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Introduction ) '
. é -».

The project on, which the report is based called for an experimenial
consultation-intervention in four different child care institutions Our retport
on éach of #hese four cases includes stating what the consultants did, what
the independent evaluator learned through his interviews with staff about the

-impact of the consultation, and what some questionnaire data from each insti-

tution showed. Comments bythe HIRI project director are made where appro-
priate. The report also presents an analysis of overall results‘derived fromr
two survey instruments--the Baseline Data Form (BDF) and the Institution Self-
Study Questionnaire (ISSQ)--administered to staff at a number. of institutions..
Because a report ‘addressing all these topics has to be rather long, some
readers may-fegl it presents "more than they care to know" about the project.
For these readers, three briefer chapters may suffice to give an overview:
the first chapter, recapitulating the project purposes; the second chapter, an
overview of the\consultatiOn intervention; and the final chapter, titled
“1earnings with R’bference to the Research Questions Addressed by this
Project." s

-]~
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I. Project Purposes and Actl\'zlltlesﬁl Recapitu'latlon

> : . ~
The initial specific goals of the project which began Auguit‘ 1, 1971, as
set forth in the Grant Application, were: B :

1. To 1dentlfy major advances in knowledge and exemplary ractices |
- bearing upon problems of child development which appeaned to be -
underutilized by most institutions working with children. * *

-2.. To explore ln depth, through readlng and site visits, how Well and
under what conditions these practlces were working-out in their

. partlcular settings, and what the program staff(s) thought were the
essential conditions for their successful application in other settings.

3. To visit a representative sample of lnstltutloe_s__that might utilize -

- these seemingly promising advances, find out what thege institutions '

knew about’the identified innovations, and what had been done (and

not done) about considering them for tryoug.. (During these site visits,

efforts were to be made to ascertain what innovative practices or -

progranis these institutions might have adopted during the previous

two years, and how those adoptions came about.) ]

' ’ . . . J “(

4, To devise and carry out a clemonstratlon project intended to bring

about in at least two institutions serious consideration of an innova- 7

tive exemplary practice which those institutiohs had not previously

adopted, but which seemed clearly nelevant to their mission or

program.

-

° T
5. To. study the process and evaluate the results of this attempt to facil-
itate knowledge utilization by institutions for child devefopment.

In'November, 1971, as the outcome of a project conference in Washington,
D.C., between Office of Child Development (OCD) staff, Human Interaction
Research Institute's (HIRI) project director, and invited consultants, it was
decided to shift the focus of the project from.the issue of wider utilization of
innovative practices to an explorationeof the follow;lng questlonS'

.1, Under what conditions do lnstltutlons conslder and implement ne’wf}ly .
. defined programs and practices which may be expected to maximize
the likelihood of cllen/t rehabilitation or developmental progress ?

2. In what ways do institutions that develop seemingly eicemplary pro—
.grams and achieve relatively superior outcomes differ from institu-
tions that offer léss effective programs for similar clientsg? /

.Y |
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3. In what ways, in the course of consultation, can the seemingly 16ss
effective institutions be helped.to become more effective in relation
to their Qwn potentialities and treatment objectives for the populations
they serve? _ ©

The activities during Year 1 bridged this change in orientation, shiftin
identification of innovative practices to the preparation for consultation "

‘centbrs. It was hypothesized that, if an institution developed a climate that
encoyraged periodic review of its own goals, then evaluated its program
.effect veness_in relation to those goals, it would be more receptive to open-

.

identify significant factors that facilitate’ cr in_hibit the gf tive-
néss of various types of child care institutions. , - ™
‘ X -

2. Toldevelop and demonstrate intervention gtrategies (¢/¢.g., organiza-
~ tion development consultation) that are likely t'cy/g/ch Il care

) institutions become more effective and efficient-ds organi ions in
_ /} ‘ providing child care‘and treatment services. : ’
" /

The Lntervention grocedure developed by the HIRI project team for purs*ri-

ing the abo goals have been: - .
-1+ o study and obtain an understanding of the way the institution oper-

s . ates in terms of: (a) managerial functioning; (b) interagtions among
staff; (c) staff in relation. to clients and pa're ts; (d) relations (’J j
. . " between the institution and community re: S. . ]
. ' -, I . > \(
*# 2. Todevelop and request the institution o apply data-collection instru-
g ments which will yield before-and-afyer assessment of the institution
, f—\ by top management operating staff,/and (in selected instances)
ﬁ\ others. . ,

-

periodic consultation visits--first
ly with staff, and (at the discretion -
These consultations should be -

-

3. To carry on a continuing series

with top management, subseque

o ' of manadement) perhaps with clien
goal focused. \

4. To prepere logs of consultation visits (ActiVity Reposts) for distribu-"
fion to other team members and for documentation of our Final Report.

< - o "2"'. '\‘,
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In the first year of the project, HIRI: 1
, : !

5. To maintain contact with other institutions which form a part of our
communications network and to involve them as consultants when
appropriate. ; .. .

6. To provide the client institutions with what is available in newly
emerging knowledge concerning child treatment and rehabilitation
(from literature, from exposure to other institutions, from the con-
sultees themselves) and help them detergnine the applicability of
)hese innovations to their own situdtion.

]

7. To develop and apply such specific consul-tation strategies as seem
‘appropriate t3 the problems of the individual institution.

8. To document,ﬁ(through case histories or other appropriate means) the -
nature of changes made, the factors or conditions which account for
the changes, and how and why the above factors or conditions
occurred. to.

’ <

9. To write a report (based on the evidence we have accumulated) sug-
gesting ways of facﬂ'itating improvement in the operations of child '
care institutions:

-

1. Reviewed literature relevant to child development in institutional’
settings. o - A

. \ . * )

2. Made site visits tq 20 residential child care institutions, focusin?i
on their ;’eceptivg\to innovation and change and on factors asseci-
ated with'organizational effectivenéss. )

3.. Held a conference in June, 1972, for the purpose of information
exchahge, attended by HIRI personnel, representatives from 14 *
institutions and other'knowledgeable persons involvéd in child
treatment o, ’

4. Developed a rating form to obtain a baseline effectiveness meha@ure
of any given rgsidential child care 1nst1tqtion, as perceived by its
staff.. [ (

°

5. Selected from among the 14 child care institutions, four to serve as

target agencies for our-consultation intervention and seven to serve
as_comparison agencies. L




.In the second year of the project, HIRI: : 0 ' | :

— ) ‘ . )
\/ 1. 'Adminjstered a rating.scale to the staff members,of the four experi-
. mental and the seven comparison institutions. (The sgale sub-- '
’ sequently has been refined.) = X _ |
2. Assigned five consultants to the four experimental agencies. One
" -consultant was. assigned to each imstitution. The fifth consultant :
- worked as a kmd of "co- p1lot” to the other four, joining each one on °
site v1s1ts and serv1ng as a kind of "cons{ultant to the consultants .
. . R
3. Established the major consultat1on goal for the project in terms of
~helping the staff in each 1nst1tut1on examine its goals, work toward /
R _ developmg a consensus‘\about those goals; and review the institu- -~ —~v
) \{ b . tion's program effect1veness in relation to those géals. It has been
, “ our hypothes1s that a natural byproduct of such effort will be 1mproved _
organlzat1onal performar% mcludmg improved treatment of ch1ldren . -
. e " s -/ :
: - 4, Had a meeting on December 11, 1972, w11;,h the directors of each of the
CF e fou‘r agencies %Vthe consultation group (one agency director ‘was

- . unabl,e\to attend personally and sent a subst1tute) d Mr. Martin
U Gula from OCD who wanted to discuss the patentigl end-products of
! our prOJect W1th project personne\l and. 1nst1tut1on ‘epresentatives.

R . \h -
s »",. R 5. Summa,r12ed le devehopments in the consultat1on process in each )
S S 1nst1tut1on as they appeared after 6 mQnths of work. The HIRI staff
B also pro]ected results for the efid of t(l%e second year. The informa-
T S tion collectéd has been grganized pr1nc1pally from consultant reports
T . called Activity Réports writtefr after each site visft. The reports
,: provided a constant flow of inférmation which then was sHared by.
- L each consultant with the entire project staff. In th1s process feed-
' L back then was, .given by the project team to each reportifig consultant. .
e Frequent team d1scuss1ons (every 2-3 weeks) maintained direction - l
-over the mtervention activity and augmented the written 1nterchange '
" feedback mechamsm. ‘The team meetings also were summarized in
Minutes. oL o o : _
. _ (, = ’ ? v _ : 5 :
§ .. b, Derived after 6 months of consultation, a.number of tentat1ve find-
RN . 6’mgs (really hypotheses) régarding the role of cansultatioh in promot-
. ‘. ing organizational efféctiveness in'children's re s1dent1al 1nst1tut1ons
and the 1mpact of our consultat1on on the four mst1tut1ons in our
exper1mental group.

7. Presented o gsearch plan and tentat1ve findings in June, 1973 to
a group “of cH¥rd development spec1alists in Washmgton D.C., and.
_ . . to a group at the Child Welfare League in New York City for their
', . commen’ts, questions, critique and suggestions.
; g
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In the th1rd year of the project HIRI:

‘1.

N

DN~

- _ ,
Undertook an orderly and gradual suspenslon of consultation act1v1ty

vin the four target institutions, but with sufficiently frequent site

. visits to observe the. consequences of our 1ntervent10n

[ —~
~

Undertook an intensive in-depth analys1s 81 the consultatlon Act1v1ty
Reports\tg classify the character: of the various modes of intervention,
to gather.evidence of the impact of the 1ntervent10n, to document find-

_ 1ngs and discuss their :unpllcatlons

. ' _
Commissm,ped an independent evaluator (Roland Wilhelmy, PhD, 5
University of California at San Diego) to visit each of the four target R

institutions to systematically adduce mformatmn bearing upon changes
in'each institution or in its operation in the course of the consultation

‘ period (August-September 1972 to July 1973), and seek evidence regard- ’

ing- pos sible relationships between such changes and the HIRI consulta-
tion. The independent evaluator, hav1ng read the entire file of

matevrial pertaining to each of the four institutions that received
consultation, also pursued specific questions bearing upon what each ;
consultant reported. he had attempted to do‘ﬁf’faclhtate or he,,lp bring

»

about e . S ' |
e ' X ! ’ . ) ‘ . . /

Worked on the developmgnt of the following pr‘oducts:

a. A Baseline Data Form, revised and now entitled Institution Self-
Study Questionnaire (ISSQ) (see Appendix B). This assessment
" instrument was deslgned to be useful for a child care institution
to,learn how its staff perceived the particular institution's -func-
t¥oning at a given point in time with reference to various types, b
of practices and medus opdrandi that have consensus support in ks
the child development literhture...and which could be used for
. periodic self-study ev.ﬂa}&uati?{ﬂe & : o

b. A Compendium of Innovative Practices, which records non-stand
rpractices that seem to work parﬁ‘@cular‘ly well as reported or
" observed at 14 {nstitutions during HIRI's s1te visits.in the first
year of this project (see Appendix C).

c. Areport (Section B of our Final Report) entitled "Organizing a
Children's Residential Center to Provide Indlviduallzed Services,
with an appendix directed to organizational consultants. /Th/c
product also will address the stated project goals

d. A final overall project report. e /

>~




II. Overview of the' Consultation Intervention .
‘ a® ‘ i s ' \S‘-‘ A . : a
0O Consultation for What-~and How? » . S 3 . ' :

» . L4

U Although each of the consultants employed his own 1nd1vfdua1 strateqles
""-\_‘: inworking with the particular institution assigned to him, they agreed that they
. should strive toward common goals: The major consultation ob]ective was to
help. each institution become more effective in terms of the mission the institu- . N
tion staff had affirmed in connectlon w\g:h providing services to clients. To ) e
attain this goal the consultants agreed to encourage institutional staffs to '
examine the effectiveness of their programs and proc'e,‘sses (including interper-
* . sonal relatioas] for goal attainment, develop a consensus about those goals, SR
try to improve’their processes, and évaluate outcomes. We assumed that, in
, the course of doing so,-an institution's -staff would increase its capacity to
differentiate its objectives, to develop profframs which would better reflect
those objectives and to work to implement those programs in all levels of the
institution, especially at the child care level. Thus, the ongoing treatment of
children qnd the results of that treatment would be brought into clear focus.

Cons‘.\lltatlon visits began in August 1972, and continued at intervals
mutually agreed upon by the consultants and 1nshtut10nal staffs until July 31,
1973. Each of tHe four‘consultants was budgeted 60 days for his total efforts '
in Year 2 of this project. Since the consultants also were expected to parti- .~ .~ ',i':
cipate in weekly or bi-weekly project team meetings and to. write a report / L

- covering each consulting day (Activity Report), the 60-day allotment permitted / S
up to 40 days of direct consultation activity. ‘The Activity Report covering ‘
each consulting day -was cuculated to each of the other consultants for 1nfor— /
mation, invited comment, quéstion, or critique. These circulated Activity / _ )
Reports were then sent back to the authors. In this wajg, as well as at the - o
team meetings, all the professional personnel on the prolect became consult—‘
ants to each other. Sample Actlvity Reports can be found at the end of the.

. writeup regarding the consultation ‘i’ntervention at each of the four 1nsti¢utions -
in the experimental group. o

\-

.
o

’
b Y

In addition to the site visits by the consultants to each institution in the
experimental group, two other "stimulus inputs" were provided by the HIRI
project: (1) Modest funds were madeavailable to the exparimental group

o .wh1cl:h might facilitate visits to. other child care institutions with reportedly
unusual programs oif somerother exemplary practices or treatment oitcomes.’ ;
(2) Each of the four institutions was offered a (free), sp ecial l-day wqushop . ")
by.-a member of the project team from the Pennsylvagia State University College
of Medicine (Pr. Peter Houts and Mr. Robert Soétt) on ways of deve oping
individualized goal planning for each child. . , &

-

’ . .;
v , . ¥z . - . . . L
' N




We selected these four from the available nine that 1;1vited the
. consuitatiof so that they. would ‘be considerably dissimilar in terms of their

organizatidn, the types of children they served, t'i\ie\‘severity of their organi-
zational i roblems.and their. initfial staff, receptiv1ty t consultation help On

* and ophisticated c 11d care technologies. Other 1nst1tutions, nd&W to the conF-
- cep} of individuglizéd services had not yet developed well inﬁegrated or demon- °
st bly effective treatment p»rocedures This diversity has provided the project.
wdth richness of experience’ it,also has made it somewhat more difficult to
str ct general prirj&mp es’ we hOpe to devkelop from our experience.

£

y .
The spe01a1 prqul/ ?frecording, c,ompariﬁg and analyzing the consultant
exper;ence at the four tutions were g major focus of the research effort

durini_; the’ seco}ad pro ect year,

LY

O Consultation by m?%

' Ffve conSult nts were engaged to work at the four 1nstitutions Two are
PhD sychologis s with extensive b"ackgrounds in clinical and erganizational
. constilting. Two; a}Z advanced graduate students with Masterd' Degrees who
/.. are candidate Jjorthe PhD at the UCLA Graduate School of Management. The
- i, consulting of¥entation of thes { UCLA students is derived from he socio-
' J T / technical sy tems/%pproach devé«loped at the Tavistock Institute in England

Each of the four above consu}tants was assigned to one of the four target
 {nstitutions. : j

M

,

ingtitutions. We originally recruited her to serve as a resource person mainly -
. fo the two systemscconsultants who had not had experience with residential’
b child careMstitutions Her rolé subsequently expanded and developed. At
.¢7 . the beginning of Year 2, she was invited to complement each consultant's
competence. with her own professional experience! and training. She frequently
accompanied the other consultants in their institution visits, engaged in
consultation activities under each primary consultant' S guidance, and reported
the-site visit fron her independent perspective. A¥Y she became acquainted = ~/
with egch consultant's activities and the characteristics of the institutions,
she acconiplished a ctoss pollination of ideas that facilitated interconsultant
) - communigation. Later, as the project grappled with the problem of making gom-
/A parativeZnalyses of the four consadtation experiences it appeared that the
fifth con&ltant s participatiom in the consultation at all four institutions ha

o : ) &
z/ Our fifth consultant is an MSW who has had staff experi&%nce in cﬁv d care

made he useful resource for certain types of analyses.

L

»

/
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- could be traded to the consultant Intervehtion at the institytions; (2) reports
- fxrom, the. staff at each institution, elicited through post- co?ésultation site’vi its

»

. board of/directors) opinjons and perhaps.fes S
‘where )obtalnable (4) compatison of scorés obtained at each institution (in Qoth -

termination ‘of the consultation. . .

o respondents includes some suspiciousness about whether a completely frank
_ " response could get the individual in trouble with "the powers that be" in his[ i

“services sta

Ev.idence ¢f "improvement” (if any) would be sought from . (1) the con-
‘sultants' Actj

B IR

ity Reports, module records and documented changes that cle rly:
-

by an indépendent evaluator; (3) relevan o\'{fsiders (such as members of th

sidents' impressions and accounts,

the: eXperlmental intervention group and ih the ‘comparison grqup which did npt ",-/' .
recef.‘tve consultation) on the Baseline Datg .F administered at the start of {
corisultatio in 1972, with scores on the [nstitution Self-Study Questionnair .
(&0 items the twosguestionnaires were the same) adm1niStered shortly aﬂdr

. It should be roted that a HIRI orientatibn wi h regard to program evaluatyon!
in general and this evaluation problem i arti lar, is tharfhe seeming

add1t10na1 kinds of evaluation evidence

Many factors can confound the interpretation of comparative tes? S
results. .Suppose, for example, that the initial or pretest set ofimany d¢f the

1

institution-~that an answegr sheet might be traced back to the respondent 1 ;931
because.the minimum identifying information included a check-off of sex, { ™
age, and wh%her the respondent was on°the treatment staff.or the support I'
f. If such a set prevajled among an apprec'Iable number of ‘,,-‘."",w‘
respondents, their answers to the pretest questionnaire items might tend .
toward the favorable, or at least not-too-critical side of the scale. 'I‘hen,
suppose actygl experience during the ensuing year indicated no risk whatever
for negative: uation only a. positive effolsat the institution to follow prob-
lem identifioa a.?‘. with problem solving. And supp@se further that the consultah
tion process in'a given institution resulted in establishing a climate wherein ,
self-challenge and auto-criticism now received positive reinforcement. In . /
that case, the set for responding to the post—consultation questionnaire could
be appreciably more critical in stance than atthe time of the preconsulfation -
administration. * _ oo j

Thus, what is "good" and what is "bad" in pre-postscore comparisons is .
obscure, and HIKl's evaluation arientation therefore is to place major credence -
on documented clinical data,, or on verifiable critical incidents and. reports from
persons involved or affected: in effect, to plate more credence on cumulative
and convergent evidence of the serises, plys explicitly reasoned interpretation

o

thereof, than on test score comparisons. ‘The main value of our ISSQ {nstru-
ment as we see it and as the. experimental and comparison group institutions

é

- ' T T
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‘have used it, is to afford a systematic means for staff identification of prob~

lems and oppox"tg‘m es--for institutional self-challenge~-and have this serve
as a‘springboar,d' r constructive orgﬁnization development or renewal.
" , ( *y,
v The personal interview questioris posed by the independent evaluator
(Dr. Roland Wilhelmy) as he visited in October-December, 1973, with individ-

~ual staff members and sometimes staff groups of the four -institutions Wthh s

!

,geceived HIRI corsultation were: oy,

B o oo . .
1. Think back to Aug t 1972. Would you tell me all of the changes,

and all of the significant events that have ’f;aggeffed here since then"’

(Organizational , procedural staffing, ‘m ’étings) (Read back my e

recorded notes of the person s list for-corréations, additions, and
approval )

2. Wo you tell me how you think these changes came about? Let's
start with . (Present all promising items. Try for
; recall, then recognition.) . !

. N
.-~ 3. (Asked only if not already answered by response tb question #1)

What came of (the event)? Weére there any results? Has it changed
-the wavy. things are now? (Try to get recognition of speciﬁc inter-
’ventlons not mgntioned before. )

4., 'Which of those changes ¢o you hink was the most 1mportarf or the
most useful which was the leas 1mportant or the 1east pseful"

5. Using a scale where a score of 100 ould be an absoluﬂ‘ely perfect
" situation and. zero would indicate a % ¥ astronsrfailure, would you
tell me how you would rate the genera s1tuatio& here now? What.
would you rate the way it was in Augugt 1972+(Jr date the pers'onl
first started to work here, if a later d.a%‘e)«? ' '
6. Can you tell me some things that ) . (the HIRI consult-
« apt) might have done here, or done differently? Can you tell me
some things that (the given institution) shouLd have
* . done differently with - (the HIRI consultant)?’ What
- s the best thing that (the instjtution) and ‘
) (the HIRI consultant) accomplished'? (Ask this in case the

most important thing in question #4 wasn't a ‘HIRI intervention.)

£

7. .Assuming that ' ) (given institution's) essential needs -
- were met gnd you had some discretionary funds, what are some of the,
things you would use them for'? Do you think that :
(this institution) is better able to exploit the servicesgtof a. consultant
now than it was before? Why? If you could get a cor%g,sultant on a
basis.similar to that with _ (the HIRI cor%sultant) would
you want“one now? .

'S

N




H‘nt tventions reported by the HIRI consultant, if comment

by 14

"'“\ 8 Events: - Qu%,étf.Ons pertaining to particular events and consultation . S,

5 Hese did not arise from the interviewee in re}sponse to
. {ihellfp e‘cedi‘ng seven lines of inquiry'\
‘ RN ‘ , .

The overall pu ostpe f the various convergent evaluation procedures has
.. beento obtain evié r}ce regarding two factors: (1). Internal validity--did in
.. - fact the expenmentaL 'interventions make a differecé;e'\‘(\:id they have demaen-

strable impact in relétlon to their purposes) in each institution and in the
-+ group of four that recewed the consultation intérvention? (2) External valid-
- gy—-to what populations settings, treatment varia‘BTe{and measurement var-
iables can this §\ffect be generalized--what can be learned from this study-
that might Ye of géneralizable walue? :

3
‘ I /\’J‘ ) : 0-

\ ke~ * *
| ) 'rf1 / : , \l
The*ndxt ctxap; of this report, which bee}/\s on the following page, '
dealsJ\y/[gl the 9'bﬁsultation intervention at the’four institutions which~com- \

prised the expehmental group. We ave preferred to usg the real

N
. ynames of the institutions, partly tong§ve them open credit for their coopera-
tion, and in mgst cases, for their excellent achievements. - However, cdn-

siderations with regard to preserving confidentiality, or safeguarding what

. / might be regarded by some persons as professional communications bearing
upon individuals, made it advisable to invent fictitious names of institu- '
tions and anonymous designations for individuals. |

. The report bearing upon €ach of the four institutions was submitted to
the present director in each instance, and has been cleared by that person
for publication. » .

are

’ . M >
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. - 4 , | .
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' ) III. Description and Evaluation of the Consultatlon .
and Its Impact on the Four Target Instltutlons

LAKECREST CHILDREN'S HOME (LCEC}-/ o
, : . . ' 4

A A. SurslmaxlDescrlptlon of the Institution

&

-""The Lakecrest Childrég's Home has been in operation since 1889,
Hs focus has changed through the years from the care of neglected chil-
dren at its inception to its present mission of the care and treatment of
. emotionally%turbed children. The home is a nonprofit, nonsectarian
* organization, licensed by the State Department of Mental Hygiene and
operated by the Lakecrest Children's Home Association. It‘is gov-
_~eérmed by a board of trustees consisting of 21 members. The annual
budget for the agency is approximately $1,166,000.
-«
_— The agency provldes resldential care for boys and girls aged 6 to 11,
grOup home ~{community treatment) care for boys aged 123{o 15 and girls
"aged 12 to 17, It serves a population of approxlmately?ZS\i)l\l;lren who- .
\d are referred+by such agencies as the Welfare Department and the Proba- '
. tion Department, by relatives, private psychlatrists, school personnel,
child guldance clinics, etc. F : _ .
4 . . .
The trgqatment operatian is based on the team concept, with unit
supkrvisors®unit coordinators, child development counselors and social
wori\a@"fmembers' of the team. An ongrounds school is avalilable to
children¥ho are unable~te® adjust to a public school setting and the -
A teachers and tutors are also’part of the team. The organization of the
< ) home's staff is detailed in Table l;\ ) '

-

B. What the Consultant Thousght He Was Trying To Do at LCCH

(The following statement of objectives, perceptions and strategies of
consultation was prepared by the HIRI consultantyo this particular insti-
g tution, Robert Blinkenberg, M.S., M.B.A., and candidate for PhD in the
" Graduate Schobl of Management, UCLA.) 1

: _ L

9

1 . { Overview ¢

During the period of consultation, the population tirpically

nged between 40 and 50 children 1n care, with a stable pattern < A.
N - ¥veraging about 44 chlloren
(’5 ' -
, =13-
Q ‘ ,o.% . Rt ’ .,’.
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: Table 1: Organization Chart, Lakecrest Children's Home
- - 1 ] “
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Table l: Organization Chart, Lakecre

At Children's
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The agency was under the dirgction of an exécutive director who
reported to the board of trustees. An associate executive director ;
SUpervised the’three unit SUpervisors The three unit cooftdinators -
were ataff to the unit supervisors. There were alsg a medical d
gar and staff psychiatrist to aid the treatment teams An inta
inator helped screen children for the agency. (See TabLe :

ization Chert LGCCH) £ . \
LI +
The staif was composed primarily of younger pe(ople ranging in. N
ége from early twenties to early thirties. Certain senior positions,
sucll as that é‘f ekxecutive director, were.filled with older individuals. .
~ |
Thé organization was basidally a unit system with three physically
separated units oi’ grounds They also had an associated day care
program. v _ p v Q
The administrative building (also;‘separate) housed the general /
administration as well as various support services (e.g., clerical,
1ntake, financial). ' .
. The agency received most of, its funding from Short Doyle Mental
'Health funds, via County Co;nrﬁunity Mental Health, and . CHAMPUS,
a military dependents’' plan. There were also sizable contributions
from United Community ,Sérvice. " -
s R . . . . Y
Direct assistance took the "form of:
a. Study and.diagnos'is to deterfine approj:riate service and to
develop an individual treatment .plan for each child and his
family. ‘
b. Implementation of treatment plans in the required services by
teams using a combination of such modalities as individual,
group,-family and play therapy, marital counseling, special
education, therapeutic recreational programs and various activ-
ities involving families ir the treatment program. Residential
treatment also included the provision of remedial and ongoing
medical care as well as the essentials of daéily living.
c. Post-placement services during readjus‘tment period. ., ..
The agency operated in accord with the folloWing principles:
o 2n
a. *‘*The agency will interject the least amount of 1nt§'ention into
client-family social system$ consonant with bringing about the
desired changes . o
Y D‘\* . .
" > v'u . a
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b. The agency seeks the maximum involvement possible by the *
client/family in the treatment planning process.

c. The agency focuses mainly on providing help to families to -~
prove their social functioning. ‘

In general, the agency, at the outset of consultation, seemed to
be runhing smoothly with a well qualified and productive staff. The
organization as a whole seemed healthy and free of overt symptoms
indicating any significant dysfunction. There was low turnover, com-
pensation was above average for the profession, absenteeism was
low, there was little counterproductive behavior, employees seemed
to identify with the organization, social integration was moderately
high, and the agency seemed adaptablé€’.

. . ‘ ) .

The agency appeared, however, to be on a plateau of proficiency.
The only characteristic that gave rise to any comment was the signif‘—
icantly higher cost of the care provided by the agency relative to..
other agencies in the.community (with staff compensation, at 80% of
costs, accounting for the difference). This was interpreted as partial
explanation for the lack of other signs of dissatisfa,etio/n or alien&tion.
Intervention Strategy : ’, /Y’ / e

-

My approach to facilitating improvements in organizat%on effec~
tiveness was to assist the total organization in.its efforts to realize
its own potential. My strategy was to Commit'my resources to the
growth of the organization. -

Consultation was based on the belief that an organization is a
learning, developing system. This approach assumes that organiza-
tions are capable of utilizing outside resources td effect immediate
intern‘?l operating improvements as well as to effect long-term
improvements in thieir capability to cope with and adapt to a
changing environme

The approa'ch cluded: )
a. Developing a useful planning perspective: (1) assisting the
organization in allocating the planning responsibilities ‘among
" the board of trustees, the executive director, and the rest of the
,staff; (2) helping each responsible party to structure his planning
process to take account of his objectives and to achieve effec- ’
tive policy.

-16-
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b. Reviewing the 'Organizat/ion ns’tructure processes, and job -
o designs: ‘assisting the administrative staff in detefinining how
* best to organize to support the delivery of effective treatment L
(e.g., continuing their unit/team opperation or moving to a : .
service-oriented organization). .
' . w

. ~c. Promoting a better understandi’ng of effective practices in super~
vising: (1) working with the executive director in making his // D
‘style more effective (2) working with new supervisors to develdp
constructive alternative approaches to their new tasks.
: J
d. Helping the organization to’build within itself the ability to .
effect planned change: working with the agency to develop a
viable substructure of staff members who accept responsibility
for developing and coordinating the use of special resources to
stimulate the agency and offer opportunities for growth and.
development. ,' ) e :
3. Intervention Plan T

The planned intervention consisted of five ‘phase;é:

LN

Vi '

‘e Observation and analysis (diagnosis)
¢ Assessment
- . ‘ ,‘y\i ! ' »
P ‘e Planning
C
e Action

(3

. - . &
e Evaluation g

- 'The observation and analysis were designed to determine the
current status of the institution how it was functioning, how well S
it was functioning, what operational:or organizational problems
existed, etc. The diagnosis was accomplished by observation, role
analyses, interviewing, etc. The data from this phase, plus the
results of the assessment, w_ere used in the planning ph'ase. P

3 . ! .

The assessment was based on a self-gvaluation designed to

indicate the staff's opinion of where the institution was, operationally

and organizationally. (See Appendix 3 for Organization Design Workr _ !
|

sheet.) It utilized a baseline data questionnaire to provide a pre-
intervention measure of the health of the institution.

.".,‘ ) | _17.“_ : '”
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The planning phase was designed t6 ‘eut Ve/
‘- - e Which organizational l\aracteristics or. trends were pert’
‘ ceived as problems 'bfth\e staff, and (as identified in oyr

. diagnosis. and assessment phases)

/ -

e Which of these we co d’\agrie‘ to work on with them”

3

initially set,’ priorities determin d and deciaons made about resource

allocation. .

’ " The action phase began once thé ' 'contraots" Wwere negotiated, ‘

In the action phase the consultant worked with the staff in a collab- iy }’?

orative manner to bring abouyt improvements in the effectiveness andr. »
efficiehcy of the agency. (The action phase also devoted some time _
to planning for the future to insure that improvements accomplished L
as a result c:%he interventions could be stabilized. There were
. efforts tb build into the institution more of an ability to look at itself

: ‘aftd chart its own course of improvement.) "

?

“»
A}

The final phase of gvaluation was designed to asses§ the con-

sequences, impact, and effectiveness of the interveéntion. This . | \ -

phase was scheduled to be-completed in the subsequent Jproject year.

-

. This report provides summary or exemplary descriptions of the~
consulting activi#y which occurred in each phase of the consultation .
at'this insti . :

: »
P '

o, y

. Aa. 'Diagfiosis . ~

The diagnosis was’ carried out using passive observation
.role analyses interviewing, and -participant observation. The
e ~ following comments represent the-results of our diagnosis .

<

-

4 - While we did not have the figures available for a reliable
comparison, it was believed by many at the agency that the cost
of care was at a level near the top of the comparativerScale. It
had also been said that this cost of care ran parallel to their
quality of care, That Is, they viewed themselvgs as providing

- high quality and correspondingly'expensive care.

‘ Lakecrest Children's Home Association, like many other
child care institutions, had gone tFthe unit system, . Many of
the staff mentioned the trend, toward interunit competition of a
mixed character. v N

-18-
b | .

Y




b,

o

. .The agéncy was expanding its services in many directions:

" (1) the treatment focus was widening; (2) phasing was being con-
sidered in plannmg for residential aftercare and thinking about
prevéntative commumty treatment; (3) geographical expansion -
‘was being promoted (4) conS1derat10n was being gwen to widen-
ing the age 11m1ts of the chlldren, etc. : ‘ ’

At the -agency physicalv.se'paration among the units and from
the administrative building contributed to ‘communication problems.
Interunit communication was not empha sized. :

: R ' .
" LCCH's "roleg,descriptions" tended to describe collectigns of
tasks and activities and specify functlonal relationships rather
thanmg related directly to the orgamzatlon s basm purpose.
5
i

he organization was feeling new pressures to demonstrate its
ef*ual economic opportunity stance through an affirmative action .
program Their thrust was to ach1eve parity on a11 organizatlonavl
ievels. } : : .

Some of their demsmn makmg was 1nappropr1ate1y aSS1gned
and had occas1ona11y lagged. - - . .

Their support operation,, tended to be reactive, that is, it
pr1marily responded to requests. This situation tended to prevent
‘planning for greater prOdUCtIVIty and effectlveness of the depart-
ments. o :

Their performance a’ppraisal system seemed to focus on the
past and did not include goal setting.

Thelr reporting relationships did ot seem clearly specified.

Again the trade-off was one of individual au—tonomy versus clearly
¢, defined. responsrbmty : :

The career ladder design was questionable,. The role descrip-
tions foi some of the more senior positions ueeaed to be rev1ewed
for their required (or des1red) qualifications. .

) J . . : ]

These and other findings were used in*"the planning phase to
help allocate the consultation resources. ’

Assessment - ‘ o .

' The assessment was accomplished using the Bageline Data
Form (BDF), an 80-question evaluation instrument*used to survey
staff attitudes. Included here, as an example, is one findmg
deemed signiflcant for LCCH.

-194 A ‘
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The comparison between the responses.of:the administrative

) staff and the program staff indicated a difference in the opinion

between these two staffs with regard'to how well they thought
the Home was operating. It seemed that at the Lakecrest
Children's Home the program staff was.more content, more satis-

fied with the way things were going and the rates of change than o
4vas the administratwe staff.

_ In an attempt to explore and validate this asséssment we
shared these data with the staff, The1r reactions, while intended
to explain the response pattern, also prov1ded us with many foci
for our later consultation efforts: o .

(1) Adm1n1strat1ve staff's more- complete knowledge of agency
» progfams operatlons, etc.

(2) Adm_inistrative staff's norms of openness and candor.
(3) The problem—onented apprec1at1ve set of the social welfare
profess1ona1 ’

(4) The weakness of communications with '@ekecutive director.

¢ adm1n1strat1ve staff. .

(6) Impend1ng staff changes (res1gnat1on of two key staff) and
“their cascad1ng ef/fects.

(7) Vagueness of the unit coordinator's role,
Planning -

The planning phase was designed to identify problem areas
or opportunities that we could agree to work on with the staff.

We used the data from our diagnosis as well as the data
derived from discussion of the results of the application of the
BDF to 1dent1fy problem areas or opportunities,

Our effort to establish working relationships—'—by setting
individual and group "contracts"--was carried out primarily in a
series of meetihgs with cross section groups of staff. We dis-

. cussed, clarified and illustrated what we meant by our comments
and ¢ontinually asked if there were any areas in which the staff
wanted to work with us. ' '

B B

(5) - The inconmsistent levels of responsibility and authority of the

W e e e i st s m
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As a result of these meetings and other elements of our —-‘:7

association, we set several collaborative contracts. These are
described as follows: : !

(1) Y. contract with the director to evaluate an outside research
proposal T,

(2) A contract with the director toengage with the board of .

‘trustees to accomplish suecessful redesign of- the board
operation. :

(3) A contract with a unlt supervisor and his program commlttee
regarding staff development and training.

(4) A contract with the administrative staff to redesign the organ-
izatlon structure and operation,

(5) A contract with the program Staff to improve the inter-persoral
' relatlonshlps among themselves and with the'children, ,Q
. ,
These last four contracts are described in the next section.
These contract,,s were often updated and others ‘were added
as the consultation progressed, but the above are representative.
| : . i ) o .
Actlon""Phase -
n the consultatlon activity with this agency there were two
kinds of elements to the pattern of the inter: vention relatdgonship.
The first of thfse was a discrete, fairly self-contained event.
This kind of element was typified by vg,orkshops such as one on
responslbillty negotiations and allocatlon, and exercises, such -
as one on self- dlsclosurg and one with the board of trustees
These are one-time experlences ) e

~ The second kind of element was more of a process——an open-
ended, continulng subrelatlonshlp These subrelatlonshlps have/
had their foci biit have been extensive rather than intensive

‘experlences Examples of this kind of element are: (1) the work
" on staff development and tra ining, and (2) the work during the -

planning phase on helping the agency improve 1ts ablility to use
outside resources. :

‘e

It should be noted that there 1s def1n1te 1nterdependency

: between the two types of elements—--neither can, nor does,' stand
- alone. The agency executive director has aptly described this
. . »

g
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S sitﬁation as an ongoing overdll process‘with discernible high-
lights. What follows then are descriptions of some of the ele-
ments of the consultation activity, which, when taken together, . .zw ..
form the integrated relationship. 4 . ‘ ) .
/ : .-
The action phase began with a series of personal: contr,acts
W1th various individuals on the staff. These contracts typically ‘

‘concerned personal style. ‘These contracts will be termed pre- ®
liminary because they typically led 1nto further work. Whil
they proved usgful in the personal senise for the staff member
theygWere preliminary to the subsequent, major undertakings
N . the fonsultation. Three such contracts pertaining to indtvidua
' style and effectiveness were effected. One was with the direc

_ tor and two were with unit supervisors. '

. In one case (unit supervisor #3) this contract did not d1rect1y
’ " lead into any further contract. In both-other cases, new, parallel -
contracts were established. For the director I reviewed and eval-
. uvated an outside research proposal, In this case I assumed the
role of expert (as opposed to resource persoq) With the other
unit supervisor I contrgcted to help h1m design and plan a staff
development program %
These five preliminary contracts (and one 0cci1rring later in -
the~consultation) were the ones that got the consultation started.
In no case did any.central contract arise without being preceded
by a preliminary contract.  The ceritral cbntracts pursued two
themes. The first theme was the organization and administration
‘'of the children's residential center. , . A -

_

. ¢ S
Major effortwre?iiatedvto the first theme was expended in three
« areas: (1) organizing-the board of trustees;_ (2) learning how to
utilize a consultant; and (3) organizing’the administrative staff.
A minor effort was also miade in the area of designing a managé-
‘ment audit system for the board to use in' evaluating the agency's
performance. This contract remains open as one of their several _
continuing efforts RN, 3

_ The second theme was supported by four central contracts:
.= : (1) implementing a staff development and training program; .
: "(2) improving their use of goal planning; (3) learning how to be T
‘ o ' more self-disclosing; and (4) improving the treatment team opera-
‘tion., .
N Y ’
As noted earlier, there were several continuing efforts. My
1nvolvement in these efforts has terminated, but progress con-
tinues. These include: (1) board of trustees management audit -
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system, (2) allocating administrative ahd program responsibilities;
(3) utilizing goal planning, and (4) 1mproving the treatment team
operation. . . o

These continuing efforts obviously cannot be evaluated as
* . accurately or completely as those efforts that had concluded
‘before the end of the Tonsultation period,, All of them, however, -
can, it is hoped, be evaluated by the end of our project.

. / -
e. Preliminary Evaluat«m

|

In ‘my judgment, the proximal outcomes of our major interven-

tions werevas follows ‘
Board of Trustees: A major redesigg effort had been initiated
‘at the close of consultation. While the implementation.was
not concluded, it seemed that progress was being made in \, o
linking the board more closely to the children's residential* - <
center (CRC) and in meeting the*CRC's’needs for support and
guidance. . .

g

. ' . Utilization of Outside Résources: On several occasions the .
CRC sought, developed and utiMzed outside resources. The
CRC also became more capable of managing these resources b .
to its own best ends. . . ‘}’

-~

: Staff Development and Tra1ning "An extensive development
and training’ program was implemented. This inv ved the
utilization of outside resources referred to ab

A4/ :
ReSpOI’lSlbllltV Allocation The staff carried through an allo-
cation program to -assign resawskbﬂﬁiaes and is on its way
to specifying detailed eva),u tion criteria and parallel
accountability structﬁres . s

Goal Planning: Explicit goal statements are beginning to
appea‘lt in the treatment plans.. The psychiatric review form

" has been modified to emphasize goal planning. )
Self-Disclosure:” Every subunit team held meetings to dis-
cuss the concept of self-disclosure and suggest ways of -

- promoting®it. Many staff members exhibited a startled
awakening concerning the concept and found the lack of ' it
self-disclosure had been distinctly dysfunctional. e ;

4 . L4 | . . - - —
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g Team Tréatment: All unit teams exhibited in their treatment
meetings amd in their treatment plans a heightened awareness

%rof the importance of team treatment. Two subunit teams held
%, continued discussions to explore the bases and’ implications
" of team operatjons., - i

. . L

(A sample of the consultant's Activity Reports written after

’\ each ‘consultation visit, is appended at the end of this portion of

the report.)
-~ VoL © /
C. What the Independent E:valuator Reported, Based Upon His Interviews at
° LCCH in January, 1974, Six Months after Completion of the Consulting
Intervention S . 0 L %! . . -
; 'y - / . s -
(This report was submitted by Roland Wilhelmy, PhD, the independent )
‘evaluator.) - . , ) =
Assignment

Y

To meet with qertain staff members of Lakecrest Children's Home
and to assess and report the changes that had taken place there since
August, 1972.. The prime focus of my investigation was the impact that
HIRI's consultants actions had had, but I was also interested in all .
significant changes rdgardless of how they came about.

2. '-Procedure T

" Because of scheduling constraints, my visit to LECH covered
parts of four consecutive days. I conductéd a series of interviews ,
with members of the agency staff. The interiews lasted between .
.1 and 1- 1/2 hours each, with the exception ofla brief. interview with
a teacher. " They were conducted in the individual’s or group's place
- of work. Each interview“began with three open-ended questions
_asking the resﬁdndents to hélp the interviewer list the significant
events or cha‘nges describe what led up.to them and ‘what they, In
turn, might have led to. Three subsequent questions asked the
‘respondents to state. which change seemed most important, to rate
the current situation and the situation in August 1972 on a 100~
- point scale, and to describe ways in which the client-consultant
interaction might have been strengthened In addition to the
questions just described, I had a checklist of items which onan !
a priori basis, seemed to be important to investigate

In separate interviex'/Vs I met with two trustees, the executive
director, the associate executive director, three unit supervisors,
five social workers, the intake coordinator and two unit’ coordinators

-
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I met with the scnool psychiatrist and a number of the child care ‘ .
workers in informal® ‘situations when I sat in on psychiatric review
~ meetings of the girls' commurlity treatment unit and the Lloyd residen-
) tial unit. My purpose in observing psychiatric review meetings was
- ‘ to form an impression of the functtbn of treatment teams at LCCH
- ° ' M .

3. The Interviews

e -
L4

e I stayed fairly close to the questions list;d on the first page of
my interview sheet, asking questions when necessary and noting

. which answers I didn't have fo ask for. ‘The interviews generally

*  seemed quite good--people were willing to talk., In fact, many of
them seemed to appreciate the chance to recollect their impressions
of the period of consultation and the changes that had ensued from it.

a. The First Three Questions (these questions are listed in Chapter - - .
II, Overview of the Consultation Intervention)

.

b. Major Events to Which I Hoped to Rvoké\Staff Response

(3]

[

Before visiting LCCH but after reading all of the consultant's
" rcports, and after meeting for several days with Harvey Ross, : '
Jean Hall, Molly Lewin and the consultant, I had prepared a,&li‘st ) ‘ =
of events and major consultant interventions, which it seemed ' :
. . LCCH staff should be able to recall in some detail. The events

were: _ .
- /

(1) A reorganizing and restriicturing of the board of trustees.

(2) Imprcving the organization of the administrative staff.

° e (3) Working with the staff development and training committee
(hereinafter referred to as the SDTC). '
(4) Working on responsibility allocation negotiations..
. yl ) - A .
(5) Improving treatment team operation in the girls' community
treatment unit and the Lloyd Unit.
L ™% - .
: (6) Designing a management audit for the board chairman. : 4
K
] {(7) Consulting on personal style of the executive director, and"

: working with him on an outside proposal by a management
graduate-student who wanted to do a study of LCCH.

DU .

(8) Learning how to gain maximum benefit in using a consultant.
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These events are described in detail in the ‘consultant's

narrative account of his efforts at LCCH , ~

~

~Interview with the Executive Director——Important Events Recalled

’I‘_he,exeoutlve director felt that LCCH "could get too...
comfortable.” He said that LCCH has had 16 years of growth
and he doesn't want it to stop now.

: 4 Py . ‘

The executive director has learned to trust peqple. His trust
déveloped gradually"during the consultation period. Along with
it he evolved a "wait and see” approach. He thinks the staff
now feels comfortable in telling him when he is treading on .
private waters. He pointed to two possible sources of this

. change. One was the consultant. The other was the change in

staffing of the associate director position. The previou§ associ-
ate director had been brilliant but unable to communicate well
‘with the other staff. The present associate director relates better
and uses "prqcess” in developing plans. During the tenure of
the former associate director,p\ke‘r;evhad been considerable
divisiveness. During this time also,, the staff had been testing:
a lot of different ideas. They developed ideas, but weren't
capable of'carrying them through. With the new associate direc-
tor and with the consultant's assistance, they have begn able to
bring some ideas into fruition. ' 3 f

In'the past year there have been more external forces at
‘work on LCCH than ever before. These included confusion at '
the stateﬁevel dearling with licensinig and regulations and drastic
changes at the national level with C MPUS withdrawing or
threatening to withdraw funding for dependent children. These
forces have led to the realization that LCCH needed to look at |
itself internally. As a result, they have adopted management-

< by-obj'ectives (MBO) at numerous levels in their organization.

In the treatment team meetings, MBO is particularly effective.™

They didn't know what ' MBO was before the outside consultant's
presentation (goal planning workshop made available by the HIRI
consultation to each of the four agencies). Now they are even trying
it in fund-raising efforts through their newsletter. f

The negotigtion of roles and responsibilities is not really
completed yet. He sail they went through the processes of
negotiation, but the results are not yet down on paper. The
exercise has made them think and later even rethink about tasks.

