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. ABSTRACT .

This report presents the re sults of a three-year
1 program of research designed tsa evaluate the effectiveness.of

institutions serving dependent and neglected children in terms of
their impadt on resident children, andtheir ability to. respond .to
changing demands on their services. BaSically, the research was
geaed to determining whether the open, community,--oriented
institution was more effective with children and-responsive to change
initi,ativesthan its counterpart, the closed (non-community-oriented)
institution. Three distinct external strategies for inducing
institutional change weredeveloped'and introduced in a controll4d

-fashion over a yearns time with groups of Institutions% An
, examination of the,results of these strategies enabled an assessment

. of the degree of responsiveness of'differently structured
institutions to different types of external change initiatives. These
dfforts!yielded considerable information of a technical nature on
measuring*Ldstitntional,effectiveness, and of a substantive nature
-regarding the quality of care provided by institutions for dependent 4
,,and neglected children-1 (Iii.thcrr/SJ1f) .;.
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Introduction

In tte.stImmer of 1971, the Regional Institute of Social
Welfare Research began a three year program of research.de-
signed to evaluate the effectiveness of institutions senvirig
dependent and neglected children in.terms of thbir impact on
resident children and their ability to.respond to changing.
demands upon their services.

.

.

.

In the simplest conceptual terms, we set out &deter-
mine whether the open (cogmunity-oriepted),instituti n was.
more effeCtive with children and responsive to change irii"--
tiatives than its counterpart', the closed (noncommuni y-ori-
ented) institution..

.

. .

Persons who assume existing levels of information about
children's' institutions adequate for the formulation of pro-lb,
fessional opinion and public policy may pause to ask whether
Another study was necessary.

Some who harbor dark suspicions about the appropriate-.
ness of any sort ofifttitutional care in our society may
find gross illogic inany effort to evaluate the effective-
ness Of a form of service.delivery deeied to be inherently
defective. Further,, they may questiqh the usefulness of de- ..L.1

termining whether childreh's institutions are respohsive to
change in delivering their services when the belief is that
they should be done away with altogethe:

,

Others, who reject the either-or tone of the advocates
of total deinsfitutionalizatiofl,,are convinced thA institu-
tions

.

have a N.i- specialized role to fulfill in serving
special tiroblem hildren. <^

.
\......

Individuals comfortable with this line of reasoning may
.find the purposes of 'our research to Rave value but may still
ask whythe research Was performed with institutions for de-
pendent and neglected children. , .

-' . ,

In the broadest definitional terms,'debendent and neg-
.

lected children are .hot viewed as speCial problem children,
that ise:children demonstrating--or at least labeled assuf-

,
fering--Personal menial, emotional, social and/or physical
deficits or deviancies (Seidl, 197)).

1 ' P. , 4. ... ,

In sum: Why apply the research,to institutions serving'
children who should not be institutionalized? _.

..,,
. 4.

4 .

'
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These value positions an6.theLquestions,posed by them
are, of course, open to conjecture and debate, although it
would serve no purpo6e to examine their relative, merits at
this point. The most straightforward reason fo such a
study is that child dependency and neglect are 1i-ratters of
growing concern to public officials and others responsible
for developing and providing services to the nation's chil-
dren.

The body of statistical evidence on.rates 'of marital LA.
breakdown', single parent'families, child abuser malnutri-
tion., schdol failure, and so on, are often taken as indi-
cators og a decline in..the ability to copewith the respon-
s4ilitie; of child rearing.in a 'growing:,.number of families.

,

Substitute care andcommunity based supportive services
.

s to,maintain children in their own homes consti to the two
basibservice optfbns .

In'terms bf substitute care', thereis growiig awakeness
that there may be nt universal alternative to.institutional-
ization for dependent and neglected 60.1dren.'

.

Forexamp/e, the changing role` of women in'our.society'
may have conO.derable impact upon Our patential fot redruit-
ing* sufficient numbers of adequate foster homewparents in
the,' years ahead.'

The general utility .of the, small group residence is al- '
O.open to question. EvaluatioWe of gFoupthomes serving de-.
pendent, and neglected populations (i.e., nontielinquentinon-

, mentally retarded children) indicate mixed,or-indeterminate

. ,

- -

'See Ksclushin, 1973. It shouldbe noted at the dame
.time that the public eXpresses strong support fir
.velapment and funding of foster home care resources. The
results of a recent national survey-,af the public.'s atti-
.tudes toward welfarie services .indicated that.81 percent of
the sample felt fofter home care represented a goo0ase Hof

1c public funds. Genevieve W. Carter, et al, Public Attitudes .

\.,) 'Toward Welfare: An Opinion Poll (Los Angeles:: -Regional
Researctr Institute In ,Social Welfare, December, 1973) , p." -

,

/
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;, results.at best.' Moreover,, the cost pe. child :gif small
group home care is likely .to exceed that of other forms of
substitute care-(Koshel, 1972; Fanshel and Shinn 19727
Gula, 1974). .

,

.

'sj.,
... . ,

.

. .

Codsiderations of cost.andavailability of alternative
placements may partly,explain the bottoming out of the trend
in'the number.of institutional placements of dependent and,'

. heglected children in recent years, following,a cOnsistent ,' ',

6recline in the trend over the dastAalf Century w so.
,

.
,....4

..,
.Growingipublic concetn aboilt chins dependency and rreg-

lect and the implication that some level of demand for in-
.. ,stitutidhal service's will, cohtinue into' the immediate future
:point t the need to..re'aPpraise the role of' children's instir,
tutiOns. ih.delivering substitute care services.' :

-,- -..1 .i

. 'Eve iT the-demand level rgMains'relativefy constant,
there is pressingeed to up4te'our knowledge about'in-
stitution 'for, dependent.and neglected children. Very
little sys ematic work has been done in recent years in .

spite of t e fact that%such institutions represent a sizable
propOrtidd.of the-total number of children is institutions of .

all'types i operation today.. .

Adc.ording to the most°'redent,information avaithbte,'-%,
seiteral'hundred institutions scattered throughout the nation,
representj.ng Aver 40,Percentof all children's institutions,
claim to bbrving,p7rimarily dependent and neglected chit=
dren (Kaduphin, 1973).

.

.

.,%

For'*ecent examples of a growing body of
findings on small grdup' home care services see:''Project

ti
Report, Project Reform: Use of Residential'Programs,to
Provide Social and Vocational Adjustments for Adolegbent
Girls, Villa Loretta School, Peeksvilie, N. Y., February,
1969; Final°Report and Evaluhtion,'GrrIs' Residential
Youth Cphter, Portland,, Maine, March, 1970; and Final .

Report: . Boys' Residential Youth Center Effect ornTova-
tive, Supportive,Services in Changing Attitudes of "High
Risk Youth, Boys" Resideinti41 Youth Center, New Haven,
.Connecticue, February, 1969..

r i
s 4.

t
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The aggregate resident. population qf these institutions
is estimated to.exceed 60,000 children, 88 percent of whom
are located in voluntarily funded services.

ThiS last fact suggests something about.the survival po-
tential of these institutions in the face of periodic changes
in service emphases and fluctuating demand levels for substi-

r tute care.

Most institutions ior aependent and neglected children
.are'the durable descendents of orphanages and their survival
rests primarily upon, the continuation of a 'strong tradition
of voluntary support for such services (Whitaker, 1971). Un-
less this tradition suddenly evaporates, these institutions
Will likely,endure in large numbers for the'foreseeable fu-
ture:

Thus, there is a need to know more simply because these
institutions represent a major component of the existing ag-
gregate of substitute care services for children and they are
likely to remain a significant component.

.

Finally, there is a need-to know more abbut these ser-
vices from a different perspectiva perspective plat holds
prcipise cf kovidihg more useful information to those respon-?
sible for,)aeader§hip in shaping the directions to be taken
by these institutions in the provision of substitute care
services--

For a variety of reasons; 'most of the research on chil- '
dren's institutions upto the present has dealt'with"clinical
treatment processes and methods and/or case analyses'of indi-
vidual institutions (Shyne,, 1973),.

Ttie results gleaned frolfisuch research may have high
valUef.o the practitioner working With a particular type of
child, but,they yield precious little about overall organi-
zational performance and are often not directly transferable

1-6HEW Pub] cation No. (RS) 73-03258,-NCSS Report E9,
Childien Served byoublic Welfare-Agencies and Voluntary
Child Welfare Agencies hand Institutions - March, 1971, Table
10. 411 . .

This figure exclUdes 4,000 residents of uolun ry mater- *

nityhomes and disturbed children residing'in medic11 insti-
tutions. ,

..

41.
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. ,

.,
to institutions serving different types of children or uti-
lizing different treatment apprdaches. ._:...--'

We have utilized the iDstitutionAtself as the unit of
analysis in, the research reported on in the body df. this
document. .

.

.. .,.

.

.

Instrument were developed-to obtain baseline measures
1 of the structure - -or milieu.if you Wishof a large number

of institutions in order to allow comparative analysis of
aggregated performance':outgome scores for resident child
populations and institutional staffs. ", ,

. :

; I

Additionally, three distinct externar strategies for
inducing institutional cham4e were developed and introduced
in a controll%1 fashion over a year's time with groupd of.

. .,

institUtions eb.asSess the degree; of responsivenest of dif- . - -

fetently structued'institutiong to different types, of
i

ex-
ternal change initiatives. ,.

.. .
. ,These efforts, we believe, have yielded considerable

-information of a technical nattre on measuring institution-
al effectiveness" and of a substantive nature regarding the
quality of care provided by institutions for dependent and
neglected children. .

.

.0 '.
.

. ." .

It is'hoped_that the approdch we adopted fulfils 'its
'potential for .produ*ing information of gengral usefulne§b.

'

for thOse in decision-making capacities in d wide variety
of childien'd' institutions who are confronted with the com-
Ipelling'issues of organizational effectiveness.. ,%

, .
. , --).

.

%
-

\_
(

,

.
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CHAPTER ,I

THE THEORETICAL PERSPECTIVi'

Part. I: The-Institutional, Impact, rom the Perspective
of Community-Oriented Cale and Adequate
Child' Competence for Community. Living

.

What ardthe characteristics of the effective ihst
serving dependent and neglected children?

In our view, the questidn,must be addressed from t
standpoints. 'First, an institution's'impact upon its
dent.child population must be determined;.and,secondly, an
int*itutio4's responsiveness to changing service,demands.in

. its e*ternal environment must be assessed.

A,seardh for reasonable answers from eitherstandpoant
is a fokmidable undertaking, Taking the.partilin tandem, a
we have,.:compounds the cOncepttal and logistical Prbblems

..that'muSt,.be:resolvdd. ' /'
,

, .

. ., ` - -, , . \ - , .,

The introduction to this work attempts to pet the stage,
by giving some reasons why. tfiis effort was launched. This
chapter "set's. out what - we studied, that as; the perspective.
and deTiaiional Iii Tts adopted in approaching the issue of
institutional effectiveness in terms of impact on_ sresfdents
.and responsiTenepstochanwing community service needs.

,..
.

.
i

Chapter II spells'out how the work was accomplished
from ,a'technioal. standpbint777 ,

J. . .,,
Ultimately, the value.ofyhat we have fourid and re-

ported in the'remaining.chapterSyill rest with the reader's
judgments about the pertinence, condeptual:soundnesa, and
technical adequacy of our efforts.

.7,

. ' ; . .

'
..e

, _ 'the Baseline: . Aailodel of CoMmtbityr-
Oriented InstAutional Care

'44

Our beginning.premise s that children's institutions
have in common 'two basic o igatiOns.

fi-

7
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i First, o

sibility for
institutions

"

o

4

I

ildren's inistlitutions share ,in common a'respon-
eeting.one or more, commupity defined needs for, ,

.1dervic6.
,

4

'Secondl
, pa0. rest

. th r own, co

. .

the share in' .common a responsibility' for pre
.

nt c i ren of a return to kequate iv,ing in.
unities in as rapid's manner as current service

technologies permit.
. . .

Both o lAgations inay be clonveried.to measurable goal
statements y whioh institifticinal effectiveness can be eval-
uated.

Regarding the issue of institutional respontivenesi to
external environments, it is important to determine the de-
sirability'of the'directions of.organizational change as well
as the degree ;of an ihstitution"s _movement.

.

. Is an institution, moving toward or away from ,a desirable"
mode,of service'deliveiy, or, 'the.change,it is undergoing ,

simply a reflection of a.6te of chaos or-purposeless drift?

.

(`c. Lippett, 1973)

IMplied=in all of this is" the underlying question, name-
ly, is there a model of care for institut'onalized children
toward which institutions should move and against which their.
effectiveness' can be 'properly assessed?

.

The eXtensive literature on children
vides some leddS but no clear answer.

With a little effort one
commonly discussed.approaches
literature, namely, Ostbdial

s institutions pros.

i
can tease the elements of two [.
to institutional care from the
care ,and the therapeutic' milieu.,

'Custo4a1 care is, of. course, the bad guy, the negativ9.
end point on the continuum. The ultimate goa,l'of custodial..
care is deemed tole orgarrizational maintenance'and those who
run such institutions are believed to manipulate community
and resident population relationships. to-serve:that end.

According to" informed opinion, this 'approach is- marked
by.long term care and. routinized, impersonal service methods
that acre productive of institutional remoteness from communi-
ty environments and.intern41 stresses toward confo4mity to f

institutionally contrived behavioral standards (Goffmap, 1961;
Holland, 1973).

S. .
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While there is some evidence that institutional emphases
of this sort may retard or otherwie distort the intellectual,
affective, and/or social development of some resident children
(Holland., 1973), it is far from a proven fact they uniformly
dehumanite and permanently damage children to the extent com-
monly implied (Shyne, 103).

Nonetheless, from a theoretical standpoint custodial
care would not meet either goal we have set forth in airy ap-
pfeeiable mannery

Directly, or by inference, the therapeutic milieu is
frequently presented as the opposite of, or' a cortective for
custodial care,1

.
While there isra§ yet no commonly agreed upon discrip-

tion of the therapeutic milieu, discussion of the concept
usually stresses dMploying.mariants of the team approach with
staff to intervene 'a resident. child's daily life world (life
spabe) to achieve what the team agrees to be beneficial chang,
id the child's inner and/or outer behavior (Whittaker and
Trieshman, 1972; S. H. Taylor, 1973).

Institutions identifying with this approach generally
rely heavily on the skills ofprofessionally trained staff
dedicated to the goals of changing, correcting, and restor-
ing children with presumed or known problems of one type or
another.

V'
Unfortunately, the concept subsumed under the label

therapeutic milieu are not verb, helpful in identifying criJ-
teria useful to constructing A evaluation model for insti-'
tutions serving dependent and neglected children.

One reason for this is that institutions for dependent
and neglected children operate at least implicitly to achieve
the goals of normal growth ar0 development. Their aim is to04

e
'As Red1(1958) noted long ago, the term milieu simPly,

represents the collection of factors one selects to describe
the nature of the,institutional setting. Tacking on the word
'therapeutic serves to draw'Atentionto the positive or nega-

, tive effects these factors haye upon the behavio of the_res-
ident child.exposed to them and how they maybe purposefully.
utilized to enhance achieverWnt of serve goals.
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assist and enhance the functioning of children already mov
ing along this path of adequate performance rather than.to
rdice or eliminate personal pathological barriers, thereb
restoring them to that path.

More importantly, the therapeutic milieu is not conce-
tualf? independent of custodial care and, therefore, not i s
true opposite.

The point.'has.been made more than once that the ther -

peutically structured Tlieu'may become rigid in the excl
siVe conduct of specif' treatment modalities thereby crest-
ing demands for staff allegiance and child cohformity and
fostering, long term. care as well as detachment from a pot't-
tially critical community environment.

The appeal ofits goals and program notwithstanding the
therapeutic milieu operat4g in this manner would fall-s ort
of the two baSic goal's we have posed much'as the custodi 1
institution does.

Following this line of reasoning we have concluded hat
community-oriented care offers a sharper contrast to cus o-
dial care for our purposes.

The model of community-oriented care we finally: adopted
is presented in outline form in Diagram 1-1 followed by a
brief discussion of the rationale for inclusion of its vari-
ous components.

RationLe: External Dimension Components

In its external relations the community-oriented- insti-
tution is sensitive to existing and changing needs for,resi-
dential services as defined by its community environment and
exhibits at least a potential capacity for responding.

In. terms of its current modes of operation, the communi-
ty-oriented institution demonstrates a capacity to manage
child flow (El). It is not burdened By waiting lists or ex-
cessive numbers of vacancies, maintains a reasonably balanced
ratio of admAssions to releases overtime, utilizes a wide
variety or referral/replacement resources, and deemphasizes
long term or permanent care-.

4
The. community-oriented institution is also marked by

the degree of heterogeneity in its resident population (E2).

J 4
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Diagram 1-1

A Model of Community-Oriented Institutional Care

' Goal: Meeting Community
Defined Need :

(External dimension com-
potgts) A

,
.

El. Child Flow

E2. Population Composition
E3. Restrictiveness of Ad-

.

missions . .

E4. Staff Capacity: Depth

staff Capacity: Conti-
nuity

E6. Staff/Community CrosS
Flow

E7'. Institutional Change
Status (Director)

Goal, .Preparing Children.for
Return tOCommunity

(Internal dimenbion components)

Il. Replacement/Follow-Up Pro-
gram, ,

12% Child Stigma,
13. Ctralization Live/Eat

Fac lities
14. -Comprehensiveness: On-

grounds Program
I5. ,Daily Life Decision-Making

4'attern'..
I6.*Rewards/Discipline Pattern

17. Centralization of Decision-
Making

O

Conditiohs of dependency and
by children of either-sex, of all

W less of individual differences in
sonal coping abiI4ies.

I

neglect may be experienced
races, dt any age, regard-
family backgrounds or per-

.

,Thus,'even if an institution seeks to limit its services
to those falling within a narrow traditional definiticin of .

dependency and negldbt, it can be determinedto bp responding
to all such children in need or a favored few.

The image an institut'ion puts forth to the community in
terms of its admission.policies (E3) is sufficiently impor-,
tant to warrant cAtideration independent of the actual popu-
lation served. For one thing, the typeof child an institu-
tion says it will accept may be quite different from, the type
being served.

More importantly, the degree of opennes in admissions"
-policies gives the community -- geographic as well as communi

6: 0
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,

.of interest--an idea of the extent to which the institution
might be rered upon as a useful resource in meeting chang-
ing communit service needs.

,

Finally, the communityoriented institution has highly
permeable boundaries (E6) marked by'substantial use of the
institutionby the community for its own purposes an ag- -.

sitting the institution, and, conversely, by a high tee * s '' .k

of instittktional staff invOlvement in the community's network .,.
,

of child welfare services. ..

In addition to an institution's current modes. of opera-
tion vis a vis its community environment, it is important to
assesiiti153tential for further responsivene0 to community..

.;',defined need. ,
,

.

.

. *e.

In this matter, we believe an institution must have,suf-.
ficient numbert of appropriately.deployed.steff (E4) : The :'
staff must alto have sufficient'faMilarity with local service 4
problems gained through job experience.a .. adequate training
and preparation for providing services Wt).. v.,

91 4,

.
. V

In short, a major part,70f an ins ution's capacity.for 4

responding.to changing.community need rests with the overall ,t
,.--- .capacities of existing staff. 1 .._

,,

, .

., . ... , . ,. - ,

,,. ,
4,

. , ...s.

Institutions marked IT inadequate numbers of badly orga- Jil
.,

,
nied staff who are pobrly,trained and who frequently quit to .:NALIdafter short' terms of employment are Viewed as lacking in such *.. '1'...,

O..capaoities.
..

. .

'kl

To complete the picture, we have ,includda the overall.
orientationt, of the institutional director toward institu-
tional change(E7). It has often been noted th4the direc-*
for is a key person whose views loom large in the operations
-of.an institution (Weber, 1962; winter' and Janowitz, 1959).
If this is so, his orientations must be considered a major
component in assessing an insti'tution's overa,11 responsive-
nese to meeting community defined need.

Rationale: Internal Dimension Components

Internally, the community-oriented institution devotes
itself to the singular purpose of preparing Children for a
return to adequate living in their own communities.

4

6
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%. To ao..this, the institution must.have a planned approach
..aim&a at replacement (I1) that operates frOm the point'a
dhild is being considered for admissioan and ends only when
,allow -up information determines the replacement satisfactory.

'' This approach includes, among other component's, involvement
of the child in the dedipion-making process, consistent con-
tact with the primary replacement resoUtce (parent or others),
and implementation of after-care supports as needed.

,/

Programmatically, the community- oriented institution
strives to maximize the resident, child's exposurd to benefi-
dial real life Community experiences patterned as closely as
possible'to thOse engaged in by nonresident children of simi-
lar ages and backgrounds.

Thi4 is none by utilizing community recreAiwal, cOun-
seling, educational, and other types of programs 'M./the same
manner as they are utilized by nonresident chifaren rather
than by developing a comprehensive on-grounds prdgram to
duplicate what the community offers

,

All' features of the prQ.gram of care that would set .

resident child apart (I2) relative to m9de of dress, ,t ns-
portation, presentation of children in groupsy and s. on,
must be minimized. Of importance here? community experience
Should be provided under community supervision to the maximum
extent possible.

z
1Standards useful as guides for develOping program4in---

.community-oriented institutions derive essentially from staff
knbwleage about what'adequate.child-performance for comtunity. Iliving meansw : .

J. ;,,
.

. -

Institutions that rely On efforts tqde'velop,suitaiile
replicas of, parental family life styles and/or upbn creating
elaborate'supportive prOgrams on-grounds asthe,primary mech-

.

. anisms-fbr 'pkeparin§ children, for Community reelacement may
"swell'produce institutional environments that have a Poor fit
to the realities of community living.

. :

'Preparation for comMuriity liVing,through. exposure tp
,community experiences undertr6aljife'cbnditions is support-
.-014 on-grounds by modeling 3lifting arrangelnemEs, child decd;
4on-making involvement in his own affairs, an4 reward/dis7
Caplane iystthis on thole that gene6lly prevail in cOpmuni-

. . , ..

. , ties, as opposed to those that might be contrived for the
'., 'convenience of institutional operationp.

.,-

, .

** r 4 ' :
T
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,The.community-oriented institution is thus identified
with decentralized living an eating facilities and arrange-
ments (I3). At a minimum the be arrangements afford a mea-
sure of personal privacy and choice in hodsing appurtenances
and protectionof private effects, along with facilities for
preparing coals and a voice in expressinglfood preferences

, .

wit]/in each housing unit. I

Further, such institutions broadly engage children in
daily life decision-making prodesses (I5) and distribute fi-
nal decision-making authority.throughdu the staff hierarchy
including allocation of such authority residents commen-
surate with their age levels and establ shed.patterns of re-
sponsible behavior (I7)."°

Finally, reward/discipline methods are directly ti9dto
, child'deciion-making to reinforce personal responsibility

in behavior (I6) . .

/ ,

An general reward/discipline methods should be patterned
on those prevailing in the community and conform to'some ele-
mentary'principles of social justice.(Thomas, 1974).

There shodld be a single set--rather than ddal sets--of
standards for on-grounds and community behavior, impartial
and equal applicatidn of standards for excellent or repre7
hensible behavior about which the child has advande notice,
and an appeal or grievanCe mechanism.

4

Tangible rengrds/discipline should be emphasized, how -_.
ever, extreme rewards (large allowances or the removal of
all accountabilffty for behavior.) and disciplines (corporal
punishment or expulsion) should be utilized rarely, if at
all. Rewards/discipline should be meted out by staff mem-
bers most closely approximating, ,in status those community
persons who normally would reward o discipline specific
types of behaviors.

Briefly putl, the community-oriented institution accord-
ing to Mr model is highly integrated with its community en-;
vironment, oriented toward responsiveness to that environ-
ment, and capable ot toldowing through.

Internally, the community-oriented institution maximizes
exposure ot the resident child to real lite community experi-
ence and organizes on-grounds tacilities and program to rein-
torce responsible community behavior as the essential approach

C
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to preparing the child for a return to'adequate livin in
his own community.

What is Adequate Child Competende for Comm*y Living?
I

An important' statement hasrecently appeared in the
literature proposing that the time honored guideline of "in-
the-best interests of the child" be replacedthy a'child
placement standard that would yield "the least detrimental
available alternative for safeguarding the child's growth'

`and development" (Goldstei n, Freud, and Solnit, 1973).

For a great many children who cane to be known as de-
pendent and -neglected due to some crisis, inadequacy,' or
breakdown in their families, this would be a boon.

The best interests principle is deceptive: It can lead
those responsible for planning and providing substitute care
services to expect and demand more of these services than
they are able to deliver:-

V

The principle of least detriment helps reduce such expec-
tations and demands to more realistic levels. A' series of .

foster home placements is not the least detrimental substitute
care experience for thoSe children who need stability to pro-
mote growth and development (Miesel and Loeb, 1965). More-
over, for children for whom the next stage of growth means
independent living, or for whom a return to their own fami-
lies is a real possibility, the imposition of foster parents
into their lives may be productive of a_6onfusion of loyal-
ties,unnecessary conflict, and perhaps a temporary arrest
of growth and development (H. B. Taylor, 1966).

Similarly, some children are likely ill served'tly being
placed in high cost therapeutic environments, although, it is
difficult to see this when exercising the principle of best
interests.

It is possible, however, to conceive of children being
diverted from the pathiof adequate growth and deVelopment to
the correction of past problems or difficulties-brought to-

their attention while residing in therapeutic environments.
Such efforts may contribute little,to the enhancement of
their current capabities for growth and levelopment and may.
simply work to divert attention away from the exercise of
existing Capacities.

a-
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Without belaboring the pdint, we suggest that community-
oriented institutional care may represent the,least .

tal placement for many dependent and *Fleeted children.'

Community-priented care, as we have outlined it, seeks
to assist each ohild.in attaining or maintaining the skills
needed for getting on aaequately,in the world at liarge For
many, dependent and neglected children thismal; well be more
pertinent to the promotion of growth and development than the'
individualized love and affection a child is presumed to get .

in a foster home, or the higher level of self awareness and
insight-a chitdis presumed to achieve through exposure to a
t4erapeutic milieu:

.

The list.6f competencies a child might need--or find use-
ful--in understanding and coping with the'world,in which he is
growing'Uvis seemingly endless.

,The list can be narrowed considerably if we limit our
search to identifying those capacities and skills necessary,
to.adequate performance. In other words, what minimum Set of

etencies would reasonably assure that a child having a
decent living arrangement in his community would be able to
handle his life experiences in a personally satisfying and
socially non-deviant manner.

In our view, there are three necessary-I-if not always
sufficient--competencies that a child must bring to his daily
life experiences to utilize them beneficially,, as listed in
Diagram _1 =2:

7

Diagram 1-2

Essential Child' Competeneies for Adeguate Community. Living

Cognitive -------*. Veibal'learning performance ability
,-Secial -------+ Task and Social relations cottipetencek ,. .

Affective .,,------1. A sense of self direction in daily
,

.. .

.-.:

.

, , life activities is, 1.

Rationale * A ,

A priMary reason for selecting these competencies is
that .the literature identifies them as among the more impor- '

:I

.

111.1:
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tant child capacities thought to be neigatively effected b

, s' institutionalization:

Existing studies shoW mixed results relative to the ef-
fects of institutictnalization upon 'overall child intelligence.
Some studies, particularly those involving retarded children
indicate.that idstitutionalization may have a detrimental af-
fect on intellectual growth (Holland) while other studies of

:presumed intellectually adequate children, such as WOlin's
..,11969), sho little difference in functioning between the in-
stitutional zed and noninstitutionalized.

17

Perhaps, as. Zigler (l97) has swigested; the magnitude
of.the impact of compensatory programs on child intelligence
may be over.emphasizedsiriaply because we have concentrated
our research largely /6n cognitive effects to the neglect of
motivational and emotional factors.'

On the other hand, it is hard to see how a child can get
along Well in his own community without attaining some reason-
able level of learning and communication skills. As Dr. Glennan,
Director of the National Institute of Education, pointed out
in supporting the priority on such skills set by him for the
FIE, "...reading and skillsin communication are crucial.for
success in sOciety"..OHEW 'Newsletter, 1974, p.4).

After weighing such evidence and opinions, we concluded
t1at the'minimum cognitive skills needed for adequate Commu-,
nity living are those.related to understanding and appropri-
ately using verbaLlanguage. A child capable of reading with
understanding and using words knowledgeably is a child capable
of communicating-his views, grasping those of others and nego,-
tiatihg. experience cognitively.

Social and task skillg are.oalso frequently reasoned to
be negatively effected by institutionalization. The learning
experience in an instituti6nal.envi,ronment may deviate so
Much from community life experiences as to ill equip a child
for his rettlrh to community living. ,The.Bellefaire follow-up
study (Allerhand, et al, 1966) showed rather ,clearly, for
example, that degree of institutional adjusfment.was non=pre-
dicative of success or failu're of children subsequent to their
return to'community living.

'Dr. Zigler was 4pferring specifiCally to the .Head Star t
program; however, we believe the'point to be broadly applica-
ble to research in .many areas of program effects upon children:

a
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Others'have reasoned that the institutional environment
induced fear and suspicion.of'adults*and a reluctance to in-
teract and develop adultAchild relationships (Yarrow, 1961).
Similarly, Polsky (1962) has deicribed the delvelopment of
peer relationships in an institution which differ, in degree
if .not in ,kind from those a child '!night be involved in living
in his own community.

.

.1
Turning things around,.it would seem essenti4 to ade-

quate community living that a child'kno4w how to do the things I.

his age mates can do and to negotiate peer and adult relation-
ships within at. least minimally acceptable social limits.

Finally, the literature is loaded, with theory and illus-
A'trations of the negative consequences of institutionalization

on the affective side of a child's life (Jaffee, 1969; Seidl,
19'72; Hollarid, 1973). s

In general,.thes4 works suggest that institutionaliza-
tion yields demoralizatiOn'and social apathy (Shyne, 1973,
pp.113ff). This sense of detachment from one's on daily-
ife experiences could.hardly bode well for coping with the
complexities of community titilting.

From' an affective 'standpoint, a child needs to feel that
his invo vement in is own e experiencesmakes a differ-
ence in their,direction and outcome. Without. this sense of
involvement it is less likely thatthe child will enter into
give and take, trial and error, and other risk-taking behav-
ior often enough /or intensively enough to promote his.own
growth andAdevelopment.

In sum, what we'have'presented are what we believe to
be the es4ential cognitive;,, social, and affective competen-
'cies necessary for adequate community living.

.These competencies haN.Ye.beefitcorivdtted in this study -to
relatiN;ely modest- -and therefore attainable--outcome goals
against which institutional effectiveness in terms of impact
on resident children has been evaluated.

On the one hand, the li ature identifies these qompe--.
tencies as "among' the most fu amental to child growth and
deifelopment, while on the other hand, it suggests that insti-
tutionalization-may seriously impede their.attainment.

"'

.
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Part 2: . The Design of Ex erimenatal Change-Projects
,to Evaluate I- tutional ResponSiveness

to Exte n41 Ghange.Stimuli

Because institutlps for.dependent and neglected chil-
dren have been frequently accused of being,oblivious to
Changing community neelis.for children's' services (Fink,
1971), we set for ours a second task, that of assess-
ing institutional resp siveness to changing external con-,
ditions and service demands.

We were under no illusions that this would be an easy.
undertaking. We agreed then, as we do now, with Ohlin's
observation 'that, "It is obviously much easier for propo-
nents of change 'to.chart new directions-for the residential
treatment field than it, is to implement them in practice"
(Ohlin 1973, p.194).

Our job was made more difficult by several additional
constraints, some self imposed and some stemming from lin-

_ itations of research resources.

First, we were committed to evaluating community -ori-
ented care which committed us to try to change children's
institutions toward a closerA'Approximation of the community-,
oriented model of service delivery.

Secondly, we decided to utilize Institute personnel in .

an% effort to induce inst tutional change in order to retain
maximum control over the implementation and evaluation

Thirdly, to enhance the evaluation of tje degree of in-
stitutional change produced by..our external efforts, we sought,
to conduct this phase of the/research in conformity with%as
many of the canons of classical experimental research meth-
odology as possible..

All 'of this was to be done', as will be discussed later,
within a one yeai time period with. .a large sample of volun-
tarily funded children's institutions.

In shOrt, we entered the field seeking the voluntary
agreement of a large number of children's institutions to
be assigntd to one ofseveral year long effOrts aimed at
changing them in a community - oriented direction.

:81



Selecting Change Stfategies: Matching
External Change Mechanisms and
,Sources of Change Initiative,

The major tasks to be dealt with were the identifica-
tion of external change strategies that met our research
Criteria, and the operationalization of the role of Insti-
tute personnel governing their conduct in carrying out the
strategies in the field.

The vast literature on social change' provided a start-
ing point in the search for external strategies for induc-
ing thange in children's institutions.' Although there are
nearly as many theories of social change as,theorists, So-
cial, change is not as Bertram,Brown once lamented, "...an

. undefined poncept applied to multidimensional phenomena with,
inadequate techniques for measurement" (Coelho and Rubinstein,
1972, p. vii).

The, problem was.not one of vagueness, but rather one of
extracting promising. external change mechanisths from a multi-
tude of theories dealing with social-thange)in social-move-
ments 1 organizations, and small groups..

. On the one hand, theorists concerned with the' social
determinants of human behavior have tried to reduce broad
social theories for use,in understanding the dimensions ,and
dynamics, of organizations. On the

f the
othInhand, those con -

cerned. with the role of individual social change have
tried to extrapolate from personality and small group theory
in developing models of organizational behavior.'

'The development of material 'in Ids section owes a
consider ble debt to pr.,Fredrick IC geidl, who p'repared
a positi n paper on the subject titled, "A Strategy for
Change i Residential Care", Mimeo, 1972, 24 pp., while
serving as a_conspltant to .the research program.

'

2For a comprehensive review of. the literature from
`k both perspectives see Mouzelis.

1
.1967. ,

- _
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be(described as "muddling,
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ive in the.organizational -

external..'

ese'search s are presented in outline
llowed.by ur rationale for seleCting

and source of initiative in shaping the
egies we u ilized.

(Insert Diagram 1-3),

Four criteria ere laid down as guidelines in selecting
-among change mechan sms for purposes of creating change
strategies,- as--.fo

1. A mechanism-must be nonviolent and legal;
Y

2. A mechanism must be manipulatible within
our command of resources;

3. A meu anism must be capable of replica-
- tion- and /or general _transferability to
practice; and,

4. A mechanism must lie supportiie of our,
change'goals,and consistent with our
research commitments and approach..

V

IWe can'only hope that our efforts reflect Laurence
-Lynn efinition of muddling through as,"...doing the
hard w k of researching, evaluating, experimenting, ad-'
vocating, and negotiating, but doing it as Well and as
thoughtfully as we tan," as quoted by H. A. Davis and
Susan Sali4n in." hortfall: What Next forthe Evalta-
'0.on?". Evaluat Spring, 1974, p.59.
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. . Diagram 1t3

Change Mechanisms and Sources.of Initiatiye:
Components 'of External Strategies

for Organizatiobal"Change
i^

Sources/of Initiative.Change Michanisms

Charismatic Leadership'

Information Exposure

Social Pressure

Money

Law/Regulations

Consultation

TechnOlogical,Shortcuts

4

. . .

External' Elites '

\\ (Community- Govern-
ment ;Leaders)

, .

Ext rnal Citizenry ,

Alig

(C 1/ectikre/Indivi --- .

ual)'.

Internaf.l.ites.
( Organizational
Manageinent) - .

._,

'Internal Participants
(Lower Staff)

.

Charismatic Leadership as a mechanism was rule'd- out as
failing to meet criterion a. While there is general acknowl-
edgment that relatively unique,gifted individuals can move
events--and organizations--the technology for identifying and
hiring such persons for research work and later. training
Othersoto perform such work in general practice does not
exist. .

Both Money and Law / Regulations are clearIy echanisms
that can change organizations"from without. Both, however,
were beyond our -means to command or manipulate and, there-
fore, ,were dismissed as-failing to meet criterion 2.

,

We recognized that much of what we currently know about
organizational change derives from in vivo studies or ex post'
facto evaluations ofborganizational-EgggESes to financial--
C17gal changes in'their environments (Levine and White, 1961;
Breer and Locke, 1965; Greenblatt, 1971;:Lyden and Lee, 1973).

.

1
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. Also, we became aware in the
considerable leverage in existing
financial mechanisms for changing
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course of our work of the'
legal, regulatory, and
children's institutions..

Some voluntary institutions.that.mp worked with, for
example, were highly vulnerable from the.staridpoint of ser-,
vice demanOs imbedded in state licensing standards that were
upgraded during the time our work was underway. Also, state
per diem payments for resident child suppprt could have been
cutilized to change reluctant.insibitutions (Ga. Dept. of
,Human Resources, 1973).

.. .

Other, institutions wereconcerned with a Federal lawsuit
initiated in Alabama that had implicationsdepending on the
nature of the outcome--for loss of tax exempt status for'
failure to comply with the Civil Rights Act and Federal Af-
firmitive Action programs' (Player vs Alabama, 1972);

Still others. were worried about w ether the Federal
Fair Employment Practices Act applied o their institutions
since they feared that were-they requi ed to payminimum
wages,to cottage life personnel they waddld have to make
radical change6 in programming and staffing (U.S. Dept. of
Labor, 1971).'°

While these meohanidmsand others--were available tb
action oriented citizens and public officials they were be-
yond our means to manipulate: Te best we could have done
would be to have evaluated how their use by others turned

I

7/ out, but such an.approach fell far shOrt of our esearch
aims.

I

Technological Shortcuts, often impact'organizationS
. 'causing them to change. The term -itself means physical or

iological (as opposed to psychological or social) invdn-
ions that, "...derive their efficiency not from reorgani-
zation, but from the replaceMent of human services in the
handling of 'social problems" (Etgioni And Remp, 1972, p.31).

The example of birth control devices will suffice to
illustrate what is meant here. The utilization of a variety
of these devices has been demonstrated effective in reducing
the social problems of unwanted pregnancies. In the pro-
cess, these device's, have in some measure replaced the more
costly and less efficient psychosocial mechanisms of coun-
seling individuals*to-achieve the same result.

I.
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At present, however, we know of no technological short:-
cut for replacing current psychosocial approaches to the
field ofsubstitute.care for children. As such, this mecha-
nism for organizational change was not applicable.

Finally,, Consultation was ruled out as not meeting cri-
t rion 4. In general, the consultation process follows the
co rse of experts being inVited into an organization to pro-
vi insightshelpful in resolving organizationally acknowl-
edge problems (E. M. Glaser,,1974). Our approach deviated
substantially from this pattern in that we solicited the
participatibn of institutions--many of which saw no problem
in their current modes of operation--and actively attempted
to implement.a model of service delivery of our own construc-
tion.

While the abiding aim was to be efit-all participating
institutions, our efforts were tailo ed to benefit them con-

y sistent with our'goals. Thus, in no way can_odr efforts be
interpreted to be a test of the responsiveneseof children's
institutions to the impact of experticonSultation.

This process of .eli4ination left us with two commonly
utilized mechanisms for organiiational change, namely, Infor-
mation Exposure and Social Pressure.

,

" ° The information exposure mechanism was dealt with rath=
er easily since all participating children's institutiOnS
were to be exposed to a detailed description of the gdals,

4 and methods of community-oriented care covering all 14 com-
ponents of our model.

The social pressure mechanism caused deio deliberate 0

upon the various combi4ations of sources of initiative that
could be utilized in odnjunction with information,e3Tobure
to form distinct, manipulatible, and feasible externai.change

t,strategies o test institutional responsiveness. .
.

c's. .

Threeexternal change strategies were formalized and
developed for use along lines commonly utilized in real life
communities to produce social and/or organizhtional change, ,

. as shown in Diagram 1-4, and discussed-thereafter.

(Insert Diagram 1-4)

the essential standard we utilized. in settling tin the
three combinations Of sources of initiative Was whether there'

1 ,

' . s

s



Diagram 1-4

Three External Chan Strategies for inducing
Change in Children's Institutions
Toward Community-Oriented.Care

Change Mechanisms

Information , Social
Exposure and Pressure .

-25

Adopted External Change
Strategy

i

1

I. Model of Com- ifiternal ,

Mun en Elitesity-Orited Elit L: Staff Development
nstitutional Internal

Care 1.-.1-1 Participants'

Model of Com-
munity-Oriented
Institutional
Care. ,

Model of Com-
munity-Oriented

External
Elites ,

Internal
Elites

*Series of Community
Leader/Institutional
Director Group ;Wssions

-r.
.

Eiternal
,Elites SodialSpOnsorship by - !

Institutional
'Care

External,. 'Detached Unit of Reseatch s
Citizenry Institute Personnel
Internal
Elites

..

wa's a.,.common means in real life commuftities that a given com-
bintion of sources might use to bring about organizational
Changes.

In our view, one set of combinations involving 'internal
.staff and external elites and/or external citizenry. (sets 8,
9, 10 in Diagram 1-5) did not meet this standard. What, we
asked, was the,common means used by organizational,staff
coming, together with external 'individuals and groups to
achieve organizational change, totally exclusive of the in:
yolvement of organizational management? '.

One
.

common. means would be unionization which could be
as an external .change strategy. Howeverintriguing

this option is in theory, the' prospects of operationelizing
and utilizing this strategy with children's institutions

a
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within our time constraints seemed beyond the realm of the
*possible.'

lOther combinations involving internal sources and one
external source were ruled out as lacking suffiCient dis-
tinctiveness for formUlating a.strategyoclearly different:
from others selected.for use (sets 3, 4, 5).

Finally, incorporating'all four sources of initiative
in a single external change strategy (set 7); was viewed as'
unwieldy for research purposes, and utilizing external
sources alone (set 11) Was considered to hie too detached
from the affairs of children's institutions to yield any t

measurable consequences over the short span of one year.

Diagram 1-5 displays all possible combinations of theil,Ai.
four sources of initiative with those selected for use set' .

off in bOxes.2

( Diagram 1-5,

---All.Possible Combinations a 4 Sources of Change
.Initiative and the EiSelected for Use

Sets 1" 2 3' 4 5 6 7 8 9 10 11

IE
EC,

IE
IP
EE

IE
IP
EC

o
IE
IP
EE
EC

IP
EE
EC

IP IP
EE° EC

EE
EC

IE
IP

IE
EE

IE
EE
SC

Key:
IE = Inter 1 Elites
IP = Inte al Participants.
EE = External Elites
EC = External Citizenry

,

. 'A movement An this, direction is being stimulated at
the Institute of Child Mental Health in NewYork,City under
the leadership of Dr. Jerome Beker. 0

' '2All possible combintions (n=11) were arrived ab by
use of the, formula(n\ ii 1 ,-for combinatiOn of 0) .

. ,

(71)=4,(ill.
ni) rl' (n-r)1 ; 21=6,

,

3 3
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e Each of the .t ee selected coabinations of sources of
-.

initiatimeasfrequettly brought.into play in the pr6ciss. of
inducing ehahge in organizations in real life cb unities
.11rough generally identifiabp but different strategies.

If we' view the model` of ommunity-oriented titution-'
.al care as a modest, e&leCtic "socialinvention' oleman,
1970), we can conceive ofihternal management and staff be-
ing brought tOgether;in a staff development enterprise fcir
purposes'ofevalution and implementation.,

. .

'It is also quite conceivable that community-leaders in
child welfare and ins,titutional directorsmight come together
for a series of, meetings for the_ same purpose..

Fin4.ly,in these times' of social activism, it is'possi-
ble that an independent group or organization in.a community;.
'might' 'undertake the sponsorship Of this ',.n.vention bringing it
to the attention of the public as well as community and insti-
Pational leaders in an-effort to.spoarhe4d a general community
movement toward impleMentation.A

4
.

These are the-threeirelatively distinct external change
strategies we sought to bring into play in three different
communities, each having several childreh's institutions,.
over a year's time. .

'
c -I

,The .Uniform-Content Agenda and the Role .

r of Institute,Staff-in,Carrying Out .

the External Change Strategies
1 .

.

q

There is relatively broad agreement that the organiza-
tional change process moves in steps from evaluation-through
initiation, implementation, and finally to.ebuVinitation
flage and Aiken, 1970) .'

The,primary role of Intittte staff using.4.1 three ex-
ternal change` strategies was that of a, catalyst in intrbduc-
ing the evaluation phase, bringing closure to that phase, fol-
lowed by presentation of clearly'formulated, feasible recom-

°. mendationa for change, and providingcarefullY delineated
technical.assistance'to children's;institutions,to facilitate
initiatioAof suchrecomMendations. Follow-up evaluations.

'served t6 determine the extent.to which each institution
carried ,out" cliatgeg started during the I.ifeof the three pro-

.jectS. 1" k X

4
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A uniform content focused on community-oriented insti-
tutional care was introduced in 'time limited phases'in con-
junCtion with each of the three external change strategies
to promote self evaluation and subsequently closure, on change
commitments.

The 14 part community- oriented model of instibitionaf
care was reworked into a six part content agenda incorporat-
ing change goals and specific study areas to. guide Institute
personnel,and community-institutional participants. No more
than eight weeks was given over to any part of the agenda de-
scribed in its entirety in the

,k

OUTLINE OF THE UNIFORM CONsiENT, AGENDA USED
WITH ALL THREE EXTERNAL CHANG STRATEGIES

EXTERNAL DIMENSION: MEETING COMMUNITY NEED

Part 1: - Defining Service Needs and Goals
.

Goal Directions:,

- - Higher aommuni,ty involvement in institutional
,goa setting;

- - More staff"involvement.in community Olild ser
.vice system planning; .*

-7 Elimination of poiicybarriers to serving_the
difficult ch' d; .

1.. 47c,

- - Improved 6 ld flot# management. ,

Study Areas:

-- Review who presently defines which children will be
served by ipstitutions4. oii .

-- Examine appropriate roles for various ageWcies/indi-.
y viduals including parents) in defining who should

", be served,
1 :

7- Explore what the role of therinstitution,is now and
should be 'in infortfting the Community about.its
goals/purposesiseivices.

s,

-- Evaluate the contribution institutiona now make to :

planning community children's services and defining
, their place in the service system and what it should
be.

t

,

(
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Part 2: TheiProcessing of Service Needs

..,.

Goal Directions:

1111t

-- Mote staff provision of nonresident ervices;
- - More community provisioft of reside rvices;
- - Greater use of on-grourids facilitie uipment

by nonresidents;
-- Increased engagemerit of visitors as supporters

-of progranyi I

Study Areas:

Review present patterns of child flow, including
pattern of reliance on certain referral and retilace-i
ment resources, problems of waiting lists and vacan-
cies, relationship between} a balance of admisSions/
releases and the length13f time children are in
residence.
Examine presentadmissions procedures and p olicies
and how they, effect child flow, public image, and
.community /,institution service relationships.
Evaluate present pattern of direct service collabo-
ration between institutions and community, includ-
ing present services provided by institutions such
as case consultation, referral, etc., and present
paid arid voluntary services provided by community'
residents.

4. 4

tr

p

:

*
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Part 3: Adapting to New Service Needs

Goal Directions:

--, Movement toward day services/day caresseriAtes;
-- Movement toward short term/temporary/crisis

services;
Movemerittoward decentraliied services;

-- Movement toward greater coordination of ser-
vices' and new linkages with community,
especially re: admissions/replacement.

Study Areas:

Review changes and developments in the community
that are producing greater needs for present ser-
vices as well as needs fornew services.
Identify types of newor innovative child services,
needs for expansion, evaluate role of institutions
in community pldnning to meet these needs and-rcle.
of institutions in actually providing new or expand-
ed services. *.

A

4.0

a
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INTERNAL DIMENSION: PREPARING RESIDENTS
FOR COMMUNITY RETURN

Part 4: Preparing through Institutional Program
Experience

Goal Directions:

-- Movement toward decentralizing oh--.grounds live/
eat facilitiess;

-- Increased resident participation in community
under community supervision;

-- Movement toward reduction in child stigmatizing
practices, 4

Study Areas:

The Inttitutional program shapes the daily life
experiences of resident cM.lpiren. How closely do these
experiences' approximate those children receive at home
in Vie community?

