “almost any
change will be psychologically painful,”€ bringing
with it “upheaval and dissatisfaction.™?
Organization leaders ate, therefore, faced witha
dilemma. “In a monocratic administrative system—a
bureancracy—the external owner has all the rights,
He alone can innovate,” asserts Victor Thompson.
While “innovation will depend upon the psychology
of the owner—his mood, confidence, faith and so
forth,”® administrators may not want to hear about
problems or may themselves have contributed to
them. Bven though the administrator may realize that
change 15 needed, he or she may be reluctant or even
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be unable to change the hierarchical, patriarchal orga-
nization culture that he or she has created.

APPROACHES
T0 CONVENTIONAL
ORGANIZATION
DEVELOPMENT

Most conventional organization development “seeks
o improve the ability of the organization to adapt fo
changes in its environment. It seeks to change
employes behavior™ There are several conventional
approaches that organization developers can take in

planning for change. In the systems approach, the

orpanization developer sees the system A8 & Process of
upuls, system maintenance, outputs, and feedback. A
change strategy could occur at any point on this con-

* . finunm. A change in one part of the system process
* could create changes in other parts of the system.

In the social ecology approach, the organization

 leveloper views an organization as an Open system

that is continually interacting with and adapting to its
environment. A dysfunctional organization system is

- upe that has failed to adapt. A system design that may

st one time have been appropriate or workable has

become outmoded or incongruent with new condi-

tions. The organization becomes rigid, unable to scan
its environment or cope with tensions or stresses that
its environment presents. You try to help the admin-
istration and staff anticipate changes and initiate
sirategies to adapt to them.

In the levels of analysis approach, the organiza-
liox developer might focus on the level of individual
effectiveniess, examining morale, absenteeism, or pro-
ductivity. You focus at the level of the group or unit,
helping units work more effectively together. You help
resolve conflicts, communication problems, or coor-
dination difficulties at the intergroup level, You could
concentrate on the effectiveness of the organization
us & whole, making sure its overall goals are being
met and that the orpanization’s culture is healthy.®

In the subsystems approach, the organization
developer focuses on one or more subsysiems in the
organization. For example, you could begin by
improving the reward system in hopes that improving
compensation or benefits will increase organization
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effectiveness. You might examine the communication
system, improving information flow between units,
You might wark with the decision-malking system to
improve the decision quality and quantity. You could
focus on the fiscal budgeting system, improving effi-
ciency and cost-effectiveness, and reducing waste.?

In the contingency approach, the organization
developer may view the organization as a System
composed of a variety of components, each of which
st fit together harmoniously in order for the sys-
tem to function effectively. You look at the relation-
ship of all of the parts of the organization and attemnpt
to discover which of the parts do not fit well with the
others. Once the dysfunctional componenis are
located, you adjust them so that the parts of the orga-
nization work smoothly together.

Tn the therapeutic approach, you assume a role
of a therapist whose client is a dysfunctional organi-
zation, Just as a social work clinician uses personal-
ity theory to diagnose psychopathology, you use
organization theory and & vasiety of theories of
human behavior, gronp dynamics, and organization
behavior to diagnose organizational problems. You
lack at different components of the system to deter-
mine where pain is located, and which level of analy-
sis dysfunctions are occurring. You develop a
treatment plan and provide an intervention to restore
the system to better functioning, and you evalpate the
treatment o insure ity suUccess.

The conventional approach taken here iz one that
combines all these various aspects of organization
development.

HOW T0 DO

CONVENTIONAL
ORGANIZATION
DEVELOPMENT

Individuals in organizations may lack motivation, dis-
play decreased morale, or be prone to SIess and
burnout. Dysfunctions may show up in interonit
rivalry, miscommunication, or conflict. The symptoms
may manifest themselves in lessened organizational
effectiveness, inefficiency, or poor adaptability 1o
the organization’s environment. If these problems
persist or if an administrator becomes unable to
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Health Organization (WHO). WHO coordinates
research, provides B system for notification of infec-
tigus diseases, and assists developing countries to
organize their own public health services and control
health-related problems such as poor sanitation.™

' Becoming Involved in

International Social Work

The easiest and most accessible way to become
iovolved in international social work is to become a
social work intern or volunteer, or obtain a paid posi-
fion in an international social welfare organization such
s Oxfam, CARE, World Vision, or UNICEF that pro-
vides relief or promotes community development.?

When you perform international sacial work, you
will need to learn the language and understand the cul-
ture, cusioms, and history of the people with whom
you are working. Only with & mind freed from the pre-
sumption that Westem ideas are SUpEerior cam you pre-
vent yourself from unintentionally reinforcing the
conditions you intend to change. You may, for exam-
ple, come with a sincere intention to help develop peo-
ple in an impoverished nation. Social workers who
come from Canada or the United States, however, can-
not develop the poor or anyone else. The only person
you can develop is yourself, and the only people who
can develop the poor are poor people themselves.
Modern developmental models represent top-down,
rational, market-orientation ideas of “progress.” You
cannot be a representative of these ideas. Instead, you
honor the ideals of human potential, self-determina-
tion, self-development, and the necessity for people to
construct their own social reality and community cul-
wre. You disassociate yourself from enlightenment
reason, You assert that self-reliant action by the peo-
ple will not be determined by others’ Imowledge but
by the people’s own kmnowledge and action.

You cannot assist in the process of liberation if
you are not first liberated yourself. Tarun Mandals
(poor peaple’s village organizations) give you this
advice.

We need outside help for analysis and undes-
standing por situation and experience, but not for
telling us what we shauld do. Initially we had
genuinely thought that outsiders had our good at
heart and knew better. We did not think much of
ourselves and did not have jdeas of our own.
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An outsider who comes with ready-made
solutions and advice is worse than useless. He
must first understand from us what our questions
are, help articulate the questions better, and then
help us to find solutions.

An outsider also has to chenge. He alone is
a friend who helps us fo think sbout our problems
on our own. The principle should be minimum
intervention.

‘Once you have become clear about the difference
between the values, methods, and pracesses of mod-

ernization and the principles of helping people gen-

erate their own ideas and decisions, you may be ready
to begin. Your primary task is to assist iocal people to
attain a Kberated mind in which they not only affirm
that their ideas are of value, but they trust their beliefs
and culture and respect their own judgment. Only
with a liberated mind can poor people release their
creative poteniial to conceive the new world that lies
ahead of them and then act on that vision.

While you may raise questions and sharpen
thinking, your goal is to assist members of commu-
nities to make their own decisions, not judge whether
the direction is the right one. The strength of your
method is your conviction that ordinary working peo-
ple are capable of social inquiry and analysis, and this
capability can be enhanced by practice. Liberating
education is more than the transfer of information; it
is the practice of freedom. You affirm that poor vil-
lagers have the capacity to direct their own develop-
ment and discover a “truth” of their community that
becomes as valid for them as scientific truth is to tech-
nologically minded members of the West.

You engage community members on their own
territory and on their own terms. You must be willing
to give up your own lifestyle and gconomic attain-
ments to gain the trust, Tespect, and confidence of the
community members. By living in impoverished
communities, you demonstrate that you are willing to
Yive the same life that they live, breath its air, eat the
same food, and as much as possible become attuned
1o its culiure.

One of the hallmarks of an international social
worker is your ability to engage people. In the early
stages of community work, your main job is simpiy to
get to know the community and make friends with the
people there. Talk to them about their lives, about the
life of this community, and their fzelings about living
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