/




The director wants, to have/some input on hiring and firing.
He talked about efforts to invglve the bogrd more in the activities_
of LCCH but he also emphasized the external forces working
ag‘hinst active management decisions by the board of trustees.
For example, how is it posgible to get board involvement in the
development of grant propdsals when they are only given nine ’
‘days in which to apply? With such time constraints it is diffi-
cult"enough just keeping the board informed of preceding events.
The board reviews the decisions made and acts as a kind of
rubber stamp. He felt that there is a myth of major decision-
making abilities by the board of trustees. He feels that all.the
children's residential centers are copping out in their underutil-
ization of boards. = . '

-

- . A'new matrix structure of committees of the board of trustges
‘ had been established during the time of the consultation. However,
certain difficulties with that structure ‘becameiapparent as time
: 'went on. Very recently the structure was revised following sugges-
< ’ tions from a unit supervisor. 'I\he difficulties with the former com-
® . mittee structure were apparent to all, and modification was readily
accepted. The new matrix made it easier for staff to participate
in the committees of the board because the staff only needed to
meet with the members of one committee. In addition, it allowed
board members to become more kriowledgeable about specific units
than they had before .y
The executive director felt that imany of the changes were not as
. perceptiblc as would seem reasonable. I feel that many of<the
changes made are subtle, bécause LCGH-was already operating in
a satisfactory manner before consultation. Therefore the consul-.
tation effects appeared as "fine tuning" rather than a major over-
haul of the whole system. :

d. Interview with \ﬁrson A—-—Important Events Recalled

Berson A began his present duties in October, 1972. H
- felt that one of the most significant changes was clarification
of roles and responsibilities. Clarification began with the
executive director's-and associate director's areas of responsi—
. bility and later filtered down to all.

) . The aseoc_iate director.was‘given charge of mainter}ance’.J

e This tumed out to be quite successful. In the past, maintenance
had been a bysden on the executive director. Now it was operating
more smoothly and satisfactorily. .

A

1
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The HIRI consultant was reported to have\coopepated with.

4 .staff development and training processes. Th¢ cg#fsultant helped
in trimmiag off the rough edges and "taught them how to utilize - ‘
process more. While Person A never really "jelled" with the -

R consultant, he did learn the real value of process, which has

\

\

made his job much easier
work" for him.

Now "other people do much of the -
5&‘ 5 .
"N

Al

. of go
" sentation did not cAtch on at the tife it was given, the delayed

In responsé%to the outside consultant s presentation on —
individualized goal attainment for each i1d and a letter from
the director of the Depatftment of Mental Health regarding
clinical accountability, LCCH has developed its own format
i{lplanning or management by objectives While.his pre-

response to it has been considerable and worthwhile Person A
made particular use of the consultant's booklet.

’

He felt that the change in the board committee structure to a
matrix system had been for the better. The matrix is two dimen-
sipnal: service committees overlaid by functional committees
In its latest form it was only one week old at the time of the eval-
uation interview, but, in Person A's opinion, the change has
proven itself already.

There have been many significant staffing changes and
changes in the program. Among others, the ‘girls communit’y
treatment unit program has become quite strong, as a result of
cooperation between the unit-staff and the consultant. The former
weekly administrative staff meetings are now held every other
week. In the intervening weeks, program staff meetings are held.
This gives nonadministrative staff an opportunity to participate
in appropriate planning and to- communicate their idea’s and needs
directly to the administration. The program staff also participate
through their work with the trustees' committees.’

Interview with a Member of the Board of TrusteesL—Important
Events Recalled

The consultant's ‘involvement with the board began as a
surprise. {The policy review committee of the board met with the
consultant. At the*meeting, the consultant proposed a "sensitiz- '
ing exercise." The chairman was concerned as to how the btard

- would take it but he was willing to give it a try. The exercise.
’tumed out quite well, to the surprise of the chairman. The

response was spontaneously healthy and enthusiastic. The results




of the exercise were summarized by the consultant and fed back
to all concerned. Then an ad hoc committee picked it up to see
what changes, what, new structures, might meet the expressed
goals and solve the expressed problems. v

N s . . .

This ad hoc committee met "forever." After two or thrée
méetings it still wasn't going anywhere. The chairman let it go
to see what the board could do. The executive director wanted
more committees to deal with the expanded services at LCCH, but
the c{iirman felt that the board didn't need more committees. He

-

felt the board needed more active involvement--needed to become
somethling besides a rubber stamp.,

Evehtually the chairman proposed.a matrix structure for the
board where.each board member was.to serve on at least one of .
each of two kinds of committees. One committee dealt with func-
tional matters while the other was concerned with information

"gathering. The matrix structure has not proved out yet, he felt, -
but there is an increase in:the activity of some of the board

" members.: Increased activity by the board has led to the appear-
ance, at least potentially, of a new problem. A substantial
increase in knowledge might result in increased participation to
the poinlt of meddling. .

‘ The consgultant also assisted in the preparation for a manage-
‘ment audit. The trustees have been acting out of faith rather than
knowledge and understanding. ‘'The management audit is not yet
set up formally, although some parts are fairly complete (for exam-
ple, appraisal of service). The former president of the board is
now the chairman of the audit committee. He's proceeding with due
caution because he feels that evaluation of anything but the final

. end product of the institution might tend to force the institution to
‘deviate from its goal in child care and concentrate instead on
apparent internal efficiencies.

Interview with Person B--Irﬁportant Events Recalled

" He began in his position in March, 1973, and is not familiar .

- with. the preliminary steps taken by the consultant. H felt that the
consultant was involved in two major projects: clar}ﬁjéation of the
roles"in the entire agency, and work on communications within the
units. Staff of the girls' section.of his unit were more 1nvolve%
with clarification and communication than were the boys' staff.
Various steps were taken to improve communication, to study
the differences among the staff's values and lifestyles and the
effects of the'staff's values on treatment of the children.

-
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- It was his perception that the role clarification and negotia- |
tion began-with clarification of the responsibilit1es of the execu-

 tive and associate directors. From there it went to ‘the intake

coordinator, the unit supervisors and the-unit coordinators At
the unit level, at the level of the child development counselor, he
felt that there was no negotiation, only clarification. He thought
that going thraugh the processes of negotiation and c1arifioation
was useful for the garticipants and that it was most helpful at the
level of the unit coordinator and up. %

When Person B first began his present duties there was discus-
sion of the treatment of each child only once every 3 months.
The discussion had in reality been more of a "gripe session" than
a treatment meeting. It was not focused on the child and his
treatment. Treatment meetings now take place every 2 weeks.
The agendas for these meetings include discussion of the child's
treatment and of staff feelings. The child's teachers, social -
workers, and child development counselors are present. His
spcial worker provides a complete family history, a brief history
g‘fJearly problems at LCCH and a description of the current situa-
tion. The psychiatrist gives his report and comments on special -
problems that may have come up. Then the goals of treatment are
revised as necessary, and the roles and responsibilities of each

‘participant are made clear.

Other changes have come through the staff development train-
ing committee (SDTC). Families of the children are involved early
in family iherapy. The unit supervisor has at least one meeting
per month with each child's parents even when parents show no*

" particular interest in their children. ¢At times the meetings may be

as frequent as two or three times per week. The SDTC has pro-
vided them with an occupational therapist who provides in-service

training in physical therapy as well as occupational and percep-
tual therapies.

The program staff meetings involve more line workers than did
the administrative staff meetings. He feels that the program
staff meetings aré not functioning as decision-making groups vet.
Partly this may be because there's not yet true representation.
All of the social workers are present but only three representatives -

.of the child development counselors are invited; no teachers are

present.
Interview with Person C--Important Events Recalled

In a move separate from the consultation, this unit super-
visor was put in charge of staff development and training. He




-

felt that the consultant helped with this’ project and that a serles

of specific changes arose as a result of the programs generated
there. For example, there is a new psychiatric review format:

There is a new intake procédure which involves the parents, earlier
in the process and provides much more thorough coverage &nd
examination by those in the units who might actually be concerned
with' the child's treatment. He fe‘lt that the consultant was "a ’
very high-powered guy, a sort of hair shirt" who made Person C
more productive ‘ -

Altho h at times the consultant was so demanding that it
boggled hiz he felt i?hat they had a %Accessful partnership, never- .-
theless. ’ .

g

: O .
_ The negotiations on roles and functions were "fun but the
jury (was) still out." He is not compleeely sure of the long-range
effect because there is always a tendency to slide back into old
procedures and ways of doing things. Considerable improvement-
is evidenced on the upper administrative level. In particular,’ the
isolation of that level is reduced. In part, ,this is because of the
change in the associate direqtor but it also is because roles

are much clearer. - .

( {I‘he reorganized committee structurd of thé board has been
revised again, but it looks good now The board is much more
willing to participate. He i$ glad to seethis because he would
rather see the board become active before it is forced to by other '
circumstances outside the institution The feelings right now are
quite positive. '

L

The HIRI consultant s function in the SDTC was to keep-it
" aimed at getting legtimate feedback from the:total staff. This . \s.
led to concrete actions. He liked the presentation hy the go&l—
planming consultant but dddn't use the consultant's style, It

¢ set in motion the processe} within the SDTC so that they’
developed their own modes of /goal planning.l He felt that this
was a very lasting gain. He also thought that the parenting --
workshop with Dr. Tom Rusk (an outside consultant selected by

LCCH) was very constructive. He felt the HIRI consultant's .
work on self-disclosure did not have much impact. '

> . i :

Interview with Person D--Important Events Recalled ** A c ,1
He felt that the HIRL consultant's efforts had the effect of
an outsider who acted as a gtimulus to create useful anxiety and

. thus an opportunity for a ne‘w{_#’i look. The consultant showed a
- . certain impatience to get results, to get things moving. And this ° '




impatitnce may have inhibited people. Thé intentions of the
consultant ‘and, (bf the administration did not seem clear. On the
ositive, side, the consultant got people to become more task-
oxlente and wozk with gOals A lot ha ppened through the SDTC.
roposals came ‘in from the outside, ideas :were collected .
from the rest of the- i’nstitution, other people were- motivated to

" present ideas and proposals through the SDTC. ' ~ "

The consultant instilled an attitude of accountability in the
Anstitution. The implementation of goal~sefting procedures and
procesyses was "a superbenefit.” He felt thatlthere was a lot of -
positive carryover from that presentation

. He felt that the consultant had had a real impact upon the execu-
' - tive director s functions. Personally, he had acquired a di,ffer-
ent view of conflict, and he had leamed to 'see conflict and-
problems as constituting challenges and opportunities for changét

During the initial negotiating sessjions, Person D found hfs\
role changing. He had been supervising &ll the staff units-and *
later he negotiated sonfe of the re sponsibilities and handed. them»
to the unit coordinator and the social worker: 'He found hlmse]‘,{\

Y

supervising these two people. Now both the unit coordinator and

the social worker are taking on supervisorial roles The nego~

tiations forced him to look at roles. The result of the negotiations i

was that he could pull back and interfere less with others, who
were’ doing what they were supposed to. He s now involved more
with the board of trustees, particularly with the committee work.

- '

He sees the institution falling back into old pattems because
there is nol enough interest in sharing and learning from one
another, and in cooperating He felt that the division of the
administrative staff meetings into program staff and administrative

sstaff- meetings was productive. . He feels that now the administra- °

tive staff meetings are léss clear than those of the program staff.
The¢re no longer seems to be a'hidden agenda or politicking outside
of the formal meetings, but he does see some lack of openness
during administrative meetings.

,

Interviews with the Social Workers-~Important Events Recalled
- '

They felt there were a number of important events: thé
restructuring of the board committee system; the creation of a
psychiatric review system which arose through the SDTC; the
self-disclosure questionnaire; improvements in the girls’
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The HIRI "consultant helped the exeCutive director be proactive.
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community treatment unit; and the institution of program staff

'« meetings. They felt that-the co-consultant was more in tune

~, . straightened out.

with social workers and with line staff needs than the other
consultant. The SWs' relative insultation from LCCH was
‘discussed with the co-consultant. . However, there's been no
‘change in that since then. The bi-weekly program staff meetings
came out of the consultat1on. As yet, the differentiation
between adminiStrative staff and program staff areas is not
“Within the units, significant changes have

taken place. Social workers are now responsible for treatment

.Plans. In some cases, they use contracts for negotiation_s of
tasks. In‘ther units this is fe]t not to be necessary. For the-
mos§-part, negotiations of roles and responsibilities did not

affect the SWs.

It was left up to the particular unit supervisors

to carry out negotiations within the units.

In some cases, this

was done very extensively but in others as vet there has been

- little progress in this direction.

‘In-service training has been

‘instituted in perceptuai motor therapies.

"Every other month"

i

- “they seem to be: having some workshop, e.g.; on parenting,

Y

crafts, different ideas and new procedures in treatment. Unfor-
tunately there is not a great deal of follow-up on the unit level.
As a general principle, they feel that studies and consultations
tend to reduce difficulties but that they simultaneously drive
certain problems underground.

"y o

Interv.ie@- with Unit,Co,ordinators-'-'Imbortant E\}ent.s Recallad

They feelithat coordinators coordinate more with each other
now. This came about through a combination.of consultant effort

And their own needs.

‘which helps to break down imagined barr1ers.

They feel that now the staff shares more,
They share more

information on children.

Unit coordmators seerthemselves as a

link between administration and staff.

The consultant helped

them in the individual units, particularly in helping them talk

to child care staff about policy generated by the administration.
They firid themselves now in less of a marginal bind than they
had been in previously. They felt that the main realization
during the consultation was associated with the clarification of
roles? Formerly, there had been too much overlapping of roles.
Now things tend to be handled more on the ‘unit cogrdinator 1eve1
instead of getting "kicked upsta1rs " \

. There has been considerable negotiation of roles within the
Scott Unit. They have stayed out of participation in much of
the staff development and training programs. They felt that it
was a bit foreign to them but thought it had worked out well for
others. There was less utilization -of nggotiation in Lloyd Unit,
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things.

_have come to work sinc

P

v

_perhaps becaﬁse the supervisor was new. In Scott, first the

‘social worker, +the unit supervisor and unit coordinator began
negotiations. Later the negotiations expanded to include the *
whole team. They learned ﬁhat "you really have to spell things
out” but the results are worth it. Information tends to get lost if
you don't know who is respons1gle and who has to be told certain
: / — . .- ' . i :

Before consultation began there was considerable regtlessness:
.but no ideas for resolving that feeling. Then, during thge consul-
tation people began to realize that change could occur. They
began to think about possible alternatives{ During the time the
consultant was present he served as a referee. Now things have
been s_11pping back somevyhat.

“On ‘an administrative level there tends to be covering up.
Things-slip by. There is a'tendency to ignore problemg and ta d
things that would have been dealt with while the consultants were
here.. The program aff and administrative staff meetings still
function well. '

ith the consultants have helped people who
then, because there is now a list of

“re sponsibilities available--new personnel’ practices, de scr1pt10ns
and a checklist of emergency, medical and fire procedures. Many
new programs have come out of SDTC. ’

The negotiations A

»

’ Théy felt that the increased pressures from the outside were
made more acceptable because the consultant had prepared.the
staff for them. For example, responses to affirmative action and
goal-setting procedures were more constructive, they felt,

-

~ because their consultant had helped them consider these matters. .

At the beginning the consultants were threatening because all
self-examination is threatening. They thought the consultants ¥
would have the answers but soon found out that was not the way .

it would be.

-

. : |
In Scott Unit there are subunit meetings away from the

agency every 3 months. These meetings deal with self-
disclosure and other organizational matters. They felt that the
administration needs this’too, ahd there must be some way to
puild it in. They felt that concerning themselves with self-
disclosure and world views of the staff involved a lot of
difficulties and was quite threatening. On the other hand, the
diversity of world views among the staff is useful on a social
level with the ch11,dren On the treatment level, though, ‘it might
‘bécome ‘quite confusing.

A
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k. Interview with Persoh E--Important Events Recalled

. She felt that the consultant seemed to 're-sist consulting
. with social workers. Many changes resulted from the
. - . consultant's efforts, however. She and the staff now were
) involved in intake procedures from the beginning. Intake’
screening initially begins with the intake coordinator and goes -
to the psychiatrist, then to the particular placement unit that
might be involved with the child. If that unit is unwilling to
- , . accept placement, then the child is referred to another unit.:
. : I Philosophically this was excellent. Formerly parents and the
- unit staff got togetlier in the beginning, but this involved a lot
more work and dé§cussion, makin& intake decisions a more pro-
tracted and slow process. Now there are an endless number of
visits. Rejection of the child is more overwhelmmg for the
parents Thqkdo try to suggest alternative 1nst1tut1ons

& She felt that the program sta‘ff meet1ng§ are a sxgn1f1cant '
. innovation and permit a better flow~of COmmumcation She

. pointed out that social workers nowl go oh field trips and attend

. » meetings away from LCCH.

Mw‘iew with Person F--Important Events Recalled

€ . I sﬁoke with Person F because he had been present at LCCH
during the consultation but was not involved directly with"any of
the consultant's efforts. Iwas interested in_seging what he con-
sidered to be significant events and changes durmg the consulta~
tion period. He felt that starting occupationa]l therapy was a
focal point, one in which coordinated effort by the teachers and by
the unit staff paid off. They were now working more with each

~individual child. 'In addition, there were more cpeducational

" agctivities and sharing. Generally, communications were '
improved and people from cottages came to school more often as
observers and partlc1pants

-

m- ‘Additional Questions
d
ey
(n addition to the three basic questions (recall of all
_changes at LCCH since August, 1972, how they came about,

and what were the results) which formed the core of the
interviews, I directed the folldwing three. questions to the
interviewees. :

(1) Which of those changes do you think was the most important
or the most useful?
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Executive. Director--Most important one-time event was the
goal<planning consultant’® sjre sentation. He was at the right
place at the right time. On a longer-term basis, he felt that
. the ongoing relation with the consultant was the most impor-

tant event. He felt the consultant "didn't make it easy” and.

_ at times he was a "gadfly"--a "young, impatient M.B.A."

- But the executive director admired and respected his intelli-
gence and honesty. _- -

- Person A--The clarification of roles and responsibilities,

where clarification meant that there were agreements and

. freedom to implement and to receive support in the i"mplemen—v
tation. This made action poss1b1e and the actions allowed
other changes at LCCH to’'come to fruition. !

Member of' the Board of Trustees--The most significant event
was the exercise with the board of directors.

-

( ’ « Person B--Most important event was the negotiation between
- the executive director and associate director. The executive
directog is now concermned with external matters and the '
assoclate director is concemed w1th programs ‘in the 1nst1tu-
‘tion.

Person C--The consultant's help with the S%TC was most i
important because it generated a series of,; ,gpec1f1c changes '
and set in motion a procedure and a system throngh which
change could continue.
- A N
}’/' R Person D--There were two "most important changé.::,r. " One
' was the creation of a goal and task orientation which in turn
led to evaluation, procedural changes, and changes in ,
jreatment plan. The other was the attempt at unification of
overall ph1losophy
Social Workers—-The social workers are now part of the
. program staff. Their input is requested and they are no
. longer.the last ones to know about changes. ‘ o
r ¥
Unit Coordinat“Ors——They felt the role clarifications were
, most important because they led, in turn, to attitude changes
_ ) and a more comfortable and trusting basis for communication.

~

Person E--The change in the intake procedures affected her
the most strongly !




(2) Using.a scale where-a score of 100 would bé an absolutely
perfect situation and zero would indicate a disastrous failure,
(worse than merely closing down), would you tell how you
would rate the general situation here now? What §ould you
rate the way it was in August, 19727 o

L

Now , Then
) 80 45
85 45
85 . . 85
75 -~ 60
80, 30
60 40
85 | 75
80 70
8g - 78
80 e .70
. 87 . 3
» (Mean = 80.5) (Mean = 61)
N =11 © N'=11

(3) Can you tell me somg of-the things that the consultant might

. have done here or done differently? Can you tell me some
of the things that LCCH should have done differently with
the consultant? What is the best thing that LCCH and the
consultant accomplished? (Agk only if question (1) does
not give a clear answer related to consultation.) ] '

Executive Director --He liked the way that they got into the
consultation, but it scared them. It took two staff meetings
following the consultant's first report to get things straight-
ened out. The consultant's impatience was further evidenced
in his workshop with the board. The executive director felt
the staff was more nearly ready than the board was. There
was not enough time for the board to go through the processes
. necessary for preparation. Also, there was initial involve-
ment but not enough time for follow-up. :
. +

~—Person A--Person A came into his position during the consulta-
tion, He had more anxiety than he was willing to admit to a
consultant. He found he felt angry because the consultant
didn't recognize it. He wished the consultant had been more
aggressive in his assistance. In addition, he felt that some
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v g . of the unit supervisors could have used '‘more assistance on
personnel management, hirin d firing, and staff recruit-
ment. He felt that, _ovefall,{ thi consultation was a good
.experience. ‘ N

-

Member of the Board of Trustees--He was not sure what the -
consultant was about. His aims ‘and purposes weré not clear.
He w1shed, at the terminat10n of the consultation, that there
had been an opportunity for*one-to-one terminal interviews
and reports.

Persons B, C,,;& D--One liked the consultant s direct and
warm style and would 1ik& him to come back in about a year
and give an-evaluation. Another would have liked tothave had
‘the whole community involvéd in exercises on communica- .
tion and self-disclosure. The consultant was a hard-driving
_ ‘guy. At the start people wondered what he was doing here.
. . When challenged on this the consultant did step back and
‘ ‘ listen. The last person wished the consultant had found
~ ) . . a vehicle to work with line staff which was more significant
S ' than self-disclogure. An item such as life philosophy would
' . ' haye been better. The other consultant (JH) didn't have much
' . - impact. He felt that she had a lot to offer and- LCCH did not
. . get it. "He had hoped for more openness in management than
* has developed. In some ways they are back where they
started and in others, there is .a't n?g understanding. The goal

-

of reduction in unit isolation was not achieved. Negotiations
did not lead to improved compmunication. Special interest
blocks still existed and there was lack of a "We're in this
togethef" feeling. The intcrviewee wished there hdd been
more consultation on management skills or assistance in
getting at the administration's communication problems.

Management by objectives was goochP rhaps the consultant
took on too much at once. The work with the board of
directors came at too late a date. The paper looked good but

; the result was unsatisfactory. He wished the agency were !
| less quick to pick up ideas without looking at them. There is
| a tendency to involve others in one's pPoaction. At times

} . ) attempting to outguess the needs for proaction generates

| needless anxiety in others.

- Social Workers——Consultant s emphasis was on administra-
tion, not treatment. They wish he had spent more time
meeting with social workers, but this wasn't structured into
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' items about which I wanted to form &n opinign. The items listed below

the conSu_ltént's system'.. They felt that the wofk_ on self--
disclosure in the girls' treatment unit was very good. They s
would have liked him to follow ,up on it. ) T

Unit Coordinators--They wished that the cpnsultant had been

N . more ‘involved in units and at treatment team meetings. There

was some carry over but more would have helped. Since the
unit staff hadn‘t seen the whole process and hadn’t been .
involved in it, they weren't as ihterested in negotiating.

b{‘.‘

There was "a meés of a meeting" on finances with no real
Eagendg. Everyone assumed something different about the
meeting. They were unsure of the consultant's role. They
wished that things had been more spelled out then. .
Person E--She wished LCCH had followed thréugh more on
. the negotiations. For example,-the intake coodrdinator's
position is still ambiguous. However, staff development
is continuing. The agency has been preoccupied with
CHAMPUS funding which has kept. it from following up on the
consultant's actions as much as it would like. . ‘ &

Report of Issues of A Priqri Interest

»~

. Besides the questions I asked each interviewee, I had a list of

were formu],ated as questions directed to myself. Sometimes I would be « o
able to answer the questions “without asking anyone additional ques-

tions; other times I would ‘ask certain questions designed to help me

answer my question. Thus, the following are my impressions of the
" best available "consensus" answers to the following questions:

Does the board make @xternal policy decisions now? It does, to
.some extent, because of pressures from outside.

Are there different modes of participating as board members?
Only insofar as different committees utilize different specialties or
different areas of competence.

~

( Is there any change in the executive director-board interaction?
No significant imm®diate changes. The revision of the committee
structure™may result in different interactions as time goes’by.

Did responsibility allocation work out? Did it match with

authority? Is accou'ntgbility suitable for LCCH? Responsil!il'ity -
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allocation had worked out fairly well but there is some indication that,

things may be sliding back to the way they were before consultation.

In most cases, résponsibility and authority are matched. Deviations

from this are noted in this report. It is not yet clear whether the |
 accountability is suitablé for LCCH although they seem to be utilizing
. - .Jnanagement-by-objectives with great enthusiasm. : .

Has LCCH used an organizational consultant since July '73? No.
However, the SDTC has instituted a series of presentations dealing
with treatment as well as minagement problems. During the summer
most of these presentations dealt with developing skills related to
the technology of child care rather than with skills which related to
more effective management practices.

Are conscious "contracts" made? "Contract" was the consultant's
v label for formal agreements--as in Adam Smith's spcia,l contract. Con-
B tracts are sometimes made between children and child%care staff but
o are not a popular conceptual category at LCCH.

Is there any reunification of personal and professional identity
. through self-disclosure? Althdugh the work on self-disclosure seemed
to be 'most successful with the girls' community'treatment unit, even
h those others who talked somewhat disbaraginglx;about this work struck
me as being quite open in disclosing the nature of their feelings to me.

o

Are there any changes in goal setting procedures? Very definitely
yes. The whole insYitution is at work using goal setting now, not
only in treatment but in management as well.

"\ v

¥ Have there been any in-service technical training or seminars
since last summer? Yes. These are presented by the SDTC on a reg-
ular basis. For example, there have been presentations on occupa-
tional therapy, parenting, goal setting, crafts, and exercise. ’

B o .. Isthe commit{ee to implement goal planning still functioning?
The program staff meetings accomplish gdal planning now.

Is there any unification of outlook within treatment teams? There
“ is some unification apparent within certain units, and, sirrce child
care staff tend to select the units in which they work, ona long-term
basis I would expect this tena’ency to continue' There is no overt . =~
plan involved in- this unification - . : ~ '

- - Do. 1nd1v1dua.ls know what their own {csmologies are? There is .
- "no sign of any great attention being paid\to world views or cosmolog-"
_ies on an organized basis.

) | -40- |
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Are there meetings of the teams when different teams' results are
reported? Yes...this can take place in program staff meetings, but
I didn't observe any Qrganized structured arena for these presentations.

Surr'xmar_y , C .

The composite response of those interviewed was that the consul-
tation had been a constructive and productive experience. The '
prevailing attitude (at least on the part of management) was not that
revolutionary changes had taken place, .but that LCCH had been in
good shape at the beginning of the consultation and that the consul-
tation process, for the most part, bolstered these strengths. )

In ma‘ny cases, the cpnsultant was eﬁcplicitly credited with
improvements reported. These include the creation of a psychiatric
review system; better liaison between management_and opera'tional
staff; restructuring the board in ways that made it more accessible to
the staff: clarification of goals and roles; introduction of management
by objectives; generally improved communication; good use of outside
resources (particularly the goal-setting demonstration); sharpened
focus on each child and his treatment with early involvement of
families in family therapy; the emergence of an active and useful
Staff Development and.Training Committee; and "a stimulus to create
useful ahxiety and thus an opportunity for a new look." The consul-
tant "set in motion a procedure and a system through which change
could continue.” . -

Some slippage was reported in the progress which had been
achieved in defining role and function (the target for a specific exer-
cise in negetiation), but the general feeling was that many Q&the
year's gains woufd hold. =

\

All persons interviewed were asked to rate the general situation at

.LCCH on a scale of 0-100, as of August, 1972, and again as of the
time of the evaluation. The mean score for the earlier data was 61

and for the more recent data, 80.5--a statistically significant differ-
ence.. These ratings came from a total of 11 res[ohdents.

-

D. What-Is Suqgesied by the Before-and-After Questionnaire Responses

“(BDF-ISSQ) \ '

@

Below, in tabular computer printout form (Table 2) are the reszohses .

of the staff at LCCH to the 40 items in the BDF administered in 1972 com-
pared with staff responses to those same items on the ISSQ in 1973. At
the end of this listing, are total\cores for thd LCCH T¥aff on the 1972

~ BDF compared with the 1973 ISSQ. [

-

L
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The second section of Table 2 (NEW ITEMS) lists the responses of
the staff at LCCH to new items on the ISSQ which were not included in the
BDF. At the end of this section, are the total scores for the institution’s
staff on the 40 new items, exclusive to the ISSQ. In_/aﬂdition; total
scores for the staff on all 80 ISSQ items are given.

, ~ First, to discuss how the table is to be read: Let us take item #1
among the 40 old items, "Quality of intake procedures..." Out of a total ’
number (N=50) of respondents from LCCH on the 1973 I1SSQ, 2% rated LCCH
.on this item as 2 (Fair); 32% gave a rating of 3 (Satisfactory); 48% gave a
rating of 4 (Good); 18% gave a rating of 5 (Excellent). And so for each
item. The 1972 responses to the BDF for those questions are listed imme-
diately below the ISSQ responses and are to be read in exactly the same
way. : ' :

On an overall basis, 16.35% of the respondents from LCCH gave their
institution a mean rating of 5 (Excellent) on these 40 ISSQ items, compared
with 13.98% for the BDF in 1972--a gain of 2.37%. With regard to specific
items, most things looked better but some showed a decline in 1973 com-
pared witRel972 at LCCH. For example, on item 42 [Adequacy of feedback

- to staff, rents, and (where feasible) each child concerning ev1dence of
progress toward treatment goals] the mean response in 1973 on the ISSQ
“ was 3.88; in 1972 the mean response was 3. 14--a gain of .74 on a scale of
five. On the other hand, for item 59 (Dependablhty of funding) the 1973 |
mean response was 3.28, whereas it was 3.93 in 1972--a loss of .65. 4
Similar analyses can be made for each of the other items, and for each g
response rating within an item. At Lakecrest,. only 14 items (4, 5, 14, )
15, 16, 17,.46, 50, 59, 61, 62, 68, 70, 76) out of the 40 comparable ?
4
1
|
4
|
l

r items received a higher score in 1972 compared with 1973. The mean score
of the LCCH respondents- for the entire 80 items on the ISSQ was 3.61
(p.-4, Table 2). Direct comparison with the mean total score on the BDF
is problematlc because 40 items on the BDF were changed--although all
items on both the BDF and the ISSQ represent features of a children's resi-
dential center that have consensual support as being important and
desirable. For the 40 items on which direct comparison can be made, the”
mean on the 1972 BDF was 3.51 compared w1th the mean on the ISSQ of
3.63~-an’insignificdht dlfference 5

L)

. A more detalled analysis of responses on the ISSQ has been sent in a
separate letter to each institution that turned in their data for this study. TR

, Perhaps the most valuable use that an institution can make of detailed ;
! - analysis of responses that HIRI offers to furnish might be through staff
~ participation in problem and opportunity identification coupled with

problem-solving efforts. Aside from scores on individual items, analyses

can be made of response differences in relation to age.groups, male-female,

o
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treatment staff compared with support staff within the given institution,
. and comparisons between each institution and the overall mean scores
for all other institutions that respo"r'!ded to the ISSQ. '

¥

E. A Commentary by Edward M. Glaser, PhD, PrOJect Director, on the
LCCH Consulting Intervention

The HIRI consultant, Mr. RQBe{rt Blinkenberg, noted at the beginning -
of his report that: T . ‘ -

In general, the agency, at the outset of consultation, seemed

to be running smoothly with a well qualified and productive

staff. The organization as a whole seemed healthy and free of
overt symptoms indicatirig any significant dysfunction. There
was low turnover, compensation was above average for the
profession, absenteeism was low, there was little counterpro-
ductive behavior, employees sgemed to identify with the organi- .
"zation, social integration was derately high, and the agency .
seeméd adaptable ' : T

Thus, the consultant entered into a system that respected itself for
valid reasons, thus was free enough of self-concern to give of itself--
to its clients and to its own continued development.

The consultant stated his orientatioh as follows:

N Consultatlon was based on the belief. that an organizatlon is-a
' learn1ng, developing system. This approach assumes that
- x organizations are capable of utilizing outside resources to
effect immediate internal operating improvements as well as to
effect long-term improvements in their capability to cope with
and adapt to a changing enviromment.

Theri, riaturally building upon his own type of training experience
background, his planned intervention followed an outline of (1) operation
and analysis {diagnosis), (2) assessment, (3) planning, (4) action,

(5) evaluation. A special emphasis of this particular consultant was on

negotiating working "contracts" with the institution, whereby goals were

initially set, priorities determined and decisions made about resource

allocation. The action phase began once the"'contracts" were negotiated.
. N

This emphasis on establishing " contracts" might work well for this '
particular consultant because it is his natural style For some other

" consultants it might get in the way of establishing a trustful, easy
relationship; it'might prove over-rigid and over-"legalistic."

The diagnostic phasc (described on pp. 18-19)proved very valuable.
It surfaced a number of important problems‘for the staff -and consultant to

, 47—, |
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examine together.. The assessmerit phase, using HIRI's Baseline Data.
Form, added depth to problem-opportunity identification. The. planning
resulted in a series of "contracts" that represented agreement between
staff and consultant regarding the problems/opportunities they]would
work on. The action phase was divided int6 (a) workshops, exercises,
“contracts" with individuals, and problem-solving meetings; (b) the
process of the relationship between the consultant and the 1nst1tut on
staff

While the consultant was perceived by several persons on the LCCH
staff as being impatient, coming on alm¢st like "gangbusters" at times,
.he nevertheless was trusted and ré"spect d as a completely sincere,
friendly, knowledgeable and very bright person who warmly identified-with
the desire of the client organization to improve itself. That kind of
personal relationship provides a context in\which given idiosyncracies
of behavioral style can be accepted in a sp"irgc of affirming good will
: rather than negating resistance :

The responses from interviewees reported by the independent evalu- '
ator, plus his summary of the composite response of those interviewed,
make a further commentary on my part largely unnecessary. I would add
only that LCCH was very able to profit from the stimulation of the con-
‘sultation because (1) it had full support and active participation by a
nondefensive director, (2)the staff was ready and willing to consider
ideas for improvement because they already were éngaged in constructive
developmental ferment before HIRI began to consult with them. Thus,
the environmental soil was favorable to receive, without a feeling of
threat or resistance, the consultant's opening suggestion of a diagnostic
" phase, which assumed that even a healthy organization--or any human
organization on this side of Paradise--can be better, despite a relatively
superior batting average. This diagnosis uncovered many problems and
opportunities which the staff felt important, and which they then wanted
to work on. If the soil had not been favorable, then, like a good gardener
(to carry the analogy with the soil), a first task would be to work on
development of needed soil conditions before attempting to undertake
certain kinds. of planting. ’

Another kind of commentary which seems appropriate to include here
is one offered by a social worker on the LCCH staff almost a year after
termination of the consulting intervention. This follows as Appendix 1.
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APPENDIX 1

' Comments on the HIRI Consultation Impact
Made at the California Association of Children's Residential Centers Meeting

At a California Association of Children's Residential Centers (CACRC)
meeting in San Diego on May 29, 1974, LCCH and Red Rock staff gave a
- report and evaluation of the HIRI consultation impact to the CACRC member-
ship (representatives from 58 institutions). The following comments made by
one of the. social workers on the LCCH staff were transcribed (with minor
editing for clarity) from a recording of the meeting.

There have been a number of payoffs to the agency from .HIRI's stimula-
~ tion of us toward goal planning for each child/, a team approach, and
objectives-setting. ® o

In terms of the client, the crucial thing is the client is getting better
service. I think that just in the families I'm serving I see that a
change in the team's approach rubs off onto the kids and their families.
‘'They are being served by 'a more energetic and responsive enthusiastic
group of people who generally feel that what they are doing counts. It's
not like we are spinning our wheels and ‘not getting anywhere--we do see
"results. We've had to define what we want in different ways; in terms of
what we want, we are getting more of it. The treatment focus is more
specific, and it takes 1nto account the realistic 11m1tations of the family
systems -

“I'11 give you an example. Two years ago a child came in and the first
report that was written after the staffing was titled Treatment Planning
Recommendations which had at the conclusion a rather lengthy summary
of where the child was seen in terms of trgatment: (1) continue to offer
him treatment, (2) continue present medication, and (3) continue trying
to establish meaningful relationships. o
What we have now is more specific. We have a number of goals, and

~+ I'm just citing one--the one that dovetails with continued trying to
establish relationships. We've broken it down into a concern, a goal,
a method, and an indicator. You can use your indicator as a predictive
tool to help the family, and feel that you are more in control of what's
happening or what might happen. The worst thing that can happen is
that you're wrong, and if you're wrong it doesn't matter that much
because you move on to another goal, and \figure out why you were
wrong .

A final payoff to the client is that our statistics show that time required
for care has decreased. In 1965, length of care was 30 months at the ﬁ
Children's Home. In 1969, it'was down to 20 months; in 1970, it.was

' - ,
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down to 15 months. In the last fiscal year, it was down to 10.7 months.’
I don't know exactly how the treatment is related to management by
ohjectives--but it's in there, and my hunch is that MBO has a’lot to do-
with our decrease in needed length of care because it provides a clearer
idea about when you've reached maximum effectivene ds. The point at
which treatment is no longer really beneficial is clearer now to all
concermed.. Instead of staff feeling an investment in the child and,
therefore, being hesitant to release him because he's really not quite .
ready, you have more objective criteria for discharge. A third payoff

is service to the community. If it's really true that the length of stay
is decreasing, then naturally you are able to serve more children in

the community; and even though the cost of the other care is going up,
your total treatment cost is actually going down in these gases. Also,
in terms of linkage to other agencies, you can be more helpful to other
agencies in terms of referrals in that you have a better idea of when
you're specific about what you really are providing, and vice-versa
When you send a kid out, you can be more specific in helping the
recipient agency understand what Johnny's problems are.

I'd like to take a second to stress some of the commonly expressed
concems about moving into this type operation of goal-orientation. One
is that you are less free-wheeling, spontaneous; autonomous--you
can't do your own thing. Yes, that's true in g way,, but also you are
more effective in the end to focus on what you really want todo. A
second frequently expressed concern is that you may be forced to
establish goals which are either empty or have no therapeutic value.

Or you are becoming another welfare department. Or you just have to
come up with some garbage. An answer to that is that there are good \
goals and there are bad goals. You have a choice of what you want

to set out to accomplish. A third frequently expressed concerm is you
are forced to feel that behavior, rather than attitudes is the most
important thing to focus on. That is, you are forced into a behavior-
modification system, whether:you want to operate that way or not. Some
of you, I know, do that out bf choice and others have other theories

or treatment modalities. Ydu'are not forced into any treatment modality
other than what you want. All you have to do is be more specifid about
what you are tryjing to accomplish. The behavioral changes offer the
first sign that something underlying is changing, that's true. Another
concem is "1984" (bringing on of)--any time you become more mechan-
ized, vou run the risk of putting people in slots. Actually to my
surprise and great relief, I find the oppesite. We are forced to
individualize, and the goals we set and the approaches we are trying

to take depend solely on the actual material, the actual things that

" are happening with each child. A fifth concern is that atcountability
means less autonomy. To that, I might answer yes and no. There's
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more interdependence and specialization when you're working better
together as a team, but this can also mean a lot more freedom, 'a

lot more relief that what is said is what we want to get done and is
-actually what gets done. To be sure, making any change such as a
move in the direction of goal planning involves taking a risk. A ‘sixth
contention is that when you are forced to commit your ideas to paper you
lose the "feel" of what's going on. I think, to an extent, that's true
because when you are specific you'have to be selective which means
you ‘have to exclude certain material, but I think the total picture is
still there. You can express all that you are doing--selecting out
consciously those matters whith you are attempting to change at a
particular time. Another concern is that of "sticking your neck out"--
in other words, how can you know what might happen to Johnny 3

to 6 months from now. The answer, obviously, is that you don't. i
But by setting a goal you are not stating that you guarantee that Johnny
will be less withdrawn; you are simply hoping that this will happen and
devising specific methods which you hope will work. It may or may
not. However, what you're doing is setting up working hypotheses, and
it's not a simple matter of dealing with black or white.




APPENDIX 2 - SN

ACTIVITY REPORT #9 - LAKECREST CHILDREN'S HOME .
Bob Blinkenberg October 9, 1972 . )

Names and Iob.Tit«les

A, Executive Director .
B, Assoclate Executive Director* ’ : . -
C, Unit Coordinator ' :
D, Intake Coordinator
E, Social Worker and Unit Supervisor
F, Community Development Worker- ‘
-G, Unit Supervisor. : . ‘ r
H, Unit Coordinator '
X, Unit Supervisor

Plus an assortment of these 1ﬁd1v1duals and many other
(total of 20) in a later meeting.

* a recent (Oct. 9) promotion.
A
’\ Activity Description

134

. % On Monday morning Jean and I attended the administrative conference.
This conference had on its agenda: (1) feedback on the CACRC meeting in SF;
(2) review of research project; (3) agency security; and (4) staff development
program.

On Monday aftemoon we held our feedback and discussion meeting. The
announced intentions of this meeting were to verify or deny our feedback and
begin to constructively respond to any concomitant dissatisfaction. .-

Information Gathered - .

In the administrative staff conference the first topic taken up was thé
staff development program. This program is the brain child of X and 1s ~
1no focus on improving the capability and effectiveness of the insti-
tutionvs staff.

~

* X described and reviewed the progress of the program to date--a surprise

for us! He: (1) had obtained a list of their greatest agency-~oriented concerns .

from each administrative staff member; (2) had listed all of these in a single
compilation; and (3) then requested each administrative staff member (again)
to rank the 15 nfost important concems from the overall list. In the meeting
X reported the results. The highest ranked (greatly outranking the rest of the
items) were the clustered items of: (1) treatment of children; (2) communica-

) tion: and (3) cultural "diversity."”
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-

| After this report the discuséion properly turned toward deciding what to do
from here. At this point Jean'and I, consistent with our announced advance
into the action phase, began to play our active, questioning role. '

X's suggestion was that the exercise be repeated for the entire staff as had
been done Withagmigistggtiye' staff. Much discussion ensued with mysélf
Jean and X que stioning the underlying or implied posture. X was not parti-
cularly defensive and the discus sion'was most constructive

. The,discussion continued with the question of what X or whoever would
do if: (1) the results were the same; or_(2) if they were different. It was -
“agreed that a verification was whdt was really being sought; no one was’
- expecting markedly new inputs. Iremarked that this attitude encouraged
continuation -of a feeling of separation between the administration and the
rest of the staff. This was to'ssed around and tentatively adr{gtted .

The staff was about to drop the question, having gotten agreement to
pursue it roughly as X had planned when I intervened. I pointed out how X's
program and ours had at least overlapping objectives and we should talk about
the match and/or possible conflict I further pointed out that even if two \
programs had similar objectives but were on different schedules, conflict
could result.

I then described our schedule and emphasized that our intentions were to
deal with some problems hopefully to the point of initiating resolving efforts
that very afternoon.

I also pointed out that the data we had collected through our interviews
could easily serve as verifying data (from the entire staff) for the data which
X had collected separately from the administrative staff. ‘A lengthy discus-
sion ensued.

Finally the whole subject was opened up of what were we doing or going
to be doing there anyway. The stafﬂ happily took this as an opportunity to
test the relationship There were questions of what is a "contract"; were
these going to be private or manipulbtive, who were we working for; weren't .
we preempting some management prerogative s; did we really expect to get
so actively involved. It all seemed a very timely discussion because
everyone chimed in, including A, and had questions. “

We tried to explain that contrad:t‘ meant simply a mutual agreement; we
would only undertake to help individiuals or groups cope bétter with their
environment, not manipulatively change it; we had no authority as such; we
would only help where asked; we were working for the whole organization;
and, yes, we really expected to be actively involved (as made evident by
that very meeting)-

00
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”

This discussion cleared up a lot of vagueness if not real misunderstand—.
ing. We were left with a lack of complete certainty on how attractive this left
us but at least any further progress was now g01ng to be based on accurate
perceptions :

The discussion concluded by X requesting that we .go ahead with the . N
meeting but not progress too far with "contract making" with the staff--this
request gained general concurrence and we accepted it completely. i

L P C e

The final topic was agency security and was used to gently disengage
_from the preceding discussion as well as focus on the immediate topic. This
‘was well handled by A and ‘seemed most useful (rather than just dramatically
breaking up at the close of our previous discussion) o

" The afternoon me_eting began with A requesting me to open it with a state-

ment of purpose. I replied that we were assembled to discuss, amplify, wverify,
deny ‘and/or generally focus on the written feedback. I checked with the staff
and all but three had had previous chancé to go over it. Jean added a few
comments. A added a few comments. All was quiet. .

Then happily, the dam burst. We started b‘y' answering a féw que tions of
clarification on the persornel practices topic and there launched a ful’ scale
assault on topic 1--cost/quality of care.

There ensued a good exchange of information, feelings, etc. The staff
dealt with this topic without our assistance. We semi-deliberately let them
warm up. At onepoint I whispered a caution to’A that for our purposes he ‘was

" leading the meeting too much. He concurred ‘and refrained. X

The subject of cost awareness came up and the idea of unit-defined cost
centers was proposed. B submitted that Lhis proposal was already under review
and promised to hustle it along and keep the staff advised. I think he also
realized that they wanted and needed to be a part of the review and have a part
in the decision making. Real progress. The discussion proceeded from abstract
conceptualizing to concrete, constructive suggestions.

They then, in order, dealt with the staff changes topic. This was .super
current. A had not yet officially announced B's promotion to R's job. He,
in fact, had said it must walit for review by the minority staff (unofficial) .
committee. The staff and I kept challenging him, as did a minority staff
member who has been active on the "committee," as to why it had to wait. ¢
*They were ¢nly to be a rubber stamp and didn't like it. A finally agreed and
in fact announced right there that the promotion was immediately effective.
There was a delightful reaction!

wr

‘There was also clarification of just what A's meeting with the "minority
committee" was for--to approve some policy suggestions relating to LCCHA's
affirmative action program, specifically what positions were grouped together
- for purposes of computing the parity situation.
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After continued discussion which I cannot adequately capture, the tempo

slowed and I sensed closure. I tested this and asked for their reactions. We

- got a few questions (again) on where we stood (Are you in administration? No.
Are you only going to work within the administration building/staff? No. ). The
reaction firlally shared was quite positive and they wanted to continue (having '
covered less than half the topics) and we arranged to meet same time on/
Monday the 16th (hence the two day v151t next week to include the annual
_Board meeting on the 17th).

T
9

I also got a fun ¢comment from one of the bést looking girls on the premises,
a blonde social worker--"I think you have a very attractive service, and I'd
like to s€e you in the unit...” All I could do was giggle. I did however, after
adjournment, close the loop and thank her for being the first to suggest any
' continuing "contract” and pointed out that those kinds of requests were just. -~
what we were waitmg for and needed so vitally.
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- ! RED ROCK

‘A. Summary Description of the Institution

: Red Rock was founded 60 years ago as an orphanage and has evolved

4 quickly over the past 10 years into a residential treatment |center for

children. The home is a nonprofit nonsectarian organization operated

by a ‘church denomination. It is governed by a board of directors consist-

1$ng of 24 members. The annual budget for the agency is approximately
500,000.