-- Analyze the importance of various patterns of on-4
grounds, living/eating arrangements" for the child.

-- Review comprehensiveness of on7grounds educational
recreational, social, therapeutic programS, how
the presence or absence of same shape life experi-
ences, especially in terms of influencing the rate
of partidipation of children in community activities.

-- Examine practices that may serve to stigmatize or
label childrenias being different, undesirable, etc.
by virtue of being institutionalized and evaluate'
how such practice may shut residents out of impor-

life.experiences among friends and/or in commu-
nity.

1.1
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Part 5 Preparing through Child Decision-Making
Involvement

Goal DirectiOns: C

-- Movement toward greater sharing of daily life
decision-making responsibility with residents
consistent with age/maturity levels;

- - Movement toward single system of rules/regula-
tions governing on-grounds/community behavior;

- - Movement toward decentralization of final
authority;
Movement toward improved rewards/discipline
system tied-to resider4..AecisiOn-making.

.Study Areas:

How much responsibility a child is .given in influ-,
encing deci9ions governing his daily life and the meth-
ods of rewarffi.ng/disciplining behavior are-also crucial
factors in shaping his life experiences while in resi-
dence. Together they make important contributions to. _

the growth or retardation 'of a child's sense of accom.
plisbment and self worth, and his sense of responsibil-
itydand fair play.

«

-- Determine degree of uniformity or.:!pxistence of dual
systems of rules governing on-grounds and community
behavior.of. residents.

.Examine current deciSion-making patterns and methods,
their rationales, and posSible effects.

-- Review practices related to the provision of rewards._
and discipline, who carries out, and rationales for
same. .

c

0 ,

1

0
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Part 6: Preparing Relative to Replacement Planning/
Follow-up Services

Goal Directions:

- - Movement toward formalized case planning from
admission and on-going contact with replace-
ment source (Parent/Agendy)f

- - Movement toward increased resident participa-
tion in assessment/replacement process;

- - Movement toward improved Seekch/eValuation
procedures, and creation of new services
(e.g., trial placement visits);

- -I Movement toward increased assistance to child ,

in community following ,replacement.

lk

'Study Areas:

Al.

-- Review replacement, plann,piggollow-up services pro-
cedures and Methods for' Carrying out same, impor-

a,

O 1
device to obtain. feedbaqk on service effectiveness. , !)
tance for children and value to institution. s a

-- Identify and evaluate pdtential.community resources'
(including parents) for assisting in carrying out
'these activities'

.---,'

'In our view the role of'InstitUte personnel most closely.
approximated-that of community pl nners, administrators, and/
or other officials who face the p Oblems of how to induce
change toward better - -or at least different-- service approach-
es in a component of a service network from the outside under
conditions of seVerly limited resources (e.g., money, author-
ity, technical knowledge).,

.

. _ ,
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The leaders',of each of.the three projects were attended
on nearly all occasions. by a staff assistant who served to
process record all, engagements with community/institutional
participants andto cross check theaCcuracy.of each project
leader's observations.

*
The project leaders were _also required to keep a tech-

nical assistanceldg in which the time, number, and nature
of technical assistance, acts by Institute personnel were re-
corded.

Th ,is log served to keep all personnel in touch with our
essential guideline that ,technical assistance in no case
would be provided as a substitute for or in duplication of
effortscommunity/indtitutional.participants could carry out
themselves.

Since the nature of technical assistance varied somewhat
depending on the type of external change strategy being ithple-
mented, the limits mposed on stldh activity differed as noted
in the descriptiOn of each project in the next section:

:

A Description of the Basic Process in the
Three Experimental Change Projects

Project I: Staff Development Strategy

Location: Atlanta, GeOrgia

Target Group:

Proiect Staff

.-

Project Goal:

111/11.
Basic
roces

'6 voluntarily funded institutions for
dependent/neglected children

: Leader i:Elisabeth DSW
Asistant,-, Deborah Newton, MSW

41,

Stimulate institutional change in a
community-oriented direCtion through
hone ye4 staff,development prOgram
involving time sequenced introduction
of ,the Uniform Content Agenda with
internal elites (insfitptional direc-
tors).and,internal participants (low-
er staff) of the target group;



, 1'

w.

N.

?5

Introductory intervia47$ were held with the directdr$ of
all six institutions during which the goals and methods of
the project were fully disclosed by the Project Leader. The
content of the staff development apprbach was outlined and`

.

commitment's to a one year involvement were solicited and ob-
tained, following board review in most instances.'

During.the first six months of this project the Internal
Dimension .bf the Uniform Content-Agenda dealing with preparing
residents for return to community.was introduced to the com-
bined lower staffs of all six institutions. -0.x sessions were
held in theAAtlanta area attended by from 56 to 87 cottage
life and social service personnel.

These mass sessions were co-instructed by the Project
Leader and an acknowledged expert on the internal phases df
residential care hired specifically for these tasks,' and
conducted on a rotational basis at each of, the six partici-
-patimg institutions.

All of these sessions were formally organized and uti-
. lized audio-visual aids (films and tapes demonstrating ser- 4'f

vice problems correctible by community-oriented approaches),
prepared biblidgraphies and assigned rea g materials.. ,

c

. Two meetings Were given over to eacli of the three parts
of the content on the Internal Dimension of the agenda. After .

each presentation, small discustion groupswere formed and
change recommendations were solicited from °thee groups.

Additionally, as assignments, each partidipant was asked
to go back to his or her institutionand impleMent one or
more of the change recommendatipns oh;.a trial basis, evaluate

' the success of this enterprise and feedback the results to
participants at the next session'.

In betlgeen these general sessions, the Project Leader
met with the staffs of each institution for the purpose of
demonstrating the appliability of the information conveyed
in general sessions to specific institutional settings.

I

'Mrs. Bess L. Bell, 4sw, TallahaSsee Florida, a child
4

welfare-consultant in-private practice per ormed these duties
and jointly .prepared a great deal of the material used in
these sessions.

I

err
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At the,en0 of the sixth session, a full review was con-
ducted and the entire participant group drew up a list of
recommendations for changes in internal programming, some to
be presented to institutional directors for action, and some
to be acted upon by lower staff members themselves.

These recommendations served as the'content for a joint
session between all lower staff and the directors and other
administrative personnel of the six institutions. The out-
come of this meeting was the public commitment of institu-
tional directors to undertake changes on a number of matters'.

The remaining six months were given over to a series of
eight meetings with i stitutional directors and other admin-
istrative pelOonnel o the three parts of the External %men-
sion of the Uniform Co ent Agenda.

These meetings were .lso conducted in a formal instruc-
tional manner by the Projec ader. They were supplimented
by four sessions led by outsi e experts and'at least two ad-
ditional meetings between the Project Leader and each insti-.
tOional director.

1/4 At the end of this phase of the work an.evaluation'ses- '
sion was bnce again held for the purpose of producing recom-
menditions for institutional changes in the external phase

. , oL Drogram,,some of which, were to be carried out collaborative-
ly'and some individually by institutional directors.

Without going into detail, the staff development program
Was designed to, utilize the best available technology in the
field of staff development to taximize the effect of this ap-,.
proach.

Devices such as audio-vibual aids, small group discus-
sions, formal feedback/evaluation mechanisms, closure with
recommendations for.action, use of instructors having special
knowledge, and meeting with individual institutional staffs
to increase the relevance of the instructional content were
all utilized in a premeditated fashion to serve this end.

Technical assistance in this project was limited sole-
ly to activities consistent with the basic instructional role.
The Project Leader could, upon request, locate and prOvide
additional information and materials and counsel on their
use, but she could not actively enter into coordinating.
change activities betWeen or within institutions, or partici-
_pate directly in setting up pilot, demonstration, trial or.
other types of change efforts.
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Proj ct II:

Location:

Commuriity-Leader/Institutional Director
Group Sessions

Macon, Georgia

Target Group: 5 voluntarily funded institutions for
dependent/neglected children

Project Staff: Leader - William Gardner, Ph.D.
.Assistant - Barbara Fargason Epting, BA

Project Goal: Stimulate institAtionalchange in a com-
munity-oriented directiok through a on
year series of group meetings between
external elites lcommunity leaders) and
internal elites (institutional direc-

, tors) ,involving the 'time sequenced in-
troduetion of the Uniform Content Agenda.

Basic
rpcet

Two objectives were sought in the introductory phase of .

this project. First, commitments to the year lohg:peries of
group meetings were solicited,from institutional directors
ii the locality. 'Secondly, the project leader obtained an '
:office site in the local 4-C4s operation to facilitate on-
site communication with participants on an as needed b4is.1'

'This apptoach proved'unnecessary. Early!in the projects
life participants took to calling the project leader at his of-
fice at the Research Institute,in Athens on the tollItee WATS
line. Since the Proj4Ct Leader could make the 14.0 mile round
trip to Macon by auto Whenever needed,, we found this communica-
tion link to be as good as having a local number available to
participants.

**,
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4.

1

The basic procedure was th introduce the six partsof
the Uniform Content Agenda in the group meeting context,
giving no more than 6 to 8 weeks to any single, part of the
agenda.

The Project Leader was responsible for soheduling,group
meetings, focusing group attention upon appropria,e content,
facilitating discussion, obtaining guest (community leader)
participants, and bringing'the group to closure on change
recommendations at the designated termination poiQt for dis7
cussion on a 4iven part of the content agenda.

. The general approach to scheduling group meetings was
to have the Project Leader hold an opening meeting with in-
stitOtional directors during which he introduced detailed
material describing the components of the part ofethe agenda
to be focused upon. ."

In the discussion that followed, the Project Leader aided
participants in identifying changes that could be made in-
individual institutions, those requiring collaboratiOn among
several directors present, and/or thOse requiring collabora-
tion with community agencies .and officials.

.If closure was achieved at this first meeting the Project
Leader would obtain the names of community leaders whose par-
ticipation would be helpful to planning and initiating changes.

;These indiNfiduals would be invited to attend the next group
m

.

eeting
.

at which time the Project Leader would point partici-
pants toward joint planning and change commitments.

If clpsure was not achieved by the end of the first group
meeting on a particula part of the agenda, a second meeting
of institutional direc.ors was arrangedwspecifically for this
purpose prior to involv ng community leaders.

On the average, this process yielded between 4 and 6 group
meetings over the 6 to 8 weeks allotted to eachof the-six .

parts of the Uniform Content Agenda.

Over a year's time, the institutional directors were
involved as a group with the local juvenile court judge and
court placement officials, the county welfare department di-
rector, the director of the local Family Service agency, the
area office of the U.S. Department of Labor, state licensing
officials, officialsof the local vocational-technical school,
Several directors of institutions in other parts of the state

b*..)
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e.

who served as experts on particular content matters, and the
local Board of Couhty'Commissioners.

A

Several-of these sources were engaged with'theinstitu-
tional directors on a repeated.basis cver,the life of the
project.

In between the scheduled group meetings, the ,Project
,

Leader met on an as need basis with individual institution- '

al directors and community leaders, primarily for the pur-
Poses of increasing the relevance and focus of the content
tinder eOnsideration and to provide a liaison betweefi all
parties.

Tec 'hnical assistance in thi.s project was primarily con-, -
ducted through these'findivid41 contacts and was limited to
what we felt to be consistent with the role of a group lead-

, ex..

The Project Leader,was allowed to convey information be-,

tween parties, contact'outsidg resource persons at the request
of participants:to obtain infoimation, coordinate meetings be-
tween parties additional to the group meetings themselves, and
provide advice/on how to operationalize commitments 'to insti- .

tutiOnal/commilnity changes.
k

L'

Broad latitude in coordination of activities distj.nguisci-
ed technical assistance in this project from that allowed.in
.the .staff deVelopment project. In both projects, however, the

6

Project Leaders were prohibited f) m engaging in the direct
of pot or other time 1. 4 ited demOnstrations of tests

of change recpmmendations arriVed at by the group.
. 4.

Project III: Social Sponsorship by a Detached Staff
Unit

Location: Savannah, Georgia

Target Group:" 5 voluntarily funded - institutions, for
dependent/neglected children. (Subse-

t quently,expanded to cover 6 institu-
.tions)

%-
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Project Staff: Leader - Julius .Hornstein,'MSW
Assistants =Jesse Cooper, BA

Judy..Daly, BA
R. D. Kent, BA,
Judy Benton, BA (Secre-4
takial)

ProO t Goal: Stimulate institutional change in.c m-
munity-oriented direction through a
year long effort to engage segments
of the 'public (external citizenry),,
community leaders in child welfare'l
services (external elites), and in-
stitutional directors (internal
elites) in a process of examining
issues and needed' changes in the
community-service delivery system.

Basic'
rocess

The initial tasks facing theProject Leader were t osp
of locating rent free office accommodations, hiring and
training a small staff of personnel in prOject content :nd
methodology, and gaining community-wide visibility for he
Social Sponsorship Unit. ' ,

Excellent office space was obtained from United Co u-
nity Service's, the local Red lather agency, and substa tial-
Visibility was achieved through a front page interview ith
the Project Leader covering the Unit's goals and method that
appeared in the .local pressjust prior to the beginriing of the
Unit's work.

"41(.,-

1-
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Irk order to maximize the Unit's' independence from its
parent Research Institute, it was prOvided its own budget,
letterhead Stationery and similar symbols of a discrete or"
ganization. Research Institute personnel were utilized in
backup roleS primarily an the areas of data analysis and
editdrial wOrk related to the reports issued by the Unit
over time.

Personnel hired into the Unit as assistants had no pro-.
fessional training and no experience in the type of N4crk ul-
timately engaged in' y the Unit. We purposely sought out
such personnel' because it was felt that they more closely
approximated.the type of personnel that would be available
fothis type of venture' in an average community than would
a staff ofrghly trained professionals.,

All assistants received roughly:twO weeks of -indoctri-
nation in the Unit's purposes and methods prior to undertak-

e ing their assignments including two separate day long seminars
with Resgarch Institute personnel.

.Coincident with these activities, the Project Leader ob-
tained commitments from all local children's institutions to
participatelm.the venture and arranged to speak before sev-
eral local civic club's to explain the Unit's mission.

.9 The Unit was set up to mobilize a broad community of in-
terest to implement the goals of community-oriented institu-
tonal care. Over its one year life the Unit directly engaged

.2 community agencies and"interest groups--many on a repeti-
tive basis --in addition to a total of 6 local children's in-
stitution's. -

-N

Under" the direction of 'the Project Leader, .Unit staff
engagedin three principle types of activities, namely inves-
tigative;analyses of Community service's, implementing time

,limited innovations in service delivery,Methods, and dissem-
inating infoftlation to increase publio awareness.

.A work plan was adopted thSt gave over the first six
Months of the' Unit's life to investigating the tfiree parts
of the Uniform Content Agenda most germane to broad community.
interests, namely, those dealing with Definlng Community Need,
(Part 11, New Service Needs (Part 3), and Replacement Planning/.
Follow-Up Services (Part 6):

I
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An eight weekperiod was allocated to each of these
three parts in succession. Staff !were assigned to collect
data, conduct. interviews, and gather pertinent paterials and
*observations which culminated in research reports complete
with recommendations for community-oriented changes.

4
The Project Leader, was responsible for preparing the re-

ports, and issuing them to a wide community audience. Addi-
tionally, to arranged meetings comprised of a cross section
of officials, institutional directors and others to discuss
the recommendations and saw to it that the contents of the
reports appeared in the local presd where appropriate.

After these efforts were well underway,.planning began
under the Project Leader's direction' toward selecting perti-
nent service delivery issues that could be developed into in-
novations capable of demonstration by Unit staff.

The object hdre was to show the way In demonstrating
,that change could be rather swiftly and successfully under-
taken within the community utilizing existing resources.,

Part 2 (Processing of Service Needs), Part 4 (Institu-
tional Program Experience), and Part 5 (Child Decision-Making
Involvement) of the Uniform Content Agenda were utilized as
being most readily'addressable in the ,short -term demonstration
format.

The substantial feedback obtained by the Unit in its
investigative work was utilized to identify the more press-
ing needs in the community that could be galeviated by a more
community-oriented approach. These needs' were isolated and
.demonstration approaches were settled upon._,,vr

In addressing Part,2 of the content agenda, the Unit de-
veloped a comprehensive approadh to managing child flow that
offered the services of the Unit for a designated period of
six lonths as a centralized communications hub for referring
children' service agencies and receiving institutions.

It was proposed that the Unit monitor bed vacancies, cut
down, on duplicate and "shot gun" referralS to institutions,
inform referring agencies of institutional admissions criteria
and the like, and, during this time work with participants to
set up an operation that wpuld continue after the Unit itself
was terminated.
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The Unit developed and worked to implement a Volunteer
program to expand institutional use of community resources
in,addressing Part 4 of the agenda. In this case, students
from two local universities were solicited through their
undqrgraduate social work departments for general purpose
and specialized (i.e., tutorial) volunteer work in children's
Institutions.

Planning and initiation phases of these demonstration
efforts were held to eight weeks each, although Unit person-
nel were committed to supportive and technical assistance ef-
forts throughout the remainder of the Unit's life (roughly.
six months). Again, these demonstration efforts were given
high public visibility through the Project Leader's contacts
with the local press and civic groups..

a Consistent with the design of the other projecti, evalu-
ations were conducted following the termination of the Unit,
to assess the degree of responsiveness of local children's
institutions to these-change initiatives.

It should be noted here that we did not complete the
work plan in its entirety, partly, perhaps, because of the
Unit's success'in achieving community visibility.

We did not complete the follow-up study of released
children or a demonstration involving community-oriented
modifications of ,institutional deOision-maXing processes.'

Our plan called for both of these efforts to be,com-
,

pleted during the second six months of the Unit's life. We
found, however, that by that point in time the Unit was
getting d large number of calls for technical assistance and
other requests for guidance in modifying services from a wide
variety of child welfare agencies, and interest groups in the
Community.

'The basic problems with the follow-up study,were the
enormous costs relative to staff time and money. Even though
this study was lighted to evaluating the adjustments of former
residents placed in the Savannah area, only 25 evaluations were
completed over a 6 month period out of a potential sample in
.excess'of 100. The cycle of case finding-failure to coMply-
repeated call backs-refusals-relocations-dase finding, etc.,
resulted in an estimated cost of 155.00 loer evaluation caus-
ingus to shut'down this venture,
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We could not justify ignoring this heaW demiena entire-
ly, and we modified the work plan to incorporate some of the
efforts we were making with these agencies as short-term
demcinstrations'. Nevertheless, in no case did we undertake
any work with a community agency or institution that deviated

j. gran .the community-oriented goals stipulated in the Uniform
-1-'Content Agenda. i!

In sum, this relatively complex enterprise represented
an attempt to establish. a unit of personnel with relatively
high independence to perform investigative, demonstration and
public awareness work for the purpose of sponsoring and pro-

,' moting community-oriented institutional care.

Consistent with this ovrall'role, the Social Sponsorship
Unit was ellowed to provide technical' assistance in matters of
setting up and demonstrating, the feasibility of recommended
changes in service delivery methods in addition to
requests for assistance of an informational and/or "coordina- .

tive nature.

As in all other projects, a complete technical assistance
log was kept,:and a full set of internal weekly reports on '

Unit activity were prepared And maintained by the Project
Leader.

Comparison.of the Three Projects:
Similarities and Differences,

We have gone on at some length in discusbing the bases
for selecting external change Strategies and outlining the
essential components of the three projects we set in motion
to utilize them.

.^.;

Our problem from the beginning was one of trying to
create projects Using three distinctly different external 7

change strategies that were as close as possible to real-life
circumstances and yet sufficiently organized and planned to

'allow accurate assessments and meaningful comparative evalua-
' tions.

Clearly, we sacrificed research Oesign"considerations in
our efforts to simulate real-life circumstances. The three
projects differ in terms of the combinations of sources of
initiative utilized and the strategies we adopted. to induce
change:
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Maximum control over the implementation of three pro-
jects would have required holding one or the other of these
factors constant.

In short, we could have used staff development (or.ohe
of the other strategies) in three-projects utilizing differ-
ing combinations og sources of initiative, or all thee ap-
proaches holding sources of initiative constant.'

To do this, however, would have?removed some of the,prO-
jects from real-life circumstances. For example, how often.
is staff development utilized to mobilize a combination of
public opinion, community leaders,.and institutional direc-'

\tors?

V What we attempted to do was to match a particular:com-
bination of sources of in.litiative with a strategy commonly
utilizer to mobilize that combinaEion in communities and
organizations in our efforts to induce change.

We believe that treating each combination of sources of
initiative and the strategy we associated with it,as,a whole
unit better fits real-life situations and aids in the tr

practice.,of our findings to use in real-life ractice.,

At the same time, we cqhcede that doing so Flakes it more
difficult in a technical sense to precisely extract whether
it was the particu,lar combination of sourcesof initiative,
the strategy' used, or both in combination that produced the
degree of institutional change we recorded in our data.

These are the important differences between the three
projects._ They were all similar in that they were conducted
by Research Institute personnel, were identical'in goal
structurecimparted similar informational content in time
limited segments, were conducted in metropolitan settings,
and were one year undertakings that began. and ended at the
same points in ft40. P

'It would be possible, of ;course, to draw up a 3 by 3
design that would have employed all approaches with each
combination of sources of influence, or, in total, nine _

different projects.
Th
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Summary of Basic Research Questions

.This chapter haS outlined our thinking and decisions ,

about assessing the effectiveness of children's institutions
relative tib their impact on resident populations and their
responsivenev'toexternal change stimuli.

The concept of community-oriented institutional care was
discussed and child competencies for adequate community liv-
ing were identified.

In addition, three external change strategies were set
forth and the three experimental prOjects.within which they
were operationalized.were described in detail.

As a body, these materials present the conceptual frame-
work within which the basic research questions were addressed.

The questions, as we dealt with them, were as follows:

Research.Questions Regarding'Institut4.onal Impacts on' Resi-
dent Chtldren %.

1. Is the institutional experience generally inef-
fective, in the sense that it inhibits or other-
wise distorts the growth and development of com- '

petencies needed forcommunity living among res-
idents?

/2. Is community-oriented care more effective than
its custodial alternative in preparing residents
for a return to adequate living in thei; own
communities?

Research Questibns Regarding Institutional Responsiveness
to External Change Strategies

1. How do the three external change strategies ef-
fect the rate, type and nature of induced changes
in institutions?

2. What effect, if any, does level of community-
orientedness in existing institutional modes of
operations have upon the rate, type and nature
of changes undertaken by institutions exposed to p.
the.experimentaljprojects?
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Research Questions Regarding the IMpact of Staff Service
Orientations on. Institutional Effectiveness

1. What is the nature of the differences in staff
service orientations, if any, comparing between
community-oriented and custodial institutions?

2.
.

To what extent and in what ways do staff service
orientations effect the impact institutions have
upon residents and institutional change rates?

0-

2
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s CHAPTER /I,

RESEARCH METHODOIJOGY

Overview'

/

A research design is,simply a work-plan purposely fitted
to the conceptual limits of a study to address the questions
for. which answers are sought.

This Chapter provides a detailed discussion of the re-
search design, sample characteristics, and measurement meth-
ods and instruments employed in the conduct of the research
program. .

Throughout the Chapter remarks on the shor.tcotinqs of
the design and information on the reliability/validity of
the instruments utilized a;e included to provide perspective
on the adequaCy and limitations of the research approach and
-the findings it yielded.'.

Four parallel yet interwoven lines of work were carried
out relative to baselining children's institutions, measuring
resident and nonresident child competencies, measuring insti-
tutional staff orientations and conducting4the experiments in
insititutional change as illustrated in Diagram 2-1.

(Insert iagram 2-11.)'

In sum, the primary'Objectives.to be accomplished were
the establishment of an informational baseline on institu-
tions, institutional staffs and resident children, and the
development of.further evaluation methods to facilitate lon-
gitudinal, post experimental and comparative analyses of
institutional effectiveness.

'The Institute also maintains co plete sets of master
code sheets and scoring keys for all struments cited in
this chapter and duplicate decks of all raw data. These re-
sources can be made available to those wighing to pursue the

.6 subjebt matter dealt with in this research program through
reanalysis of the data, replication, or Other means.

A separately bound suppliment to this Report titled,
Technical Avpendices,contains a full set of research instru-
ments used in the research program.'

49
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Sample Characteristics 7

The research program dealt with the entire aggregate of
institutions for dependent and neglected children in Georgia
(N=36),1 their full-time staffs (N=481) and, their resident
child populatibns (N=1,750 est.). Institutional, staff, and
resident population characteristics are briefly sketched in
this section.

Childre4's Institutions fik

)
. Thirty-four (34) of the total of 36 institutions func-

tion under voluntary auspices drawing their funds from a va-
riety of private sources, and two are funded by local county
governments. -

Thirty-two (32), institutions cooperated fully in all
Phases of the research program while four others participated
only in the institutional baseline survey'and the collection
of case record data on resident children.

The four institutions that were only partially involved
included the two sponsored by local governments and the only
two private proprietary institutions in the state.

In general, the research program dealt with all volun-
tary nonprofit children's institutions in Georgia.

Geographically, 14 jalstitutions are located in rural
areas or small towns of less- than 10,000 population, 15
others are located in metropolitan areas exceeding 250,000
in population, and the remaining'seven are found in areas
of intermediate size. The spread of these institutions
throughout the state.is illustrated in Appendix B.

0

Far more similarities than differences exist between
these institutions relative to facilities and programs in
spite of the fact that four have adopted the term of resi-
dential treatment center and one prefers the label of board-
ing school..

1Fourty-two (42) establishments held institutional li-
censes; however, six. were deleted.following staff on site
inspections as being, in reality, group homes. At the begin-
ning of, the research program (1971) the state of Georgia did
not license group'homes separately.

.
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For example, most (85 percent) are moderate in size hav-
ing bed capacities within a 20 to 60 range, and all but three,
offer cottage' type living arrangements. Roughly half of all
institutions have decentralized their facilities for meal
preparation and service. .k

Regardifig program features, almost all institutions re-
quire or provide physical exams'at admission and offer some
form of social casework services. Roughly one-third of all
institutions also require religious education and provide
volunteer tutors for individual educational assistance. ,Gen-
erally speaking, no other educational, recreational, or cOun-.
seling program features are emphasized by a significant number
of institutions.

No institution in the sample offSrs more than tokeh ser-
vices to its surrounding community. and none has comprehensive
replacement planning and follow-up services.

Typically, institutional-decision-masking structures are
highly centralized--including reward/discipline systems--and
children are commonly supervised by institutional stiff when
they enter the community, especially when in groups.

This thumbnail sketch does.not, of course, reflect the
wide variation that,

mexists
within the sample on specific fa-

cility.and program matters. A more precise reading of'.-Ehe
variation within the sample may be obta.ihed by review of_a
series of summary tables showing the actual distribution of
institutions on these matters as presented.in Appendix Cil

At the same time, survey reports from other stateson ,

similar aggregates of institutions (Rennsylvania Associa-,
tion, 1971; Kentucky Dept. of Child Welfare, 1972) and other,
studies (Pappenport and Kilpatrick, 1966;,Kadushin, 1973)
indicate that our sample of institutions is typical of those,'
in other parts of the country that serve primarily dependent.
and neglected children. .

IA full description of the characteristics of the sam-
ple of institutions, staffs, and re4ident children is avail-
able in: George Thomas, A Baseline Evaluation'of Child Car-
ing Institutions in Georgia, (Regional Institute of social
Welfare Research, University of Georgia: Research Monograph,
1973) 111.pp.

I

A



ft

53 ,

Institutional Staffs

A total of 948 individuals arT engaged in one, manner or
another in the residential programs of all 36 institutions in
the study as shown in table 2-1:

Table 2-1

Distribution of All Institutional Staff
Members by Specialization Performed

(N=36 Institutions)

Full Part
Type of Specialization N time time

Volun-
tee

Ratio No.
Full -Time
Staff/No,
Residents

Executive (pir & Ass't Dir) 51 51 - -- - -- 1:34**

Education 205 43 42 120 1:41

Recreation 75, 8 8 59 1:220

Prof. Social Service 16 9 7 -,..._ 1:194

Non-Prof. Social Service 36 31 3 2 1:56

Cottage Parents. 281 262 10 9 1:7

Cottage Life Ass'tS '21 17 2 2 1:103

Other*. 263 60 114 89 1:29

Totals, 948 481 186 281 .1;4

*Other includes mostly paid ITRintenance, farm labor, kitchen '

help, dieticians, and domestic Servants.

* *RatJ,os rouilded to nearest whole person. Ratios were computed
using. an estimate of 1750 residents in the 36 reporting insti-
tutions.

I

.
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ti

. .

In general, the institutions in the study exhibit relay
tively simple staff structures composed of a director, social
service staff, cottage parents, and assorted maintenance pert
tonnel.

Specialized personnel and volunteers artilized by a
very small proportion of all institutions,. For-Mgmple, a -

total of 4 institutions utilizes 90 percent of all education
program volunteers and gnother aggregate of 4 utilizes 90 per-
cent of all part-time and volunteer recreational personnel.

In 1972, the average turnover rate'for full-time person-
nel in all institutions was 26 percent, with the range being
from no turnover in 7 institutions to 83 percent in one.' In
all, 14 institutions exceeded the state average.

.Data on staff background characteristics were obtained
from a separate direct mail questionnaire submitted to all
full-time staff (N=400) in the 32 fully participating
tutions.

A total gif 345 usable returns, representing a return rate
of 84 percent, revealed that the typical staff member is fe-
male (68 percent), middle aged i58 percent between 31-60 years
old), married and living with spouse (55 percent) and original-
ly from .a rural or small town environment((75 percent)..

Staffs have substantial ties to their institutions other
than wages. Seventy '-eight (78) percent of all full-time staff
members live on grounds and 76 percent eat all meals at their
institutions. Also, among married personnel a majo;;Ity have
spouses employed'at the same institution.

Job mobility is practically non-existent: '.97 percent of.
all personnel remain in the position for which they were ini-
tially hired, regardless of length of time employed.

Finally, there appear to be serious educational and
training deficiencies, particularly among cottage parent and
cottage *life personnel. Ninety-eight (98) percent 9f all
cottage parents have less than high School educations and 63
percent of this group was not exposed to a single educational
or training experience during 1971 (the year prior to the survey).

A more precise and detailed grasp of these staff charac-
teristics may be obtained by reviewing the series of summary
tables provided in Appendix D.
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Resident Child Populations

The average daily resident population of all institution
serving dependent and neglected childreh in Georgia is btirren
1Sr estimated to be 1,750 children. This figUrq has remained
remarkably stable over the last few years.'

Systematic searches of all available case records of
children in residenc 'n the 36 institutions during March,

eh1972, propided data ed,information on a-.total of 1,647 chil-
dren or J4 percent f those estimated to be in care.

1

The great majority of children in Care are white (88
percent) preteenagers (78 percent), 58 percent of whom are
boys.

I

Thirty (30) of 36 institutions serve coed populations,
however, there is less mixing relative*to race. Two (2
institutions serve black children exclusivel*and 18, serve ,

whites only. Sixteen (16) institutions have racially mixed:
populations but only 4 Have minority race representation ex-
ceeding 10 percent of their total populations.

Slightly over half (53 perdenti of all .children come from
urban environments, 30 percentcOme.from rural areat and .the
remainder (17 percent) had prior residence in small town's under
10,000 in population.4

Regarding family backgrounds, 64 percent of .ali children"
come from 1 parent homes (34,Percent never married, 36 percent
broken by divorce, etc.), and 6,5 percent come from familieg.'
having 4 or more children.

/,1

' The majority of residents come from blue collar k.77 per-
cent) low income housefiold (76 percent under $6,000 family .

incomes) and were residing with one or both natural parents
or grandparents at vint of placement (63 perceht)., .

o .

:

Seventee/I-hundred-and-ninety-three (1793) children.were
in care as ok July 1, 1970; 1,744 as 6f July.l 1971;and, an
estimated 1,756. as ,of July 1, 1972. See:., Annual Revort Chil
dren Receiving" ervice in Child-Caring Institutions in Georgia.
July 1, 1970--June 30, 1971.. Georgia Division of Family and
nildren Services, Mimeo, no datao '

\

. .



The three most common sources of placement referrals are
'wplfare departments (30 percent), parents theMselv9s (28 per -
:it) and juvenile courts (19 percent). The most common rea-
'spnsgiven for placement referrals are family disaster (35
percent), abuse or neglect (24 percent), and child unmanage-
ability (23 percent).

s

,:*qegal guardianship is retained by parents in 45 percent
lof-all,cases, while institutions hold guardianship in slightly
less 'than six percent of all cases.

.

s Once admitted children tend to remain longperi6ds (78
percent have been in dare over one year, 58 percent over two
yearp), and the majority (54 percent) are returned to theit
natural parents upon release.

.% Once again, a series of summary'tables has bl'en included
as Appendix E to provide more dekail regarding the character-
istics of the total resident child population.

4.

MettotIolo.5y for Baselining ChitdAn'S Institutions

The first step taken to baseline children's institutions
was to opgationalize our Model of Community-Oriented In'sti-

4 tutional Care-(pee Diagram 1-1) in the form of a questiOnnaire .

titled, ",,A B4seline Survey of Child Caring Institutions in .

Georgia". 0 ;,/
.

A

The bapeline questionnaire was organized in four section's
to probe Institutional Facilities and Policies, Resident Chad

.

Populations (Comp9sitiOn and flow), Staff ("positional allo,a-
tipns, decision-making structures, training),.and Program Seri-
vices (to residents, community,' parents /parentAsurrogates)%1

1SUbstantial parts of the baseline questionnaire, parti7
cula y the sections on Facilities and Programs Were modeled
on the census of children's institutions' questionnaire pre -
vious1y developed and used by Donnell M. Pappenport and Dee
MorganAppatrick, in their report, A Census of Children's
ResidenEial Institutions in the-United States, Puerto Rico,
sand 'the Virgin Islands: 1066. Vol. 1, Sodial Science Monp-
`gt,aph, School of Sbtial Service Adminis&ation, University of

.

Chicago, 1970, 249 pp:
.. .

,
4, , . .

...

,. ...

4 l) 4. ,

.
..

.

..' 44= . ,
.

.

A'
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A separate study was initiated during the sme period
with the boards of every institution to'determine their com-
position and roles in'the conduct of institutional activities
(Schaub, 1974).

The baseline questionnaire was submitted to= the, direc-
,tos of all children's institutions 1441, direct mail and fo,llow-
up telephone and personal interview contacts were carried but
oh an as needed basis to obtain missing data and to clarify
ambiguous responses.

This process yielded complete usable tesults for every
institution in the sample.

In order to achieve the objective of establishing a com-
prehereilie-profile on the degree of community-orientedness in
each institution, a scoring and weighting methd4 was theh ap-
plied to the raw data.

In brief, scores for.94 single and aggregated variables
were obtained for each institution andeach spore was then
compared to a re-established criterion measure.

Two types- of criterion measures were utilized, namely,
quantitative measures reflecting means, proportionsf.or ra-
tios for the sample as a whole On a given variable, and bina-
ry measures reflecting the presence/absence of a giiren vari-
able in each institution. ts

,Ech score was then assigned a weight, a plu's (+) or a
minus'( -)' depending on whether the score reflected care ih
the community-oriented direction or not vis a vis its crite-
rion.

,

The scoring and weighting method is illustrated by
lizing two variables from the Child Flow dimension (El) of
the model of community7oriented pare, as follows:

Variable 'Criterion

- . Institution has' 4. Binary measure
waiting lists? .(no/yes, 1/0). .

Average length Quantitative
of Child stay +. measure
in institUtion. (Sample TO

Score and Weight

Score 1 if ,no, 0 if
yes. Score of 1 is in
community-oriented di-.
rection; therefore,
1 = +, 0 + -.

Below sample Y isyin
'community-orient*1
direction; therefore,
below Xs = above

=

a

/'
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The entire list.of 94-variables utilized in tjle baselin-
ing process is identified in Appendix F, Exhib '.t F-1, accom-
panied by criterion measures and weight assignment procedures.

The 94 variables were then fitted to'the 14 parts of the
model of community-oriented care and a tally of pluses and
minuses was made for each part to obtain each institution's
profile (See Appendix F, Exhibit F-2, "Institutional Profile
Tally Sheet").

In all, 44 measures define the External Dimension (Meet-
ing Community Need) and 50 measures define the Internal Dimen-
sion (preparing Children for Community Return), distributed
across the 14 parts of the community-oriented model, as shown..
in Diagram'2-2.

/

Scoring

Diagrarir2-2

Ranges_ fox Each Part of .the Institutional
Comffiunity-Orientedness Profile

External Dimension . Internal Dimension
(Mee#ing Community Need) (Preparing Children for

Community Return)

111

Range Rang..

Totals +44 to- -44 +50'to -50

El. ChildE . + 6 to - 6 Il. Replacement.
Preparation ' + 8 to - 8

E2. Child Population
Composition s'-+13 to -13.

12. Child Stigma + 5 to 7- 5

E3. Restrictiveness 13. Cent. Live/Eat
of Admissions

rit

+ 5 to 5 Facilities + 8 to - 8,

E4. Staff Capacity: 14. Comp, On-Grounds
Depth + 3 to - 3

. Program + 7 to - 7

E5. Staff Capacity: 15. Daily Life D-M
Coritinuity + 3 to 3 Pattern + 8 to - 8

E6. Staff Cross Flocs +.7 to - 7 16. Discipline/Re-
. wards' + 8 to - 8-

Et Director's Change

;
ientation + 7 to - 7 --

17. Cent. of'D-M 6 to - 6

_
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The distribution of weights across the 14 parts of thq:
model served two essential pukposes.

First, they enabled us to establish each institution's
status relative to community-oriented care prior to initi-
ating our institutional change experiments.

.

Secondly, the proportions of pluses to the total posdig
ble scores for all of the 14 parts served as quantitative
measures utilized in a variety of ,atatistical analyses of the
.impact of institutions upon residept populations.

Finally, every effort was made to establish the accuracy
of the data, derived from the baseline questionnaire by obtain.-
ing(and'comparing data from a secondary source.

For the most part, children's case records and ,other in-
stitutional records .served as the secondary source.

Wherever posdible, quantitative comparisons were made of
two data sources and the extent of deviation ,was determined..

-

In all comparisonskere a deviation of ..less than 10 per
cent: 0- or -) was found between the two data sources (38 of
44 variables compared) the data from the baseline(question-
naire were retained.

Deviations exceeding that level resulted in rejecting
baseline questionnaire data and replacing it with data com-
piled from institutional records.

Extensive reliability/Validity analyses were also carried
out on the 22 variables measuring decision-making and rewards/
discipline systems (parts 15 thru 17 of the model).

I
Sections of the baselinek4uestionnaire dealing with de-

cion-making and rewards/discipline systems were lifted in-
tact and submitted to one social service and one cottage par-
ent staff member in each of 12 randomly selected. institutions.

.
.

The relatively high levels of agreement.among staff and
director perceptions of'the structure of decision-making and
rewards/discipline systems suggest the baseline data to be an
accurate statement of these components of institutional care.

The complete results of this study, including notable

v.
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exceptions to the above conclusion, are provided for review
as Appendix G.

In sum, 66 of the 94 variables used to baseline children's
/institutions were quantitatively evaluated in one manner or

/ another to estimate the.reliability/validity of the data. (See
Appendix F, Exhibit F-3).

The general impression drawn from these analyses.ig that
therbfiles deriiied from the data provide a. reasonably accu-
rate pictlire of.institutional care provisions and processes.

1

Methodology fo r Measuring Child Competencies
. . . o. ,..

Since the ultimate goal of institutional care, in our' -

view, is the return of a child to at least adequate community.
living, initial efforts in this measurement area were directed
toward identifying the essential competencies needed by a child

. .

to achieve this goals t
. .' , * ,,*

'''-
.t

.

.' . . .c ,I:
In turn, preSimang_we. could measure the performance levels

.
...,of resident-children on .these essential copipletenciev some

.

comment could be made about ingtitational effectiveness.
,

. .1

;.....r,,

The essential competencies.we settled upon as discussed
in Chapter 1 are" listed' again for convenience sake in Diagram.
2-3.

Diagram 2-3

Essenti al Child Competencies for
Adequate. Community Living

Cognitive Verbal Learning Performance Skills

Social Task and Social Relations Competence

Affective ----> .A Sense of Self Direction in Daily
Life Activities

1

Relative to verbal learn ing peiformance skills, the Lorge-.

Thorndike Verbal Abilities Battery was selected for use%
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To measuretask and social relations skills, the Child
Task/Social Relations Competence Scale was developed at the
Institute.

Finally, a shortened form of the Nowicki-Strickland
Child Locus of Control Scale was selected to measure'a
child's sense of self direction in daily living.

These three instruments were. utilized to test and retest
institutionalized children, along with the Child Fact Sheet.

This flatter iftstrument was'used to glean family and
child-backgrounddata from children's institutional. case re-

. =
cords. In geAra.1, the instrument proved highly serviceable,

. ih spite ofi the wide:variation in case record formats current-.
. ly employed by th'e 36 institutions in the study.

.

C

The T.41V/Social Relations Competence Scale (TSRCS) and
the Child Locus of Control were both employed in norming
studies carried out inAhree-school systems.

.

School Site 1 was a rurally located public grade school.
A total of 250 children in grades 3-8 Were.tested in ten .

English classes on the TSRCS, LocUs of Control, and Socio-
metric Inventory.

Eighty (32 percent) of the children" were resident6 of a
local children's institution.

School Site 2 was a rurally located public high school.
The total enrollment of 207 ch ldren was testba off the same
instruments.used at school site l'in ten English classes.
Eighty-nine (43 percent) of the children were residents of a
local children's institution at the time of testing.

a.

School Site 3 included five schools drawn from the total
of 11 schools comprising an entire parochial school system of ,

a medium size city (population 200,000). Results were obtain-
ed on 737-'noninstitutionalized children in this school system.

In all, data were obtained on 1,025 noninstitutidnalized
children and 169 institutionalized children in attendance in
47 different English classes (the testing locations) at the r-
time testing took place.

The TSRCS was modified for this administration by delet-
ng the cottage mate subscald and changing "cottage parent" to
"parent",in the cottage.parent subschle.

t
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9
Additionally, two formS of a SociometriO Inventory were

devised by Dr. Hecht Lackey of the Institute's staff for use
in the classroom administrations. One form was used with
children in grades 3 through 6, the other with children in
g ades 7 through 12.

li
The purpose.of the SociOmetric Inventories was to obtain

eer ratings from noninstitutionalized children and institu
ionalized children (some of whom were in the classes used in

the st4dy) to cross validate institutionalized children's self
assessments as reflect pd in responses on the TSRCS and the
Child Locus of Control Scale.

6

The number of responses obtained by these .procedures
from"the various samples of children for each instrument ad-
ministered is given in summary form in Table.2-2 following:

Table 2-2

Number of Responses by Type of Instrument
and Type of Child Sample

Type of Sample

No.
Institu-
tions/
Schools

Soci
Locus of metric

TSRCS* LTIT**4Control Inventory

(1972) InstitutiQn-
alized Children

(1973) School Site 1

(1973) School Site 2

(1973)Noninstitu-
tionalized Children

School Site 1
School Site 2
SChool Site 3

(1973) Retest Insti-
tutionalized Children

32

1

1

1243 1255 1238

80 80 80

89 89 89

1 = 170 170 170
1 118, , 118 118

5 737 737 737

19 785 632 780

*Task/Social Relations Competence Scale
**Lorge-Thornlike Intelligence Test - Verbal Abilities Battery

0
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Since it was important to the success of the research
program that data' on child competencies be established as

, both reliable and valid, considerable work was done to ar-
rive at estimates ofinstrument reliability and validity,
particularly regarding the TSRCS and the,Child Locus of Con-
trol.

..,

In this section, the results of our reliab'i'lity /validity
studies on the above instruments are provided, along with a
discussion of the methods used in scale administration.

Additionally, results of studies done elsewhere on the
reliability/validity of the Lorge-Thorndike Verbal Abilities
Battery (LTIT) are presented and the procedures for adminis-
tering the LTIT and the Sociometric Inventories are outlined.

The Lorge-Thorndike Verbal Abilities Battery

The Verbal Abilities Battery of the Lorge-Thorndike
Intelligence Test (LTIT) Multi-Level Edition was used to
measure verbal learning performance.

In our work, the LTIT was administered to 1,255 depen-
dent and neglected children residing in 32 different chil-

.

dren's institutions in Georgia in the Spring of 1972 and to
.632 children in 19 institutions in the Spring of 1973 for
purposes of test-retest evaluations following a lapse of one
year during which the latter remained institutionalized.

The Multi-Level edition is a revision of the original
test that provides separate test booklets for-differing
school grade levels, as follows:.

Form Grade Level

A 3
B 4

C 5

6

7

8-9
G
H

10-11
12-13

/

The entire test was standardized (1963) across 180,000
students in 70 systems in 42 states and norms lare derived

.7

4,
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for ageage and grade equivalents (among others).1 Standardiza-
tion was conducted with the Iowa Test of Basic Skills (grade 3-
,8) and the Tests of Academic Progress (Grades 9-12).

Three of the 5 tests in th6 Verbal Abilities Battery
were selected for use 3n the study,namely, the Vocabulary,
Verbal Classification and Verbal Analogies Tests.2 The Sen-
tence.Completion and Arithmetic Reasoning Tests were oxritted,
partly for reasons of increasing the speed of administration

. of,the-test and befaute some material in these two tests was
deemed either duplicative or irrelevant for our purposes.
Additionally, only test forms A-G were utilized since less
than 1 percent of the sample of children tested,were at grade
level 12 or beyond-. )

A summary of tIe results of reliab'lity/va3idity studies
conducted on the total LTIT (Verbal and Non-Verbal Batteries)
aided in the selection of this instrument (Buros, 1972,
pp. 681-68Z).

The alternate forms method used extensively to obtain
reliability coefficients on the Verbal Abilities Battery
yielded adequate teat reliabilities ranging from .83 to .91.

Studies reflecting on criterion validity have.tended to
show relatively high correlations between the total LTIT and
the tests of achievement (in the .60's and .70's) and scores
on the verbal battery to be less influenced by the age of the
tested child. Such results Suggest that tht Verbal Abilities
Battery is a_useful instrument for predicting school achieve-
ment (Buros, -1972,

'Reference:' Lorge-Thorndike Intelligence tess, Multi-
Level Bdition, Manual for Adkinistration (Boston: tfoughton

Mifflin, 101). ,

. ,

. :

2Permission to utilize and duplicate the LTIT Verbal.
Abilities Battery in this manner.was kindly extended by the
test publisher, the Houghton Mifflin Comparly, through Mr.
John:Sommer, Manage47 Department of Measurement and Guidance.

.,



65

The Child Task/Social Relations Competence Scale (TSRCS)
4"

The TSRCS was developed at the Regional Institute of So-
cial Welfare Researchloy Dr. George Thomas following a search
of the literature on child measurement that failed,to identify
a comprehensive instillment that met all our needs (Johnson and
Bommareto, 1971; Comrey, et al, 1973; Buros, 1972).

The Scale in its final form is composed of five subscales
totaling 46 items, discussed below:'

TheTask Subscale consists of 15 items. Eight (8) items
are phrased positively ("I alit better than most kAds at playing
games") and seven negatively ("I am not very godd at fixing
things when they break"). Together these items produce a
single task competence score.

The School Mate Subscale includes eight items aimed at
assessing how well a child thinks he is getting along with
peers at %chqcol. Item example: "Kids in my class are always
pickingfon me."

The Cottage Mate Subscale is identical in purpose to the
School Mate_Subscale, the target here being to assess a child's
relations with others he is living with in his institution.
Ani'teirt example for this eight' item subscale is: ,"Most of the
kids I live with like me a lot."

'The Teacher Subscale is composed of seven items and is
designed to assess a_child's view of how well he is getting
alohg with hip teacher. Item !example: "I get along very well
with my teacher."

The Cottage Parent Subscale contains eight items designed
to assess hpw well an institutionalized child thinks he is do-
ing in getting along with his cottage parent(s). Item example:
'f can.always 'tell: my cottage parent(s) my problems."

Th'e TSRCS was administered to 2,268 different children

lInitial'reasoning.about the format and structure of the
item response' categories, was stimulated considerably by a.
thorough reading of S. Coopersmith, The Anticedents of Self
Esteem, (San Francisco: W. H. Freeman & Co., 19ei).
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in Georgia, grade levels 3 through 12. The Scale was adminis-'
tered on three different occasions, first to 1,243 institution-
alized dependent/neglected children in 32 institutions (1972),
secondly to 1,025 non-institutionalized children compiising a
large portion of the total enrollments of three different
school systems (1973), and, finally, as a retest of 785 insti-
tutionalized children in 19 institutions one year after initial
testing (1973).

The Scale was read aloud to groups of children (grades 3-8
only) in institutions (and to 47 different English classes in
seven schools) and the'children were asked to voice misunder-
standings after each item before answering.

Children respond by marking the response category "like
me" or "not like me" corresponding to each item.

Since roughly half of the items in each subscale are
written negatively (I am not like, I can't do, etc.) and half
positively,(I am popular, I do well, etc.), a core of one is
assigned to` response category reflecting higher personal
opinions of competence and.0 to the alternate category.

The score range,.therefore, is 0 to 46 for each individual
reflecting minimum to maximum levels of self-rated task and
social relations competence.

Scales Reliability

The internal consistency of the Scale was determined by
utilizing data on 845 institutionalized children (1972) apply-
ing the Kuder Richardson formula 20. 'A modest overall scale .

reliability of .80, was obtained in association with relatively
high subscale/total scale intercorrelations: task (.81),
school mates (.75), cottage mates (.77), teacher (.77), and
cottage parents (.75).

.

A principle components factor analysis was performed on
the same data Utilizing an orthogonal rotation to maximize
factor independence in order to evaluate the'degree to which
Scale items Cluster into the subscales set forth in the in-
strument. (See Appendix H).

s

.1

4
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Five relatively "pure" factors were extracted' which tend
to confirm the original item structuring of the subscales. A
.30-item loading was used as the cut-off point for retaining
an item,for factor interpretation in the final rotated item
factor matrix.

Only three of 46 items'loaded above .30 on two or more
factors. Factor I is composed exclusively of the eight cottage
paret items, Factor II includes 13 of the 15 items in the school
mates and cottage'mates subscales, comprising what can be termed
a peer substale and Factor III consists exclusively of the seven
items in the teacher subscale.

Factors 'Viand V cafe be termed the Task "can't do" and
Task "can do" factors respectively. Items loading on Factor IV
above .30 include six of the seven negatively phrased task items
and on Factqr V six of the eight positively phrased task items.

,' Together these results suggest the overall scale. to be es-
sentially unidimensional in content relative to measuring com-
petence, and,to contain subscales that measure separable compo-,
newts of competence relative to tasks and the various social
relations spheres.

Test-retest scores on 785 institutionalized children ob-
tained at a one year interval provide further information on
Scale and subscale reliability.

Since the expectation was that the Scale would measure
change overtime, the degree to which it detected change is the
criterion for assessing Scale test-retest relibility.2

'The decision to retain five factors follows from inspection
of sums of the absolute Scores of the residual matrices which
showed a shard drop between toe fourth and fifth matrices. This
suggests that the bulk of the Variance within the intercorrela-
tion matrix had been extracted. See: Fruchter (1964, p. 80)
and Fruchter and Jennings (1962, pp. 239ff).

2Carl Bereiter (In: C. Barris (ed), 1967, p.14) comments.'
that if,change is anticipateTtesereliability is gauged in terms
of the instrument's sensitivity in detecting change. This is
e4actly opposite the more common approach in test-retest evalua-
tions where reliability is established'in terms ofthe stability
of scores overtime. 1! .

As Bereiter puts it, "_If one is measuring change, then it is
.as,,,,pleasures of change and only as measures of change that the
validity and reliability of his instruments have any importance."
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The correlated t test extracts the correlation of scores
between time' ,and time2 before performing an evaluation of
the difference in mean scores, lowering the likelihood of
spurious results in difference of means tests.

The results obtained suggeqts that change relative tp
cottage parents and cottage mates runs opposite of the direc-
tion of change for school mates and teachers. This produces
a cancelling out effect that yields an'overall nonsignificant
test-retest result for the total scale.

. 4
This point emphasizes that.total

t

acale scores should not
be evaluated in the absence of subscale analyses, especially
iri the test- retest situation when change ib.being measured.

.F.---r-

%
,

.. ,

,

. .. Table" 2-3 '../.',, ,-----, ' 1
*

Results of
Corx.

lated t,Tests oil TSRCS
...i n! 'dtest-:Retest Data

:-
s.

($ =785) v . .

Scale/Subscale

r

'Tabk r 1:80**
.-

Cottage Mates- -p.20*.
School Mates' a.-4o*..
Teacher 2.30* **

,b

Cottage "Parents -. - .5d

Total Sdale - .99

**IY <

*1) <

**41), <

.05

.01
,05

. ..

(1 tail)
(2 tail) ,

'(2 tail) ..

.
.

,

'

t.
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Scale Discriminative Validity

Several analyses were performed to determine the power
of the Scale in differentiating scores among grows of chil-
drenlcontrolling for place of residence (institutionalized
noninstitutionalized), family income (low: below $4,000; mid
die: $4- 000; upper': $10,000 -0, and school grade level.

Table " -4 indicates that, the Scale discriminates between
institutionalized and noninstitutionalized children.

Analyses of differences between institutionalized/nonin-
stitutionalized children were also undertaken on data obtained 3

from two rural public school Systems. School Site 1 was'an . .

elementary school with 32 pekcent of total enrollment being
institutionalized children. Nonresidents in this school
generally fell in the middle _income category while residents

...
were decidely from lower income families.r,' :

,
.

LIN6 In School Site 2 institutionalized children represented
1,15 percent of the enrollment and, in this case, residents ,

t were generally from middle income families while non:residents., ,

ell'into the low incqmcategory.ac

Table2=4

Difference in Mean Scores for Institutionalized)
Noninstitutionalized Children on the TSRCS

Controlling for Grade Level

.

Type Group

Grades 3-8

'Institutionalized
Noninstitutionalized

trades 9-12

Institutionalized
Noninstitutionalized.

28.53
25.41

,X

(TSRCS)
N

812
481

207
253

X32.73

26.62

SD t

6.79,
4.28

4.93

..

*I, < .(>1 (2 tail)' ,

. .

9.66*

.11.65*

,..-
,i.' t.

.. .

.

,.
'. :

*;

,...

.....r -,

. ,, :.
.

.

'In order to increase' parity betweenthe samples,s55
.chtadren in special education and 169 below the third,;/. . ,

grade level were deleted bringing the total for the ; ),
....

.institutionalized samples down from 1,243 to-1;ov, ,
....,

...,:.:
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controlling far income we expected rdwiaents to score
lower than nonresidents in School Site 1 )5iitvhigher than l'hon-
residents in School Site 2. ,This occurred, partially support-
ing the conclusion that the Scale discribinates ill the expect-
ed. direction codtrolling.for.family income as shown, in Table

oTabie 2 -5
i .4 I

.

. , Differencgfin Mean Scores fo'4 Ins
NoninsitutionAized CDildren

-u.qontrolling for Family
.

.e

tituionalized and
on theTSkS
Income

, Type Group

'SchoolAite 1 - .

tzr
, 7

(TsRcsy
SD t

Low .Income
tionalizedq'

Middle Incom4 Noi5-
',institutional).zed '

A
$

u.
chool Site 2.4.

3 A.

--Middle Income Ins'til
tutionalized

. Low Income NonThsti-'
tutionalized

S

80.

89

11

23.33

5.11

6.08

P.

5.95A .

..
26.48 4.86 1.76*

*

25.27 5.S.Q

*P<Al (1
o'*Pk:05 (1

.
4;" 11

Scale .VCriterion
-

tail)

.

Validitgr

te.

.

. 'At the ,time :that children were beinadministered the'll
TSRCS in their English cla'sses in SchOcilSite6 1 and 2, they
were 'asked..to take a Sociometxic Inventory Iliac; requested
them to name and rank other Mi/dren in their cias'set.with
whom they would prefer to* engage in.a,Work task and in social
friendships.' ,

4 , 4- = -
- , .

. .., . -. .

.
.

ov* .

=tmoment computed between ail-
,

. dren's bwn assessments of their ta418ocial.relktdons compe-
'tendies with the irate at which they were chosen by others in . '-

. - .
.

.

ti

1-

)

a

4..11 $

,,A

4
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their own classrooms to engage in task and social relation-
ships.'

.

Significant posktive correldtions would.tend to vali-
date child en's own assessments of their competencies._
Tables 2-6ana 2-7 present the resultsof this analysis for
insti.klitionalized and noninstitutionalized children respec-
tively.

e

Inspection of these tables indicates a meaningful asso- ,

.piation between TSKS Task and School Mate,Subscale scores
and Task/Social Relations ratings by peers, 4..

,

.

This suggests that children's own assessments, about how.
well they are doinq.regarding tasks and school mate rela-

. tionihips tend to beconfirmed by other children (both
stitutionalized and noqnstitutionalize4. t

.

4

Table.2-6' ,Y

Proditct-Moment Correfdtions Between TSRCS Scores
and So9iometrid Ratings by Peers for

- Iristitttionalized Children

,

Sites
Sccicmetric

_Item -Task

Subsc.iles1

A
Cottage-I
PaKer(s)/
Parefit Teacher

Total
Scale

'

School
Mates-

School Social .13 r .25** . -.07 .01 5 .13
site.1 , 80. Task' .27** .12 -.02 -.04, :16

School . Social -.Oft .,34* -.14 .02 .05
Site 2 89. Task. -.1 .16 -.16° ;.03 .07

.

*P < .01 (1 tail)
**P 5 (1 ta 1),

'-1The Cottage .M
the schOol se

ds

. .

to Subscale was not administered In-
. , .

4 0
rm.

I

.9

ft

. .

'r
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stsz-s

School
Site 1

SchOol
Site 2

'11 i

Table 2-7

Product-MomentCorrelations Between TSRCS. Scores'
and Sociometric:Ratings by Peeri for

Noninstitutionalized Children-

Socianetric
Ttern 4'aqk

School

Subscales

Tgacter
Total.

scalp"

'Cottage- '

Parent(s)/
_Pare&_LI

Social .02 .19** .06' -.08 .05
170 Task. .18 ** .31** 0.20** -.02 ' .25'

Social .04 .30* . .09 ' .01
118 Task . .19** .30* .08, .05

,.17,

.26**

*

*P < .01 (1 tail) A

**P 2 .05 '(1 tail)
1 f".. 4

,
. ,

.

,

. Further evidence of the Scale's content validity is pre-
,

sent in t1 low correlations between peer sociornetric ratings
. and children's own assessments about how well they are doing
with adults, since it_ can be reasoned that the quality of
children's .hssociations with adiqtd are of secondary impor-

' "tance,amting"cpilareh when "4Idcting peer taskiv)cial rela-
tions 'associated:. .- ,

, 4

Correlations.

., ,
Finally, low rrelatipny the Cot4e. ae

_ , .

...p:

O 4 and Teacher subscal,es can be shown to contribute to lOw.cor-
relation's between sdciometric ratings ind,childiemis total
TSRCS'scores.

..

e
.

t

X Since correlations between sociometrieratings on social
and, task" items werd noteworthy in both *school. Se4tingd_and -

, for both institutionalized/noninstitutidziaazdd Childrend
,

f ..1116 , 4'. .
. v . .

.04 f-
..., 'In -School Site 1, thecorrelations between social and

task ratidts Was .63 fot noninStitutionalized. and ,49' Or ,,

. institutionalized children., In School Site 2, the correla-
tions` yere :54 and -.56 respectively. . .

'0..,
..-

ir

. .A

:
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the Social and Task peer ratings were pooled and converted
to ranks reflecting general class standing (1 to 10, highest
to lowest). An analysi of variance was then performed be-
tween general class standing and children's own self-assess-1
ments of. competence (TSRCS) scores.

The results, given in'Table 2-8, -indioate that a signi-
ficant diffdrence between general lasA standing based on
'peer assessments and children's own self- assessments of come
petence occurs only with respect to the teacher subscale in
School Site 2.

e .

41(

Table 2-8'
9111.

0614.

Analysis of Variance Results, General Class Standing.
(Peer, Asseised'Rank) By Children's Own

Assessments of-Competence (TSRCS)

' .

.

.

,

School

.

Subscales
.

,

. Total
Cottage
Parent(S)/

Sites N Tasks Mates Parent Teacher Scale

School Site 1 "..

Institutionalized 80 .590 1.865 .265 1.130 .171

Noninstitutionalized 170 .324 .548 .695 1.270 .434
,P

School Site.2 . .

0.

Institutionalized 89 .159 2:263 1.775 3.553* 1:937

Noninstitutionalizei 118 1.785 576 .152 3.383 .819

-A . :---.

*P<.01 (1 tail) School, Site 1 df (?, 74 and 9, 164)
School Site 2 df. (9, 84 and 9, 113)

A.

. .

1

In sum, Scale and subscale reliability was evaluated in
erms of internal consistency and test-retest results.

, " .

Scale and subschre validity was estimated by factor ana:
lytic' methods, the Scalers power to discreninate between dif-
fering groups of chi.ldren and criterion validity was evalu-
ated by correlational and variance analyses of children's.own
assessments and assessments of them by peers: 4
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The results generally indicate the instrument to be a
reasonably reliable and valid measure'of children's task
and social relationship competence levels.

The Child Locus of Control Scale

The Norwicki-Strickland Locus of Control Scale for Chil-
dren was selected for use in our studies to assess children's
sense- of direction in daily life activities.

This instrument, in its predent form, is 40 items long
and.proports tb measure the degree to which childreniperceive
control of their fate, rewards, etc., to be wihin their own
control or subject to outside forces. Children respond to
the items with'"yes" or "no" answers (Norwicki-Strickland,
1973):'

Questions raised about the reliability and validity of
the earlier Locus of Control Scale for children developed by
Bialer led uss to examine the item content of the Norwicki-
Strickland S6ale..

In particularGorguch, et al, (1972), have found scores'
on the Bialer scale to be subjeato differences in children's-

' levels of verbal competence as well as age.2
.

'The. Test derives from earlier work on Lobs bf Cantrol
instruments by potter, Bialer, and'others appearing in:

.Rotter, 1966; Lefcourb, 1966; Miller, 1960; and Lackey, 1973.

\ .

2 To test Gorsuch's findings ful*ther, we performed a
multiple regreSsion analysis on the Locus,of Control 5foies

, - of \a sample, of 767 institutionalized children. lAge and Ver-
Ial'Ab4ity scores (as derived from the ,STIN Verbal Abili-
\ties Battery) were regressed op Locus of Control]. scores. JI

The correltion obtained between verbal ability and.. Locus of
Control (.95) supports Gorsuch's positioh; hdwever, a corre-
lation.of -.03 was obtained between age and Loops of Control
scores (age.i.ange in the'sample was roughly 8 to 16 years).

bnepossibleeexplanation of this confounding result is
that institutionalized children may not prdgress toward
greaterfinternalization as they grow alder (at least not
while iristitutionalized)..

.
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conclude that the instrument contained essentially two dif-
ferent kinds of items, those having distant and vague future
goals or orientations and those having more specific and im-
mediAe goals or orientations.

He-speculated that these findings would-render the in-
strument unreliable with disadvantages groups in particular
since such groups are less accomplished verbally and might
find vague-distant goal items incomprehensibld/ leading to
increasing random-error (child guessing) iii sctirs {Gorsuch,
et al, 1972, p. 588).

Gorsuch's observation about item content further stimu-
lated Institute staff to review the Norwicki-Strickland Scale
and to delete all items having an obvious vague and distant
future goal or orientation.

'Our intent here was not only to increase the Scale's
reliability but also to focus content as much as possible on
immediate-specific (daily lite) matters and goals since scores
on such content were of greatest research interest to us.

The Scale was thus reduced to 26 items for our use. The
"Yes'No" response scale was retained, and scoring was done by.
applying a 1 to an answer reflecting greater internal control
and 0 to responses reflecting external control.

A child could therefore, score from a maximum .of 26 (mak-
imum internal control),to 0 (maxim.= external control). 4

I

. k The adapted Noxwicki-Sickland Locus of Control Scale
for Children wasACimiifiat-EFed to a total of 2,263 di ferent
children in Georgia,. grade levels 3 through 12. The dale
was administered on three different occasions, first ith:
1,238 institutionalized dependent and neglected children in
32 institutions in 1972, secondly to 1,025 noninstitutional-
ized children comprising a large portion of the total enroll.:
mAt of three different school systems--two rural public and
one urban parochial (1973)--and, finally, ds a retest of 870
institutiorvlized children°in.19 institutions (1973) ,one year
after initial testing.

4
The Scale was. read aloud to grouips'of children (gradeS

3-8 only) in institutions (and to 47. different English ,class-
es in seven scApols) and children were asked to voice misun-
derstandings after each itewbefore -responding..

s
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Scale Reliability

The Norwicki-Strickland Scale has been widely utilized
in child development research over the last several years.
Indeed, a recently compiled bibliography by the Scale's prin-
ciple author lists 92 such studies (Norwicki, no date).

Administration of'the Scale by the authors on several
occasions. with 1017 elementary and high school children has
yielded split-half internal consistency coefficients ranging
from '.63 to .81 and six week test- retest reliabilities rcang-
ing.from-.66 to..71 (Norwicki and.Strickland, 1973).

.

Since chahge over time was expected in our studies test-
. -retest reliability of this Scale was estimated by the applica-

tion of the correlated t technique on the original and retest
scores of '780 institutionalized children obtained at a one
year interval.

As p;eviously noted, the correlated t test extracts the
correlation between test-retest scores before computing the
difference between mean scores thus providing a truer esti-
mate of the amount of change that occurred, and in turn, a.

good approximation'of the SCale'ssensitivity in measuring
change (test-retest relikbility)..1%

'
The resulting statistic ( t=4.70; P<.01) suggests the ,

Stale to be reliable for our

Scale Discriminative "Validity p

. .
.

One of our' expectations, based on previous.findings, was
that low income and institutionalized childrOn.wbuld score
lowest on this Scale. .:Scores for children oh the Locus of

'Control Scale were grouped by grade level,, place of residence,
and; tin4ly, family income level fcq purposes of .performing
different b of means tests.

. , .
0

0 ,

Table 2-9 indicates that the Scale discriminated between.
chiitrenogrouped by grade level and place ofresidence as ex-

..

Tected only-for the elementary school grades;
. .

, When children-in two schools with known family incomes
weie.grouped .(low: - $4,000; middle: $4-9,99,9; upper: $10,0004)
by that 'variable and place of residence, the results oontorm ''°`

' to expectations again for elementary school children and, the
addition of the family income variabledoes yield' a signifi-

,,

t

N

,

4

(
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cant difference between groups of high school children (be-
tween-intame groups and not, as expectudT-Mtweeh institu-
tionalized/noninstitutionalized groups), as show4 in Table
2-10. .

.,

Table 2-9

Differences in Means for Locus of Contr61.Scores,
fox Institutionaiized/Nonihstitutionalized

Children by Grade LeTel

N R.
"' (Scale)

SD

Grades 3-8

Institutionalized '8121 13.21 4.75 3.904*
Nonintitutionalized 481 " 14.19 .4.49

Grades 9-12

Institutionalized 207 . 16.78 , 4.68 1:035.:
Noninstituticnalized 253 17:33 '.6.40

,

*P < ail)"

1In order,to increase parity between'tfie samples; '55:"
childen in special 'education. and 1:69 'below third - a

grade level were dropped bringing tte.in$titutioh
alized samples, down from-1,24S to '1419.

9 , W

170

,

,

a

'4, v.:-

,
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Table 2-10

-Differences in Means for Locus of Control Scores,
Institutionalized/Noninstitutionalized

Childten by Family Income Level

X
-(Scale)

School' Site :-(Grades 3-8)-.

Middle Income Noninsti-
tutionalized

Low Income Institution-.
alized

School Site 2 :(Grades--9-1)

Low Income Noninstitu-
tionalized

Middle Income Institu-.

ticinal4ed

170

80

89

13:47

12.63

16.60'

1835

.

SD t

r

4.43 3.071* 4.

4:14,

4.31 3464*

. 3.9

. - *p<.01. (1 tail)

Scale Criterion Validity

1.

Children in the-same two schools were'administered a
two-:item sociometric inventory at- the same time As the Lodus
of Control,,,Scale floellle purpose of Assessing their, task and
social relatidris competnce'as reflected in,the rate at which
each child was choseh by peers to engage ina'task and'a so-'
cial friendship situations.

. ,
In our view, thd tociometrIc inventory meaSure!l'-the de-

sirability of each child in the eyes .Of his clatsmateS'as a
partner in doing 'tasks and shaAnig Social situations. In.coft-
trast, the tocus trol Scale was viewed-as medsurng de-
gree of self direionrsei.f relance, or personal indegendence.

f

Had we measured leadership rather than sharing in:the
Sociometric Inventoryp,vf w6uld have:eXpected a%higki,degee

, I ,
,-

, '',

s
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of assd4atiOri between a* child's Locus of Control score an&
iffigjgeperal classroom standing assessed by'peets.

AS it was, we expected-Locus of Contkol scores to be uri-
related to general classroom standing (or perceived desikabil-

,ity of association'by peers in task/socialuations):.

Analysis Aof varipance tests disdlose that differences be,
tween children's own assessments of their spcigI relatidns
(school mates) and task competence and tbef,fgeneral class-
room standing are nonsignificant. By_conttast
differences are found between general classroom standing and
Locus of Control scores, as shown in Table 2-11.

Table 2rll
,

Analysis of Varianbe Results, GefteraI.Clagardom
standing By Task/pocial.Relations Competence

and Locus of tontiol: Scores.for 2

TwO School PoptilationS

:General Classroom,Standing Byi
(Peer RaniqdrviSociometric) N

School'.:Site

Tua Task Subsdale_
. TSRCS Schqol Nate,Subscale

Lodus of Contrbi

111,..4111'

'4

Soho& Site 2
a

TSRCS Tagk SAScafe.
TSRCS School pate.SObscale.
Locup of Control ,

*P< .01 (581=1001 1: d.f 9,
*'*-P< . 05 - : ,

..4 1504

TM

207

.

.587
1.008
2:47**

.632
'2,715*

te,..
; School 2: df 9, 20,$)

.

I.... :., -.
. .

..
0 .

P
6 4 I '

).1

These results tend,to confirm that .the Lo6us.ofControl
Seale'mdasures different content than thet'SRCS.

"

.,
'In turn, this ,reflects well upon the validity of the ",

Locus of Control.Scaie 'as we haVe used it, napely, as a Mea-,.
y -, ' - / -,

f

c.

ih

O

a.
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-sure of one of the three separable components of our model.
for evaluat;ingtadequate child competency for community liV--__.
ing-

The Sociometric Inventory

This instrument was developed by Dr, Hecht Lackey a,t
the Regional Institute of Social Welfare Research specifi-
cally for the purpose of-establishing criterion validity for
the TSRCS. The basic design of the instrument derives from
a study of Morehols fFHhique (1930. The .Inventory consist-
ed of four items requiring children to state their associa-
tional preferences in peild&ming tasks and social functions
with other children. Two forms were developed for grades 3
through 6 and 7 through 12, 4 order to make the instrument
applicable to older and younger children.

The SooiOmetric Inventory was administered in'the three
.different school sites along with the TSRCS and the'Child .

Loouof Contro1.4,

Thb instrument was scored in the following manner: J.

first a raw score was computed by totaling the number of
times a child was selected by other members of hissociass.
Then the children were ranked on the basis of that raw
score with.the child most selected being number one, to the
child least selected number n. In the third step,, a rate of
selection was computed by dividing the .raw score by the total
number of possible selections a child7could have received.
The last score was utilized alsoto establish his rank in
that class. Therefore, if a child was in a class of 32 chil-
dren, and was selected by ten other children_on an item, his
raw score would hare been ten. If this represented the.high7
est raw score, his rank would have been one, and his centile
score would have been .10 (top 10 percent of the class).4.

1

fi

'It should be noted that'this methOd of as signing ranks
will often yield negative correlatians.With other scales sim-
ply because the highest rated .nildren will be assigned the
lowest 'rank (i.e., 1). It is recommended that thege,ranks be
reversed in future (highest rated assigned rank 10), to avoid
this confusion.

4,
'

6
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The child's rate would be lo divided by 93 (since there-
were 93 choices for each item, 3 children chosen by all 32
class mates, omitting a child's own 3 choices) equalling .11.

a ,

Methodology for Measuring Staff Orientations

Three measures of staff. orientations were taken as part
of our overall effort to assess staff contributions to in-
stitutional effectiveness.

__.1/

Additionally, social service 'ilia cottage,parent -staff
in all j_pstitutions were asked to rate all resident children

- on several variables related to their readiness for replace-
/

ment to their communities.

,

The instruments that were used to obtain data on staff
orientations are referred.to as the Child Rearing Philosophy
Scale, the Community-Orientednesg Subscale, and.the Job Sat-
isfaction Scale.

These instruments were submitted by direct mail to fos-
ter home parents and public agency child welfare workers in
one Metropolitan county as well as full-time personnel in
the32 institutiAs in the 'study for purposes of comparative
analysis. The number of responset obtained are presented in
Tablc; 2-12:

A Table 2-12.
.\

Number of Responses by Type of Scale
and Type of Child Care Personnel

Child-Rearing .

Type' of Personnel Philosophy
Catmunity

Orientedness
Job

Satisfaction

Foster Haile Parents 168 1 --
Child Welfare Workers 39 39. 39
Institutional Directors 27 27 27
Institutropal Social

Service Staff 35 ' 35 35.
Irigtituticoal Cottage

Parents . 216 216 a 216

, I

ye
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It should be noted that these group workers differ-
ed in important'ways. The majority of foster home Par'ents
were black, of rural origin, had less than 8thgrade'educa-
tions and were over age 50. In contraat,'the majority Of 111
stitutional staff members were white and of urban origin, al-'
though in other respects cottage parents in pafticular closely
resembled foster home per4hts.

Most (75 percent) of public agenoy child welfare workers,
were under age 40 and college educated.

The groups were similar in that roughly two - thirds of
each group were female and married.

The response rate to the initial mailing for. oster par-
ents was 50 percent (168 of 336) anq 74 percent ,(9 of 53)
for child.welfare'vorker.s. .No follow-up was conducted.

The Child Rearing Philosophy Scale

This instrument was a4apted from a questionnaire devel-
oped by Bell and Schaefer (1958), known as the Parental At-
titude Rgsearch Instrument (PARI). 4

The PARI contained 23 five-item scales,, six of-which were
retained comprissing a 30-item scale.

In order, the six subsoales measure Harshness, Strict-
ness, RewardsjPunishment, Tolerance, Sharing Decision-Maki4g
and Protectiveness Orientations toward the rearing of chil-
dren. l

Some rewriting of items was done ,to make items conform
to our interests and to replace overly sophisticated termino-
logy. -

In our usage, the subscalds yield an aggregate score re-
flecting high child acceptance to high child dominance in
hild rearing practices.

0

1 In the PARI, these scales are titled ifi order: Break-
ing the Will, Strictness', Approval of Activity, Equalitarian-
ism, FOstering Delpendedcy, and Intrusivenes*. 4 4.

'
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Four response categories were provided (srongly agree
to strongly disagree) and each item was scored 1 to 4. The
maximum Scale score range was 30 (maximum dominance) to 120'
(Maximum acceptance).

The internal consistency of the Scale was determined by
Cronbach's Alpha tobe .94 for a poaplation of 344 institu-
tional staff members.

Subscale score with total Scale score product-moment
correlations also proved respectable: Harshness r=.81;
Strictness r=.75; Rewards/Punishment r=.77; Tolerance r=.75;
Sharing Decision-Making r=.79; and Protecti4ieness-r=.77.

These results suggest the instrument to be useful as a
general measure of child rearing. philosophy.

4

.

t .

Schaefer and Bell report that PARI scores are correlated 1 '"

with the level'of formal education completed lm parents tak-
ing the'instrument.- They suggest this suppores,the conclu- .

sion that the instrument has some degree of construct validity.

In addition,,Coopersmith (1967) has found PARI scores to
Correlate positively with higher and lower scores on his mea-t h..
sures of self esteem adding to the,notion of construct valid-
ity. 41

r
,

0 ;

Our cross tabulations of child rearing philosbphy scores .1 Nr
with'age levels of three samples of different, types of
sonnel who work with children tend to confirm Schaefer, and..
Bell's observations.

;

Finally, difference of means test'refiectingthe Scale's
discriminative power between selected groups of-personnel ih >.the_ child welfare field indicate significant' differences in
child rearing philosophy scores where expected, and nodif4.
ference where expected (in the case of foster parents*cvmpat7
ing with institutional cottage parents), as shown in TabEe :

2-13

The Community-Orientedness Subscale (

t., , ,

The Community-Orientedness Subscale is a 12-itein battery
developed by Dr. 'George Thomas at .the Regional Institut8 of
Social Welfare Research.

4
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rr
Table 2 -13

Difference in Means Test's for Child Rearing
Philosophy' Scores by Selected Groups.

ofChild Welfare Personnel-

N X SD

Foster Parents. 108 7'4.53 8.41 9.766*
X

Child Welfare Workers 39 88,66 7.07

:Fos:ter Parents 168 74.53 8.41. .649
X

Institutional Cottage Parents, 216 73.23 25.61
4

Child Welfare Workers . 39 88:66 7.07 4.366*
X .

Institute Social Service Staff. 35 63.57 39.72

Institutei,Social Service, Staff 35 63.57 39.72 '2.503*
X

Institutional Directors ,27 82.82 24.61

*P < .01T2 tail)
* *P. < 45 (2 tail)

e. This.subscale is detiglited to measure the degree to which
*inistitutionalichild 'care staff, prefdr *rrI( ip2and,with the

* community Nrersts thedegree to' which they prefer to work in
ksolaeion from-it, or "behind the'walls". .

0.

The 12 items are tacked op the end Rf the Child Rearing
Philosophy Scale for general administration, and are number-

' ed 31 through' 42.' ()

The four .response categories for the Child) Rearing 13-,
losophy Siale'were retained, each'item beinescored 1 to 4.
The maximum subscale scoreP-range, therefore, was'i2 (maximum
behind the walls' orientation) Eo 48 .(maximum community-ori-
entednesi). , /

,
)

e ,
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A nonsignificant product-moment correlation of .28 be-
tween the scores on Child Rearing Philosophy and Community-
Orientedness fOr the total sample of 425 respondents suggests
that the community-orientedness subscale measures a content
area different from child rearing philosophy.

Further, difference of means tests between roughly com-
parable gr9ups of personnel in child caring services yield
significant results reflecting the subsoale's discr' inative
power, as shown in Table 2-14.

Table 2-14

Difference in Means Tests for Community-Orientidness
Subscale Scores by Selected Groups

of'Child Welfare Personnel

N SD
.

I

Child Welfare,Workers 29 30.03,.. 3.30 5.576*.
X

InstituticnaLSOcial Service Staff 35 34.11 2.93

'Institutional Directors 27 29.41 9.59 2.723*
X

Insti6tional Social Service Staff 35 34.11 2.93

"4.

*P<.01 (2 tail)
**P<.05_32 tail)

-
f

.

ainicross tabulationa'of staff backgrotind variables,
partic arly age and,sex indicate further the Subscale's

\.0 * Ability to discriminate.' Means are substantially lower for,
female staff and older staff. These results conform clearly
with ourinitial expectations:

1-

Thee Job Sa tcisfaction Scak . ) . .
,

. The Jc0xSatisfaction Scale ig,,a shortened and modified.
version of a scale developed and successfully used by Miller
and'Muthard (1963).

l

.
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The oriiiiha1 instrument contains eight scales (Relations
with Employer, Relations with Associates, Security/Finance6
Advancement', Liking/Invoivement in gob, Job Training/Status/
Work Condition Future Goals-and Progress, Evaluation/Ret-
rospect, and-Physical/Mental Exertion).

The authors obtained, an overall reliability coefficient,
using split-half procedures and the Spearman-Brown correction,
of .88,:apd subscale to total Scale score corrected split- alf
Coefficients ranging from .47 to .8.9 (with the mean using he-
Fishet'a\trenaformation of . on. data obtained ,from a ple
of 143 vocati al unselors.

The orig nal eighb.subscales were retained and some were ,

retitled to fi modifications and deletions performedon the
item content.'

Several items ere deleted reducing the overall scale to
31 items for our 'u . Unfortunately, this reduced the number
of items in one kale (Financial) to.two, thus seriously im-
pairing its content comprehensiveness.

Four response categories accm-mpanied each item (strongly
agree to strongly disagree). Scoring each item 1 to 4 yieldT
ed a maximum Scale score range of. 31 (Maximum dissatisfaction)
to 124 (maximum satisfaction).

While item manipulations and deletions did hot seem to
detract substantially from the Scale's modest reliability
(we obtained a .78 utilizing dronbach'e Alpha on data taken
from 344 inStitutidnal staff members) it mayeell.havelcon-
tributed to the.unimprespive results relative to the Scale's
ability to discriminate 'between different groups of child
caring personnel. . , .

Levels of job Satisfactionl do not prove to' be signifi-.
cantly different between child t elfare workers, institution9.1
directors, institutional social, service workers, and institt-
-tional cottage parents, comparing mean scores for 'each group
of workers with each other.

; 'Consecutive retitling of subscail.es are: Relations
with Supervisdrs,.Pelations with Associates, Financial Re-
wards, Inyestment in Job, ob Status, CareerOrientation,
Sense of Coffipetence, and Physical/Mehtal Exertion.

Utl

4
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This suggest4 the instrument may lack discriminative
.

. power, or, less likely; ,that all these disparate ,groups of
workers tend .to' similar levels of job .satisfaction..
.

i .. . ;.

Staff ,Ratings of ;Resident `Children

Ratings of fhe number And type of ptrsonai problems dem-
onstrated and' o sobn a child would be' for replacenient
were obtained n all avaitable'children in placementin the
32 'institution s

-:A standard zed form was used to obtain two ratings on
each child, one each from the cottage parent and the social
'iervlce staff m ber hdlding prima'ry respynsibility for a

,- .7 child's, care.
4

Consisten with the work of
4

others (Sternbach and Pincus,
Piliavin 1973),we found differences in perceptions

-between.these o staff levels: Cottage parents perceived. . .

,resident children as slightly.more problem burdened (4.58
4..24 problems fer child) and rated.considerably .fewer
ready fbr Tepl cement immediately (49.0 vs 65.0 percent)

.

These res lts are based on the rati s'of.1246 residents
by Cottage par nts and' social service

An estima.e of the degree of onsistency between staff
ratings and ch ldrgh's self ass ssments of their competencies
was also obtai ed.

.

Mean child self ass ssment scores and staff rating sc res
were paired across the 32 institutions to obtain Spearman
order correlatiOn coefficiehtt .Blaylock, 1961, p. 318).(

4' )

Tables 2-15 and 2-16'following show a general patt ?I'of

low associations between staff ratings and. child self a sets-
ments..

' There'is one bright note in thesefindings, namely; that
cotiage.parentt global ratings of children's readinest to
leaize placement are substantially in line with children't own
assessments of their current competency levels.

Recalling other results in this chapter that show peer,
confirmation of residents' self assessments, a body of eVi-
dence converges supporting a conclusion that close attention
should,be paid to cottage parent assessments of children in
timing rand planning their replasements
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On, the other hand; the findings cast some doubeon the
.

reliabilit' of the assessments of sdcial service staff.

Table 2-15
4

Spearman Rank Order. Zorrelations Between Mean
Number of Staff Rated Peebotal Problems in
Child Population and Mean'Child Population

Self Assessment Scores, by Staff Level

; Type of Child Self Assessment
Cottage Sobial Service.
Parents , Staff.

rs

LTIT
Task
Cottage Mates

TSRCS School Mates
Subscales -.. Cottage Parents

Teachers
Locus of Control

,

-..609
.

-.067
.173" -.%.09
.208 ..0.62
.106 -

, .673
.283 .203
.576* %526*

_.219 -.136

*P<.01, df: 2,27

Table 2-16
//

Spearman Rank O rder Correlations Between Staff
Rated Percentage of Child Population Ready
to Leave Now and Mean Child Population
Self Assessment Scores, by Staff Level %

4/

-Type.of Child Self Assessment

. .
Cottagg- 4
'Parents

n5

. . .
.. ,

'Social Service: i .

Staff '
.

- ', /15 b

LTIT

-Cottage Mates
TSRCS School Mates

il

'Task ''

Subscales Cottage Parentg
Teachers
Locus of Control

.312
-.90
.546*
.379"
.336
.429**
.375**

-.218
-.064
-.235
-.06
-.12
.208

*P<.01
**P<.05 df: 2,27.

'%Poi
1

102
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ZIethodoloYy. for..Measuring Institutional Change.

A decade ago Seashore (1964, p. 166)-observed .thatitery
:

.
.

.

few ,field experiments had been conducted with formal organi-
za'ti.ons,, "...perhaps n9 more than 5 to 10 depending upon how
generous one chooses to be in tolerating deviations from
ideal experimental conditions." It should also be noted that.
SeasAore's.search did not turnup a single experiment involv-
ing more than one organization.

.
. .. .

,

Since that tite fundamental advances have'been maoie in
,research design and data collection_ techniques useful in re-

,
searching organizational .thange (Jenks, 1972; G. L. Lippitt,
1073; Holland, 973; Campbell,)1970; Hage and Aiken,.'1973).
Still, important questions continue to be raised about the
technical -feasibility Of conducting true field4experiments
with formal organizationv(Seaphore, 1964; Weiss and Rein,
.1970; Lyden and, Lee, 1969).

. .

Among the more preying technical realities are those
dealing with:

.

Opertionalization of criteria for measukIng'
impact;

- -- Controlling pre-existing extraneous-influences
and influences that intervene following the
initiation of the experimental treatment;

Establishingand maintaining a standardized
treatment input across organization and
overtime;

--- Obtaining sufficient organizations to meet the
. . .

, - requirements of'a ful.1:17 orossed design, that
.,..,.

l''
e. -.

, is., enoggh drgarAzations to represent-the-full
el-

rahge of' variation among the type(s) of organ-
, izations

min

the study expbsed.to the'experimen-1
tal treatment, .matched cmganizations if two or
more treatrdents are bein induced, and suffi-
cient numtersoto tIfford-levaluation.of replicate
and control (nonexperimIntal) effects;

In lieu 'the prgeediAg point, satisfying the
requirerI of randomizttion. of treatments and/
or random assignment-of organizations to,exper-
imental treatments;.and,

4.41 4

4

2
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*--= Retaining-sufficient rese ch design
bility to profit from the unanticipated,
consequences of the experimental input..

'Regarding this last oint',. Se
utilizing impersonal treatments '(
eliminate the largely uncontrolle
and style present when outside ag n introduce change to
organizations..

,

Shore .(1964).' recommends
.g policy changes') to

personality'

I.

-Furthermore, field experiments potentiaAY'use.ful in
the pridtibal world 'of social welfare/policy: and, services
.irtusi meet the foregoing.standar'd WitHin, the bounds of ethics
and be productive of.' results us 431e tiy,-0!.::ordinary, peopl"
in ordinary circumstances and 4 a cost.in 'full-scale opera- .

tion that.-is feasible`'' (Willi s .1.9711 p. 94). . - ,
. ,

There.isa tendencythou h not anion law - -in human
.

,...

seri,ices.field.experitents-to ardastrono tcal.costs and -"
esoteric results the more ele ant the res arch design.

I.: .

sttike a balance be-'..'
f.expeimental'conditions

ger,: 1.964, Ch.19; Salasin,
producing results.,trans-

practice. .

3

v2V

-In our work we have-,attempted
tween maximum aperationaliza ion o
and real world contingencieslIceil
1973), and to maintain a focUs Upo
lerable to the realm of- poliCy an

We operationalized three ext
moray available to and used by o
world n0. used them with groups
three different geographica] si
toward a better approximation
of care.

, The entire research desi
.proj'ects'is predented in caps
ing.

".

i''

(Ins r# Diagram.2-4),

rnaLchange strategieS =m-
ange agents fin the real ,

f
ck

children's institutions at
es ,in an effort to move them

.

the Community-oriented model

n and flow of the experimental
le form in. Diagram: 2-4 follow-

/

We were aware, from th
treatments or random assi
was impractical inasmuch
stitutions to each exper

Given the limits
edly crisscross the bt
lected institutions to,

' no reasonably circumspr
)' .

beg nning that rando
ent of institutions

s we sought to expose!
entail, project. .

ization:Of
treatments

groups of in-

our resources, we could.'
to to expose numbers of ra
he experimental, inputs.
bed area in the st,,ate had

of repeat-
domly
imilarly,
enough in-

.
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stitutions,lwithin'it to allow random assiglent of experi-
Mental inputs (See Appendix1B, Geographical Distribution of

(

Chldren's Institutions in Gedrgia, 1973). '
i

'- .
. ,

. .Our approach was-to select the three localities in Geor- .

.gia containing the FligheNt'conoentratjons of children's'insti-
t tutions (Atlanta, Macon, and SaVannahT and to operationalize

one expei.imental prpject in each locality..
.

. .
. . ,

Previous baselining work provided us with cietailed. in-
-

formation on institutional Startintj points on community-ori-
ented.care:enabling-us to "assigeteach institution to an
appropriate' cell in the research design. ,

III our view, a complete exper4mental design wotad ke'-

.
quire e\af least two institutions representative of each of N
the four classes of starting points within each...experimental .

.

* project and a comparison sett of nonexperimental (control)
tinstiuilons. /

.

)

`Inspection
9

of the upper part of.Diagram,2-4rindicaies ,

that we fell somewhat short of this gbal. .

1

,
. a . ' ' -

On the., other hand, the:.filled cells in the design did .

allow the foalowing evaluations: t

,..
. % ' .

Betyeen Effects - Fot equivalent institutional starting. .

points across all experiments, we evaluatd the comparative
,,
impact of the three change experiments on institutions:
- .

,
. . .

a) uniformly lov..on, community.-orientedness 4-E-I) ;

.4 b) low on E but high on I, and '

, s-...

c) high oh E bAt row ori I. ., ' - .
.

.Within Effects - For different 4nstitutional starting
points within each experiment,. we evalluatcdhe comparative

.

impact of each change experiment individTal1y on institutions: .

1
.

.
... ,,

.fa) uniformly lo0 on community-oiientedness.(-E-I),
b) low on E but'igh on I;
c) high on t but low on I, and . ..-'. .

d) uniformly high on community7orientedness (tt+I), '

(excepting Macon) . w ... .

t

k., , ,
r

Replicate dffects wer/ e also evaluated Alere pOssible by
addressing the question whether institutions with similar N
starting points and receiving the same experimental' exposure
respond with the same or .similar' types of changes. We 1)e-

' lieve we have true replicat4on'in the*senm that experimental -;
.

. .1' .. .
1 . .

a

Vo,

.
se

La
C%
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exposur,±e of simultaneously thus
which often confounds attempts

earlier experiment at a later time.

93

elim,inating the time
at replipating an

./

Thise evaluations also afforded limited insights re-
garding te'impact of differences in personality and style
among experjmental project - personnel, the expectation being
that similar institutions exposed t9 the same explrimental
project.should demonstrate similar patterns of change barring
the influence'of extraneous factors such as personality and

' style. ,

Experimental vs NonexperiMentals - Utilizing a set of
nonexperimental 'institutions matched to eimeriNentals as to ,

starting-poiZts,on CoMmunity-orientedne'ss, differences in
change'rates between experimentals/contreas were determined .

and evaluated for significance.

A Final Note on Ethics
...,e:-

Prionto the initiation of each experimental
potential participant institutions were contacted
cat their vOluritarylinvolvement.

,

. .

project,
to doll-

During intep4ews with inst#4tional.directors we fully;
disclosed, what-we,soughtliefatiyg to the direction and nature

, e of change, the methods we would use in the particular project. 4 i ..
, in which each would be involved, afid the limits of the assis-

, .

% t,Ice we could provide to accomplish change. , , :
, , ) ,

No instigition,declined--although some directors-were'
skeptical - -and full partiCipatign 'continued throughout'the
'life of each 'project, with. few and minor exdeptiOns.

.

We.recognize that some behavioral scientistpmight con-
A. sider fu P. disclostike an abridgment of experimental'design,

in the asense that if' participants know what'is expected they
may simply conform (aself'fulfilling prophecy),

In our view sub rosa techniques would haiie been quesEion-(
able frchn'an ethiFiriTUapbint. Of equal importance, such
an approach's eviates,,substantially from.real world conditions
in which change agentd are frequently d/hrged with achieving

- ,change in organizations that have advance.knowledge of the
Changes'expected,of them. . ,

.

6

:\

/
1

107
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Technique's for Quantifxing Institutional Change
.

. . t-i. , .
.

.A major responsibility of each experimental prdject lead-
. ex involVed keeping a process,recording of all interactions

bbtween project personnel and institutional, participants over
the life of the project. ..

1 .

Normally, a - second p?Ojectistaff member was assigned to
be present and record events which were then'corrected for
distortions and biases through. discussion Tdith the project

. leader before being logged...

'A sbparate technical assistance Io4 was also kept in
each project to determine whether project personnel. were
staying within the set limits thereby-allowing a better es-

Jtirdate of the extent.to which institutional change was self
'accomplished.

,.

.,
.)

The process recordings contained all known references
made, by participants to institutional change commitments and
claimed change, accomplishments associated with exposure to

each experimental project.

These referenceS were utilized to constr ct project eval-
uation questioAnaiores and other .instruments f -follow-up Nark. .

All of these instrumants elso alloWed for part clpant commen-
tary on other changes we overlooked. as well as pdrticipant
evaluation of the projects themselves.

A quasi legal evidence approach was utilized in collect-
ing evaluation data in the field. In brief, this approach f

meant that no self prodlaimed change would be accepted as
factual unles4 validatedby a secondary source also directly
effected by the change.

In all three projects we first obtained the opinions, of
institutional directors regarding the changes that occurred
as .,d result' of experiMental/exPcsure and then ,proceeded, to
interview at least one other source directly effected by ,the!
claimed change todetermine whether the chabge actually was

4
carried out. 4 A

In every case where-the secondary source was in dis-
agreement., the claimed change was disallowed.. Ve believe
this process.produced a conservative estimate ofi the true
amount of instltutional change induced by each experimen-
tal project, hence.a relatively reliable estimate of the
amount of actual.change. , 441
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This was a time consuming activity tliAresulted in 99
'in depth interviews in the field and uncounted numbers of.
written and telephone contacts with participants:

In the Atlanta project, six directors and 42 institu-
tional staff were personally interviewed. In the latter case,
the number of staff interviewed each institution was pro-
portionalto each institution's staff size.

In the Macbn project, five.directors and 11 community ,

.. and agency leaders were personally interviewed; and,4in the
Savannah project personal inter Sews were conducted with six

- directors and 2.9 community participants.

Since we were interested iii the nature as well as the
type of institutional change that occurred, each validated

,change was classified according to its complexity '(nature)
and the part of the community-oriented model to which it
related'(type).

7
R I

The complexity of a change was Scored from 1 to 4 de-
. pevitng on the.nuMber and/or difficulty of the linkS involved

in getting a change accomplished, as shown in Diagram 2-5:

1

Diagram 2-5's

1.

6

ty

'Degree of Complexity of An Institutional Change
,'

o
r

.2 3 * 4,
.