‘Red Rock has spemahzed in younger children, boys and girls aged 8
to 13, without overt ‘physical or mental disabilities. Many of the children
come from unfortunate home environments, and have develioped emotional
and behavioral characteristics which have led to their rejection by the
natural famlly, foster families, and public schools. Average residency is
40 children in four cottages on the agency's main campus, six boys in a “
prototype satellite home in a nearby community, and six girls in a recently
. -~ opened, similar satellite home. Children are accepted through county and

- private placement. .

The task of Red Rock is to provide the personal, social, and educational
development‘ necessary for the child to return to a family environment. The
staff also works to prepare the environment into which the child will go, by

: prov1d1ng therapeutlc services to parents, developing foster parents, or
seeking adoptlve families for the children. Although most of the children
" attend local 01ty schools, special educational programs on campus-.
, provide intensive help for those who cannot yet succeed in the public
school program . : -

-

B. What the Consultant Thought He Was Trying to Do at Red Rock

The following statement of objectives, perceptions and strategies of
consultation was prepared by the HIRI consultant to this particular institu-.
tion, Thomas Hallam, M.B.A., and candidate for PhD in the Graduate
School of Management UCLA. . ‘
) 1. 'Overview
Jn August, 1972 the physical environment of Red Rock struck me
as belng old and poor-looking. Situated on ten hilly acres in an old
‘res1dent1a area, the main buildings did not hide their 60 years
of serv1ce as children's residences. The grounds and buildings were
neat and clean, but the &ffects of*many years of minimum budget for
) maintenance and improvements were evident. In all, however, the
/ ..campus had g warmth and comfort about it. I found the staff to be a

[N

Iy
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youthful, noisy, very ca sually clad group pursulng their activities with -
refreshing energy.

. Red Rock was doing a satisfactory job in the residential treatment
of children. It was very well thought of by others in the field, and wa Js,
facing no present or foreseeable crises. The organization had its share
of problems, and was coping with them 'The most ixnportant character-
istic I found was a strong feeling on the part of staff at all levels from
child care workers to the executive director, that they were capable of ~;
doing a much better job and were clearly dissatisfied with their current
level of functioning. ' =

RS
= .

The expressions of dissatisfaction were different in the different
working groups, but it later became evident that the dissatisfactions
were basically the same. The executive director felt that the center
had progressed through 10—year cycles of major change, stabilization,
growing dissatisfaction, and then another major change, and that the.
dissatisfaction was beginning to peak. Social workers felt that the -
center was overemphasizing the physical and custodial care of children
as evidenced by the isolated, weak organizational position of the
social workers. Child care workers believed that too much of the
center's limited resources were being expended on administrative

'matters, to the detriment of thg cottage program.

- This was certainly an opportune time to begin the organizational
consultation. Because of this common belief that Red Rock could be
better and a willingness to change, the staff was very receptive to the
program of organizational renewal I presented over the year.

.

When I began the consultation, my relevant experience had consisted
of approximatély a year of providing organizational consultation to
working groups in a major manufacturing COmpany. I was working
< actively ona PhD in management, with cognates in behavioral science
and ch11d development

. The theoretical perspective with which I apprbached this consul-

‘ tation is called the systems approach, or open systems theory, or an -
organismic model. In overview, it requires that the organization
discover its central identity or mission in relationto its environment __ .
and that it then structure itself and employ.its resouices to effectively
perform that mission. The focus of change is on the organization as

a whole, and not directly on individuals. The most important goal of
such consultation is for the staff to acquire the perspective necessary
to see themselves as a working system with considerable freedom to
be and do the best that their collective capacities can create. This
kind of learning fosters not only a current reorganization for improved




1Y

| effectlveness but 'more unportantl process of continual self—revie
w /7(d revision to meet constantly ch 1ng conditions.

2. ,The Year s Experience

Tlie pace of the consultation, about 3 days each-month, was
fairly constant throughou he year. The first 2 months wer spent -
getting oriented, meeting the staff, and observing many of/the func-
tions of the center. The next 3 months began with some Shaky inter-
ventions and ended with a well defined focus and objective for the
remainder of the consultation. The final .6 months were dedicated to
developing and 1mplement1ng a model treatment prog}'/am as the central
mission of Red Rock. %

@

o
«

3. . Orientation and Observation o : .

Tﬁrough a series of individual and group interviews, and by observ--
- . ing a number of the meetings that make up the Red Rock routine, I met
~+ and talked with almost all of the staff and began to get some feel for
Red Rock as a functlomng orgamzatlon -
4 /S
In introducing myself and the project to the staff, I told them I
would be with the center for @ year and that I was interested in finding
- ways to improve the effectiveness of Red Rock as & children’s residen-
tial center (CRC). My reception among the various groups ranged from
g neutral to quite positive. '

1 The schedule of the.re search_project'allowed me the luxury of a

N gradual, low-pressure introduction to the staff, and this became a

' 'valuable asset later in the consultation -During the early weeks of the
:/ _ consultation I truly had no personal agenda as I observed the organiza-
/ tion in action, and I believe that this conveyed to the staff my respect
] for the job they were currently doing as well as my interest in leagning
from them before attempting to teach them.

The orientation and observition phase of the consultation came to, ,
a close with a plan (developed by me) for the remainder of the year.
This plan, presented as Figure I, proposed a focus first on one of the
. treatment teams (Jr. Boys) for the purpose of developing it inte a model N
'to be used in the later redesign of the entire agency program. Concur- i
rent with the Junior Boys program, I would be working to design and ‘
implement a more effective administrative, organization. This thrust-
reflected a desire on the part of the executive director for me to apply
‘my management background in a review of the center’s managemént
systems. After the Junior Boys and administrative programs, the plan
called for an integrated analysis and redeslgn of the entire organiza-
tion. -Finally, there would be a period,of future planning to provide for

the perpetuation of the progress made durlng the Consultation year.

P | "61" . ¢
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" accomplishment of this period in the consultation was to build a working -

The Initial Interventions ' : L
* 3

'Although I did not foresee the need for such a‘phase, the primary

relationship betWeen me and the staff. As I attempted to move from an
observing to a leading role.in, for example, the Junior Boys program I
found that the staff was not able or willing to provide the commitment

I needed. Departing from my plan, I found myself pursuing opportunities
for action wherever I could get the necessary commitment. This phase
of tnitial interventions ended after 3 months, when I discovered that
I had developed an identity in the organization that would support’ the R
kinds-of mterventlon activities I had Originally hoped to lead

The first major intervention series in this period was the Junior
Boys program. I asked them, as the pilot group for the planned consul-
tation program, to accept my help in defining the tasks.and processes
that constitute the basis of the team's purpose at Red Rock, in analyzing
the resources and constraints that affect the ‘accomplishment of the tasks
and processes, and in developing strategies for the use of resources
and the responses to constraints to optimize their performance of the
basic purpose. I knew that they did not fully understand what they were
agreeing to, and I found when I began working with them the next week
that I was not able to spark their enthusiasm for my grand plan. In
retrospect I can see ways in which I could have led the group more
effectively, but the important lesson for me was the need to provide-
for the needs of individuals and groups as well as the global organiza-
tion improvement strat'egy I met with them again in their weekly
meeting to restore my role of interested observer, but never again <
pursued the idea of a pilot program. )

As a part of the administrative thrust, I held a short seminar on
motivation with much of the professional and administrative staff. I
showed a film in which Frederick Herzberg presented his motivation
theory, and then we discussed the relevance of his theory to the staff -
and children at Red Rock. The discussion was certainly productive.

I think the event's greater importance was that it gave peo/gle some
clues to the areas of my interest and corqnpetenc“e.

Another activity during this period was one sugdested to me by our
project director. It involved meeting with a cross-section of adminis-
trative, prof\e’ssional, and child care staff and asking them individually
to suggest ways in which they would improve Red Rock as a children's
residential center without regard to cost or other constraints. The data
were valuable in our later planning for the remainder of the consultation,
and the process of conducting these structured discussions contributed
to the growth of my identity in the center.
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The period of initial interventions came to a close when I felt that

we had enough experience in the consultatlon to attempt a deliberate

plan for the remaining 6 months. This planning is the first-event in

the development and implementation of a model treatment prodgram.
5. The Development and Implementation of a Model Treatment Program-

The 6-month period comprising this .phase was really'the payoff o
of the consultation for me as well as for Red Rock. We put forth an
effort that succeeded in restructuring the center's treatment program™in
a way that reflected the staff's own best thinking, and we gave the .
consultation a théme and a purpese that made my role clear.

This consultation phase really began when I asked the executive
director and assistant director to pian our objectives for the remainder
of the consultation with me. /The outcome of this activity was a
realization that our central inrest was an improvement in the effec~
tiveness of child treatment at Red Rock. ‘We agreed to develop and
implement a treatment program based on individualized goal plans to
meet a current adminisxrative need and an imminent legal requirement-
for a program evaluation mechanism. The executive director and the

. assistant director agreed to allow the staff the freedom to design the
program a§ they wanted, withir the eonstraints of a provision for -
evaluation and‘compliance with the formal policies of-Red Rock.

o ', As this work 3 wag underway with the administration, i pursued the
idea of treatn‘rent goal planning with the social workers to see if it
were a.concept they could become committed to.’ They saw it as a .
formalization of something they had been using with several cases, .
and agreed to its adoption. Treatment goals were not the only way to
accompljsh the evaluation that we were seeking. Other CRCs have
developed different techniques, such as the Devereaux Child Behavior
Rating Scale, but the goal-planning method seemed to be more amenable
to the treatment modalities and child needs at Red Rock. It was
important that the staff, thrédgh the social workers, make this decision.

With the staff having agreed that goal planning would become the
central theme in the;treatment program, which would require significant
changes from current practice, and the administration defining the
bounds of freedom within which the staff could structure the program,
the groundwork for designing a brand new organization was set. [
assumed respénsibility for developing a process for accomplishing
the design, and in the resulting 1-day workshop we drafted the

s firsf cut at the new organization by defining new roles and responsibil-
ities for the staff. S
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The work of developing this first draft of the model treatment
program took the staff about a month. For the next-4 months the
consuwltation fOCused on continuing the development of the model and,
implementing it at Red Rock. After the first draft was generated, (
however, the staff began doing much of the work without me. I was
limited to spending about 1 day a week on the project, and I was )
delighted that to a large extent the energy to make progress was being
generated in the center. In addition, I was suddenly in the position of -
having to budget my time among the demands rather than having to seek

out opportunities to apply myself.. (This observation is very well docu-
mented by the independent evaluator s findings, pP. 80.) ’ /

-—

, ' I?hhe draft model the core of the treatment process was the tre@t—
ment

am, composed-of a social worker, a child:care .supervisor, -and the
child care staff. The child. care staff's special skill was seen to be
its ability to develop close relationships and mutual understapding
with the children. Complementary responsibilities were designed for
the supervisor and the social worker. The social worker was responsible
for the formulation of clear and reasonable treatment plans and the super-
visor was responsible for the child care staff's ability to facilitate the
child's progress toward the goals in his personal treatment plan. The _
plans and progress would be reviewed regularly by the assistant director,

.and such review would form the basis for his evaluation of the team's

performar}ce This is, of course, an overly simple summary of the
programdesign. .

One week after the workshop, one of the supervisors resigned
(for reasons unrelated to the design process, to accept a position he
had applied for months earlier). The staff viewed the vacancy created

by his departure as an opportunity to improve the design of the supervi-

sory levels of ffie treatment program, and created a new position of unit
supervisor. This new superwisory position differed from the old one in
that the new supervisor was also to perform the duties of child care
staff and was a member of onlly one team. The teamr, then, was
composed entirely of people actively working in the treatment of
children.:

Four weeks after the workshop, the staff devised a method for
selecting candidates for the new supervisory positions using criteria
based on the program model in an open process.

Seven weeks after the workshop, newly formed treatment plans
were in effect for many of the children, and the teams were reporting a

‘marked 1mprovement in their ability to make observable progress with

these children.

L
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Ten weeks: after the w'orkéhop,.the treatment plans and progress

| reviews were begun, with the review participants developing the basic

' formats for the treatnient records ahd the review. :

Fifteen weeks after the workshop, a team devised an‘e’xperimental‘
method for involving parents in the treatment process.. ‘Th,é"y developed
this process, within-the new design, as .a way to help them meet their,
responsibility for children's progress toward goails that would support
their successful return to their families. N

”At'this} point the program model was formalized in a working paper,
Figure II; The first sheet diagrams the reporting relationships ‘for the -
. four autonomous treatment teams, and the management structure of the - |
support services as well. The next two.sheets define the jobs in the :
treatment program in terms of the responsibilities they have accepted
: _ The last’sheet shows the schedule of standard meetings established to
o - : maintain the program. The working paper only represents the program
. as it had progressed through 4 months. Shortly after it had been
! issued, the social workers changed their assignments so each indi-
vidual would be the member of one team, a move intended to further
each team's working independence and to allow each sgocial worker to .
"~ build an identity with a team. :

- The last month of ‘the consultation was devoted to implementing a
L mechanism for an ongoing self-evaluation énd improvement process in
the treatment program, to allow for its continual.growth. This was
done by setting aside a day-long session for rev1ewing the progress j
. that Red Rock had made in the 6 months of the model treatment :
program and for planning future goals that the staff wanted to move
+ toward thegaéelves in thr/uext step without support of consultation.
After reviewing the progress that had been made, the problems encoun-
tered, 4nd the lessons learned, the staff set future goals for themselves
in the/ areas of personal evaluations, acquisition of new people, and
in“service training. Finally, they designed a session 4 months later
or a similar review and planning cycle . )

. Projection ’ o ‘ ' i

\ ' The research nature of this project invites me to anticipate the

- . progress Red Rock will make in the months following the end of ,the
consultation. I think the major review and planning session scheduled
for October 18, 1973, will be an important, event in determining the future
growth of the program that we have ihitiated. I see the goals that the

5 staff has set as optimistic, and I think they will find that they have
only partially attained them at the time of the review. If they can learn
from this first formal attempt at self-improvement and maintain their
optimism, the goals they set for the next period will certainly bear

+
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r s, Figure II, sheet 2 ° .

‘ - , L . N
. . o DIRECTOR OF COTTAGE LIFE -
¥ 4

/ 1. Respons1b1e for h1r1ng . f1ring and superV1slon of unit supervisor with input
. from sgcial workers; . .
2. aneral responsibility for the quality of cottage life,
L 3.  Responsibility for supervislon of cottage support systems (kitchen supp11es
. .. . andlaundry).
Y Administrative and program respons1b111ties as delegated by assistant director.
. O ShareS/in staff training responsibilities.
° 6, In copjunction with director of treatment services conduct treatment planning
K and progress review meetings. S :
7. l]lespons1b1e for the coordination of unit’ superv1sors as well as other admin&s-
/ ' \ trative functions ‘
/ | fe & UNIT SUPERVISOR .
i
“e 1. Responsd)le for h1ring , f1r1ng and superV1slon of child care with input from
® 'sdcial workers-.,
2. Responsfble for the performance of child care teams in trans1at1ng treatment
S ~ goals into child care functions. _ \ 1
" 3. Carry out dire¢t child care functions. = - ' L :
' , ‘4, Responsibility for quality of cottage life.

5. Re"Eponmbility for cloth1ng funds and other fiscal matters related to cottage
. -7 life.” o,
N 6. Responsl,ble for inservice tra1n1ng re: agency policy and adm1n1stration
' of personnel policies . o : '
".7. Direct responsibilities, for scheduling and approving overtime.
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" by the executive d1rector

" treatment contiractlng outside diagnostic arid professional therapy.

Figure II, sheet 3

ASSISTANTDIR‘ECTOR.- .
L ‘

’

-

Overall respons1b111ty for evaluatlng the treatment program

Has respons1b111ty for maintaining all aspects of campus- program

Has supervision respons1b111/t1es for Satellite Home.

Has supervision respons1b111t1es for supportwe pr@grams (i.e. ’ kitchen
maintenance) .

Has recruitment respons1b111t1es; for foster homes .

" Has hiring* firing and supervision responsbblhtles -for: K

a)  cottage life supervisor s -
b) chief-social worker ' '

Has responsibilities for initial fi'llingyo{'unit supervisor positions.
Has fiscal responsibilities as they relate to the above.’

Has campus administrative respensibilities § D back-up responsibilities) .
Has project and committee fasks with'th '

t

- DIRECTOR OP':TREATMENT SERVICES
Superv1se hire and f1re socrél workers.

Overall responsibility for the quahty of the treatment program, s
Would be responslble for covering other social work duties. ;

Would have other administrative duties as delegated by the assistant d1rector

In-conjunction with the director of cottage life conduct treatment planning:

and progress review meetlngs .

. SOCIAL’WDRKER'

)

Responsible- fé’ff the estabhshment of reas:%nabfe measurable treatment
goals for their case load. :

Responsible~for mon1tor1ng progress toward treatment goals. ° o
Responsible for intake and dlscharges and family after care,’ 1nc1ud1ng
foster home and development.

Responsible for initial and ongoing evaluatlon of team members'’ abllity to
understand treatment goals and their ablhty to carry out concepts in the1r
child caring duties. . - »
Shares responsibility in g,taff training. ' " o N .
Responsible for specific therapy services, e 9., 1nd1vidua1 and group

v
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¢ Figure II, sheéty4
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MEETINGS NEC'ESSARY TO CARRY OUT h_ESPONSIBILITIES OR AGENCY

Unit Team Meetings

4

(Weekly as previously scheduled)

&

Assistant Director Staff Meeting

. Thursdays 1:30 to 2:30

a

" Treatment Goals and'Prog. Meetings

‘Week #1 2-3 Jr. Boys ©
: 3-4 Sr. Girls .
Week #2 . 2-3 Jr.-Girls -
R 3-4  Sr. Boys '

Administrative Meeting

Wednesdéys "10-11

Unit Supe;jx‘z‘is.or Meeting

Tuesdays 1-2

}

-

-Unit Supervisor - .

Social Worker’

-Child Care of that Unit

Assistant Director

Director of Treatment Services
Director of Cottage Life

Unit Supervisors

Social Workers o

Director of Treament Services 7 .
. , @

Unit Supervisor of Unit

Social Worker of Unit

Director of Cottage Life

Executive Director

Assistant Director

Director of Cottage Life
Diréctor of Treatment Services.
Director of Gottage Life
Unit Supervisors of Cotta#ges

-
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. .even greater fruit for them. If, however, they become discouraged
with the process, they will work with the program design as it stands
at that point and grow gradually dissatisfied again with themselves
as a children's residential center. I hope and believe they will find
the energy to.continue the growth they have begun.

\

NP (A sample qf the consultant s Activity Reports written after each

consultation visit, is appended at the end .of the material pertaining

to Red Rock.) ¥ ‘{:

o WV_;[hat the Independent Evaluator Repofted, Based Upon His .Interviews'at
" ° Red Rock in November, 1973, Three Months after Completion of the

Y

Cons ultlng Intervention

..

. . (This report was submitted by Roland Wilhelmy, PhD, the independent
- evaluatar )‘ ‘ ;

rd

& o - o

"*°1. Assignment LT T .
. ] . . ) ": ‘ . . . ~

. » To meet with certain staff members of Red Rock, and to assess

and report on the changes that had taken place there since August,
. 1972, "The prime focis of my investigation was the impact.that
HIRI's consultant's actions had had, but I,was also interested in all
significant changes regardless of how-they came about.
. =5

[N
’

2. Procedure . .

My visit to Red Rock covered part of 2 consecutive days. I
conductdd a series o} interviews with members of the agency staff.
These included the executive director, the assistant director, the
d1rector of cottagé life, the supervisor of social workers, a social
worker, four unit supervisors and three child care workers. The inter-
views lasted 1-11/2 h0urs each. They were conducted in the individ- -
ual's or group’s ‘place of work. Each interview began with three open-
ended questions asking the respondents to “’help the interviewer list the
significant events or changes, describe what led up to them and what
they, in turn, might have led to. Three subsequent questions asked
‘the respOndents to state which change seemed most important, to rate
the current situation and the situation in August, 1972, gn a 100=point
scale, and to describe ways in which the client-consultant interaction
might have beén strengthened. In#3ddition to t;he questiohs just
described, I had a checklist of items which, on*an a priori basis ’
-seemed to be important to in&estigatex. Both the questions and theﬁ
checklist are inc¢luded here. ~




_ : .
.. 3. The Interviews : | 1/- o
I stayed fairly close to the questions listed on the first page of my')
interview sheets, asking questions when nqée9sarY‘and noting which
answers I didn't have to ask for. The intgfviews generally were quite
‘comfortable for me, and I think for the ifiterviewees. The consultant
and Red Rock had developed an aura. ot Jnutual trust, understandlng and

« .openness. This seemed to carry ovﬁr even to me. .
a. The F.irst Three QueSttons .\ ﬂ " )
(These questions are listed in Chapter III, Overv1ew of the
Consultatlon Intervention. )
g " . o b. Major Events to Which I Hoped to Evoke Staff Response .

_ " Before visiting Red Rock bdt after reading all of the corisul-
~ y tant's reports and after meetmgs with Harvey Ross, Jean Hall,
. Molly Lewin and the consultant for several days, I had prepared
. , o -a list of events and major consultant interventions which it seemed \
Red Rock' s staff should be able to recall in some detail. T}}e
- . events were: , , : '

' v (1) An unsuccessful attempt to reorganize the Junior Boys Unit
= ,f e as a more effective team, intended as a demonstration for

o " the rest of Red Rock. , _ .
(2) -A series of meetings which cu1m1nated in é complete redesign-
' ing of each person's role and responsibilities at Red Rock
‘ "intended as an illustration that large scale change was both
‘ : : possible and profitable for those involved.

; (3) The organization of child treatment teams on a basis of one
c. ' team to a unit, with each team including one unit superv1sor,
one social worker and the child care workers in the unit,
~ intended to facilitate more efficient treatment goal plannlng
I and more effective treatment. - C 4 oy
c.  Some Results of the Interviews. * L e e T
i . . -

may have var1ed from one indi 1dua1 to another, following up .
‘Question 1 with Questions 2 and 3 was not necessary. These
three questions were designed with the‘pre:‘sumption that at least

\
-

.
o - e > . . .
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. .
some of the personnel at some of the iKtitutions\might need some

- careful questioning to elicit any memory of consultative events.

‘and activity reports.. | PR

P

That presumption was not valid at Red Rock. The following are
responses unique to certéin tndividuals or groups. The reader
should assume that all responses reported here were given ina -
context of responses indicating detailed awareness of the consul-
tant's efforts , which have been described in’full in his narrative

.

T ; ¢

o~

Interview with. Persﬁ?f?il-lmportent Events Recailed '

Person #1 stated that he perceived the f/a’llowing four important
eventa A L.

(1) Learning to trust the consultant. . The consultation began with
openness and presumed trust of the consultant--the presump-
tion was rapidly confirmed, - Person #1 said that ‘Red Rock was
"very fortunate in the consultant they received. The staff was
told to view the consultant as a}nartlcipant -observer and not /
- to perfor Whide things [from him. That seemed to be :
successfully achisVed. One of the receptionist-secretaries ——
said that the consultant had geemed to lgg,very much part of
the staff while he was there. One of the many things that
clinched Person #1's trust in the consultant was a very early
meeting when he sat in on ‘a psychiatric consultation with the
social workers. Apparently this was a veryqstormy meeting
and one in which the consultant didn't inteijzre although. he
might have 7,en tempted to do so. Person #1 was then satis-
~ fied that 't e ‘ednsultant was going to be worthy of trust.
« - 1t

I

uuuuuuu

A( the beginning of an exercise in renegotiation of the roles
.~ and responsibilities of the Red Rock .staff, the consultant
demonstrated a deft touch in the sensitive renegotiations of
the jobs of the’executive director and assistant’director. The
consultant helped to merge the assistant director into Red Rock,
especially at some crucial December and January meetings. :
‘Certain kinds of competition and mild feelings.of trespaés that -
had existed were reduced by negotiation.
a o . .
(3) Responszibility negotiation conference at the Hilton. This was
the first role and responsibility conference, held at-the Hilton -
Heotel, where the jobs of the ‘executivefand assjstant directors
were negotiated. On the negative side, Person #1 felt that the
consultation and renggotiations of responsibilities had taken
energy away from his long range planning. It Was not until

ST
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.(4)

6 months after the consultation was completed that he
could return to.long range planning.

Wrap-up conference. A wrap-up conference was held, at
which the new design was analyzed and reviewed.

Interview with Person #2--Important Events Recalled

s

(2)

. @)

(4)

'}

(1) The consultant assisted in straightening out lines of communi- -

cation and in creating a much more efficient operation. He
helped to pinpoint re§ponsibilities. The consultant's orienta-
tion, a blend of human dynamics and organizational develop-
ment, was exactly what Red Rock needed. .

Goal-setting demonstration was poorly received. Although
Person #1 had used goal setting before the consultation, the
consuvlltahtd had set it up on an institution-wide basis. (It had
appeared to all HIRI consultants that one of the apparent

 deficiencies of all four institutions was the lack of attention

to individual goal setting for the progress of each child.
H]RI offered to bring a nationally known consultant on this
subject to the agencies for workshops on goal setting. All .
of the }g{ﬂtut’lons said they were interested, and the con-
sultant visited Red Rock in January, 1973. The reaction at
this agency was not very favorable although the visit did
stimulate the staff to evolve their own plan for goal setting.)

"-The consultant's presentation was a setback. The response
" was negative, and goal planning became ‘a bad term at Red Rock.

People n%w do goal planning in their own way.

The HIRI consultant's job was incomplete. The workshop
(rev;;:w 'session) originally scheduled for October, 1973, but
nov’ir re$cheduled for December 4 constituted a problem at

Red Rock They weren't sure how to proceed in the workshop.
Also 1t took longer to set up criteria and procedures than they
had expected:. The supervisors need more help with their
supervisorial roles. '

Relations between eacy treatment team and its social worker
are better than ever befbre. Person #2 has been trying to break
down the tradition that social workers deal mainly with
individuals in private conferences, rather than as participants
in a treatment team. This effort is not yet completely -

Strecessiol.
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f. Interviews with the Social Workers--Important Events Recalled’

or (1) The establishment of restructured positions had prematurely
- terminated the negotiation that had gone on before. The social
. workers felt that there wds more negotiating to do. "They pointed
: out that since the consultant left, negotiation has occurred, but
_ ~ "only" in the satellite homes. (Unit staff mentioned the same
« _ «" event but with emphasis on the fact that people had learned °
- how to negotiate.) ‘

(2) The creation of the unit supervisor position led to the assign- ..
ment of one social worker for. each unit. Under the new organi-
zation everyone seemed too busy with his own work to help

others in problem solving. There was not much’time available

for the psychiatrist to consult with the social workers on indi-
_vidual cases. They felt that having one social worker per unit
was a mixed blessing. While the work load had been rationa-

lized, they no longer had the easy interaction that had existed’
when two social workers worked together..

«,  In their opinion, the goal-planning consultant's presentation was
/ inappropriate., This negative reaction might have resulted in
part from lack of preparation for the presentation. In their judg-
ment, the consultant's style should have been more organized,
_They felt that he did not.understand an "open" place like Red-Rock, -
and that he appeared to be more accustomed to locked wards, His
examples and insights did not seem to apply well to RedJ\Rock.

(3) An effort was made to induce the social workers to move to the
cottages. The unit staff wanted social workers to be in the upit
with them. The assistant director agreed,' but the social workers:

\ did not want the move .to occur without more thought on their part
. about the whole matter. They felt that they had prevented the
moveé for the moment. It seemed to them that Red Rock was
approaching a decision about the move before the social workers
had decided what they wanted. "Some cottages are ratty and
depressing and hard to %uct [their] business in." They felt
that there was mistrust-of the social workers in the cottages and
that the unit staff wanted to turn them into child care workers.
One social worker said that, although she agreed that communica-
tion has been improved, she personally has discovered how little
influence she has. Another said the social workers never have
been a solidified group because of the turnover. Thus, they have
never had a chahce to resolve their differences and to decide to
go in a particular direction. She said that the social workers
felt that a male social worker was recently employed only because
- he was to be "groomed-for administrative work."

~75-
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‘ (4) There had been improvemerits. On the positive side, they -

" calendar helped the stafﬂ"f)lan their time /

"beginning to plan.'

both agreed that things were Better than they used to be.

The role of the director of cottage life had become more \
clarified. Thére was definitely more involvement in treatment
by the child care staff. The teams felt more like teams and
there was less distrust and more understanding. Some of -
their current dif&gulties were being dealt wfth in the ongoing
staff evaluation.

w

Interview with the Unit S.upervisors—-Important Events Re‘ca lled

Besides the regular intervention events, the upgrading of
child care workers was important. The unit supervisors now paid
considerable attention to who was hired. The consultant had made
them aware of the expectations'that they. had regarding child care
workers. Because they were clear about expectations they were
no longer willing to hire mere baby sitters., Treatment Wwas taken
out of the social workers"' offices and made into a cottage function.

Previously, people "worked here” but the expectations, the
scope, the authority weren't defined. They-were now utilizing
meetings much better than before. They had agendas. Things

“were a lot more "up front"; problems which came up weren't

suppressed; they didn't "go underground" ‘_a,,ny more. v

The unit subervisors no longer slipped out of meetings and

. other obligations. Things happened at the mee\tings and people

wanted to have a part in them. Since responsibilities were R
clear, no one wasted much time. trying to shirk them. They felt
that they were attending more &nd more meetings, but that the
meetings were better. Having the meetinm/set up weekly ona
tter. The board of
directors began to meet with them. They/were consulted on matters,
and this was not true before. -People now listendd to tHe cottage
staff. The unit supervisors were also proud of the committee
which evaluated ps'ychiaotric consultatidns
no
Treatment goals were objectified and-quantified. This was
especially true in the Junior Girls Unit where treatment now moved
faster. Children in Junior Girls Unit were directly involved din
their goals. BasicaMy goal planning and other changes were 'taking
place more completely and more rapidly with the Juniar cottages
than with thg Senior cottages (Before the consultation began, the
Junior and Senior units were at different degrees of development,
SO progress may be/QQual in the units.) Senior Boys Unit was "just
Senior Girls-Unit was using goals but not

‘. ' , —76— . .‘, '
oy, «

;

-




" to be 48 hours but, thanks to certain changes, they were currently

~when something oame up.  They knew that the executive d}rector

'Y

‘expressed in the same form. (I interpret this to mean that they
weren't objectified and quantified to the same degree as in Junig
cottages.) The unit supervisors felt that they now had more outside
community contacts and resources than they had had formerly. ‘

The unit supervisors found that they had less time to be with
Jids than they had before they became supervisors. This / '
seemed to be inevitable. Both the supervisors and the Junior Boys
staff pointed out that cottages were no longer so isolated but at
at the same time they were more autonomous. Units were free
withdn their responsibilities to do whatever they chose. The
assistant director and the director of cottage life no longer tended
to sit in on unit meetings the way they used to. Social workers now
briefed new cottage staff on procedures and goals. The unit
supervisors were working towards a 40~hour week. Their week used

-working approximately 44 hours per week. ~
& .

There was less tendency for a "we-versus-they" approach to
arise in relationships with child care staff and the administration.
There was more of a "let's~give~-it-a-try" attitude. In earlier times
there had been a lot of‘hoping that problems would go away. Now o
the unit ‘'supervisor elt that they should "just get off their butts" T \

P

was availa ble to work with them'.

Interview w1th Person #3——Important Events Reca
. }

Senior Boys Unit was encountering a prgblem with record keeping.
They did actually have goal plans but thg¥'was not apparent from the
records. "The [goal- planning] cong# ant's visit was weird," but-
most of Red Rock "bounced" fromp-flisagreements with the consultant's
point of view td a constructfis £“alternative. Pay scale for unit. staff e
has increased commen*.surely with their ney roles and regponsibilities-

Interview with Groyp #4£-Im nts Recall ° -

Having a lives~i funit supervisor impressed thejyunit staff,

‘because it provided them with direct access to the higher adminis—

trative levels. They felt much satisfaction about that

, The unit staff commented on the role and responsibility

negotiation. They felt that the ipitial bargaining sessions begun

at their level were "no great thinq," but that the bargaining on an ’.

overall level was much betj;er. It had given them a stronger qgfgani-

zation more able ‘to make,,constructive changes and to respon§l to '

o ) S ,6 :
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. - - emergencies. They talked of their institution of goal-planning
procedures, their use of treatment goals both short-and-long-term,
and of how they continued with these even though Junior Boys Unit"
had not had a social worker since August. The unit staff were
conducting parent group sessipons in the absence of the social
worker. They felt that they had become "meeting conscious."
Meetings were important and people would attend them now,
because the meetings had consequences for theni.

1
Kl

 This group felt that things got” "opened up“fluring the process
c/f filling out the evaluation forms provided by HIRI. It seemed to
/,provide a context for them to begin to talk about things among
“themselves. Also it was considered to be an indication that the
“administration wanted to become informed about the feelings of
cottage staff. The Baseline Data Form. initially was suspected
by the unit staff. They thought"it was "another one of the execu-
tive director’'s things " o

AN

.

They thought that having evaluations of the staff was impor-
tant and pointed out that a committee had been set up to evaluate
- the psychiatric consul 1ng work. The psychiatrist had complained
- ” that he was the only person at Red-Rock who wasn't being eval~
uated. A committee including people at the unit level was set up

to prowide an evaluation for him. The committee had been formed

after the consultation ended. This fact seems illustrative of the

considerable learning thayd taken place. e

. Additionell ugstions : o /
J Qugstions

In additic;n\w tﬁe three basic questions (recall of all changes
; Y at Red Rock since August 1972, hmey came about, and what | \
’ were the results) which formed the core of the)ﬁterviews 2
dire cted the following thiee questions to the 1nterv1ewees
] ¢ .
(1) Which of those changes do you think was the most 1mportant
. or the most useful? r

- Person #1——The single most important day was the January 25,
o v 1973, confererice at the #filton where roles were negotiated
’ ‘ between"“caseworker and child care staff. -

Person #2--The est thing was the negotiation which led to
. thé opening up of‘channels of communication. Everyone now
o understands that ch nge is possible. Peoplé now start to
‘ take responsibility for their on’ decisions. They no lo}xger
"look to-big daddy to fix everything" for them.

e > o
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Person #3--She felt that the fact that the child care worker
was now seen as the most important person in treatment was
‘the most important thing-", )

y , «
Groug ﬁﬂ@ne person answered that the creation of the unit
supervisor position was the most important change. Another .
said that the enfphasis in the units was now on more than just
child care; it was on treatment. Another felt that the adminis~-
tration oi the Baseline Data Form was most signiﬂcamt On a
long-term basis they began a process\of self-examination and
self-renewal which was still continufng :

Social W,orkers4-The most important change for them was the

clarification/of roles and responsibilities that developed out
Clarification has been followed by an

of the negotiations. 7
increase in trust and understanding among all the staff, and
also in a true team spirit in the treatment teams.

The social workers thought thét the most negative change was
the decrease in psychiatric consultation with them. They also
felt that while supervision and re sponsibil'ity were not great
Leadership within the
.teanywas not clear. The supervisors looked to the social

‘ ~problems, the issue of leadership was.

workers for leadership, and the social workers "weren't sure

" how much of the pfe to take.", The differences in styles’ -
between social worker and unit supervisor in some.units had
_caused conflict.

/

-

'] i

. ) /,"
.(2) Using a scale on which a score of 100 would be an absolutely -
perfect situation and zero would ind!cate a diksastrous fallure,

would you tell me how you would rate the general situation

here how? How would you rate the way it was in August, 1972,
(or date the person started to work here, if a later date).

New - Theti ‘ /
50 35 / ,
73 ) . 13 6% - (< ° Y X
74 " 51 / - -
65 45 7 :
70 40 7 v ,
75 . 35 a
) 75 . 40 ‘
7S : 40 ‘ (
75. ' 45, 4
o 80 45 /
. \ 80 - , 40 | y / -
" (Mean = 725 (Mean = 43.6) L
N=11 " N=11, o 5 \
/ ) k \ ‘ i |
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(3) Can'you tell me some things that the consultant rnight have
done here, or done differently? Can you tell me some things
that Red Rock should have-done differently with the consultant?

board had been riore complete. The board never took the con-

sultant seriously, perhaps. because of its pattern of suspicion .

of outsiders arid its anti-confrontational approach to matters

before it. In addition, the board had spent much of its time

on financial matters. With the arrival of a new controller who

provided financial reports which the board trusted it had more

time to deal with other things .

Person ﬁZ——He wished the consultant had worked more with the
. board. He .felt that the board had the financial regources to

o)

do 50. , . o -
 Unit Supervisors—-"Should have spent more time in the 'f”ér
Girls cottage." The staff had not lsmown who the ¢onsultant’
was in the beginning and did not xmderstand why he was there
- until later. They wished that t}fe consyltant had. helped them
carry to completion the;ir review and stock-taking meetin
which was to takﬂade 6 months after he had left.
1o

i -4

Soc1al Worlgers-—They felt t$h the consultant should

spent more ¢ime with the ceftage staff, should ave Ancluded

,them in the first meeting. Everyone needed to pract‘fce things
’ re with the consultant, particularly negotia&ions Although
’d th Y. learned the general idea, they didn't h e a chance to
practice as much as they would have liked Similarly, they
would have preferred more practice with goal planning, They

. " also would have lappreciated 'moreégﬁect consultation with the

social workers in\order to review.and clarify: their role and thev
.+ extent of their authority ‘withi he agency. They felt that t}%
consultant was caught betwe n houseparents and social
R workers. ° .
GQ‘uQ #4--The consultapnt shouly have sought to involveé all of
the staff frgm thé beginning rathér than starting at the high
ddministrative level and working down. At the unit level, no
one knew what the consultant was supposed to be doing o
Theréjfore, they started out feeling negative.towards him.
They‘felt that he should have explained his pufpose more
explicitly. They also felt that as houseparents they might
have made better use of _the opportunity for team development
that the consultant did offer to them in the beginning

, : - 3 0- . :
. P oo . &

//" Personfl——He_wished that the consulting involvement with the"

“improve the physical plant right away, but was unwilling to .

®
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Repart of Issues of A Prioti Interest" .
*'. " Besides the questions that I asked ‘each interviewee," I haad a"*'list
of items about which I wanted to form an opinion. The items, Tisted
below, are formulated as questiomrs directed to myself. Sometimes I~
wOuld be able to answer the questions without asking anyoneé addltiona]-.
‘questions; at other times, I would ask certain questions designed tb/

“help me formulate answers to my questiong.

Is each child dealt with by a team, one whigh has a set of -
_goals for the child and a reasonable, unified urfderstanding of how-
each -member of the team is to help the child tofachieve these goals?
There was .an effort to coordinate in each unit é treatment teanm working
toward coherent,unified, and pygget goals. ?e effort had led to mod-

erate,success in the Senior Boys and Senior 18 Units. In the Junior
Boy$ and Junior Girls Units progress was more advanced; treatment
teams worked with parents, and with the childreg iri establishing and
carrying out procedures leading to achievemen of'the gbdals..

+ Communication: Where and how\did the staff hear about things
that affected them, such as forthcoming changes of policy, procedure
and feedback on their performance? Communication ggnerally has”
been quite good, and .seemiligly much improved since August 1972.
The improvement was most marked between administration arid child

care staff. It was least evident between ddministration and social
worker--although even the sqglal )Norkers mentionad that’ communi (%
between thept and the rest of t e/institution was improvegd. The exe uy
tive director wants, and gets, d "whiff of the BO." e bsaistan‘c

e tre'atmeﬁ of
sta,ff.,

director receives all of the information he needs o
chtldren, .but not enough on the performance of th
problems still go underground .

R [

< ¢

Does everﬂ;one kﬂbw what hisresponsibilities arf/an/d to whém

he is accountable? Doesihe feel that he couldﬂec.e*sqséry change his ~
. re sgonsibilitie}s and roles, to meet changing conditYor’8?/ Does he feel

that ‘others could change thejir roles and responsibilities as.well? *

- Does everyone have an understandingmf the relatedness of all persons
and activities to goaﬁs and purposes? Yes, in a word . Unit staff ax@ %
‘unit supérvisors have the best understanding ot; their responsibilities.
The social workers and administrators aré still getting the new system.
adjusted; they indicate that they are changing some aspects of their
roles and+clarifying others. Everyone-dogs haye an understanding Qf
the relatedness of ajgll persons and activiti,eé\{% the goals and purposes,

but there remains -conflict batweén social workérs and the rest of the
1nst1tutuon over what the social workers actf /ns should be in carrying

Some/” T
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" Purpose of the ins&m\mn: treatment or custodial care, management
. by objective, management by crisis? I-met no one who indicated that
. < the purposg of the institution was custodial care, Within limitations
\ due to the<ewness of goal planning to the institution as a whole,
there was a concerted effort by everyone to plan ahead, to set goals
and to anticipate changes. _ s

- : S . *

~ WIitH respect to child care I found treatment planning with long-
and short-term goals was prevalent in the Junior unit. Some elements
of goal planning were presiant in the Senior units, but the goals in
Senior Girls Unit were not“objective onés and the goals in Senior Boys
Unit’ were -not tecorded.
Do the social 'workers participate in unit activities 'with children
and the child care staff? Junior Boys Unit had had no social worker
since August. A social worker who had been selected and was to ha\ie
started December 1, 1973,dropped out at the last moment. The secial
worker in Junior Girls Unit does participate considerably in unit activ-
ities, but the social workers who deal with the Senior Units seem.to

. res1st being 1dent1f1ed too much w1th child vcare ' I
\ ..

©

. Did a second satellite home get established? How did the board
- . of directors handle the matter? Was any aspect of setting up the new .
-home derived from the consultant's interventions? The second satellite |
" home was just established in November,1973. The board.funded it with .
- - no opposition. The social workers used negotiation procedures (a
(b technique derived from the consultant) in setting up stqfflng

A meeting to review the new roles and the plannlnq ‘*slstem had
been scheduled for October, 1‘.?73. Did it meet as scheduled? The
meeting was deferred because Red Rock was not "ready" far the
. - meeting. “That is , not all of)the reports (reviews and evaluations)
were completed The meeting was rescheduled for early December, 1973

- Is the director of cottage life- satisfied with the treatment program
) ' and with her role and responsibilities? She is satisfied with the
' ’ progress of the treatment program so far. She had recently been unsure
‘ v of her own role and of her purposes and performance, but a meeting the
‘ ' day before the interviewghad resolved and clarified the situation for her.
. She and the unit superv1sor understood each other's position much better
following the meet1ng. :

»

Is the supervisor of social workefrs satisfied with the rate of
progress in the treatment program--overall, and with her part in it?
Nat fully, but possibly full satisfaction would be an impossible goal.
She feels isolated from .the rest of the administrative staff--neither a
social worker nor an administrator although she fills both roles. She

- : ~
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" feels that the administtation is grooming-a recently hired male social ;
« - -worker for an administrativerpost. She does see progress in the treat-
ment program and increased clarity of issues and purposes as having - o
. resulted frowhe consultation.

& : ~/

What are the child care workers' views of any changes? They see
things ¢hanging for the better (in Junior Boys Wnit, at least) . They are
consulted by the administrat;“pn about things that affect them and they

~ provide consultation and feedback to others as well. Generally the a/
et child care workers and the unit supervisors appear to have benefited
' most from the consultation. .

-

5. Summary
* Was the consultation at Red Rock benef1c1a1 to staff and to the /
‘- o organization as a, whole? Yes. .- ‘ o ,

Did the consultant achieve what he set out to achieve!? With a _/
few limited exceptions vyes. Since different units were in differing
stages of organization when he began consultation they tended to be /

“at different levels after he. finished. The social workers were. asked
make the most profound changes in their mode of operation. Since th
changes tended to conflict with their perceived professional identitié¢s,
the consultant should be excused for not having transformed their roles

© as fully as he had once hoped. ’

All persons interviewed were asked to rate the general situati n at
Red Rock on a scale of 0- 100, as of August, 1972, and again as df the
time of the evaluation. The mean scale for the earlier date was 43.6
and for the more recent date, 72.3--a statistically significant djffer-
ence. These ratings came from a total of 11 respondents..
1 : *
Most fundamentally, the whole of Red Rock seems now to pe in a '
‘position to examine itself ctitically with the expectation that #t can -
_itself maké the changes which may need to be made: The fact that the -
staff see more changes that need to be ma is an indication /of the
consultant's success. Thus the most signi cant finding is got that
3 things have already changed for the better af Red Rock but that things
are likely to continue to change for the better in the future./ The fact
» that Red Rock may have'been at a point of considerable unrest in August, :
- 1972, can account, in part, for the improved current situa ion,but it C . °

cannot account for the foundation that now exists for futur\ change
~»

S

Below, in tabular gomputer printout form, are the’ responses of the staff

‘.
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) staff response to those same items on the ISSQ in 1973.

g _ .
At the end of this

listing are total scores for the Red Rock staff on'the 1972 BDF compareod
with the 1973 ISSQ ) ) C .o N

. The second section of Table 3 (NEW ITEMS) lists the response of the
staff at Red Rock“to new items -on the ISSQ which were not included in the
BDF. At the end of this section are the total scores for the ifistitution's
staff on the 40 new jtems eXclusive to the ISSQ. In addition, total scores:
for the staff on all 80 ISSQ items ‘are given. '

First, to discuss how the table is to be read: Let us take item #1
among the. 40 old items, "Quality of intake procedures...." Out of a total

number (N = 29) of respondents from Red Rock on the 1973 ISSQ, 3.45% rated

Red Rock on this item as 1 (Poor); 12.79% gave a rating of 2 (Fair); 62.07%
gave a rating of 3 (Satisfactory); 10.34% gave a rating of 4 (Good) and
13.79% gave a rating of 5 (ExcelleWnd 5o for each item. ‘
The 1972 responses to the BDF for those questions are.olisted’ 1mme—
diately below the ISSQ responses and are to be read in exactly {he same
way. _ ’
£On an overall basis, 16.79% of the respondents from Red Rock gave
their institution a m'eaj rating of 5 (Excellent) on these.40 IS§Q items,
compared with 10.53% for the BDF in 1972--a gain of 6.25% §\\lth regard
* to specific items, scores on the 1973 ISSQ were higher than the™1972 BDF
items in 21 out of the 40, were lower in 18, and-gne was a tie, Various
types of special comparisons might be of 1nteres§to the Red Rogk staff;
e.g., on some items, such as numbers 20, 42, and 48, the improvement in

ISSQ scores over BDF scores was significantly marked; in some instances -

such as item 43 (Systematic followup of the child after discharge)' the
score was quite low (2. 21) on the BDF and even lower (1,72) od thé; ISSQ,
the staff might well want to address themselves to this mattewn \

\

For the 40 1tems on which direct comparisoﬁ can be made the mean
on the 1972 BDF was 3.04 compared with the mean on the I1SSQ of-3 —-an
insigniﬂcant difference. <. A 1\

, : . \

A more detailed pnalysis of responses on the ISSQ has .been sent in
separate Jetter to eac¢h institution that turned in their data for this study."
Also, furt er analysis of the ISSQ data is presented in
report. ' . .

S : .
on the Red Rock

. Cons ;Xitation I,ntervention

Commentary by Edward”M ¢ Glaser, PhD, Project Director,

In the consultant s (Fom Hallam s) Overview statement he, observes
'The most important characteristic I found was a strong feeling on/the part

4

éhapter IV of this \

\.
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of the staff at all levels, £Tom child ¢are workers to the executive
director, that they were capable of ‘doing a much’better job and were,
clearly dissatisfied with their current level of [functioning.” This .
represents a spirit ‘and climate of creative discontent. that augurs well Y
for the podsibility'of progressive change if the directar is nondefensive g
and open to it.’ In tlgis case, the director was not only open to changj/

‘ but was himself a “member of the club” that felt dissatisfied with th

_current level of functioning He welcomed and encouraged ?/&“"9

. , ideas Yor Amprévement. 'Thus,. as the consultant noted, "Th

! certainiy an opportune time to begin the organizational consult on.

. B )
- +

The consultant describes his theoretical orientation ‘a3 gystems,

. approach " In this, commentator's view, the key to-his )su fess” is not
in his particular theoretical orientation but rather in hﬁ attftudinal

" orientation expressed when he says, "...Durjag the‘early weeks of
the consultation, I truly hlad no personal agenida as’I observed the -
organization in actien, aad I believe that s conveyed to the staff my
respect for the job they wlere currentl//aoing, as well as my interest in
learning from them before attemptingto teach them. Utterly sincere--
and-thus beautiful as a way for a consultant to bui}d a trustful relationship!

He then proceeded in ways'that were naturg{ for him and relevant for
his cliénts. He began to work intensively with one treatment team for the-
purpose of helping this team dexelop into a pilot demonstration model, and
he used 'his training and expe Yence in a systems approach to management to
review--at the direc&or s=r‘2giiest--the instituti@n s management systems.

. o /’l
- If a person with,-say, an orientation growing. Out of a clinic:_lkTJ
psychology background had been assigned to Red Rock, he probabt would -’

have focused on gomewhat different problems and probably would not ‘have

[

2% tried to develop a pilot-demoristration model.” However’, if his attitudinal

r

orientation (heart) were truly similar to the one expressed (and-acted out)

s by Tom Hallam, an}d if he had the perspicacity (head) equal to Tom's,
then 4in the kind of "rgadiness" situation that characterized Red Rock at
the time the coﬁsultation began, many different seeds of theoretical
orientation_;rﬂ?ht well have matured into good harvest.

( < A related key factor in this consulting intervention was the con~.
sultant's ability to learn from experiences that did not work out well, or
as planned/hoped. For example: "In retrospect I'can see ways in which
I could have led the group more effectively, but the important lesson for
me was the need to provide—foF the needs of individuals and groups-ds” -
" wel] as the global organization imprqvement stratégy. I met with them
agair in their weekly meeting to restore my role of interested observer,
out never again pursuedL the {dea of a pilot program.

- . )
E g ;o
., . . - R '
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‘ Hallam then H/\Ved to jo plann1ng of the consultatlon effort by
askmg fdr help from the executlve d1rector and a551stant director. With
, that k{nd of help and personalized commltment ffom within, and with this
s kind of partnershlp gradually extended dqwnward tQ the entire staff, they
co- Opted each ,other n a very. constructive sense. Thus, when the 1- -day
" workshop was'’ propo/bed as a process for developing a .new organization
by.defining new roles and responsibilities for the staff, "all concerned were
eady for such an‘ﬁnusual exercise and experience. . : o

&

. .All the available evidenCe suggests that thi's' consultation on the thle
turned out constructively and well from the perspectn)e of all parties con-
cerned desplte specific criticisms and suggestions about how it might
Have been better. While the basic reasons séem to be similar to those
summarlz’ed for LCCH there appears to be one major difference, namely,

‘as the 1ndependent}’éva1uator has noted, "Red Rock may have been at a

~ considérable point of unrgst (more‘ so'than LCCH) in August, 1972 {when
the HIRI-consultation st}d) “ But again ‘'this was§ creative discontent;

" active concern about taking stoek to see where they were, what changes
or 1mprovements seemed needed, the alternatives’ for br1ng1ng about progress
in consensually supported ways, &nd active, nondefénsive involvement _
by f"}he director with the staff in pur$uit of excelle e. Thus, HIRI was able -
fo contrlbute toa healthy Zeitgeist for change at Red Rock and help the

. ‘\staff improve their problem=- solvdng skills. The fact that the consultatlon ‘

{ ~began at a time when Red Rock.felt troubled constituted an o opportunity to -

‘make an important cdntnbutlon to trouble-reduction. Thus, as at LCCH

.;,, - there\was a large degree of readiness for the knowledgeable and sen51t15vely

. attined. outslde heﬂ) The consultant offered those quahtles and the Red Rock
'f.rdi;'ectqr set a role- mode’l of personal openness, trust of and support for the
E consultlng 1nput : '

»

) i &wﬁé | .

-90-"

s e e ettt bt




. Summa

- " ¢ o ! . .
- - ACTIVITY REPORT - RED ROCK’ ' '
Tom Hallam August 11, 1972 , ’ .

- ’

This day began with a short meeting with A, Then as we had planned
last week, Jean and I had ‘discussions first. with the Cottage Coordinators (B and
C) and‘'then with the Sotial Workers (D, E, and F). After hinch we visited the
Satellite Home and Lalked with the Senior Care Supervisor (G)yas well @s several
of the boys.” We copcluded the day with another meeting with A. ‘
i v ' .

Strategz — Y .
’ N € z

. ’ - . . N
My principal objective continues to be one of building relationships'and

~ getting generally ogiented to Red Rock and children's residential mStltutlons.

&

I am beginning to bring in one of the major structural elements of the inter- ¥a
vent1on, which is the definition of basic and spe01ﬂc objectives for Red Rock 4
by the Board, administration, staff and residents. Beyond collecting data on: f
present perceptions of objectives, I am asking people to begin thinking more -~
broddly about what the objectives could»be. I am seeking, in open systems

terms, to have them dgefine Red Rock' svdLstinctive competence and its core pro-
cesses. This will eyéntually form a Hasis for the peow to analyze and define.
appropriate roles, agd, for the stajf to design jobs which optimize Red Rock's

and their’‘own objectives. It w;lvl also allow them to lock outward to the environ-
‘ment and identify o portunltié’s congtraints, and threats, and dfvelop suitable .
strategies for dealing with fhem. - e

*  The discussion with the Cottage Coordinators yielded agreement that the
heart of the "rehabilitation” proE:ess is that the kids leam to deal with reality.
They told a fascinatin tory of an unplanned event which provrided that kind of
growth: Two baby bi 6s were found fallen from a nest on campus. Some of the
children tried Wm them to the nest, but repeatedly thé*fother threw the
bablegxout”"“"“dne of the baby birds was killed by a dog, and the other was
nursed around the clock ‘(with the night watchrhan making the late night feedings)
untllg'it grew up. A group then released it in the LA Zoo, where food and water
would be readily available. Kids actively questloned the parent's reasons for

rejecting the child, saw the need for outside help, discussed the demise ‘of the

. first birg as a consequence of trying to leave before it was ready, and saw the

growth and departure, of the other bird as a successful rehabilitation process. _
The Cottage Coordinators saw the home and society as some of the important- .. :
Tealities the*’chlldren fAeed to deal with. | S ) S AR

- N ° ' - ‘ “ - . 7 v/:/ ' 4
' The Social Workers had less to say initially about the objectives of C° f

Red Rock,- but described their own contribution in some detail. They have = :

responsibility for individual treatment plans as well as for the\general treatment }

effectiveness of the institution. They are also primarily respons1b1e for place- . = - \
ment de01s1ons, with inputs from tfle care staff (which also retains veto rights). ;

v

N N . . ‘L
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1 Y

- T T A o . ’ ¢4 c}q




* Focus of rehab111tat10n is ch11d and famllz

* Neglect of physical maintenance"may represent staff "acting out."

./
/ _ .

/

the Red Rock campus

]

Our rneeting with A accomplished two items. - First, we clarified qur pro-

posed activities during hi% coming 3—week vacation. Second, we exc anged

* The contract psychiatrist W111 functlon as.a staff consultant nd will no

longer ‘be directly {nvolved in therapy
1

* Eight years ago thL Home was 90% probation.

* Board is strongly oriented toward fiscal matters.

kY

* About 40% ar:e leased to their own homes, 40% to foster

3 e e

£y - \

* . Need to discuss our introduction to staff next week.

*  Find out more about voluntary boards in general,

~

o - o , e

o
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. THE CHILDREN'S T'RE_:A_TMBNT UN'I_TA,- S?UTHSI, E STATE HOSPITAL | B

o

%maw géscri tion of the Institution -

» ¢

-

'.hospital services for boys and girls aged 3 t $
reside in 16 counties. . | A i

. P 4. '
. ;'\'y,‘ //

of consultatiop,, the unit, although a portinn of Southside StateﬂHospfjtala,,
in many ways had remarkable autonomy, isolation, and rel ’tively 1
interaction with h the larger hospital. : ‘/

In 1972 there were approximately 160 p
a staff of appra 1mate1y the same size.

j,\btio . therdpeutic aim, .
therapeutic modality. A program cddrdiv ator headed each treatment team, in- .7
August of 1972, three were led '
by a social worker.

0
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program and in co munity schools. . !
o ' , o e

\ _B. What the Consult nt Thohght He Wés T‘rnngjo\ Do a;t‘Lthe Children's

° *

U ' Treatment Unit

' ]

1 Y
ceptlbns and strategies ,
tant to this particular

.

(The followi statement of objectwes pe\
of consultation was prepare.d by the HIRI consu
1nst1tution Andr w Morrison, PhD.) h

3]

1. -Overview - | ) .o
N

. . The 51gn1f1cant difficulties tha were facin the umt at th s t1me *i .
' 1nc1uded a decreasing number :of applicati®ns for admission, cumber-
some personnel procedures whi]h made the apid recruitment of/
adequate staff difficult, relat1vely hlgh turn bver among younge
" persons‘ holding the position of program coor1natq>r or assistant s
' program coordinator, the necessity of adapti\g to ‘'a new management )
¢ : ’ procedure mandated by state headquarters——1‘plementatio o Wthh
o was to hgve occurred in June of 1972~-the fedr and recognition that
. ‘forces were at work to clos& down th\antlre | tate hospital ystem,
theoretical differences between .staff member_ that’ led to digagree- o
‘, ment,; #nd, finally, the uncertainty about whédther the dire¢tor of-the ' N
o . , Chlld;'n s’ Unit would retire at'a certain age 'n May of 1973, In P VA
) spite’ df these significant difficulties, the Clildren's Treatment S 7
' LT Unit rightfully was considered the best such sizable residehtial ca[ga '
PP - facility operated by the state, possibly the Best of any duration west .
/ _ of the Miss1ss:.pp1.~ Significant 1mprovement had occurred in the
past two decadés} and yet many of the employees seemed, weary, .
cautious, and livihg with widespread, relative dly low morale,. ..

2. This Consultant's Perspective Vis-a-Vis Organizhtion ©

‘ oo . o~ \ .
My approach to assisting in the improvement of the organization's
functioning is ba sed to a large extenfsupon a Gestalt viewpoint. I
have been 1mmensu" impressed with the work of Kurt Lewin, '
~ - Paul Schilder, and Douglas McGregor. Within this Qestalt viewpoint,
. I ¢onceive of the organization as having a bala}ced and yet shifting
. . stability that marks off various degrees of institutiorial health. Some, - -
organizations are very troubled, and I will need to work quickly, *
deftly, and forcefully to ass8ist their survival. Other ofganizations

4
-94- ‘
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" be iriﬂuential to the institution I must be seen

¥

. 1

' are untune,g ineffic1ent ‘and I.can be a Bit more vigorous proddmg, .

withgut serious risk. Yet again, some oryanizations are alert,
efficleqt aware that they are not perfect, and are actively seeking
new ideas such organizations are demanding, rapid ‘moving, and
reallﬁy keep me on my toes. In any case, howevgr, if I am going to
{Z a benefitial force, -
a fofce that will alter the current balagce w}thi\l the existing®network
of erces Thus, Imust be visible, potent and relatively significant.
How' the consultant is perceived as*a new force affects the homeo-

static balanee of the organization. i b ”o-

J ! ""ﬁe/

Anotia’gr aspect of my perspective is t: at l firust be careful of my
own. éssumptions about the nature of the organization and conscjous
of my assumptions, hold them tentatively., he prépared to discover
that there is a greater complexity than mitially meets my eye. Thus,
during the period of initial assessment I do. rfOt have distinctly clear
goalé or pro,cedures but rather, make the efforg‘1 to meet people and
becofe known so that as soon as possible I cgn-sense the character
of the orgamzation Agarn?}\l have rarely found that the leaders or
meMbers of an organization diagnose their troubles with precision
and completeness , although many members of an organization seem

certa.ln in their perception of the situation.

& . .
“Ge‘nerally speaking, the larger the group, the’_‘longer the time
spent’in the initial assessment.. As I proceed in this assessme
phase, I generally batch my observations -under theseg eight:headjings:‘

@
—~

a. T,he degree of apparent stre;s observable

< b. ﬁreadth of relevant information and the integration Q;f such which

leads to more or less,effective and efficient behavior
) 1& ¥ X - { . .
c. -KM,y assessment of current morale and re(:ent changes in the {
level of morale.

>
v

v e

d. The degree- of pla

ing that se'rems present.

e. The degrée of com un'icat,ion within parts of the, organization.

f. The degree' openness tozinformation from outside the su_bgr,oup,
_ outside thg organization. !

. .g. The awdrehess of the choice between a clearly described quality

level forwhich the organization is. striving, and the scope of
activities ‘ehgaged in, sihce an emphasis on either; quality or
. sgope redu ttention to the other factor. ’ ,

o ’ . - _ad
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‘ s . : W oo
h. The clarity ahd integration of the value system that seems to .
B guide the organization in its relationships. ’

°
* @&~ After the initial assessment phase,I generally suymarize my
observations verbally to the key man and’ (if he is willing) simulta~ "
neously to a number of the staff. Most generally, my observations
2 ~are welgomed, and this then leads to a discussion concerning “
priorities, methods of implementing changés, etc. '

7 ;‘/_:“z_. I 3. ‘ The Year,_"s Consultation Expérience at the Children"s Treatment Unit

¢ : .o I was actively inyolved at the Children's Unit from August of
' " 1972 fte early June of 1973. These 11 mpnths proved to be most
difficult, requiring from me perserverance, flexibility, and dedication.
In the sections which follow I give an aCcounting, generally in
chronological order. ‘ ~F
The initial contact between our consulting agency and the key
man at the Children's Treatment Unit was long distance, somewhat
second hand, and prorVed rce of difficulty The agreement to.
participate in the consult tion was (because of extraneous circum-

. " stances) not madé by the director himself but by two staff persoms to
wiom he delegated the decision. The degree of understanding and
cdmmunication between our consulting staff and the Children's ~—

reatment Upit thu® was thin,”second hand, subject to all of the -
. e a problems of/summary and-translation.

én I first.arrived in August at the Children's Treatment Upit,

rector was gracious, attentive, willing for me to vigit the

anization, but he himself wished to take a distinctly ns%utral," .

"hands off" attitude. This attitude led to our initial agreement that

) I would study the institution, largely from an "anthropological" point

( . of view, and during the subsequent months'l would alse attemptto . - .
be as helpful td the organization as possible. -

« the

) In®rder to more clearly assist the reader to anticipate how 'gvents ‘
<. . unfolded, I can place certain phases with certain clear activities,
They are as follows: | N, ‘

L . ~ ® August and September, Getting ‘acquainted, assessment.
) . 1972 ‘ * " . 7‘ ' | 2
’ o - co . >
e October - Hiatus as I s.!arched'for a

suitable strategy. o

. 5 . e ‘November and December The teaching of problem identificé-
: tion and problem solving.

’




4

e January and February,
-. 1973 :

e March

/

\
e April and May

4

h e, June.

A

o

3 \\

N

A futile. attempt at goal setting.

Review. of and revision of intake
procedures.
)

Mélntalnlng morale:

/ Building a relatlonshlp to the
‘new director.

The first 2 months of my cohsultation ‘consisted of observing
workers in action, the activities of the Children's Unit, and inter-
viewing 1ﬁ"@§onsiderable detail seven program coordinators, the
school principal and the head of the Speech Department. After inter-
viewing these nine key persons I concluded that the organization was
indeed a troubled one, quite fragmented with low morale, considerable

irritability and marked suspiciousness and fearfulness.

. of the Children's’ TreatmentJ{Jnit was as follows:

_had indicated that he wished to be neutral

e Stress

° Adequate information and 1ntagratioﬁn

My 1mpresslon

Moderate,

AN

. ® Morale 5 Low
e Communication b:gtw_een parts Low

-® Planfulness Very low

Y . . . R .
e Openness to ideas . o Very low
¢  Degree_of balance between quality and scope Very low
> \ . *

D' Ethical standards, a coherent 1ntegrated Low

value systefn

.

7 -
Here was a large, clearly valuable children's treatment center

key man. The director
et many of the sorely
needed changes would require his understanding and participation.

share their views with others, especially th

but one in which many of the members seem? fearful, reluctant to

I puzzled and discussed the situation with other HIRI team members.
Finally we agreed in the research team that we should meet with &

number of second level persons, préseni my observations, and see
what planning and agreemént could be arrived at.

, / | d
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. Thus, in late October a meeting was held with seven of the most
- receptive the most flexible leaders of the ten subunits within the
Children's Treatment Center. The main gist of my observations was
that the Children's Unit seemed to 'be composed of a number of quite
3 isolated "mini- hospitals," each of which often had 'a good idea, an’
) innovative, and successful practice, but as a result of lbw interaction
-between the various programs such good ideas were rarely being B,
implemented rapidly throughout the Children's Unit. Additionally
there seemed to be a distinct blockage of children when ready to
leavé the institution as a result of shortages of adequate residences.
- * There also seemed to be inadequate toordination between the
Children's Treatment Unit and various community resources and
agencies. The warious representatives at this October meeting -~
listened to my observations, agreed most were valid, and yet there
was considerable inertia in conceiving,goals and methods by @hich
the-institution could be improved. By the end of the meeting we
had obtained general agreement that four program leaders and the
school principal wotild work with me in an attempt to build a more
. cohesive, more communicative organization. Our method of attaifiing
- this goal was to systematically identify problems, establish priorities
‘ and initiate participative problem-solving sessions. Although not by
any medns a new technique, the staff seemed to have no familiarity
. with the procedure and little enthusiasm. v

°

"\
o

, November and December of 1972 were filled with weekly meetings
- during which I taught the key program coordinators and the school
principal how to hold a-problem-identification meeting, how to
A establish priorities within their group, how to hold problem-solving -
sessions. Of the various leaders présent, only three felt their work
groups afere ready for this procedure; others reparted work overloads,
grave personnel problems, shortages of staff, etc. It had been my
hope that the procedure would be clear the program coordinators
would grasp the method and; with my assistance or leadership,
conduct problem-identification sessions within their units, later to
be followed by problem-solving sessions. It had been my hope also
that the individual units would discover they had many mutual
b problems, problems of considerable priority, problems which would
yield best to concerted problem-solving activities. As the matter
indeed turned out, however, in-depth problem-identification-and-
solving sessions were held only with the speech department and the
'school. An attempt to hold a problem-sgolving session with one
treatment unit encountered difficulties impossible to overcome. Also
within this period o? time, there was a shifting of leaders within the

prz’grams .
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” B As part of the general consulfation plan, the Human Interactien'
" ' Research Institute proposed the idea of making an outside consultant
" on goal setting available to the four institutiohs to which we afforded ’
- consultation. This consultant works with Dr. Peter Houts at the
o Pennsylvania ‘State University Medical School in Hershey, Pennsylvania;
S both Dr. Houts and the consultant are nationally known figures in goal-
setting procedures. Since the Children's Treatment Unit had been
’ mandated to set clear individual treatment goals for each child and-each
unit, such an input seemed both logical and timely. The CDnsultanf
visited the Children's Treatment Unit on January 31, 1973, His 1-day .
workshop 1nugoa1 setting was attended by at most 30 of the some- 160
staff members of the Children's Unit. Additionally, a number of those
. present at the morning session were not present at the afterhoon seg-
ment, and vice versa, for a number of reasons. One reason was the .
immense backlog of paperwork'the staff needed to finish in order to - R
meet a California State Department of Mental Hygiene deadline to
write individual goals for each child; a second reason was the consul-
E tant's presentation itself, which was both much too simple and ‘elemen-
tary for those who.were relatively skilled in the procedure yet a bit
too cumbersome and lightly presented for thosewho were true novices. .
‘'Thus, what could have been a copsiderable impetus toward ‘clarification
. —proved to be more of a distractiolf(l

, . v ¢ .

v During these 2 months '6f_]an_hary and February oﬁ?‘gx@g}?gw

leaders was attemptlng to tackle:the problem of the initial diagnostic

procedure which all’ agreed was excessively time consuming, held too

late after admission and wag generally ineffective and inefficient. In

an attempt to get the participants. fo focqs on this initial stage of data _

collection and goal setting with a new patient, the split between the .

behavior modification therapists and the more psychoanalytically

] inglined therapists proved to be too wide to be bridged. The behavior

. \ ‘modification persons saw clearly the task at hand, were eager to

A revise the procedure--generally wholesale--whereas the person

responsible for this diagnqstic procedurq was much more impressed

_’ with the necessﬁy for lengthy personal interactions by a well- trained.
d}agnostician ‘Our attempts floundered on detail, and generally .
“nded in acknowledged d;,t_scouragement that we had not made progress.

Stemms -
-
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, March of 1973 founcl our group still attempting.to bring the initial
assessment session to some level-of efficiency and effectiveness that
the group could be proud of, Rather-thah being able to state a. goal,
much of the group's acth/ity——despite this consultant's efforts to - .
the contrary--was spent ,{n expressed resentment against outside

. agencies, against the di,rector for admitting unsuitable patients, and

- ‘at the uncertainty of the ﬁ‘uture of the hospital's survival or its R
leadership. - ‘ S
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Finally, the one person assigned the duty of coordinating and .
formulating this diagnostic staff procedure spent some time outside

. the group, thinking about absolute necessities, and conceived of a

plan of altering the procedure which reduced his work and that of

other staff members from approximately 12 hours to some 2-1/2 hours
per new case. This certainly represented- a gain in efficiency, but

the quality of this initial assessment, the timeliness of it, and the
usefulness of it remained unchanged. Of course, e hoped this®man -
changed his procedure partly as a result of our paying attention again

% and again to this admitted area of difficulty t

» In April and May of 1973 there was almost no creative thinking
toward current problems or designing a better future. The stress of
the director's uncertaisi retirement was simply too large an uncertainty
‘for this group' to work around. Both his leaving and his staying seemed
to pose certain fears for members of the group, and the fears effec-
. tively immobilized their planning abilities. Finally, the day of _
mandatory retirement of the director appeared and a short memo was
issued by him announcing his retirement. The very next day the
hospital superintendent named a replacement. The new director, a
man with more than a decade of seivice in the- state hospital system
_and with a background in psychology, moved in vigorously and actively
to the position of program director

During th'e.remainder of May and the early portion of June there
was*considerable hustle and bustle, movement of persons into the
area, visits fram other persons from the larger part of the hosgital
visits that many of the previous staff members felt heralded the new
man's bringing in acadre of top staff of his own.. He moved rather
quickly to set up himgelf in @ larger office, taking over what had’
been previously used as thg’Children's Unit conference room. He
moved also to relieve some severe personnel shortages and to appoint
an active man in charge of nursing. He was willing, as his time
allowed, to meet with mé as well as the group of program coordinators
that had been meeting more or less regularly, expressing appreciation
for our work, encouraging ,the activities of planning and idea gathering.
Nevertheless, the members of the groups seemed to feel uneasy with
this new active man, found agpects about his behavior to criticize
and to fear, and in general, seemed hesitant to venture forth with
‘clear, decisive recommendations of ideas. In turn, he also was
hesitant to set clear new directions, but such hesitation seemed more
realistic in that he was gathering information about the unit, its
strengths and its needs. Tentative plans were laid to hold a series of
conferences with mental health. workers from the various counties send-
ing patients to Southside Hospital but at the end. of the consultation
period, these plans had not yet ‘been firmed up.

,
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3. An Assessment of the Impact of Intervention . - ' N

On balance, the consultation intervention seems to have made
little impact. Certainly, cohesiveness among the program coerdinators .
was, at the conclusion of the consultation, not yet at a high level, .
., and clear projects have not been described and pursued. .The many -
ingovative and successful ideas thay/are present within the Children's
Treatment. Unit have not been disseminated thonoughly, and of course, °
" not instituted as regular practice,

Two beneﬁcial outcomes seem distinctly related to the interven- e
tion: (1) The school personnel have successfully identified some 88
problems facing them moved te take action on four or five of the ,
more ‘critical ones, and there is congiderably more openness, boldness
at piaking suggestions, considering altérnatives; (2) there is among
thé second level personnel a clear appreciation for the larger view of '

e network of service of the Children's Unit, a ecognitiorr of some
of the widespread problems and a growing awareness that these
problems can be tackled, modified, improved. And yet, even though
all members seemed to.grasp my persistent optimism that matters
could be made better, this mode of thought has not become at all
w_idesp'rea_d, nor do the members clearly 'see which problems can be
tackled by the problem-solving, participative group approach.

A subsequent, independent evaluation may reveal gains that _
have not been perceived by me. (An interim kind of summary of the ’
Tscongsultant's perception of the situation at the Children's Unit is
provided in the consultant's Activity Report following his October 31,
1972, visit, and may be found in the appendix to this portion of the
report )

: C What the Independent Evaluator Reported, Based Upon His Interviews at
‘the Children'syTreatment Unit in November, 1973, Three Months after .
. Completion of the Consulting Intervention

o/
»

. (This report was submitted by Roland Wilhelmy, PhD, the 1nciependent
evaluator). '

4

. 1. Assignment **%

To meet with certain staff members of the Children's Treatment .
Unit and to assess and report on the changes that had taken pIace
there since August, 1972. The prime focus of my investigation was
- the impact that HIRI's consultant's actions had had, but I was also
interested in all significant changes regatdless of how they came abdut.

R}

¢
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2. Procedur : | R
‘ My v sit to the’ Children s Treatment Unit covered part of 2 days. v
. I conducted a series of interviews with members of the agency staff. ’
/ ' .These included the director, the head of nursing services, one pro-
o gram coordinator, two speech therapists, t.h,e acting principal of the *
school, two teachers, one charge’ nurse in the new unit and one social
_ worker. The inte rviews lasted 1 - 1-1/2 hours each and were: con-

o ducted in the individual s or group’s place of work. Each interview
bégan with three open-ended questions asking the respehdent to help
the interviewer list the significant events or thanges, describe what
led up to them and what they.in turn, might have led to. Four sub-
sequent questions asked the respondent to state which change seemed

< .most important to rate the current situatigp and the ‘situation in
August 1972, on a 100-point scale, to evaluate the institution's .
readiness and willingness to employ andther organizational ‘consultant,

“ and to describe ways in'which the client-consultant interaction might
.have been strengthened. In addition to the questions just descyibed,
I had a checklist of items which, on an a priori basis, seemed impor-w

+

. tant to investigate.  ‘Both the questions and the checklist ate included
here. . , - . - .
3. The Interviews ¥ R : ) <

-

a. The. First Three Questidns _ ‘ : ' : _ ’

(These questions are listed in Chapter II, Overview of the
Consultation Intervention ) -

v
% -
N e

Major E\ients to Which.I Hoped to Evoke Staff Response

In my questioning I was jinterested in whether any of the staff
who had been present during the consultation period could .
describe and respond to seven events associated with the S
consultation. These events wére: ~ ‘

[

(]

.

(1) A series of meetings designed to identify and solve problems t
related to the school and speech departments.

(2) A series of meetings and related efforts designed to resolve
the problem of an ineffective teacher, either by supporting
‘ that teacher and emphasizing his strengths or, if that failed,
by trying to transfer him out of the Children's Unit. '

(3) An effort to raise travel funds for speech department personnel,
for. visits to other institutions to learn about innovative
- : . _ procedures. '

*
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/ A4y Implementatlon ‘of goal-setting procedures as descrl‘bed by the -
T ‘ outside consultant on goal settlng, or developed 1n various..
' . meetings with the HIRI consultant, C o -,

R ’ (5) - An exerclse in problem solving 1nvolvfng revision and reno-
' * Vvation of the conference room in whlch the meetings' took
place. .

-

(6) Review and reirgsion of intake procedures. - .
-(7) Discussionh of whether or not the consultant was viewed as ¢ -
T a facilitator of relations betwegn the new director and the .
staff '
IS : K ' b Y
: & Of these evedts, the only ones reco(;nlzed by the staff I«
' 1nterv1ewed were numbers two, four"‘and slx. K

« . o8

- D . .
PR
» .

I  c. Some Results of the Interviews ’ S
. 'y ” \
ol The\most 1gnif1cant change at Southside. between August,

‘ ' 1972, and August,1973, wa's the retirement (in May,1973] of the direc- -
tor and the a.ppolntment of a new dh‘e}:tor All other changes are
dependent upon thfs fundamental change. The consultant's -
intervention.appears to have facilitated the changes'in the = .
instances to be described, but the actual changes were brough_t
about by the new director. The former director retired after the
consultant had spent 11 months of his l-year consulting period at
the institution. Although the consultant did meet with the new
director two of three times, no true consulting relationship ‘was
established between them because of the Iimitations of time ’
(the consyltant was at Southside only about 3 weeks after -
the new d1rector was appointed). -

. ’

o

-

The changes reported by, the persons I interviewed fall *
into six categorles : :

d. ! Person.A's Actions to Strengthen Each of the Children's Units
*(1j - Changes in nursing staff assignments. In the Children's Unit
as'a whole there are 131.5 nursing positions.. However, over
* a period of time 21 of these positions had been used to meet
emergency and other needs.. Four of the nursing posltions
were ugsed for school personnel, four for staffing 1n§;sate111te
homes, five for janitors and~eight for hospital workers. Thus,
although there were in theory, an adequate number of nursing
poslt/lt(ns for the Children's-Unit, the unit was in fact, under-
* staffed wlth nurses,

] N .
-
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, -The new direcfor reconverted some of 'the pos1t1ons back to %
e nursing. In addition he .closed one of the residential units
' , and made it into a day care unit for intensive treatment andl
¢ . : in~service training. The new unit is staffed with two PhDs’
v o ,_and three graduate students plus nursing staff, Its purpg’ée
: : .is"not only care during the day but- also training of nursgs - -
Ce " from other units in behavior modaﬁcatmn and other tech- '
R n1ques Thus, a child with’particularly acute problems
would spend perhaps 2 or.3 months at the intensive treat-
" ment unit dnring the day @long with a nurse from his unit so
" that both child and nurse would be learning at the®same time.
The closmg of the residential unit involved the transfer of
some 18 children into other units, but it ‘strengthened the
staffs of the other un1ts s1multaneously . “

!

© . {2) Organ1z1ng the profess1onal staff An ad hoc committee of
' the program coordinators, professional staff and nurs1ng
coordinators meets for regular weekly seminars and also -
visits other facilities. They have access to a social worker -~ ..
‘and a PhD consultant. This 3d hoc committee generally\ '
¢ acts as a consultative and deliberative body, assisting the
a e director in identifyinlg and solving problems. Program
' coord1nators are respons1ble for the development of the un1t
-program goals. They serve on the ad hoc committee and even
though there is no ¢ivil service title such as program coor-

v +  dinators, the director has delegated responsibility and author-
< : ity to them to.carry out their tasks. Program coordinators
-~ . also participate in the evaluation of the stafi. The ad hoc¢

-committee is busy developing coeducational activities and
-converting all the units to coed upits. Two of the units
curr'ently are coed. ‘ o N !
! S " . There are now}/veekend programs for . oh1ldren Most of these , -
o are conducted by the rehab staff. Through the maintenance
: , S department the. committee instituted work training tontracts e
which permit children to work for pay. Also contemplated is -

. a car wash. designed to help children earn mqney for them- “_ )
selves.  The ad hoc camittee is designed to be a committee
of "doers"; entrenched personnel unwilling to change and
develop are being left ou . '

- ?
One of the persOns interviewed felt that the HIRI consultant's
original group was limited because it-resisted being broadened
) ., to include all effective change agents. There was discussion
L S within the -group but nothing moved, perhaps because not '
enough unit. coordinators were involved. Still, ithe, consultant ’
had tauqht a number oll problem solving techniqu®s in the

T




(3)

Another person ‘who attended only two or three of the consult-
_ant's sessions felt that they didn't add anything and that an

/

process of getting people to talk to each other for the first -

time, and this was helpful o o~

outsider so seldom there couldn't penetrate the internal
structure. Such penetr.ation would have required visits two’
or three times per week, He also felt that the.consultant

. became involved in: laborious explanation-that was 'unnecessary. .
. i ) i

. ’ “ . L .
One interviewee felt that the consultant did germinate a
feeling of camaraderie. He opened up'communication among

. diverse mfembers of the.staff. People had been unwilling to

examine the dynamics of the system and to consider changing .
it. The meetings held with the consultant began a process

that made such things possible. The same pérson also felt

that the cansultant might have missed some talént by not-
including more people and that many of the staff didn't know

the consultant was doing anything at all. This person reported

a reduction of the hostility currently, as compared to the rest

of the state hospital. The charge nurses and program coordin-
ators are not invelved with.training of psychiatric technicians

_ and nursing treatment specialists.

Changes in the school~ The principal of the school took a
3-month leave starting in September, 1973. During this time,
extensive changes were made in.the school schedule and in
the organization and reldtion of teacheis to the rést of the
Children's Unit. The peopld I talked to about this were
unanimous in viewing the changes as constructive but were
uncertain about the school principal’s possible response.
The.ofuficial school day was shortened by half an hour and
‘the last class was finished an hour earlier to permit a:long ,
.period of time in the afternoon in which.children, teachers )

and therapists all could participate in varjous active physical

education activities. The only exceptions to this were

teachers and children working on a one-to- -one basis on %
particular problems_during this time. During the time the

consultant was there, the teachers had been working to

shorten the school }iay in rather the same way as eventually

_ worked out, . Howe\ier, last spring when they first proposed

this, the teachers were unable to make a strong ®&8e or to

. jusiify it well enou’gh. A modified version of their proposal

was introduced this fall after the school principal went on a
leave. The’ consultant's stimulation of the group in getting-
them to put this problem and idea for dealing with it on the

N ‘
’
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- to each unit, but permitted less isolation.

" new director's style of administration.

. Getting the Units Together S . N

‘Communication was increased among the staff of the Children's .

" to fruition only after the consultant had left and the new director

table, so to speak, may have provided the readiness for
action which took place in the fall of 1973 .

~

N | , _ R

" Under the‘previous directorship thé units"Had bken isolated

and autonomous. They reported directly to the director and did not
commun1cate with each other to any sigmfm:ant degree. Three
major events under this heading include: (1) changes in the school
schedule which 1ncreased the contact of staff, teachers and ¢hil-
dren in various therapeutic play; (2) tsaining activities each after-
noon; (3) establishment of a more even-handed administration which
gave, equal attention and support and-more,individual Eesponsibility

Getting the units together involved getting the staff together.

Unit, between Children's Unit staff and the rest of Southside Stagte )
Hospital, and between Children' s Un1t staff and the dutside -world
‘in gene‘ral : . s

The, consultant s greatest contribut1on grew out,of the ' : L
meetings he conducted with some of the professional staff. Among
other things, thé meetings dealt with ways to identify and solve ' s
problems at the institution. Thus, at least some representatives of .
the units were somewhat acctistomed to communicating with each
other and attempting to make plans for the future which involved-
the entire Children's Unit and not just their own particular respon-
sibilities. Although the meetings showed no tangible results at
the*time, they were important precursors to the changes which came

had taken over. . ,

: transformed +into measurable behavioral changes : ’ |

. Changes in Intake Screening and Admlssion Procedures

" enter

']

In dddition, the director’s ad ‘hoc committee is an expansion

of the consultant's meeting group, in a manner, consonant with the

With the arrival of the new
cd in the committee were -

14

dfrector the cognltive changes creat

..,‘

The matters of intake screening and admission procedures -
were among the subjects identified and reviewed in the group
problem-solving meetings with the consultant. Admission pro-
cedures have undergone very drastic changes. Formerly, it took
appro;;‘i'g]ately 4 months of intake processing before a child could

eunit. Presently, the Children's Unit as a whole has as
: ‘ ¢
LX .
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development, of resources and foster care-for children who need it.

director has the ultimate authority to approve or not. Different * _
subunits of the Children's Unit are permitted some intake screening.
so K\a‘t the child is. placed in the unit most appropriate for him.

vPre\'riou‘sly, no emergency situations were permitted. Now =
the Children's Unit will .admit a child on the same day he applies,

. when,such’emergency procedures are warranted. The Children's 4
~ Unit sees itself as a last resort.for certain kinds of children..
.Therefore, it endeavors to provide the services for these children

as rapidly f.possiblk. .
e S
, The Comments about discharge proce'dures were less unani-

. mously favorable. ,Some teachers and speech therapists commented

that the alternate care 4nd services unit (ACSU) had usurped on-

the-spot judgment in d'eterminin'g,_ when a child was ready for place-
* ment outside the hospital and -where he should be place}i. Thus, *

someone ‘who knew lit}\{e about the child was making important

s were_being set up in which there is a
parents; there is increased emphasis on

a number of satellite ho
special training for houst

‘decisions; this had not \%eyen.the,case before. On the positive éide,

?

Goal Planning, Goal Selection ®

This fnc_luddé the ooutsidte-consultant's'goal—planning seminar
(arranged for by HIRI) ,; and manag,ement*bg(—objectives as a replace-

" ment for management=-by=crisis.

,Oniy one person I talked to was able to recall thé seminar on

goal planning at Southside. This person reported that approximately

20 people attended. He thought the seminar was "great--a beauti-
ful job," but that there was a thud at the end of the presentation.
The question seemed to be, "Now what?™" Yecause the seminar had
been given, as it were,. in a vacuum. Sinde then, as mandated by
changes in the state regulation, among dther things, there have
been considerable changes in th’e'docqmentati,on of goal planning.
_ s <

Treatment plans were set up 6 months ago. They are revised
regularly. The staff is exXpected to operate in terms of the treatmestt

. plan. However, one person reported that plans are "all on paper,"

and that, as yet, the staff is pot sufficiently familiar with the new
documentation to makeé effective use of it. Goal planning does work
better in some units than in others, of course. Those units with
more emphasis on behavior modification also tend to be more
familiar with goal planning, since behavior modification withou‘t

A}
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“tendency to interprei every action of the new director asif it had

planned goals is almost a contradiction in terms. Perhaps as
in-service training of the staff continues to develop, goal planning
“and management by-objectives may become triie operating procedures.
Some Conflicting Presumptions among Various Staff Members at
the Children's Treatment Unit, Southsid€ State Hospital, about the
- Néw Director' and the Changes Implemented by Him .
w
A negative pole of the perceptions sees the director as
impulsive and eone who imposes his will upon the hospital
A positive pole¥of the perceptions characterizes the director's
~ actionstas a challenge to éxcellence. That:is, the staff is now-~
challenged to be something more than just adequate or competent
/ as competence had been defined before. ..

_.‘\‘h

%

.One aof the things that the HIRI consultant had commented
wabout was the tendency of the staff to perceive the new director
as one who came from the same mold as the former director. This
tendency.3eemed to be autistic tn the sense that the '‘perception was
not based upon. experience or fact. Instead, it seemed to reflect a

been made by the old director with the old director's intent. Con--

flicting factual evidence sometimes tended to be denied and then

the evidence which could be construed-as supporting an autistic

hypothesis of authoritarian contfol was in fact interpreted this way
- by some, -

These response tendencies' can be interpreted anothcr way as
well. According to the theory of cognitive dissonance, attitudes,
beliefs and perceptions tend to become adjusted in ways which
justify the perceiver's own actions. If dissonance principles wer
applied to the situation at Southside State Hospital, it would be
predicted that those staff members who resisted the changes inter-
jected by the director would tend to justify themselves by inter-
preting his actions as arbitrary and impulsive, and as generally
detrimental to the children's welfare; those staff members ‘who had
cooperated in furthering ‘the changes instituted by the director w 1d
‘tend to see those changes as being ma;gimally constructive, perhaps
even as a challenge to excellence. :

N e

Another hypothesis could be that the different subgroups of the .
_staff had been treated differently in the first stages of the new|direc-
tor's reorganization of the unit. The nursing staff hadpreviougly
been Subject to repeated deprivation and many of the sfeps taken b’y
‘ the new director were designed to strengthen the nursing\gtaff and
its morale. Some of these changes were made at the expense \
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" the most impor{ant or the mogt useful?

L
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Nziof teaching stafband other categories. Thus, the nursing staff
might be exp ted te3ge e’changes in a more favorable light
than would ertain teaChers and speech therapists. .

On the other hand, thefiew procedures instituted with
_respect to_the school day and the appointment ¢f a new déting
‘principal would appehr #o have benefited many of the teachers and
to have improved theif morale. From ‘fhis point of view, diverse
percs'@ptions of the director may be partially justified as arising out
of the same set of actions but coming from different subgroups of
staff, depending upon the effect the changes had upon thTir own

-

areas of re sponsibility. ’ .

" One person commented that the former director had been
bright bit egotistical. , He’ had picked a non-threatening staff who
maintained the ship for him. The two prime requirements for the’

'staff had'been.an interest in children and a form of hero worship of

the former director .

The same person pbvinted out. that the new director w?s less
formal and less egotistical but required that the sstaff wprk with
him. The new director's goals for employees were a well trained
staff, open to new methods. It was pofhted out that pgrhaps he had -
not been on the job long enough to have defined his own image too
well. This may have made it easier for some to misredd his actions
as authoritarianindecisiveness. At any rate, the sanje person
pointed out-that certain old-timers felt threatened by the new
director and his new procedures. One person expresged the hope
that the new director would keep the consultants and resgarchers
under control and restrain them from exploiting the

" Additional Questions

-In addition to the three basic questions (re all ot all ckanges
: they cdéme
about, and what were the results) which formed he cgre of the .

viewees. - o 2. g,
(1) Which of thosé. changes (discussed above) do you think was

(
One person felt that the most drastic change was the change
in the admissions procedure. Several people thought that the
change in directors was the most important. Others said that
the establishment of the new day treatment center or the
change to a more e°quita't'31e and even-handed apprpach in

[ 4
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administration would be most important. One person commented
. that the least constructive thing that HIRI's consultant did was
to engage in laborious, detailed &xplanations during the meet-
- ' . ings. Apother felt that the change to an emphasis on behavior .
- modification was very important and was associated with con-
siderable improvement in treatment from the custodial care
- - situation that had previously prevailed.
L d
. oy (2) On a scale on which 100 means an absolutely perfect situation
)} : and zero means a disastrous failure, would you tell me how you
' would rate the general situation here now? After the person had
. - responded, the question would continue: Using the same criter-
) \F s \ ia would you rate it as of August, 1972, or the date the person

>

first started to work, -if it were a later date?

In asking this question, I explained that a score of 100
would mean the realization of the situation s ideal potential,
and a score of zero would mean something worse than merely

. closing down the institution. { '
. . -, DNow. . Then =~ - | -
, . . 83 ‘ | 40 :
. . 75 ) 10 : : ' ' %,
] .’ ' . 62 } LA ) 50 .
3 - . ) .
:' . ' . 60 ya 55 .
: » : . 60 T 58 ' ;
. 60 o . 68° ' k(
] ¢ . 80 74 .
. .67 : .20 , ‘
4 0 N )
. . . (Mean = 70.2) - (Mean = 53.0)
o : N N . Q- ,
N=9 . N=9 . - '(

(3) This was aimed at finding ou’t)abbut the institution's readiness,
‘ and willingness to employ another organiza.tional consultant.
It vsgas phrased in different ways to different individuals.

(Sou_th side Children's Unit is accustomed to using' various kinds
’ of consultants on a regular basis. Some staff members are ’
b ¢ accustomed to avoiding the utilization of consultants who
' ) appear at the children's.unit reqularly and there is considerable
: ) distrust of an outsider coming into the situation. There are so
' many constraints operating on the staff from so many different
directiohs that to be effective, the consultant must be either
someone who is going to spend ‘an inordinate amount of time |,

.
.
o 3 . : .
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organizational con sul-tation;

~

understanding all of the rarniﬁcations of each action or some-
one who is already so familiar to the staff that he is not con-

- sidered an outsider. ‘ )

1

P .

The nursing staff seemed to be ready for some kind of organi-
zational consultant and|some of the administrative staff
seemed to be in the pogition of being aﬁle to make use of

=~

K

One person pointed out!that the new director is so new that he

. is a sort of combination insider and consultant. Perhaps he

embodies the dréeam of theé consultant.in terms of the power to
carry out all the plans hel would see as useful > One person
pointed out that the new director did not make special use of
HIRI's consultant nor was HIRI's consultant able to establish a-
strong relationship with the new director. (There was no time
to do so; they pverlapped only abott three weeks.)

’,

There are various program review units that serve some con-"
sulting purposes within the institution. Nursing staff is ready
for assistance with changes and in negotiating their adminis-
trative roles--and perhaps in management by-objectives. -

Southside Children's Unit' seemed ta.be similar to Val iew
Boys Center, in that both institutions had recently obtairied new

‘ ‘directors by the time I arrived to conduct these interviews:; both

(4)

were in a period of considerable organizational and procedural,
change, and both seemed to be in the position of being unable
to make effective use of outside organizational consultation.

Or--the consultant was not able to bring gbout basic change in
the deep-seated problems. that existed ang permeated the staff
attitudes and behaviors. " : ‘

Can you tell me some things that the consultant might have
done here or done differently? Can you tell me some things
that the Children's Unit should have done differently with the
consultant? What is the best thing that the Children's Unit and
the consultant aCcomplished?