. ,..-\

ii
l'El I

. .,,,
-7. Q _

.

.

2/.
Declining LikelihoOd of Initiation

?

In our view, difficulty of accomplishment increases as
change moves from 'that' entirely internal to institution
(1), 'to involvements with'one or more like institutions (2)

V

f
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. and involvements with other types of community resources (3)
'toward. Multiple institutional- community resource entangle-
ments (4).:

\The entire data classification scheme for each project
is brought together for inspection in Diagram 2-6 below:.

Diagram 276

lassification Scheme for Institutional. Change Data

DISTITUTIONAL
STARTING
POINT

1?

Model of'Cammunity -Oriented Care

Part
E -.

Paft
E -2

Part Part
E-3 177

C o m p l e x i t y of

Change
1 2 3 4 f 1.2 i 4
,

1 2 3-4/1 2 3 4

-E-I :

.
.

. ..

.

'' -E+I
.

.
I.

.

. +E+T

.

.

,

.
.

.

.

t,

.

*Numbet.of verified changes,

'One final effort was made to ftirther establish the reli-
ability of the data obtained from directors (experimental and

,nonexperimental) during our evaluation interviews.

A 7Difectors Institvtional Change Questionhairen was de-
veloped incorpopting all the changes directors said occurted
during the experivtal year. This questionnaire was submitted
to all directors'opartiftpating institutions (N=32) and 26
usable returns *eret.kobtained (including all experimental and
3.Of 9 noldtexperimentals used' in our analyses)...
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Data from evaluation questionnaires werethen compared
to corresponding responses on the institutional change ques-

t tionriaires.

Agreement between the two data sources reached 84 per-
cent for experimentals and 86 percpnt for non-experimentals
suggesting that, on the whole., directors were providing Con-
sistent information over time about institutional chang.e.

..However,'directors' responses on the. evaluation quis-
tionnaires regarding changes made were in agreelaent.with the
independent opinions of others only 61 percentIrrthe time
in the Atlanta project; 31 percent in the Macon project, and
72 percent in the Savannah project.

These results show the,value"of the evaluation process
employed; natelyr while directors' responses appear to be ,

,consis't'ent (reliable) with themselves, they are not-shown to
be more than moderately valid reflections of what others
thought occurred.

We further discounted the relltiVely small number of
previously accepted changes about which directors gave in-
consistent responses.

Only data that held up to this atensive process of
.checking and. cross checking is reported on in the findings
.-from our research program.

We believe this process produced a highly reliable and
valid body of infOrmation on the type and nature of institt-
tional,changes inducea through our experimental interventions.

4..

4

111
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CHAPTER III

INSTITUTIONAL EFFECTIVENESS IN l'RMS
OF IMPACT ON RESIDENT CHILDREN

40
In'this chapter the'results Ci our evaluations of the im-

pactbf,institutional care on resident children are reported
and interpreted.

,

Resident children do differ widely in terms Of competency
levels, or put in another way, in terms of their readiness for
community replacement. They alpq differ considerably in the
amount and direction of change in competency levels demonstrated
over time.

We have ought to determine the extent to which these dif-
ferences are attributable to the types of institutions in which
children are placed, the length of time they spend 'in care, and/
or to specific features'or emphases in institutional care to

. yhich children are exposed.
r

At-the same time, we have sought to assess the extent to
which differences in competency levels are attributable' to the
selective matching of children with particular types of instin
tutions and to child maturation rather than to the.nature of
the institutional experience itself.

The findings ate brought t ether and interpreted at the
end of the chapter as a summa ,assessment of institutional
effectivdness in preparing re dent. children for community' -.re-

/.placement in term of the two b :questions we posed: -

1. Is the institutional experience generally inefl,
fective, in the`sense that'it inhibits or.other
wise distorts tie growth and developMent'of com-
petencies'needed for community living among res-.-
idents; and,

. .

2. Is the community-oriented care more effeotIVe than
its custodiafalternative in ppparifig residents
for a return to adequate living in their own
communities?.

The)ature'of.Impact by Types of In titutions

As a starter, it can be
ticinship existscin a global
environments and a residents

112

shown that aubstantial rela-
sensebetween institutional
behavior.

99
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A high canonical cotielation (R=v901., P<.02) Was found
between the scores on the 14 parts of\the community- oriented
model takenftOgether.andsthe three. child competency scores
taken together on 1972 data across all 32 institutions.

(
This, of course, shbuld'o om e as no suprise to anyone who

believes that'there is a link-- however broadbetween environ-
ment and behavior.

\ ,.
The canonical correlation program welatilizedl Also yield's

a single canonical weight for each institution computed from
institutional scores on the 14 parts of th4community-oriented
ogre model.,

'These weights enabled us to rank the 32 institutions from
highest to lowest on community-oriented care and then obtain
Spearman rank order correlations.between degree of community-
orientedneds and institutional child population means for the
three child compqency 'measures.

"!'

This ptobe indicated in a global; way that degree of com-
munity-loriented care is associated positively with 0.144
bal abilities scores (%=.290), TSRCS scores (rs =.477),and at
a somewhat more substantial level with Lotus of Control scores
(rs =.433, P<..05).

J

,

Thesg.results indicate no more than that a relationship
exists of,Sufficient magnitude, to warrant frther exploati,on.

Considerable care must be taken in interpreting the rank
order.correlations in particular.

.4.
;

The reason for this is that in the real world an aggre- 1.
gate of children's institutions Would prdbably 16-e,betfer de-

.

picted in terms of small disparate groups rathethan on a
neatly ordered continuum according to the degree of community-
orientedness in their overall progams.

,

Turning the basic question around, we wanted to know whetheir
institutions clustered in a coherent way accordifig,to the coil-

,,

p,1"etency levels in their resideht populations, and, further,
iloghat charadteristics institutions in each cluster shared thatA

set them apart..
,

.

'Reference is to the Miami Multivariate Package, developed
at the University of Miami, Flotila; .

4

4 I

11.3
0
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The Taxanome, a cluster analysis technique appli ble to`
organizational analysis was utilized with 29 of parti
ipating instit

This tech
all three dial
clusters Simil

Beond the
manually extrac
each cluster--i
other remaining

This proc
.4" of institutions

any particular

Inspection
munity-oriented
led to the sele

ique'compared institutions simultaneously o
Competency scores and produced.a matrix o
in visual layout to. `that of:a factor an

core, (first) cluster, all other cluster
ed by retaining only thoSe institutibn
spected in series--that did not aptipa
cluster.'

%i

ysis.

s yielded semen unduplicated clusters or groups
and four others that wete not ident fi$d wiph'

,

roup.
.

.

,

of scores.on.each of the 14 parts
.odel for institutions'within ev
tion of labels felt to adeguatel

each cluster's gekeral orientation.

.

of th,e Com-
cluster.

represent

Ranks associated pith global scOres (canonical weights),!.1
for communi:E'rorieuedneSs and resident population comiletemdies

,

were also averaged Or each cluster' ef institutions. : .i-4

The ia41 assigrid to each clt1Sterofingtittitions anti
its associated rank o community -oientedriOss and resident
population competency
lowed by represehtatit.

The associatibn
dent population competencies is more clearly .observed in ,

these data,,although reference shopld be made 'to the fact
that resiident populaticris in the two institutions host closely

4 approximating our model of communlity-orlented.pare demonstrate
only modest competency levels,-

,

eaters are p4ovideiVin Table 3-1 fol-
de'scriptiorp of the gLusters themselves.

f
twperi community-orienedness and'resi-

'

'Thd Taganomeitwas developed by Professor R. R: Rentz of
the'Educational Testing Laboratory at the University of Gaor
gia and was used'with his 'permissicin and assistance.

Three institutions were deleted as the program would not
accept cases with missing data.

..

,%

.401. '
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Table 3-1

Institutional Cluster Ranks for
Community-Orientedness/Resident
'Population Competency Levels

\ .

, Community?
Institutional )lo. of Orientednes Resident Population

Cluster Inst. Rank Cofipeteffy Rank

Co-
Oriented

Tut;rial

Self Governing

Benign Custo-
dial

Rote Skills

Survivor.tus-:'
tcdial

Transitory Care

2'

2

10

2

.5

2

ft

Extremist Ex-

',ceptions,

1* 4

2 2

1.
3 '' 1.

.

4

5

6

*7.
S.

. . ,

V

*Ranked from 1 (highdst to 7 (lowest)

11 5
41'
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More meaning will be apparent in these data following a N
reading of the descriptions of each institutional cluster's
characteristics.

1 -

Community-Oriented Institutions (1-E+I). -..

, These institutions score high on all 14 parts of the com-
munity-oriented model. Triey.are highly integrated with their
community environments, place considerable emphasis upon child
in olvement in community, decentralization of facilities and
de ision-making processes, and replacement planning. A broad
ra ged balance on making all of these components work together
is characteristic of both institutions.

B nign Custodial Institutiohs (-E-I)

The 10 institutions in this cluster reflect generally
1 w scores on most if not all 14 .parts of our model. .The,most
p ominentloommon'pharacteristic Of these institutions might
b: called modest{ effort, or balanced indifference in all
p ases of, opera'tion's. Many institutions scored lower than'
t ose in this grolip on particular parts of the model; but .

t ese institutions ate identified by theirqpnsistent modest
ratherlthan marked departures from community-otiented 9are,'

?or the most part they could:be called self satisfied.4
Thqir principle funding is Secure, staff turn -over is quite

ti

low, theirro!mmunity images are at least acceptable and the
children they serve behwip well enbugh not E0 cause thlem pub-
.lic embarassment or difficulties.',

ti

Theii consistentl
fitting the term cust
or Wpsence'of sttivin
the adjective benign; Althdugh the 'opposite of .community,
oriented by our measures, these institutions do not harbor
the-least competent'ehild populations by any means:

-

low scores Identify them as best
dial, and their Pervasive placidness-7';
in any phase of their operations--eains.

Survivor Custodial Institutions (+E-I)

This group of 5
of the lot. We hgve
they score quite low

01

. t!

institutions is perhaps the .Most 'intere#ting
'termed them entodial because, in general,
on most _parts of out mod4*.'

p

116
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.

,
. They differ from their benign cqunterparts in the high

. - emphasis accorded to staff involvement in their own aoMmu-
,',% nities in search bf greater acceptance and financial support.
,',

. .

.
-

,

A

All of these institutions haveohigh.staff involvement in
community, highly community'conscious dire4tors, and virtually
wide open admissions policies.

Each seems engrossed in resolvinThronic financial,bedL
vacancy and similar problems, and the priority on this is such
that programing for resident chilaxeri is virtually forgotten.

Beyond adequate provision of basic needs, residents are left
pretty much to their own devices.

-. , ,
r Becau'se of this emphasis,'m have termed them survivqx
oriented. Children' in ths, institutions generally deMon-

-strate quite low global competencies.
. , .

fr.

Three cluster s of institutions, thbse labeled Self aov:-
.erning, Rote Skills, and Tutorial are similar in the general
'pattern of their operation's but quite different in the parti-
cular service orientation emphasized.

All three clusters seem to work at developing a special-
ized relationship with their community environments and to:
resist anyattempt td alter this.relationship by isolating
themselves from. all but a few selective involvements that .

directly enhance their service goal60 4. '' --
.

.. '
,Similarly, all of these institutions give dyer m1 oxe at- ,

'tention to building theiron-grounds programs than peilops
any others in the sample..

ejrf. Governing Institutions (-E-1-!)-
.

.
,

The two institutions' in this ciustgr work exceedingly
hard at making their operatione'cbild participatory in nature,
Children are expected to govern themselves on a range40f-be-
havioral matters far exceeding suc allowanceslin any other '
type of institution.

. -_
.

.

Stch devices as group decision- making in ,cotages, the
signing of fOrmai service contracs"with resident4 and the
tying of reward/dicipline.systems to responsible decision-
making are all pOpular.,

t . .

. , '1.

I

t.

p.
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This system is highly.articulated and staf /resident roles ,

are clearly defined. Children are'allowed to came and go as
they please--apd they suffer the consequences .f irresponsi-" ,

bility when they ab'ridge the rules they help m ,ke.
q

To support this system, it seems necessa, to be highly
'selective-.in admissions, and to retain childen-who.success-
fully adapt for relatively. long periods of time.

The ed for total'control over admis'sions and release.
decisions ppear to contribute to the reluctance these insti-
tutions di play 'relative to integrating themselves with child
welfare - -a other--service systems in their communities.

As no
tions demonstrate the highest global competency level of any
cluster,

Rote Skills Institutions (-E+I)

While t e two institutions in this cluster respond to
their communities mush as he Self Governing Institutions do,
they 46 so to protect a qualitatively different type of ser-
vi!ce orientation. 'nese institutions have well developed be-
havioKaI.mode 'ng*prOgrams that depend for their success
'marilyl e_instructional skills, moral integrity, and
pesiti6FINI-authority of staff members:

' Children haye pfactically no,involvement in decisiOn-
making-procesSes, most decision's being ,made fix them by Staff.

At the saMe time, starf are expected to provide--by their
behavior--models 'for learning appropriate manners, dress,
social skills, self control, persenal responsibility, and

.other characteristics adjudged to be the hallmarks of child
growth anddevelopffent.

ed _in Table 3-1, their aggregated resident popula-

Once a4ain, great emp s placed upon admitting
children capable of.adju ing to his ,.approach. Those that
do adjust tend to be k t long periods.. Chilar4n in these
institutions seorc qu te low rela ve to global competencies.

Tdtorial Institutions

-Fi
their em
children.

I

lly, these tw
hases

. .s

institutions are clearly marked by
e intellectual development of resident

,

IVj
/
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Similar to Rote Skills instituti.ons,:the Tutorials vest
near total control of the children's destinies in the staff.
In these institutions, however, staff are most concerned with
bringing together every conceivable leans for advancing the
formal and informal learning abhievement of residents..; Chil-
dren are heavily involved ongrounds as well as in community
in activities that promote cognitive development.

.>

. . .
. . .

.

These institutions are extremely -selective, and attempt
to admit only bright children who appear to have enough in-

.ternal Controls to accept and profit 'from, a. rigidly defined,
and narrowly directed program appro4ch.

.

As with other institutions cif this genre/ children who
do well ane retained. Children in these institutions regis-'
ter high global-competency scores. . .

. .

- In over-simplified fashion, ,the differing emphases be-
tween these three clusters of institutions might be illus-'

. trated by *hat each would expeci from resident childreWs
. ..

recreational activities. . .
.

In Self Governing Institutions success\might be conceived.
terms of a, child selecting his. own activities and negoti-.

ating them within'` the bounds of conduct-heheIps set. In
Rote Skills institutions, a child might be diected to a
'recreational activity for the purpbse of havirig\him ],earn
something about getting' along in'a group.functUn. Iri a .

Tutorial institution/ a Child' might be directed to thesame
type of activity:for the purpose of learning, and 'mastering

t..t the activity itself at a level at least competitive withethat
of other participants'. -,,,,4

,

/.*

t
-rrransitory Care Institutionsi(+E-I)

I

The last cluster represent two institutions that score
relatively high on several of e 14 parts of our model. -

While these institutions would appeAr to have much in
common with community-oriented *institutions, they aiffer
two 'important ways. ,

First, both these institutions have moved rigidly to a,
1 short term care orientation; that is, xegardless of thes, 4length

of stay that might be appropriate for a giVen child he cannot 4

stay beyond what staff feels to be a:temporary period.

119: '1
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Secondly, because of the heavy child flOW in and out of ,

these institutions staff are caught lip in the 'management of
this flow and do not abpear'to have the capacity to makes
otherwise well articulatedcommunitY-oriented care programs
work.

Many phases of the program are neglected in the hurly-
burly, including the individualized needs of residents. Gen-
erally, it is left up to the children'themselves to take ad-
vantage of the program resources that have been developed'for
them.

When scores for all 14 parts of th mode are tajceh to-
'.gether as a global measure,, these instit rank lowest

community-orierited care and they are also found to have
resident, child populations with the lowest cverall 'competency
levels.

.1

Extremist Exception Institutions
1 4

Four (4) institutions in the sample did not cluster at ,

all. They have been labeled extremist exceptions because
examination 9f their community-orientedness and resident
population comOetency(scores indicates that they all differ
due to"festrpme,orientations.

Two ,(21. of'these institutions are in fact extreme sur-
yivor cuStodial'institutions, another is an extreme rote
skills institution, and the last has scores so low on all
14 parts 'of.our model that it may be, in reality, a rare A

viexagpie, the-Classical custodial institution frequently
.discussed in.-the literature.

The seems to be no pattern of association between these
emphases and'resident population competency levels.

1
For dxamplet children in the Classical custodial insti-

tution'do'rank lest as a group on Locus of'Control scores,
but they alsO'rank 6th (among 32 institutions) n Verbal
Abilities, and 11th on TSRCS scores..

. .. . . , , 4 \ I
,

.The impression drawn from the data analysis thus far is
that.tarwof the institutional Clusters'have child populations
,closely fitted to their modes of operations and service mphases,

* This' is Shown in somewhat clearer fashion in Table 3=2
where institutional clusters have been ranked according to the
aggregate coMpetency levels for their, resident populations on
the three child competency measures.

t

e
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Table 3 -2

Institutional cluster, Ranks for Resident
Population Competency Levels for the-

.

% 3 Child Competency Measures
O .

(

\

Institutional No. of
Cluster Inst.

Tttorial

Self Governing

Benign Custo-
dial

Survivor Cus-
todial

Community-
Oriented

Rote Skills

Transitory Care

2

2

10

5

2

2

2

...Competency Measures

Verbal Abilities TSRCS
(LTIT)

Locus,of
Control

1*, 7 4

2 1 1

3 6 6
F

4 2 5

X2

5 3 2

6 5 7

Extremist
Exceptions 4

*Ranked from 1 (highest) to 7 (lowest)

These rankings indicate that the institutions most heav
ily committed to child self management (Self-Governing) also/
have the most highly competent resident populations.

Resident populations in institutions committed to this
concept to a somewhat lesser degree (Community-Oriented) also
demonstrate high tisk/sdtial relations ( TSRCS) and self direc-
tion (Locus of Control) competencies.

ti
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Further, institutional clusters that appear to leave
children

-to their own devices (Survivor'Custodial and Transi
gory Care) have resident populations that.score favorably do
one or both of these competencies.

convereely, those institutions that exercise substantial
control over"residents (Benign Custodial, Tutorial, fnd Rote
Skills), have populations that measure lowest on task/social
relations and self direction competencies.

Rote Skills instj6ions represent an exception td these.
,

general observations in that their populations do not demon- :

strate the high task/social relations skills that we had ex-
pected of them.,

,

Whether these associations are 'the result of institutions
,selecting children to fit theirAiddes of operation or the con -.
sequence of children actually changing as a reult,of exposure
to a partiOular type of institution is partially relOolvable
by examining the flow of'children through these institutional
clusters/over a two year time period. 1Z,

A.47
To.cionduct this analysis we first computed institftronal

cluster mean scores for each of the three child competency
,

measures for all children released in 1972, all children re-
tained dur4ng 1972, and all new admissions for 1973,

Wethen utilized mean competency stores Obtained on 1,025
noninstitutionalized children,as'standardsto derAre the ex-
tent to which releases, retainees,, and new admissions deviated
(above or below) from the means for the noninstitutionalized
group.

Finally, each institutional cluster was ranked according
, to the extent of its deviations from the means for noninstitu-
ticnalized children and the ranks obtained on the three com-
petenty.measures were averaged to obtain a single rank for each
.cluster's releases,,retainees, and new admissions.

This procedure requires two assumptions. First, it is t

assumed appropriate to judge (rank) ifttitutionfl performance
by comparing' resident competencies to those of noninstitu-
tionalized children.

Secondly, it is'assumed that (properly fbnctioning
dren's institutions release children who compare favorably .

with noninstitutionalized children and regain and admit chil-
dren less capable than their noninstitutionalized counterparts.

,N



Proceeding on these assumptions, Table 3-3.shows the
'flow of Children through each institutional, cluster.

, Since we APieve the most competent residents should.be
returned'to their Communities, releases are rankeal from most
competent (1) to least competent (7) comparing to he non-. f

institutionalized cohort.

Conversely, institutions should continue'to serve and
admit children less competent than children in the g4peral
population. Therefore, retainees and new admissionsare
ranked in reverse, from least competent (1) to most competent'
(7).

These data provide further-clarification of thelrela-
c tionship between institutional modes of operation ada service .

emphases and the competency levels of their resident popula- -1
.tions.

Certain institutional clusters,(Self Governing and.Tu-
torial) seem to have a need for and the capacity to attract a .

continuing supply of highly,.competent residents:

Others that require lefd of residents in the conduct of
institutional affairs (Benign Custodial and Rote Skills) show
high consistency in passing children with comparatively low' .

competencies through their processes.'
.

Interegtingly,"institttions bu' ed with'. their own crises'
,(SurvivOr CUhtddial) ordealing with children' in crisis (Tran-.
sitory,,,Care) stare a pattern of releasing their least compe-
tent*ch* ren while retaining and dbliting"children whose com-
pletendie compare ,favorably with, those of noninstitutionalized
children:

Only the two community-oriented institutions approxi-
mate what we believe to'be an appropriate flow of children.
These institutions release children who compare favorably
with nOinstituionaliZed children and admit children who
compare quite unfaVorall.

Taken together, these evaluations do suggest that commu-
' .nity-oriented,care at least modestly influences the competency

revels cf resident children and that in institutions wholly
-411

committed to this approach the impact upon residents is favor-
able.

4
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''As a generaloobserVation, however, it would seem that
how well children are doing when released has more to do"
with how well they were doing when they were,admitted than
to what they were exposed while in residence.

This is not to say that children do not change during
the time they spend in residence or that specific feature's
of institutional,operations,do not influence their competen-
cy levels.

Indeed, our evaluations of length o stay and each If
.the 14 parts of the community-oriented mo 1 reported on in
the following sections identify some of th ways that these
factors contribute to the competency levels of resident chil-
dren.

The Impact of Length of Stay
on Residents! Competency Levels'

There are two basic ways of measuring the relationship,between a variable such as length of stay and residents' com-
petency scores, namely, retrospectively and prospectively.

We conducted both types of analyses by taking the pro-
duct moment correlation between length of prior stay and 1972 ,

competency scores for samples of 1,238 to, 1,255 resident chil;..
dien (retrospective analysis), and by examining the covariance
between 197.2 resident scores and scores for the same childreh
continuing in care on the same measures 1 year later (pro-
spective analysis).

From a retrospective standpoint, the correlations ob-
tained indicate positive but negligible relationships between
length of stay and child competency scores, as shown in Table
3.,-.44.

.

VJ .
. - ,

Table 3-4 ,

Product-Moment Correlations for Length of
Stay and Competency Scores for Resi-
dents of 342 Childrees Institutions

Competency Measures

Verbal Abilities (LTIT)
TSRCS
Locus of Conteol,

T25

N r

1255
1243
1238

.118

.152

.291



1

113

Importantly,*these positive overall correlations appear
to mask a curvilinear relationship between length of stay and
competency levels,. When. product moment correlations are taken
for this relationship for the first 12 months of stay only,'
much higher positive.correlations are obtained on all three
measures of competency while substantial negative correlations
are obtained for children in care 13or more months (set
Table 3-10).

In short, during the first' year in care, competency
levels appear to progressively increase while thereafter they
decline significantly for the resiodent populations of the 32
institutions as a whole.

The posdibility that. the positive associations in parti-
cular are simply' the consequence of child maturation rather
than length of exposur% to the institutional experience will
be explored at A later point:

Recalling the somewhat more substantial overall correla-
tions reported earlier between degree,of cpmmunity-oriented-

.neds and resident population competency scp0s, we were also
interested in determining whether differences occur in the
relatipnship between length of stay and competency scores de-,
pending upon the type of institution to which a child is ex-
posed.

Product moment correlations were computed retrogressive-
ly for the aggregate resident populations of each institution-
al cluster to assess these differences.

ThiS approach yielded some rather'Ateresting patterns
as shown.in Table 3-5.

These, data suggest that as length of stay increases in
Rote Skills institutions children experience a general--if
slight--7decline in all, measured competencies.

On the other hand, Benign Custodial institutions and
somewhat more impressively Tutorial institutions, demonstrate
positive associations between length of,stay and All compe-
tency scores. 4

Two other points are of interest. First, in\institutions
where children are left to their own'devices (Survivor Custo-
dial and Tranditory Care') residents' sense of self direction
(Locus of Control) appears to rise substantially in associa-
tion-with length of stay.

12
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-:
Secondly, length of stay' is associated with very low'.

vs. .

Verbal Abilities scores as' reflected in'hefty negative cor-
relations in Community-Oriented and Self Governing 'institu-.
tions. These two types of institutions it will be recalled
place considerable emphasis upon child participation in inn
stitutional -decision-making processes.

k" . 4
These differences between institutional.clusters could

.result from the selective adMisSion of groups of children
having dkfferent coTnpetency levels, as previously noted.

, .

To get at theextentto which child maturation and ad-,

missions selectiyity.accaunt for the differences found in
the data, 'prospective.analyses were performed on residents'
competeney scores obtained oil 632 children 21 institutions
in 1972 (t1) and one year later (t2).1

p

TWo types of analyses were performed. Correlated t
tests were utilized on the data to.obtain the extent of dif-
ferences.between t1 and t2 for the sample as a whole; end,
analysis of covariance (ACQVA) was utiliZedsto determine the
extent of the differences,in t1 and t2 data between the 21
institutions.

Both of thesemethods adjust t2 scores 137. paling out
'the covariance between ti and t2 scores, providing, as a
consequence, a truer estimate of the actual amount of change
that occurred than would be'obtained by comparing raw scores.

In order to increase our.precision in estimating change
in resident competences, these analyses were conducted with
all five subscales of the TSRCS as well as with the total
scale scare.

Table 3-6 presents the, results, of both' of these analyses
in summary.form for ease of comparison. .

The dovariant f ratios are alfhighly significant indi-
.

. .

cating a substantial general relationship bdtween ti and
scores. This is hardly surprising since the same measures
were administered to the same children at one.year intervals.

'f-

-

'Time, cost and other considerations limited the retest-
, ing of children to 21 of the 32 institutions. This group of

21 institutions is domposed of all those undergoing exposure
to experimental prOjects (17) and a stratified random selec-

t tion of zonexperimental institutions (4).

.A.040 (-3 1
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Table 3-6

Results of ACOVA and Correlated t /rests on

Tit

t; and t2 Resident. Competency Scores
.

Child Competency Correlated
Measure ACOVA t Tests

Covariant
f

Verbal Abilities (LTIT) 301.55 4.168*
, -

r

1

.68

Task 51.54 2.114 1.80**
TSRCS Cottage Mates 51.46 '2.906 1 -6.20*
SUB- School Mates 73.12 2.760 I 5.40*
SCALES Cottage Parents 29.47 3.963* - .50

Teacher 27.55 2.950 1 2.30**

TSRCS (Total), 59.54 6.165A
1

- .99

Locuso of Control 90.97 ,:,2.008 .1 4.70*

' *P<.01
**P<.05.

)
df: 1,632

With fthiS covariation extractAj.the_ACOVA,f ratios show.
,

sigriificant differences between-ti And t2 scores between in-
stitutional populations for Verbal Abilities, the total TSRCS,
an t e Cottage Parent subscale.

4

In contrAst, the correlated.t test results indicate sigt-
nificant differences betweenti and t2 scores on all competency
measures--except the three showing significance in the ACOVA
analysis--for the overall' sample of 632 childre%, '

Our interpretation of these results-is that Verbal Abil-
ities; General Task/SocialRelationship Skills (TSRCS), and
in particular Cottage Parent relationship skills are the com-
petencies specifically effected by the institutional experi-
ence. -

-Conversely,,significant Changes in scores over a year's
time for Task accomplishhent,.Cottage Mate, SchOol Mate, and

A

, 12)
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P
Teacher relationship skills, and'sense of self dire tion (La-
cus of Control) represent competencies-effected by ctorsi
beyond the institutional experience.

The cqrrelated t tests also'disclosethat'over, year',s
time resident children advance significantly in social rela-
tionship skills vis a vITTEax school mates and teachers,
whi1le their relationships with cottage mates and cottage par-
ents seem to deteriorate.

This cancelling out effect of the 'subscales helps explaiA
the correlated t test result obt mid for the total TSRCS.

Of equal importance, ,these sults suggest that resident
children progress favorably in the community context over time
coincident with a drop in their ability to get along within
their own institutions.

It may be that as! resident children progress in the com-
munity context'their resentment at not beiing returned to com-
munity living builds and is expressed negatively, in relation-

..( ships with institutional staff and peer. .

. .
.

. r

Institutional staff appear to contribute unintentially
to this situation by interpreting deteriorating on-grounds
relationships as a worsening of resident-child performance
when, in fact, this deterioration may be a substantial mear
sure of children's increased capacities for community living. .

. .

Findings supporting this observation are presented in
detail in Chapter 5which-dealstwith the contribution of
staff to .effective institutional services.

In sum, our analyses of the impact o length of stay on ..

resident competencies disclose meaningful effects cioncealed
by the negligible general associations between the Imo vari- , .

ables..
e , ,c ,

The relationShip,betweerNlength of stay and residenti competencies has been shown .to differ depending on the type A
of institution within whidh a child resides. Also, chdnges

' in specific child competeAcies have been identified as at-
.tributable to the institutional experience itself, while
change over time in other competenbies has been shown to be
consequence of factois lying outsi he'institutional sphere
ofinfluence. .

.

,

.;

130.
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C

is to these institutional and othernamlely child
background -- factors that we now turn our attention in an ef-
fort to isolate those spedific factors that seem to exercise
the most influence on the level and changeabil,ity' of residents'
competency levels:

.t.

The Effects of Specific Institutional
Factors on Residents' Competency Levels

In order to isloate those specific features of institu-
tional care exercising the greatest influence on residenks' .

competency 'levels, a stepwise multiple regression analysfs
was performed on ,1972 data on 1,238 to 1,255 chilaren'for each
of the three child competency measures and data for the 14
parts of the community-oriented model.

.
.,

.

The stepwise multiple regression program we 9sed (BMD 02R-)
provided a cumulative ordering. of the 14 parts of the model

I.
according to the amount of Wriance in competency levels ex-
plained by each part.'

Table 3-7 gives the results of this approach for resi-
dents' Verbal Abilities competence levels.

In this and the two foll9wing tables a'cutioff point was
.utiliZed when the contribution to the cumulative variance
explained (R2) by the addition of a part to the series fell
below a 2 percdht increase.

Relativeito Resident's Verbal-Abilities competency levels,
8 features ofddnstitutional care account for 56 percent, of
the variance in children's scores..

The degree of heterogeneity in resident child populations'
(E2) explains much more of the variance..in children's Vloal

Abilities scores than .any other part of the, rrdel:

\c // .

'<

1; 13j

140.
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A pattern is clearly evident when the directions found' -in

zero order correlations are taken into account.'
.

Institutional policies governing the admAsion and retention
of children (E3, Et) account for a substantial portion of the
variance found in residents' Verbal. abilities scores. High
levels of competency on thiikmeasure depend. upon the selective
admission and comparatively long term retention of a relatively
homogeneous' resident populatioh.

From the programmatic side, Verbal abilities competency
appears rto be effected positively by the maintenance of a stable
staff (E5) implementing a well developed on-grounds (as opposed
to community) progiam (I4) featuring emphasis upon replacement
planning (I1) and relatively autocratic disciple/rewards systems
(I6) within a context of centralized living and eating .

facilities (I3) .

Importantly., the degree of resident child participation in
institutional deisien4m 'king processes, and the extent of the
-exchange of instlAutioga staff and community service personnel
and residents conetibute little or nathing to residents' Verbal
Abilities competency levels.

A

In general, it would appear that V rbal Abilities Competency,
is enhanced more by the custodial Mode of institutional operations.
than by the community-oriented alternative.

Turning to residents' competency levels fot task and social
rdlaticnship skills, Table 3-.8 indicates that:5 features of in---
stitutiogal care. account for 29.percent of the variance in TSRCS
scores.

The amount, of variance ,explained in TSRCS scores by the 5
parts of the model above the cut-off point'is not overly.im-
pressive. However, the pattern that emerges is of some interest.

Here such community-oriented features a sstaff continuity
(E5), high emphasis upon use of community' program resourbes (I4)-
'as opposed to on-grounds programming, relatively open admissions
(E3) and substagtial.linvolvemdntof residenti in institutional
decision-makigg processes (±5) appear to contribute positively
to overall TSRCS levels.

, Once again, the more heterogeneous the composition of the
resident popurktion (E2 the lower the competency levels tend
to be. .

140r .
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Finally, 7 parts of our hoddl above the cut=off point
account. for roughly 39 perdent of the variance in residentV..
scores on Sense of Self Diregtion (Locus of Control), as shown
in Table 3'-9.

Degree of institutional decentralization appears to be a
more significant influence upon residents' sense of self direction
than upon the other 2 areas of competency measured.

Greater dispersion of deCison-making authority (I7), higher
participativn of .residents in decision-making processes (I5) and
decentralizqgkon of Yiving.and eating facilities (I3) are all
linked with igher Locus of Control scores.

The contribution made by staff also appears to have an
important bearing on.residents sgores-in this competency area.

Smaller staff-child ,ratios (E4) and greater staff continuity
(E5) are both positively associated with residents' sense of self

. direction-while higher exchange between institutional staffs and
host-communities (Ebl produ es negative-assaciat±on.

Consistent with preyiou findings, the composition of
resident po ulations (E2) ig a major factor, and greater hetero-
geneity is o ce again fo inked with lower competency levels.

The first order conclusion 'from all these regression analyses
is that the ceEposition of an institution Ts resident population
is consistentlY-the major influence on air 3 child competencies
measured. In ail cases, overall resident population competency,
scores appear to suffer as heterogeneity increases.

Secondly, degree of,staff continuity appears to play a ,

,important role in the development of allttree types of compe-
tencies. Institutions with staffs that d to hold their posi-4
tions over long periods of time and,khat also continue to pursue
educational and training experiences pertinent to their jobs
appear"to have a generally beneficial impact upon residents.

Beyond these points, it appears that residents actually pro-
fit from a more custodially oriented institutional experience in
teems of developing Verbal 'Abilities competencies.

In contrast, more community-oriented programming and higher
involvement of children in institutional decision-making.processes
appear to fosteethe deNigiopment Of task/social relationships
skills.

Finally a general emphasis upon decentrdlization is associated

;4;4 Orl
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4
r

4t. witih,a more substantial sense of self direction among,resident
populations.

Associations Between Residents' Background
arac eras acs an ompe ency eve s

Since the foregoing analyses suggest the composition of
. resident populations to be a major determinant of competency

levels, the degree of association was assessed between a number
of child background characteristics and competency scores, tie
results of which are shown in,tabies 3-10 and 3-11 following.

Table 3-10

Product- Moment Correlations-fo;_Selected_Besislent_Rackgraund
Characteristics, and ResidentvPopulation Competency Scores'

No. ' .

Competenby Chill' Child's Family School Length, of Stay
Measure dren Age Income Grade 0-12 Mc. 13 Mo. +

Verbal Abilities
(LTIT) . 1255 -.006 .969* .773* .565 -.29a

TSRCS 1243 .947* .501 .858* .804* -.^571

Locus of Control 1238 .-§ig* .555 ,.930* -.295

*p < :01

Only length of stay and current school grade demonstrate
Significant assocj.ations with competency levels for all 3
measures.

Beyond this, current age level is associated substantially

,

4

V
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With TSRCS and Locus of Control compency levels', and rural/
urban residence prior td placement is related to competekicy
levels for Locus of Control and Verbal Abilities measures.

Parental availability has some importance relative to
TSRCS sco (mother's whereabouts) and Locus of Control
scores,(fa her's1whereabouts).

Finally, only Verbal Abilities sooreimire associated
Significantly with the factors of residen race and fainily
income'levls.

These associations tend to further support the notion
that selective admissions accounts for much of the differ-
ence in competency levels found between institutions, parti-
cularly when per ent e disAributions for background charac-
teristics are Comp for Ntgregated resident populations
for each institutiona4cluster, as shown in Table 3-12.

The range of vaiiation between the institutional clus-.
ters is greatest for'-the same background characteristics de-
monstrating the most'substantial associations with competency
levels in general (age, current school grade, and place of
prior residence).

_sr

Interpretations from the Findings

1. Does the institutional experience havea.generally nega-
tive impact upon residents?

. c

The answer to this question is that it does not.

Cdmprehensive Oaminations of these findings indicate
that the development of cognitive (Verbal Abilities measured
by the LTIT), social (TSRCS),,and-affective (sense of self..
direction measured by the Locus of Control) competencies
among residents.is effected by differing mixes of institu-
tional and other influences, in positive as well as negative
directions.

,1A possible reaemn4or,Oese results is that the TSRCS
'and Locus of Control we're no aged graded instruments. In
contrast, the Large-Thorndike Verbal Abilities battery has
been developed into a set of age equivalency measures. With
age controlled in this manner, it i8 perhaps understandable
that no correlation was detected between age and LTIT scores.'

i3 p
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The Development of Cognitive CompetencyId the Institution-
al Experience

Correlational and correlated t test results f'or the sample
ais a whole indicate negligible change in Verbal Abilities
competency over time in residence. In general, there is a/(
hint of 'a slight decline.

'These general results mask real differences that show
up between types of institutions.

ACOVA results clearly indicate that the amount of change
in cognitive competencies among resident populations over
time is significantly different between institutions.

Further, examination of the correlations for length of
stay and cognitive competency levels fpr aggregated resident
populations in ea 4h institutional cluster' reveals that chil-
dren in particigiory institutions demonstrate substantial
declines in cognitive competencies while gains are shown in
thecognitive competencies of their counterparts in non'parti-
cipatory institutions.

There is considerable evidence to suggest, however, that
these differences are largely explainable by factors other
than the institutional experience itself.

An analysis of the flow of children through typeS. of
stitutions, utilizing competency scores of noninstitutionalized
children as a standard for comparison, indicates 'in general
that institutions that admit children with high cognitive
competencylevels release children at a later time with cor-
responding high competency levels, and vice versa.

Further, the differential distribution of, residents by
background characteristics linkedwith cognitive levels, and
the obvious explanatory importance of resident population
composition as shown, in the stepwise 'multiple regression anal-
ysis all point to'the conclusion that selective admissions'.
Contributes heavily to the differences in cognitive competency

j' levels found between types of institutions in comparative as
,'.'dell as longitudinal evaluations.

\,

By deleting the contriJution made by residentliopulation
tcomposition frdm the regression analysis,, we can conclude, as a.
very rough estimate, that as much as'60 perdent of the variance
in cognitive competency leNiels"may be attributable -to factors
beyond the, institutional experience.. ,

0
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What then does the institutional experience iltself con-
tribute to the developmeit or. decline in cognitilkcoMpetency
among residents? '.

Returning ,e0 the results of our stepwise' multiple regres-
sion .analysis, it is apparent that the development bf cogni-
iive competency is enhanced by relatively stable, highly con-
trolled environmental conditions.

Being in residence.with other- children of high competence
over relatively long periods of time and maintaining a con-
tinuous relationship with at least one staff member are all
associated with high cognitive competence.

The setting of clear.boundaries--as reflected in coherent
replacement planning and strict centralized discipline/reward
.systems, the establishment of routinen-reflected in central-
ized facilities and discipline/reward systems, and a.concen-
tration of programmatic supports on-grounds thereby deempha-
sizing child.engagement in community. all appear to support.
the development of cognitive competency.

These observations are supported by previously mentioned
findings on the relationthhip between length of stay and resi-
dents' cognitive competency levels in different types of in-
stitutions.

Institutional types that require high child participa- .

ticn either by design (Community-Oriented and SelfGoverning
or by default (Transitory Care arid' Survivor Custodial) offer
much lesslin the way of preset behavioral boundaries, organized
routine or 'on- grounds programmatic supports that operate to
protect residents from community experience.

The cognitive competencies of resideht populations in
these latter types of institutions appear to decline over
time. This appears to be particularly_so in those institu-
tions with programs designed to require high child partici-
pation.

0

The Development of Social Competency and the Institutional
Experience;.

Correlational and correlated t test results suggest a
slight decline in task/social relationshlp, skills overtime
among residents of children's institutions,in general.

Once again', these general results mask real differences
in the amount of ,change in thismgeneral area of competency
that occurgbetween different resident ipopulatkions over time
as reflected in the ACOVA findings.

14
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The ACOVA results also clearly indicate that residents'
skills in getting along in a community context 4-enerally
improve over time while their skills in getting along within
their institutions deteriorate.

A significant contribution tothis deterioration of
skills appears to be made by the declining quality of the
relationshik. between residents and their cottage parents over
time.

Broadly speaking, oilly.the4two most community- oriented
institutions appear to have a general beneficial impact on
social competencies over time, as indicated in the results of
the analyses of the relationship between length of stay and
social., competency levels, and child flow patterns for insti-
tutional clusters.

Combining the previously cited results on cottage
parent relationships with those for the, stepwise multiple
regression analysis leads to, the conclusion that social com-
.petencie'S are enhanced througha positive on-going-relation-
ship with at least one staff member within 4 relatively open
institutional environment marked by high child exposure to
*community experiences and 6rvices and high participation in
institutional decision-making processes.

Deletion of,the portion of variance explained by resi-
dent population corpositidns in the regression analysis, how-
ever, suggests that factors other than the institutional ex-
perience itself may account for as much as 80 percent of the
variancein social competency levels..

The importance of population composition in conjunction
with the differential distribution of c *hildren by backgro*nd
characteristics and the absence of pronounced change within
institutional clusters from admissions through release all
suggest that selective admissions accounts for much of the
variation found in social competency,levels within the sample
in general, between institutions, and over time in residence.

The one exception here appears to be the positive Con-
tribution of residential exposure to truly community- oriented
care.

4

The Development of Affective Competency and the Institutional
Experience

Correlational and correlated t test results indicate a
significant growth in affective competency within the sample

%

4
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li)tas a ole over time in residence.
,

In general, this growth appears to be attributable to '
factors lying outside the institutional experience itself.

Inspection of ,the correlations between length of stay
. and affpctive competency levels (Locus of C ntrol) 'for, the

aggregated resident populations in each in titutional clus-
ter reveals positive associations for all but one cluster.

Further, ACOVA results indicate no significant differ-
'ences in t amount of changd in affective competency scores-o

between institutions over time.

Finally, the now familiar references to the results of
the flow analysis by institutional clusters and the differ-
ential distribution of background characteristics across
clusters combined with the importance'of resident population
composition in the regression analysis, all point to the con-
clusion that patterns in affective competency scores are, by
and larffle, the result of selective admissions and child mat- e
uration.

The removal of'the contribution of resident population
from the regression'analysis leads to the gross-estimate
that as much as 75 percent of the variation in residents'
affective competenctscores results from influences other
than the institutional experience.

A review of the results of the regressivon analysis tells
us, on the other hand, that the quality and quantity f staff -
and the general degree of decentralization within institutions
account for most of the variance in affective competency
level's attributable to institutional expoSure.

Generally speaking, those institutions that maintain
high staff continuity, low staff-child ratios and call upon .

residents for higiCparticipation in institutional processes
by design (Community-Oriented) or default (Survivor Custodial
and Transitory Care) appear to have the most substantial bene-
ficial impact on the growth of affective competencies over
time in residence.

While the Staff Governing institutions also emphasize
high resident participation,they are well below average re-
garding staff continuity and staff-resident ratios.

.Perhaps the reliance on self government' is' so high that
lit.4e attention is paid to the importance of staff.contributions

(144
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to the growth and development of residents in suyh institu-,
tions.

In any case, self governing institutions in Jthis-^sample
do no yield the marked increases In-affective competency
over time that the literature tells'qs to expect of them.

2. Is Community-Oriented Institutional Care better than
us o la are

Based on an evaluation of de results for the two insti-
tutions in the sample wholly co 'tted'to the community-ori-
ented.approgchl, the answer to this uestion is a qualified
.yes.

From the Standpoint of the fl
only two institution that gener
in cOmpetenee than noninstituti
quently release children demon&
least equivalent. to our noninsti

This suggests factors
factors beyond those of sel
ration7-pcintriButed positA
competencies .

analysis,these'are the
ly accept children lower

nalized children and subse-
ating competencylevels at
utiohaliiWcohort.

in the.institutional\experience--
ective_admissions and child matu-
ely to the growth of resident

...
This beneficialIMpact is_ at. best partial, that is,

.limited to the areas of social and affective,competency.

Institutions seeking to increase their impact upon resi-
dents An these competency areas would be well advised to move
toward lowering staff, turn over, increasing staff training
and reducing staff-resident ratios in conjunction with modi-
fying programs to place more emphasis upon resident partici-
patron in institutional decision-making iprocepses and in com-
munity activities 'under community supervisiOn.

Our findings would suggest, however, that changes involv-
ing the.above Oogram modifications might yield an institutional
environment less conducive to the development of cognitive
skills.

In regard to the development of cognitive skills, the
more custodially oriented institution appears to have morel
to offer.- ir

t,

We are not, of course, talking about custodial care in
the classical sense of severe routine, depersonalizatipn and
'expreiential deprivation:.

IS,
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Still, institutions that tend to isolate residents from
community by immersing,them in relatively. routinized, well
defined, highly disciplined, and comprehensive on-grounds
programs primarilf controlled by staff tend to have mare sub-
stantial positive impacts on residents' cognitive competency
levels, selective admissions and child maturation not with-
standing.

It is also quite clear from the findings that institu-
tions moving to better meet community need by broadening
admissions policy to accept a wider variety of children can
expect a drop in the overall competency levels of their
resident populations,

In shoit,' institutions moving 'in this way to better meet
community need's should be prepared to explain to their sup-
porters and community why they appear to be doipg a less
effective job. with their ident/populations *Ian they did
prior to such changes..

In sum, the natu a of the institutional experience it-
.

self--regardless of le th of stay -- appears to have only ,very
jnodest beneficial or her 1 effects on the development of

A
residents' cognitive, social, and affectivecompetencies.

4 -

Generallyspeaking, thehreater.share of the differences
in competency ;levels found Between institutions is attribu-*
table to selective admissions/retention/release policies And
decisions. Similarly much of the change in residents' com-
petency levels over time in residence appears to be'tradeable
to the effects, of child maturation.

No uniformly superiot type of institutional care gOerges.
The more Cpmmunity-Oriented and the more .tustodialTy Oilented
institutions harbor both' advantages and disadvantages for the
growth and deyelopment of.children. -

.

Indeed, 'given the resent state of our technical skills'
in shaping the growth and development of children.in care,
it would seek that something of a dilemma faces institutions
in attempting to Simultaneously meet the two primary goals
We initially posed.

Institutions that decide to mov e in a community-Oriented
direction to improve upon the goal of meeting community needs
will be confronted with the prospect of greater difficulties
in meeting the,goal of preparing the'resadents they accept
for'communitY replacement.

4G
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Increasing an institution's integration with and sensi-
tivity to its community implies, the acceptance of a wider
variety of perhaps more problematic children for shorter
lengths of stay within, an environment that emphasizes child

''participation.

To meet both goals simultarieously, institutions would
seem to need fargreater skills than those currently exhib-
ited'in harnessing institutional processes and childparti-
cipation within them to accomplish the task of resolving the
problems of increasingly difficult resident populations
within shorter periods of,time.

The results for Transitory Care i stitUtions suggest
that unless mastery is,achieved in this egard, higher com-
munity intpgkation.may simply yield inte nal chaos with
'generally detrimental implications for r idents.

a
I

3.
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CHAPTER IV

INSTITUTIONAL FFECIVENESS IN TERMS
OF INSTITUTIONAL CHANGE

As suggested in the last chapter, children's institu-
tions face a serious dilemma when attempting to fulfill both
of their primary goals simultaneously.

Unless a well integrated plan is set forth to do this
Sob, one goa may suffer in the process of,attempting to
meet the o er.