"

It was unanimously agreed that what the\Children s Unit and the

" consultant accomplished was to start people talking to each

other and establish a certain feeling of camaraderie in the group

‘with which he met reqularly for several months. This con-
‘sultant’'s group, however, seemed to resist being broadened, as

it refisted including other members who they felt were less

-111- ‘, 1.0
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o amenable to change. No unit coordizcors were involved and
- therefore, thought was not translated into action.

One person wished that the consultant had been more directive
and had set down rules instead of wasting time. She wished

_.. that the committee had been more task-oriented. She also:
pointed-out-that the consultant received no cooperation from
the former director, who never.set foot in the meeting room.
Thus the group always dealt with hypothetical solutions to
real problems. The consultant was semeone whom the pro-
fessionals respected and this accounted for the amount of

v progress 1in communication and cooperation which was

gstablished. '

' - -~ Another person attended only two or three sessions of the
' . . group meetings.and felt that they didn't add anything, and
. could not, because an outsider who visited the unit so seldom
Lo would be unable to penetrate the internal structure of the

_ ¥ institution. The consultant, according to this person, would
P have been forced to hold meetings two or three times a week
in order to be really effective.
, e ”
- '+ Several people expressed the feeling that the consultant

hadn't accomplished very much because nothing much could
. “ have been accomplished. Another person pointed out that.a

number of people in the institution didn't know what the

¥consultant wars doing and therefore he missed utilizing a lot

of existing ta lent ’ - v
g *

(Y. . & .
4, Report of Issues of A.Priori Interest

In addition to the above seven questions, I had a checklist of
, quest¥ons to which I wished to discover answers myself. These items
) phrased interms of questions I would like to be able to answer,
. and I tried to make sure, by making very indirect inquiries, that I
‘'was able to answer théin to my satisfactior;.

N - - Do unit supervisors meet together about anything? Do they see
. themselves as being interrelated with a common task, common
problems and common solutions? Unit supervisors or unit coordinators

do meet together in the ad hoc committee; they do see themselves as
being more interrelated and not as competitive as pefore. There is
GO less of the squé&aky wheel approach that I pointed out 'previously.
- —Thus, there is some change here; before thé .consultation, the
Children's Uni; had been described as nine separate units in isolation
from each other.. .




.
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* HIRI's consultant maS/ have helped germinate the degree of coopera-
tion and perception of interrelations that presently exists. The fact
that the unit coordinators now meet is dependent upon the new director,
but the fact that they meet and manage to accpmplish something may

What perceptions did the teachers have of the school principal?
Teachers did not think that the schoo@principal had changed at all.
He'd been on leave for the last 3 months and chahges had taken

~place in the school administration, but none of this is likely to be
identified with the consultant. ‘

Did the change iph the school day duration work out well? Had this
produced any incrédasein communicatien and cooperation between the
unit and the school? The school d:{w duration change has been working
successfully and has helped to increase the unit/school communication
and cooperation. However, relatively.few people see these changes
as having stemmed from the efforts,of the consultant. The original
efforts of the consultant and.his group came to no visible fruition, in ™
part because of resistance from the school principal. However, a
revised version of the proposal that the group had c;reaté‘d was imple-

- mented in the fall of 1973 and does seem to be working out well. To
the extent that the ideas seemed to germinate and develop, in part,
under the consultant's assistance, the comsultant should be considered
a change agent in helping to facilitate a new school day and in
increasing communication between the school and the units.,

Is the staff using the rest of the hospital facilities more, e.g., the
closed c‘ﬁ‘cuit TV, repair.services, cable channels,” and profesgional
contacts? There is more communication between the Children's Unit
and the r@st of the hospital now, particularly with the adolescent unit.
Most of the facilities of the rest of the hospital are already utilized
heavily at the moment, but staff members of the Children's Unit do
spend time in other portions of the hospital system for in-service’
training and other kinds of assistance.

There is a hospital-wide’teachers'’ b’féanizapion. In the previous -

administration, people were actively discouraged from seéking assis-
s tance anywhere else in the state hospital. Now they are actively
‘encouraged to seél and develop greater communication and cooperation
with other parts of the hospital, and with groups outside the hospital.
None of this took place prior to the arrival of the new director or the
departure of the consultant. It is possible that the staff might have
been more ready to utilize the other facilities and to reach out tqQ -
groups outside the hospital as well because of the consultant's effort,
but this?is not readily demonstrable. .

. ' ~-113-~




-for difficult-€hildren.

Is there increased communication by second level people with the

outside? Yes, but again, demonstrations of the connection between

the consultant's efforts and the present results are difficult to establish.
Did the satellite home_plan progress as a greater part of the
. Children's Unit? The satellite home plan was developed by the former
director. It continues to exist and dévelop. The children's home unit
hag applied for a federal training and research grant to enable them to
train couples 'thera,pfists for satellite homes and surrogate parents
In addition, the.research grant proposed that

parents bé brought to the Children's Unit for a weé¢k at the end of the
child's stay. The parents would-live in the satellite home and get
intensive training in how to care appropriately for their children.
Addltionally, there would be follow-up services for parents at home.
Thus, the satellite home plan has progressed and proposals for its e
continuation are an integrated part of the Children S Unit There is
no information, however, that HIRI's consultant has had anything to
do with its conunued development. ‘ .
N

What is the level of staff morale? The level of turnover? Are

there hopes for the future? Morale is higher for the most part. Turnover

went up with the arrival of the new director but is now down. Theré are
hopes for the future and a feeling that no one is locked into any partic-
ular procedure or situation any more. .

« .
. L]

Was there a treatment program set up with a goal plan for each

Thild? Who participated in the setting of such goal plans? _ As I

poinfed out eatlier, the treatment plans and goal setting may ‘appear L
more on paper than in.reality, but considerable progress has been arnd
continues to be made in in-service training t@d’xelp the staff utilize
goal setting more efficiently and effectively

»

Is there some boldness at making suggestions and cohsiderjing
alternatives? Peogple I talked to seemed more willing tq talk than I had

expected from the reports I'd-redd. To that degree there was an increase
in boldness at making.suggestions and considering alternatives{. Even
the people:who were less thar contented with the present ‘situation and
the changes contemplated were willing to express their discontent to
me with little hesitation. , * :

-

On the other hand, conétructive suggestions from the discontented

- people were rare. The last 6 to 8 months in Southside Children's Unit
*have involved so much change that it's unlikely many.people are~sitting’

around waiting for some change which would get them out of their rut ...
u—
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Is there increased emphasis on results? Yes, as contrasted to an
emphasis on organizational survival, or maintenance, or custodial care -
of the children, I found considerable emphasis on results. Some of
the objections to the changes that had been instituted and contemplated
were objections to the increased empha sis on results in the\form of
behavior modification, as opposed to more cognitive kinds of therapies.
It was difficult for me, in a short visit, to distinguish between those
who might be resisting change simply to resist any kind of change,
and those who had fundamental objections to what they saw as certain
immoral or unethical aspects of behavior modification. But prompted
by the new director and by changes in state regulation, there is
emphasis on measuralﬂe_results‘. Again, though, there is no evidence .
that HIRI's consultant played a major part or any part at all in the
present state of affairs. I believe many other factors must have
operated more strongly. '

Summary

So.uthsi_de State Hospital Children's Unit seems to have achleVecl
a numiber of things the consultant tried to help it achieve. Most of *

these changes and achievements are associated with programs 1nstituted

by the new director. Often the procedures the director used were not
those which would have been recommended by the consultant because
of certain ideological differences between the two. However, the end
results do seem extraordinarily consistent with the goals the consultant
had.

4
L4

For the most part, regarding the checklist of questions herein, I
@an report that considerable progress is in evidence. I can also
report that it's quite obvious progress would not have taken place with-
out a change in directorship, even though the -consultant did succeed .
in opening the program to talk about goals. Now, certain divisions
of the Children's Unit seem to be in a position to take considerable
advantage of our organizational ‘consulting-services, such as HIRI tried
to provide. The problem in separating out and discussing the -nfluence
of the consultant from that of other influences at Southside is that
both the director's efforts and'the consultant's efforts were aimed in *
approximately the same direction, but from independent formulations.-
The results were consistent with both efforts, but since the director
has considerably more power and spgnt at least six times as much time
cairying out his plans as did the consultant, and_since the consultant
left almost six months ago the probabilities of clearly establishing
that a particular event is associated principall; with the consultant S
efforts are quite slim.

0
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All persons interviewed were asked to rate the general situation
. at Southside on a scale_of 0-100,’as of August, 1972,~ and again at the
time of the evaluations. The mean score for the earlier date was 53.0
and for the more recent date, 70.2, a gain of 17.2. These ratings-
came from a total of niné respondents. ’ _ o

'D. What is Suggested by the Before-and-After Questionnaire Responses

Below fh tabular computer printout form (Table 4) are the responses of
the staff at Southside to the 40 items in the BDF administered in 1972
compared with staff response to those same items on the ISSQ in 1973. At

the end of this listing are total scores for the Southside staff on the 1972
BDF compatred with the 1973 ISSQ

The second section of Table 4 (NEW ITEMS) lists the responses of
the staff at the Children's Unit to new items on the ISSQ which were not
included in the BDF. At the end of this section are the total scores for the
institution's staff on the 40 new items exclusive to the ISSQ. In addition,
total scores for the staff on all 80 ISSQ items are given.

‘ The table is to be read as follows: For item #1, "Quality of intake .
procedures. .. " out of a total number (N=60) of respondents from South side
on the 1973 ISSQ, 20% rated Southside on this item as 2 (Fair); 56.67% gave
a ratin_g of 3 (Satisfactory); 21.67% gave a rating of 4 (Good); 1.67% gave
a rati,nt; of 5 (Excellent). And so for each item. .

yd )
;/ The 1972 responses to the BDF (N—28) for those questions are listed

. e ?’f-ﬁediately below the ISSQ responses and are to be read in exactly the .
. e way .

+On an overall basis, only 4.21% of the respondents from ‘Southside
gave their institution a mean rating of 5 (Excellent) on these 40 ISSQ items,
comrpared with 7.95% for the BDF in 1972--a loss of 3.74. It should be
noted that the N for respondents on the ISSQ was 60; compared with.an N

28 on the BDF, so that there were more than twice as many persons on the

.- ‘Ch ldren's Unit staff who responded to the questionnaire in 1973 compared

with 1972. This was.a year during which tiiere was growing uncertainty
about the future and fate of state hospitals, with much talk of possible
additionyclosings and therefore much uncertainty about future status
and job Security. . v

-
‘

: a o With regard to, speciﬂc 1tems there was a higher score on 16 items in
e . 1973 compared wit’h 1972, and a lower.score on 24 items. The amounts of
| difference usually were very small. It is interesting to note here ;show-
ever, that on the 80th itemr, which read-, "your opinion of the ipstitution
as a place in which to work, " the ISSQ score was 3.22, compared with

2.71 on the BDF--a gain of . Sl,hwhich was a larger.than usual difference.

o | » . 'j*d '__"1,16-/ o . ' : L




‘_ _ . ,ITEM RESPONSE FORTY OLD ITEMS AND FORTY EW ITEMS ON ‘TI%E
» 0 . .uF. iz GHILDREN'S UNIT, SOUTHSIDE STATE HOSPITAL (N=60) ’
) g _ *5‘4 (For old items, ISSQ responses ‘are listed first,
‘ : . and 1972 BDF responses are listed immediately below them)
Response'Gategories: 1 = Poor; 2 = Falr; 3 = Satisfactory; 4 = Good 5
: . e RESECNSE cnr:ec 1E5 c
4 . L i ol 4 . - ) ]
1TEM N " N I N % N % N
. "1 1850 \n 0nC 12 2CeCG 24 5607 13 21067 1 1o
: BCF 1 s 3067 e} 1420 11 39529 9 A2anl14. 3 10n!
3 1ssa D 009 4. €o€7 32 S3033 17 31067 5 fa
y RDF 0 000 , 1 10071 1€ H&701¢ 6 Zlod7 3 100
4 1550 ¢ Uo0 cof7 F1 Liok7 A1 Ang00 4  €o
BDF L0 0a00 I 10s7) 16 K014 5 170€6 4. la4o
y 4 1580 0 0.l A Baf7 ___83__56.00. 2033037 i _Eo
ROF N Cel 5 17ef¢ 15 %2087 & 170 €6 3 100
. & r'ssa” 17 1an7 QO 18,00 20 4RoPI 20 33033 1 1o
Yot HOFE £ 2a 14 121 125 EE 13 q&,g;ﬂ Z 250040 b 2
=l : ; . -
N A Issc 1 1267 A 12033 24 40000 25 .41a67 2 2a
€ ‘ gOF 0. GotC 2, 7012  1a £(o00 3.732614  © 3 100
13 1530 1 1257 & Eoz1 7 11067 20 80000 A7 28g
| ROF - 5  Ca0 1 . A,57 5 170846 13 46043 9 320
SR 14 1380 1 1247 9. 1%.00 R B P 22 738067 ) 5
. EDF 2 7l 2 7ele . QO 3zol4 _ 13 G46o43d a2 7o
15 1550 5 d07T 11 1E023 28 ale6?7 20 33037 2 30
BDF 2 734 o3 10073 11._J6p29 11 385290 1 2a
16 1580 2 2,313 1 1Ce€7 21 35,0 a7 45000 0 0o
ROF I 7ola 3 16,71 10 73Se7! 11 39029 2 7
) 17 1550 A EoCC 5 10oC0 25 G3a33 B2\ 139067 3 _5d
BDF 2 7014 2 10071 B  2RoS7 I2\ 8206 3 1Co
20 1550 ° Pl 3p 32 j2. . 20,C0 12 31a 67 25 41087 2 3
RDF e 7ot4 2. da14 10 38071 12 42086 2. 7o
22 1550 0 000 10 160€7 3P €303 ‘'8 1323 4 " 6o
BOE 2 2014 4 18026 12 4zp 86 9 32014 ye 3
" 20 1550 1 1067 s 1303 21 35500 29 4833 1. 1o
a BOF 1 3s£7 1 13,87 11 3629 14 58,00 1. 3o
31 1550 G 15,00 24 40oCO 18 20000 S 15000 0 0o
"ﬁ_ o POF & 17086 5 17086 £ . 21063 10 35071 2 7o
& . AX ;




e T e T ey & e N i M ey e
ETEM RBSPONSE POR’I’Y OLD ITEMS AND FORTY NEW ITEMS ON THE ISS’Q AT '
- - - CHILDREN'S UNIT, SOUTHSIDE STATE HOSPITAL (N 60)

(For old items, ISSQ responses are listed first,
- and. 1972 BDF responses are listed immediately below them)

ponse Categorigss™ 1 = Poor; 2 = Fair; 3 = Satisfactory, 4 = Good; 5 = Excellent
? . ' ~WL°=CF*C CATFGCh , 2 ‘ T UMEAN TN
S W ; 2 _ .3 a~ I I
N % ©N . % N % TN % N %~ PONSE :
0 0asC 12° ZCoC6 24 5€F7 13 21,67 1 1067 3,05 . &0
1 35857 A TAasED 11 39as20 Q A2a14 3 1071 3 32 J‘B';
0 009 4  €pe7 32 "=3g5z . 19 - 31467 5  8a33 . 3042 69 |
0 0on 10871 1€ E701¢ 6 Zlo43F 3 10071, - 3,32 an
C. Uoo 4 cof7 31 S1e67 21 3mo00 4 €a0h7  RobZ 60
0" . 0,0 3 10071 16 %7014 5 170£6 4 14529 3034 z8
. £ . . . .
)] Qa C 4 Batb? 33 $5s00 =0 23533 3 “a_bo 3n 22 o0.
D CoC _ - 5 1%pfe 15 H3e&7 5 17066 ‘3 10671 3021 29
1 1567, 9 18,00 20 48023 20 33533 1 1067 3018 60
Z 79 14 & 17nFE 13 . 4fsal 2z 25000 3 Ap57 2000 28
1 4la67 A 132033 24 40000 .25 4167 2 303?\\ 3032 60
.0 \CeC a2 7014 14 E(o00 3 32014 3 10071 3046 Z8.
"1 1,57 S €0z 7 1loG7y 30 £0000 17 28c33 3595 %0
D . CoO 1 3557 5 170867 13 46043 9 32014 4007 28!
A 1-47 ‘g9 16,00 28 43,33 22 2a.R7 > 3533 2025 en. -
2. 7nla 2 7ela a  3zZo14 13 406043 2 Tola 24 39 o1 .
2 201 11 1€6Z3 28 41067 20 330323 2 3033 3015 &0
2 Zal4 3. 10073 11 29029 11 3e529 ' 1 2aB2 . 3021 ___ 282
2 3333 168 16a€7 21 35C0 - 27 45000 w0 - 000 | 3027 60
2 Tels 3 1Co71 10 3%.7! 11 39029 2 . 7014 3520 24
I EgCC & 1CaCO 26 43033 22 3ha67 3 5000 3087  &C.
2 7014 2 10071 B ZRoS7 12 4&2oE6 2 1C,7Y 3,30 28
S 3033 12 20,00 19 31067 25 6lof2 2 3033 3222 60
"o 7ola 2 iola 10 - 360 71 12 420 E6 2 7old 3436 2R
y 0 000 10 160€7 28 €£3023 ‘8" 13023 4 €067 35 10 60
2 7014 4 18qzC 12 42 806 9 22014 1 315-(' __,.-0.1,1 ..L._,_,Zf*.
g 1067 B 1333 z1 3E,00 29 48323 1 1067 3035 60
1 2557 1 o7 11 /35029 Q4 50000 i 3057 3045 28
@ 15,00 - 24& 40000 15 30,00 9 15,00 0  0eC 2045 60
8 1708¢ 5 17086 £ 21543 10 35571 2 7018 2,96 28
(& ‘ ‘ S : N
. . -4

Cde o




\ Al =3 ) L ~
B 1 :
.
- ~ « Moo . R N - a »
, - Response Categories . 3
. o .
N 1 .. ‘ . .
PN ) . i 2 . ’3 'A . . N 4 L ) 5
. . Item N % N % N 0% N % _.N
. .22 1880 - 1 1667 8 13032 '2Ah 43332 21 35,00 & 5
o BDF Q0,0 O 170,66 7 2F.QC 11 _39.2% 5117
: 13 1550 9 15:00 21 2S,C0 18 30,00 3 15,00 3 .5
NOF 2 7216 7 Z8A00 12 4€5423 4 18626 2 7
T35 i{ssa & 100C0 R 13,23 33 355,00 12 20000 1 1
' aDF 3 10,71 G 220184 12 42,86 4 14629 0 0
° . 3A_1SSG - 12 20,00 23 29,33 Y9 31,67 4__ o€l 3 3
T TBRF A TFela AT z6s:f 4 14029 310,71 1 -3
; . 4z 1S%0 5 Ey23 5 15000 31 81067 17 28033 1 1
: BOF 2 7534 £ 28087 13 45042 5,179 . _0_.__0
[ 43 1350 19 31,557 28 4€nFT £ 10000 6 106C0 1 1
BOF 11 3Ci¢ 12 . a2,Ee 2 Told . 3 10,71 0 @
46 155G 9 CoOC 1 1o€7 1t 28,00 &1 £Bc33 3 5
S nE D 0,0 210571 11 23,29 . 11 1eZ9 3 10
fat .
A 2 : ;
s a4z J153Q 10 16o€7 . 11 1Pa23° 23 18,313 15 25,00 1 1.
| nor 2 7old4 7 2%,0G 40 35,71 8 2Po &7 1 3
¢ 138Q 7 ‘110¢€7 10 1€4,¢7 27 46,00 14 23533 2 3
DDE 28 170F€ & 21087 e, ZEaS7 2 apg&7 1 3
47 15SC £ 1C000 B 13,23 ‘26 a3g3T 17 ZR033 3 &
BCF . 4 14526 5 170&C S ZZels 5 17486 5 17
. ¥ ) .
tf 1550 B 1Z072° 19 21,07 21 35,00 10 16067 2z
‘  RDF 4 . l4g2¢. 2 IZs14 7 1Ca71 8 28057 4. 14
42 1SSQ 40 VG,A? 20 33433 14 30,00 10 1f0£E7 2 =
. HDF 7 25000 € ZBnE7 - 2 28,57 4 14029 1 3
. 56-183G 9 18,60 17 28033 26 43,33 , €& - 10800 ° 2 3
j BOF £ z21a 13 7 25aC0 7] Ala 16 4 14029 2 rd
‘ ' ~\ ‘ 3 |
1 ¢ €3 15%Q 0 050 1€ Z€of7 -~ 25 41667 13 "316€7 - O 9
ANF 2 7014 B 28,57 6 21043 . 12 42086, 0 0
=g 155Q 11 168032 = 22 .EEoCC 11 180323 5 Bo23 L0 O
AnE 6 21043 17 F£Qa71 2 7ela 3 10071 Yo 0
t ' ) “ )"
| . . : fle r
ERIC g
: : ‘ 1 - -




,- N 2 :
% - N |

“

Response Categories

%
Y

. .

ol o R it bt

3 .

N %

eh 43,532
7 ___ZEalQC
B8 30,00
3‘ 4€043

DB

1o 3]

[l [¥9)

L Vi

2]

ke

A ]

=)

N o

bb N~
e own

LK)

[N | ~ O

[

Qo
~Ne| mos
-

a
al

E

¥ o] O

N~
o

[y
Ao O

9 P
gy
(o)

el )

b o

10y~
i~

S O NP

o Pt by b A

~J
[~ 3]
md
Ry

D0

[N
Ny >
[+ I
—
o~

et
NN mPo

[

e 7014
1t 25,00
11 . 35,529

L 23 334 13
10 3,71
27 14%4200

e ZEaCB7
D6 A3s 37

S Z2Zals
21 35500

3 1Co7%Y
13 ./"‘0.1(10

2 0 28457

(Y

e X))

L
~Naf

S 41567
6 21043
11 165 73
2 7ola

> W

[

N

-t .
el WO U Wi PV

b —p

| >
AN fuP o

[

-
oo

[l and
No PO 8D
ce

wWin




. . ' Response Categories . &
: . S S 2 ' 3 . 4 Vo 5
i Item _N % N % N - % N % - N
- —— e —— ;| o - . ,
S9 1SS0 q 13,33 8 12033 33 550600 9 15,00 e
[NE. 5 21,43 14'74 LEa 4" & 21543 3 10,21 - Q ‘n,
160 1S5S0 "7 110€7° 11 18033 1§ 2500C 18 30000 9 - 18
¢ . BDF 4 14075 2 sylels 4 14029 1 28057 10 35
€)1 13S 2 36733 8 713,32 S% 410 R7 13 30000 7 11
B0 2 7514 2 7018 "7 2%a.00 12° 42086 5 17
- ’ ) -
‘ V-2 EX-1 0 0aQ 14 23,573 21 SiaR7 14 23,373 1. _1j
N i BOF 3 10671 T2 7014 7 22000 12 (mo 084 4 14
. T - ‘. o ' v ;
166 [538Q Y6 10000 17 28032 27 4%,C0 9 150C0 1 .1
o oy HPE K3 10‘n71 14 SCal] 2 o387, f 3 10071 0 ok
N ’ . ‘ !
4 an 4 €o €7 29" QCo €7 18 3CsrCC ( ) 15,5C€0 1 L
) : no . 4 12,526 5 - 17085 12 42026 \ 7 2%000 ) c
o&,xqqo 7 11,€7 ¢ 18 ZE,C6 23 35400 i4‘ 5067 1 1
‘ HOF - 4 14026 3 10071 14 50000- 6 21,43 1 3
! =20 1580 6 10aC0 16 2Ee.CC 33 dp,37 14 23,33 2 2
= BDF 3 10071 7 2S0C6 . G 2Zol4 8 28057 13
@0 G e o “7&‘
] 76 15Sa 1 to67? S 15000 38 63033 12 20000 0 )
‘H_DF Q Qa0 2 2al4 E ZEgY - 1S5 - S3587.. .3 10
. 1BO 1£SQ . 2 3032 6 10oC€0 32 53,33 17  2Re33 -3 &
. -'.  BRDF 3 10071 £ 2€0S7 . 11 36529 6 21,43 o 0
- TOYAL ISEQ ° 176 733 499 Z0o7S 6RA 41,00 640 26067 101 44
. BOF 116 0026 226 ,2Col18 370 123,04 219 28,48 B9 77
o NFW ITEMS S R
L}
——— e - 0 i 4 - - — v —— - —— Iy M
o~ . RESPONSb CATEGO?I&S i
I 4 U : 2 et e e ¥ LDl
ITEM N X N % N N N
2 1sSsa 7 11467 15 25000 28 a46067 7 1167, 3 5
7 1ssQ 3 €400 15 25,00 30 50400 12 20.00 0 0
0 1SS 32 _R20.00_. _28__ 40467 __13_ 2167 ., 6. 10600 ____1___1
10 1SsQ . 1 167 10 1667 15 60,007 12 20400 1 1
" 11 IssaQ 0 0e¢00 . 4 Beb7 30000 60600 ? 3
12 1sSQ 0 0.00. 5 £.33 %3 21467 34 56,467 8 13
~ ..18.1s8sQ .. ...__.0 0¢00. 5_ _Be3d3d . . 33633, .36 56e67 _1 _1
i 19 I1sSQ 1 167 . 7T 11467 S1.67 _JH8 30400 3 5
3 21 1ssaQ ¥ 1667 S B8e33 34 - 5667 19 31467 1 1
E : © 23 1S8sa . 0 0.00, 14 23,33 36 60400 10 16467 0 0
i; 1 s 24 1550 0 .0e00 14 23633 24 40400 @ 20__33e33 . . 2___3
g - #0J ' - ' b " i
g (S . T _ f 'sZ‘ o . 2




Respofise Categories : -
1 2 . 3 4 5
N %, N % N % N % N
] > 4
; -— S - - - -
.8 13,33 12033 33 ' 55000 Q 1%,00 2
= 95 21a43 12 LES 4= - - (& Plaaﬂ 3 10421 0;
F 7 11067 11 18,23 16 25000 18 3C600 9
i 4 14075 2 7o la L4 16029 3 28057 )
J 1 B .
2 313 B 13,322 % 41087 13 30000 7
2 7314 2 Aala 7. 28,00 12° 62,86 5
0. ,o}so ’ 14 _ 23,33 . 1 . 51,67 14 ‘23537 1
3 10071 2 7014 7. 2€500 12 " 4286 4
9, - Ve . . '
6 100000 17 28533 27  8%,C0 9 150CO 1
3 106,71 14 20,00 N 24457 3 1Ne2y .0 -
4 €of?” 29 Aco€7 18 3G, CC 3 155CO0 1
L 4 180235 = {éoeﬁ. 12 82096 -7 2%000 0
7 11.€7 18 3E,CGC 27 3000 4 5067 1
4  tagac 3 10671 14 50000 6 21043 1
6 10a00 18 Fe.co 23 _p.34 14 23,23 2
i 3 10071 7 . 2S0CG S 3zZo14 83  280E7 1
1. 1067 S 1£500 ‘387 63033 12 20000 0
: (o] 0al) 2 7AJA E 25a 7 19 S3a 897 3
. 2 332 - 6 106CO 32 53,33 17 2°%6 13 3
| 3 10071 £ 2€057 11 35020 ° 6 21,543 0
176 7033 493 Z0e73 "GRA 41,00 540 260€7 101
116 {ﬁpzﬁ' 226 2Col8 379 236,04 219 28048 89
g ) : ) o \
" NFEW ITEMS .
[} B
- (SR —— e e e e e s - . :
RESPONSE CATEGORIES MEAN = N
. e 4 S5 e REST
™ N % N % N % PONSE .
25600 28 46467 7 1167 3 5000, 273 60 .
5400 30 50,00 12 20400 0 Ue00 "~ 2¢85 '60‘
Gab7__ 13 _21e67_ _ 6. 1000 ____1___ 167 2027 _ ___. 60 .
1667 ~ 36 760,00 T127 20400 1 167 ~ 3,03 7" 60!
6eb67 18 30600 36 60600 ? 3¢33 360 60:
8¢33 13 21467 34 56467 8 1333 Se 75 60 -
L _Bedd __ 20._ 33633 _ .35 564067 1 _ 1e67.  3e52 &0
11.67 31 51467 18 30,00 3 500 3425 80
8633 ° 34 56e67 19 31467 i 1eb67 3e23 £0
23,33 36 60.00. 10 16467 "0 0400 2093 60 - .
40400 20 __33e33 . 2 '

’
3

. 3el7 .. 60,




Response Categories \
v . : 1 ST 2 P 3 " 4 5 .
“ Item : N % N % N % . N % N

25 1Ssq 73 778400 TT13¥ 204007 23 38.23K 19 "31.67 T3 s

.26 1SS0 1 1067 10 16067 27 36667 26 43433. 1 1

+ 27 '1sSQ 3. £,00 13 2167 1 - '51¢07 12 20400 1 1
228..1S%Q _ _.._ 1_._.. 163 _. . 5_._8e33__ 16 2667 . 31  S1e67  _ 7 11

¢ 30 15SQ P10 1667 -17 28433 22 €36.67 9 154,00 27 3

' 34 1SSQ . 3 €400 20 3333 25 41,67 10 16467 2 3.

37 1ssaQ 6. 10,00 16 26467 32 53433 & .10,00 ) 0

38 _15SQ _ 1 1e67_._ . 813833 _ 23 _ 38433 27 45000 _ 1 1L

‘3¢ ISsQ 0 0400 813633 28 T AHLeO7 26 4040077 0 70

>, 40 ISSa 4 Ce67 16 26067 24 40,00 16 26067 0 Oe

, 41 1s9Q 2 2,33 16 26467 23 38433 18 30.00 1 1
~51__15SQ___ .11 ___1Fe¢33, 7. 11067 _ 34 5667 _ 8 1333 _ 0. 0

52 ISsa 1 167 137.2167 207 733,433 22 3067 -

L .54 1SSQ 1 1667 23 38e33 18 30600 17 28433 1 1
L | 55 15SQ 5 €433 16 26e¢67 .36 56467 4 eyev 1 i
156 ISSQ . __ 7 __11e67.___ 30 _.50e00 _ __ 18 3000 S _HBe33 0 . .0

- 87 1SSQ 2 3633 11 18.33 40 66467 87 TB.337TT2773

: i 63 1Ss0 3 €400 18 30600 26 '83033 13.,21467 0 0

- 64 1S8sQ 1~ 1467 23 38.33 ?7 45.00 ¢ 9 %15.00 : 0 O
o .65 1880 .7 __11e67 18 __30e00 _ LAleOT__ 10, 16667 .0 0
—- 69 ISsQ 7 1167, 9 15.00 33 55.00° 100 16467 i le

™ 71. 15SQ 2 3033 19 31.67 21 35400 17 28433 R U |

@ 72 1ssa 3 £.00 8 13.33 43 71.67 6 10.08 -0 O

RS . 73,1860 .3 _£e00 ___10__16e67___ - 56e67....10 1667 ="3___.Se

' 764 1SS0 4 6e67 11 18.33 za HHeBT 15 25400 2 3
L75 1850 'S5  7Ee33 24 40,00 22 36467 6 10600 3 5a

77 1s8SQ | 1 167 12 20400 -34 55467 11 18433 2 3.

T8 _ISSQ. ... 3___ _Se00_._ 22 _36e67._...29 _A48Be33 __  6__.10000__. .0__0s

" 79.1sSQ 7 1167 20 33433 24 740,00 9 15400 0 Oe
TOTAL NEW 132 . Se50 557 23621 .1062 44.25 ‘589 24454 60 26

JALL . 308._._€E.42 1056 22 s QQWz_qu 82.62 1229 _25460 161 3

o

——g
Pt
bt




.z';\b

- %

% ____ ponse

MR B A
ul

—

I

00D O O Ore G 0me

H
-

i

F

le .

i S

LY LYt WY RTAT CRNI Ty XECRNYT PP

o

LN

2 3
N . % N
2 20,00 2
0 16067 2
:3‘ Zl 0517 3
:5_ 8¢ 33 1
7 28433 2
‘20 33933 25
6, 264867 32
.81 13.3% 23
8 1333 28
16 26067 2a
6 26467 . 23
. 7.'11e67 _ 24,
i3 21467 (20
23 3U8e33 18
16 .26e67 3a
30 50000 _
11 - 18433 40
18 30600 26
23 38,33 27
18 _30000._..25
9 1500 33
19 31067 21
8 13633 43
10___16067 34 _
1 1833 28
4 40000 22
2° 20000 34
2. .29
24
1062

38033
45407
40000
3833

.56e67

33433
30600
5f>o67
30600

66.67

383033 .
45400

L ALe6T_

59.00
3500
74«67
56667 ..
4R «RT7
36067
5567
A4Be33 __

” ao.oo

44425

. 20480, 4262 1229 _

anﬁ4~ﬂ014 ARS) 4

i

=t gt Pt

L}
i
¥

= e

N .
00—0md0ﬂo

«10000’“..

1
'

1 & .
© OCOMUWNWC= OO ONO~ = £Ow O i

!
NeNe
"o

5¢00 3413
167 3027
1e67 J 2e¢ 92
1167 3063
333 2¢ 60
3033 2¢80 .
0.00° 2¢ 63
Le67 - Jo 32

S 0.00 . 3,27

000" 2087
1667 . 3.00
06000 ° 2465
667 3.25
1067 2090«
167 267
.0e00 2¢ 35
3e33 2¢90
%000 2e82
« 00 2.73

-ZQ-OO,N_g.ea-_,_
‘le67 . Z.82 -

1e67 2093
0. 00 287

w5.00 ._.3e00 . ___
033 3. 00
go 20673
3. 02

. 000.. 2063
000 . 258

2050 2095
3e.35 2497 |

g SIS, R TR P -

o)

~

-

ocC
[«X& Yol

g

IPOTOODIDIODRRANC
CO00CUVO0O000000

o ——




g

. \k/ . . .§ -‘ i - L; Bt ‘ N
Foo ‘ . | )

This might be related to .feelings about the change in directors and the

improvements which were beiny instituted--a number of which, as noted by

" the independent evaluator, were identified as needed in the sessions with

.the consultant, but in several instances not implemented until after the new
director arrived. : ‘
In terms of overall ‘score comparison the mean for Southside on the
%}2 BDE was 3.08,. compared with 3.00 on the 1973 ISSQ--an insignificant
difference. . A

Commentary by Edward-M. Glaser, PhD, Project Diréctor, on the Consulta-
tion Intervention at Southside

LY - : ’ - ‘\
While some important modus operandi and communication improvements

appear to have been facilitated by the consulting intervention, according to

' the findings of the independent evaluator, and these have resulted in .
improved institutional efficienicy and effectiveness, it also has been noted
that implementation in most cases did not occur until a ter a new director
was appointed, upon retirement of his predecessor at age 70.

A key to this outcome appears to be in the fact that the director, who

. exercised a great deal of influence and.control over the operation of
" . the Children's Treatment Center,.was not personally involved in the consul-

- tation effort. He gave it his support dnly in allowing it to proceed. He
did not engourage people to come to meetings or convey to them the idea
that the meetings were important or valuable for them. Yet his approval,
ego-investment and active commitment were perceived by the staff group
with whom the consultant worked as necessary to deal effectively with the .
problems identified and the tentative solutions proposed by others.

Two minimal conditions probably sRould have been required for the
continuation of this consultation effort, which if not achievable shquld have
resulted in withdrgwal of the consultation at this institution.

’
£

1. . 1t thé director did hot wish to attend. the problém—identification-a_nd -
problem-solving segsions...or if the staff felt freer to discuss
problems-and opportunities without his presence until they had. worked
given issues through to a recommended course of action...it was '

‘necessary for the ditdctor to inform the-group unequivocally, in a face-
to-face open discussion, regarding his support of the consultation
effort and what he hoped might be gained from it for the. benefit of all
concerned. In effect, the dirgctor needed fo set.goals or at least
expectations of constructive outcomes, and needed to let the group -

" know that problem-identification and proposals for resolving the iden-
tified problems would be nondefensively welcomed, wanted, and
given positive reinforcement. '
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, 2. The staff group who attended these meetings w;th‘the,consultant needed

_ to be more representative of a broader base of functions and power in .
a ‘ the Children's Unit (no unit coordinators were present and only one of
the two psychologists 1nyolved had any authority). Each participant
needed to make a personal commitment to invest himself or herself in
this opportunity to take’sto,ck and-try to waork out. improvements--or *
not be a member of the group. In effect, given the opportunity, they
had concomitant responsibilities if they wished to be a voluntary
—=  member of the group which the director was encouraging (given point

#1 above) . ' RN " .

-

N

* The consultant did not specify, require or achieve acceptance of these
conditions. In effect, he appeared to become infected with the malaise or
discouragqment of the staff. .= .

s ©
'The HIRI project director, in turn, was overconcerned with allowing the
consultant to work things out in his own style, and-thus did not intervene
decisively.. This happened partly because one.of the hypotheses was that a
great variety of well-trained consultants probably could help an organiza-
tion improve its effectiveness and efficiency if the key members of the
organization could be brought around to a situation where they felt disposed
, (and safe) to review their (the organization's) goals, take. stock of where
they and their programs stood with regard to goal attainment, then pool
their collective wisdom ahout implementing ideas for improvement or renewal, .
. followed wby frequent feedback of performance re sults compared with
measured baseline data. In the Southside case, two of the essential condi- -
tions for testing this hypothesis were absent. If ways could not be found
to ovércome these lacks within the first 2-3 months of the consultation” .
effort, HIRI should have withdrawn, and transferred the resources allogated :
for Southside toranother instifution. .

t
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. ~° 7 Activity Report # 9
. . ) ’

- Andrew V. Merrison
Childi'en's Unit, Sbuthside State Hospital -« | Octg_t)er 31, ’1972

't
',

4

. 1.' What I Did, with Whom, at Whose Request, Duration, Purpose

Today I met (by my request) with seven members of the middle man-
agement staff of the Children's Unit 6f Southside State Hospital for a
2 1/2 hour block of time. - At this meeting I was accompanied by Dave
Berger of HIRI- . '

_ The chief purpose of ,this meeting was to insure that I would be work-
« ing during the next 9 months with a minimum of four of the program coor-
dinators at Children's Unit. Additional-purposes includeds» the sharinfj of
my major observations concerning Children's Unit, correction by their i
inputs of those observations, informing them that I had some 20 consulta- -,
tion days available for their use, my suggesting some things we could do é%
« - with that time, and finally, getting commitment from them that we would
be working together. " . . .
Theﬂmeeting was held-in_ t'he unit office of A, that being a centrally ’
located place and adequately large for all those in attendanjce. I had by
~stelephone invited eight persons to the*meeting, selecting filom the
Children's Unit those eight persons most likeiy to grasp what I was trying
~ to say, most likely being gble to6 react candidly and critiCa ly and with -
Vsuggestions of the#r ni. [Of the €ight persons invited, seven appeared; .
they yere six program coordinators and the school principal.

- . 9

II. Obserxgations and Impressions on the Day's Significant Events

A. Meeting with the seven persons listed above; actually, 9:45 a.m.
to 12:15 p.m.

o " The meeting mentioned above had been scheduled:to begin at
9:30 and terminate at 11:30, but others did not arrive punctually,
nor were we able to arrive at agreements by '11:30, so the meeting SR
was exfended. After introductions and settling down, I stated the
purpose of the meeting was threefold: to inform them of some of my
findings, to extend to them information concerning the future, and te
invite them to participate in consultation during the coming year.

¢
~.v>
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, 'I mentioned ten major observations that I fel{Y were correct about
the Children's Unit. The observations were as fod®ws: ,
P .
1. There are eight hospitals here at the Children S Unlt and @ school
that relates to all of those hospltals " .

2. The programs ln-each of the‘ "mini~hospitals" differ widely one
from the other, partly because they havé.different patient popula-
tions, but also because each program is relatively independent
from the other and there seems to be little interaction between -
the mini-hospitals.

3. The aims and purposes of Children s Unit, as well as the individ-
v ual mini- hospltals are not stated clearly by the leaders lnvolved.
’ L Because aims and purposes are stated vaguely, no one knows if
goals are being met. . -

5. 'B is a powerful force within the Children's Unlt——or potentlally
so on each of the 1ndlv1dual units. | - = - -
4 ) v ' U
. 6. B's retirement ln May of 73 is uncertain, and this seems to
,leave an aura of u‘hcerta nty nd anxiety in tHe staff.
7. There seem to be no cost/ef:;ctiveness data available, no data
available to determine whether an activity is worth its cost.

8. There ls at the Children s Unit no cherished "succ;ss mythology"
--that is to say, Idid not hear anecdoted or stories told about
even a single success that the Children's Unit had managed with

~=== an individual patient. '

© 9, There seems to be a "log jam" at the'release end of the treatment
phase. ’

h

J . ) - . "
10. .'The emphasis by everybody seems to be on making an effort,

introducing a certain climate, and the emphasis on these activi-
ties obscures the results obtained’, even obscures the search for
+knowledge of results

After I,had read~the list. of major observations above, I asked
for corrections or comments. In general, persons seemed to agree
with my observations except as follows: C questioned whether the
presence of eight hospitals was a detriment rather tharn an asset, and
we interchanged comments on that, with my emphaslzlng there seented.
to be an inadequate interaction between the "mini-hospitals. " Addi-
tionally, C questioned whether there was lndeed a log jam at the -
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releadse end of the treatment phase, insofar as there was no "log.jam"
og, applicants at the present tlme.‘ He seemed to be saying that the
way to tell where there was a log jam at the end was to see if there
_was one at the beginning. I disagreed with that conception, as did

. "a number of other persons at the meeting, many of them stating that

patients could nbt be expediently released, and then their adjustment

"goes sour." A questioned whether results are measured, and
emphasized that within the school program evefy child is measured .

‘and their results are known. D also challenged this observation

v

a bit, saying that indeed on her tiny unit (6 patients only) they did
know what results they were getting, I résponded that the results
seemed to be within the hospital treatment phase only, and there was"
little -follow-up knowledge as to the consequences and success of

the patient after he terminates the hospital phase. In general, per- fan

L to the detriment.of their work together withthe patient durinq the
hospital phd%e. On the other hand D orted one recently

sons agreed, stating that often the padys inappropriately placed

released young girl who had made great gains in the hospital and
now, 6 months after release, is functioning beautifully in her own
neighborhood school setting.

-

o ‘

In general, howejver, the persons attending the meeting agreed
with thes observationg, but felt that the solutions lay in agencies or
persons outside themselves. (See Dave Berger's written comments
concerning the pessimism extant in this group.) ¢

After stating that I would be available some 20 days between now

* and July, 1973, I proceeded to itemize a number of things that we could

do--should they be willing and interested. These included:

" 1. Holding problem—ﬁndlng meetings'on each’'unit so that the program -

coordinators could learn clearly to separate the locating of prob-
lemg from the solving of problems. *
2. Teach and initiate solution-finding meetingé at each unit, the
. aim being to firmly establish a problem solving approach of a
more effective nature.

3. Institute goé‘l planning for the individual pa}lents as well as
' establishing clear-cut goals for the individual treatment units.

4, By instituting goal planning, we should be able to establish
clearer criteria regarding when a chlld is ready to leave--and to
what sort of setting. : :




-

. 5. Establish more clearly in our own heads four classes of "commun-

ity" so that when a child has been assessed as ready to leave,
i that child can be aimed more precisely for a target community
sujtable for his-her level of adjustment. .

6. We might establish improved relationships.with, say, six schools
to insure that a patient graduating from the Children's Unit would
encounter school success. .

7. We might make site visits to Devereux Schools at Santa Barbara
or other places to gather specific information as to how they
function. - . : .
After haying read these possible activities, I asked for reactions

and comments and suggestions. In general there Wasjittle enthdsi- -

asm for these ideas, considerable statements to the effect that others
should solv&, certain of the problems (relationships with the schools,
clarification of types of community placement). Additionally, D feit
that problem identification sessions would be an academic endeavor
unless B and E attended these meetings to know what the problems
were-~-and possibly-~to be confronted with that situation.

a . .

‘I responded to a number of these comments with the sort of state-.
ment such as this: Others have not solved these problems--and we .
might wait another 20 years for them to do so--but what if we looked
at the above types of activities as part of our responsibilities? For
example, 'to write-up in lucid terms four classes of community place--

" ments that are sorely needed, writing it in such a way that anybody

could pretty well understand what was needed, and then find or
establish the desired sort of setting. Additionally, since many chil-
dren have not been treated well upon their leaving, what would be
the consequence of writing something like an "operator's manual” for
an automobile--or a set of instructions--to the next worker on how
best to handle the child so that what growth and adjustment has been
achieved will both be maintained and furthered? Additionally, I was
willing to attempt to at some later time set up a problem identification
meeting with B present, but reflected that at the present time this
seemed impossible to bring about, premature, but is certainly some-
thing to be considered.

#  With further discusvsion, F, the School Principal, enthused con-
siderably about problem identification and solving sessions with

" his school teachers, enthused about the possibility of setting up a

liaison with community schools so as to insure a child's subsequent
school success. With this encouragement and lead, I asked rather
directly whether they wished to make suggestions as to how we could
work together or should we begin holding problem identification
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111, Interpretation and Analysis

2

training sessions, later sessions on their individual units. There
was moderate reluctance in accepting the idea, but G, F, Aand H
indicated their willingness to work with me in the coming year. We
arranged to have the 2-hour problem-finding training session on the

following Tuesday, that meeting from 9:30 a.m. to 11:30 a.m. - o
'3 R ‘ . ’

Q
. .

This panticular me'ettngv‘ terminated at 12:15 p.'m.‘ ¢

. B, Attempt to Meet with B .

Dave Berger and I went from.A's office to the administration
building of the Children's Unit, hoping to see B and inform him
‘'of what we had done and our subsequent plans, but B.was at lunch o !
(he customarily takes_a 30- minute lunch period at his pwn residence '
on the hospital groungs) and we were unable. to see him at that .
time. - ]

@ . ’ N '
C. Luncheon Conference with Dave Berger Conqerning_thzs Morning's

Meeting /

- Dave Berger and'l drove in separate cars to @ nearby eity
and had lunch together and discussed the meeting. See his report for
his observations. As Irecall it, he was impressed with the degree
‘of pessiniism and depression that exists amang theése apparently very
bright people, emphasizing that they seemed to be.at that state of
adjustment in which to*some extent they enjoyed their uffering and. Lo
were doing, things that would maintain the situation as%s. -

! ; - i

|
As was Dave Berger, I was impressed with the lethargy, the lassitude

of many of the program coordinators. Althotugh I don't quite see it as he
does, namely, that their activities are designed (consciously or uncon-
ously) to maintain the system as is; I was impréssed with the amount
of "nay-saying" that seemed tp be present, the painful explanations that
a problerh was outside their province, and many, 'many remarks that seemed
to reflect a hesitancy, a withdrawal from the larger scope of things, a
reflection of only so-so self-esteem and sénse-of potency. I had had 3
years staff experience at Southside State Hospital and engountered what
these people had been saying at that time among the staff, but then and
with that staff the lethargy and;inertia seemed even iarger more profound,'
so to inspire that 8taff was more of an accomplishment. Hence, as I
listen and look at these particular program coordinators I see the same’
themes but not at quite the depth of resignation as is perhaps even average -
among the staff members at Southside Stata Hospital. As I recall my own
3 years of duty there, I recall being sort of indoctrinated by the staff -
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as to the fut1l1ty of making changes and this 1ndoctr1nat1on was relat1vely R

. subtle an_'d persistent. Is.that still going on? What happens to a bright
young graduate student with a fresh PhD or M.D. and he comes to the
Children's Unit? How qu1ckly cah his initial confidence and aspirations
be brought into the institutional standard? Dave Berger's comments -cer-
tainly aroused memories and created a different framework for looking at
the behavior of these program coordinators. I recall, now, that a number
of active and energetic and well intentioned young staff hired on at ‘
Southside State Hospital, encountered some ma]or discrepancy between
what they thought was correct and existing procedures and left rather )
rapidly to some other institution or private practice. Those that remained .. -
‘ often were absorbed into the "nothing really of importanc‘e can be done"
e ph1losophy that seemed to permeate the. place but I was fortunate to

team ub with 1nit1ally one and then four other persons who worked together

for 18 months to bu1ld new- programs, 1nst1tute new practices, etc. That

team of five persons would meet frequently at work; weekly on off- duty

hours,. and we concluded that practically any reasonable idea could be

v \ - 1mplemented at the hosp1tal at that time if it seemed sensible, if the
e ' right persons were informed and brought -on board, and Af the program
, . didn't bring great risks to the reputation of the med1cal director. With oo
N \_ that in mind, we were able and did institute a number of rather large,
o changes. :

-, : The staff at the Ch1ldrens Unit does not seem to have welded 1tself
into a self- help team or network, hence sudggestions often die aborn1ng
many reasons why something can't be done are proffered and only modest
achievement is forthcoming from this group of well tramed highly intelli- o
gent, wéll paid staff. The fire of life has not by any means died in-these

" people; but it often seems reserved for their individudl programs, nurtured
in a sort of- 1solat1on and withdrawal, .and not spent on forming teams,
sharing interaction ideas, establishing project goals, making* suggesti”ons, .
following through on them etc.+ In this respect, my relationship with

- ’ them, it seems to me, will be a hit more like that of a psychotherapist
to an individual-or work group, initially encouraging greater activity,
suggesting ideas, fostering self esteem, bu1ld1ng relationships
) between them and me, and only later will we be able to examine nondefen-
¢ . sively the personal, unit and eptire Children's Unit's goals. To be sure,
such goal clarification and the setting of objectives is extremely 1mportant
o but "I have not in my experience been able to wofek with relatively troubled

' persons initially on such matters. First, it seems to me, we always must

sort of check each other out, establish a relationship of moderate trust,

solve some of the pressing problems that upset them, and later move

toward more specific goals and even later toward the examination of 11fe-
time goals. - I suspect the same procedure will unfold with this- group at R

4 the Children's. Unit, insofar as much of their time is spent in coping with

ex1st1ng problcms, coping defensively rather than creatively. Thus, at

P
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the moment I see the procedure possibly unfoiding with problem identifica-

tion sessions, problem-solving sessions, learning to set behaviorally

stated goals for individual pati¢nts, setting behaviorally stated goals for |

the unit and later for the Children's Unitsitself. In terms of a time sequence,

possible problen\qntlflcatlon will occur in November, problem-solving
“training and experié¥ce in December, an initial run at goal setting in

January, etc. ., -7

. R : -
Dave Berger's pfesence was especially helpful to me for two reasons: .
First, at one point §n the meeting he rather sharply confronted the group by o

saying, "It is not what we or Andy céan do for you, but what do you want
. to @o, what are you gomg to suggest?" (I've captured the gist of it, but .
missed the actual words, but the comment got through to. the group.) '
Second, his lunch time comments concerning the pessimism and how the
» . individuals seemed to maintain the system by nourishing their complaints
, brought a slightly different perspe_ctlve to-my mind, but also helped me
o focus more clearly that here we have a number of individuals sort of in
‘trouble at their work and that we must work with the individual- apathy,
tearfulness, nay-saying first. His perception of the degree of difficulty -
- was, as has been mentioned before, somewhat graver than mine, but I
have both greater clarity how to proceed and more hope of success as a >
result of his visit and comments. '

: Q - )
e IV, Did We Accomphsh Today s Stated ObJectlves'f’ P

Yes but not with qu1te ‘tHe degree of clarity, speed and enthu siasm
that I had anticipated. The chief objective was to explore whether a
minimum of four of the eight program coordinators would be willing to
‘work with me and possibly together during the coming year; we have
acquiescence .and agreement .from that number, but the degree of clarity

and enthusiasm is somewhat less than des1rab1e
\. = . )

v. ProposegﬂRelevant Dimensions , -

° At the next meeting of the program coordinators, Children's Unit, I
- . intend %o teach quite clearly through.lecture and demonstration how to

‘hold a problem-finding or problem-identification session. I will invite
all of the program coordinators to attend, that attendance being voluntary;
add1t10na11y each program coordmator will be invited to bring an additional
key staff person from his individual unit staff. Thus, we may have as
'many as 16 people at the next meeting to be held Tuesday,” November 7,
1972. T . ‘ '

I called B, informed him of my most recent visit tp Southside State
Hosp1ta1 and the proposal that I work with a minimum of four’and as nany

. brogram coordinators as were interested and willin®. first cn problem-

. identification sessions, thenon problem solving, then ongoal setting. Apparently "

-~ v
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" I have yet done nothing gravely wrong, since he seemed both to grasp the idea, -
express his willingness for me to work with his staf.f. in this manner, and
informed me how to reserve the Children's Unit conference room for that purpose.
Additlonally, he reported in.. glowmg terms that he had recently been visited by
.some péople from Health, Education and Welfare who had been quite impressed .
with his program and proposals for Children's Unit and satellite homes and the

~ child care specialist training, those peTson's stating to him, "You are 30 years
ahead of your time." He was exuberant, enthused, and eager to share his happi-
ness. Additionally, he asked if I had seen the first issue .of a new publication
by the Department of Mental Health called exCHANGE, ih which he has a feature
article. He went on to give me the address of the editor, encouraging me to get
a copy; he additionally asked if I had gotten from California Assogiation for
"Mental Health their report on the task force on the children s sections at Napa
and Southside; I had not, and he urged me to do so. I promised him I would
immediately call Sacramento and get a copy of that sent to me. Idid call
CAMH in Sacramento asking them for two copies of that task force report as

well as (since I am fortunate to know personally the, secretary at that office)
asking them to call over to another area in Sacramento and ask therp to send me
two cop1e5!~0f the new journal exCHANGE. :

!
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VALLEYVIEW BOYS CENTER (VBG)*

A. Summary Description of the Institution o o
@ . ’

Valleyview Boys Center is a children's residential center (CRC)

housing approximately 80 educationally handicapped and emotionally and
behav1orally disturbed boys between ages 11-15. It is located in a rural
setting. The facility consists of four cottages (of two:units each) which’

are several hundred yards away and quite isolated from an administratien
building, an on-campus school and a refectory. ost of the institution's.
operating costs are borne by the public agencies (primarily county welfare
and probation departments) referring the children. In addition, there is
considerable financial dependence on a sponsoring body, which makes up
deficits in operating costs and pays off a mortgage on the property. The
architectural design of the buildings and their setting are unusually .
attractive for an institution of this kind. ﬁ

An organizational chart for Valleyview Boys Center as of August, 1972,
when the consultation began, follows (see Table 5).

B. What the Coﬁlltant Thought He Was Trying To Do at VBC

The follow1ng statements of objectives, perceptions and strategies of '
consultation were prepared by the HIRI consultant to this particular institu-
“tion, Harvey Ross, PhD.

1. Overview .
I first visited Valteyview in 1972 during an exploratory phase of

. -our project. The director, who then was quite new, described the 75~

- year-old institution as having evolved through a number of stages. It _
had been established as an Indian school to’ provide educational
services to local Indian children who did not have access to schools
in tax-supported school districts. As regular school districts came .
to serve more and more of the Indian children, the school was

[

* This report on the VBC consultation and. evaluatjon thereof was submitted
for review of accuracy, etc. . to.the present director of Valleyview, and to
the former director who inyited the consultation. The present director felt--
insofar as he knew-~that the entire account was relevant, accurate and had
his approval for publication as written. The former director felt that part. C
herein-~-the interview data gathered by the independent evaluator--should
be omitted for the reasons discussed in that segment. Part B (as revised
herein after consultation between Dr. Rgss and the former director) was
approved by the former as well as the present director. The remaining
parts--A, D and E do not call for outside review. / ,
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converted to an orphanage. During the last two decades, it has
evolved into an agency-supported residential treatment center for
exceptional children, primarily serving a number of adjacent
counties. “

The makeup of the staff had changed in a manner parallel to that
of the population served. Early in Valleyview's history, it was
staffed primarily by members of religious orders. Gradually, the
institution has hired increasing numbers of lay §taff. The local
school district recently has assumed responsibility for Valleyview's
academic program as part of a federally funded special education
program, '

‘Like his_predecessdrs the new director was a priest. Unlike them
he had had experierfte as a mental health professional (he was a psy-
chologist with an MA degree) and believed that the treatment needed -
by the current residents required a treatment-oriented, professional
child care staff and a cadre of accredited social workers and psy-
chologists. ,Accordingly, he was replacing the remaining tenured
staff who still worked in child care with college-educated lay staff.

The director lived with important constraints: The board of _
directors restrained the freedom of the director to fire tenured staff and
replace them with more educated ‘and professional staff.

Before our first meeting, the director had considered closing the
institution to rid it of staff members who resisted his attempts to pro-

‘fessionalize and upgrade its operations and credte a treatment program.

The child care workers were a mixed group: Although some were exper-
ienced old-timers, turnover had been high and most were relatively
new to.the work. The differences of\child-rearing philosophy, both

~within and among this staff were considerable. Compounding thesc

differences was the influence of the few remaining tenured staff,
who appeared nostalgic for the time when they were in control of the
institution and could play a meaningful and satisfying role as nurturing
custodians of what was then an essentially dependent (rather than
disturbed) client population. . '
The difficulties with staff alone appeared almost unsurmountable
to the director. Early in 1972 (about 6 months before the HIRI con-
sultation began) he engaged two consultants to visit Valleyview,

- analyze its predicament and make recommendations for its improve-

ment. They recommended radical revisions in staffing which would
not have been acceptable to the board. If the director could have
gotten permission, heswould have closed the institution in order to
start from scratch--gradually to train and build a new staff that would

&
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be able to conduct a treatment program. In effect, the directof felt
he could not make those recommended changes that might most
direcHly and effectively have remedied the situation.

He adopted an altenj'lati_ve plan: to hire a number‘ of professionals
who would fill new staff and middle management positions and who

would be given responsibility for supervising and training existing

child care staff. Hopefully, and in time, they would be able to

upgrade the quality of child care staff so that they would become willing
.and knowledgeable participants in a treatment program, The director,
however, felt disappointed about the initial impact of the new profes-
sio_nals They seemed very inexperienced (most had ‘only recently '
graduated from college) and were surprisingly abrasive.

This, then, was the situation that existed when HIRI offered to
provide organizational consultation as part of its own OCD—sponsored ‘
project. Valleyview was in deep trouble.. The HIRI project director
recognized that cons ultation would be a high risk venture, but elected
to make his offer because the institution might add interesting diversity
‘to the sample (the other institutions were much more stable) . I agreed
to go to Valleyview as its consultant, because I was interested in being
helprul to the agency, if I could be, and felt that the experience, though
it likely would prove difficult, might be a rich source of insights about
the organization of CRCs and providing organizational consultation to
them. The Valleyview director, hopeful about whatever-assistance the
c0nsu1tation might provide, accepted the offer. :

. , AN
The Consultant's Perspective

My organizationai consultation perspective is derived from a com-
bination of experiences: a graduate education in psychology, some 15
years of training and practice in individual and group psychotherapy,
casé and staff consultation at children's residential centers, and 3
years of executive experience in a federal program, both abroad and
in Washington. I tend to think about organizations in terms analogous
to certain characteristics of a human psychological 'model and of my
consulting interventions as having certain characteristics and objectives
analogous to the activities of a psychotherapist dealing with an individ-
uval. Thus, among my most important consultation objectives is helping
an organization clarify iis own "identity" (mission, purpose and direc-
tion) and organize to achieve the goals implied by that identity. I
want to help the organization mobilIze its "ego" (responsible individuals
and structures that constitute its deuis\ion making and problem-solving
resources) to overcome the organizatior\xal "pathologies” (areas of
dysfunction in relation to its intended goals) in ways that are not likely
to induce new "pathologies" as side effé;cts from the intervention.

4
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WHenever the opportunity presents itself and seems appropriate, I

”") feel free-to comment upon the styles of individuals, their 1nteractions

and group processes with thé hope that increased awareness and insight

increase possibilities for impgovement However, when interpersonal

and intergroup -conflict seems 'unresolvable thrOugh increased awareness

of the nature of the conflict and through compromise, Iéehen try to help

the organization change itself structurally and change its processes to
« minimize organizational vulnerability to irrational ‘attitudes and non-

or anti-work related phenomena. '

3. The Year's Experienc’:ef’and the Consultant's Strategy

' I returned to Valleyview with a co-consultant (Jean Hall) in mid-
August, 1972, to begin our consultation activities. We anticipated
making about 30 visits over a 10-month period, averaging 2 or 3 days

a month. Jean was to accompany me as often as possible, working

as co-consultant and participant-observer. We planned an introductory
phase devoted to information gathering and exploration which would °
help us develop a picture of how the institution functioned (and mal-
functioned) in terms of its own conception of its mission. :

Although—our-invitation from the director 1mp11ed that we had at
least some acceptance and credibility in-his eyes, we believed that
the rest of the staff might not similarly accept us if they percéived
that we were (only) his consultants. A successful experience would
require that we develop personal and working relationships and credi-
bility with staff throughout the institution. In particular we would have
to identify and work with those influential individuals and groups who
constituted the dnstitution's internal resources and embodied its poten-
tial for change and improvement. '

The three most senior staff members were the acting supervising
social worker, the psychologist and a staff person responsible for
cottage program. These three staff members custqmarily met informally
as a group--usually to discuss the problems and crises that were
continuously Being referred to them. Although they had no formal status
as a group, we began to use them as our internal consultants, to orient
ug to the institution, to give us information about areas of strength
and difficulties,.and ta arrange for our introduction to other individaals
and groups in the staff. During these weeks, we attended a number of
.meetings With staff at all levels of the institution, including social
work, cottage staff, and school staff.

While the director wanted to be informed about and participate in

our consultation activities, he did not want to direct them. We initiated
a pattern of meeting with him for at least a few minutes every time we
visited the institution, to discuss our perceptions of the institution

i
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~and whatever information he wanted to proffer° we wanted to provide as

" to relay information (to and from the d1rector) when it seemed helpful to
.do sO. '

- fessional staff. Two of the three staff professionals had agreed to
: ‘take responsibility for an in-service training program for child care

and- opportumties for intervention it afforded to 11sten to his concerns

much support as we could to this director who was in a difficult situa-
tion. -We assiduously avoided discussing individuals except as that
could be done in an organizational (and neutral) context. We took
care not to betray confidences, although we would request permission

>

By the time we began,dur consultation visits, _the'di-rector had .
become quite troubled by doubts about the competency of his new pro-

staff, but had nof succeeded in designing and implementing a program. v
(The director was particularly disappointed by what he felt was either
their unwillingness or incapability to,do so. ) The third professional,
although nominally a supervisor, did not accept supervisorial responsi-
bilities; he preferred to involve himself in clinical activities, especially
with families . -

Nor did the director feel much confidenée in the new middle maﬂag—
ers, the social work associates; They appeared intent primarily on’
exercising authority over their units so that they each could put into
practice what they had recently learned in school; in effect, to the
director, each appeared to want to use the institutionto do his own
thing, without being interfered with by anyone. These and similar
conflicts over authority and turf--manifested by a general reluctance to
delegate, vest, accept or recognize authority--appeared often to be

the theme of the considerable disc_ord that plagued the institution.

Our initial visits at the agency had already broucjht to our attention _
several potentially destructive problem areas. The first problem was
evident alienation among department and professional groups, and the
dysfunctional effects of this on'the agency. Second, we had observed
that although the director frequently expressed his expectations to the
staff that they take action to correct many of ‘these difficalties, they
appeared to be unable to plan and implement effective corrective -
measures. We were uncertain about the causes of their difficulty.
However, the intensity of suspi¢tiousness, reproachfulness and hostility
was evident and extraordinary: between the director and his staff
(even those whom he had recently hired); between the recently hired
professionals and the cottage supervisors and cottage child care staff;
and between the school teachers and the social work/child care staff.
The child care staff felt that the professionals (social workers and
psychologist) understood little of the realities of life in the cottages.
Thus, the professionals' opinjons were not sought by the child care
staff in the development of treatment goals or interpretation of behavior

v e
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because their interventions were considered intrusions. Last, there was
& significant lack of integration between the school and the residential
treatment component of the agency. The goals for each shared little
" common bond. In fact, the school saw-the proper goals for the cottage
staffs as maintainjng well behaved, conto'rolled boys-that were educable.
The cottage staffs, on the other hand; expected the teachers and school
to be totally responsive to the treatment needs of the child. In addition
two of the teachers (from the local school district) were openly hostile
to the director and (he felt) tried to turn the children against the insti-
* tution using subversive provocations. -

Another organizatiorialﬂdysfuncticn we had observed early in the
consultation was the agency's characteristic. stance of reacting to
crises rather than planning to avoid them. In fact, staff members spent
such a large proportion of their time " fire fighting" that ¥hey believed
they had not time to plan. We discussed with them the likelihood that
their not making decisions and following through was responsible for
their crisis orientation.:

‘ . Ty .

We discovered thatg‘ within a month, and just before the opening
uf school, there was to be a 3-day meeting at a nearby resort com-
munity to he attended by the school, social work, and senior child
care staffs. The purposes of the meeting were to facilitate working
relationships among these staffs and to make plans for the coming
year at the institution. Believing that our attendance at thesé
meetings could serve to develop and strengthen the consulting rela-
tionship, we expressed our 1nterest and were invited to participate.

The agenda for the meetings covered such topics as how to orient ,
staff filling the newly created "day child care worker" position;
discussion about the use of monetary incentive by cottage stdff to
influence children's behavior; and an academic contracting program for
child care staff which would provide individualized educational goals

_for each boy in placemeht. Although the meetings were intended to
encourage collaborative planning, we were impressed by the extent to
which planning was attempted by functional groups working separately.
(the child care staff, the teachers, the day child care workers), without
involving representatives from other interested groups .in order to create
integrated plans that could be agreeable to all interested parties. On
a number of occasions, we directed these groups' attention to the diffi-
culty they were having in planning, attributed the difficulty to this
faulty group composition and suggested that unilateral planning by one
group for all would exacerbate antagonism and difficulty in communica-
tion. On more than one occasion, our-comments resulted in decisions
not to continue to try to make plans without consulting the other inter-
ested groups.

1
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The unified school district teachers wanted to take advantage
of the meetings to present their plans for a new educational program
involving open classrooms and educational contracting. At the end of:
their planning meeting, in preparation for their presentation, we sug-
gested that they consider combining contracting with the children for
educational goals with contracting for behavioral goals. In that case,
the contracting team would involve a chlld a representative of his a
cottage staff, one of his teachers and a representative of the profes-,
sional staff. ‘The plan not only would have the merit of involving the
child in his own treatment plan and in introducing the notion that the
educational and treatment components were part of a unified effort, but
it would bring together in a working relationship the cottage and school
staff for whom the organization had not previously provided a vehicle
for shared effort. '

Even though this suggestion generally was well received by the
professional, cottage and school staffs, and a consensus developed
to implement it, the meetings came to an end without anyone taking

‘responsibility for its implementation. We discussed this absence of

follow-through with the staff, and suggested formation of a task force X
to take responsibility for planning, but they did not actively take steps
to put the suggestion (or any other plan) into effect. (The projected
use of the new day child care workers in fact further institutionalized
organizationally the noncommunication between the school and the
cottages, perpetuating the response to crises. Rather than participat-
ing in treatment teams that would include teaching anc{ child”care staff,
and playing a positive role in an integrated treatment effort, the day
child care workers were to function as messengers between the cottage
and the school.)
A -. )
Realizing that the staff-as-a-whole might not yet be able to organ-
ize to integrate their planning and activity in an orderly manner, we

.decided to focus our first efforts on one limited staff segment with

which we might be able to work intensively to good purpose. We
reasoned that if we could help one important work group develop the
capability to make decisions and to follow through, it could become a
model for the rest of the institution. A most appropriate group with
which to start {and which already met with us rather informally) might
be composed of the acting supervising social worker, the psychologist,
the group living coordinator, the school principal (the senior staff)

and the director.

During that period, much of the time and energies of these individ=-
uals appeared to be taken up in dealing W1th the many crises in the

. institution, mostly at the child care level, which typically were referred

to them for solution. In large part, because they made no plans to
minimize the likelihood of crises, crises did occur. Similarly, because
staff members at child care levels had not learned to plan to avoid crises
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... . or make their own decisions.to deal with them, they referred them for
‘ ' solution to the senior staff who then found their time monopolized by
fire fighting and found themselves unable to take the time tq plan. -
Bringing that group together as a senior staff--perhaps as a management
team--might simultaneously have a number of beneficial consequences: ¢
a. The director might be encouraged to share his authority and respon-
‘sibility with his senior staff with greater confidence. '

b. Greater reliance on the senior staff would bg an important step
toward helping them develop as responsible leaders and staff
resources; if they felt more trusted and could depend upon freedom

. from what they perceived as the director's unilateral interventions,
they might become more responsible and more willing to plan for -
the institution. _ .

c. A management team that took responsibility for planning could
serve as our consulting "audience" and counterpart in the institu-
tion to share in planning our consulting activities and to take
responsihility for monitoring (or effecting) implementation.

d. We would try to help the new management team learn to become .

a resource to other work groups, to help those groups learn to
» ‘deal with the areas for which they were responsible by orderly
planning, and 1mp1ementation. :

-

We addressed thls group (which already had started to call. itself

"The Advisory Committee") with our proposal. We proposed an agree-
o ment or contract: We would present them with.a list of the issues in
, the institution about which we believed there was cause for concern;
we would then make ourselves available to them and the rest of the
institution to help them develop the capability for dzaliny with those
-and similar issues. In return, we asked that they: (1) respond to that
list; (2) identify the issues that ey felt were most important and with
which they wanted to deal; (3) ‘establish priorities among them; and
(4) develop a collabotative strategy with us to address those i$sdes.
The group's decision to enter into ‘this contract with us Wwas their first
attempt to make a plannirig decision as a group. On Ngovember I {our
14th visit) we presented our list of issues in accordance with the above :
arrangement: S S .

- a. The functions of the director vis-a-vis those of the managerial . - .
staff are not -explicitly understood. ' ’
b. The internal distribution of resbchsib_ility and authoerity from
. managerial staff down through. supervisorial levels and to line
. staff is somewhat unclear. * O
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c. Even when individuals know (or believe they know) what their
responsibilitfés are, they often appear not to know what to do. .

' _ d. Tendencies toward departmentalization appear to interfere with
% the ability of heterogeneous staff groups to focus on individual
. o children. .

@

‘e, In being crisis oriented, the staff is distracted from dealing with
‘and developing a sense of institutiorial mission.
. 2 oL K o
The Advisory Committee (including the director) agreed that the
issues presented were the important ones that should be confronted.
Although one or two members (including the director) identified what,
in their opinion, were priority issues, they did not decide as a group
what our priorities should be.: Again their reaction was consistent
with the style of the institution. And again we pointed out that, while .
there ‘could be agreement that an issue was important and deserved
attention they made little movement in the direction of making decisions
and planning for implementation.

Their behavior seemed to indicate that they were unable or unwilling
to try to make decisions to plan.and to work toward objectives at. least
in part because of their relationship with the director. Neither the -
director nor the ‘staff had sufficient Confidencef& trust in the other
to work together productively. We discussed, with th&Z4dvisory Com-
mittee, our perception that (in part) their conflicts appeared rooted “in
ambiguities which surrounded- the responsibility and authority related to

yo tasks within the agency. "Responzcibilities accepted with unclgar condi---
tions and which subsequently were not fulfilled were open to the director's
unanticipated interventions, which often occurred as a result of pressure
he was experigncing. The staff characteristically reacted by becoming
. passive and resistant to new responsibilities, hesitant to take the imitia-
, ¢ ttve. Epr the director, this passivity confirmed his ‘fears that his staff
1 was not capable of effectively developing the agency program,. thereby
o U encouraging his interventions. (In particular, he was at that time very

-,

troubled by a chronic defictt in their operating budget caused by low
populatio"n As he perceived it, his staff could take action to increase.
the population but appeared not to be willing to share his responsibilitz )
L
We discussed with the Advisory Committeee and with the director /”
the possibility.that they could develop a new relationship in which the
Advisory Committee would take the initiative for planning ‘and impleme/fé-
ing programs to respond to the director's concerns. He might then be
encouraged to turn to them as a helpful resource upon which he could
; depend. We speculated with them that, in some ways, it might be, )f o

) easier for them to continue a relationship with the director in whigh they

could feel angry and abus&d and put upon rather than assuming e S

. )
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responsibillty and trying to take initiatives wh1cn might brmg t
into open conflict with him. While taking responsibillty might enable
them to be more effective and productive, it ,also 1ncreased the danger
of open conﬁl1ct (not only With the director but perhaps w1th each -
other) _ . 4 .

The next several weeks, We made a point of meeting with the com-
mittee every fime we went to Valleyv1ew. Each time the comm‘ittee a

. appeared to be behaving in a passive and complaining manner, we’

commented on their behav1or in' terms of the interpretat1on discussed

_ a‘bove We also tried to help them. establ1sh more orderly procedures

F 4

i -

o for md1v1dua,l children,

N

- they made the recommendation to

with agendas, minufes, plans and assigned responsibilities which
the committee could monitor. Although the director's attendance was
somewhat irregular, the group made a good deal, of progress. Indeed,
by February, it had:

» established a task force to plan treatment teams and goal planning

» . . . R
.
-

e helped the newly appointed MSWs and the social worker associates
g ottage supervisors who by then had several months' tenure) ’
beg1 discussions aimed at devzelopmg a mutually acceptable
statement of their relative dut1es responsibilities and purviews
of author1ty, - '

e initiated a program to repair and redecorate one cottdage and
_proyide in- ‘'service training, to cottage staff to dpgrade cottage .

performance in the area of treatment. . . oo @

“

Th1s latter plan or1g1nated with one of the social work associates -

and had the backing of his three lleagues. It was significant that
ikg A‘dvisory Committee. :

e k1

This meeting was a h1gh point in the developmen't of the Advisory .
Committee. A .concrete proposal that had staff support had been sub-
mitted. The director participated in the decision making and nepr‘esented‘
his own. interests, in that process but did not attempt to dominate it. "
The group decided to give the social work associate authority to imple-
ment h1s plan. The plan was not effected because a few days after— .

ward, the director's acute concern about a pressing issue led him, - .

once more, to enunciate a number of decisions which the group inter-
preted as an infringement of the authority that he ,pt‘e\nously had
delegated to.them. On his part, the director [felt that" the group could
not tolerate his justifiable activity because they could not: accept
proposals inade by___z authority figure and wanted to have unshared -
power.’ , .ol . S .

. B - . :
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s The group regressed to their previous stance Of complaining and -
passivity, We began to feel that we were invelved in-a los1ng game.
might make some forward steps during our visits, but between visits

Perhaps some other po$s1b111t1es should be considered

- O/ur strategy had been based on a ‘decision to'try to work within
the eapstmg organizational structure. Thus, although we trted to
strengthen the Advisory Committee as a working group, we were not”
makilng any profound Structural changes since that group» existed infor-
mally | before we began the consultation. Similarly, we had attempted
to wdrk within the existing structure wben we encouraged the social
work associates and the new .MSWs to try to work out their relation-

- ships and respective roles through dis Zcasie il 'gohati&‘)m""""-S;,‘;";',"" T
each other. OQur experience with theg

= N . . °L ..
The four social work aSsociates.; who were cdllege graduates, had .
been +hired by the director the previous summer as part of his attempt \
to rofess1ona11ze the program. Each was-to have responsibility for . A
the "treatment program in two cottages. Theirs was the most 1mportant
“lo-'oTHO el 1 ion, A 11d Cda G 1
«~their cottages reported to them. After being hired, each had proteeded_
"to run his two cottages as a separate institution. Each did his own
intake, planned and 1mplemented whatever treatment was done and -
controlled the termination procedure. 'And each did these things in his
-own way. They did not meet as a group or plan together and were only
vaguely responsible to the acting social work supervisor. ‘At least e T4
'partly because of this independence, the director had then, hired two ) N
MSWs , apparently hopmg that the intreduction of more highly trained” '
professionals would lead to the .creation of an mst1tut1on—w1de treatment
program with greater &dcountability from’ the soC1a1 work associates.
The MSWs' role had not been spelled out by the director. They were
instructed to develop meaningful roles for themselves in the{nsntutmn.
. N ~ \\:’ Lo
" We had po1nted out to the social wo_rk assoc1ates thattﬁewlght '

* mnow have to speak as a group if they wanted to establish- ar accep e . .
position and negotiate with the MSWs. For the fifst time:, t}'&ey began
‘to meet and (as might have been pred1cted) they proposed rather peri
pheral roles for the MSWs., They were adamant about not accepting

! superv1s1on from the MSWs. {t became clear that this sityation probably
ould not be resolved in the cdurse of meetings at which MSWs and
soc1a1 workers tr1ed to work out an agreement ‘among ‘themselves.

an

The situation became crit"ical toward the end of february, 1973.
The director had become impatient with the unproductive negotiations

A
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between the MSWs and social work associates and insisted that the i
two groups clarify their respective roles, or he would have to define
N those roles for them. o Sl

B He also was having seco‘nd thoughts about the plan to renovate the
cottages and give in-service training to cottage staff which he, as .'
" part of the Advisory Committee, had already approved and which had -
begun to be implemented. A considerable investment of time (oi both
children and staff) anmgl money had been allocated to renovating bne - - "
cottage, and he felt that the staff was not properly maintaining the +  ow
improvements.  He was concerned that making further investment e
without some indication of staff commitment might turn out)@ﬁg% ' -
wasteful. . ' »

o

strengthen the Ad’visory Committee couid be useful.

A more radical approach seemed necessary--~that is, an approach *
that would attempt to alleviate these conflicts by making basic~changes
in the organization that might remove (at least) the structural causes

o of them. We reasoned that if there were a way of restructuring the ‘ .,

director-staff role so that their relationship would have to change--
=~ for example,@y creating an associate director's 1ob--the opportunity for” B
e confliet would be reduced. If the associate director could have some
significant responsibility and authdrity for the intemal operation of
Valleyview while being accountable to the director ina way that would
be satisfactory to the directof" the director could turn his attention to-
s~ the relationship between Valleyview and- the environment, an area
which desérv}d His atteption. . Furthermore, a structural change could
brmg about regefinition of the roles of the social work associates and
: »he MSWs in a way that both could live with and yet apparently were
unable to produce through negotiation. It was for those reasons, f.hat

. // late in February, we suggested that the organization consider a work-

"shop in order to overcome these anomalies as well as to create a staffing
pattern that would enable teafft treatment to take place. Such a workshop
already had been designed and carried ‘put as an exercise hy two of ouf
consultants at two of the project's other intervention CRCs.

While the details of the method are not relevant to this nar;ative,
' the goals are. Briefly,the purposes of the exercise are to redesign
the organization and the ]DbS within it to correspond to institutional

/
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objectives and the necessary tasks thoseobjectives‘require; to make --
explicit the delegation of responsibility and authority from the director ,
to other members of the staff; to agree upon accountability measures by
which the work of staff members might be assessed; to teach the organi-
L zation that it has complete freedom'to redesign its own structure and
redefine jobs whenever ‘it wishes--and to teach a process of negdtiation
for coming to agreements about making such dec¢isions.
_ " We had first suggested the exercise to redesign the organization
J believing that it might facilitate the negotiations between the MSWs
and social work associates. Now it began to seem necessary for the
Advisory Committee, as well., Attempting to create an effective planning
-and management group by making adjustments within the structure of
‘the existing organization amparently had failed because of the intensity
of the existing authority problems. The director and Advisory Committee
agreed to invite the two consultants who originally had designed the
‘ workshop to come to Valleyview as "“resource consultants" to discuss -
 that possibility. : o

P !
-

_ The two .resource consultants spent a day with us (the "primary
consultants") at Valleyview to assess the appropriateness of their
exercise for Valleyview, to provide mqre information to the staff and
director about the exercise and to try to move toward 'general agreement
. about whether or not to proceed to develqp a variety of the exercise
'+ that would be specifically tailored to the needs of Valleyview
.- /

The behavior of the organization and its component groups with
which we met was consistent with the organization's behavior in the
past: The staff believed that the director was going to rely,upon the
exercise to produce a new organizational design, but was suddenly
presented with a new design created by a staff assistant to the director

. which they feared was meant to preempt the exercisé and the possibility
of their participating. It was difficult for the director to convince them
that he had had no such intention, but merely wanted to present the
xnpew design as a pbssibility, for their consideration.* . There were many
expressions of mistrust and suspiciousness both between groups and

- - toward the director; the director's position toward the possibility of an
exercise was interpreted as ambiguous by many staff members. No oiie
. seemed to know what would constitute a decision either to go ahead'or

L3

not to-. .
T @

' *Licerrsing~agencies were pressing him to. produce a table of organization which
he felt he. could not give them while significant changes were being made. The
director's design was intended as one concrete possibility, whieh the staff was
free to accept or reject as long as they came up with some organizational plan
that eVeryone could live with.

~
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The resource consultants stated the1r conditions for proceeding
that there be general consensus supporting the exercise and that the-
director and staff be willing to commit themselves to the outcome, .
'whatever that might be. The outcome would be constrained onlyx by Y
whatever statement the director would make (before the exercise)
describing some minimal requirements that the design would have to
satisfy from his point “of view. They attempted to help Yhe. d1rector o
and staff clarify their thinking about the proposed exercise by describ-
ing the way the exercise had proceeded elsewhere and specify1ng what
might be reasonable goals .

N -

" In addition to the characteristic difficulties of Valleyview in making
decisions about 1mplementation there were realistic reasons why a °
decision about proceeding could not be reached that ddy. The director
was naturally quite hesitant, not yet understanding what he perce1ved/ 5
to be some risks in committing himselfnn advance tod new organ1zation
that would develop in the course of the exercise. He needed ‘fhore
information and time for reflection. ‘He was reassured’ that the exercise
would not requir.e that he delegate more responsibility and authority than
he wished and that he could decide which responsibilities he might want
to delegate. Furthermore, as an ddditional safeguard he could state

his conditions for proceeding. A meeting was arranged with-the directors
of two other institutions at which the resource consultants already had
carcied out similar workshops. The Valleyview director had an oppor-
tunity to discuss with them his questions about the issues, risks, and
benefits he should take into account wh11e mak1ng his decision.

wa

%!

In the course“of subsequent visits, we were able to provide the
director and his sgtaff with enough additional information so that they
were able to tome td a decision to go ahead with the exercise. The
director made, his conditions for proceeding explicit: that there be a
significant consensus to procéed among the staff; that the reorganiza-
tion would involve no additional costs; that whatever the assignment
of responsibility and authority, there be a corrésponding accountability
and that the resulting organization should provide a[basis for the
treatment of the children by staff teams, each of which should include
representatives from the profess1ona1 staff, the child care staff and
the school staf.f

»

. iy .

, .The resource consultants, gfter spending two more days at Valley
View to orient staff and designjfl appropriate exercise, carried it out
during one very long work session at a nearby hotel. In order to limit
the size of the working group to a manageable number, they had decided
that the first workshop should not include the line child care workers or
the teachers. These groups would be represented by observers but
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-tried to assess the Aimpact of the'consultation on the agency{’We

Y1d not par*t1c1pate in xhe nego‘r\ ations for responsibilities during this
first phase . Since delegation proceeds from the director "downward" to
an associate director and thence to the professional and supervisory
staff before any responsibilities are delegated to line child care and
teaching staff, this limitation was reasonable.” T~

As a”result of the day's negotiations, fhe school principal became .

the institution's associate director (a job which did not exist before .

the workshop, and for which the principal nominated himself) and a
good deal of sorting out of responsibilities occurred for the professional

-and supervisory staff. The problem of the MSWs and social work asso-
 ciate staff was resolved by the creation of a new position, "treatment

team leader." Each of the four units would have a.treatment team
leader whose primary responsibility it would be to plan and monitor
the treatment of each child in the unit. One of the MSWs replaced a
departing social work associate and the other elected to assume a

number. of responsibilities of a staff nature (intake, family contact, etc.).

The new organization embodied a treatment team concept so that for
each child a child care worker, a teacher, and the treatment team

-leader would share responsibility with the child for planning treatment
and implementing it. A new job, unit supervisor, was created to manage

each unit administratively.

It was clear, at the end of the exercise, that a good deal of nego-
tiation and working out of details remained to be done. Further steps
to negotiate the responsibilities of child care workers and teachers
would be required. Ambiguities and unidentified respongibilities to
which no one had laid claim would have to be resolved. However,
sincé'the resource consultants had presented the exercise as a learning
experience, rather than as one resulting in an/immuatable organization,
they had made it clear that the staff should éx¥pect to continue the
process on their own in the future. o

Although both we as the primary consultants and the resource
consultants offered to continue to make ourselves available during the
coming month to help deal with residual issues, no one in the organiza-
tion requested our further involvement. During a subsequent visit it
became apparent that the new associate director and the staff were
attempting to take hold of their new jobs and were not ready to use
further outside consultation. Thus, the day of the exercise proved to
be the end of the active phase of HIRI's consultation at Valleyview..

An Assessment of the Impact of Intervention -

During a visit ‘fo Valleyview about 6 weeks after the workshop we

realized that some changes might have been set in motion relatively
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early in the’ consultation while others would stem'from the intervention
made at the time of the exercise. The following is our best effort to

_identify the most significant changes we had ithe opportunity to observe

during -that day's visit.

It was clear-that the assoc1ate director was dO‘l‘ng his best to "
master his new role. On the one hand, he was still negotiating i:'or and .
attempting-to establish the boundaries of his responsibilities and author—
ity within the institution--all in relation to the director. He and the
director were in disagreement about the purview over which he had been
delegated authority. Although/,, part of the exercise, the director
had agreed to delegate some reﬁ?nsibility and authority for internal
management to the associate director, they apparently had not actually
come to a meeting of the minds . The associate director believed that

" the director had agreed to delegate to him most or all responsibility for -

internal management. “The director, however, had intended that the
associate director take responsibility only for the treatment program.

- In time, the new associate director might prove himself sufficiently

to the director to be delegated more authority, but he would have o
overcome the director's cautiousness with a sustained effort in, order
to succeed. _ /

-
7

On the other hand, the associate director was"pgaoccupied with
establishing basic administrative patterns--primarily in the areas "of
record-keeping and accountability His new responsibilities would be
unmanageable if he did not first establish some procedures which
hitherto had not existed. His preoccupation with administrative
matters had kept him fairly isolated in the administration building,
preventing him from becoming involved in the area in which he had-
expressed deepest concern: the establishment of treatment teams.
We suggested that even though he had engaged a consulting psy-
chologist to help train the staff to operate in teams, his personal
leadership and involvement would be required if the staff were to
implement the treatment plan in a wholehearted manner.

In fact, a very uneven implementation of the treatment team
concept was taking place. One’cottage had made considerable
progress. It was in the process of drawing up individual treatment
goals'and plans for the children. In another cottage, thiére had been
no perceptible changes. Child care staff was complaining Because
the new emphasis on accountability had resulted in the proliferation

of new. forms. Apparently to some of them, accountability meant
more detailed accounting.

L4
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In the schpol, a new "educational services coordinator" had .~
replaced the principal. The new title implied a changed conception of
the job. The new school director was responsible for integrating the
services of the school with those provided by the institution as a
whole. The new coordinator was highly committed to the idea of a
tre@t’men_tEeam in which teachers would play an important role., Although
it was sulnmer, and regular school was'v not in session, he was in the
process of assigning children to the summer school teaching staff. Each
one would have a group of children in whose treatment team theyﬁwould_
play an important participating role. He was encouraging the teachers
to establish a new kind of relationship with the children that was more
akin to a supportive counselor than to the role of disciplinarian which
most had played under the previous arrangement. Since these changes
still were in a planning stage, we could not assess to what extent
they might be implemented in the future. '

Valleyview, like all other children's residential centers in Califérnia,
was anticipating the state's mandate/that they do goal setting for each
child and .provide some measure of progress. On numerous occasions_
we had discussed this problem with the institution's director and staff,
and had encouraged their involyement in the state's organization efforts
tc develop an acceptable procgdure, During the course of our consulta-"
tion we had arranged a,visit an outside expert experienced in the
techniques of goal setting t@ discuss goal setting and help orient the
Valleyview staff. Since it's reorganization, the agency had engaged

‘a consulting psychologist to help it establish a record-keeping and

evaluation system, an indication of the agency's commitment in this
area. - ,
1
,/ .

The treatment team l;’eaders were now planning and working as a
group much more than they had done when they were social work asso-
ciates at the l}eginning of our consulta_t_g_gn. One of their members
stated that odr consultation had demonstrated the value of working as
a group and f(hey had continued to do so even after their jobs had under-
gone some changes in definitio¥, The agency's working groups had '
apparently learned to manage their meetings using agenda, explicit
objectives, and minutes. This style of operating probably would be
self-sustaining since it tended to be self-reinforcing. )

N

All of the above indicated movement in desirable directions.
However, some of the changes--particularly those that had occurred
in the organizational area as a result of the workshop--still appeared

fragile and would have to be suppor\;d/ by strong leadership and a

.-
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good deal of follow~through. We léft the institution feeling that
it now would really be ready for the support of external consultants.

What the Independenf Evaluafor Reported, Based Upon His Interviews at

Valleyview Boys Center in November, 1973, Three Months after Comple-

tion of the Consultigg Intervention

This report was submitted by Roland Wilhelmy, PhD the indepen-~

dent eva luator.

1.

~Assignment

To meet with certain sta_ff members and former staff members
of VBC, to assess and report on the changes that had taken place

there since August, 1972, The prime focus of my investigation was

the impact that HIRI's consultants® actions had hadLbut I was also
mterested in a11 significant changes regandless of how:they came
about.

Procedure — =

I spent one day at VBC interviewing the staff. I also spent
‘part of andther day interviewing former staff members. Interuiews
lasted from a 1/2 hour to 3 hours each. The interviews at Valley-
view 'were conducted at the individual's place of work. The inter-
views with former staff members took place in one of the staff
members* homes. '

Because of the abrupt changes in administrative staff, including
replacement of the director and assistant director, as well as the

‘turnover of more than two-thirds of the entire staff, my interviews

at Valleyview were less structured, more openended than at the
other children's residential centers, Each interview began with an
openended question asking the respondent to help the interviewer
list significant events or changes. Where necessary, I asked
additional questions regarding which changes effectr%?/by or through
the consultant seemed most important. In addition, IMasked them
to describe ways in which the client-consultant interaction might
have been strengthened.

I also had a checklist of items which, on an a priori basis,
seemed to be important to investigate. In separate interviews, I
met with the associate director, the social service coordinator,
the educational director, the school counselor, a former psychol-
ogist and a former group living program coordinator. .
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director, who spent only part time at the institution because »

old Valleyview buildings back to the new Valleyview campus. In

/ ‘ .

Special Environmental Considerations
' On August 22, 1973, a new associate director was installed at
Valleyview. (The new associate director was a layman, with an .
M.A. degree and working toward a PhD. He reported to an executive

he had other responsibilities.) In the 3 months following that

event Valleyview was completely reorganized. Bvery single posi-

tion was reevaluated, different sets of roles and responsibilities

were instituted in many jobs, more than two-thirds of the staff were .
replaced, one of the cottage units was closed down, and schooling™ -
for those children taught by the school district was moved from some

short, it would be difficult to find a single individual or a single

procedure’ which had not experienced drastic ¢hange in the preceding

3 months. A number of employees were terminated under less than

friendly circumstances. Some child care workers walked off their .
jobs in a dispute over working conditions and job security. These ‘ v
and other disputes were covered widely by area newspapers. The

result was that Valleyview was an extremely polarized institution.

Mobilized for action by having to face a comnfont crisis, the

remaining employees, many of whom were new to VBC. and there-

foré not involved in the previous power struggles, seemingly had

pulled together, and appeared to be operating with a clear idea of \

what they were trying to accomplish..

. This was not a situation in which it was possible for an inter~
viewer to elicit reflections on the way things might have be¢n under

‘different conditions. The immediate situation demanded all of the

resources the institution could command. The people I interviewed
at Valleyview were friendly, cooperative, and took considerable '
time out of what-must have been an extremely busy schedule in
order to tell me about what they had done.” But they were so imme-~
diately involved with such a recent series of changes that there
was no way that they could bé expdcted to give a balanced report
on the way Valleyview had been before the changes had been insti~
tuted

In a very real sense, this is the report of two instituﬁons-;one,
'VBC before August 22, 1978, and another, the Valleyview following
August 22, 1973. The institution that HIRI's consultants worked with
. ho longer existed after August 22--with no judgment implied here
regarding which might be "better." There are a few residual indica-
tions of the consultants’ efforts put these resemble the residues of




Christianity in Constantinople following its take'over/ by the Muham-
madans. Many of the changes.to date appear to constitute a promis-
ing beginriing by a new team, but they have little relation to the_insti-
tution which received 1 year of consulting work. - (Under thse condi-
tions one might understandably argue that no useful evaluation-by-
interview could--or should--be undertaken because the great majority
of currently employed respondents had no “first-hand knowledge either

- of the old VBC or the consultation. Under the circumstances perhaps

-

what has been said above is all that can be reported as objective

fact about the HIRI conjpultation intervention at VBC--a viewpoint
which was offered for consideration by the independent evaluator.