1 1

Many institutions in our sample have concentrated their
\efforts on developing well, articulated programs,desighed to 0

.preparmesidents for a, return to.adequate community living. .

In doing so, they have specialized their,approaches,
narrowed their admissions policies and continued to culti-
vate only those community relationships thought necessary
to the suppOrt of these efforts. A

Remoteness from their community environments and a lack
of sensitivity to changing community needs,appear to be a
major consequence.

On the other hand, soMe institutions have enthusiasti-
cally embraced their communities, placing highest priority
on integrating their services with the widest possible net-
work of community agencies and sourdeb of support.

In some cases thkseffort appears to be based on the
need to survive while in others,there seems to be a genuine
interest in responding to changing community service demands.

Whatever thereason, all over emphasis u§on meeting
changing community 'needs is often associated with a neglect
of internal programs and. services that in Vome instances
have degenerated to a level bordering on chaos.

IA this chapter we report the findings on our efforts to C\
stimulate institutional change in'a community-oriented direc-
tlon through the implementation of experimental projects with
groups of institutions in three different localities in Geor-
gia.

0* 4
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Our interest was in measuring thequantity and quality
of institutional change in these three experiments so that
we mighecomment on the capacity of different types of chil-
dren's institutions to respond to eXternally create& demands
for ahange in a community-oriented direction.

In brief, the three experimental projects introduced a
Uniform Content Agenda on community-oriented care drawn from,
the 14 part model in time sequenced fashion over asone year
period.

The projects differed in the method of introduction uti-
'lized and the mix of.partioipants exposed to the experimental
processes, as follow:

The SoCial SponSorship Prolect
(Savannah, I institutions)

This project utilized a detached unit of five Institute
personnel set up to operate as a community-wide service. . The
Unit maintained an office in Savannah and sought to sponsor
community-oriented care by utilizing the media to increase
pliblic awareness, by conducting.research investigations and
disseminating the results, and by bringing together a wide
variety of child welfare and lay citizen groups with children's'
institutions in cooperative ventures developed by and spon-
sored through the Unit.

The Community Leader- Institutional director Project .

(Maconr, 5 institutions)

This project utilized atyear long sequence of group
meetings between institutional directors and community lead-
ers in the provision.of children's. services. The sessions
were conducted and guided by an Institute employee and a
,full-time assistant throughout their life.

The Staff Development Pkoject
(Atlanta, 6 institutions)

lfi

This project attempted to stimulate change by utilizing
what we determined to be the most promising current techni-
ques of in-service training--including audio-visual aids, use ,

of expert consultants, and trial experiments and organized
feedback sessions--with the entire staffs of six anstitutiOns.
The projeCt was led by an Institute employee, a full-time as-
sistant, and selected consultants during its life.

9.
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Change Expectations by Type bifExperbiental
,Project and Type of Institution

All institutions subsequently exposed to experimental
processes (as well as nopexperimental companions) were ini-
tially baselined in detail on the degree of community-ori-
entednesq in the External Dimension 4) and Internal'Dimen-
sion (I) of their operations according to our 14 part model
of care.

Since we were attempting to stimulate change in a com-
munity-oriented direction, ourgeneral expectation was, that
our efforts would have greatest impact .upon institutions de-
ficient in community-oriented approacfies.

We expected our efforts to simply reinforce or provide
further support for the continuation of existing effo;.ts in
institutions already well' along the path in providing com-
munity-orioted care.

Although we were well aware of the prevailing view in
the literature that custodial institutions are most.r4luc-
tant to change, our "deficiency hypothesis" told us that
these institutions might be most vunerable to external stim-
uli and "show the most marked changes.

.14

Regarding the effects of the projects themselves, we
expected Social Eponorship.to have the broadest imps t pro-

,

ducing the greatest change in both-the InternR1 and xternal
Dimensions of institutional carp, largely as a bons uence_
of the method of exposing Content about community-oriented
care,and.the scope of community involvement.

expected the Leader-Director Sessions project to
produc change primarily within the External Dimension of
institutional care, and, by contrast, Staff Development was
expected.to produce change primarily within the Internal
Dimension of institutional operations. These expectations
were also based upon the anticipated combined effects of the
methods involved and the scope of participation in these two
project6.

V
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Institutional Change Rates by Type d'Experimental
Project and Type of Institution

During the life of each of the experidental projects a
large number of change redbmmtndations in a community-ori-
ented-direction were made'by Institute personnel and parti-
cipants.,

The total number of change recommendations made ithin
each project serves as abeginning point in,measurir4subse-
quent institutional change.

Table 4-1 gives the total number of recommendations made
for each of the two basic dimensions of institutional care
within each experimental project and shows the percentage of
recommendations initiated by various participant sources.

The Social Sponsorship project produced. the fewest change
recommendations while yieldi ;g the most even distribttibn of
recommendations across the two brio dimensions of institu-

. ti,onal care.

More importantly, this project stimulated more self ini-
tiated change recommendations than the other projects combined
(45 percent compared to 14 percent in Macon and 26 percept in
Atlanta).

. -

Of interest also s that the Leader-Director Group'Sps-
, sions Project failed c m letely to establish a channel for
soliciting recommendations from institutional staff members.

/1,

In general, .the bulk of self initiated' change recommen-
dations across all projects ,dealt with the Internil Dimension
of care and the goal of preOring children for community re-
turn, while r6commendations related to the External Dimension
of care and,the goal of meeting community needs largely came
from project,personnel and other external, sources.

Institutional change r es were computed fbr,eaqi insti-
tution in order to conduct com ative evaluations of the
impact of the three experimental projectt on /pilfering types,.
of ';institutions.

Change rates were derived,for the External Dimension,
Internal Dimension, and combined Totals.by use of the follow-
ing simple formula:
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Cr =

.011

Rc
C

Rt

1Where,' I

Cr = Change rate 0
Rc =.Number of changes confirmed)

,

Rt = Total Project Change Recommendations
'Cx = Degree.of Complexity of Changes Made
.

Degree of complexity was established by scoring'eaph
,ponfirmed change from 1 (low) td 4 (high) depending on the
nature and number of other sources engaged in carrying out
the change (See Diagram 2-).

Table 4-2 presents change rates for.each institution
within each of the three experimental prbjects as well as
summarized change r44es for experimental. projects, institu-0
tions Classified as to starting points, and for nonexperimen7
tal comparison'institutions.

II".

:(Insert Tble 4-2, P 141)

Institutional Change Rates: Experimental/Nonexperimental
Comparison

/

evaluating the findings presented in. tab l:e 4-1, we'can see
Moving from the more general to the 'pre Recific'in

that in terms'of the Grand Totals more change was recorded
for experimental than for 4onexperimental'institutions over
the one year time period. 0

;, .

Importantly, most of the difference in change rates is
attributable to the higher level of complexity in changes

4
op^

lAs outlined in Chapter II .a sib legal evidence'pro-
cess was employed to confirm or validate each institutional
change. Briefly, directors wer interviewed to obtain changes
made during the experimental year. All stated changes not con-
firmed by at least 1 external source directly affected ET-the

, change, and/or riot confirmed by follow-upquestionnaire inquiries
submitted to directors were discounted.

o

.mss;"
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Institutional
Starting.
Point on

Community-

Oriented Care
I

-E-I Tot

E

I
-E+I Tot

E

I

+E-I Tot

I
+g+I. Tot

4

SAVANNAH.

Social Sponsorship (N=6)

% 'Cx=Rate % Cx

.35 3.00 .n

.47 2.50 1.18

.36 2.60 X94

.21 2.76
'.50 2.36

.33 2.52

SAVANNAH

.16 1.76

.06.2.00

.13 1.80

Insti

E

I

,Tot

E

I

Tot

E

I

Tot

I)

Project
Totals

Tot

% Cx =Rate
..51

.70
E
I

Tot

4..20

.25

.21

2.56
2.80
2.64

Slt

I.
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Table 4-2

Institutional Change Rates by Type of Experimental Projedt and Institutional Starting Point

MACON
Community Leader-

Director Group Sessions (Nr5)

% Cx.= Rate
E .52 1.60
I 44 .88

Tot .50 1.24

.35 3.28
I ..18 1.08

Tot .27 2.84

E .16 2.16
I .11 1.00

Tqt .13 1.76

% Cx = Rate

1.15

.1R

.77

MACON

E
I

Tot

I

Tot

E

Tot

E
I

Tot

ATLANTA

Staff ,Development (N=6)

% Cx = Rate

rt,

% Cx = Rate

.06 1.52

.10 2.28

.09 2.12

E

I

Tot

% Cxi. Rate

ATLANTA

Cx = Rate
E .11 1.92

I .10 2.12
Tot k11,2.04

.08 2.16

.12 2.44

.09 2.32

:1

.29

.21



tional Starting Point

LANTA

lopment (N=6)

% Cx = Rate
.12 1.25
.18 2.01

.14 1.76

.15

.36

.25

.08 2.16

.12 2.44

.09 2.32

.29

.21

E

I

+DK Tot

Experimental
Starting Points

% Cx Ra
. 23 1.98
.14 1.38
.21 1.76

.16 2.26

. 17 1.50

.15 2.00

. 16 2.12

.18 1.88

.16 1.98

TOTALS BY:

..34

.34

.14 2.14

.30 2.32

.20 2.32.

E

(N=3) I

Tot

E

(N=2) I

Tot

E

(N=2) I

'Tot

E

(N =2)

Tot
GRAND

1 TOTALS

EXPERIMENTALS
(N=17)

Cx = Rate
.19 1.91

I .16 2.05

Tot .18 2.00

141

Nonexperimental
domparisons

%. Cx = Rat
.43 1.39
. 06 1.48

.04 1.45

.15 2.44

.23 1.32

.26 1.60

. 23 1.36

.33 1.28

.29 1.32

. 7

.30

.42

.31

..42

.3g

NONEXPERIMENTALS
, (N=9)

%I ex = Rate

1
I

Tot

.11

.19

.16

1.84

1.32

1.44
I

4

3
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C

initiated by experimental institutions rather than in the
gross number of changes undertaken.

This observation holds regarding change rates for both
the External and the Internal Dimensions of institutional
operations. c

In the most general sense then, the effect of experimen-
tal exposure appeared to be to encourage institutions to
enter into more complex and difficult to negotiate changes
than they might otherwise have undertaken.

Institutional Change Rates: Experimental Project Comparisons

72m

entalA comiarison of change rates for the three exper
projects tendsto confirm our expectation that Soci Spori-
sorShip would have the most substantial impact upon children's
institutions.

Change rates for this approach clearly exceed those for
the other two projects and those obtained for nonexperimental
institutions.

%,

Also consistent with expectations, the Cominunity Leader-
Director Group Sessions approach yields a high change rate
only for the, External Dimension of care.

The results for the Staff Development approach are unex-
ceptional: change rates are not in line with the expectation
of high change on the Inter al Dimension of care, nor are -

they in any manner different from rates obtained for nonexper-
imental institutions.

Degree of complexity,contributed substantially to the
change rates in the Social Sponsorship project, while some-
what less change of a substantially simpler nature was record-
ed in the other two projects.

In sum, Social SponForship would appear to be the.change'.
technique of choice if Videspreadv.complex change is sought
within children's institutions and between them and their
environments,

If a more limited objective is sought, specifically re-
lated to the issue of increasing the integration of children's
institutions with their environments to upgrade their respon-

*,.
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siveness in meeting community needs, the Community Leader-
Director Group Se'ssions approach would seem to hold promise.

Finally, serious questions must be raised on the basis
of these results about the efficacy of Staff Development as
a change technique.

Staff. Development may shave high merit as a tool"for-in-
doctrinating new employees and upgrading existing employee
skills and service delivery methods, however, the evidence in
this study suggests .that it may be an'impotent method for ih-,
ducing institutional change,,

InstitutionS1 Change Rates: Comparisons by .Institutional
Starting points

Inspection of change rates in Table 4-2 for institutions
with differing starting points. on community orientedness with
in each experimental project, for institutions with'the same
starting points across projects, and for summarized change
rates for experiEREErs vs.nonexperimentals at each of the
four starting points, reveals no clear pattern of association.

In general thig suggests that change rates were essen-
tially uneffected by the degr e of community orientedness
'present in institutional oper ions at the start of the three
experiments.

This observation is further. supported by.our.a4empts to
determine how institutions cluster together on the basis of
chAnge rates.

Drawing upon the labels Previously assigned to institu-
tions according to their profiles on community-oriented care,
Diagram 4-1 shows the types of institutions engaged
ih each of the three experiments in association with thee
starting points utilized to classify them.

Data on change rates were reorganized for each Of these
experimental institutions to obtain change rates for 13 of the

.14 parts of the community7oriented model.'

1Part 17 "Director's Change Orientation" was omitted from
this analysis. \
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Duncan's Multiple Range test of homogeneity was then
applied to the data.I This technique compares each bf the
'13 change rates against a standard (in this case a 5 percent
[4. or -] confidence interval for the sample average) and yields
discrete sets of institutions with common phange rate patterns,
if any exist.

Our interest was in determining whether institutions
tended togroup them'selves in terms of change rate patterns
'consistent with groupings derived through baseline arid clusr
ter analysis techniques,on pre-experimental data.

The results were wholly unsupportive, that is, no dis-
crete groups of institutions having common change rate pat-.
terns were identified by this analysis.

In short, neither starting point on community-oriented-
ness assessed by baseline measures nor type of institution
as determined by cluster analysis techniques appeared to be
linked inany clear way with institutional change rates.

As a final way of looking at this relationship, all 17
experimental institutions were ranked, according to their
starting points on community orientedness (utilizing canonical
weightg for ranking purposes) and Spearman rank order corre-
lations were computed for External and Internal ension and
Total change rates.

Mo'3 est negative correlations were obtained between degree
of community orientedness and External Dimension change rates
(r = -.199), Internal Dimension change rates (rs = -.439),

liana Total change rates (r
s = -.237). .

:

This is the-only hint-of support, in the data for our
"deficiency hypothesis", that is, thai. the greatest change
would be demonstrated by institutions deficient in one or
both dimensions of institutional care.

In general, however, it is safe to conclude that degree
of community-orientedness present in institutional operations

1This technique is detailed in `"Gene V. Glass and Julian
C. StEELkiT, Statistical Methods inEducation and Psychology'
(Englewood Clifts, N.J.: Prentice Hall, 1970) pp. 382-8
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. .

at the beginning of the experiments had-little effect on
subsequent change. rates. ,

Those factors that seem to influence change rates more
directly are identified and discussed in a following section
on barriers to institutional change.

Institutional Change Rates: Replicate Comparisons .

Finally, two sets)of institutions with very similar
starting points on community-orientedness can be compared
within each of the three experiments to determine whether #

they demonstrated similar change'rates.

The presumption here would be that, all other things
being equal, institutions with similar starting point's
undergoing substantially the same experithental exposure
should yield similar change rates.,

Inspection of,the change rates for all"six sets of
Matched institutions reveals that substantial alignment-in
change rate patterns occurs for two sets only (for -E+I and
+E-I institutions in the Atlanta project), an .outcome that
could easily'hatre occurred by chance.

This suggests that factors extraneous to the nature of
the experimental exposure itself contributed materially to
the change rates recorded within and across the three exper-
imental projects.

Very likely the obtained change rats--or-their absence- -
reflect

. .

to an unspecified degree the quality Of the interplay
between project personnel and participants' personalities and
work styles.

These results diminish but dO not-wholly erase the sig-
nificance of the differences in change rates recorded for
the prOjects as a wholp.

They simply indicate that while the different experi-
mental exposures induced different change rates, the rates
recorded cannot be entirely attributed to the nature of the
experimental exposure itself.'

SI
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A Note:of Experimental Project Costs

In order to establish that the differences in experiman-
tal project impacts were not simply the consequence of gross- .

ly unbalanced investmen4s, the amount of financial support pro-
vided for. each project by major categories is given iii Table
4-3.

Table 4-3

Cost of the Three Experimental Projects
by Major Categories of Expense

. Savannah
(Sdcial

Cost Category Sponsorship)

Macon
(Leader-Director

Sessions)

Atlanta
(Staff

Development)

Personnel 46,400 , 33,065 37,542

Consultant -0- -0-' 2,734,

Travel 1,365 1,099 . 1,523

Office Supplies/
Expenses' 2,904 353 896

Materials, 600 851' 1,149

TOTALS
e-

51,269 35,368 43,844,

In our view, these'figures support the conclusion that
change rates were influenced more by how resources were
utilized',.than by tilt gross amounts invested.

The SubstarTe of Institutional Change

The foregoing analyses piesent the bare bones of insti-
' tutional change, ,thatis, the general type and amount of,

change that occurred and our views of the probable impact of
experimental inputs.
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In this section, discussion focuses on, the quality of
changes thAt occurred in each of the three experimental.pro--
jects.

Generally speaking, the changes that occurred during the
experimental year did not materially effect the composition
of the resident populptions of the 17 experimental institutions.

Comparisons of the competency levels of children in care
'prior to and retained during the experimental year with those
for children admitted during that year (1973) for the 17 in-
stitutions indicates practically no meaningful differences
between these groups, as shown in Table 4-4.

Table 4-4

Differences in Mean Competency Scores Between 1972 Retainees
and 1973 Admissions in the 17 Experimental Institutions

Competency
.Meature

1972
Retainees

1973
Admissions

. N Y (SD) N R (SD)

Verbal Abilities (LTIT) 444 31.23 (12.70) 258 30.75 (13.15) .472

Task 438 7.88 ( 2.64) 326 8.15 ( 2.78) 1.391
TSRCS Cottage Mates 437 5.80 ( 1.91) 271 5.51 ( 2.09) 1.883
Sub- School Mates 438 5.51 ( 1.76) 326 5.58 ( 2.00) .510'
Scales Cottage Parent 438 4.08 ( 2.66) 326 4.39.( 2.43) .1.684

Teacher 438 4.78 ( 1.91) 326 4.94 ( 1,92) 1.167

TSRCS (Total) . 438 28.14 ( 7.08) 325 27.57 ( 7.25) 1.087

Locus of Control 435 12.67 ( 4.31) 324 13.73 ( 5.10) 3.037*

*p<.01 (2 tail)

Since previous results indicate Locus of Control scores
to be linked to children's age levels, the significant result
for this measure may be attributed to a slightgeneral trend-

, toward accepting older children for placement.'
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On the whole, however, these results indicate that the
.institutional changes that occurred did not include any sig-
nigicant changes relative to the type of child being served. _

'Rather, most changes dealt with modifying institution-
al- community relationships, staff reallocations, and addi-
tion to or other alterations of service programs or'deliv-
ery methods.

These results will be disappointing for those who be-
lieirethat change in these institutions must begin with
changing the type of Child being served. On the other hand,
the changes that did occur may portend a trend toward ser-
vices to new populations.

During the course of the' experimental year the directors
of two institutions in two different experimental projects
left their position's, one voluntarily and one involuntarily,
as a direct result °our interventions.

In the former use, a director resigned when the, board
rejected plans for a reorganization of institutional opera-
tions to, iiiiplement a community-oriented approach that,had
been developed in conjunction with project personnel.

In the latter case, the work of project personnel toward
implementing community-oriented care was brought to the at-:

tention of an institution's board. The board, acted in a,
variety of ways to move the institution'toward the community-
oriented model and in the process decided a change of direc-
tor was necessary.

These comments are provided simply to illustrate that
we were in earnest from the outset about stimulating,change,

.
and that over the life of the projects many of the partici-
pating institutions engaged in project efforts at an equally
serious level.

The -Substance of Change in'the,Sayannah Project

I variety of approaches was Utilized to stimulate
change n this project. On'several occasions, front page
,covera e in the ,local press was obtained informing t4e gen.)
erallou lic of/project goalS and progress.
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Presentations were given by the Project Leader to a
dozen welftre and civic groups and research investigations
were undertaken followed by.the mass distribution of find-
ings in report form.

Technical assistance was provided as requested to all
institutions, and, increasingly over the project's life to

.a.-;total of 29 community organizations.

The project developed and off d three comprehensive
plans to improve aspects of services,including a design to
utilize the project as a community-institutional clearing-
house-referral outlet, a plan to utilize undergraduate so-
cial work students at two local universities in a variety

__of volunteer service in childreh's institutions, and an
approach to better s stematize relationships between insti-
tutions and.the Juvenile Court.

In terms of community integration efforts, the project
increased the frequency of formal planning meetings b6tween
the several children's institutions, helped effect the ini-
tiation of counseling services between the Community mental
health center and two institutions, and improved cooperation
between state licensing *officials and local institutions con-
tributing thereby to the relicensihg of one institution.

Additionally, two institutions were brought together to
conduct joint intake-referral and another was materially aid-
ed in effecting a formal link with the juvenile court rela-
tive to acceptance of referrals from that source.

. The project also located and distributed cost analysis,.
materials for institutions that subsequently led to the de- ,

velopment of a'uniform cost model by the Institute and its
experiMental implementation on a statewide basis.

The project had a substantial impact on internal 'insti-
tutional programs as well.' Through its efforts, volunteer
tutorial and recreational services were begun in three in-
stitutions utilizing local college undergraduates.

Technical assistance was provided in rewriting a pre-
viously rejected proposal for federal funding of a special
educaElonal proglam that led to its subsequent acceptance
and implementation.

Also, deoision-maiing structures were substantially
altered in two institutions affording,reSidents' more,

$
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I-

1 .

participation and.r0Ard/deiscipline systems were altered in
. .

,

two others along morecommunity-oriented lines. *
el- .

,
-The most striking.effects occurred in one institution

, where a.thoroughgoin# aiteration of programs was initiated.
In this institution, a.p3angas'effected to transfer resi-
dents'from public schools from one county to another that

was nearer the institution and offered a better range of
special programs and,Ctivitiet.

A.

Further, a recommendatiOn was made to the board and
acted on to transfer Ostitutional fdnds to a higher inter,-

est bearing account. This` increased institutional income by
roughly ,$11,000 yearly allowing the hiring of a Director of
Social Work .as part of- the overall plan to effect a community-.

,oriented program. ',

I.r.
Unanticipated Changes

,
....

.

MuCh change also was stimulated in.'service.agincies only
tangentially related to ch4drerp's institutions. .. 0

, .

While theie'changes were., not tabulated
4

for use in our
comparative analyses, they were of consequence,

iti
Among other developments, project staff developed and

implemented a tutorial progfam for children in a delinquency
day care program and located'a local erivate fotfidation that
subsequently granted $1,000 to fund a summer recreational
progNAm'for these children as/well.

. . Further, project technical assistance le4to a revital-'

.. . ization of the local AYWCA program and a substantial increase
.

:.%. ... ' in its' integration with the community relative to the racial

iqtegrdtion of its, prOgkams And a refocusing of services upon
. .

, neighborhbed residents and school children:

Findings: fromfrom proilpt research investigations of the
juvenilesfturt.were utilized by the local chapter of the

. oUncja of Jewish Women in veparing their contribution to
,a national stud' of juvn.tIe services carried out by their

pant organization, and4ited Community Services utilized
ether gu veir findings in reaching decisions regarding fund-

ing lbc day care, services".

T esp simply represent the highlights of the projebt's

impact in $avavlah. Much more occurred that cannot)be
included in summary form..

f,,

Is. .e, Ca Oh
.. ,. t 1 ''.,, ,,,,

14, .
) ' .

-

% a



It is obvious, however, that many changes of. a complexv sort were 'stimulated. Of equal importance, the projecs ef-forts helped produce rou4hly $120,000 in support for localprograms during its lire thereby repaying the initial invest-ment twofold while producing the most potent impact of thethree experiments we tried.

The Substance of Change in the Macon Project
'' Over the period of one year an attempt was made to stim-ulate institutional change in a community-oriented directionby'bringing institutional directorg into relatively intense,face-to-face meetings with juvenile court, welfare, private, -social service agencyi:=educational and other leaders from the.locality.%'

Efforts to stimulate change included the intr.oductiOn ofa wide variety of information in these meetings including theTollowing;

1. Case materials on a then current federal law- suit in Alabama charging voluntary
4nstitutionsthere with racially bihsed admissions policies.This suit was material to several local insti-

tutions because they had not signed civil rights
compliance forms and, depending on th8 outcome
of the case, their tax exempt status could bethreatened.

.

2. Materials were presented and discussions wereheld With federal officials on wages'and hoursle4islation and the implications of same for
current staffing patterns and the need.to modi-fy these patterns to comply with the law.

3. Materials were presented and discussions' wereheld with state. officials on licensing stan-- .dards. These discusiions were crucial since
two institutions Tke functioning with out-
dated licenses when/the project-began.

The jilvenile court was drawn into several:meet-
ings regarding referral processes, and at a
later time on a matter .of extreme local impor-
Lance, namely, the ()county commissionee's deci-
sion to sell the county funded children's home-for $250,000..

a

4:,r s4 f



5. The local welfare department s engaged on
matters of referr41s, the eff of of civil
rights compliance on same, and the lack of
case work contact with residents and their
families.

6:-.Cost analysis materials were introduced'and
discussions were held with non local insti-
tutional directors who had successfully
utilized themz/

7. Methods and instruments for conducting insti-
tutional program self evaluations were devel-
oped by the project leader and. introduced at a
series of meetings.

,
8. Thelproject developed a- curriculum for child

care Staff.trainingpnd.obtained the coop-
eration of the local vocationa17technical
school to conduct a training' program that
was then offered to the institutions.

i
9. Finally local prate social service agency

personnel were brought to the meetings to .

disc ss new service techniques related to ,

the se of grdups, working
i

with parents, and
chil 'participation in decision-making pro-.
cesses. This approach was augmented by the
project leader's presentation of apaper'on.
how to design and implement behavioral modi-
fication apptoaches in ran institutional
setting (Gardner, Y9736-

*. Once again, these are the highlights of the project's
work effort over the experimental year.

-----,.

...
.

. .

'In spite of the relevance of many, of these issues to
local children's institutions and the ability of project
personnel to provide technical assistance within limits,
thp number and types of changes stifitulated by this project
were not overly impressive.

,

r
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Most change that did occur and that could be traced to ,
project efforts involved increasing the integration of chil-
*dren's institutions with the service elements of the locality.

r r
t
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One thing that was.obvious throughout the life of the
project was that the groUp meeting context proved to be high-
ly threatening to participants when the focus moved to the
need for internal program changes.

Apparently, disclosure of needed changes in.internai
pkogramming in the presence of one's colleagues and outsid-
ers represented admissions of failure. Perhaps there was
also fear of inviting criticism. In any event, this process
appeared to strongly work-against stimulating change within
institutions during the comparatively short period, of its
one year,life.

On the other hand, somewhat snore freedom of expression
was tolerated.relative to issues between institutions and
the community itself. To appreciate the progress that was
made in this area, it should be noted that at the beginning
of the project'one director did not know the name of the
juvenile court judge although he had'been on his job for
nearly ten years and the judge had been in office even longer.

Among the more obvious outgrowths of this project were .
the welfare department's.efforts to increase referrals-to
institutions and to 'step up case work efforts Oph residents
and their familieS.

...

The juvenile court also issued a directive requiring
more frequent visits and case assessments of residents by.
court workers, and, an agreement was readhed between two
institutions and court services to accept residents of the
public children's home upon its cloSing:

A self evaluation was conducted by one institution lead-
..

ing to plans for a complete overhaul of programs, and admis-
sions poliCies.were altered in' another to admit older (teen-
age) children.. : kw

Staff from all institutions inthe locality attended
the child care training program at the vocational-technical
school, and officials of the,school indicated they would
work to make this program part of their on-going curricula..

to;

Communications with state officials were improved con- .

tributing to the relicensing of two institutions And the
directors voted to continue the leader-director sessions on
a formal basis following termination of the experimental

;-

4,
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Largely as a consequence of the publicity attached to
the announced sale of the 12cally funded'children's home,
project personnel were able to effect a communications link
between the children's institutions directors and the county
commissioners as well.

For the first time in recall; the county commissioners
solicited formal input from the directors collectively on
the pltning andoprovision of children's services.

Some changes also occurred relative to the internal as-
pects of institutional operations.

. -

One institution moved to alter the purpose of its higher
education fund so that it could be ussed for vocational as
well as college education by residents.r Eventually,' plans
called for use of this rather substantial fund by community
residents as well.

One institution moved to alter staffing patterns to
conform with wages and hours legislation and to adopt a po-
licy of hiring cottage parent couples exclusively forNits
-older children's cottages. _

Two other institutions'were prompted to experiment with
behavior Modification techniques by altering their reward/
discipline systems and incorporating a published set of
behavidtaa guidelines.

One of these institutions also launched a pilot project
relative to parental overnight visit on campus and the pro-
viding of counseling while they were-e,

In general, however these,internal ohange.d were entered
into haltingly. As.shown in previous data, most initiatives.
in -Ellis project did not come from the institutional dikectors,
Leadership in these matters largely fell to the project,direc-
tor or community leaders.

Moreover,ithe changes tAt did occur were generally of
a simple variety involving no more than'negotiations between
one institution and one other source /and/or the unilateral
is 'ance.of a policy-or program chahge requirj.ng no involve-
nt of other sources t9 implement.

t

I

I
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Unanticipated Changes

A variety of unanticipated consequences also came to
light in this project. Most of them were a negative sort,
that is, contrary to the goals and sense of community-
oriented care.

One director left his position after his board flatly
rejected his plan to move.toward community-oriented care,
and another director in essence removed himself from the
experimental project early on as result of conflicts with
the other participants.

, The process itself also appeared to contribute to the
hardening of'some participants views toward institutional
change.

Several, for example,lindicated strongly as time passed
that government intervention would have to be applied to take

'ILthem change their policies gbverning the, admission of racial
'minorities and/pr living up to wages and heirs legislation.

On the latter iSsue; one director who begin with a re-
lativelyopen mind fipally concluded that although he had
plenty of money to upgrade salaries-he would not do so unless
legal force was applied..

,On the other ,side of .the fencer some community leaders.
became upset when the institutions,faile7 reciprocate by
making changes to facilitate, the flOw of r ferals and com-
unications afteethey had taken the lead.

6 .6C

Ep these case, a "show ma" attitude emerged, that is,
community,, leaders refused, to engage further until the insti-
tutions demonstrated good intent.

'Finally, the opportunity to impact coMmunity'services
for children that presened, itself in the sale of the public

'fchildren's home was missed by .the proTect's paticipants.

Communication with the county commissioners did occur
but the participants' failure to produce timely alternate
'recommendations and plans probablycontributed to the com-
missioners' decision tO'simply ipurchasenother children's
hcite'rathe. than to move toward a more innovative service

, -approach.

44
"%



These changesy mostly negative in character, may re-
flect one of the hazardt inherent in using the grout ses-
sions approach to inducing change.

For the record, thege negative consequences were n t
incorporated in our quantitative evaluations because our
central concern Ikas upon evaluating the extent of induced
change in a community-oriented direction across the three
projects.

15.7

0.
The Substance of Change in the Atlanta Project

The staff development approach used in Atlanta had the
least Overall impact upon participating institutions.

Very few efforts were made to alter the relationships
between institutions and their community environments.

Attong those few, three institutions,began to collaborate
on implementing a joint intake-referral process, one institu-
tion made a minor alteration in its admissions policy, and.two
others substantially modified their fund raising and allied
activities switching to solicitation of cash contributions
over which they would knave allocation control and away from
appeals for donations in kind.

Finally, One institution eliminated its tradition of
invitingabmmunity groups to visit the institution and re-.

. .

placed it with an open door policy coupled with the right
of cottage parents to refuse admission of nonparent visit rs
to cottages.

Project personnell attempted to stimulate changefollow-
ing initial exposure to various exponents of the external
dimension of the content agenda without much success.

Efforts to improve their relationships with state off i-
cials, to develop formal linkages with local educational and
vocational training facilities, and to utilize the profession-,
al expertise of.local 'professional organizations all failed.

;vie project did stimulate a fair number of initiatives
mard changing internal aspects of programming.

In this area one institution reversed its policy and
began to allow older children to seek part-time employment
in the community.
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This institution and two other substantially altered
their decision-making structures to allow children greater
influence in setting policies or dress,dating, overnight
visiting and selection of friends. One of these institu-

. tions struck down a past policy of disciplining all resi-
dents for the indiscretions of Yfew.

e

One institution also initiated cash allowances and an-
. other eliminated a policy separating siblings of opposite

sexes by setting up a mixed sex cottage for sibling groups.

Finally, the role of cottage parents was expanded in
two institutions where case records were made available to
them for the first time, and a new decision-making structure
was-adopted involving cottage parents in admissions and re-
placement processes.

While the number of changes stimulated by the project
was not impressive, many of them were fairly complex involv-
ing several levels of staff, resident children, and occa-
sionally residents' parents or other outsiders.

,One of the more remarkable. results of this project
emerged during the evaluation phase',. namely, the. pervasive
insistence among institutional participants--directors and
all other levels of staff--that they, were.already, fully en-
gaged in community - oriented services.

This feedback differed so greatly rom that obtained
from participants in the other two expe imental projects
that we were moved to conclude that the taff development
approach may have served to propagandiz those exposed to it.

The staff development approach conveyed information on
our community-oriented model in a far more formalized way
and at an appreciably higher level of detail than was pro-

.

v,ided in the other two projects.

. o This may have provided participants with more background
to both form more elaborate rationalizations and to feedback
more precisely, yhat7they thought we wanted to hear.

Since most.of the institutions in the Atlanta project
were not markedly community-oriented in operations at the
beginning of the experiment and did not change during the
course of exposure, it seems reasonable to account for these
claims in the above manner.

o-

I'
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Unanticipated Change

Interestingly, the Staff Development approach yielded
little or nothing in the way of unanticipated changEY that
we could validate.

It is possible,.if the remarks about rationalization
among participants are accurate, that the unexpected changes
were primarily attitudinal in nature..

This cannot be determined in any precise sense, however,
since staff attitudes were no easured post experimentally
in an organized manner.

Barriers to Institutional Change

In an effort to identify the barriers to institutional
change we developed a Director's Institutional Change .QUes-
tionnaire Capprised of 82 goal statements in a community-
oriented direction that were dealt.iwith in all three experi-
mental projects.

__These 82 statements were fitted to the 14 parts of the
community-oriented model for purposes of analysis and then
the questionnaire was submitted post experimentally to di-
rectors in all experimental (N=17) and nonexperimental com-
parisqn (N=9) institutions.

Bach director was given a scoring key listing common
barriers to institutional change and was asked to identify
the barrier preventing change for each goal statement in his
institution, if any, or to write in a barrier not listed in
the key.

Tw hty (20) complete responses were obtained (17 exper-
imeptals and. three nonexperimentals)and the resultsare
presented in summary form for perceived barriers preventing
change in the external and internal dimensions of care in
tables 4-5 and 4-6 respectively.

These results indicate overwhelmingly that institutional
directors perceive practically no barriers to implementing a
great variety of community- oriented changes. in both the exter:
nal and internal dimensions of their operations.

As a group; the directors perceived no barriers to
change, on 82 percent of all the community-oriented goal
statements.

174,
tk:



o
f

.

T
a
b
l
e
 
4
-
9

-
.
,

,

D
i
r
e
c
t
o
r
s
'
 
P
e
r
c
e
p
t
i
o
n
s
-
t
o
:
 
B
a
r
r
i
e
r
s
 
t
o
 
C
o
m
m
u
n
i
t
y
.
-
 
O
r
i
e
n
t
e
d

C
h
a
n
g
e
 
i
n
 
-
t
h
e
 
E
x
t
e
r
n
a
l
 
D
i
m
e
n
s
i
o
n
 
o
f
 
C
a
r
e

-
.

(
1
4
.
-

,
'

'
f
:

-
'

.

E
x
t
e
r
m
a
1
-
D
i
M
4
i
o
n
 
G
o
a
l
 
S
t
a
t
e
m
e
n
t
s

.

B
a
r
r
i
e
r
s

E
l

E
2

'
E
3

.
E
4
-

,
.

*
 
E
B

t
o

I
m
p
r
o
v
e

M
o
r
e
 
V
a
r
i
e
d
 
I

B
r
o
a
d
e
n

.
.
.

C
h
a
n
g
e

C
h
i
l
d
 
F
l
o
w

C
h
i
l
d
:
 
P
o
p
.

'
A
d
m
.
:

P
o
l
i
c
i
e
s

I
n
c
r
d
a
'
s
e

J
e
g
r
e
a
s
e

s
t
a
f
f
 
b
e
p
t
.
6
.

'
S
t
a
f
f

\
-
 
C
o
n
t
i
n
u
i
t
y

N
o
.

-
%
 
o
f

'
R
e
s
p
o
n
s
e
s
 
T
o
t
a
l

N
o
 
B
a
r
r
i
e
r

7
9

7
9
.
0

1
0
8

-
B
o
a
r
d
 
R
e
s
i
s
t
a
n
c
e

1
1
.
0

'
1
1

L
a
c
k
 
O
n
7
G
r
o
u
n
d
s

-
t
a
c
i
l
l
t
i
e
S
/
E
q
P
i
p
M
e
n

0
4
_

L
a
c
k
 
o
f
 
F
U
n
d
s

1
1
.
0

4

S
t
a
f
f
 
S
i
t
e
/
T
r
a
i
n
i
n
g

I
n
a
d
e
q
u
a
t
e

.
.
1

.
1
.
0

1
1

.
.

-
_
 
.

C
c
u
r
e
a
d
i
t
y
 
R
e
s
i
s
t
a
n
c
e
/

L
a
c
k
 
o
f
 
F
a
c
i
l
i
t
i
e
s

6
6
:
6

2

.
0
t
h
e
i
 
B
a
r
r
i
e
r

-
-
,
.
.
.
1
.
2
-

1
2
.
0

2
0

T
o
t
a
l
s

1
0
0

1
0
0
.
0

,
.
(
N
o
.
 
o
f
 
i
t
e
m
s
)

(
Z
)

-
6
8
0

7
.
0

.
3
.
0

3
.
0

6
.
0

1
3
0

1
4

,
.
 
8
.
0

.

1
¢
0
-
-

lo
o.

()
i
t
i
o
.
o

8
0

O
D
.

0
)

I
'
(
4
)

1
4
3

t
0
-
0

-
?
.
.
%
1
2

.

9
'
;
5
.
0

4
7
.
1
,

s
l

i
.

.
5

3
.
0
,
4

-7

:
--

--
:::

:
''

..i
.;

1 1

-
9

5
.
(
)
F
.
1

4
-
'

1

.
,

.
.

f
 
E
6

E
7

I
m
p
r
o
v
e

D
i
r
.
 
C
h
a
n
g
e

T
o
t
a
l
s

S
t
a
f
f
 
C
r
o
s
s

O
r
i
e
n
t
a
t
i
o
n

E
x
t
e
r
n
a
l

F
l
o
w

D
i
m
e
n
s
i
o
n

N
o
.

%
W
.
O
.

7
9

7
9
.
0

1
3
5

6
9
.
0

'
:
-
.
.
.

.
.
-
 
-
1
 
'
.
:
1
3
-
-
 
I
:

5
5
.
0

6
3
:
0

:
:
,
" 37

'
S..
.
:
.
.

1
4

7
.
0

.
.
1
.
.

.
.
;
3

'
3
.
0

3
2
.
0

.
'

4-
-

.
,
.
1
4
. 5
.
0

1
1
.
0

1
1

6
.
0

1
1
.
0

6
3
.
0

4
.
0

1
1

1
1
.
0

'
2
5

1
3
.
0

N
A

N
o
.

6
1
6

7
5
.
0

3
3
.

4
.
0

2
3

,
3
.
0

1
1

1
.
0

3
7

5
.
0

2
9

4
.
0

9
.
0

1
0
0
.
0

1
0
0

1
0
0
.
0

(
5
)

2
0
0

1
0
0
.
0

(
1
0
)

8
2
0

1
0
0
.
0

(
4
1
)



B
a
r
r
i
e
r
s
 
t
o

C
h
a
n
g
e

T
a
b
l
e
 
4
-
6

'

D
i
r
e
c
t
o
r
s
'
 
P
e
r
c
e
p
t
i
o
n
s
 
o
f
 
B
a
r
r
i
e
r
s
 
t
o
 
C
o
m
m
u
n
i
t
y
-
O
r
i
e
n
t
e
d

C
h
a
n
g
e
 
i
n
 
t
h
e
 
I
n
t
e
r
n
a
l
 
D
i
m
e
n
s
i
o
n
 
o
f
 
G
a
r
%

(
N
=
2
0
)

I
m
p
r
o
v
e

R
e
p
l
a
c
e
m
e
n
t

P
l
a
n
n
i
n
g

1
2

R
e
d
u
c
e

C
h
i
l
d

S
t
i
g
m
a

I
n
t
e
r
n
a
l
 
_
D
i
r
n
e
n
s
i
6
n
 
C
o
a
l
 
S
t
a
t
e
m
e
n
t
s

1
3

D
e
c
e
n
t
.

I
m
p
r
o
v
e

L
i
v
e
/
E
a
t

C
h
i
l
d
 
i
n
-

F
a
c
i
l
i
t
i
e
s
 
C
o
m
m
u
n
i
t
y
'

P
r
o
g
r
a
m
'

1
4

1
5

1
6

1
7

I
n
c
r
e
a
s
e

I
m
p
r
o
v
e

.
C
t
e
c
e
n
t
.

G
r
a
n
d
 
T
o
t
a
l
s

C
h
i
l
d
 
D
-
M

R
e
w
a
r
d
/
D
i
s
c

D
-
M

T
o
t
a
l
s

E
x
t
e
r
n
a
l
 
+

I
a
v
o
l
v
e
.

S
y
s
t
e
m

.
I
n
t
e
r
n
a
l

I
n
t
e
r
n
a
l

D
i
m
e
n
s
i
o
n

D
i
m
e
n
s
i
o
n
s

.

N
o
.

R
e
s
p
o
n
s
e
s

%
 
o
f

T
o
t
a
l

N
o
.

%
-
N
o
.

%
N
o
.

-

N
o
.

'
'
%

N
o
.

%
N
o
.

%
N
o
.

%
N
o
.

N
o
 
B
a
r
r
i
e
r

1
0
4

8
7
.
0

5
4

9
0
.
.
0

1
0
4

7
5
.
6

7
7

9
6
.
0

7
1

8
8
.
0

1
6
8

-
_
_
9
4
.
0

1
5
6

9
8
.
0

7
3
4
'

9
0
.
0

1
3
5
0

8
2
.
0

B
o
a
r
d
 
R
e
s
i
s
t
a
n
c
e

1
-
-

-
-

-
-

4
3
.
0

-
-

-
-

-
-

a7
6

1
'''-

r-
- .

1
.

9
1
.
0

4
0

2
.
0

t
o

.
'

e

E
S

1
F
l
i
t
i
e
s
/
g
q
i
p
-

'

-
.

-
-

,
-
-

-
-

-
-

3
2
.
0

-
-

-
-

4
1

1
.
0

-
-

-
-

-
-

-
-

4
-
-

2
7

2
.
0

L
a
c
k
.
o
f
 
F
u
n
d
s

2
2
.
0

2
3
.
0

1
5

1
1
.
0

-
-

-
-

2
3
.
0

-
-

-
-

-
_
_

2
1

2
.
0

3
2

2
.
0

'

S
t
a
f
f
 
S
i
z
e
/
T
r
a
i
n
i
n
g

I
n
a
d
e
q
u
a
t
e

1
 
0

'

8
.
0

-
-

-
-

-
-

-
-
I
I
-

1
1
.
0

2
3
.
0

3
2
.
0

-
-

-
-

1
6

2
.
0

5
3

3
.
0

F

C
o
m
m
u
n
i
t
y
 
R
e
s
i
s
t
a
n
c
e
/

L
a
c
k
 
o
f
 
R
e
s
o
u
r
C
e
s

-
-
-

-
-

-
-

-
-

1
-
-

-
-

-
-

-
-

-
-

-
-

-
-

-
-

-
-

1
-
'
-

3
0

2
.
0

O
t
h
e
r
 
B
a
r
r
i
e
r

.
3

3
.
0
1

4
7
.
0

1
3

9
.
0

2
2
.
0

4
5
.
0

8
-

4
.
0

3
2
.
0

3
7

5
.
0

1
0
8

7
.
0

.

T
o
t
a
l
s

1
2
0

1
0
0
.
0

6
0

1
0
0
.
0

1
4
0

1
0
0
.
0

8
0

1
0
0
.
0

8
0

1
0
0
.
0

1
8
0

1
0
0
.
0

1
6
0

1
0
0
.
0

8
2
0

1
0
0
.
0

1
6
4
0

1
0
0
.
0

(
N
o
.
 
o
f
.
 
I
t
e
m
s
)

(
6
)
.

(
3
)

(
7
)

'
4
"
.
.

(
4
)

(
4
)

(
9
)

(
8
)

(
4
2
)

'
(
8
2
)



162

Among other things, these data tend to confirm our mod-
el of community-oriented care as reasonable and quite feasi-
ble of implementation.

. .
k

Barriers Outside the Institution

Directors perceive very few Jfarrjers to change in sources
outside the institution itself,

.Institutional boards and neighboring communities are
seen as being likely sources.of resistance to Change on only
two percent of all goal statements each.

Confirmation of these perceptions is available from
other data. A study of the majority of the board memberships
of the 32 institutions in the sample indicated that, in gen-
eral, boards are reasonably receptive to the goals and ap-
proaches in the community-oriented model.

From a community standpoint, a .comMunity opinion survey
conducted by one institution with Institute assistance yield-
ed 56 completed replies reflecting, in the main, high level
indiffiFence to the institution's programs and goals.

This latter community orientation is reflected in the
director's own expectations of community reactions to insti-
tutional changes obtained pre- experimentally. Data in Table
4-7 indicate that directors would expect an indifferent re-
action from their communities in response to a variety of
major programmatic changes on more than'half of all occasions.

Bairiers Within the Institution

If the barriers to change'do not lie outside the insti-
tution, then one might expect to find them within the insti-
tution.

Here again,,howelier,-directors perceive few barriers to
change.

Lack of on- grounds facilities/equipment, lack of funds,'
and inadequate staff together are perceived as likely bar-
riers to change on only nine percent of the External Dimen-
sion goal statements, four percent of the Internal Dimension
goal statements, and seven percent of all goal statements.

4
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Table 4-7

Directors' Expectations about Community Reactions
to Selected Major Program Innovations

(N=32)

Expected community Reaction:

Program Very Lukewarm.or Strong
Innovation Receptive Indifferent Disapproval

Admitted more Blacks' 5 15 12

Admitting Mentally tlb

Retarded 2 19 11

Admitting Physically
Handicapped 4 24 4

Increasing Proportion of
(notionally Disturbed 5 20 7

Admitting Delinquents 1 18 13

Hiring Black Service
Staff 5 18 _9

Starting Decentralized
Group Homes in
Community 11 18 3

Launching Rand Raising
° to Expand Present ,

Program 12 14 6

Totals 45 146 65
% of Total q7.6 57.0 25.4

This striking absence of perceived barriers go change
leads to the suspicion that simple inertia among 'directors
may account for the reputation these institutions have for
being slow to change.

f.,

4
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A.

This may have been particularly true prior to h
ginning of the experimental pioiects.

.1
At that time the view held by many state seal, and

voluntary Social service personnel that we.intehiewed was
that children's institutions needed to cliange,ano*1,et sim-
ply seemed reluctant to o so.

Importantly, there wa no clear or commonly expreo d
view of the.direction that institutional Change should tak

be-

4

Our data for the 17-experimental institutions show that
directors' change orientations were at best remotely.a'ssoci,
ated with the types of institutional operations they were,
managing during this pre-experimental time period.

Specifically, the general level of community- oriented-
ness in institutional operations bore little association'9
with directors' perceptions of the adequacy of their program
resources, namely facilities, funds,' and staff' (rs .= :184)
and even less th ,the Level of their satisfactionpiith mir-

yrent program o erations (rs = .052).1'

Thissuggests at a minimum, that'd4rectorstesires for ,

change (low satisfaction) and/or perceived barriers to change
(inadequate resources) had little to d6 with:the issue of
community-orientedness,

A case can be made, referring to previous .observations,
that the felt need 'to chanqe,or standpat wa$ not related to
any particular service model or desired direction. In "sum,
there appeared to be no coherent issue or model around which,
directors' orientations could form. This could account for
what many observers believed to be recalcitrance or indif-
ference among institutional directors.