The project director's rationale for conducting interviews at VBC in
accgidance with the project evaluatién plan for all four institutions,
dedpite this caveat, was that some few persons interviewed were ‘.
present during the consultation. Further, it would be ©of interest to
obtain the perceptions--for what they might be worth--of the new-
comers regarding the institution as they found it and the problems
they felt needed priority attention.)

s

o

This HIRI project directdr is interrupting at this point for "station
*identificatioh," so to speak.’

As stated in Chapter I on Project Purposes and in-Chapter II on
The Consultation Ii ervention a major purpose of the project was to
test the hypothesj/é that _ ~

s

If fairly intensive technical assirstance consultation (25-40 site
visits in a year) aimed at getting an organization to reexamine its
goals and evaluate the efficacy of its programs for goal attainment

: can be prévided to child care institutions which invite it,, this -
effort is likely to result in improved organizatlonal efficiency and
improved effectiveness in providing a constructive developmental
experience for the children ent;usted to its care.

and that:

.
e

The overall purpose of the various convergent evaluation procedures
has been to obtain evidence regarding two factors: (1) Internal
validity--did in fact the experimental interventions make a differ-
ence Qdid they havé demonstrable impact in.relation to their
purposes) in each institution and in the group of four that received

~ the consultation intervention? (2) External validity--to what-popu-

,. lations, ' settings, treatment variables and measurement variables

can this effect be generalized--what can be learned from this
study that ‘might be of generalizable value?

, . v
/ '

,
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we,
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" each institution could identify that in turn might be traceabie to the

\

4.

Pl

s

The interviews by the independent evaluator with staff member'slat , .
each of the four institutions regarding changes the interviewees at M

consulting intervention. .. constitute one of the major pieces of evidence
‘relevanf to assessing the impact of the consultation, judging the rele-

vance to child care agencies of various consulting modalities, and
determining what can be learned from the experience Those_interview
responses provide perceptions of the impact of the consultation on the

modus operandi, effectiveness and éfficiency of the given institution .

in relation to its child development purposes A - .

Py

»

in the case of ValleyView, we encountered a ‘special and unexpected A
problem, described above, which calls for a thoughtful judgment about .
the extent to which we properly, can/should report the data collected
by the independent evaluator. Some of the persons interviewed, such
as: (1) the post-August 22, 1973, hires, some of whom perceived them-
selves as "rescuers” or "redeemers" of the preceding situation, thus
were both negatively prejudiced about the former administration and had
no firsthand experience with the HIRI consultation, or (2) persons
tracked down frpm the previous staff who had been fired or re signed
but had personally experienced the consultation:- intervention. ..Two
persons in the latter group said things to the independent evaluator
that reflected negative and hostile feelings. Question: What is our o

. ethical research obligation on the one hand t® report the responses,

biased though they might be, and on the other hand not to give space to

what may be self-seiving disparagements of individual- predecessors ?

Our decision with regard to this problem has been to delete person-
alized attacks, while retaining relevant inputs that represented legiti-
mate viewpoints (albeit not necessarily “truths") about the institutional.
climate and the impaéct of the HIRI consultation.  These perceptions,
if we can interpret them in context, perhaps can lead to some important -
inferences about the HIRI consultation intervention. Perhaps these
inputs could shed light on what ‘did or did not seem to work out well,
why one or another approach was successful or abortive. ‘Such data
could significantly enrich speculative ar_xalysis. regarding what "might
have been done" for use in future consulting applications. v

(End of interruption)

£,

"The Interviews -

a.. Major Events about Which I (the- Independent Evaluator) Hoped to
Evoke Staff Response ,

In preparation for my visit to Valleyview I had read the i s
consultant s reports and. had met with the consultant and others

it 1sa--
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at HIRI associated with the consultation. I had prepared a list .

c#wjor consultation interventi“ons 6f which I.hoped to find .
e.traces at Valleyview and which I'would expect former

- Valleyview staff would be able to recall in some detail. These

events were: iy

Ce | '//\
(1) A workshop on job responsibility rénegotiations A

(2) A seminar on individualized goal planning for each/hild ' ) .

(3) A rniumber of steps t0ward improvement in meeting Bfﬁciency. ,
i.e., agend;as prepared in advance minutes kept and rele-

e

f“ T -

T “vant people ﬁr.atten‘da,nce VT R

(4). Work on improvement of relations between staff and director
(5) Processes for learning to resolve conflicts .
(6) Instigation of child centered team treatment involving the

children in treatment planning

\

Interview with Person #1* ' 4

My interview with Person #1 extended over more than 3.1/2
hours. Most of the talking took place in his office. He began
by explaining that the executive director plays a largely cere-
monial role and i$ not involved in day-to-day administration
ex¢ept under unusual circumstances in which the executive
director is the focus ofultimate appeal.
+ ' When Persbén #1.first arrived he analyzed Valleyview and then
met with HIRI (about 3 months after the HIRI consultation was . °
terminated). He explained to me that he was interested in
obtaining respect, not popularity, and that his concepts of nec_jo-'
tiation differed from those of HIRI. He felt that negotiations are .

' sometimes valuable, but only for higher level professional stagf.

He felt that low level professionals operate mostly from emotion

and were not capable of achieving good' results through negotia-

tion. He said that HIRI's negotiation workshop exercise had

"led to some girl withaB.A. in philosophy becoming a sociolog-

ical coordinator." Negotiations of this type could lead to incom-
petence in all staff positions. Negotiations had resulted in two -
people having the final authority in each unit. Both the treat-

ment team coordinator,. who was a social worker, and the'unit

7

*This person, in turn, left about 6 months later.
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- . ) supervisor shared final decision-making authority. With
this mutual authority there was no one finally and ulti-
‘ ) , .- mately responsible for the/unit. When he.asked the treat-
- ment team coordinators t%ome up with a statement of
" 7 their philosdphy, a des¢fiption of-their operation and how
money was spent,_he got massive resistance. .

’ . ) After he had udied Valleyview, he felt that there
' . ' ~ were four major’ problem areas. His app_roach was to deal
" with all'four areas at once. The areas were: (1) the
cottages; (2) the school; (3) theé physical plant; and
o _ (4) accountability and communidation among all the staff
- ' -(including the school) in the whole of the institution. He

o ) clos¢d down the dirtiest, most poorly managed Ggottage
o and/moved the children into the other cottages. He dis-
sed the staff of the closed cottage but gave them oppor-
. .. © ot nities to apply for currently available job openings in -’
o ] 6thér cottages. g \ , :

The* educdtional system in Valleyview imvolves some
teachers from the local scghool district who deal with edu-
. ~ cationally handicapped chlildrén and some teachers )
. ' employed directly by Valleyview. According to Person 41,
. . the school district got a large amount of maney for serving
' ) _ educationally handicapped crhildren, but there was some
' question in Person #1's mind regarding how much of this
. was spent on the educationally handicapped children.
o a Person #1 regarded this as. a question or problem he was
’ SR . checking into. - -

Evidently a number of the school cla'\sses (electronic
shop and models) were being held in the old, dilapidated
buildings of the former Valleyview location. Person #1 <o+
canceled all off-campus schooling unless itlwas for chil-
dren who could not attend the regular school classrooms.
He found room on’campus to e@gﬂd the on-campus school.!
' : . He completely revised the purchasing procedures in the
‘ ,' ) school. He stated that he instituted a program of cleaning

o ' up the kitchen, dining halls, classrooms and coEtages, and -
improved the recreational facilities and landscaping. He
declared a moratorium on admitting new childrén until the
oL e conditions for the present kids, were at a level consistent ,

‘ - with the environment he would like his own child to experi-
ence.

~
4

, _When Person {1 had asked the social services apd
. ' educational directors to provide their own job desor/f_ptions
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and to evaluate their employees and rank tiem, they
refused. He responded. by redefining both jobs and asking
each person to rea{pply for the new pos1tlon. *NeJ.ther
. person app11ed. .
He expanded the recreatronal program, as well as i
& facﬂitles especially in the evening. - He obtained a,
new athletic director, a woman, who orgamzed effect1ve
volunteer assistance in the grogram in‘addition to further
organizing team sports and act1V1t1es as well as ind1v1dua1
. , sports. : : i - : - N
- He also clauned that he improved the financial
s1tuat1cgn -of the Jinstitution. - He brought in new directors
i for education and social services and began to rebuild
" Vaeyvietw into what he expected would become & more
: effectn}@ ‘treatment center.r The new social services direc-
+ __—"for and. educational director worked together to achieve

:

* _—-_ cooperdtion and communication between the cottages and P

. school so that both groups could function in concert on

/ | -+ agreed :upon treatment goals and procedures. »

< Since the person' bemg 1'nterV1eWed was not at VBC
during the consultation, it seemed inappropnate to query
. him about his reactions to events which took place during
©_ that penod of time. -What.is reported Here is Person #1's . .
. view or perceptiofn, which is relevant for what it may be
worth, but no:more than that. (Comment by HIRI project
director: The justification for describing changes made
by a new post-consultation director,. even though this
recital .is not directly connecte(#l with ‘the HIRI consultation
effort, is to present a picture of athe hought was .
needed to revitalize VBC, But}ét: ].mpO ant /the purpose
. is to indicaterthe many change: that a new director can
_+.» make when he isn't burdened wﬂth a legacy of longstanding
' staff confligts ‘and hostilities--when he can have a staff
‘ that at lel:{s’t gtarts with a falrlyw good degree of acceptance
Yy ¢ forhisle er}5h1p style and modus operandi')

. l
N v M ™
. : I
1r
i
B i

" c. 'Intervi/e)‘\h withz Person #2 s {

. Per%m #2 was respons1b1e fot intake and outs1de
‘ : . liaison, although he empha sized that no one.at Valleyv1ew
v . was %tuclsvm a particular role. Hg stated that the néw

. o
. V#ERleyvie sta]f‘f opergted in a spirit of prust and ‘cbmmunica= .
tion in achlev g the/aims of Valleyvi . In.addition to
””mtake and outs1de aison, he adTm stered the levels
. ) ® . . < . S

.
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/-,;,E} o ~ program* and supervised the®treatment team coordinators.
o . The treatment team coordinators had been made ultimately
, A respongible for everything that went on in their units.

- Person #2 claimed to’havé increased direct contact
between the cottage and the*school: He encouraged staff ‘-
. visits of 6ne to the other, and did his best to maintain’ - ,
. ' daily op@n two-way communication. He felt that the” ' -
B agency was now _beginning to treat children. The goal was
school and cottage staff coopergtion as treatment teams"
working toward specific goa s’for specific¢ children. The
) 'advancement of a. child'from one level to another was
o » determined by a committee decision based upor checklists
- of var1ous kinds of behas/vior prepared by cottage and by - .
sthoo] staff.- —~— . > t

~

) Person #2 felt that Valleyview was now more clearly
child oriented.” The administration attempted to obtain and
‘maintain a kid's eyeview. The agency viewed moderate
levels mety as motivators for improvement Teachers-
. from the schopol district seemed reluctant to make changes,
S . according to.this respondent. They felt isolated at Valley-.
" VAR — - view. In response to these difficulties he was attemptirig to .
o T ’ to change the school program and to give more support to
/ o ‘ _— d1str1ct teachers- by providing cr1sis counseling for the
‘ children.**" Valleyview was sponsoring psychiatrists to
work/with clinicians at the institution so\that emphasis was " /
on tfeatment and therapy rather than on seeing themselves
as an extension of the probation department ki

L ) *The levels program was a system of increasing privileges and opportunities
: . in response to the ch1ld s increasing cooperation and ult1mately his altru-
T ' 1st1c behavior. - AY e - o

*% Th1s person was not accurately 1nformed about the prevjous arrangements
‘Crisis munsehng had been ava1lab1e theretofore from the day care workers

>\' - ***This gives an 1nadequate 1mpress1on about the therapy program at Valleyview.
: : . As one of the consult1ng psycChiatrists wrote: "Granted that at no‘time was a
psychlatr1st employed ful} time, none‘theless psychiatric coverage has been
on a regular basis for Qy“er a decade . During the time of the former director's
, tenure*l was-at the 1nst1tut1on every week and always ava11ab1e by telephone.
. I irisisted, as a routine, practice, “that for every boy I saw I had a conference
with either the b,oy s social work assistant or his child care worker. (It was
& ‘also routinely as hard to get the worker into conference as it was to get the ?
" - boy in.) I attended innumerable meetings and conferred with ind1v1dual staff
members I always terminated by communicating my opinipns to Ihe director... !
In Augu*s/t\of 1973 I...tendered my resignation befzause I considered that furthe A
attempts to work w1th a staff so utterly capriciou, }about even the giving of i
preoscr1bed medications was an undue hazard to ﬁw pr&ﬁssmnal position.

2
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d. Interview wi,t_h‘Pe?son #3

_ l:'erson #3'was oné of‘the few-now present who also was present
. , during the consultation. The picture she presented regarding the
current situation reflects her view- of§some of the things’ that needed
i attention earlier, perhaps durlng the consultatlon.

*

* arrival: Therew st classes and’ teachers . -with inadequate .
stru¢ture. Even’th€ class schedules conflicted. Children's classes
taught by .district teachers met from -8:30 to 1:30. Because Valley-

. view ‘school ran’ until 2:30, the district-taught children were left
with an hour of nothing to do. Communication with the school
district was "warped." ’ )

‘Person #3 dg 774\”bed her perceptlon of the situation before her
re

She changéd the schedule of the school so that all children , ©
attended classes from 9:00 to 2:30. The school day consisted of
six 40-minute periods with a.S-minute passing lperiod in between.
Smoking continued to be a b‘lg issue with the boys. In order to
resol/ve/;ad rationalize the situation, smokihg was permltted at

- | . ‘ ‘certaip'times and in certaln places.
‘ : »

, . ' The curriculum included sclence algebra for those who wer,
o o prepared for it, mathematics language arts which incladed read ng
) - Aahd composition, automotive shdp, physical education and art,’
which included art practice and-art history. (According to the = !
fokmer VBC director, the earlier prior year system had been indi-
- vidual contracts )

§

. In_ order to increase sch ol attendance an after—school .study
) . " * halljwas instituted and studeénts who. missed class were required ¢
Ll - to mpke up absences during study hall. It was used solely for this
. purgose, not as an all-purpose threat. This procedure was lnstituted
5. ) recently-and seemed successful because the number of students in
.  the study hall had dropped from 50 to 10 in several weeks. The
system was not used mechanically. For students who were ynpre-
‘ pared to be in class at all, other steps were taken and counseling
A ..~ * wds provided. As a'last resort, "contracts" were concluded
ST ’ q ) whnerein a child would not have to attend a specific class provided
ML, ' that he maintained attendance at the ‘other classes and performed ¢
g N

3

Iis other duties in a satisfactory-manner, Thé plan was first to
et_the children td attend classes, then to try to teach them (as
"had been done under the previous admlnlstratlon) The staff hoped
'to institute a greater number of field trips and other activities than
heretofore as more pj)sitive reinforcers for the children.

.

+
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Since children need something besides school/ athletic R
programs were set up.. There was a_football team/,‘ which involved,

‘about 25 of the boys. The team set up its own rules specifying to-

what was required of each member, and it was planning td complete
thre season with a banquet and administration of trophies and awards*
later that week. The agency also expected to have a basketball

team during basketball season. From 6:15 until 8:15 each evening. ..
fh‘ey had a recreation program which involved both team and indi-
" vidual sports , music, various kinds of craft work and other activities.

¥
-.

Both in the school and in the recreation and athletic programs,
Valleyview tried to avoid setting the child in: any situations where -
A he was likely to feel a sense of failure, or feel backed into a ’
' corner by an authority figure. If the child were judged to perform

IR inappropriately in some way, the staff wanted to make sure that .

% the criteria for satisfactory .performance were objective and rele~ \)

. vant tQ the requirements of the situation, not the arbitrary require
ments of an authority figu.re . .

-+ .. Person #3.felt that this had been a difficult time for the
children because of all the changes in staff and procedures. Her
goal for the flture was slower change through growth, net through

" so much rapid change. . The agency had experienced a period in
'which new policies and new prdcedures were instituted. In the
future they hoped to consolidate.these, and to modify them as,

o seemed necessary or a;ppropriatet (Comment by HIRI project

a -director: The relevance’ of including these details from the

" interview with Person #3 is partly because she was one qof the

few remaining oh the staff who was present during the HIRI con~

Ca sultation and partly to indicate the many changes that:can be °

1nst1tuted when a staff is actively engaged in. reexamining its -
‘goals and programs rather than in’ rear—guard‘ actions and paraly-
zing pawer struggles. It is surprising that this 1nterview did not
’yield direct information: about the impact of the intervention by

the HIRI consultant) :

~ o
/

* 3.  Interview with Person #4 s
. . ': ' , ‘ J‘ 'p s ‘
She was present at’Valleyview during the time the consultants
were there. She felt that HIRI had sta‘rte’do‘?‘;et”thingﬁs organized;
.. and thus had been helpfyl/ Some, of the descriptions’ remained
-’ the same. Treatment tea coordinators, unit supervisors, and ¥

- Y. " ¢ counselors were still there but’ under the hew administration, things

were more .unified¥ There was more munication between -
‘teachers and ‘counselors; thimgs were accomplishaed now .

Bl N
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* This had been an.annual affair,?with“-outings for iminédiate refnforcement.
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Person #4 felt that staff could now talk with the administra- "
. tors and that the administtators had more trust in the counselors. ’
Previously the counselors had in a sense been glorified baby- )
R sitters; now there were treatment programs and they were involved .
- +n them. She talked of the improved morale of the staff now that N
" _ * the interpersonal conflicts had been reduced, and of th/eir ,hOpes
for the future. (Note by_project director: Again confirmation.
. of the enhanced possibilities for creative atcomplishment and .
N " constructive change when the situational climate encourages '
- critical review of program effectivefiess in a spirit of adequate
mutual trust and ego involvement in trying for a renascence )
$\oliow-up of Former Employees
S : R A
After my visit to Valleyview I attefnpted to contact a number
of former Valleyview employeés who had been present. during the
consultation. I found it extremely diffipult ‘to locate any-of them,
but eventually I was able to set up interviews with'three of them.

<«

"

f. Interview with Persons #5 and #6 :

Their point of view of Valleyview was important and unique, = . . [
but they were employees who were discharged from VBC, for . S V7
whatever coloring that may add to their views. They, together e
with the acting supervising social worker, comprised the group,

-,which 1 will for brevity-refer to as the trio.*
When HIRI's consultants appeared at Valleyview, they were
_met with some hostility for several reasons, according to the B
trio.  First, the consultants never made it clear (according to
the trio) what they were trying to accomplish besides observe. »
This wastéd an awful lot of Valleyview's time. Second, and
‘ relatedly, the trio constituted an already existing group trying
¢ . (in their self-perception) to accomplish many of the same goals b
" of HIRI's consultants. The trio had already held workshops
They had pfans, already begun, to involve the administrat
edugational and line staff in various cooperative ventures,
nialong came HIRI. HIRI worked through the director (project
diréctor's comment: as should be the case, both becauge the
- director is in a key position and because he is the perd#on who
invited the consultation, .and wanted personal feedback on his
own functioning) not through the committee or the trio. The . .

-

A , consultant seemed to protect the director and isolate him from
' "the trio and from the rest of Valleyview .~ Thi; kept the trio -

" This was the nucleus of what the consultant refers to as the Advisory L
. Comrhittee (See Sectidn B. 3., p. 139) L , . . /
[ s , . a
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- from accomplishing as much ‘constructive change as it had before
the consl‘iltants appeared on the scene.

' The trid saw themselves as having brought presgure to bear to
vgeft people out in-the open, deveiop communication and establish
a co‘@perative*nonhiérarchical team approach to ffeatment. Before
the consultan i had a Peareﬁ, the, trio had es blished control
the u‘?fernal acti:yity at Valleyview. While they could

né a’fﬁez:’t %Ta/t resourceg were available, fo them _within Valleyview,
ﬁbe§ w’ér,é “able to allocaté’é these resources in. a relatively efficient
wray '

P / B -

\
\

. SN :
When the consultants arrived at, tl e agéncy and "’sﬂbe‘nt a lot of
time with the director and lesg‘with the trio, the trio felt that this

weakened their position. They felt that neither the consultants hor -

the trio realized this at the time. It'was an inadvertent result,
but one with serious cons quences | By October, 1972,the trio felt
more comfortable with the’ consultants. They saw an opportunity
to decentralize power through the donsultants' efforts . Between
October/ 1972,and Jung, 1973, the re at1onship between the trio and
the :consultants mellowed. They wished, in hindsight, that that
relationship could have been main ained for several more moriths
but without the workshop and negdtiations. Person #6 said that
he had léarned from the consultants how to look/at problems, how
to ~1isten ’ and how to be quiet and let someone else" explain thincjs.
0 L /
e As did the other childten ST sidential centers, Valleyview
;nfased the role of the €o-consultant, Her role wasn't exactly
;7ear Sqme people saw her as a consultant and .then were puzzled
.w/hen she didn t appear as often as/ the consultant did, They felt
that sometimes the consultant ame in from a theoretical orientation-
of his own, and they didn't understand him, especially the line
aff. The liné¢ staff included child care workers, unit supervisors,
achers teacher's aides and jothers except for professional or
administrative staff. The’ trio felt that HIRI should have brought
in peopl€ who could communioate with the line staff. (Comment by
the- inHependent evaluator: I ,should pote here that the triq's
* responses echo those of the:{ resent associate director in evaluating
.the impact of the consultants upon the line staff. Although their
imterptetations and proposals for correction are different, their
" perceptions of the  results afe. strikingly simdilar.)

During the period from @ctober to"June the trio did IEarn a -

number of things afid there whs some progress ‘made in working with

the director This progress stopped when they got to matters of
“finance. The director was never willing to tell others about how

, ~ -160- - T s
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much money came in, wheré it went and what the salaries of
different people were. He was unwilling to delegate responsi- L

bility for spending money to anyone else.

4 They, felt that HIRI had participated in two drastic mistakes.
The first concerned the January 28, 1973, visit by the outside
consultant on individualized goal planning.* While the results
‘of this présentation at Valleyview helbe\d, after his visit, the
consultant wrote the director a letter regarding the creation of an-
administrative assistant position. That recommendation was a
mistake; the person placed in the position of administrative
assistant was not competent.

The second drastic mistake had to do with the'negotiations
of roles and responsibilities. Two other HIRI consultants were
. brought in. The new consultants were described as "loveable
fascists" who jammed the negotiations down their throats. When
a person who was not competent was installed as administrative -
director or assistant director, the VBC psychologist quit. (We
.~ have been advised that, as a point of fact, the psychologist was
informed by letter while she was on a vacation trip that contract
arrangements were being made with another group, and therefore
2 "~ her services would no longer be needed.) They felt that every-
thing the trio ‘?udlﬁhe consultants had been working for, for more -
".than a year, Kad been vitiated by the negotiations. They felt that
the workshop negotiation session "killed" Valleyview. While
HIRI's consultant and the trio had been working on a co\B'p'efative,
non-hierarchical organization, an apsolute and perfect hierarchy
was pushed down their throats by the new consultants.

winor irritations (to the trio) during the consulting
e consultant met with the director at the begin- ‘
v

Che of the
year was that.
ning and end’/of each consulting day. This resulted in the

£&rrupting ongoing meetings in order to meet with
,ﬁtomrt._im’ ‘togime. ' The trio never were really sure.
“ommunicétedito the director.during these meetings
i7fhé consultart apd were never quite clear as to the role
the ¢consultant wa$ pla¥ing. ©On the other hand, they did find
tl}d‘t the cons_,\:i/ tapt""WaE able o\insinuate ideas to the director”

1

* The worshop on ,ind(i\"'/idu'alized goal planning for each child was offered .
to. eacﬁ, of‘the four ingtitutions in the consultation group--withthe HIRT
research grant cov‘?ffng the cost. All four of the institutions accepted

% this gpportunity, thus the consultant was invited to come west and
“pregsent his material. S ‘ - -
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and lay groundwork for other future events’' that the trio was try-

. _ ing to accomplish. They felt that there was considerable tnvest‘i
ment by the consultant at Valleyview and that this investment
ma}}e it-difficult for the censultant to understand the trio and

understand what was wrong with his relationship with the trio.

They felt that the children's needs weren't put foremost at
A Valleyview, nor were they.put foremost by HIRI's consultant, and
. that the consultant's efforts were designed mainly to deal with
) staff problems (which the trio apparently felt would not necessarily .
lead to improved attention to the developmental needs of each
‘ child) . :

When Persons #5 and #6 were asked what was the most impor-
tant thing the consultation had accomplished, the response was that
t ere making considerable progress in developing a dialogue
betweeg the school and child care staff, but that they got distracted
. from this by role negotiations. They felt also that HIRI had uncovere
. the serious dysfunctions of the institution and the fact that these
k dysfunctions were not correctable or resolvable was not HIRI's fault.

- They felt that there were a number of problems at Valleyview

'with which the censultation did -not deal; or perhaps the consultant
_ was unable to deal with them. One of these had to do with rela-—
.- ' _Hons between Valleyview and the school.*
e Their consensus was that thexe was no way in which; h%‘ .CON-—
al sultation cpuld have resurrected Valleyview, and that mgfing Valley-

view's difficulties visible to itself was a service, because it
brought termination. of a situation that was psychologiéally destruc—

r\) : tive to staff and children.

_ A final comment by the trio: They remarked that the consultants .
o~ ’ -~ . may have prgvided emotional and- moral support to some of the staff
R * at a time when it was too late, and this support in the form of

‘ - optimism about things havinf;/}'reasonable chance to get better may
[ . . . .

a

- N . .’ ' " . [2
*Comment by the co-caonsultant: The consultants never considered the school as
- separate from the institution. Interventions which dealt with the organization
included consideration of the school, e.g., the principal was included on the
_ Advisory Committee; it was always suggestq'd that-teachers be a part of any
treatment team; it was suggested that academic contracting in the school b!
. communic¢ated to cottage staff and possibl\y extended to 1nclude behavior or
treatment planning.

i i %, '. o ' l(h,"»; /7 ; : x
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‘ / have increased the heartache by encouraging some staff members
V/:’ . _to stay around because HIRI seemed to imply that it knew something
A - or had some special influence which would result in improvement.
L The fact that everything did not turn out to be all right made such
g’f encouragement (from the viewpoint of the trio) inappropriate.’

In summary, the triodqelt that HIRI's intprvention was a step
backwards because of thé“last minute negotiations of roles and’
responsibilities and because the'tri’o"s work 'had had some positive
results through the summer of 1972, prior to\tl:he consultations’
These results were undermined inadvertently by HIRI because the
consultation worked to strengthen the director's hand and interfered
with the-trioc's-accomplishments, such as.they were., Neither HIRI
nor the trio really understood the fact of this conflict at the time.
The trio thought that perhaps the director had used HIRI's consul-
> tation for his own purposes. They. pointed out that he bragged
about Valleyview's'selectfon from 13 possible children's residenti_al
centers nationwide, and he talked often about the fact that they
were getting $65 ,OQO worth of consultation without cost to VBC.

: \ .

The recommendations of the trio were that HIRI investigate
mare carefully before sending a consultant to a particular children's
residential center that provision be made for auxiliary -consultants
to provide communication between the consultant and all levels
of staff with whom he planned to work, and that some contingency
planning be done so that HIRI could withdraw consultation from
the situation where such withdrawal was warranted .*

g. Intervview with Person #7 - ‘ .

- Person #7 percei‘ved that in July, 1972, there was a general
‘. feeling that a lot of changing needed to be done, but there was no
. .set as to what todo or how to do it. In retrospect he could see-
a "polarity" as to what Valleyview Boys Center should be. The
' lay staff had a certain stake in change and progress especially
certain individuals On the other hand, thdre was a great deal
of distrust and suspicibn by those in the reli@ious orde}‘ regard-
ing the role of thése lay people. 5

Ty
N -
~

L4

* Project director's comment: This is &n interesting and valid point. The H o
project team, however, including of'course the five consultants, -did reoe}\?;
and in turn critique the Activity Reports from the other consultants and did/
meet together about every 243 weeks for problem and project review, and fo
serve as critics to each other. Many intervention strategies used each and .
all of the: consultants were queried and,challenged. The question of withdrawal

from certain sithations under given conditions was discussed.
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, The history of this conflict between lay and religious groups
o - -went back about 10 years. The tenured staff wanted to operate

VBC as an orphanage, in other words to provide simple custodial
care for boys. The lay staff was interested more in providing
treatment so that the boys could return to a more normal home
lfe. The lay people's sole allegiance was not to VBC, but they = .-
had enough allegiance to VBC not to be destructive; they weren't_ S
in a position to take over. : ' \

\( o "Monumental.changes" were needed at Valleyview. It .
suffered fromm inadequately trained staff and there was no provis-
sion for in-service training. It had no’'social services profes=~

o . sional to"coordinate .the staff. Those staff who had been to
college were overtrained, zealous, and inexperienced. They
had "collegiate" ideas on the appropriateness of the use of
marijuana, etc. Person #7 said that around August, 1972, the
director tried to use a psychologist to coordinate and erganize
treatment. The psychologist "tried to be too theoretical," as
did tlfe younger staff. Any treatment approach préposed by the
psychologist wo uld have been subverted by the staff accordir%g
to their many differing perceptual sets.

From Person #7's viewpoint, the former director's administra- °
tive problems prevented him from being an operational manager.
He felt that the former director had first to deal with administra-
-tion matters, espécially financial matters, and was quite success-
. ful {n that.* When he began, VBC was receiving $415, per month per
child. *During his tenure it was raised to 8550 and finally to $778 .~
just before he left. By the time he left VBC was finally in a
" position to balance outgo with income. - .

Person #7 felt that the consultant gave people an experience of
change. He mollified the staff's precipitous urge to change, gave
2 change a framework. They (the staff) learned about organizing
more effective meetings, about the possibility of setting up goal-
. related treatment programs. “But "people were ra¢ing their motors
. too much.to take advantage of most of the suggestions " .
5 o CIf the consultants had used a more structured approach in
reorganizing the staff, instead of using the looser approach of the
negotiating sessiens . the result could'have been better.

' . \ A

-

. i The man who during the negotiati‘ons volunteered for the job
‘ - of assistant director thought he was to be the assistant director
in charge of, all matters intemal to Valleyview. The director,
however, thought he had made’ it clear that in the negotiation
sessions only the treatment portion of VBC was "up for grabs."

[
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' : 3 ' ' _
Person #7 felt that the best thing HIRI's consultants did was to-
get ‘people together in a productive, organized milieu. It gave .-
them an experience of constructive change. The co-consultant was

_ / "even" with everyone. She was especially helpful in reinterpfeting
. / crises in }ess catastrophic terms. - ' &

Person #7 wished that certain concrete-things had been f'ollowed
" through. For example, there might have been a constructive follow-
up on goal settingé—to‘get it to the point where it could perpetuate’
‘itself. It would als» have been bétter if the negotiating sessions

had been left out, or perhaps replaced b‘y something more structured,
more directive.

?

5. Overéll Summary of Evaluation Inputs from Interviewees

There is very little remaining of the Valleyview that received consul-
tation from HIRI. Two-thirds of the personnel and all of the roles are -
changed. Animosities and heartaches made it difficult to reconstruct -
the VBC that might have been. No one was in a position to reflect on
the institution in a cool and dispassionate manner. For former staff,
just to talk of their experience.was to reopen.old wounds. For current
staff, to talk of the old VBC was to speak of a recently vanquished foe.
To change metaphors, the old Valleyview was mortally ill and the
consultation could not save it.

The new VBC is a demonstration of the fagt that a new director,
. haviﬁg legitimitized power, is generally in a position to effect more
changes more rapidly than is a consultant, no matter what his
capabilities.*

v
N .

- D. What Is Suggested by the Befogé-and—Aﬁer Questionnaire Responses
By the time the post-consultation ISSQ was distributed (Septem‘i)er—
October, 1973) most of the personnel with whom' we had been working
at VBC were gone: They either had resigned voluntarily or were asked to [
resign by the new director. The new associate director asked us to send
the' ISSQ forms and.said he would have them filled in by the current
+ staff. Despite repeated phone calls and, in tum, promises to carry ° . v
out this commitment, they/did not arrive. Finally, after much prodding,, _
-] 42
* Gomment by the project- director‘ This does not necessarily follow as a = s
generalizetion The "legitimitized power" of a director to make changes may
- not_ result in situational improvement if the change are unwise or are not
+ supported by those required. to implemernt them. Eveh the subtle sabotage
. of withheld enthusiasm can vitiate (at least for a conhsiderable time) the
possible gains from strongly resisted arbitrarily imposed change
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it 1ooked as if they would be forthcoming in February, 1974, Then the new
*  associate director resigned, and there seemed no way of obtaining the

questionnaires——whfch even if obtained, vvould have had to bé filled out
almost’ entirely by new staff members who were not present during the consul-
tation period, although they nevertheless could have provided a picture of
how they rated various practices and conditions at VBC at the time they
reséaonded to the questionnaire.

’

Because responses to. the IéSQ were una@ailable no comparative BDF-
ISSQ data can Pe provided for VBC.. What can be said, however, is that
in their responses.in 1972 to the BDF, the staff's overall average ranking*
of their institution for all 80 items on the BDF was the least favorable among
the four,institutions that received consultation help. .The other three staffs
gave their agencie/Szaverage rankings of 4.419 (most favorable) to 8.317 . .
(least favorable).” Valleyview staff gave their institution a ranking of 9.831=-
clearly at the bottom of the scale. The staffs of the seven nonconsultatton ’
institutions-ranked their agencies from 2.1 to 9.922.- Only one agency/among_

* the 1}l--an a}gency in the comparison-group--was ranked lower than Val eyview., ’

This ranking suggests that VBC was tndeed a troubled setting at th be rnning .
of the c?ns ultation intervention and that the distress was clearly visible to
f

the sta - . . . /
o °, ’ ) ¢ 7 :

Y consultation, along with some of his peer digectors of, other institutions in
the California Association of Children's Residential Centers, all agreed .
that VBC was an institution in considerable trouble. In view of this they

. fe(it that it might be an especially iriteresting case to include iff the experi~
mental group to-see if the HIRI consultation approach might.be of substantial
h/elp. Recognition of serious problems by the director and kis cordial
response to the prospect of consultation were count)éd as important faverable

' conditions for consultation intervention, : '

Y

!

The feedback interp‘reta’tion given to each institution ‘with regard to these rankings <
was as follows: Please keep in mind that these rankings are defined for each - >/
+item independently. This means that if your institution had a rank of 1 on any , ,
item in Column Two, ‘your staff, in responding to a question, saw its own insti—
tution most favorably on that item. On the other hand, if your institution:

happened to be ranked-12 with regard to a given item, the staff in\your-institu-
tion felt that the institution was performing least satisfactorily with regard to .

that item in compa’ﬁison with the way'in which staffs*in other institukions perceived
tl'tei,r own institutions. Intermediate ranks of 2 through 11 should, of\cdurse,be
interpreted similarly.

AR o8 ! ~y M )
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" E. CommentarLby Edward M Glaser, PhD, Project Di:ector on the VBC o/
o Consulting Intervention N . % .
Aside froZ/ny sta{f ratings th(ough the questionnalre method the AN
director at thé time we invited this institutfdm to participate in the HIRI
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If the critéria of efficacy of consultation were to include such things _

as continuity of staff; improved quality and effective integration of program; . °

individualized treatment planning ‘and deve’lopmental goal attainment for
each child: constructive resplution. of the power struggles divisiveness
and interpersanal frictions among the staff that were apparent at the begin-_
< ning of the HIRI contact with Valleyview, and job satisfaction on the part
_ of the staff...we would have to conclude that the consultation was not .
effective. The agency collapsed in the throes of a.major upheaval subse-
. ‘quent to completion of the consultation. o ' :
_ On the other hand,. if the criteria of efficacy include clearer surfacing
L of part1ally submerged, serious, 'chronic problems 1in the organization so
that they could be examined and‘ dealt with in one way or anhother, then-
perhaps the consultation was syuccessfil in that sense. - : -

- Be that as it may, HIRI's intervention with the persons who were the
clients when the consultation began did not turn out well, other than )
perhaps unintentionally precipitating staff changes that provided oppor-
tunity for the next and hoZefully healthier or more effective generation to
follow in succession. It would seem useful in retro¥pect to'attempt an
analysis -of why this particulara-consultation was unable to bring VBC to -
'a state of good health ag an "organization, n, and ‘what might Be learned from

\  the experience. But at best this Kind of post-hoc analysis can only be -
speculation based on inferences from the available data--inferences
affected to some degpge by the orientationf vaelsues and consulting style
preferences of the gfven commentator.

. As stated the Overview of the Consuitation Interven‘gLo_n an Activity
Report was prépared by the consultant after each visit and a copy was
circulated f&#r comment to. each membsr of the, HIRI-OCD research team.

. ¥6 such reports on VBC, the first visit (8/16/72) and the sixth

visit (1 /4/72) with my marginal comments thereon, may be found in the’

Appendix to this section on VBC, where they Serve the dual purpose of
illustration and as the data base for spme analytical speculations by this

commentator . _ ; . : % .

L

In the report on the first (August 16) visgit, the consultants quite
legically invited attention of key staff members to a need'to address the
' ﬁestion of VBC's mission: What was it there to.do? Without such ’
T reasonably clear and agreedfupon purpose, the VBC staff efforts to (
~ design programs and operating manuals (whi@h they were planning to»do)
might be premature. Psychologically, however, pressure by the, consul-
tants in their first vis’}t to get explicit mission clarification might be

interpreted by these key staff members as a criticism of the way VBC was
operating.  Perhaps that was premature. :

7 -
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. "It might have set a more relaxed, non-threatening climate of beginning
relationship if the kickoff visit could have included [(after the morning meeting
with the director) a preplanned oppot\tunity to meet with as many persons 6n
the staff as might be available, briefly describe the HIRI-OCD project and
our own hopes/goals’ in working with VBC, jnvite their questions and ask if

they had any suggestions regarding what they might wish from the HIR]
consuItants In effect, what would they like us to focus on, that they felt

might help them? Or, how can this consultation help VBC- to o a-still .

. more effective job in working with the children in their care? The whbrds.in
the first VBC Activity Report show reéognition of this paint;/e.g., "...our -
function was to respond to their needs." The consultatio behavior however,

' seemed "pushy” in prematurely advocating goal clarificatfon and the rigidities

jreguired for "contract formulation."” Five consulting vis ts later, in the T
October 4, 1972, Activity Report (appended herein) , oss sumrharized
something of his orientation, frustrations and concems as fgllows:
/ ' , ¢
- During this 2 hour meeting, with Persons D E,/and F.I tried-to follow
up on a number of observations previously mafe, to direct the attention
.. of this“group to what we had observed to bg/some of the salient issues
and organi:'éatiohal problems at VBC and, most important of all, to
" - stimulate their thinking about theXiifficu‘l:ty we ‘have been having in not
" knpwing who our audience is or what our contract with the institution
is at this time. The particular issu\em I talked abBiout ‘were:

A. The apparent probiem throughovziﬁ e insqtitutiOn of knowing and
: agreeing upon how decisions:\a e _tg% be made. _ -
. ’ o N
B. Some particular problems in decision making,as revealed in diffi-
culties in devising functional "treatment. plans" for particular
v children, A treatment plan is an agreemenéﬁiecision about how:
the staff and a child‘/ne going to procced and should involve
particular staff friterventions and particular behavioral objectives. ‘
The staff we have seen so far talk about treatment plans but do
. not seem to understand exactly what Ehcy are or how to ‘,arrive at'
. Tthem. : e

e

My rGlaser ) comr\nehts and questions on thc October 4 Actithy chort
written at the time it came across my desk as part of our project roporting
procedure, appear on. the appended copy. Thé main reason for appe
this Activity Report is-to illustrate what I perceived as a key dissondnté

- about the consultatign at ¥alleyview-~a viewpdint voiced at our team
meeting‘q, not just.,in this post-mortex% attempt ’ o

w : On the bne han)(/i the c’:onsultant noted in his own recqtmt of his strategy
that o on R .

- nt
- P Al -
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¢

O}inftial visits at the agancy had already brought to our atténtlon  , -

ceftain.problem areas tll;at ‘ctuld pot'entially be destr_uctive, The f&rst ‘
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problem was the evident al ena_tion among department and professional

, groups, and the ysfunctional effects of this on the agency. Second,

/ \ we observed th{the director, in an attempt to correct this dysfunctional -
T state often placed certain demands on his staff. Their lack of 1nteg/ra—
L -’?%.f' " "tion, however, made the planning and implementation of such demands

S 5 impossible. The intensity of suspiciousness, reproachfulness and
M « hostility was extraordinary: between the director.and his staff (eveft

e . those whom he had recently hired); between the recently hired profes-
= \W:nand the cottage supervisors and cottage child care staff; and (‘;_)
betw the school teachers a'1>d the social work/child care staff. -

\

This is a perceptive, accurate and fundamental analysis, in the judg-
ment of this'commentator.

On the other }ganti, however, the primary focus and perhaps the major
thrust of the consultation effort seemed somewhat fixated on decision- . .
'mgking processes at the institution, with concomitant efforts to develop
structural, organizational rearrangements a d agreements about where
given sorts of responsibility-authority resided. Decision making or locus
of dontrol indeed were important organizational issues at Valleyview, but

unt;i:ér%unless the primary and largely clinical problems of "alienation,
S
7

sus ss, reproachfulness, hostility and lack of integration” that
the con§ tant so well recorded could be faced up to by all concerned and
fieantly reduced if not oyercome. .. structural changes and system
rearrsa fgements seemed (to this commentator at least) unlikely to'get at - »
fundamentals—-or at first things first. But this admittedly is a debatable
issue. The point of view offered here is not that questions of technology, ':
structure and leadership style necessarily need to be "placed -on ice" - | .
until the clinical-interpersonal issugs are treated. The point rather is \
that attention to proplems of organizational structure and decision making, °
without surfacing, facing and dealing constructively--somehow--with the
serio/s basic clinical problems which were identified and agreed to as /
. realitly by éssentially all concerned...was (in this commentator's opinion)
“ not likely to lead to a viable resolution of the institution's dysfunctions
so.long as the basic contributory causes remain unaltered. The same
2 - observation would hold with regard to the role negotiation exercise which,
according to the primary consultant at VBC, "...would attempt to-alle-
viate these conflicts by making basic changes in the organizatioh that

‘Mm,igh»rr‘éfn"ove (at least) the structbral causes of them.” While this exer-
. cise seemed to yield lasting constructive results at Red Rock and : B

Lakecrest, it did not at Valleyview. Ttgat difference, in the judgment of

this commentator, could be accounted for chiefly because Valleyview was !

not ready or "ripe" for such an exercise and would me ready until~ a |

ulfless the pervasive climate of distrust, hostility and divisiveness were FE |
3 : somehow basically changed feor the better. : '
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' Related to the-above observation, during the second of my (HIRI
project-director's) two personal visits to Valleyview (my first visit was
on January 28, 1973, accompanying the goal-planning consultant; the
second visit was on May 14, 1973; I had met the director two or three -
times before in his'visits to the HIRI office and at a pyoject meeting in g
Los Angeles) I talked with staff, some of the ch1ldren and completely
. toured the ) prem1ses cottages and (grounds in the company of the direc-

~-~tor and two other staff members. In this tour, I noticed that the faucgts

were missing from three of the four sinks in the boys® washroom adjacent

to thé mess hall; there was no toilet paper in the washroom: the floor -
was littered; the cottages were dirty, smelly, with broken furniture and
springs poppin& through the upholstery; the room occupied by the child -
dcare worker in several of the cottages was an extremely disorderly mess;

the spacious outd60r grounds were poorly landscaped and generally unkempt.

The point of the above observation is not to report on, poor house-
keeping per se. Thefboys at VBC were sent there mainly by agencies of
the court. A number of them were classified as delinquent or predelin- A
quent or emotionally or behaviorally disturbed. If the institution is to be
rehabilitative, what sort of role model is demonstrated by this acceptance
of extreme slovenly disorder--and sometinies personal display of it--by
the adult staff, and particularly by the child care worker in the cottage,
who is the person closest to the children in that cottage for the longest
period of time? What does this kind of practical, observable set of -
problems offer as something tangible for the entire VBG staff to cenfront?
Further the residents at Valleyview were between 1t and 15. Many of
the * graduates“.soon wotld need to try to earn a living., What about the
wasted opportunitiesMor prevocational and marketable skill training that
could be inherent in teaching and requiring the children to help maintain
their residence in good repair? -

One might wonder whether, at an appropriate time, these kinds of
obvious practical problems might-have been used as a tangible vehicle for
getting the entire staff to start looking at their operation of the institutionj
views on the underlying reasons therefor; their role-model postures; their .

' neglected opportunities to help the children develop certain kinds of indi-
vidual and group responsibilities plus, ' perhaps, some subsequently market-
able vocational skills which could be acquifed in the normal process of
caring for their environment their decision making processes regardjng

who is Tesponsible for what; and their goa -attainmgnt planning (or laok \
thereof) fer each child. /; : / N : |

Incidentally, when I privately asked the director, fqllowing the tour, \
‘whether the housekeeping and maintenance needs of the institution might \
provide a normalsopportunity for teaching certain forms of responsibility

+and skills, he was well aware of these problems, embarrassed by what we "

had seen, and angrily asserted that other persons on the staff just were not,»/\

~ 134 ,/ 170~ /

Wy

A

E

\

.




\ e B
. . a 7

carrying ‘o'ut their duties or responding constructively to his oft-repeated

directives’ cqxceming improved housekeeping. This prompted a subsequent

critical memo from him to the staff on the subject of institutional
maintenance—orderliness ~cleanliness, which in turnadded that much to the
tensions already. existing between the director and his staff. However,
that memo could have-afforded one more concrme example for raising the
open question regarding what might be some possibly better or more
effective ways to get the staff to agree about legitimate problems and

then undertake resp‘onsible pf_oblem"sblving without a fmitless tug of war.