1Spearman rank order correlations for these analyses
, 117ere derived by ranking the expekimental institutions on
global level'of community-orientedness (represented by canon-
ical weights) and each director's mean score obtained from a
series of items in the Baseline Questionnaire on perceived
resource adequacy and satisfaction with current programs.

17 .)

PIE .
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I
Exposure to the experimental. projects appears to have

mo ie direcEors''chanle orienta-tions in an irripOrtant way. IPA

r

a'4
.

. ,165
.'!,

O 4
.

. ,

. '.
Specifically, it'appears to have contributes to a clear

polarizatidn of director' orientations. Rank orderings of
o post'ekperimental data reveal th4 higher community oriented-'

, b., ness in institutAnal operations Et associated.With higher
L- director satisfaction with current programs (;? = .652) and
/ fewer perCeived barriers ti_change withirp

-4
institutional Opera-

-.
- 'tipps trs 0). 0 .

1
.= .52 , : -

, .

.e. . , ., .

pirectorstuftning,the more corpunity-ornEied'institu-
J

04 ,tions appear to have responded to Agar external change stim-
uli.in that direCtion by concluding they are dong,the right.
thing (high satisfaction') 'and'psrhaps. should 'be &Sing more of ,

." it (16w change barriers). ..
..".

1
% I. t .

, t .
..e.t) In co

*.
ht5ast,Directore'runnihO.the more custatially orikr.....

.
i

ente institutiontseem to..have_become more dissatisfied with
theik operations while i'denifyi.n% moretharriers to change . .

within thir'institutions.
: re .,

A ; , 4 1, . : %, ' 't .

'This may mean _that' ;11ey necogni,ded..over. time that they
were not movingf,in iin appropriate direCtion in cqnjunttion
with the recognitler tha't there wits little they 'could do
stout ore

Much ofithis: is speculation, however, it should
d that post experimental directors', orientations ref

satisfadtion and fewer perceived change barriers a

inoted''ng high
e both .'

linked positively with actual institutional change fates
(r = 79 and .331'respectively). ,

. .
c. . 4

.Contrary ta,our "deficiency hypotHesls" (that leat. comr
munity-orielteA rd

.

e tntions wbuldphange the most) , tt. apL
pears tha,t more com nity-oriented instituVrns changed the
most.

"

.BreviousIy presented findings indicated that Pavel of-
community-orientedness in institutional operations had little . C
or np direct'influence on inAitutiOnalchange Appes.

?

°.These data suggest that level, ofgommunity-orientddness
does malt .a cdntribution indirectly in condunttion with the
presence o'f'an external change stimulus .toward mod4fying.di-0,
rbctors' 'change orientations:

t

1

A

V
It

.

1

"
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No claim will be made here to have exhaustively traced,
out and identified the- barriers, to institutional charge.

On the other hand,'there is evidence to support the con7
clusion thati forrAidable bafriers to the implementation of'
community-oriented care are non- existent, except perhaps in
the conjured imagin' gs of some institutional personnel.

Change in that direction is Clearly possible and seems
to be materially hastened bpi the introduction of external
change stimuli, particularly in institutions at least modey-
ately supportive of that mode of paie.

r .4;0

Interpretations from the Findings

In this 4hapter we have presented the findings on our
efforts to evaluate the cpntributions of external change
stimuli, instituticnal characteristics, and change barriers
to institutional change ratesoas,ve measured 'them.

,,,

One primarf-measureof-an itrdtitution's effectiveness,
1,n our view,,is its', ability to. tespond.to well articulated
community service..demands and changing community service

- v "needs. I'
. %

.
.

We 'reasoned that the _extent to .which a given institU- t

tion might 'respond (its change fate) would dftend on the type
of external chanle stimulug mounted 'to induce change, the
content of the changes soUght,.that is, the degree to which -

.'the changes sought were ;in. alignmentlafth oz, deviated from
an institution's existing modes ,cif operation,,and/or the

,

a. pre$ence.pf,barrierssprev 'ti,ng change,Akr-___-
N,

.

. .
.. 11-z 0

. ;

,,,t

.

,'...' . .

he Impact'of 'ypes Of tiefp,a1 Change Stimuli on Institu-
. -.

icnal Change

Generally weakincipariimilate ,nd ustainea external
ate ChAnges in childrens. .. 'effort et inducing change do -stimu

'. institutions.- 4, , ....
1

..1 ' .. ... i . 4 . .

TWetsfeeti.for the .most paft;, appeaks-to be to encourage
crsppport the negotiation (:?f:moie complex and difficult changes

thin might.dtherwise.be .'undettaken. 4,

4

4'

,

,r

, 1
0`

4 ..44
I

6
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The community wide approach (Social Sponsorship)--wfiibh
costed little more in dollars than. the other two approaches
we tried--clearly had the greatest impact on institutional
change.,

Moreover, this approach' yielded a wide variety
ticipated benefilcial change initiatives in children'-s-ser-
vices in the community and stimulated by far the largest num-
ber of 'self initiated changes among the institutions themselves.

The Community Leade-Director drOup Sessions approach
spurred a limited amount of change in the External Dimension.
of care consistent with our expectations. 0.

. .

However, this approach was also associated with dismal
relative tcrinternal institutional change, the de-

velopment of a substantial number of unanticipated negative
changes, that is, changes toward custodial rather than com-
munity-oriented care, and an extremely low' level ofoseff.,
initiated changes among institutional participants.

'Staff Development was found to be generally unproductive
as an external approach td.inducing'community-,Oriented changes
in institutions.

For
. .

,--
. the

I
most part, we did no better in this project than

nonexperimental institutions did on,their own over a mar's
time. ,

ne are of the opinion that participants in this approach
utiljed the wealth of detailed information conveyed to ra-
tionalize th it present modes of operations as highlycom-
munity-orien ed. in nature.

. .

Few unanticipated changes came to our attention in this
project,, with the possible exception of,a change in, attitudes
and understanding among patticipants about thd-eontept of com--
munitpdriented dare.

. . ,

.

*tur results lead us to a.rather dim view of,staff deve17. .

opment.as kchalige including techniiaue.
A

4

,,The impact of Change Barriers olojnstitutional Change

Our work on this area suggests that there were, few..insur-
mountable obstacles to the implementation of a wide variety of
community - oriented changes.

-

s

6 I, 1 11
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. .
..-

Directors' perceptions on this matter, partly conhimed
76k other-,data, suggest'that most institutions -within air

three experiments could have moved in a community-oriented
direction without high level board or ComMunity.fesistance
and withoutthe addition' of facility, staff, ,or financial

.

resources.
- .:',1 * . .

4x

We. would conclude,froM this that the differential change
rates obSe?i.red,in..the three-experimental projects were' not
materially, influenced by different numbers ,and types of bar-
riers confronted by the-participating institutions. .

'This is, of doursej'a generalization. It is'''worth re-
calling that timing regarding the introduction of change
proved critical to.fwo #stituticins. Ih one case a director
left after beihg rebuff0 by the board for moving too fast
while in another a director' was'replacedfor.pot-moving fast

4 enough.

In sum, we believe that data on change 1;iarriers supports
the contentioll-thgt our ,model of community- oriented care was
feasible of impleientation and that bgkriers did not signifi-
cantly influence the differential change rates that occurred
between the three'experimental projects. A

. P . 1,
. - .

Commuhity-.-Oriented Care gad Institutional Change
,. . ..

.

Contrary to_prevailing views about the kntransigehce of
custodially oriented institutions, we anticip4ted that they
would be the most vulnerable tocoherent exter.nal efforts to
induce change in.a community- oriented direction. .

, .

This "deficiency hypothesiss's was not 'suppor-ted consis-
'tently in our findings. , .

. ,

-

Our efforts to identify the common Characprigtic of'
institutions having, similar change rate patterns through

',cluster analysis techniques/also proved fruitless.
- ) .

. .

.

. .
.. .

This, lattOfinding. 1' particular .suggqsts,that. chil-
dren's ihatitutiont. do not address the two basin goals of
institutional 'care in any integeated or systematic magener:..

;.
*f . j

, If they had, it should'havebeen possible to produced
typology of. childreA's institutions showing-differential ass : .

0 sociatioWe between levels of impact c$n resident chfldren'and
_ change rates across,groups of,institutions:
k- ..

. ;, A

--

.+.



Gv

1.69

What our findings do suggest is that institutionar change
rates are influenced by the type of external change stimulug
to which instifUtions are exposed and the compatibility'of
institutional modes pf operations with the proposed thange
direction.

-..

Since a variety change barriers pose no-meaningful 0

blockage to 4nstitutional change, institutional .leadership in
the person of the diredtor emerges as a major determining.fac-

.tor. .

. ,

Our findings indicate that the community wide approach
labeled Social Sponsorship is superior to the other approaches
in mobilizing directors to act on external change recommenda=
tions and to4undertake and support other Staff in undertaking
self initiatives.

Objectively, that is in terms of our baseline measures,
the level of community-oriented care in institutional opera-
tions does not appear to influence institutional change rates
in any clearly definable way.

'Subjectively, in terms of a director's perception of the
compatibility a change Kecommendation with the general direc-
tion'of his current operations, community-orientedness appears

.to play an iMpdrtant r9le.

The findings indicate that Unless change recommendations
were compatible with a directo'r's views (all of them were
posed in a community:oriented.di.fection), rather than-act he
might be moved to conjure .up a substantial rationale for not
acting in the form of multiple change barriers.

Overall,,, our work on institutional change tells us 'that
the responsivb and adaptable institution cannot be easily
identified by havixig kt\owled.ge abogt its .current modes,of
operation, even Wben that kyiowledge is highly detailed and
obtained by independent meagkirement techniques.

'N

Theinterplay of the type of external stimulus used to
induce Change and the aKientations of institutitonal.direptors
appears to be, the most pronounced factor in moving institutions

..-to make changes. , ,

The community wide approach utilized"in the SOcial Spon-
sorship project is clearly superior as an inducer of insti-
tutional change.

X84
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4

O

. Its effectiveness, and coincidentally the adaptability
institutions exposed to it, would likely be increased by

concentrating a .greater share of such efforts upon the insti-
tvtiondl.directors.

o

This sharpening of,focus,,and harnessing of community
influences could well increase the rate of change we recorded
and perhaps do a better job of preventing a tendency toward
.retrenchment among directors of some of the custodially
oriented institutions.

9

Ito

?
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CHAPTER V

THE IMPACT OF STAFF SERVICE ORIENTATIONS
ON INSTITUTIONAL EFFECTIVENESS

In -previous .,chapters we speculated about the effedt'of
staff orientations on institutional effectiveness'14-

Specifically, we referred to the relationship between
director's chang.e_ctrierltatiriasancl_insti-tutional change-ratcs,
and we alluded to the _consequences for residents resulting
from staff decisions-'regarding admissions, retentionl'and re-,
lease.

The staffs of institutions are obviously pivotal i/i pro-
viding Services to residents and implementing changes,' but to
°what extent do the4 orientations toward serviceprovision
and institutional change actually influence institutional
modes of ope6ttion2 ,.e- , ,

.. . ..

% *4- :.:plel:;:pginnin0 of,our research we ideritified three re-
Aativkly disdrete orientations that we felt might .directly in-
....fluence institiationif '.ffectiUness vis a vis the two basic .

,",4; gipals-of ihstitutiorALcare, as fb114377----- 1tl ., it -;:-t: -. _.

. :IPI,''':116. x.. ehilaitearin P pso
,,

; . t::, 0.
li

--_-, . ,, ,.. N V.
i ... 6 ..... o. ..4 a - -,2''

. As we measurec.tnws orientation low scores represen t
a disposktion toward child dominance, control and

.

. stridt.,.diseipable while iigher scores rei*eberit
..: f , child!addeptancei sharedflecisidn-makingand less' .. ;' P .

.1.2 itive discipline., . .

0 , 7 2 e ' . . .
We elieved"this orientation might be reflected .

. , th.s aff-reSident relationship's theieby influencing.
development ofochild competencies.

.
.

O

:;)

In fadt, correlational analyses' indicate the three
orientations to coMprise.a rather well in grated general .

orientation. The product moment correlatian between child
,

rearing philosophy scores and levels of community orienta;,.
tioh is .870"with an r of .791 and .;766 between thesetwo

. variables and level of job satisfaction, respectively. -c

Ss

00.
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f

2. Community Orientation
.(

This orientation reflects the general level of
receptivity of staff toward working in and" with
community 'elements in providing. services, or
conversely, the level of desire'to work in,an
isolated context "behind the walls" of -the in
stitution.

We.thought this orfentation might most directly
influence institutional adaptability-r-that,is,
institutional change rates.

3. Job Satisfaction '
.

, %

. .

. ,
.

Thisi orientation was measured along a range Of -
.

,

low to high satisfaction. We thought this ori- \,
-entat4on might haVe a general but unspecified'

..

bearing on institutional effectiveness. .

. . . ... ,

In this chapter we will take a look at thd relationship
between these staff orientations Viand institutional 'effective-
ness and Conclude with some obseryations about-the child as-.
sessment process, the.meclianism through which much of-a' . :

-,. staff's 'influence flows. -.
.

A

....

Is there a General Relationship between Staff OrientatiOns
and Institutional Effectiveness?- -

,,

0

The results of a variety of'correlational analyses sug--
gest that there is no substantial.relationship between staff
orientations and child competency scores, institutional Change
rate%, oeleve/ of community orientednese in institutions]
operations, for the sample of 32 institutions and 345 staff

e

members'as a whole.
- t

,Y. Table 5-1 showsthe,incohsequential .product moment.&or-
.

relations for staff orientations arid. child competency scores.
. .

.
,

The -resuT relative to. institutional change.rates are,
noy,more impres :ve. ,

A

tanonicalkWeights obtained 'for global stafflprientations.
"for each institution were utilized in conjunction with insti=
tutional change rates to derive Spearman rank order carrela-
tions.

.:t

co
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Table 5-1

Product-Moment Correlations for Institutional Means on -Staff
Service Orientation's aWChild Competericy Scores

(N=32 IhstItutions) .

Child Competency Measures

Verbal
Abilities Locus ofe,

iStaff Orientatiori (LTIT) 'TSRCS __Control d

Child Rearing Philosophy

Com munity Otientednesq
4

-Job Satisfaction

--.192 .333

4

-.052 -.09644j

, 1
,

., -,.

"- ,...,..

In this, globirstaff orientations are found to be
Minimally associated with both External pimension.qhan4d,
rates Ors = ,.091) ,and Internal Dimension change rates = -.1031, -,

.
,

.
. .

a
."'( . 'IL.)Finally, similar'rariic'oder correlatiohs-utilizi'4 ca- 1

noniical weights far level Of ,copMUnity-orientedcare n each
;institution show'only'moOst .astdbiationibetween th varTAble _.
and staff, phi.ld rearing philosophy (%.= '.3561-114..05 , 4a.ff
cornthott-y orierttedhess ,(4. :os) and staff job satisfeation

. 1.-
,

.. .
.i Crs Ft,- :26'9) . _- .

:. .,,e, .-. ., . , ,* ,
-._

As was the case with gener4 fin.dings,presented'in pre-
' iious chapters, moi'e'ffieaningful:iriforMaticin is fOnd just be-

ntath'theit.urf4ce. :- .-'' ':..,,
,

. . ..
,' When'itatf4bri4entipn scones ate.regroupe4, averaged';

::i= (andlpthqh*nked for the now familiar.ini'titutionalqlqsteksr
s*e, interesting associations Eetween staff Qrientations and.
institutional typeS'appdart'ap,,thownin Table25-.2:6- ,

.r yr'. , -

J. k &

Pote should be...made here that.tanki 'in
Table'4

5-;.-2

made:using, the el,uster anjalfsis resulti aihed.with child
.- competency data'.- r,asdiscussed in Chapte', ^ r tr%

e.

A 9):uster apalysis perfcirmedDla,st arientaabn data i
did-hot -4eprodupe a similar, pattetn of o ts4-t,utiOnagrqupg
flirt 'demonstrating in a igeneral war e(14,4 of,:direft. '4

1 '1,

re ationalliips between staff oriehtatioh od'residentsi. dom77:7-
setency_levels.

.1. \ .441 .
.1= j

4

C,
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.Table 5-2

Institutiohai Cluster Ranks for the 3'
''Staff Seriice Orientation Measures

Institutional go; of
Cluster. Inst.

Community-Oriented

Benign Custodial

Self Governing

Survivor Custodial

-Rote Skills

Tutorial

Transitory Care

O

2

10

2

5

2

2

2.,

Extremist .

Exceptions

Staff

.Child
Rearing

Philosophy

Community-
Oriented-

negs
,Satis-

,

t Job

faction

'
I,

;,
0.

1*

2

3

4

e

3* *

2

8

1

.

5r -:
:

. 44, sl.z.
ke . 4

8**

3

4

5

1

2

.7

4. : 4.4r
.7.,

66 't
*Ranked from' Acceptance 01-.bEf. Dominance (8) ''

***Ranked from High (1) to 140ew -(8) it '

. . ,
..

These rankings do .0.s.Clo§e 40:t the..mopt Commun ty);.ori,-
ented institutions have ti4imat cPild acceptinf an leaqo ''
satisfied st fs. Of equal'importanbe,!their,staff are only
moderatel community-,orien-qed.e , ,4,

, .
.t

Transitory care Anstitu4ions are. simiihr to co unityl..
or.ented institttion0 in many. %RI's., yet"th(iii staff§ ave the
molt child domineering.orientations.,, This may reflect the
felt need amongktaffs inithese institutions to mhintain su)?;-.
stantIial controls ih order to'mange the rpid flow of thiV-
dren.through'the.. , '' . -, '

o

. .f

' ...
%.

4 i
"s %

. . I *` II. . CO .. a:
0, ,,Y

7 V e ,
ok't f .

. 6 4
I ,i,

F :0 ' .
.. . ,N

0
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One final point about these rankings before we move On.
We previously 116Led the- apfarent need among Self Governing in-
stitUtions in' particular ,to remain separated' from their commu- /

nity environments in order to carry out their programs. These
rankings show staffs in these institutions to be the least com-

'mtnity oriented.

The Path of Influence: Do Staff Orientations Shape Institutional
Operations or Vice Versa?

-One rather indirect but commonly used technique for assess-
ing the' durability of personal orientations over time is to
examine the association between them and individual's back-
ground characteristics.

*$

In the field of organizational analysis, the assumption
is frequently made that if strong associations are found be-
tween personal orientations and such factors as sex, age level,
educational achievement, and so on, then there is reason to
believe the orientation,may have been formed prior to the be-
ginning of employment.

Our analyses suggest that such background characteristics
are not stronglyl.inked with staff orientations.

Results of statistical tests controlling for age, sex,
level of educational achievement/marital status, parenthood,
and whether natural_ children remain at home currently or nci.
all'proved to be inconsequential.

.

dditionally, whether staff live on grounds or not, eat
on grounds or not, and the amount of staff exposure to train-
ing and educational experiences during the year prior to our
measuring staff orientations appear to.have little bearing on
staff orientations,.

The major associations we detected are situational in
nature having to do with the position a Staff member holds,
how long he has worked at his institution; and the 'frequency
of his..gontact with resident children and the neighboring.

. community.
.

. 1.; 4.

Table 5-3 gives the mean orientation scores for fulltime. .

'staff members for the four most common staff positions (ex-
cluding maintenance/doestic service workers) acosd'the 32
'institutions.-

.
a.

. ti

190'
4.

-t
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Table 5-3

wean Service Orientation Scores
for Full-Time Staff by Position .

(N=32 Institutions)

No. of Child Rearing
Staff Philosophy

Staff. Orientation
1,- I

Community- Job
Orientedness Satisfaction

X SD X SD Y SD
Directors 32 82.81 (21.09) 29.41 (9.58) 71.74.448).

Social
Service 33 63:57 (39.72) 34.11 (2.93) 78.49 (24.49)

TeaChers 36 50.36 (41-.40) 33.71 (4.30) 68.14 (34.06)

Cottage
Parentt 201 '73-.23 (25.61) 28.60 (6.01) T6.52 (24.86)

302

The clear differences evidenced in this breakdon,admit.
to no obvious patterns: .

,

.
, , . . ::.

,,
. .

O.. Data in Table 5-4 provide furthers insights. In.gneral',
there are tendencies toward higher child dominande, increased
preferende for work in'isolation.from community, axed lower
job satisfaction as length of time employed and frequeny of
contact with residents increases. -, :

. ,

Stepwise Multiple Regrlessipn analyses `of the orieilpa- -.

tions scores. of 345 full-time staff membdis carry lis. a bit
further by identifying sore of the,components..9t.iriStitu-
tional care, that contribute to the=d6plopment of staff,ofi-
entations. - . , . " '

lk

Data in Table 5-5 indiate that 8,pArts-of the coMmIlity-
'Oriented model of care account.forabOut'44 pe661i of the
'variance relatiie to staff'child,r0kin4.phiXosophy score6.1

,

. (-
4 ..;

'Consistent with.previousxe4ression analyses, a, cut -off
point was applied when the contributip of a model part to the
variance ex ained (0) fell below 2:percent.

.
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Table 5-4

177

Product-Moment Correlations Between Staff Service
Orientation Scores, Length of Emplayment.and
Frequency of .Contact with Resident Children

Staff Orientation

Child ., Job
No. of Rearing Community- ,Satis-,
Staff _Philosophy' Orientedpess faction

Length of Employ-
ment 302 -.76Q -.779 -.625

Frequency of
Contact with
Resident
Children 302- .734

cb

-.917

(Insert Table 5-5)

Institutional emphases upon comprehensive replacement
planning/follow-up services (I1), decentralized decision-

.making structures (I7), low child stigma in programming (12),
high staff to resident ratios (E4), open admissions (E3), and
cohernt decentralized discipline/reward systems eschewing
harsh discipline and providing tangible rewards (I6) contrir
bute to higher child acceptance among staff.members.

10

Somewhat unexpectedly, a material contribution to a high
.child acceptance orientation.among staff is also made'by low.
staff-community interchange (E6) and low orientations. toward
institutional change among directors (E7).

Of equal importance, several of the factors that account
fpr much of the variance in residents' competency levels ap-'
pear to'play little or no part in the development of staff
orientations toward child rearing.

Most notably, continuity of staff-resident relationships
(E5), composition of child population (E2),. and Dail/ Life
Decision-Making patterns, that is, degree of child participa-.
tion (15) appear to be inconsequential.

ti 192
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Finally, the quality of on-grounds program (community
integrated vs isolated on-grounds approach', 14) seems to have
no bearing iTatsoever.

These findingt suggest that a staff orientation toward
child acceptancg would be materially improved byincreasing
the number of staff and according staff more involvement in
and control over decision-making and discipline /reward sys-
tems particularly as they relate to Admissions, releases and.,
practices that stigmatize.

179

There is more than a hint of anti-community-oriehtedness
in theSe apparently community-oriented findings.

First, increasing staff numbers and involvement would
seem to enhance child acceptance under the fuither conditions
of lOw staff/community interchange' and a director having low
interest in community-oriented change.

Moreover, high child acceptance is. not materially en-
, hanted by increasing the level of residents' involvement in

decision making, stabilizing staff resident relationships or
inproving the 'flow or degree of heterogeneity of children
.passing through,this apparently open admissions-- comprehen-
sive replacement planning/follow-up services system.-

. All, Of this leads -to the conclusion that high child ac-
-ceptance in this sample may mean,high child acceptance under
a condition of broadened staff control of indtitutional pro-
,cesseS.

Stdpwise multiple regression results, fop staff community
orientations (receptivity .toward work with and in )community
vs dedire to work in isolation behind. the malls) as presented
Ti ' Table 5 -6 indicates that comprehensive replacement planning/
follow-ap services (I1),*more heterogeneity in;ohild.popula-
tions (E2), and open admissions (E3') contribute to more re-

.

ceptive orientations among'staff members. .

On the other hand, high receptivity toward work with and
in communities also is:accounted for ii partaby institutional
emphases on low community. staff interchange ('E6),. developing
on-grounds program (14), and low steff-resident ratios (E4).

,,

Overall, these results suggest that staff cpmmunity:rofi- .

entedness is favorably influenced by broad institutional pol-
, icies and programs governing the dmissions and release of
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children, but unfavoTaLy by the degree a;-1Irect engagement

.

of staff in these.processes. .1
.

.

181

-consistentNiththe negative correlations found between
'frequendy Of.staff'contactNith residents and community-0.1-i-
entedness Acores, we.have here an indicatiOn that staff are
less receptive to *cork -in and with community as their,involve-,
ment with community O epersonn . and community elements engaged
in providing tetrvi es to'residents increases and as staff-res-
ident ratios decl'ne.

.

, ,\
,

.. .-----)
.

These latte results, coupled with:t4e:fact that ..increased
decentralization of any type proves to have inconsequential
effects, leads t the conclusion that;community orientation ii
negatively effected by the simple frequency of direct exposure

O to and involveMdnt of staff with coMmunity.and resident chil-'
dien regardlesslof the degree of influencd they wieldin:these
engagements. 1

.,

Turning toithe regression results for job satisfaction,
'We found that a,majority of the model parts'contribute mate-
rially to the variance found. among scores .'or this general
orientation.

. .
r

In ;all, 9 parts of the model account fok slightly better
than: 66 percent Of the variance ap shown iii ,Table 5-7.'

, . . .

. .tt'
Once again, comprehensive replacementplenningifcillow-up,

.services (Ii) Made the most 'important contribution.

.. Job satisBaftionis'also materially enhanced by, inpreasid .k
v

staff invo1vemen' in decision-making procepses (Iniand.dis-t
ciPline/chi,ldren (E1), and.a deemphasis of)qhild sagmatizing
pl-actices (I2). ; '. .

.
-.

This pattern, is similar ib the bne folind.associated with'
- . high child a8ceptATce orientations.

c On the other' ;hand, lob satisfaction apes s to be unfa-
4,% vorably

,

effected by,liigh staff-resident ratios (E4), high corn-.
munity-staff.interOange (E6), and high child patticipatiori
in decision7making proqesses°4I5).

riquencyofefigrtby staff with cOtanunity and resi-,AAP
,

dent hildren,. partiMk 00 im a participatoand shaked
/

decision-making rlatt16414,44.ppeats tg stimulat6.CAndencies among
Staff toward child"00.14040ce, separatedness fry community,/
and lower job'satioTaqt-idn?.

k

; ;
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.

All of this may simply mean that-it is' easier to main-
tain service orientations supportive of iomMunity-oriented
care in positions allowing more involvement in institutional
processes and more control over the frequency of contacts
with residents and the community..

Staff at any positional level who are pn the firing Line
daily and who feel they have little eohtol over tAeir work
may tend to develop orientations leahing toward child dominance

.andseparateness from community.invgivement.

The general movement among staff toward adoption' of these,
orientations, the, longer they remain at their jobs suggests
this to be a rather widespread tendency.

The.Child.Assessment Process

-Staff Accuracy in Assessments '

Theforegoing results indicate that staff service ori-
entations have little direct impact oh resiplehts'competency

. levels.
.

I

Indeed, the formatiori of these orientations seems to be
influenced by a constellation of institutional factors quite
different from thOse that foster the development of competen- /
cies among.resident children.

. .. .

.

In this section we will pick up on a point previously
. alluded to, namely, that the decisions staff make about re-
sidents.may be of fai greater consaquences for them than are
the orientations staff holp about the servicesthey provide. .

, .
,.. . ,

..
.-

. ,

Data reported in this section were gath red in two sub- .' '

sidary studies that yielded information on staff perceptions
of institutional decision-making structures and staff ratings' A

of resident/children respectively.f
, . .

.

Tht first study%.was conducted with a random sample of 11

4/
ladvitu ions for the purpOse of obtainima perceptions' of the
decasi n-making structures from at least one social service
and one cottage parent staff member in each ihstitution.

.

The second study involved submitting standardized rating
forms tO-fhe social service person and the cottage patent

, having primary case respdhsibility for every child in care 'in
-/ all 32 institutions durin4 1972. .

4.
.

vr.
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Each staff ra ter was asked' to rate each resident'for,
whom he (or she) had primary responsibility telative to iiew
'soon the childiwould be ready for community replacement, the
types and numbers of personal problems the child demonstrated,

- -and how well the child would do compared to noninstitution-
.alized children were he to be returned to his community imme-,
diately.

-This study produced paired ratings for a' total of12.46
. resident children,

Looking firstat. the ratings data, there is some
port for ihe observation that staff assessments coincide rea-
sonably well with the actual competency levels of resident.
children.

.

* ,

Previous findings indicate that older phildren and those
in,higher school grades score higher on task/social relation-
ship skills andsense of self direction..

Staff also rate such children more frequently as ready
for replacement,,as having fewer personal problem§ and as
being more likely to make an adequate readjustment.to coMmu-
nity living, as illustrate'd in the correlational results .

pAsen'ted in Table 5-8..
.

Similarly, such residen 't characteristics As family in-
come, parental whereabouts, sex, and race bear ,little gdneral
as4Ociation with either staff ratings or residents' actual
competency levels. .-

'

One point of contrast was Round in-these comparisons:
Staff tend to rate children more fameStably the longer they
,remain in care while th actu4 competency levels'of children

. -aPpear to fall, .particularly afer the' first year in .residence.
I 1.)._

*.
.

r. Overlooking till results for le ngth Of stal.for the moment,
these cemparisons.suggest that staff are.reasonably accurate
in thei AsseSsments of residents' levels of unbtioning.

.

Further analyses *indicate that accuracy in judging res-
idents has more to do with the degree of staff involvement
with residents than'to'staffabackground characteristics or
service 611,entationii. 7

Correlational techniques and difference in means tests
were_utilized to assess the relationships between staff rat-
ings and such staff backgroun6.cbaracter4stics as age, sex,

ts
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Table 5-8
-

:Product7Moment CorrelationsBetween Staff Aatings of
Residents and erected Characteristics of ,Residents

185

Resident
Characteristics

4

itNo
No. 'Residents

Residents -Ready to
Rated Leave Now'

\No. of
Ptersdnal
Problems
'Per

Resident

How Well
Residents
,

Would Do Ccf:(
nonresidents)
if Releaged

Age \L= 1 , 1246 .600, 185 .611

School. Grade
Level .595 -.351 .6251246

Length of Stay 1246, e671 -.285 :643

,
1

4 marital status, living arrangements, family eompo4tion,
length of employment, and frequency of exposure to rTcent

,training and educational experiences. 4,

.

NOne-UT these variables proved to be,signifioanti'y as-
sociated with staff:ratings of residents,

4 mik .

,,,,
.

,

Similar.resi.11ts'are reflected in correlations obtained
_ for staff service orientations and ratings as shown in Table

. 5-9.
. - k e

.--: . 4; ,.. . 0

f Further, social service personnel more freq.ten'tly rate.
residents as haNO.ng fewer 'persona], problems ,and as being

. -ready to'leavelanii to make adequate readjustmenta than do
cottage parents_ asshown.in Table 5 -10.

It is also obvious froi this breakdown that cottage par-,
nts on the average have primary cases responsibility for far

a-a*vier children an the average social worker.

Aldo, cottage, parents,toerceive themselyes as far msye"
involved in makilrg- decisibns governing .the daily life
ties of residents.. Indeed, among the small sample of p,isonnel
that we assessed relative, to daily life decision-making pro*-
.cesses,. Social service personnel saw thehselves as virtual
nonparticipants, according to the data in'Table. 5-11e

4

ti
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Table 5-9

..

6.

Product-Ipment ,Correlations 13etween Staff Service
Orie.ntati,ops an Staff' Ratings of Residents

k

How Well Res4.-7
'dent Would Do
.(of: nonresi-
dents) if
Released

Staff No. of r
StaffOrientations.

No. of. ,

No. Personal- .

Residents Problems
Rea*N to Per
f,eave Now Resident

p.

'

.1a Reiirip4-

Philosophy
.

Ca unit
Orientednegi

Job Siti.dfaction

t 1

345.

345

-:1,135 .134

.157

-.L19 224

..
Table '51;10

.N.110....
%,,': $ 11.IiM

. .10 ,

Social Service,PersoYinel and Cottage Par.
Aggregate. itat.ngS; :.of -ilRes- idents 1.

r
I '

. TYPe of
. Staff 1-1

. % o Resi,;i7 Te No *.;Prty.-
. . `No.. of 'dents Rea4y...

:Staff leave/Nal. 'Resident.

'ServiCe-, .
. .

Cottage: Parer,Its

frt
to Weld::;,

4

2°)

",

4

4

.
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Tble 5-11

. Staff Iserceptionb ofDaily Life Decision-
Making 'Patterns, By Staff Level% ,

. 1,87

% %.of*I,Sques I (others) Decide:
,

With,l
'Other (2 or more)

Per Social Service.(N=1I). Alone ,Level 141.21,tiievels

Directors
Social Service
Cottage Parents ti

.09
I .02 . .09
..16 ', .2.6

Children :06 ilt
I .

. .24

.18
,30

.

'''4.of Issues I (others) Debidel

With 1..
. Otlaer (2 or more)

Per Cottage Prenis N=11) ..Alone Level'. Multilevels
. t

Directors
Social Service
Cottage Parents
Children

. ,

. . 1 . .

*.14 :27/
.08 .*.j.

I .i6 I. ..'

.06 7

47,

.07

.07

.4/
't

These data ;indicate tliat,cottage*parents see theMselves ,

as mo're heavily involved in the daily, lives ofiresidents than
db,social.seKvice personnel. Data in'Table,5-12 folloVing
indichfp that cott4geAparents-are more accurate in their
assessments of-residentp.

,.,-
,4/ / A

.lThe,A2
fitem

part,of the Daieline Survey Questionnaire
/delingAith daily Jife decision making was utilized to ob-
tain.thesedata.

- .
.t

. 3

,

2k) )

I

.7

5 ,
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Overall( these firldiflgs supp4ort the observation that
staff assesFelr's of residents are reasonable approximations
of childreri's actual levels of functioning and, Turthei-,
that the accuracy of staff assessments is influenced more by
the degree of staff involVement in residents' daily lives .

than by theiroservice"orientations or a variety ofbother per-
sonal

,

sonal characteristics. '

....., ./ , i

. .

The Basesfor-Staff,Decisions about 'Residents'

Estimating the degree of staff accuracy in assessing the
functiohal'levels of residents lays the ground work for fur-
ther examining the extent to which this knowledge influ'ences
the process of making basic decisions regarding residents'
retention or release. In short, does it make any difference
whether staff assessments 'are acovirate.or not.,, ..

. ';,, ._
- .

Part of"the answer to this question is already known in
the sense that cottage parents are rarely..involved. in such
decisions althpugh their'assessments of residents appear to ,

be more accurate than. those, of othei personner who do influ-
ence the4p decisions;

. ... %From an admilsi9pS standpoint, the available :data ind.......
.

cate that a child's actual levelzof funCtioning at that point
'in time has little of nothing to'do with how_long the adrgis-
sions officer foresees his staying 'in resi4encel, as shown in
Table 5-13. .,.

r.
,

t

Table 5-1,3-

Differences in Mean Competency Scores
for A11.1973 Institutional Admissions

By Predicted Length of Stay.

Predicted Length of Stay

Long Tbrm Short Term
Child Competency (1,2 mo +) (1-3 mo)

Measure. (N=267). 4 (N=51);

Pi) X SD

Verbal. Abilities
(LTIT) 30.88 (12.32? 36.35 (10.19) :325

TSRCS (Total) 28.50 ( 6.82). 26.62 ( 6.39) 1.696
LocUs Of Control 13.22 (.5.861' 12.61 ( 4.72) .805
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Staff judgments regarding the release'Of children seem
'to be based more substantially on residents' actual levels of
functioning.

, \ 'r
) ,

Table '5--:11 shows, for'examplee that children released
during 1972 scored higher on both task/social relationship
skills and sense of. b5Olf Airectipn (Locus of Control) than
those who were retained.

-
s

,

Table 5-14 . 4'

Differencesill Mean Competendy Scores .

for .all 1972 Institutional Releasees
Compared to Institutional Retainees

1972
Child Competency Releaees

Measure (N=408)

Veibal Abilities (LTIT.)

TSRCS
Sub-
Scales

Task
Cot4ge Mates,
School Mates
Cottage Parents
Teacher,

,T,SRCS (Total)

Lodus of Control

1972
Retainees
(N=444).
1

t
4.

rc (SD) Te (SD)

31.66 (9.98)

11,.44 (3.45)
6.05 (1.77)
5.81 (1.69)
4.32 (2.37)
4.87 (1.76)

29.67 (5.48),

-14.21 (5:77)
.

31.23 (12.70)

7.88 ( 2.64)
5.80 ( 1.91)
5.51 ( 1.76)
4.08 (.2.66)
4.78 ( 1.9k)

28.14 ( 7.08)

.12.67 ( 4.31)
04,.400*

.551

16.991*
2.049**
.614

1.414
737

3(541*

J

*P<.01 (2 tail)
**P<.05 (2 tail)

These findings are deceptive in one important sense.

t

The superiority of released children in task/social rela-
tl.onship skills is largely accbunted for in terms .of task ac-
complishments and skills in getting along with cottage mates.

The fact that releasees score-no better than retainees
relative to relationship skills with.teacilers and school mates

.1

,
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1 I I

1.91

Suggests that a child's development in the .community context
. ,-may not be commonly weighed in _reaching deciii s on reten-

tion or release. .

)

.. P

1
1 ,

.
A

G ,

The results re1ativeto task and cottage mate scores,
on the other hand,.indicate that a child's observed on-grounds

- behavior may be a principle so rce of informationon whicht.

these degisione are based.'A .

,

It' will -1calfed. from, revious.findings, that the .n-
(

eral developmental pattern amp
school'.

g resid6nts over time is tOward
increased skill, in relationsh* s with teachers and schdol,

,mates and a deterioration in'elationships with cottage\par-.
ents and cottage mates.

. . ..
.

.

Placed'together, these findings point to the possibility
that chikdren adjusting well on-grounds are likely to be re-

k

leased 47hile those not doing well are more likely to be 're-
,

tained.
.

.
..

..

i 1

. , The irony here is that.a"centiderable number ofs children
40t doing well on-grounds may be shoWing extremely good pro-

. greSs within .the:dopmunity.conteip.,e.
.

,
- .. .

'On the basis of 'this progress*,t4ey, might well be the
best candidates for'community replaceme nt, but given the
sources of information utilized by staff in reaching such.

-° P

..'decisions,..they might also be the onels retained in care:
.

,Finally, we turn to a breakdown of 'staff ratings in-
' stitutional clusters in order to observe differences that oc-.

1Cur Oetween-various types of'institutions.
'.,7f'z.' .)1.

A,scan of the ranks in Table 5-15 leads i'o'the conclusion
that there are no substantial associations between these
cluster rankings and staff ratings or.release rates.

. .

Rowever,,inspaction of individual clusters yield's some
.

. .

interesting qbservations. . .:

'i'... .

I

'or example, staff in Rote skills insttliti ons rate their f

resident populations, aS'least'problematiC and consider a high
proportion ready to leave now.

4

In spite of these ratingS, these,institutions released
the lowest percentage of residents during 1972 and evaluated
a larger share of their residents'as potential long term care
cases at pOlint of admission than institutions in any other
cluster.
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It is quite clear ix these institutions that residents'
kevels of functioning' have little or no inflUbnce on such
basic considerationsas how long'the institution expects
children to stay or when they will be released.

Padterns revealing differing emphaSes are observed in
the other institutional clusters.

For example, staff ip Survivor Custodial institutions
rate their populations as highly problematic and expect a
good manyychildren to stay long periods. In spite of.this, 4
these institutions rank highest in the number of children
rated ready to leave now, and third in the proportion actually
'replaced.

Staffs in Self Governing and Community-Oriented institu-
tiohs view their populations as the most problematic. They
also. rate fewer of, their children as ,ready for regacement
than staffs in most other institutional clusters.

r Here th:'similarities end. Self Governing institutions
expect'Most children to'remain in care long term and yet a
rather high proportion of their 1972 populations was-released
during the year. Conversely, althoUgh Comtunity-Oriented
institutions expect more admissions to be short term cases,
they are close to the bottom in the proportion of children
released during the same time span.

Transitory Care institutio
sions to be short term care ca
largest proportion of their populations during 1972.

Staffs in th'ese.institutiont also see their reSi4ent
populations as among the Iteast OroblematiC While rating an
extremely high proportion

*
as in need of continued Care.

'Since staffs in these institutions do.not view the res-
idents theihselves as overly problematic, the judgment that
moseshoulftreTain in 'care may reflect a need for more'time
to develop adequate reOlacement plans than is ordinarily
available given the rapid child flow patterh.

Consistent with many other findings Benign.Custodial
institutions_stand apart, marked in.this case by unusual
consistency,:in staff. rankings, expectations and Prolportion.
of total child populations released.

40cpect most of their admis-'
s, and in fact, released the

a

4
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. ,

These institutions,are:neither'concerned w ith survival
nor atteptIptinq to promote or prove any particular type of
serviceorientation.

1.14like other(institutions,.these institutions appear to
exhibit fe1,4erpolicy and pradtice emphases that might,create
stresses on decision-making processes productive of some of
the inconsistencies observed in the other clusters.

Interpretations from the Finda s

The weight of the evidence presented iii this chapter
points to the conclusion, that staff service orientations
have very little direct impact upon institutional effective-
ness in genbral, dr upon the child assessment--decision-making
process specificaXly. .

..
. )T tl . ,

i
Our data indicate that staff service orientations are

II/ large part reactively formulated,^that is, they reflect
e sting institutional modes of operation far mote than they

pe them,

In gehdi'il, the most substantial sources of influence
o staff service orientations are job position, length of
eOloymenE,, scope of existing program operations (from ad-
mssions to replacement)breath-of staff iwolvement in'
these operations, and frequency of engagement with community,
.cWeagues, and residents in carrying out job functions.

.$ Greater breath of staff involvement contribdtes to more
child atceOtance and i.eceptivity,toward communit howeVer,
greater frequency of direct' engagement with other including.
residents in carrying outthese involvementsleadS to more
Child dominance and withdrawal from community in service
orientations. ,

.

.

.
\

.

We conclude from this that staff maintenance'of origin- )

,,.

I

,

,

ati, tons reflective of child acceptance and receptivity toward
'I, community depends to a considerable degree,on,the amount of

.1.,pommand staff have over others engaged with them in nego-
,, tiating their job fundtions.

(' 1
(''

Interestingly, other data reveal that nesidentd prosper
from Continuous relationships vhith at least one staff member
and fromhighdecision-making participation in these iela-
tionshipS. c J

4
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It is possibilktb s eculate from these,reistiltsAhat t
whether staff are orient ted toward child Scceptance,ot I

dominance is immaterial.. .What is material ii. whether in -'
st4tutions support chile. participation i the process of
making decisions govern ng- their daily 1 fp activities.

, 4
. .

'11,."
-.-

_ Further, the natu e ofrewards/discipflne systems makes
at least,a modest contribution to staff child rearing' phi-
losophies anejobsatiOaction.

t .

. In brief, staff tend to be more child accepting and
satisfied. ih association With.highly structured systems
ref ectiVe of tangible rewards and corrective rather than
priMitiv6 discipline, over which they have substantial
control. ,

On the ()tile ,han rewards /disci' l n systems. ave far
less influence~o iresidenta competency.levels then does '

level of partici ation in daily lifed cision-makin4.t.
I-

-

:, Staff service orientations appea to profit frbm con-'
txf .1 while children profit from parti ipation in staff-res-
ddbrit relationships.

. ,iP
,

Rewards/discipline systems are often utilized to Modify
iesidents' bellavior. It may n friot' too far afield Ilbre to
suggest thatithis approach is.of,little value unless it is
tied to residknt decision-making:participation.

Otherwi0e, their' inpiementation may well serve staff
needs relatiir,e to contxol more than.the developmental needs'
of the'children'being sprved. . .

,
, -

Staff service orientations 'appear td have no more influ-
ence on assessments"and,decisions made about residents than
they-have on the degree of impact achieved 'thro,ugh.their
relationshipswith them.

Frequency of staff contact 'and degree of engagement with
residents,(degree of'child participation in decision making)
appear to be the most influential determinants of staff:ac-
curacy in assessing h&w, well residents,are doingt Frequent"
contact of a par4icipatory nature yields more accuracy in

'resident` evaluations.'

E

At the tame time, the 4ndings disclose two major sources
'of error in the assessment proceis and point to,factors other
;t' an staff ccuracy thatshapes staff decision about residents.

I

41.
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Data on the developmental patterns of residents indiCite
:that, in general, 'they progress over time. in relationships4%
within the community context (teachers, school.mates) while
their relationships on-grounds deteriorate (cottage parents
and mates).

. ,

comparisons of children released and retained during 1972
disclose, however, that released children exceed retained
dren primarily in terms, of task and cottage mate relationship
skills..

1.
To extent that staff' deck

demonstrate prOgress, these finding
siond,are reached,primirily on the
behavior.'

,

to release child\M1 who,
to
,

suggest that, the deci-
sis of observed on-grounds.

Children not doing well in terms of on-grounds relationn
ships might be doing. quite Well in the important'area bf com-
munity.based relationships, but this factor does not seem to
enter into replacement deCisions often .enough to show up as a
statistical diffekence.

Further, data suggest that cottage parents make more
.accurate assessments of residents than social,service staff,

,yet infotmation in other chapters indicates cottage parents
are only ipfrecillently involved in decision processes govern-
ing the replacement of children.

.

It Seems reasonable to conclude on this matter that in-
stitutional effectiveness relative to replacement decisions
weuld bejaaterially,improved by placing greater emphasis upon.
assessing retidenps perforNance levels in the community con-
text and upon incorporation of the evaluations of .cottage
Parents. .

.

Thii conclusion would only hold, of course, to the ex-
tent that such decisions are indeed based upon ,the precision
of staff knowledge Of residents' capacities for adequate
community living.'

.

A con siderable amount of evidence( suggests, hoWever,
that staff accuracy in assessing residents'is as peripheral
to the bulk of these decisions as are staff service orients-

,tions.
0

Data on the differential patterns of child flow through
the various institutional clusters (cf: Table 3-3) and on the
'relationships between 'staff assessments.and release rates for
these clusters (cf: Table 5-15) suggest that insx'tution
systems needs may exercise the greatest influence on ad issions-
retention-reldase decisions.

,

C
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In general, each,type of institution appears to seek
out children demonstrating potential for profiting from.the
particular, type of service emphasis\it 'offers,

There.is 'nothing n ecessarily wrong about this. It
simply means that institutions offering child participatory
programs (e.g., the Self Governing type) will emphasize ad-
mitting rhildren with potential for engaging in this type
of program. In contrast, institutions offering specialized
prbgrams controllechby staff (e.g., the Tutorialitype) will
emphasize admitting children with more pronounced potential
for development in the more passive areas of general dntpl-
lectual pursuits and School achievement.

The degree to which children' conform to these expecta-
tiOns following admission may well constitute a prime Measure
of the level of an institution's goal achievement from the
staff's perspective.

In turn, it might have a great deal to do with shaping
staff decisions regarding. retention or release.

We speculat
dence that.child
ing,Community-0
fully adapt whil
(Tutorial, Rote

A bapic teas
child participat
extent on how wel
participatory ins
terms of the type

0 In oui'view,
facing constant t
vor Custodial) ma
namely, .the need
or prevent total lhads.

on the basis of fhe'full weight of the evi-
piarticipatoty type institutions (Self, Govern-
iented) tend to retain residents who success-
nonparticipatOry types of institutions
ills) release theit more successful adaptors.

)

n for this would be that the success Of
ti

y institutions is.jtidged to'a considerable
the participatory process works while non-
itutions may be assessed more directly in
of child they turn out.

the decision-making process in institutions
rbulence or crises (Transitory'Care, Survi-
rest on even more elemental considerations,

o manage child flow to insure, survival and/

None of the above pressures seta to prevailn Benign
Custodial institutions. There is no sense of urgency about
fulfilling specific service goals, no obvious desire to
prove a point, no threat to survival.

4.

In a way there is no recognizable decision-making pro-
'cess in such institutions. Staff simply invoke traditional

212
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practices-governing admissions'. etention, and release with
. whichthey have become comfo able over time.

In sum, only a mod t.amount of the impact on residents
.

that flows through st frresiderit relationship and staff
decigion-Making pro esses can be accounted for in terms of
staff service or tationarand the degree of staff accuracy
in child asses ents. . 7'

Far .m. eimportant, consequences derive' from staff efforts
to shape aff-resident relationships to meet their own needs,
.and fro staff decisions made to meet the needs of their.in-
.stitu onal systems.

4
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CHAPTER VI

IMPLICATIONS FOR POLICY AND PRACTICE
4

Research finding's may prove to by sufficiently 'valid,
in the-long run, to influence the course of .social policy
and t'e dedisione-f human,service practitioners on their
own rit. .

= In the short.run,heir value lies primarily in
strengthening the ,.hand of policy makers and confirming the
views of pr4dtitioners who find the results supportive of
their positipns, methods and beliefs.

Those' who find the results disagreeable ordinarily have
the oEtion of simply ignoring their implications: .

4

If this is not possible, a variety of effective delay-
ing tacticsmis available, among-which calls' for replication
and the detection of technological weaknesses and inadequa-
cies in research project designs seem to be most common.

iThese-"TaCts of life" do riot reduce the researcher's
responyibilitmrforrspeculating about the implications of
his or her fifiaings.

On the contrary, theg increase the pressur e on the re-
searchir to be as aft-i-dulate as possible about their practi-
cal imgort.

-s
6

With this clearly in-mind,' we move in this chapter from
reporting and interpreting the research results to specula-
tion about their immediate importance and utility.

Given the,State of. the Art, Most Childrens Institutions
Cannot PresentIy,Achieve Comprehensive

Effectiveness, as We Define

We have defined and measured effectiven4ss'in children's
institutionsin terms of their responsiveness, in meeting com-
munity service needs and, secondly, in terms of their results
relative to preparing residents for'their return to adequate
community living.

a
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Children's institutions, like all other organizations,
have their own service goals which dictate how they relate
to their community and resident population constituencies;

The degree.of effectiveness achieved by a particular
institution at any onekpoint in time appears to be largely

. dependent upon the on-going procest.of shaping modes of
operations to implement its goals.'

In'short, the level of effectiveness 'achieved by insti-
.tutions in our sample has'been primar'il'y a by-product of
efforts to make these institutions viable on-going organi-
zations.

.

In a general sense, we have found these institutions to
be effective relative to one goal Or the other. .To be'sure,
we have several examples.of institutions ineffectively .

responding to both goals, but we found no clear-cut example
of an institution effectivelS, achieving both goals simulta-
neously.

t
Some typet of institutions consume enormous amomits of

,staff time and other resourcesiin efforts to relate to com-
munity sevicedemands and needs.

In some cases the priority placed.on this activity
deivesfrom,the elementary need to survive. In others, a
similar` -level of effort'stems from the nature of the Ser-

. vice.

The best example here arethe Transitory,Care institu-
tions which.must constantly attend .to a netWork.of community
relationships and'to the managa of a rapid'flow of chil-
dren

.
,

in serving temporary and crisis cases.
.0,-

While the Community-Oriented institutionjle under less
pressure than some others, it too'is obligated to actively. N.

seek out integration with its,00mmunity environment.

Often, but not always"; institutions concentrating on
this priority are found to h6,egledtful'relative to the
goal of preparing residents for comMunity'return.

,By way of contrast, me bavAe, identified several types of
institutions that place highest priority upon 'the develop-
mentof specializedpreparatory programs..

v 64

I

2-

,

1



I

c '

These n itutions seem to actively limit the degree of
integration wit their community environments in.order to
/preserve their pecia ized service approaches.

'Rote Skills, Tutorial, and:Sel Governing institutions
all fall within this latter, groupin

Why was it so common in our expe ence to find children's
. institutions seemingly relating- to these two basic goals in
),an either/or fashion?

Themodel of Community-oriented care holds promise of
simultaneouply achieving both goals at high lev ls, if imple-
mented.

Our evidence sug4esti a,1sO that this model is quite fea-
sible of implementation, at /east in pie sense that few bar-

t riers in terms of inadequate resources and pockets of resis-
tance stand in the way.

In spite of this, our experimental efforts at changing
institutions toyard this model were at best modestly success-
ful.

Perhaps the expbrimental time peisiod was too short..
More likely, we simply did not have cofimand of sufficient
technical know how to bring off more comprehensive implemen-
tations of the model.

- Personnel in the various children's institutions were
as lacking as we'were on many occasions in.identifying.ways
of moving toward increasing their.effectiveness relative to
both .goals simultaneously without jeopirdizing.the level of
effectiveness each felt it had achieved on the one goal that,.
was deemed the most important to its on-going success.

Some of the technical Problems facing children's insti-
tutions in this regard can be illustrated by Utilizing Tran-
sitory Care and-Self Governing institutions as practical cases
in point.

.s
Transitory Care institutions are set-up to handle a large

volume of children from a wide variety of compnity referral
sources for short periods of time.

To do this successfully, considerable staff and other
resources must be devoted to admissions and replacement pro.-
cesses and the development and maintenance of good relation-
ships with referral and replacement resources.
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Children in residence can,be provided good basic dare
with relatively little problem; however,' the establishment
of relationships tetween staff and residents is difficult
to achieve since each resident's stay is short lived and
staff are often efignossed in matters ,of managing the flow
of children.

.

Beyond this impediment, staff may not have the time to
attend to each resident's individual needs, assure his tsm-
porary adjustment to the institution, deafl with his views
of the cause of his temporary placement, lok after his reas-
signment to a new school in the community and a multitude of
other matters.

It is no accident, in our view, that children in Tran=
sitory Care institutions stcolk lower on all competencies
(cognitive, social, and affective) than children in any other
type of institution.

Technical problems of a differerit order confront Self
Governing institutions and other types of institutions offer-
ing a specialized service approach.

The Self Governing institution normally has a highly
articulated and finely meshed on-grounds program.

Successful implementation of this program requires a
relatively high lever of isolation from an institution's
surrounding community.

Care must be taken in accepting only those children \\\

capable of coping with and profiting from a resident self.
governing system.

k

Institutions invested in this approach appear to be
reluctant to engage t)e surrounding community in any matter
that might yield a lessening of control over the admissions-

. release process or a watering down or other distortion of
_ the basic service process.

4F

The technical problem we were facing with Transitory
Care institutions that we could not fully articulate at the
time was how to utilize existing resources to build more
effective staff-resident relationships and more individual-
ized care with a higher volume of children over short time
periods while maintaining the institution's level of effort
visa vis its community environment.

3
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Conversely, how do we go about opening up the Self
Governing institution in terms of:establishing more wide-
spread and intense interchange with its community environ-
ment while retaining the'ooherence of focus and precision
of organization of its on-ground§ program.

Similar technical ,problems were confronted with 'rather
types of institutions, and were, as we see it in hindsight,
at the heart of the prob)em of increasing the comprehensive
effectiveness of childiek4s institutions.

To a limited extent these problems'could be lessened by .

improved staff training. Some-of the problem does lie in
the fact that many staff members and directors'have a very
narrow view of their roles and. functions.

They commonly see t hemselves as providing a particular
.type of.servite to a particular type of child. Rarely do
they have an understanding of themselves as members of orga-
fnizations engaged in a complex system of interactions tied
to the achievement of overarching organizational service
'goals. k

Training to broaden staff perspectives in these matters
would probably increase their abilities to conceptualize
institutional effectiveness in more comfirehensive terms, but
would not in itself resolve the tough technical problems to
which we have alluded. E

Indeed, the results we obtained from the experlmentO,
use of staff development techniques suggest that training. ,

may simply move staff toward an increased effort at achiev-,
ing what, is currently feasible.

This means that in the absence of technical advances,
such training may simply serve to move staff toward increa
accomplishment of the one goal an institution emphasizes
perhaps to the'further neglect of the other.

In sum, our experience indicates %,Est children's insti-
tutions do not conceptualize the twb ba-glc goals of institu-
tional care' in an integrated fashion and do not act to accom-
plish both simultaneously.

While conceptualization could be improved through train-
.

ing, a majoir--if not the major--impediment to simultaneous
goal accomplishment is the lack of, technical know how.

3
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Either the technical knoWhow does not exist, or It is .

not Widely known and available. ,

Responding* both possibilities, it is recommended
that a'considerable level of effort be launched in0 develop-
ing the technical knOw how necessary to the simultaneous ac-
complishment of both goals. Part of this effort should be
directed to identifying institutions for further.studxthat
appear to have found the ways and Means for pvercomihgthis
apparent technology gap.

The importance of such an effort is underscored by the
high,interest in the field Of children's services in moving
children's institutions toward the provision.of short term
and more highly specialized services.

To the extent that children's institutions move in these
directions, attention 'should increasingly be focused upon
preventing thenegative consequences of these presumably posi-
tive institutional adaptations!

In particular, the teohhological means to keep specia
ized institutions responsive to changing community servi
demands and needs and to enable short term institutions to
provide aibeneficial experience,for,residents must be surfaced.

.

From a realistic standpoint, this means identifying ap-
proaches for the redeployment of existing levels of institu-

. tional resources in ways that improve upon the accomplishment
of the heglected goal without reducing the level of effective-

e ness an institution has established on the goal it has, up to'
the present, held to be primary. .

Whether such an undertakipg iS.worthwhile is a matter
for decision=makers in the field of children's services to
resolve. .

The weight of the research evidence does suggest that
in the absence of technical advances Comprehensive effective-
ness will continue to be beyond the reach of most children's
institutions.
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Institutions Are Powerful Environments,
but Not All that Powerful

It is commonly accepted as fact in the field of chil-
dren's sdrvices that institutions are powerful environments.

265

A mass of mostly unconfirmed opinion in the literature
on the subject attests either to the potent debilitating ef,
fects or the potential beneficial impacts of "total" environ-
ments.

/

Advocates .of deinstitutionalization are particularly
'fond of citing the, presumed permanent damage.to child devel-
opment resulting from institutionalization, especially .long
term care.

Those engagedin providing institutional services, -on
the other hand, point to the profound corrective effectg
wrought. by the "therapeutic" milieu.

The fervor with which these claims are made, suggests
that something*more than fadt frequently lies at their rootp.

;

The concept of institutionalization may simply be often-
sive to the moral sensibilities of some individuals, the
facts of their effects notwithstanding.

tA*--

Similarly, it is common for providers of all types of ,

.intervention services to defend and exaggerate the impact of
their efforts, and it is likely that some providers of insti-
tutional services also fall prey to Vhese temptations.

Importantly, the potency of the institutional environ-
ment is often calculated by comparing its presumed effects
to those obtainable through other intervention approaches.

It's reasoned that far more control can be achieved in
shaping a child's total life experiences in the institutional
contextthan'is normally posgible in foster home care or..
through the provision of time'limited counseling services.

While this may be true, me'would suggest that this isan
unsatisfactory method for assessing the potency of the impact
of institutional exposure upon the development of children.

4
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Amore acc rate assessment of the potency'of institu-
O tiohal environm is is obtainable by evaluating the devel-

opmental pattern o institutionalized children over time iii
residence and COP axing these patterns with those evidenced
by a%nohinstitutionalized cohort:

'The evaluations that we conducted along these lines
produced a body of evidence that suggests the presumed ef-
fects of institutional care on child development to be over-
rated,in terms of both negative and papitive consequences.

For the most part, the competency, levels of institu-
tionalized children do not differ radically from those dem-

..
bnstrated by noninstitutionalized children.

Further, differences in,child population competency
levels between institutions appear to result primarily from
differential child selection processes.

Finally, changes toward
time among institutionalizea
Imitable to simple maturation

higher competency levels over
children generally appear attri-
more than to any other factor.

Turning things around, the modest declines in competency
levels associated with longer lengths of stay (especially
after the first year in residence) are at least partially an
artifact resulting from institutional decisions to retain
the less competent and those slow to develop 'for longer' '

periods.

Taken together, these findings will provide-little sup:-
pdrt to advocates on either sicte of the issue of deinstitu-
tianalization.

. , Children in institutions seem to grow up pretty much
like other children when measured against what we believe to
be competency standards for adequate coMmunity living.

\
By and large, the institutional experience does not:

prove to be pdtent enough to produce gross devi ns in
child, development' for good or ill.

There are', of course, other reasons fa
placement of Children in institution's eve
in general have a'profound negative impa
meat:

4314' 11
64

, avoiding he
if they do not

t on child develop-
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In a society that places highest value upon child rear-
ing in the context of the parenta home, alit forms of sub-
stitute.care may be considered to be undesirable service al-
ternatives.

It is highly probable that decisions regarding the s1p-
port and use 'of children's institutions a., e a placement alter-
native will continue to flow from this value base.

ol

Those who .support,. and those whO do not support the use
of'children's institutions will likely be unswayed by our
findings.

Still, these findings should:allow those who must rely
upon institutional placements until some better alternative
comes along to lay aside ttheir darkest suspicionb about the
negative effects of such placements on the developtent of
childten.

,

At Its Present Stage of Development the(qmmunity-
Oriented Institution Is Not a Cure=.All

We have already touched upon some of the technical prob-
lems in bringing off a successful comprehensive program of
community-oriented institutional care.

Beyond this, the results obtained regarding impacts upon
residents in those institutions that have achiev.ed the ,closest

,approximation to our model.of community-oriented care give
pause for farther reflection.

In our analyses, Community- oriented institutional care
has.been shown to contribute more to inducing change in resi-
dents' competency levels than any other type pf institutional
care.

'NA all of the change induced by exposure to this type
of care is, to the good.

Ey

Residents in Community-Oriehted institutions seem to
profit in terms of thedevelopment of social and affective
competencieS but npt?in terms of cognitive competency.

We haVe reasoned from comparative analyses of the results
for the several types of institutions in our sample that the

929
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breath 'of mmunity life experiences and the participatory
nature of ,t e program in community-oriented institutions ac-
count 'for much of- the overall beneficial impact.

At the same tithe, these verypro'gram features may work
againSt predictability, staff control, and routine'in iftti-
tutional modes of operation.

Since these latter program characteristics are strongly
+linked with the. development of residents' cognitive skills
in our findings, it is possible to reason! that deficiencies
in these matters in community-oriented institutions contri-
bute to their failufe in this, area bf child development.

At its present stage of development, the community-ori-
ented institution is a mixed, blessing: it is the most power-
ful environment among those we analyzed but its impact is not
uniformly beneficial for children exposed to it.

. .

These,,observations point to further technical problems
encountered by childYen's institutions seeking to.achieve a
unifotmly\beneficial impact on residents.

There is a clear need to establish both predictability
and participation in programming for residents to support the
.goal of assisting residents. in developing affective, social;

\ end cognitive skills simultaneously.
:

It is an open question whether the techn.ic41 know how
-exists to, abhievesuch a goal through the institutional

r-,
experienc

jkla'biii experience, we found little evidence that insti-
tutions h di discoveted ways of maintainingStable routine
program operations while encouraging the widest possible
scope of participatory experiences for residents. 0

In over simplified terms, what we'have at present are
specialized institutionswhether they claim. to be or not- -
that yield improvementS' on the social or cognitive side of
residents'_ lives, but not both.'

'In general, wefoUnd affective 'skills to incre'se in
association with improvements in either of -the, other two
competencies.
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These institutions can 'be categorized in.terms of modes'
of Operation as essentially-child participatory or nimpartici-
patOry in nature.

They can and do deliver e ective if limited services,
'and they would probably be more ppropriately utilized by
their. communities if they would ake these, - limits more widely
and precisely known.

.;

Moving toNiard identifying and Concentrating upon special-
ized areas of effectiveness with residents, rather titan toward
comprehensive effectiveness, may in fact be the wisest path
for children's institutions to.take.

There
choice.

First,
not achieve
even if all

are at least two good reasons to consider such a

it is possible that children'p institutions might
comprehensive beneficial effects with residelpts
the technical binds are eventdaliYovercome.

A child's stage of development at any point in time is
to a considerable extent the product of his total life exper-
iences.

.

The rich interplay of these experiences stemming from
many sources, at times'offering the security of predictive-
ness and at others the temptationsof uncertainty, cannot be,
structured and duplicated by a single environmental source._ .

such as_an knstitUtion no matter how comprehensive its aims
and approaches.

Moreover, for the vast majority of childrenincluding
many of thdse.in relatively long term care--the'institutional
experience is as interlude that does not extend over the en-
tire span of their growing up years.

standpointsFrom both standpoints it is possible conceive of gn
institution falling short of the goal of providing residents
a.total child development experience even if it.overcomes
current technological barriers to that goal.

Secondly, even if the elitaination of these technical
problems did lead to the achievement of a comprehensive im-

, pact upon resident' children, would that result be desirable?
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The net result of such an achievement would be the%cre-
etion in fact' of a. truly powerful environment.

It'is equally clear that it would be next to imlipssible
to prevent the use of technical knowledge potent enough td
simultaneously shape the cognitive, social, and affective
skills of residents, by staff and other authokities possess-
ing widely disparate value orientations toward child develop-
ment:

Without.over dramatizing what is at stake, it still ap-
pears to be wise to proceed with caution toward the develop-
ment of the technical' means to increase the power of the in-
stitutional environment.

.

It is not beyond the realm of the icossiblerto suggest
that the resolution of these, technical problems in the in-
,terest of improving the beneficial impact of the institu-.

tional expe'rience might result instead in the creation of the
type of,total environment we have long been warned to avoid..

, k

I' The path that will 'be taken, relative to theses issues
is, of course, unknown. What we do know rom,our findings
is that Several clearlm.,different types o hildren's insti-
tutions exist entithat they yield clearly different conse-
quences for their.residents.

We have beeniunable to identify ahy type of institution
that p'resently yields a comprehenlve beneficial impact far
residents. .

Given, these observations, it would seem that the best
hope for an immediate advance in the provision of instilu-
tiopal services for children lies in the direction of insti-
tutions identifyihg the specific' areas of child development
in which they are.most effective and making this information
better, knowh to their communities.

. .

In this way the specific capacities of each ihStitution
can be more appropriately 'utilized bythe community in serv-
ing children with particular types of child development prob-
lems or needs,

.

Until-we develop the technical know how to make the in-
" stitutional experience comprehensively effective, it would
appear to be incumbent, upon children's institutions to make
such clear choices'alr declarations.

0

cr'
4
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Indeed, a great deal ofusefUl information could be
obtained from close scrutiny applied by researchers an4,,cot-
munities to institutions that,continue to claim comprehensive
effectiveness with.the childten they serve.

Staffs Have Their OwnAgendas: increasing Their
Effectiveness 'May Not Increase

Institutional Effectiveness

Our findingsin4catthat staff members, namely, so=
cial service and cottee life personnel, are generally inef-
fective as measured by theii contribution to tht achievement
of the two basic institutional service goals.

They have been shown to have relatively little impact
on the development ofTesidents, and they are only infre-
quently the source fot initiating institutional changes.

.

Further, it has been shown that their service orienta-
tions are peripheral to the kinds of institutional services
provided and the degree of acuracy in their assessments of,
residents has little bearing on the decisions made regard.-
ing the admissions and.replacement Of children.

In sum, the degree of effectiveness achieved by an in-
stitution is primarily a by-product of staff actions taken
to meet institutional needs rather than a direct consequence
of purposeful staff actions aimed at achieving service goals.

In a tecfinical dense, staff effectiveness in all these)
atters could ke increased by according staffs a larger share
f the responsibility for, control and direction of their in

.4,

stitztions.

It.is important to point'out, however, that i,ncreasing
staff effectiveness in this Manner may not produce an increase
in overall institutional effectiveness.

?The reason for this'is that staffs clearly have their
own agendas of interests an job related needs that they might
act to fulfill with their newfound authority and responsibil-

.. . .

ity.

1.

. This Observation follows from our findings that indidate
- staff members to be generally interested in expanding their

.
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levels'ot involvement in and control over institutional pro-
cesses, perhaps at the expense of diminishing the levels of
involvement and control aacorded residents.

In short, these findings sugge staff members pay be
in competition with residents re rding involvement and con-
trol since a commandihg position in these matters would enable
either group to raise the meeting of its needs to a position .

of higher priority.

Our findings indicate, for example, that staff members
concern with decentralization is expressed in terms of their
interests in'obtaining greater decision-makrng authority and
more control over the development and implementation of re-
ward/discipline systems. ,

Decentralization of this sort would simply distribute
authority to Staff away from the directors where most such

- authority is now vested.
%

Since our findings show-thatctrildeen profit from -start--
ing in decision-makingand from having rewards/discipline
systems tied to their own acts rather than to wholly staff
created regulatighs, it is doubtful that such a relocation
would have any appreciable beneficial outcome for re*iden

If, on the other hand, institutions were to procee
ward decentralization on,tht,principle of increasing the
benefits for residents, the children themselves might profit
at the expenSe of further limiting the fulfillment of imme-
diate staff interests.

A short 6mconsequencd of such a move might be imme-
diate gains for residents accompanied by a lowering, of morale
and increased intrastaff antagonism among staff.

, .

N Ih our view, institutions should proceed withcautiole
, -

in moving toward'increasing t technical effectiveness of

.4-
their, staffs by providing saf guards against the use of de-
centralized responsibility and authority to meet their own
interests and needs. i

.

Up-to this poilt we have spokeri only of the diversion
- of increased authory by staff to meet their own need's with
a possible consequence of no increased benefit's for children.

'Tk ;

A subsidrary stl.j*kin Our research prograni (Thomas,
1973b), indibates that'Owre may be more material risks, that

Ile,
-

4.
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is, an increase in the technical effectiveness of,staff may
in some cases yield detrimental consequences for children in
care.

.,In this study, the, relationships. between staff orients=
tions and residents' competency levels were examined compar-.
ing'results for the 12 most centralized and the 11 most de-
centralized institutions in our sample.

This relationship was further analyized holding child
length of stay constant.

Utilizing product-moment correlational techniques, we
found that the relationships between staff orieitations and
residents' competency levels were substantially higher in
decentralized institutions Ahd that:correlations were pro-
greipssively higher the longer children remained in care. In
centralized institutions this progression over length of time
in care was not observed.'

In other words, staff service orientations appear to
have a material effect on child functioning in, decentralized
institutions'but not in Centralized institutions.

Decentralization does contribute to the extent to which
staff get through tdresiderits.

_ Subsequent analyses of staff orientations in these two
groups of institutions suggest, however; that the increased
impact associated with decentralization may not be all to the
good. 4

Staffs in several decentralized institutions Were fgund
to be anti - community and child idominance_oriented, while
stiffs in some centraliaed institutions were clearly commur
nity and child Scceptalapeented. .

.

.

- Since decentralization intensifies. the impact Of staff
orientationswhatever their quality--on the lives of resi-
dents,dents, thb results in dy.were favorable in some. in-
stances, unfavorable in 'o ers. - . ', '.

From our perspective, some staffs with desirable service '

orientations were being impeded by highly 'centralized insti-
tutional decision-making Structures'iahile structures of a
similar nature in other institutions .were actually serving

-to protect residents from being exposed to undesirable staff
orientations.

4
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.

There are then,,two cautions to beattended to in decid-
ing to increase the technical effectiveness of staff members.

A
First, mechanisms must be =found to prevent staff from

turning their increased responsibility and control of insti-
tutional processes toward meeting their own,interests.and
needs;,and, secondly, an aaisessment of the quality of staff
orientations must be made to determine whether the increased
impact on children will r9sult in favorable consequences or
not.

Unless institutional debision-makets can satisfy their
doubts on both counts, it is at least popsible that changes
made to inorease staff effectiveness will not result-in in-
creased institutional effectiveness in meeting its primary
'service goals.

A few modest gainv in staff,effectiveness do appear to
bp possible without tackling these major problems, notably in
the areaciassessmpal' t_prooess.

In this regard, our findings in 'cate that, increasing
the participation ofcottage parentp i admissions-retention-
release decisions and improving the me hods for obtaining
comprehensive information on how child en are progressing in
the community context would contribute materially to the ef-
fectiveness of the child assessment process in many institu7
tions.

Such gains are important and feasible. They should be
undertaken, but institu ions should not loose sight of the
more basic issue of inc easing-the achievement of service
goals directly through taff efforts,

,

In the absence of such actions to redirect staff' energies,
the level of effectiveness obtained by many institutions will .

continue to be a by-product of staff efforts spent in the ser-
vice of maintaining routine, upholding tradition; implementing
set service ,techniques, and a host of other process needs that
appear, at present, to govern,staff behavior. .

Final Comments,

Whether'we should'proceed,on a course of deinstitution-
alization relative to children's services within stapes, or
nationally, cannot bede.termined on the basis of the findings
from_this study,

f."-\,

"
;.4r.a,

t."

..t ,
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Indeed, neither the dark forebo'ings of some or thf
bright claims of others about the effects of institutional.
.care on the development of children ate supported.

For the great majority of children, the institutional,
exiveiience does not materially hinder or atsist their devel-
opment, they simply seem to mature'at roughly the same pace .

as noninstitutionatlized children.

This lack-bf effect stemsAiA4Part from the fact that
institutiowal environments are not as powerful as they are
sometimes believed to be.

The potency of the institutional environment is limited
in the sense4aat it probably cannot achieve a cogplete and
comprehensive,lorganization of a child's total life experiences,
even for the thlatively short period of a child's grol'aing gp
years spent in care., 5

The state of the art relative to institutional care is .0/
, .

-'---a--fu-tther limiting facto .

,

Imposing technical problems stand in the way of the
simultaneous achievement of both basic service goals," the
simultaneous achievement of a beneficial impact'on the de-
velopment of residents' cognitive, social and affeCtive ,cora-
petenciest,NO the improN4ment of staff'effectiveness in
bringing suchWforts to .reality.

In a"real 5ense, theluture of children's institutions
a viable sufstitute car alternatiye is tied to the reso-

u;ion of these problems more than it is to the delibera-,
ions of policy makers.

Childrents institutions are things of the past only if
they cling.tp.the past.

,/
The route toward establishing and maintaining a socially

useful role, however, does not lie in continuing the current
practice of adopting cosmetic devices such as hip rhetoric
And 'fad' service techniques.-

As;the public becomes increasingly skeptical and economy
oriented, it is less likely to be bilked into accepting chil-
dren's institutions as effective simply because they seem to
be up to date.

V
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The resolution of the technical problems referred to
means that highest priorityimust be given over to the iden-
tification of measurable goals of value to community and
resident constituencies, detailed evaluations of existing.
facility- staff - financial resources; and ultimately, to well
articulated plans for rpdeploying these resources in the
direct service of goal achievement.

Institutions willing to undertake these organizational .

evaluation and development tasks will likely find continuing
public support,.

Those Artitutions that continue to depend upon fashion-
able rhetoric, professional certification, fad service tech-'
niques, and similar devices and trappings to do the.job of
convincing the public for them, will find themselves endless-
ly.boundEto public relations efforts to justify their role
as such standards and fads rise to and fall from favor over. -

time.
4

e

In the long run, they will'more than likely find"them-
selves in the company of the more comfortably fixed institu- ,

tions (that perceive no current need to invest in organiza-
tionAl evaluation and development efforts) in a struggle
among the least fit for survival.

/

I



APPENDIX A

List of Paricipating Children's Institutions

Anne Elizabeth Shepherd Home
Appleton Church Home for Girls
Bethesda Home for Boys
Boy's Estate
Calvary Children's Home
Carrie Steele-Pitts Home
Cherokee Boy's Estate
Christian City
Dalton Rescue Mission
Ethel Harpst Home, Inc.
Florence Crittenton Home
Georgia Baptipt Children's Home (Baxley)
Georgia Baptist Children's Home (Palmetto)
Georgia Baptist Children's Home (Pine Mountain)
Georgia Christian Home
'Georgia Industrial Home
Geotgia Sheriffs Boy's Ranch
Gould Cottage for Children ,

Greenbrier Children's Center
Haelan Hall at Midway (Tidelands) r ..

lephzibah Children's Home .

Hillside Cottages
Masonic Home of Georgia'
Methodist Children's Home (Decatur)

_Open Door Home
Planatation Manor
Rabun Gapkacoochee School

'Sarah D. Mu by Home
Savannah'Home for Girls.
Shiloh Orphanage *

Southern .Christian Home
SoWegaliouth Home.
'St. Mary's Hornet
The Methodist Home (Macon)
Village, of St. Joseph
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APPENDIX B 219.

Geographical Distribution of Voluntary Children's
Institutions in Georgia/ 1973

Cr1orsofite gerClot

4 ' f
ti



4 221

APPENDIX C

Summary Tables:

'Structural Characteristici 41.11-

Children's Institutions
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Tab C-1 Number ,of Institutions Receiving Financial

Number of
Institutions

Support from Selected Sources, 1972
(N=33)

Source

Endowments, f 1'7 \'

Sponsoring religious bodies , 18
Individual bequests 24
Parent payments - 23

Community chest
Own fund raising

11
9 ,

lk

Payments from private referring agencies
-Federal grants, program subsidies 8
State per diem rates 9.

Table C -2 Number of Institutions Admitting Children with
Special Problemsi,1972

k
Do you '11 children who are (or have):

'Physically Nentally Emotional .Behavioral
Handicapped Retarded Delinquent Problems Problems

Yes, regularly

Only in rare
cases

2

16

Ca

8

11

11

10

12

4

14

. Do not accept . 14 10 10 14

Totals 32 32 32 ,32 32

,

-1

0
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,Tabie C-3: Distribution of Institutions by Type of Residential
Facilities and Types of Living Arrangements, 1972

Type of Living Arrangements .

Type of Residential
Facilities N Dorm Style Separate Quarters**

.Single Main Bldg./

Residence Hall.

Cottages Exclusively*

Cottages and Dorms

7

23

2

3 4

23

2

sibtals 32

*Cottages20-separate buildings limited to,fewer than 20 children,
dorms are separate buildings with capacity exceeding 20.

**Separate quarters means rooms for I to 4 children.

Table c14: Distribution of Institutions'as to Facilities for
Meal Preparation and Service, 1972

, Meal
Preparation

Meal
Service .

In Centralized' Facilities

All meals.& snacks
AI1 meals
2 meals a day
1 meal a day

.1n,Cottage Facilities

All meals &"snacks

4*
10
2

2

14

4

8

3

17

Totals 32 32

*Includes one institution bringing in one meal daily
from the community.
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Table C -5:- Distribution of InstitutiOns by Percentages of
Childrn Having,Selected Types of Diagnostic
'Evaluations at Admissions, 1972

0

% of Children

Inst.
Totals1-50 51-99 100

'Physical Exam 1 1 30 32

Dental Exam 14 3 2 13 32
1--

Psychological Testa 3 10 5 14 32

Psychiatric Evaltati 19 8 3 2 32

-c

J

Table C-6: Distribution of Institutions by Provider of
Diagnostic Evaluations,

01
1972

Provider:

Agency. Inst. Inst. With.
Spore--. Refer- Referral No Provi-
spring ring to Public sicn for Inst.

Inst. Inst. Agency Facilities Exams Totals

Phys. Exams 2 18 - 12

DentallExams 2 8 8 14 32

Psych. Tests 4 1 17 ., 7 3 32

Psych. Eval. 2 1 7 3 4 19 32

Si



226

4

Table C -7:. Distrnbtion of Institutions by Percentages of
Residents Participating in Selected On-Grounds
Counseling Programs, 1972

.%

No .

Prog.

Residents Participating:

inst.

100 Tbtals17,25

, 1;2

26-50 51-74. 75-99

Case Work.

Sessions w/
Psychiatrist

Psychological
Counseling/

tsng

Group Work Therapy

Play Therapy

Other

3'

13

8

11

20.

29

5

15

10

8

5

1

\

4

-5

3

2

=4

2.

1

1

15

1

0

8

7

6

2

32

32

32

32

32

32

.

Table C-8: JDistribution

No
Prog.'

of Institutions by Percentages
Participating in elected
Programs,,1972

orResidents Participating:

of
On-Grounds

Inst.
100 Totals

Residents
Education

1.
1

1-25 2 6-50 51-75 76-99

Indiv.11.1toring 6 , 8 11 . 2 1 4 32

Resid. Classes 20 '3 17. 1 . 32

telig. Education 17 1 1
4

__ 1 12 32

Art, Music Educ. 13 - 8 '6 2, 1 .2 32

Voc. Training 23 4 '5 ,S -- 1 32

Home Econ.. 26 1 :4 -- : 1 32

Phys. Educ. 15 1 1 2 5 8 32

Other -31' --
A

-- 1 32

1

74,
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Table C- : Distribution of Institutions by Percentages of
Residents Participating in.Selected On-Grounds
Recreation Programs, 1972

% Residents Participating:

No
Pro. 1-25 26-50 51-74 75-99

Inst.

All Tbtals

Organized Outdoor
Team Sports 13 1 6 2 1 9 32

Organized Indoor
Team Sports 17 5 2 3 5 32

Organized Out9loor.,

Games- 17 1 4 2 4 4:; 32

,

Organized Indoor
Games 10 1 4 : 4 3 10 32.

Periodic Movies. 10 1 .3 2 13 32

Guided Crafts/
Hobbies 14 5 7 1 .1 4 32

Other ' 27 1 1 1. 32

0

t '3

0

ti

4
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Table C-10: Distribution of Institutions by. General Levels
of Community participation by Child Populations,.
1972

Level of General
Participation

N Lop** Moderate High
Sample
Mean ,

Range of Mean 32 -3.40 3.40-3.90 3.91+ *3.88
.

Number of Inst. 32 12 4 16

*Theoretical maximum mean is 6.00 meaning total participation in
all 13 types of activities, With minim= being 0.00.. Range in
samplewds 2.231to 5.62.

**Low: less than 25 percent participate in fewer than 4,activities.
Moderate: atOp.50 percent participate in at least 4.6 activities.

# High: over 504iercent participate in more than 6 activities.

Table C-11: Distribution of Institutions Acc6rding to Who
Usually Accompanies and Most!ComMon Mode of
Transport Used When 6hildren.Go tip Community(/
1972

Who Commonly
Accompanies:

Most cannon Mode
of Travel:

Vol/
N Staff . Par*

Travel
Alone

Inst.

Car/Bus
Vol/
Par Public'

Groups of
Children 32 16 . 15 1 I 29 2 1

Individual
Children 32 9 13 10 27 3 2

*Represents Volunteers/Parents

24 f)
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TableC-12: Distribution of Institutions by Daily Life Deci-
sion-Making Modes, 1972 v,

Type of Child
BehaVior

Most Common Pattern'or Mode of Involvement:

,.Dir &/
Dir. &/ .or Pro .

Pro Dir & Cot or /orb Staff
Staff Pro *Par Staff & Cot Par'
Only Staff Only Cot Par '& Child

Dir.

N Only

I

Cn-Grounds 32 3 _ 3 8 18

Community 32 5 3 3 _ 9 12

Adolescent 30* 8 -- 4 ...... 5 13

Overall (Totals) 32 5 2 1 8 16

*N=30 for adolescent, 2.institttions neither having or serving
adolescents at time of data collection.

'

Table C -13: Extent of Involvement
by Staff Level

1972

TT Board

in
.

Daily Life Decision-
and Type .of Child

L

% Staff Level InVolvementi

Making
Behavior,

Type.ofthila-
'Eehavior Dir

Pro* °Cdttage
' Staff Parents

Children
Themselves

.

On-Grounds 32 7.0' 55.0 39,0 71.0 45..O

Community 13.0 62.0 52.0. _Th60.0 36.0

Adolescent 32 . 14.0 64.0 44.0 -v50.0 , 39.0

Overall"(Tbtals) 32 10.0. ° 59.0

t
46.0 65.0 41.0

*Computed across 26 institutions having such staff at time of
data collection.

Pt"

I

It
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Table C-14:- Extent of Exercise of Final Authority in Daily
Life Decision-Making, by Staff Level and Type
of Child Behavior, 1972

% Staff Level Final Authority

Type of Child
Behavior Dir.

Pro 'Cc .tage '

Staff " Parents
Children
:Themselves TotalsBoard

On-Grourds 5.0 39.0 18,.0 32.0 6.0 100.0

Cammanity 8.0 51.0 26.0 13.0 3.0 '.. 100.0*

Adolescents 11.0 54.0 17.0 13.0. 5.0 100.0

6.7erall (Tbtpls) 7.0 45.0 18.0 ' 24.0 5.0 100,0

*Percentpes do not add to 100 due to rounding error.

.

. , . .Table C-15:. Distribution of Institutions by Ratios, of Use of
Verbal Reprimand/Expulsion as Disciplinary Mea-'

. sures for First and Repeated Offenses, 1972

First
Offense

Repeated
Offense
(of same

behavior
4

' Frequency.pf Use of Verbal
Reprimand/Expulsion

Between Between Between .

Below 1:1- 11:1- 26:1- Above
1:1 ,10:1 25:1 . 50:1 51:1

Sample
Average
Ratio

30"

22*

8 4'

1.2 10

Overall-
:(Totals) 30

. ,

12 6'

,

I

66:1

4:1 '

- - 1711

*Two directors claimed no knowledge about.how to respond to repeated
offendersrAand 8 others indicated they presently had no coherent
approach for coping with them.
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Table C-1: Distribution of Institutions by Ratios of i4ho
Disciplines, Cottage Peent/Director, for First
and Repeated Offenses, 1972

N

How Often Cottage Parents/
Directors Discipline

Between Between Between. Sample
Below 1 :1 -. 6:1- 11:1- Above Average
1:1 5:1 10:1 25:1 " 26:1 Ratio

First
Offense 3 7 9 2 ` 3 10 55:1*

. ,

Repeated
.

Offense
.

'(of same
.

behavior) 31 27 rm 1 3 17:1
. . .

.

Overall .
.

(Totals) 31 23 4 --
.

4 21:1

*Sample average ratio distorted by fact that ratios of 100:1 were :
reported for 4 inst4tutioxs.

p P

0

Table Cr17ADistribution of Institutions,by Staff Level Most
Ofteri gxerals,ing Discipline, for First and
Repeated. Offenses, 1972

Mostly
Mostly* Diriand ,'Mostly_ CottasA Sample.

N Director Pro Staff Pro Staff Parents Mean

Range of .

Mean 31 -2.00-2.50 2.51-1.00 3.01-3.50 3.51+

First
Offense

Repeated
Offense
(as same
behavior)

. .

31

31

-

4

.

19- _

1

..

4

.

4

0

.

3

16

.

3.25

2.48

Overall
.(Totals) 31 5

,

14 . 7 5 2.86

*A mean of 2.00 indicates directors make all disciplinary decisions
and a mean of 4.00 or above would indicate cottage parents make
all such decisions.

V

O
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Table C-18: Distribution of Institutions by Staff level Most
Often Responsible for Providing Rewards,.1972

4 Mostly*
N Dir

vs-

Mostly Mostly
Dir and Prof Cottage

:'Pro Staff Staff Parents
Sample
Mean

.

Range of
an 32 -2.00 -2.50

,

2.51-3.00 3.01-3.50

.

.

3.51t

,

3.56

Number of
Inst.

.

32 3

.

.

2 7 20

*A, mean of 2.00 would indicate that directors provide all rewards,
one of 4.00 or above that cottage parents provide all rewards.

s

Table C-19: Distribution of Institutions by Ratios of Use
of Community Privileges/Verbal Praise as Re-
wards for Excellent Behayior4, 1972

(N=31Y

Frequency of Use Community
Privileges/Verbal Praise

4:1
& above

3:1 2:1
& below

Sample
Average
Ratio 'A

Number of Inst. 1* 30 1:3

*Ratiois 58:1 which has, dramatic effect on sample
average ratio.

241:k
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Table C-20: Distribution of Institutions by Frequency of
Use of Facilities Joy Non-Residents,' 1972,

General
urpose

Non-Resident Children
free use of play
equipment

Non-Resident Children
invited to organized
activities with resi-
dents

Sponsor day-care pro-
gram for residents/
non-residents

4111

Sannunity.agency use
for non-resident
day -care only

Non-resident chil-
dren's groups/clubs
use for own purposes
only

Adult groups (church,
school, etc) use. for

meetings/club activ-
ities

On-Going Occasional or
Approval Special Ap- Not Approved or

P N of Use proval of Use Never Utilized

32

32

321

32"

32

32

8

.6

1

eam.A.0

7

15 9

16 10

2 29

I 30

12 16

17 8

.

i
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TableC-21: Distribution of Institutions by De#ee of In-
volvement in Provision of Selected Services to
Non-Resident Children, 1972

Provide
Type of Chilc5 Direct

Service N Services

Degree of Involvement:

Refer to
Other

Source Only

Neither
Provide
Nor Refer

'*)

Casework 32 7

Family Therapy 32 2 4 26

Group Therapy
.

32 2 , 30

Day-Care For Working
Parents . 32 3 29

Foster Home Service 32 .01. 3 - 29.

Group Hum Service 32 1 31

Adoption 32 Pr 2 30.

Pregnant/Unmarried
Parent Services 32 1 r 30

Other . 32- 2 30

7
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Table C-22: Distribution of Institutions by Percentages of
Parents InvolveAent in Selected Parent Service
Programs, 1972

Type of
Service Prog

% of 'arents Involved:

.75-99 All-25 26-50 51-74

Family Counseling
(Parent /Child) 32 16 9 3 1 1

Parent Croup
Sessions 32 24 5 3

Casework w/Parents 32 14 6 5 4 2 1.

.
Psychological Test-
ing of Parents 432 32

Overnight Visits by
Parents at Inst. 32 25 6. 1

Regular Home Visits
by Staff to Parents 3 30 1 111 IMAMS 1

1.
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6 *1*
9

\TableC-3: Distribution'o institutions by Degree of In-.
volvement in Se eated Pre-Placement/After-Care
Services, 1972

Provide
Types pf Pre-Placement/ Direct Refer

Service OnlyAfter-CareServices N

Ppe-Placbment Visits

Pre-Placement Parent
Coqnselingl(Natural or
Substitute), 32

Foster Homein4ing 32

Fdster Home Services 32

Group Home"ServicRes 32

Adoption 32-

On-Grounds Day-Care
After Placment 32

Reacceptance for
Temporary Shelter
After Placemehb' 32

Home Follow-up ViOlts 32

Job Finding 31j

16 11

19 5

7 11

3

.1 6

1 6

4

Neither
Refer Nor
Provide

5 J%

8

14'

41.

18.

25

25

2vtr8

:.. 16 7 ,

9

. ri--- 7 ,. 11:-

21 5 6
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APPENDIX D

-Table271: Distribution of Total Institutional Staffs
by Age Level, 1972 (32 Institutions)

Age Range

-21 21-30 '31-40 41-50 51-60 . 61+ Total

No. of
Staff

Percent
of Total

3 96 46 55 $5 47 -

29.0 14.0 17.0 27.0

*Percentages do not add to 100' due to rounding error.

Table D-2: Distribution of Insti utions by Staff Percentages,
Male/Female*,

% Male

1972 (3 Institutions)

%Female +

-

100 +75 -' +67- 5:0=50 -67+ ,-75+ 100 Total

No. o
Inst. IM 1 7 8 11 5 .32

.

*Computed from 342 staff responses.

A

0

a.

'1
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Table D-3: Distribution of Total Institutional Staffs by
'Length of Time at Institution and in Present
Job, 1972 By Number and Percent
(32 Institutions)

Number of Years

Less Than Betwepn Between' Over

Q.;

1 1-4 5-9 10 Total

'No Years at
Institution 53 (16) '187, (5,5): 60 (18) 43 (11) 343 (100)

No. Years in ,

' Present Job 61 (18) 170 (50) 67 (20) 45 (12), 34S (100)

:at
Table,D- .Distrihution of Total Institutional Staffs by

'Formal Education Grade Level Acconp1rshmen
P

:4 and Staff Level by Number & Percent., 1972
(32- .Institutions)

-
Grade. Level Accompkishmerft

(in years)
.

-

a

btals '0-8 '9-12 13-16 17*
N (%) (%) N (%) .N (%) -,:N %)

.

DYrectbrs (' 6c).:

Adm. Assistants = 19 ( 6)

Social "Service is- (10) .

Teacgers .14.1

Cottage ;Parente:" 2.11 (63)

Others .29 ( 9)

Totals ;
t 335 400).

5'

1. ( ) 8 (30) 14 (51),

OIM 9 (-47) 6 (32) 4 (21) !,.

18 (5I) .16 ( 6)

6 (44) 5:06)

6 2)

7 (24)

-r_

it( 3)

. -

3 (21)

142: (66) A3,,(30)

2 ( 7), 18 (0)

145 (441. 98.(p) .51'415) "41.. (,12)',

0,
.("*

*

Vt.
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Table D-5: Distribution of Total Institutional Staffs by Level
of Participation in Selected Training/Educational
Activities in 1971 (32 Institutions)

Off-grounds
Xconventions/
workshops

Institutionally
sponsored in-
service training.

H.S. or college
courses taken

Number and Percent Attending

None 1 2 3+ Totals.
N (%) N ( %) N' (%) N (%) N (%)

193 (56) . 87 (25) 34 (10) 29 ( 8), 343 (100.0) *'

200 (59) 59 (17) 29 ( 9) 54 (14 343 (100)

289 (84) 18 ( 5) 5'( 2) 31 ( 9) 343 (100)

*Percentages do not equal 100 due to rounding error.

Table D-6: Level of Participation in Selectedraining/Educational
by Staff Level (32 Institutions)Actavities in 1971

Numbek and % of Each Staff Level
with No Participation:

.
15ireqori %

Assistarkts

.

Social Service

Cottage Parents

Ctheil

Off-Grounds H. S. or
Conventions? In-Service College

Totals Workshops Training --Course WorkN ( %) N (%) N (%) N (%)

27 (

19 ( 6)

35 (10)

14 ( 4).

216 (6.3)

31 ( 9)

7 (26)

9' (47)

7 (20)

.5 (36)

141 (`65)

. 24 (80)

10.(37,) k

9 (47)

18 (53) $

9 (64)

- 133 (62)

22 (11)

26 (96)

17 (90)

22 (63)

11. (79)

186 (86)

26 (84)

4

342/1bd,
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APPENDIX E

Table E-1: Age Distribution of the Resident Child Population,
1972. (36 Instituticlis)

Age Range tin years)

-6 6-9 10-13 14-17 18+ Totals

NUMber

Percent of
total

132

8.0

.576

35.0

*576

35.0

346

21.0
,

17

1.9

1647

100

It-should be noted-here that 29 institutions have a
'mix of pre-teens and teenagers in their current populations
while 4 are serving no children over age 13 and 3 are'serving
*teenagers exclusively.

4
Table E-2: Sex and Race Distribution of. the Resident Child

Population, 1972. (36 Institutions)

Race Sex

White Black Other Male Female Totals

' Number

Percent o
Total

-1445 191. 11

87.7 .7

922 725

56.0 44.0

1647'

. 100 :0

.3 4
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Table E-3: Parental Age Distribution at Point o;.Ch4.1d
Placement "136 Instttutions)

Under
7, 30 31-40

AGE

51+ Deceased Totals41-50

Father's'Age 115 560 511 .197 264 1647

(7) (34) (31) (12) .(16) (100)

Mother's Age N 313 725 296 33 280 1647
(19) (44) (18) (2) (17) (100)

Table E74: Parent Occupations at Point of Child Placement
(36 Institutions)

Pro- White Manual Farm
fessional Collar* Labor** Labor

Houde-
wife
(Unemp) TotaTh

Father

Mother

115-

417T

165 1268 '1'99

(10) (77) (6) 10111

247 659 626

(15) (40) (38)

1647-

+(100)

1647

(100)

*Includes managerial, clerical, sales work
**Includes crafts and trade, machine operative, dorrestic service/
maintenance work.

-177,01:"`141'

'4



E-5: Family Income Disti-ibution at Point of C 'ld
Placement (36 Institutions)

-3000_ 3001-6 6001=12 12001+ Unkn.

247

Totals

Number of
Families

Percent of
Total

675 576 329 -66 1

41.0 - 35.0 20.0 4.0

164#7.

1.00.0

Table E-6: Family Size Distribution at Point of Child
Placement (36 Institutions)

1 2-3 4-5 6+ Totals

Number of Children

Percent of Total

115 461 594 477

7.0 28.0 36.0 29.0

1647

100.0

Table E-7: Child's Last PlaCe of Residence Prior o
Placement__ (36 Institutions)

One Both Other Other
Natural Natural Grand Rela-4 Foster Child Deten-

.1

Parent Parents-Parents tives home Inst. tion Other Totals

Number of
.Childien 609 264 165 181 264 82 \33 49 1647

Percent o
Total, 37.0 16.Q 10.0 11.0 3.6.0 5.0 2.0 3.0 100.0

/
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Table E-8: Distribution of Children E'y Number of
Residential Placements Prior to Present
Placement (36 Institution's)

-None 1 2 4 5+ Totals

Number Of
Children 1136 247 165 49 33 17 1647

Percent of
Total 69.0 150 10.0. 3.0 2.0 1.0 100.0

ow/

Table E-9: Distribution of Referrals to Institutions
by Sources (36 Institutions)

Wel- Vol. Juve- Other
fare Par- nile Rela- Child Doc-
Dept. ents Courts tives Church.Inst. for Other Totals

Number of
Referrals 494 461 313 198 99 33 16 33 1647

Percent
of Total 30.0. 28.Q 19.0 12.0 6:0 2.0 1.0 2.0' 100.0

L
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E-11: Distribution of Legal GUardianship Arrangements
for Total Resident Population, by Type, 1972
(36 Institutions)

Wel-
Par- .fare Juvenile Rela-
ents Dept. Courts tines Inst. Other** Totals

Number of
Children

Percent of
Total

741 346 280

45.0 21.0' 17.40 9.0 6.0 2.0

148 99 33 1647

100.0

*Includes private referring agencies and foster parents.

Table E-12: Distribution of TotalResident Population by
Length of Stay, 1972. (36 Insti.tutioni)

New
Admissions

Number of Months in Residence:

1 2-6 7-12 13-24 25-36 37-48 49 -6.0 61+ Totals

Number of
Children 40 165 .148 329 198 165 132 461 1647

Percent of
Total 3.0 10.0 9.0 20.0 12.0 10.0. S.0 28.0 100.0

.
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APPENDIX F

Procedures for Baselining Childien's Ingtitutions

Exhibit F-1: Procedures for Obtaining Weights for
the Institutional Community-Oriented-
ness Profile

Exhibit F-2: Institutional Profile Tally Sheet
:

Exhibit F-3: Reliability/Validity Cross Checks for
Baseline Survey Data
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Survey
Item

Procedure44fDs Obtaining Weights for the
Institutionalbommunity-Orientedness Profile

,

Exhibit F-1

, .

Variable
Name Criterion

255

Weight
Assignment*------

.-

1

3

21
23

. 22-23
, '31 g'

39

30-40

30-40
29

.
41 i

.

24'

24

24

25 .

'. 26

27

za .

33 ' 41-Have
-33
-23
33.

33

. 34 .

S .-.

35
36

%27 ..

:1
33 ! '

''42A/23"child
..p

'HaVe

..%

'Have
,

.

,'

.

.- _

Auspices. 1 . --' ":. ,

Location
Usep. facilities
Current # resideAth
# vacancies ..

Waiting list? ... ',

Ave. length stay (mo)
Balanced ratio 0

record n O-

recordnumber
his

record number
Xs

0/1
2S Xs

:

..4.)(;)'-

t96;)

(Z.)

. 4

.

U PP)
=.2). r

---.)-'

..)1"

'
_''' .

'

.',0=-

'''-)

,

,

"."-) (

=-)C--)F
.

.

0=-

a
.

.,

0=:-

0=-
0=-
0=-

if,

0=-
0=-
0=-

0=-

0=-

0=-

0=-

',

1=+

0

14.-

1=
1=4,

1=+

.

1=
1=+
1.+
1=+
1=+,

1=4

1=

1=4

.
/

admissions/releases?
High/low adnVrelease flow

see attached
score routine

Source referrals ...

.

see attached
kore routine

Source replacements
.

I

boys 12-15
Have boys 16-20
Have girls 12-15

.4i.

Have giils 16-20
%.non white 0

% -3,000 drxxxna ,.

%' no locatable, parent

14_prior placements
phys. bandi:'7 -t

Have.mental retard.? ..

delinquents? : c

Have severe behay. prob.?
Have severe emot. prob.?..

Variability Age/Sex
,accepted
Alotmg.restrict by

AS. restrict py
Politic:loundaries

Alms. restrict, parent'-,"'

avaiLibiiity AIN

,Admitspeo. prob.-china
ticn FT ataff/Tot

,
.. , .

ee attaChectsee-

; ware routine

24 0/1
' 0/1

0/1
Q/1

Ave. %s
Ave. %s 0
Ave: %s

, Ave. %s
0/1-

0/1:
0/1
0/1

, 0/1

.
. ,

Xs .

0/1.

' 0/1

..... 0/1

Xs

Ratio
.

.

k

.

. a

v;g
Tr ;

,

40=Unfavprable . * + caununity oriented '

1=Favorable -=non ccomunityoriented

1.

4.

4.
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a

ew-. :Survey

Item
Number

ft

Variable
Name * Criterion

Weight
Assignment

. 42A

,

42A

42A/23

42A/B

42A/C

S 1

51

`51

9

59

82

16

20

- ,

20

,70

63

71 .

73

.

10.

11

12

13

14

150'
17

180
62

65

.

Ratio: Tot dam. pd.
staff/Tot pd. ser.
staff

Ratio: Tot Vol/Tot
pd. ser. staff .

Ratio: FT cot life/
Tot child pop.

Turnover FT staff,
1971

% unfilled positions,---.

1971 end
Amt. staff train: exec.
Amt. staff train: prof.
"staff

Amt. staff train: cot
life/sub pro.

'Plan facility change?
Plan function change?

` 1st priority change
Exec satis, liwarr.
Exec.satis, indoor-

facilities.
Exec,satis, outdoor -.

tfacilities .

Exec rating of
01 neighborhood
Reason school on

.

grounds '

Exec view too many/
too few child services j,

Exec view comm. reaction':

innovations
Main bldg residential?
Type LA, main bldg. ,,

# cottages w/20-kids /
Type LA, cottages 20-
kids

Bldgs w/20+ kids

Type LA, w/20+kids
Meals prepared
Meals served
School on grOunds?
Supply Educ. Ttograms

Ratio
s

Ratio
s

Ratios

,Ave. %s
',

Ave %s
Fes,

Is

Ts

.
-

.-

,

:

Xs.

.
.

Ts

.

.

.

Xs

.

"

-.

0/1

0/1
0/1
0/1

0/1
.

0/1

,

10.

,

0/1

0/1
0/1

0/1
0/1

0/1

0/1

.

L..q" 6)

(& P

Q ) R
u- P
V- P-
=U- R

.

%---ri
.)- -C---,4\-

.

:.'L&P
, ,

,

.

.... .4!

*NA= -0

--f----/P
,

& R
.*NA=-0 '.

' 4

*NA=-6

*NA = -0

k t.1) (-1)

& (7=).

.4.-)r).-

.

,

.

0=-

0=-
0=-
0=-

0=-

0=

0=-

Oft-

0=-

0=-

0.--

0=4

0=-

.

0=-

.

,
.

.
.

.

.

14-
1=4
1=+
1=4

.

1=+

1=+

.

1=4

.

1=+
l=+
1=4

37.<,
1=-

i=:,
.

1=4

4
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Survey
Item Variable

Nbmber Name Criterion
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Weight
Assignment

66

67

37

8

54

55

56

:74

75

77
9

80

50

50..

50

,

.

52

53

1

QuestiOnnaire
Item Variable

'Counseling prog.
(5 types)

Recreation prog.
(6 types) '....'

Rec'g adm. exams
. .,

(4 types)

% exams done at
institution (4 types)

Who accompanies, groups
(6 situations)

Who &companies, indi-
vidualS (6 situations)

Labeling kids
% comm. part. by kids
'(17 types).

Amt. aftercare'

Amt. work winat'l
Amt. ser. non-residents
Camm. use of facilities
Amt. staff comm. involve-
meet
Cent. of staff rep.
cam. .

hut. involvemept/Tot
poss. involvement-...

Node transport in

, .,

Made transport, indi-
viduals .

.

/

par.,,

in

gro .-

A

.

Xs

Xs

Ave. %s .

Ts
1,,..

',5-(s

:: Zs .

. .

Ave. %s
i Rs
Ave. %s
Ave. %s 'ke.r.
Ave. %s

Ave. %s
.

Xs

fRatio .1t.-)(=)
.y$. pub. trans.

% institutional
% camMunity'

% pub. trans.
i institutional-

% community

mi

SampleRatio:
% time verbal
reprimand/1time
,expulsion

Sample Ratio: ,

% time verbal
reprimand/ %
time expulsion

".....

.

L,79(7.4

& (:)4-

.-..1 j (=)+

c,

k6167-14

::)(N -,.

& P
=.;) r=' 1

1/44E')11(.4

)- R
'.-)r."

&.(--

.

...1)(;1) I

,0)

.

',

.

.

100.=+
10.=-
1.=+

.100.'4
'3.0.=.-

1.=+

.

..,

.

.

.

.

.

,

.

45(1-20)

.

"

45(1-20)

.

.

Type Disapline'(lst
offenge) .

.

Type Discipline
(repeat offense)

e
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Survey
-Item

Nuraber

Variable
Name

Welrght

Criterion Assignment

46(1120)

.

46(1-20)

.

47(1-12)

48(1-12)

.

48(1-12)

. 46 (1-20)

44{1-42)*

44(1-42)*

.

44(1-42)*

Who disciplines
,(1st offense) -

Who disciplines
(rep. offense)

Type rewards
.

-0110 rewards

Cen fizatich, who
rewards

Centralization, who
disciplines
Daily Life D-M
pattern

.

Child D-M involvement

.

Centralization of finial
authority

Sample Ratio:
'% time cgt.
par./exec.

SAlible Ratio:

% time cot.
par./exec.
Sample Ratio:
% time comm.
privileges/
% time ver-
bal praise
Sample Ratio:
% time cot.
par./% time
exec.

Xs

Ts
'

Inst. mode
(computed by

program, see
Exhibit A-V

Sample Ratio:
% time child/
% time exec.

Xs
,

.

.

k=9.(=-11
.

UF9-

L7) (9)

.

. ,-.
=L-)-(=4)

.

.

()4

& R
.

.--.,:0 -4"t

Modes: Board,
exec. only = --,
Exec., others,
no child = -

exec., others
& child = - +
others only = + -,..).

mothers & child = + +

.--_--jR

J- (-14-

*Results obtained for total items (N =42), as well as for on-grounds
items (g=21), community items (N=21), and adolescent items (N710)*.

c
2,4;



Addendum: Special Weighting Procedures

Variable Name Computation

259

Weight Assignment

.
1

,

.

$

.

30-40

30-40

.

29

.

41

Balanced Ratio
admissions/
releases

High/low
admission/
release flow

- -

\

Source

referrals

.

Source re-
placements

.

,

Use print out score, bal-
ance = 1.00 if score
exceeds 1.00 by .25 or
more (+or -) score -,
if not, score +

. -

divide4 1) # admissions

Score:

+ or - .25 devi-
ation from 1.0
= -
Less than .25
(+or -) = +

Score:
1971Aated capacity
2) # releases 1971/--
rated capacity ,

Take above results as
positive if .50 or better
(i.e., 59% or more resi-',

,dents are 1971 admissions,,
and/or releases)

Starting with largest %, .

then next largest:%, etc.,
-..,' Sum the # of sources

needed to exceed 67% of
total referrals

Sum print out variables
23, 24F-25, 26

-

Mn. release
Si 0 = --

I $ = -+
.1. 5, = +-

.50 $ = ++

. -

Score:

if 2 or fewer
sources need-
ed, = -.

3 or more .

sources needed,
= 4.

.Score:

=aimed percen-
stages equal or
exceed 30%, = -
if less than
30%, = +

166
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Exhibit F-2

Institutional Profile Tally Sheet

Institution #

E. Meeting Community Need (Range: +44 to -44)* .

El. Child Flow (Range: +6 to -6)

# Vacancies
Waiting List
Ave. Length Stay
Admissions /Releases.
Sources Referral
Sources Replacement

E2. Comp.of Populati (Range: +13 to -13).

Serving Older Child (+

(Age 12 -L5 M)
(Age 16-20 M)
(Age 12-15 F)
(Age 16-20 F)

Serving.Dieadvantaged Child (+

(% Non-White
(% -$3,000 IncariT-
(% No Parent Locat.T---7
'(% 1 or More Prior Placements)

Serving Special Problem Child (+/ "'

(Physical Hand.)
(Mental Retard.)
(Delinquents),
(Severe. Behay. -WOE. )
(Emotion. Dist.),

. . 1

, ,

i
.* + = community, oriented

- = non community oriented
, .

4

II V

;



I.

.E3. Restrictiveness of Admissions (Range: +5 to -5)

Var. of Ages/Sex'
Distance in Miles
Geo-Polit. $oundaries
Parental Availability
Special PrOb.

E4-. Staff Capacity: Staff Depth (Range: +3 to -3)
.

TFT/Adm. St/Tot.'Child Pop. 0.
T. Adm. St./Tot. Ser. St. .

Tot. PaU Cot. Life/Tot. Child Pop.

ES. Staff Capacity:, Prog.Cont./Flex. (Range: +3 to -3)

Turnover Rate, Paid Staff
Unfilled Adm./Ser. Pos.
Deg. onzGoing Train.

E6. Cross Flow (Range: +7 to -7)

Staff Comm. Involvement
Centralization of Staff /706Tv.
Volunteers/Tot. Paid Staff
Deg. of Comm. Use (4 averagetT--

E7. Statu's-Prog./Facil. Change (Range: +7 to -7)

Facility Change
.Function 'change
1st Change Priority
Exec. Change Orientations (4 averages)

Preparing Resident Children (Range: +50 to -50)

Use of Comm: Replacement Prep. (Range+8_td -8)

,

Child Part. in 17 Types
. Deg. of Prog. Work with Parents (3 averages)

Deg. of Aftercare (4 averages)

12. Use of Comm: Child Stigma. (Range: +5 to -5)

Group Transportation
Individual Transportation
Who Accompanies Gps
Who Accompanies Ind.
Deg. Of LabelXing ChiTITEE

268

4
t4"0'r4
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13. On Grounds: Cent. of Live/Eat

Main Bldg. Res.
If yes, type living arr.
..cottages -20 Kids
i!f 1 or more, type living.arr.
# Dorms 20+ Kids
If-1 or more, type living arr.
Meals Prepared
Meals Served

14.

4

Fac. (Range: +8 to -8)

f

On Grounds: Comp. of Prog. (Range: +7 to -.7)

F4cilities: # of Bldgs. with Sep. Function
Sdhool on Grounds
Spec. Ed. Children}
5 Types Cons./Ther.
6 Forms .Plcreation
Ave. Prov. 4 Types Admiss. Diag.
Child Rec. 4 Types Admiss. Diag.

15. Daily Life Decision-Makj.ng Pattern (Range: +8 to -8)..

Mode, on Grounds Items
Mode, Community Items
Mode, Adolescent Items
Mode, Total
Ratio: .Child Involv; on- Grounds
Ratio: Child Involv. Community
Ratio: Child Involv. Adolescent
"Ratio: Total

s'

16. Discipline/Rewards (Range:'- +8 to -8)

Type Discipline, 1st off.

Who Disciplines, 1st off.

.."4---, ;Type Discipline, rep. off

Who Disciplines, rep. off.
Type Rewards ' :'.

.Who .Rewards
:%.

Central, zAlon Discipline
,..c.OtiIlization. Rewards

centralization of Final. Authority

+.50 onGrounds
+.5.0.CommunitSr..

ef..5.-Q,AdOlescent
+.50 Total ;

Exec ...Authority
Exed.'Authority
txed. Authority
Exec.-Authority
Above /Below Xs

",
(Range; +6 to -6)1.



-Exhibit F-3

Reliability/Validity Cross-Checks'
for Baseline Survey Data

, .

Primary Data_Spurce: .1

Baseline Survey Variable,_

263

Meagure of
,Agreement

, Secondary-. Between Data-'
Data Source Sources

Meeting Community Need
._

El. Child Flow
,_,At Vacancies
Waiting: List
Ave. Length Stay
Admissions /Releases
Source Refertal
Source Replacement

Population.
Serying-Older Child

(4ge 12-15_M)
(Age16-20 M)
(Age.12-q5 F
(Age 16-20 F)

Serving Disadvantaged
ChApld
(% Non - White)
,(% .Income)
(% No Parent_Zoeat.)`
(% 1 or More Prior

Placements)
Serving Special Pioblem
_Child
(% Physical. Hand..)
(% Mental Retard.)
(VDelinquenis)
(% SeVere Behay.

Prob.)
(% EMotion. Dist,)

None
None

'

Caserecord review
Case record review
Cape*iecord'review
Case record review

S

Case, record review
Case record review
Case record review
Case record review

Cap recO0 review
Case record reitiew
Case redord:review

Case record review

Case record*v±ew
Case record.revieW
Case record review

t

Case record review
'Case record review

t = 1.04 ns
***
'**

**

*

**
**

*

.;

'Key: -Sources Agree Within (4.or
5% variation = *
10% variation =. Ict
.20% variation ***
variation exceeag25%:.-1. ***

O
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Primary Data Source:
Baseline Survey Variable

Ar. Measure of
Agreement

Sebondary Between Dat
_Data Soprce Sources

E3. Restrictiveness of Ad-
missions

Var. of Ages/Sex
Distance in Miles
Geo-Polit. Boundaries
Parental Availability
Special Prob.

E4. Staff Capacity: Staff
Depth

TFT/Adm. St/Tot. Child
Pop.

T.Adm. St./Tot. Ser. St
Tot. Paid Cot. Life/
Tot, Child Pop.

E5. Staff Capacity: Prog.
Cont:/Flex.

Turnover Rate, Paid
Staff

'Unfilled Adm./Ser.
Pos. ..

Deg. on-Going Train.

.
Cross Flow
Staff Comm. Involvement

Centralization of Staff
involvement

Voltidteers/Tot. Paid.
Staff

Deg. of. Comm. Use

.E7; Iristit. Statps-Prog.
:Racil,Chan4e .

.Facility Change

.''Function,,ChanW'

1p0Change ftiority

Exec. 'Change Ori6,
tatork..'

Adm; policy review
Adm. 'policy review
Adm. policy review
Adm. policy review
Adm. policy review

Staff roster review
Staff roster review

Staff roster review

Staff roster review

Staff roster review
Staff D-M study

Staff Background
study

Staff Background
Study

Staff roster review
None.

Exec. Change
Orient. Study

Exec. Change
Orient. Study

Exec. Change
Orient. Study

Exec, Change
Orient. Study

*

*

*

*

*

* *



Prima1ry Data Source:
Baseline Survey Variable

265

Secondary
Data Source

.Measure of
Agreement
Between Data
Sources

1.

.

.

.

,

.Preparing Regident Children

.

1
,

.

None .

Staff interviews
Staff interviews

. .

RISWR Staff on
site observation

RISWR. Staff on
site observation

RISWR Staff on
site observation

RISWR Staff on
site Observation

RISWR Staff on
site observation

.\
.

-RISWR Staff on
. site observation
'RISWR Staff.on

.

site observation
RISWR Staff'on
site obserVation
RISWR Staff on
site observation

RISWR Staff an
site observation

RISWR Staff on
site observation

RISWR Staff on
site observation
RISWR Staff on
site observation

.

-

.

***

*

No measure
taken

No measure '.
taken

No measure
taken

No measure
taken

No measure'
taken':

...,
.. .e.

*

). .

*
,.%.--.
-

*
1:.,

..

..:

*

.* .,'-

.'.'

*

.*, .

*

,

.

.

.

.

.

.,

Ile Use of Comm: Replace-
ment Prep. .

Child Part. in 17 Types
.

Deg. of Prog. Work with
Parents-

Deg. of Aftercare
a

12. Use of Comm: Child
Stigma.

Group Transporta-
tion 1

Individual Transpor-
tation

Who Accompanies Gps:

. Who Accompanies Ind.,

Deg. of Labelling
Children

.

..1

13. On Grounds: Cent. of
Live/Eat Fac. %

Main Bldg. Res.

If yes, type living
.

.arr. '

# Cottages -20 Kids
.

If 1 or more, type '

living arr. . ,

# Dortis 20+ Kids

If 1 or more, type
livihg arr.

Atals Prepated

Meals Serled

4
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Primary Data Source:
Baseline Survey Variable

, Secondary
Data Source .

16.

Measure of
Agreement

.Between Data
Sources

14. On Grounds: Comp. of'.
Prog.

Facilities: # of Bldgs.
with separafe function
Schoollon Grounds

Spec. Ed. Children
5 Types Cons./Ther.
6 Forms Recreation

1,AVe. Prov. 4 Types
Admiss. Diag.

Child Rec. 4 Types
AdAliss.

.v
x5. Daily Life Decision -

Making Pattern
Mode, On Grounds,

Community
Adolescent
Total Items

Ratio: Child Involve:
On Grounds
Community
Adolescent
Total

I6.6*Discipline/Rewards
Type' (1st -rep) Disc.
Who ('1st -rep) Disc.
ype Rewards

Who Rewards
Centralization re-
wards/disc.

17. Centralization Final
Authority .

Exec'. +.50% On .Grounds
Community
Adolescent
Total

Above/Below Its

RISWR Staff on
site observation

RISWR Staff on
site observation

Staff interviews
Staff interviews
Staff interviews

Staff interviews

Staff interviews

Cross Validation
Study of Direc-
t'or's Reports on
D-M Structure
With Staff re-
ports in 12 iA-
stitutions

Same as 15

Same as 15

7.1

*

*

***
**

No measure
taken

No measure
taken

See Exhibit
A-5

See Exhibit
A-5

See Exhibit
A-5

rf
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APPENDIX G

Reliability/Validity Estimate for
Measures of Child Can Decision-Making'
Structures in Children's Institutions

By George Thomas, Ph.D.*

14

e9

Back in 1960, Dr. Lloy lin was urging his colleagues
in child welfare research to e high priority to the study
of decision-making structures in children's institutions.1

When the opportunity arose for the Research Institute to
launch a three-year study of children's institutions in 19/1,2,
due recognition was paid y) those urgings and a special effort
was made to'measure and evaluate,the impact of decision-making
structures on the provision of institutional services.3

Following an extensive review of the literature, a three
part instrument was developed to assess institutional deci-
sion-making. This paper presents a discussion of the struc-
ture of the instrepnt and the results of our evaluations of
the instrument anduthe'data it produced.

*Director, Regional Institute of Social Welfare Research,
University of Georgia, Athens, Georgia. /Support for this work
liwas provided by'Grant Number OCD-CB-106, Office of Child De-
velopment. The author assumes sole responsibility for the
opiniorks and conclusions presented in this work.

1Research in Child Welfare, Children's Bur au Publica-
tion No. 389-1961. U.S. Government Printing Ofvice, Washing-
ton, D.C., 1961, 42ff.

2Reference is to the study titled "Communiiy-Oriented
Care in Children's Institutions, funded by the Office of
Child Development, DHEW.' The Regiona] Inititute of Social
Welfare Research conducted the study under contract to the
Georgia Dept. of Human Resources.

4'

30ther project studies completed on the subject of deci-
sion making to date include: "Social Justice the Cornerstone
of Treatment in Children's Institutions," (accepted for pub-
lication by Child Care Quarterly); "The Impact of Staff Per-
formance in Centralized and Deceptralized Children's Institu- .

tions," paper presented at the NCSW, Atlantic City, N. J.,
May 31, 1973, both by George Thomas; and The Legal Rights of
Children to Care and Treatment Under Georgia Law, by Alan
Turem (in progress)..
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0.

... The eN)Aluation measures
.

employed in this analysis prolP(
.

4 vide estimates of the instrument's content Validity, and-of
the inter'reliabili'ty of knowledgeable institutional staff
membeFsTho served as ke'spondents.during the 2'field admin-

' R . * ±steationi of r .,,:Ne instrument. , .,
'

h*. '

3.

.i. V
gg The Child Care,Deci4on-Making Instrument

.1, 4 , A
: -

'4 -. . . .

. .,

a

J

As the 'above option indicates,, the instrument was de- 1.
signed to asses4 an cipstitutiorial decisionlLmaking'apparatus

' as it directly affects the lives'bt resident children, The
illAtument is composed. of three basis pars

. -

. .
.

-

Part.I: Daily Life Decision Mating ,

. 0
.

. .

s4 '. . *

.ThiS part is, composed of 42 iteMs.involving 'daily lileig
t'mItters. Twepty-one coVe'deciBion-making,issues that occur

o groUndswith the remaining'4 co eying issues t'hat'ordi-
el rily occurtjm the community ,

. .? -.,.

N. . . .(
.& .. - , ' - . .

..
'qidditiogallik the final 10 items" form a 's0Scale deal-: .

ang eXclusiyel Ontti,decision-m&king issues of concern to .

adolescent chi ea.***-. .

ry

'

.

o

If
a .

VU. .

Part iI: Discipline' ,

.1,-
A '

- e .1,

This part consists of 20 items each reflecting a nega-
tive behavior onthe'part'of -a child that normally would re-
quir'ea disciplining ilesEonse frord a ckesporisible adulj.

" '

n
s ...

..

6.

.
,

.
The lat, tery,4f items 1%wirepeated trice, first to obtaln

' data on the type'df disciplinary action't4at is tsually.ac-.
cordeefOr a first and-the.a'repeated offeAse of each item, 4

and eecon4y to Obtain data on who; disciplines. a child for.a
.

.,first and,a'epeated, cefense Of each item. ..s
.-

: : . -
.

. .

'
..

.
.- .

Part III: Rewards
,

.... , .. : .
. .. This part includes 12 items that ke,fledt excellence and/
dr'extriordinary perfOrmand,e qp the part of residentchildren.

.gain,..t.he battek-y is repeated twice to obtain'data'Ap.the
type of -rewardnormally provided and in assessment of who re:-
wards a child for such behavior. '

.
1

)41

a.*
,

. s .,)
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,
..

Methods of Instrument Scoing\ .

'...

., T

Daily Lift Decision Makimg. .
.,1

This battery yields two trimary
.

estimates of an insti-
tutions decision-m king structure reflecting the degree of
centralization of fi thoritK and the spread of involve-.

Jnent
across various staff levels ,in the decision-Making.pro- ' 1

cess, referred to here as thedecision-making pattern.
: ,

Figure 1 cives,--the eePp9Pse edale_fot_this beatery.and_ __...._

. the scores affixed for computing bootttfinafauthorit.y and
.

decisiOn-making. patterns. - ** 0.

$ Figuxe'l
. 1/4,

,

'-Daily Life Decision-Making Response
. ..

, .

Categories and Iter'SCoring ..
-c.,

FifirRina1 Authority and Patterns
" .

..-
.

Pxofes- - Cottage
.

IL V

.
,
Executive sional ..... 'parent/ Chil-

Item 'Scoring for: Board Director ttaff 'Advisor dren
. -

,Final Authority

. ,

. 1 I

\Decision-Making Patterns 4

:4

10

O

R.
_____..

, . . ...

'A respondent is-asked to. check every level of teif nor-
,.$ , : lly involved in deciding ea&I Of the 42 items, anethen go Ca..

bact.through the battery and circle the one staff level nor-
. 'mally having final:Authorifyit'a squab e occurs.* '

,,, ..' I

computed
. ,..

Filiel.auethority is -by ta ing the average of
$ the numbers assigned teach staff ley 1.cird1ed. over' the

42-item battery. Thange goeS'from completely centralized
r

(1.0 tir,final authority rests entirely with the board; to
co letefy 6hild-run (5:0)`, with- final authority entieely

44.1re ted in resident children.
.

- .t.... . . . . . 4
. .A ,.

iv separate scoring system is 'used'to obtain dOcidiqn-
.
Making patterns. 4 The numbers assigned to eackstaff'level .

, .
prod' undukaicated..totIls\when-used in combination. A.'

,

.

.

'''''

....

. lo V r.2

t ; - - 0.
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total of 29 different .decision-making patterns of the various 4,-
staff levels is possible, each pattern having a separate nu-
merical total, as follows:

Figure 2

Total Possible Decision-Making
Patterns for,5 Levels of Personnel

1,11.6ber-: 1-2 3,4-5-6 7-10-1112-13 14 16 17:20 2122-23 24 26 27 30,31 32 33 34 35 36 37-

Pattern BEBPBEBCP B E'BP E'B C B E B P C BCP B E B fBEB
'E P P E C P C P E C P P E = C E C' P E CCP C P E C P P P- E-

P . C P C P P C C P CCC 'C CP CP P
CP *G C C CP

C

,Scoring Key: 1 = Board (B)
2 = Executive Direotok
4 = Professional Staff (P)

10 = Cottage, Parent/Advisor (CP)
20 = Children (C),

S

6

A computer program has been developed which'sdans the
responses across the item battery; computes item totals and
prfsents a frequency distribution of'the rate of-use of each

',.tyk. of epision-making pattern across the 42 item daily
life deci ion-making battery. N..

Discipline /Rewards

Scoring is sdMilar for 'item batteries desirgned to assess
the types of rewards /discipline hanged oit and who is respon-
.sible for these tasks.

4
Figure 3 presents the'response categories and scoring

for these batteriet:
* 4

t .
7e

04 .
-.

On the matter of who diviplines/reward8, an average is
taken across the item batterrto obtain an estimate of where
the general responsibility lies within the institutional
structure for these tasks. The range'again is from 14
(beard responsibility) 'to 5.01ether responsibility). , '

. . , .

o 9

t
i A

4
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Figure 3

Discipline/Rewards'Response
Categorieg and Item Scoring'

4

273

, -Who Discip

s:

-' Type of

Taine:"

Type of
RewardS:

Profes- Cottage
Executive sional Parent/

Board' Director Staff Advisor Other(s)

Restriction
'to Grounds

or Losg of
Ccomunity

Expulsion Privileges

11

Restriction
to Cottage
or Loss of Assigning" Verbal
On- (rounds' Additional Repei-.
-Privileges Duties mend Other

ci

Increased
Allowances
And/or Free-

Increased Reduction dan in
Verbal Camtunity On-Grounds In Assigned .Spending
PraisevPrivileges Privileges Duties Money

6

II El 6

Numbers were assigned to types of reward/discipline for
--*the simple convenience of developing frequency distributions

of typps of rewards/dlsciplite utilized.

Instrument Analysis'

Sample and,Procedure
leo

Data pn which the subsequent analyses were performed de-
rive from two administrations of the Child Care Mecision-feakA-
ing Instrument:

A

'5

.

1" j.

r

410 ct t
0

70
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The instrument was first used 4s one part of a four-part
mailed Baseline Survey Questionnaire submitted to all direc-
tors of institutions f6r dependent and neglected children in
Georgia in 1972 (N =36).

In 1973 the-instkument was used separately and submitted
for completion by staff to 16 children's institutions that
were at thb time participating in institutional change ex:-
periment8 sponsored by the Research Institute. ;

This administratiea called for each executive-director
to name one social service staff member and one cottage par-
ent to Complete the instrument and mail it back without exe-
cutive intervention-to the Research Institute.

Twelve of the 16.institutibns cooperated, and 23 useable
returns were obtained ~(11 social service and 12 cottage par-
ent returns).4

1.

Data from executives in the 12 responding institutions
wer.d.extracted from the initial (1972) data source allowing
comparisons to be performed on intra-staff level similarities

, and differences.

It should be_ emphasized here that we purposefully adopted
the approach of letti=ng the executive choose the staff respon-
dents. We assumed that_each executive would tend. to select
staff that he-felt held views similar to his own, thus intro7
saucing a bias toward consensus.-

Ifthis assumption is reasonable, then results showing
consensus across staff levels consistently throughout e 12'
institutions in the sample would reflect favorably on th
reliabilitY%of the overall, instrument.

. Bst,imateg of the.Istrument's Content Validity

Each item battery provides instructions and allows space
for writing in responses additional to those allowed in the
'item and response category 'fOrmat.

Also, in the discipline and rewdtds batteries, a response
category "other" is prdvided.

. .

4The 12 institutions ,utilized were split as-fol ldws geo-
_"graphicallS7: 5 in the Atlanta.area, 3 in the Macon area, and

4 in the Savan\ nah area, . .

.
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, .

.One measure of the content validity of the overall in-
strument is the rate of use of the "other" category and/or

; the number of write-in additions.

Regarding Write-ins,'on the daily life decision-making
battery, 6 of a total of 56 respopdents contributed10 addi-
tional behavioral items colkonly dealt with in a normal work
day. No respondent indicated any additional staff level or
other person as involved irr the decision-making process.

Consistent with this is the low rate of use of the "other"
_

category provided in-the discipline/rewards batteries, as re-
flected in Table 1. .0(

Table .1

Rates of Use of "Other" Category
By Item Battery and Staff Level
(By Percents of Total Response)

a

Item
.Battery

Type discipline,

9

Items
Executives

(N=33)
Staff
(N =23)

1st offense 20 .01 .05

Type discipline, -

.

Repeated offense 20 .02 .08 0

' ''

-''''.0/
Who disciplines,
1st offense 20 .03 .03

Who disciplines,
Repeated offense 20 .01 ,02

Type rewards

Who rewards

)+, 12

.12

.02 .02

.08

Staff utilized the'"other" categoky more frecitientli than
executives but they expressed a vky limited range of alter -
natives .in so doing. Almost all of the additional comments

. on diqpipline indicated the occasional use of corporal punish-
ment. Similarly, the great majority of additidhal comments
regarding rewards had to do with attAibuting.responsibility
for rewards to a volunteer person from the commuhity (tutor,
bi4 brother, etc.).

2 8
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The low rates of use of additional commentary could not
be attributed to respondent fatigue: rates of use for the
first and last half of each item battery were computed and
in no case did the two percentages vary more than one-half
of a' percentage point.

In general, these results suggest that the item batter-
. ies reflect reasonable content validity, both in terms of
the item content coverage and the'scope of the provided re-
sponge categories. %

Estimatet of the Instrument's Reliability

As noted, a bias toward consensus was built into the
sampling procedure.- This means that one test of the.in-
strument's capability to measure decision-making structures
is the degree to, which data conform to the expectation of
consensus. It can be added that the construction of items
and provisions, for 'otheru'responses and open ended responses
Also contribute to the accuracy of instrument.

Daily Life Decision-Making Final Authority

Table 2 provides final authority means and percentage.
distributipns of where final authority,is perceived, to lie
across staff levels according to executive directors, social
service personnel, and cottage parents in the 12 institutions.

Table- 2

Fi 'al Authority in Daily Life DeciSion-Making
. By Staff Level °-

.

, _

,_

.
.

i

11

.

Item
Battery
,R

4

% Distribution ', 0

.

Non-
-ResPonse

Ratlid

0

"(1)

Board

(3)

(2)
. Prof.

Exec., Staff

44)

trot.

P
(5)

Children

EXecutivess

SOcialService

Cottage Parents.

12

11

12

'

2.79

3.15

.2.84A

.02

- --

.02

\ J
`lir'. .19 \''

.36 .18 ;

.49 .14

c

.33

.40

.30

.05

.06

.04

.05

'

.45

.44

tve
I ? - C,t..11r

t



Inspection of percentage distributions revealS marked
similarities across staff ,ley1s, arid difference of means',
tests (t) yielded nothing apprbaching statistical signifi-
cance for the 3 tests perforffied.

`Finally an extremely low rank order correlation was ob-
tained by matching executive and staff means on final author-
ity across the 12 institutions (rs=.03).

These analyses suggest a high level of consensus on the
matter. of final authority.'

Daily Life Decision-Making Patterns

Some of the more interesting results were obtained it
analyzing overall staff perceptions of decision7making
terns.

One method of analysis used was to compute the percen-
tage df times to the total number of.items.(N=42) that, each
staff level (executive, social seryice, and.cottage parehts)
perceived themselves and every other staff level as deciding
each issue alone, with:l.other staff leyel,-or in ,combination
with 2 or more-'stafE71eVels. .4-

,
. _. .

procedure 4
,

. ,. This% procedure pridaz,.',glimp'se,:of,theAxtent to 'which
.

each staff level:,sees..aifSelf,de holding singular authority, or
conversely; the extent, to, which each sees 'the, decisidm-..making
structure as ..aomplele 'ciiiity... ,1,.',., ..... ., - ., ':.

....

Data as presented in Table 3 ;ug4ebt marked differences
in perteptiong according to staff level._ FOr
utives view the decision-making structure as bkavily _

. level4br complex; while cattage,parents areclearly'more pr4ne,
to viewing it as sub.stantially4vestgd'in,thithsWes.
service staff also vieW.the decision- making.'strUcture.a's quite
complex but view themselves as virtual hon:-Par4ciPantp.

,N . , :

sLeft unexpla&neA'is the high leielf.Staff ildnlresponseunexplained'
4n this item battery. Instructions pay,have.b4en,too compli-
cated, but then they did` not piove,so for executives . it may;
be: that staff simply find it a'forei4nAask, to Pass,kjudgment. .

or final authority. .. ' 1

.
0 .

Staff responses were also cross tabulted .controlling for
age...*(underiovbr age 35), sex; and number of yeaEs, on the job

. (lessimote.than 2 years) and,t tests were PprOrmed to Oetect
differences, if any', in sdores attributable td,,thed,eActors.
All test. were non-silnificant. ) . ,

v . ..
-..

,

. ;
.

,

'4,

a



Table 3

Staff Percepttqns of'Daily Life Decision- Making
.___tatterns-,, By Staff level

".

ar,

' 1

der -ExecutiVes(N=12c

% of Issues I (others] Decide:

With '1
Other

, Alone Level

Executives .

Social. Serifi.dee:

Cottage Pare
Children

(2 or more)
.-Multilevels

. '-.06 .13, .38'

.23-
.07 . .33' = .36 .
.02. 4'17 .8

f

s ..1f

'Per-Soo' 4.. Sexic-e

-% Of -Ipsties. I (others)' Decide.:

"

--/ With 1_ J

.4 -Other_ 12 or more) ,

''ATOne . Level Multileveis

.. . , .
`' .

.7 ,i, ,, , , , g , . 1,. .r..I - , il.A.'n ' .2.4 '. ::'ExecutVeS :-- -- .;; ''!'''"- Y:' -'99'.
Socivl-_SerVice !-. = '.', ' 4. ;Q2

' . Cottage Parents'__ .,, 's3l---16 . ' .',.,26

. drillarbil . -- --,:,-,_,,,.>, I ,:156- 4, ,.1.4: .'.- -30,
,

- :...

C.

Per Cott46,Parents

..
. ts.

, , .,---

Issue I (Others) Ddidel,
J. '

-*With

^

-,
. -Ot (2 cr more.).

(PF-L121. -I;e
?..

ExecutiVes%
Social ,erVic
dottage Parents,
Children

-"r .
".

3 .10
3I

. (7r

1,405

.

. o; r

"

*

::ift 0k:



a.

Staff perceptions differed across levels in one ()tiller
imp9r;Ant way: executives utilized 24 of 29 possible deci-

PatXerns in describing to decision- making struc-
tures ih their institutions, while social service staff uti-
lize16 patternS and'cotage.parents 13 patterns respective-
ly. '

279

Further, ranking decision-taking patterns 'according to
,

the frequency with which they are utilized for each staff .

level reveal that 55 percent of all executive ratings oc-
. curred in the 5 highest tanked patterns. This compares to

. 62 percent and 77 percent-of ratings in the 5 highest ranked 7---
patterns for social . service pefsonneland cottage parents

_respectively: '- . A
,

,

. "'These findings indicate'that executives view decision-
making structures as.,considerably more specialized than staff,
db,-Particularlycottage parents1

In sum, the perceived complexity (degree of use cif multi-
level pattetns) and specialization (number_of pat-
terns,,utirit'ed) of the decision-making structure clea ly in-
creases as we progress "up the hierarchy from cottage parents,
through social service personnel,' to executive directors.

In order to obtain a single measure of the aggregate
differences in use of decision-making pat'terhs between staff.
leyels, Spearman ran order correlations were obtained fob
each set of staff'lefels utilizing frequbncies fdr-18iof the
29'possible,decision-making pafterns.6

- ; ' Table 4 gives the results of these analyses and ShOws..

that :.significant overall difference in the utilization of
. ,

. :decision-making patterns occurs only between social service
sand.cottage parent staff levels. ,,

.

.. -

, 1
.

From these analyses it can concluded that a variety
iof nteresting"differences in perceptions of the complexity.:..

and specialization of decision-making structures appear com-
paiing. between

.

staff ,levels.. .
t ,.

.- .

., ,
.

These differences are not st4id:ient,:flowever, .tol yield
statistically significant results.relative to overall differ-
ences in use of decision7making 'patterns, withEheeiCeption

L. . .

t ..,6gleven decision-making patterns were not utilized be-
cause frpguency of use.was 0 or 1 for both staff levels be-

.

dirtg;"Pariked.

6
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of the social service /cottage parent comparison.

Table 4

Results of Spearman Rank Order Correlations
--of Decision- Making- Patterns, by Staff Level-

Staff Levels

.Social Service x Cottage Parents .547*
Social Service x Executives .160
Cottage Parents x Executives .372
Combined Soc. Ser./Cot. Par. x Executives -..275

*P. <.05 (2,18df)

Referende: J. P. uilford, Fundamental Statistics in
. Psychology and ducation, N.. Y.: McGraw-H111,

1942. Table D p.323-

In, eneral,. the 'results Conform to the expectation of
staff consensus(no significant differences) lending,*it least
partial support to the claim that the instrument is measuring
decision-making patterns meaningfully.

Discipline/Rewards
..

Finally, percentage distributions of ratings were com-
piled for each staff level relative to the types of. rewards
and discipline dispensed as well as for who does the reward-
ing and disciplining in the 12 institutions 411. the sample.

These distributions are presentedinlIahles.5,through

Inspection of percentage distributions across staff leNiels
for type of discipline (Table 5) and who', isciplines (Table 6)
on first offense matters, and a similar inspection of distrir
butions for repeated offenses (percentages in parentheses)
yields the conclusion that few obvious differencedioccur..
Chi square 'tests performed on all four matrices (lst'and re-
peated offeAse data for.type.and who disciplines).yielded no
statistieAl'indications of significant differences further
confirming blix observations.

4

5
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_Similar tests for the reward matrices presented in Tables
n7 and 8 produced similar non- significant results,.--

In general, casual inspection and statistical analyses
reveal no significant differences between the 3 staff levels
on matters of the types' of rewards and/or,disciplIne hanged
'offt-, or who, in*.general, has responsibility for these duties.

,

It is important to note however, that non-response rates
were very high fOf cottage parents relative to type of disdi
pline (both 1st and repeated offense) and who disciplines (1st
offense), and for social'seYvice personnel relative to who.o.
rewards.

Wee discern no cleer.pAttern and have found no reasonable
explanationt for these faklures to respond in these areas
(inclUding the high non - response rate for final authority).

It can be said that the tendency is toviard,consensus (or,
similarity) dcrbss staff levels on all, the item batteries re-
gardless' of rate of.,pon-response. Given this fact, it is.
probable that high non-response rates on,particular item .bat-
teries do not represent body of opinion contrary to that
which was recorded.' ."

These results for the discipline and rewards item bat-
teries add a final note of.support to the conclusion that the
decision- making instrument generally measures child care de-
cision-making structures in children's institutions ina
meaningful fashion.

" Conclusion .* 4

The findings suggest that the item content and response
categori4s for the instrument as a whole are generally ade-
quate to.producing reasonably comprehensive and accurate
-a,ssessment of child care decision-making, and that the instru-
ment. would, therefore, be generally useful for the evaluation
of this importapt featurd,Of service delivery in children's
institutions.

i

4
1
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APPENT.IN H

Rotated Item Factor Matrtx for- 46-ittem,l'asV
Rel.ations Competence SpaIe;*

(N=845) .--
T P

,
EL.

289

,\. Factor Nimter

I II . III IY V
-5kask Task

Item Cottage S Ihasaeguacy Acccmplislinent
*Item Number Parent .- eer Teacher cian't d6) (I can do)

I. 10 i
,

..
T 1 06 '04w 106 . 08
SM 2 05 . 15 .. 05..ti.` 05
CM 3 -09 41* 12
T 4 01 01 . --f) . 10

i T 5 0 03, . 16 . \'` 41*
SM 6 01 01 4701 =-04,

sm 7 02 -,38* /`' 18 ' - 25
CM .

8 -11 , 36*i; '. 13

st.
'9 -24 ' .03. ' 4* /-01 .

t 10 -02 2 50* 26 .

CM . 11 .-06 :' .50* ,-03.? 02
..,- t 12 -02 .r25 . 30 17

' . T 13 .01 s" 109 15 42*
SM 14 -

i
" 36* 23 03

T 15 04,f ,, , 26 07 , 23
T It =705 13 24 -14

,
SM 17/,., . 02, 641 '15 26
CM 18 .4.5 50* 09 19

t '19 '.45: 14 49g 30*
CP _ 26 , :. 54*', -01 06, -27
.

t 21 '..-14. . 17. 51* 14
T 22 .02 04 12 08
CP . '23 55*. 16 26..

.
11

. .

. am : 24 -08 5Q*. -11
T ' 25 -08 -03 .L04 . 43*

T'=' 26 705, -.05 08 . A
CP. 27 -64* 21 23 . 17
it . 2g -08. '11/. 72* -02M 29 -17 47* 20 - 17

/'T.I; 30 05 -07' 52*

, .SM
ino .

' 3 01. 46* 08

PT.

11MINID.

4

29
16

-07

18 .

19

27

-04
02

24

06

12
06

19

28

-02,

'44*

02

-05

13
-12 3e
35*

-22
20

05

47*

-17
15

-08
06

27

h2

10

05

20

04

24

08

24

.40.

37

27

19.

25

27

13
29
26

32

38
38

34

15
46

19
A.

26.

56

56

33
28

31

(cont.)
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41.

4

Rotated Item'Factor, Matrix for 46-Item Task/
Social Relations Competence Scale

. ZN=845)

Factor' Number

I II III IV V 0,-1 2'

Task' Task
Ran' Cottage .

Inadequacy Acoarkp1isrment
*Ib3n Number Parent per Teacher (I can't-do) '(I pan do)

. .

32 -08 .40* 14 22 23'
33 07 35* -14 09 15
34 -67* 12 20 25- 4-12' 58
35,. 10 59* ;04 ' '. 02" 1.9 40
36 06 24 "ON-. 30* % 08 , 16
37 -07 43* 10. 29 -10

/
29

38 -77*' 08 11 -05, 02 62 I

39 09' , ' 01 %.* 31*. 52
40 -71* .04 .05 '09 -05 52
41 -02 35*t 05 . 13 39* 26
42 -03 20, 05 42* 6 24
43 -83* 09' -04 -11 13 73
44 -04 --' 25 -07 39* // 23
45

46

.-78*
' 07

/13

19
:-08
-13

-12'

. --
06

84* .

67

17
/

*Items Retained
..r ;r.

9 4

poormte

T =%Tatk
SM,; School

Mates.
CM = Cottage

Mates
CP = Cottage

Parents
t =.Teachers,

. " 1"
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