R To cite an example of the kind of practical problem thd consultants did
focus on compam‘d with the type of problem npted in this critique that was
not addressed by them, the followi’ng paragraphs- are taken from the
- November 1, 1972 Activity Report of the HIRI c?sultation at VBC:

>~

... the gt‘OUp had a discussigén about the prévious day’s meeting
and spec‘ifically abput how bedspreads and drapes were to be purchased.
A number of alterndtive way’s of proceeding were discussed. There '
were Fonstraints i term}}[the amount of money available/and the
necegsity to expend the finds before-the end of the year. - On the other
hand everyone fecognized the desirability of permitting as much lati-
tude as possible/in exp;/essing personal tastes with the purpose of
-m_aking the cottages more homelike. Jean suggested that it might be
,Véry important to inform the cottages about the ¥onstraints so that they .
would not be set up to sybmit requests that were unrealistic and that
would have to be denied. Another issue was whether the kids would be
involved in the choice.
We sugge'sted(that the way in which the issue was handled could .- - /
* express something very profound about what the institution wa&s there to /. ’
do. For example, if the child care workers decided without cgnsulting - e
the children that would imply a different migsion than if the children were ,/
consulted. Furthermore, focusing on buying the bedspreads and drapes
might imply a different mission than if equal importance were to be ’
3 placed on the way in which the children participated. In the latter
ZInstance, the institution would be saying that teaching the children to
compromise, negotiate and come to a décision together was at least as
imertant as making the purchase

The material up torthe last senter‘i’ce in the first paragraph above has
been cited by the HIRI consultant to VBC as one illpstration of their (allegedly
needed) attention to decision-making processes at the agency and to oppor-
. tunities to help. the chijldren develop certain kinds -of individual and group
," K responsibilities. ' oy -
b . " j /
' The second pa'ragraph would illustrate consultifiy attention to the kifds
of role-model postures presented by&e ay the staff behaved or operated . *
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in the course of their evEryday problem’ solving. Whether the manner in
Which the purchase of bedspreads was decided “could express something
very profound about what the insitution was there to do" rebresents a sharp-
difference of opinion be tween the consultant and this commentator-about
what was’ relatively peripheral and what wag central among Valleyview S
problems and needs.

‘The observation submitted in this particular case is-thiat attention to a
matter such as how bedspreads and drapes were to be purchased was a
practical but nevertheless relatively minor prollem that the cons ultants
used as grist for the mill in trying to get the staff to examine their behaivi'or
in relation to fundamental questions That sort of problem does not sewih
to have anywhere near the potential for impact and import that might have
been achieved if the staff had been asked somewhat early in the consulting -
relationship. (but not at ‘the beginning) whether they would like to examine
the fact and'implications -of: (1) the child care {worker in charge of a cottage
keeping his own sleeping quarters in chaotic and dirty condition; (2) his.#
being permitted- fo do so; or (3) the manifest state of disrepair of the build-

. Ings, grounds and furnishings, which in turn afford opportunities for certi,in-
kinds of responsibility training and repair-maintenance skill acquisition.
JFrom review of obvious practical problems of this sort, it might well be
‘possible to introduce into the discussion basicjissues related to the opera-
tion of the institution. On the other hand, thé|consultant's view in disagree-
ment with this observatidn should be stated, namely: '

Jean and I" would not have made that interviention because we knew ,
that the director..’, was very sensitive abgut the physical co'ndition
5of the plant. Its disrepair and dirtiness had been the subject of,

_ many reproaches and lectures that he had given the staff--all without
any effect. It seemed ohvious to us that tke poor condition of the
physical plant was an expression of the staff's hostility to the director,
We understood that dealing directly with that issue early in the consul-
tation was likely to inflame the bad feeling between the director and
the staff and was likely not to lead to any constructive result--until
"the relationship between the director and the staff had improved enough
for them to be willing to' do Something censtructive . Improving that
relationship was a major focus for the consaultation .

. Improving the relationships between the director and staff and between
taff departments ahd staff members, indeed seemed thé major focus for

the consultation.' How to bring about increased respect and trust was the
$64,000 question. The Activity Reports written after each visit often .
« contained very sensitive observations anl sometimes brilliant conceptual °
analyses of what had been observed. In view of.the outcomes at VBC, the
point of this critique is to tryt mf/igure out, as the stage magician might
phrase it, why the "trick didn't work out quite as intended in this case."




wy “'. . ' / '

. Viktor.Frankl* offers what may be sbme relevant insights here:. "Man
must aCCOmplish concrete, personal tasks and fulfill concrete, personal
demands...I considér it misleading to speak of ' sel\f -fulfillment' and ‘'self-
realization.' For what is demanided.of man Ts not primarily fulfillment of
himself, but the-actualization of specific tasks in the world--and only to
_the degree to which he accomplishes.this actualization will he alsa fulfill
himself. ... He. (man) is seafching for a ‘concrete--more than that a unique--
task, the. unjqueness of which torresponds to the uniqueness both of his -
personality and of each situation.” - The _beginning of the consultation at

+  VBC may have been insufficiently, concrete to enable each staff member to *

- identify with specific tasks that fit his or her personality and perception
of the situation in relation to making VBC more effective for its purpose of
existence and at the same time more satisfying as a place in which to invest
one's worklife. It further may be that the consultation at Valleyview failed -
to Sense accurately and to keep measured. pace, with the learning readiness
of that ‘staff in that situation. S

.

LA

'What was done in the main by the consultants s(ems relevant and
. constructive.in intent. The questions raised here in an effort to learn from
the experience (and not to criticize the consultation for the sake of criti-

. cism) are dévoted more to "what else" or "in what other order” or " how
‘ ' better" to insure understanding, acceptance dnd commitment from all cdn-
cerned for a joint venture in terms of théir personalities, their perception
of their situational realities and thus, their readiness for participation”in
problem identification and problem solving.

*

As the consultants stated in.the material heretofore cited the most .
. important (and difficult) problem needing repair at VBC was the divisiveness.

.  between the director and the staff, and between various staff groups. As
already expressed, it seems (to this commentator) doubtful, however, that
such dysfunctional feelings could he resolved by structural changes. fThe

~ latter might be more relevant and ehduring if the distrust and hostility exist-
» ing at VBC could significantly be reduced first in other ways. In this type
of consulting situation, where the arrangement to g?:te'r into a relationship
with the organization is made with the organization's chief executive officer,
. usually the most productive place for the consultant to tnvest, time, after
his role at the institution has been made clear to all concerned and he has
~ su{veyed "what's cooking,."” is with the director and his functioning in his
role. In this particular situation, however, where there wag so much

/7€h§ion between the director and at least important segments of his staff,
such private consultation with the director might well be interpreted by the
"on’osition" as " plotting with him against them." Whether it might have
- been possible for any consultant in this situation to integrate the purposes
of the director with the ostensible or alleged motivations of the Advisofy

*V, Frankl', Man's Search for Meaning. Beacon Press, 1959,
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Committee, so-that common objectives may have developed, is an interest-
ing and open question, T '
. A 3-day meeting of the entire staff--just a few weeks after the HIRI
re1ationship with VBC began——presented a fortuitous opportunity for the
consultants to help the VBC .director and staff identify, “"work through,"
. and agree on plans for a New Start at VBC. As reported by the HIRI consul-
I & " tants, they made a number of important suggestion such as:
The unified school distri¢t teachers wanted to take advantage of these
meetings to present their plans for a new educational program involving‘
open classrooms and edticational contracting: At the end of their plan-
ning meeting, in preparation for their presentation we suggested that
l . they consider combining contracting with the children for educational
goals with contracting for behavioral gioals. In that case, the contract-
igg tea would involve a child, a representative of his cottage staff,
' one of hig teachers and & representative of the professional staff. The
plan not onl would have the merit of ifvaiving the thild in his own.
treatment plAn and in introducing the notion that the educational and
treatment cc;Smponents were part of a unified-effort, but it would bring .
together in‘a working relationship the cottage and school staff for whom, |
. /the orgamiz/ation had net previously provided a vehicle for shared effort .
} -
Even though this suggestion generally was well received by the profes- -
. slonal, cottage and school staffs, and a consensus developed to imple-
¢ ™™ ment it, the meetings cante to an end without anyone taking responsibility
: for its implementation, We discussed-this absence of follbw-through. .
with the staff, but they did not actively take steps te put the program

e

into effect.
7 uring subsequent visits, after the earlier agency pla @ meeting,
' e observed many occasions in which the staff appeafed preoccupied
. with responding to crises and did not plan the implemehtation of the .
decisions they made. We discussed This pattern with the staff when-'e,
ever it seenred appropriate. : ) ‘ : e
. ” - . ) \
When introducing an idea that is outside the apperceptive mass of.a »
group, and for which there is not likely to b what might be termed " fertile- -
receptivity,"” it generally is better for consultantg not to introduce th¢ idea
as @ suggestion, but rather as a question for déliberate critique and analysis
of pros, cons, risks. If, after such critique/analysis, there seems to\be
a consensus that it is worth try{ng, questions of implementation, resp%si—
bility for follow-through, etc., become more natural and situationally
required. In that sequence a consultant might ask the group what they ' .
‘would think of drawing up a PERT-type chart fo(?ach idea they agreed was

¢ worth a trial, perhaps algng a planning format Sduch a’s:

! -
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" why the consultation at VBC did not work out successfully in terms of bring-

'group)responsiveness. In the process of such a COOrdinated response, new

.- of course not immediately, would have been (if the director was willing) to ™

What - " 'How " Who . When : S

The consultant noted that "most of the time and energies (of the genior /
staff) appeared to be taken up with the many crises in the institution, \ -
mostly at the c¢hild care level, which typically were referred to.them for
solution." If some of these "crises" were institution-wide, that is--of
concern to all segments of the institution--{t would seem that such crises
might have provided the consultants with some good opportunities to helpr
the senior staff get together, address them, and think about appropriate
(and possibly-mew) ways of dealing with such matters at VBC. Sometimes
the introduction of an emergéncy or common threat (@ "Pearl Harbor" of-
sorts) which almost all members of segments of: an organization can recog-
nize as a real and present danger, can become a vehicle for integrated .

and improved working relationships may he evolved. - - -

. ~

Perhaps another possibly relevant observation in this effort to analyze

ing about "géod health" to that institution is the sentence from Dr. Wilhelmy's
report on his interview with Persons #5 and #6 in which they offered the
following perception: "They felt that the children's.needs weren't put fore-
most at Valleyview nor were they put foremdst by HIRI's consultant, and

tha’t the consultant's efforts were designed mainly to deal with staff problems.

A

Staff competencies in some cases may have been anothex;matter that
added significantly to VBC problems. Whether any kind of consultation
approach could-have remedied thiq total unhealthy situation is 4n open
question.

, Lo {

The approach of this commentator fairly early in the consultation, but

raise this attitudinal issue of hostility-divisiveness-lack of mutual trust .
with the entire VBC staff. In the discussion there would be an open recom- \
mendation by*the consultant that either they "work through" these feelings
and attitudes and arrive at a consepsuauy agreed-upon modus operandi for .
effective goal attainment,-in terms of the institution's mission, or that, 1
within the limits of his authority the director restaff to the degree necessary
with a cast-of characters who could work with him (and vice versa). Such

a confrontation might have provided the’ kind of " crisis" that conceivaBly ,
could have gotten VBC out of its rut--the rut of seemingly irttractable debili—
tating conflict of a house divided against 'itself which cannot stand. The \
gonsultant, -if invited to remain rather than to leave after such a frank expres-
gionfof opinion, would ‘then be available to help in ways and means of plan-
ing, organizing, staffing, coordinating, interacting and controlling to
achieve the agrged-upon.common objective. Otherwise, the consultation
time would be withdrawn and offered to an institution that seemed in a -
better position tq utilize it profitably. The reason for this.approach stems

1(‘\
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from the viewpoint that'struétural changes alone in this kind of situation \
probably would not prove effective for any appreciable length of time unless
- the destructive attitudinal problems could be basically 1mproved
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‘ APPENDIX | ‘ \
AGCTIVITY REPORT - VALLEYVIEW BOYS CENTER #1 .. ~
Harvey Rdss  August 16, 1972 . ' '

A ’ ‘(' - . ‘é
Jean Hall and I spent oene day at VBC, oug initial visit. '

"The morning and lunch time were spent wi , an executive, and B, a business

consultant (Systems Analysis and Design is h speclalty)~and a very old

friend of A's.. )\ .

* . e - I ~

Our agenda: to come to understand hew the institution was wof%hing and to

.get A to talk about its problems, its sucéesses, and to help him focus on the
. nature of the problems. On this first visit, also, we wanted to establish a

"contract" involving our relationship with the institution and its sZaff. 8

\

According to A and B (who is quite familiar with the institition ar who, appar- o
_ ently, has been trying to help A improve its operations) a bBasic ifficulty has - .

been that ‘individuals through VBC have been operating and {ealing with the
children according to their own "philosophies” ‘which (for e mple) range from
pehavior modification and reality therapy to a "soul wrestl g ay of dealing
with kids. By that, B was referring to the approach of an gvangelically ortented
school teacher who had involved misbeﬁaving children in ighly emotional ¢on-
versations ending with expressions of-their cheerful remgrse, his forgiveness -
of them and their determination to m?fch on into the future together. It was

(£

»

apparent that the different "philosophy"” led to a lack of consistent treatment

. of children (there being numerous double messages irivolved) and cansiderable

" tension between staff since they did not understand-that other staff members
actually had entirely different points of view about children. (For example,
some staff members who tended to discipline children and put pressure on
them would think others, who were more passive and indulgent were goofing off.)

Solutions being worked toward by A and B were to provide a system\for improving
communications between staff members so that all would know what the others
were doing with the children (for example, so that cottage staff would know what
was happening between teachers and the childfen and visa versa) and the writing
of procedural manuals to promote consistent operating methods (I believe,
primaril;z-r'egarding housekeeping and administrative procedures) among all staff

/members. i . X : »

! v

‘\ After lunch, we attended an administrative staff meeting (which was mostly about
superficial rules and housekeeping problems) and then met with two of the parti- . | R
cipants==D, MSW an 4 group living program member. To our great surprise we - ’
discovered that these two are part of a group of three (including, also, one of the
psychologists) who are a nucleus of eager, aggressive leaders who are deter-
mined to improve the ¢rganization by promoting more coordinated action, con-
sistency and order--all to overcome the chaotic situation which they have been ,
working in. AI believe. that 911 three are reldtively new, having come into VBC e
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Kf» last Ianuary when A complained at length about the low-quality staff he had

since the beginning of the year). They want to establish. order-trrorder that

they can -stop operating on a firefighting basis, do better planning and reduce A
, the terrible burden,on supervising staff members who are always responding y

to crise's and are never on top of events. They see planning, reorganization

(which they have justy pompleted-—see chart), the creation of procedural .

manuals as the elements out of which they will bring about order. The sign

of the burden on staff supervisors has been the very rapid turnover among

them--they have been una@le to deal with the demands and the pressures.

¥

\

: v : I .
They find themselves building a team--starting with the three of them to distri-.
bute the responsibility (and take it partly off the shoulders of the supervising .
social worker) to add better quality staff to fill vacancies, to introduce a
' new layer of supervision to take some responsibility for daily operation and

B ~ to upgrade cottage staff in general. Seeing and hearing about the new staff
, ', members-<~who appeat: be better prepared and better educated, though young

»5* d inexperienced sudgest a considerable improvement in'this regard since

L4

~¥*to work with. .

The team (of three) has been trying to build an internal consensus for making and
”supporting some of the above -constiuctive changes by having meetings of the
entire—staff. There was a three day meeting in June involving all of the social
.work staff--primarily those people on'the accompanying chart--and there is
anotheru\neeting planned for September which will, in addition, involve the
teaching*staff (for the first time) in order to promote a better relationship in
coordination between the teachers and treatment personnel. (Apparently it

has not yet o¢curred to them that everyone might be considered "treatment"

staff and "teaching" staff. )

-

? -~

[} * /_/ ’
Our.meeting with D and E lasted about an-hour and a half. We made the i
following responses: , e E

1. We pointed out that we had not hegrd any éoherent, agreed upon statement
of the ?arpose of VBC. (We had told the same thing to A and B.) We
. suggested that answering the question "Why does the institution exist-- '
what does it accomplish? " would provide a unified sense of mission and
a basis for program design and organizational structure. -

While they"had been makingadecisions about what pdpulation they wanted to -
- accept (boys who were two years retarded in school between the agés of 11
and 16, primarily with emotional problems who were not seriously psychotic
or delinquent) this was not a statement of goal. Waiat no one had yet
considered very actively was what theywanted to do for these kids. What
the output of the institution was supposed to be. (They also had not con-
sidered the strong pdssibility that the different "philosophids" -of individuals

.

N in the institution ir;uplied different goals.“jWe had suggested all of these
e . . . b . .
. . . / . -
)
., e
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same things to A and B when we had spoken with them in the morning)

recommended that a first step might be for the institution to decide what it T

was there to do. (In particular, we strongly recommended checking their

décisions about what populations they wanted to deal with against the

policies and expectations of policies of their referring agencies. If they

‘did not do so, they might be making decisions about what population they

wanted only to find a year or two from now that they had designed an .

institution and a program for children whom referring agencies were no : T e

longer referring to institutions.) . - . R
2. We suggested that designing programs and operating manuals might be

_ premature at this stage because they had-nét yet decided what the insti- . )

tution'was ‘supposed to do-—but might be necessa: on an int‘erim ba sts

to, bring order into what they a pparently felt was. a . haotic situation.

.
,c

3. We stated that'we could not decide wha'c VBC's mission or programs should
. be. but, over the long-term we miglit be abfe to help the organization
develop an effectiveness in making those kinds of decisions far itself
We suggested we might be able.tcé help the organization build into its’
fabrig the ability to examine and reexaminé its ewn mission,, its programs
and how it was doing in relation to the aim*s of ite programs. B ‘Building in
that kind of capability would also.create organjzational flexibility in . R
' meeting what would very likely be the changing demands of referring’ -
‘agencies. Given the rising costs of placement dt ipstitutions (now $700.
per month at VBC ofwhich $570 is paid by counties) we agreed that we: '.
could all expect county' governments to be very skeptical about the- need
for Institutions and to raise very penetrating questiofs in the near future.
> An instifution which has flexibility and can think about itseif and its <
' programs critically and realistigally might (if it is true), be able to identify
an institutional missipfl which is unique--i. 8. , particular goals (and the
programs which those goals imply) which cannot be achieved outside. the »
" institution. In the fairly near future, VBC may have to clarify that kind of
mission if it is to stay 'in business and‘perform a;u 1 function.

"l

3 -

<

4
¢ - . 4
®

4.. Over the short-term we proposed that we try to come to. a better under- =
standing ‘of the needs of the institutich, what VBC mighj: want from us, how
_we ight be able to help r them —- all\with a mind to move toward the long- |
term goals outlihed in three.: In order to proceed into identified 'goals
for our consultation, we would have to* come to know and understand a

L great deal moyre about VBC.'* So, oved, the short—term, we would want to
i develop an understanding of the institution, deveélop a picture of what we
] might be able to do for them ahd what they m‘ight want us to do.
.9 - @
We began to formulat% a contract: that our function was to respond to their
- “need§. That in the beginnifd, especially, we would decide each week how

we can plan the next week to move toward that aim. ‘ . o
¥ .

WL
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That we will bé available to everyone in the institution--not just-the social
work andcottdge "service"--but also the school, housekeeping staff,
children,~and the director. If they decide it is wise pblitically, they might’
facilitbte our GOntaCt‘S with those various constituencies in the institution.

-t

. oNext week we decided to spend two days with them (at least HR, will) to

meet with*staff individually and in groups--primarily to reduce the suspi-
ctousness that the staff is likely to feel toward us. We felt that it would
be an cutstanding opportunity to come to understand what is going on in.
the institution if we could be present at Big Bear during their three day.
~meeting. Thus, we want to desensitize the-staff to us so that we. will
be. weIcome and accepted at the meet g. In addition,me wili become .
- mvre familiar with VBC and build’our own data base.
~~.In the presence of D we discus sed our meeting with them, our contract and
our p‘la for the coming wekk or two with A. We wanted to signal both of
them that rega dless f the situation between them we intend to operate
as openly as possibl so as not to become perceived in the context of the
_ political problems a stresses an® strains within the institution.
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ACTIVITY REPORT #6 - VALLEYVIEW BOYS CENTER . .
: Harvey Ross October 4 1972

v

. Initial and- Job Titles of Persons Seen * ’. \ s

P

.F Consultlng Psycholog1st

‘D MSW ' .

E - ‘Group Living Program Coordinator .

G, Child Care Worker (CCcw) .
H W _ oo

I " : T o : .

T lCokttage #1 s e 2 o . ' .
K- SeniorChﬂd Care Worker, Cottage #2 TN '

L Social Work Associate (Swa), Cottage #2 )

N _ /%bu ,
<P " - _

N . & -

Act:wity De scnptlon _ . }g '

1 Meetmg With D, E and F--initiated by them--9 to 11 a.m.- '- "

2 '. : Meetmg With G, H 1, F and E. Cottage sta'ff dévelopm_ent meeting-- * v.

T .'_:"invxted,mEandF.g S

L A
e, ‘ . jﬁ“‘*
III Informatlon Gathered R ‘

“3. At 1p.m., meetmg with #2 Cottage staff, 1nciud1ng CCWs K, L, and ¥
v " F. Cottage staff. meetmg to discuss difficult boy--invited BY F. ’

4., - Staff development meetmg, #3 Cottage--for Child Cane Workers-- /
- 1nv1tedbyD. R :

o

»
o

) .
1. Dur1ng this (Z—hour meeting with D, E and F, I tried to follow
“Up on a number of observations previously made, to direct the
- attention of this group to what we had observed to be some of
. the salient issués and organizational problems at VBC and, most
important of all, to stimulate their thinking about the difficulty _

L

® @ we have been’ havmg in nqt khowing who our audience is or

what our contract with the institution is at this time. The par-
ticular issues I talked about were: ‘

¥ Numerals in the margins refer to EG's comments, page 6 ‘of this Activity Report,
. . ) s . k]
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3 eing upon how decisions ane to be made. - SN
' » particular problems in decision-making as reve%led
‘in difficulties in devising functional "treatm'ent plan

decision about how the staff and a chi are going to proceed,
and should’ involv\er particular staff interve_nj:_i,dns and parti-
cular behavioral objectives. The staff we have seen so far.
talk about treatment plans but do not seem to understand
exactly what they{a’re or how to arr/ve at them
The SWAs abpear to be in an anomalous position--neither
4 part of t}z”administrative staff nor part of the cottage staff
--which-undermines their credibility at the school, in the
. cot;agéhand with the administrative staff. -
D. I made some observations about some difficulties we have
observed groups having running meetings. Meetings often
seem to be run as if there is an agenda that identifies the
* subject matter for discussign, but no understanding or
agreement that certain kinds of decisions are expected at

'

@'_"l the end of the meeting. We have some questions about

‘whether supervisory staff members know how to run meetings.
E. | Our difficulty in knowing whom to address ourselves to
regarding different kinds of issues appears to be a reflection

@‘—" of organizational indecision about where the responsibility

for making those different kinds of decisions lies.

K I started by domg a lot of the talking, since I felt I was carrying the"
"ball as far as problem-clarification and identification was concerned.

I was fishing to see where their concerns were and if they agreed
about the nature of some of the problems I raised. If they did agree,
perhaps they would become interested in identifying or creating an
audience that would be "officially" recognized as re sponsible for
considering the information we have to offer and deciding if and how
to proceed to respond to that information. .

Soon, all three were deeply involved in a discussion about some of
the issues? It was obvious that F was very agitated because she -
had been running into the same problem with cottage staff being able
to make decisions and plan that I had identif I Suggested that
her-anger and frustration might_be due not so ch to cottage staffs
being unwilling to make and implement the plans she felt were neces-
sary, but to their not knowing how to do that kind of planning. F

r——

Mae o 18-

for particular children. A treatment n is an agreer}ent/ :
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4

.'ass1stance in doing so. I said that if.they and cottage groups

~ line responsibility in those. fhatters. However, the Advisory Com- 7

-

- it in school and not making it in the cottage, he doesn't belong hére.
.He's just screwing up the works." Apparently the tottage staff's . ‘

- their work performance was vented at their supervisors and the trium--

- if not out of the institution. Their attitude is more or less summa-

- agreed that perhaps they-nee‘ded to be tra1ned to make those klnds
of de01sions-—1 e., treatment plans--and might need technical

(a/'n'd other groups) would agree,that they needed such training, we
at HIRI might be able to identify institutions at which such planning
seemed particularly effective and expeditious--and arrange for VBC
staff to make visits to those institutions for such training. The
group seemed very interested in this suggestion.

, A . .
The triumv1rate oroposed that the Advisory Committee would con-
‘stitute the appropriate audience for the kinds of is sues I had
"raised. A first meeting had been planned for that moming,%
since A was out of town and C was ill, the'meeting had been can-
celed. However, a meeting would be held the following week. I
responded that I wanted to propose a contract to the Advisory
Committee: that if Jean and I made a written presentation summa-
rizing ,,m}observation about some issues/problems/opportunities
at VBC, the Advisory group would agree to respond point by point,
to our list-—by stating that they did not agree; or that they agreed
' but wished not to take any action; or that they wanted to take
action (or delegate the responsibility for taking action) and would
proceed to do so alone; or that they wanted to take action and
would like our assistance in doing so. .I pointed out that the -
Advisory Committee itself probably would not be the appropriate
action/ planning group for a number of the issues raised, since
they were not the group who either had the information or the

mittee could identify or create groups which would be apprépriate.

’

The #2 Cottage meeting befame a discussion of. Charles, a
14-year-old boy who presents particular problems to the cottage
staff and whom they want transfeired at least out &6f the cottage

~-

rized by the following remark by one of them: "If he isn't making

perception-of their job is to keep things running smoothly.in the .
cottage. . While"working with kids is percéived as part of that job,

if a child does not respond they have, to—get rid of him because he"

is making it impossible for them to do their job, ,i e., keeping things
runn,ing sYnoothly .

Once more, the CCW's frustration with this child-who was "ruining"

vitate. They wanted the CCWs jo keep a child who was making
life difficult for them: They app ared to feel on the one hand, that

‘ " w0 s ?
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. 1 c] . . :
_they were being BSkéi to run a tight ship and sail it on smooth
‘waters, and on the other hand were being given a child who per-
sisted in sabotaging-thelir efforts. From their point of view, they s
_were trying to be the go¢d guys by trying™o do a good job (in terms
- of their conception oft at job) while their supervisors and the tri-/
umvirate were the bajlg ys whose behavior they could explain only
as due to a (venal) policy of keeping population high for financial
reasons. - \ ' ‘

1 _ '
This meeting was a conti
visor (K)v_and his supervi

- Charles was discussgd.

gor (L). L ran the meeting, and again

An apparently circular discussion of the
It seemed fhard for them to come to an
agreement (I believe) becpuse they hadinot recognized that the
CCWs and supervisory sthff Kad quite g’ifﬁérent perceptions of what
the instjtution was there fo do and, specifically, what the CCWs
were ,th'éx?_e to do. Superviisory and triumvirate staff appeared n
to be holding CCWs accduntable for running a smooth operati
They appéared, at least perbally, to accept the distentive i
of Charl;,éj‘s in the cottag
CCWs aé}" working with
ence of that child--not
him to {it into the conte}
smoothly. Lo

narticular children within the frame of refer-
imply working with the child in order to get
t of the cottage so that everything rap-

-
«

During this staff dévelpmeni& meeting (of the #3 Cottége)_, D
explained our presence{to the CCWs whom we had not previously
met. I asked him-to d¢ so, rather than doing so mysclf, because
I wanted to get some itlea of how he perceived us at this time. It
seemed quite clear frqm his pre sentation that we have a good deal
of credibility with him\. "A number of times dwing the discussion
{about other issues) an

. concerned. The time certyinly is ripe for our making a contract
~. with this staff. B .

t

IV. Interpretation and Ana;l;s"es

1..

Part of the problém with running productive meetings in a child-

care instituiion--when, because of the nature of the business, goals
of different staff members may be different without their kriowing
it--may be that in meetings staff members are addressing themselves
to different questions without knowing it. For example, in the'#2
meetings, the question before the CCW group was, "wemwant the
group to decide to get rid of Charles," while the question before

. - . ~

-
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>
supervisory staff was, "how can&e use what we are leam'ing .
about him to help him dgvelop?" (or something like. that) While
these different groups &f staff members appeared to bé talking.
. about thei\ me thing, they seemed to have different things in
- .. mind. The éffectivehess of a staff in. meetings may be related éo.
S their ability to identify and enunciaté the questions’'to which they
- want to address themselves so that she ‘'group. can make a decisio
. about which questions will be addressed in a given meeting. This S
. . may enable the; kind of circular discussmp ‘which never quite seéms
to.get to the poi\nt to be avoided,. ‘This'may be easier said tha
dofie. \ .
2. -Creater clarﬁty ana\ agreement about (or at least c0nscious 1ess of
'+ - differences of opinion about) institutional mission may al o help
. ’ focus staff discussign gming meetings. /
P]Lans and OBjectiVes for Next Visit o '

o ',j monitorii.g the problem identification and pioblem solving/decision-
f making process in the institution I Would like 'o encourage them

want to go in that direction If they acCept t] s;task (as described
N above), they can also decide What they might want ‘us to do to help
PR them. It has been one thing for us to, carry/the ball during the period
_ ‘ in which we have (essentially) been athvgin information, trying to..
o7 come to some understanding of the/institytion, floatirig trial balloons
t to test institutignal responsiveneg§ and eadineés tojaddress problems,
and another thing for. us toQtry to/decid¢ for them what problems they

. shou‘l’d vtlant to sotve. WeYcan't. elp them un,‘less théy claim owner-

At
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EG's Commvents:
'Y

(1) In your Activity Report #1 (8/16), you say: "We began to formulate a
contract." Wouldn't it have been possible to have worked this out with
the. director and his staff during.the secend and third visits, then have Ke

" the director and you issue a joint memo of understarding, 1nv1t1ng any
-further questlons'? ./ A

J ' . :

- m(2) Would it be iair to wo nder whether your putting demsion-makipg as the

. key problem/ may be a reflection.of your own i 7ement with uthis matter? -
If another well-trained person were observing VBQ, might h& ]ust as perti-

~ nently rank lack of clarity and. lack of agreement about rehabilitation

- objectives for the kids, lack of creative 1nvolvem‘ent of staff x_/gith kids,
\,and lack of trust dmong staffﬁembers and staff segments, as the central
roblems ? o : .

t

a}‘s thi_s problem been brought into the open for resolution? :
\\ B -
(4) Can't there be information- -exchange meetings with no decision required ?
e
(5) What wauld happen if you list e issues on which you feel a need or
desirability for decision, and presented and discussed that list with

the executive oncers. : t'

(6) Good! What was their response to your proposal? You don' t provide
t "closure" here. . ,

(3)

(7) ‘Have you gsked them what they perceive their jeb--and VBC's job--to
be? That might make for a good+<and conceivably useful discussion.

- &i '_~ : - {
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( . \The Baseline Data Form (BDF) and
the Institutional Self-Study Questionnaire (ISSQ) S

.
\ N )
.

~

-

. R ) T . N N . j , ‘
The Development and Use of the BDF and the ISSQ in the Course of téi’s Project

(. . 7 v -

The procedure used in developing the BDF was to review various material in

_the available literature bearing on characteristics of 'an effective child care -

institution. For example, there is a section ir? Martin Gula's bo klet Child- -t
_Caring Institutions, Children's Bureau Publication No. 368, 1958 r(reprinted 1966) ,*

entitled "Twenty marks of a good institution.” We adapted practically all of his

20 observations begause they seemed as valid in 1971-72 as in 1958. We reviewed

all of the questionnaires, schedules and membership requirement form(s issued

by the Child Welfare'League of America for item suggesti ns, as well as numer-

ous.books and pamphlets and "fact sheets" (e.g., The Rater's Fact Sheet, and

the Survey of Child Caring Institutions ih the State of Georgia, designed by

Georgeél/homas and praject staff of the Regional Institute of Social Welfare v

Research, University of Georgia, published in February, 1972). -

Then, in our site visits to, c{ld ca /e’m?fituﬁons and.in discussion with
consultants such as Drs. Harold Boverman and Bernice Eiduson, we solicited
thinking about the important characteristics or types of practices that would be
considered desirable, and with reference to which institutions might be rated
"more effective" or "less effecti:qe " From an accumulated list of items.which we ),
tried in some pilot situations and exposed to invited critiqué, we reduced the R
item pool to 80 that seemed to bear upon the most important characteristics and

' pmctices '

«
4

These 80 items became the Baseline Data Form (BDF) which was administered
in 1972 to the staffs of 11 institutions-~-the four in the experimental group and
the seven. in the comparison group. Statistical analysis of these data, plus

~further editorial analysis for possible ambiguities in the phrasing of certain

» items, pphs new important items that came to our attention after publication of the
'BDF, led to our development of a revision of the BDF which then was entitled
+Institution Self-Study Questionnaire (ISSQ). This instrument was,administered to
the staffs of the 11 institutions which took the BDF a year earlier. Again, on -

. the basis of statistical and editorial analysis further refinements were made in
dertain items, resulting in the present editfon of the ISSQ. . This instrument
also contains 80 itenis total, 40 of which are identical or very close te the
content and phraseology of those items in the BDF, while the other 40 are new
‘or replacement items. ‘ ‘

LS

Some Overall Findings from the BDF-,—?]SSQ Data

s

- As stated above, the BDF was administered to the staffs of the four experi-
mental and the seven comparison institutionsn}n August-September, 1972, at the

*QObtainable from the U.S. Government Printing Office, Washington, D.C,
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beginning of consultation. Upon completion of the consulting interventions, the

ISSQ was administered to staff members at three of the four experimental institu-.

tions and at the seven comparison institutions, in the fall of 1973 It was not

pgssible to obtain ISSQ data from the staff at Valleyview BEYS Ceiter because
of’the resignation of the associate director and the considerable«turnover in

. personnel that had occurred (discussed in the section on Valleyview) Therefore,

', no comparative data are available for this_i‘n_sg;ution.

SN Now to discuss some overall findings from the BDF-‘ISSQ data: Table 6 com~
pares the individual and mean scores on the BDF-ISSQ for three of the four institu- -
tions tha,t_”rec'eiVed consultation, with scores for the seven institutions in the .

.¢comparison group which did not'receive consultation., ~ )

<

On-thé™Y items which are comparable between BDF-ISSQ, the mean for the
consultation institutions rose slightly (from 3.19 to 3.26), while the mean for
the comparison institutions fell slightly (from 3.30 to 3.25). From these data
‘there is no reason to infer that the intervention experience had any impact on
the response to the 40 items used in the intervention settings.

*1f we compare the overall mean scores for 80 items (even though 40 of them
were notsthe same in the two tests, but every item in b{tl:atests bears upon an
important practice at a child care institution) the consultation group rose from
3.15 on the BDF to 3.42 on the 1SSQ, while the comparison"?roup dropped from
3.31 on the BDF to 3. 24 on the ISSQ )

The material below provides more specific breakdowns of the test data.
(The curfent. edition of the ISSQ, which represents a revision and refinement of
the form used in this study, is provided in Appendix B.)

The responsible test,developer is professionally obligated to report relevant
norms for newly constructed tests or survey instruments. Such information should
treat, among other things, the response td the test of various grotips of irflivid-
uals, especially those groups whish.are most likely to be ihvolved in future
applications of the test. Thefollowing discussion is addrgssed principally then
to child care workers and agency ‘directors, who might be considering the ISSQ
as-a devige for tapping agency staff opinion in the hope of developing one rele~
vant measure of the adequacy of their ongoing agency program.

The use pof any survey instrumeft is obviously made more economical,
particularly in large agencies, if information is obtained from a sample of staff _
rather than from the total staff. One familiar sampling technique is to draw a
random sample. ‘Another common technique is to stratify the population avail-
able on two or more relevant variables. Stratification tends to highlight or give
more precise welight to the segments of opinion found in various eléments of an
agency's staff. In this connection, as well as in many others, (comparing
ISSQ data across various w°orking units within a child care residential setting,
or across two or more agencies) it should be evident that a relfable estimate
of different groups' response tendencies to the ISSQ would be materially useful..
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. Table 6 ) ’ ~ N
! ! ¢ Mean Score for ] o 1
“ LI 40 Identical or || ‘Average Total Score
Institutidn ! Similar Items ) -«
. , 7 : BDF 1SSQ -§| .BDF 155Q
' . : 1972 1973 - 1972 1973
= — — —
1. Lakecrest . | 3.s1 | 3.63. || 276.65 281,27 _
R Ny | - o
g 2. Red Rock .| 3.04 3.15 240.90 | 251.86
2 . : : -
Hel e - I S
' 25| 3. 5cuthside | 3.03 | 3.00 || 237.29 | 239.49
T 1 a ) . ’
e O -l
-§ 4, Valleyview *ND *ND *ND *ND
. . . 1 “ - »
- *" Group Mean 3.19 3,26 251,61 r‘<)2,74,z‘1
- .. & C s i .
, ; :
5. Boys Republic 3.40 | _3.66 270.92 281,06
-6. Cascadia 3.69 3.37 288.85 | 265.45
_8 5 7.’ De\Le)eux - 3.22 3.13 , 258,46 253.79
© ! ’ .
29| s. Napa 2.80 3.02 224.41 242,20 N
g 9 e . ‘
8% 9. Sonoma 2.95 | 2.43° 243.84 207.78 N
' -
5 & | 10. Yakima | o322 3.29 || 257.56 265.66 | -
[z ¢ ‘
J : 11. Youth Adventures | 3.89 3.84 309.94 299.26 . )
Group Mean | 3,30 3,25 264,85 259.31 | -

*ND = No data avalilable.

Valleyview did not administer ISSQ questionnaire. Data for BDF administration

were handled,differently in 1972 (Valleyview was left out of computer tables ¥
done in 1973%74), and the only comparative information we have is that

Valleyview was tied for lowest ranking among the 11 institutions whose staffs
filled out the BDF.
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" There is, of course, ample reason for assuming that different types of
agency staff will be\less than equally sensitive’to problems and proficiencies
in agency programming. For example, one would anticipate_tbat various groups
of child care staff would tend to be differentially knowledgeable and rather -
- divergent in attitude toward such varied aspects of residential programming as
' fedd service, educational activity and medical care. Thus, the perception of

the guality of agency effort may be very different for newly recruited as opposed
to well seasoned staff, for daytime staff as opposed to the night shift, etc.

- Whatever the staff person’s individual role may be it will almost certainly affect

the character »f the information available to him, the kind of information he
; absorbs l7nd the special interpretation he places on information as he integrates
it. Cochran suggests that: : - o

-0

/

The traveler who spends ten days in a foreign country, and then proceeds ® -
. to write a book teMing the inhabitants how to revive their industries, reform
. = their politicai system, balance their budget and improve the food in their !
* hotels is a familiar figure f fun. : .

In presenting our data about the response to the'ISSQ of different groups, we
€ plan to inspect first 80 individual items of the test to identify those items which
#pear to elicit divergent patterns of response from various groups of child care
agency staff. We will then examine the related question, how do various groups -
tend to respond to the total instrument? Our focus will be on three staff-related
variables sex, age and agency role of staff.

To begin, we should recall the five score values attached as answer options
to each survey item. These valuesare: -

" aa,

A

5 = excellent , - ' ’ _ o ,
?& 4 = good . o ’ ’ . S

3 = satisfactory -

2 = fair . -

1 = poor .

a

Using these answer weights it is possible to derive a total and an average .
score for any subset of individuals responding to @n item’. Our initial effort
will therefore be to aggregate the scores for male respondents in the ten child
care agencies to establish an overview first of how males (and then subsequently™
how female staff) responded to each of the ISSQ items. By this means of accumu-
lating data "across agencies the influence of individual agency program .conditions
on staffs' responses will be diluted or neutralized. We aiso want to recall that
the 80 survey items were classified into five_substantive areas or ol_“‘ehefcersr
the treatment related items (1-29); the community interaction related items (30- -

\ 36); evaluation procedure related items (37-43); staff development related

items (44-54); and general organizational related items (55- 80). We refer to
these a priori item groupings or categories here because we plan to examine

G L W tow -
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thé inﬂuence of our three population variables, (sex, age and role) not only

on each of the 80 items, but also 05 the combination of items included in each
_of these five content clusters. ‘

A. The Item Focus | N - .

e We now move to€xamine data for the purpose of distinguishing those
items which elicited disparate responses; from various subgroups of child
.  care workers. : ) L .
- | -
Analysis by sex of workers:. Table 7 contains data for each of the 80
items on the ISSQ, ordered by the response Q{IBQ males and 203 females
employed in ten California,residential centers for children. It should be
remembered that 422 staff completed the survey in the ten,agencies, so
that 80 staff'apparently failed to report their sex in completing the ISSQ.

- The data in Table 7 constitute the basic summary statistics--including the
amount of missing data, the average score, the median score value and
the variability, or standard deviation around the mean--cataloged indepen-
dently for thd two sexes. The number of males producing a scorable
responia to a given item is, of course, 189 minus the missing responses

to that ftem. Similarly, for female staff the number of s¢orable responses

to-an item is 203 minus the item-associated missing responses. Our data
NS indicate that male employees produced virtually the same mate of missing

data as female staff: the amount of missing responses per item for males

was 14 percent and for females, 18 percent. -

+ We now present those items from the ISSQ on which male and female
staff produced statiﬁtically different response patterns as documented in
the list t-values.

Itgm # ' “t-Value Probability
: 7 2.87 B <.01 .
: . 4 3.00 .01
5 . 3.03 | .01 L’"ﬂ\
b : 13 | 2.12 .05
16 R 2.21 ' .05 '
v 27 2.32 . .05 i '
36 - 2.25 \Jp - .05
43 : 2.49 :§é§ .05
47 2.55 .05
49 i 2.74 .05 |
i 50 2.38 _ .05
" 52 s 2.54 - . .05
B 53 ° " 2.39 .05
57 ; T 2.44 - ' .05
) 58 ' 3.42 . - .ol
59 . 3.01 . .01
' -191- | . ;
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RESPO_N/SE IN TEN INSTITUTIONS TO ISSQ

4

N A - BY SEX OF ‘STAFF ,
——— b ; ". : 4 ’ . ‘ PR X
; Sex Catégory: Male Staff " Sex Category: Female Staff |
' N =189 } .7 N=203 ° i
. Standard . e - Stand
Item [Missing 1 ' Devia~ Missing |~ - Devi
No. Data | Mean | Median tion - Data Meaf, | Median | tion
1t "20 |3.414 | 3.427 |,1.009 |.24° [3.206| 3.273 | 1.03
X @ ,

2 '| 38 *|3.278 |3.415 | 1.195 35  |3.286 | 3.405 | 1.19
3 37  |3.441 {3.600 -| 1.084 63 - |3.086 3'.096._.%f 1.02
4 84  [3.406 |3.508 | 1.024 63 3.057 | 3.083 | 0.97;

: .o . : : : .

5 42 13.286 |.3.348 Ndss: | s ~ |2.898 | 2.960 | 1.04

6 21 |3.298 [3.385 | 1.036 50 - [3,131 | 3.143 | 1.02]

7 21  [3.196 {3.236 | 1,090 40 3.006 [.27981 } 1.08

8 2 3.353. | 3.506 0.958 .14 3.275 | 3.240 | 0.99¢

9 42 {2,912 {2,976 | 1.233 - | 63 2.879 | 2,789 | 1,214
10 25. [3.171 |3.143 | 0.937 31 2.983 | 3.000 | 1.06¢
11 | 25  [3.305 [3.283 { 0.896 38 3.400 | 3.434 | 1,017
12 31 3.266.}3.411:°| 1,097 |37~ 3,235 | 3.266 | 1.10]

’l——A_ i 1) - 'r_ - o ’:' i 4'_" . 2 - ' ! -
13", 7 - ]4.060 §4.175 |.0.929 8 ' |3.846[.3,981 | 1,02




-, RESPONSE IN TEN INSTITUTIONS TO ISSQ

BY SEX OF STAFE. .

\

9 -

Sex Category: Male Staff

.

- a : ’ T . . — I
1 Fex Category: Female Staff

N =189, ! N = 203
A . e \ 5
: . i| Standard : ' Standard
Missing , -V | Devia-, |Missing .t Devia-
. Data [ Mean | Median-| tlon | Data Mean | Median | tion
: ’ \ , .
}-zo [3.414 { 3,427 1.009 ° |- 24 3.296 |- 3.273 M3l
) A ° & . ' . 4 ‘w ‘ ‘ %
38 3.278 | 3,415, | 1.195° 35 3.286 | 3.405°| 1.195
et . Y mR
37 3.441 | 3.600 | 1.084 63 - [3.086| 3.096 | 1.028 |
34 ~ [3.406 | 3.508 £ 1.024 | 63 3.057 | 3.089 | 0,973
42 |3.286 |.3.348 | 1.066 75 2.898 | 2.96Q | 1.049
. : ‘ ’ ; ‘ o
21 3.298 | 3.385 | 1.036 50 3.131 | 3,143 | 1.024
L . .
21 |3.196 3,236 | 1.090 40, |3.006 | 2.981 | 1.086
2 3.353. 3,506 | 0.958 14 3.275- 0.994
42 |2.912 |2.976 | 1.233 .|. 63 2.879 | 2.789 | 1.214
25 3.171 | 3,143 0.937 . | 31 2.983 | 3.000 { 1.068
25 3.305 {3.283° | 0.896 38 |3.400 | 3,434 | 1.017
. " I/
3.266 {3.411 | 1.097 37 8,235 | 3.266 | 1.101
4,060 §4.175 | 0.929" | 8. 3.846 | 3.981 | 1,029
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/ Item # - t=Value . Probability

. i : : . . N

« T g7 ' 2.36 ~ . .05,
68 ‘ 2,583 B ) .05
- ‘ 69 L pe23 - .05
¥ 70. o 2.00 , . .05
: 75 - - 2.39 . .05

a. . %,v’. . . . {;
. » In summary, 21 items on the ISSQ appear to elicit 'sex-linked,resp,ons{- :
tendencies in our study results. Of the 2] items which elicit dissimilar
responses from male® and female staff, six are among-the items ¢lassed -~
A under the treatment agea, one is in the area of canmunity interaction, one
'+ 1s in the item'domain of evaluation procedures, five fall in the staff dévelop-
" mént category, and the final eight are found under the p{‘ovince -of general
4 organization.% v ' ' :
“h % AN T O o . ‘ . "
) ‘}» Analysis by age of workers: In Table 8 we present data for the 801SSQ -
1t‘1ms partitibneé};. according to the four age gwodpings emgloyed. on the face
~sheet of the survéy form. Of the 422 staff responding across the ten agen-
cies all but 26 provided the desired age information about themselves. The
. missing data@écpéri nge with the four age groups ranges from 14 percent
with th& 20-29 age group,- through 15 perdeht for those in both the 30-39
and 40-49 age gro‘upvs to' 19 percent in the 50 and over age group. There
. seems to be a positive relation, such that the older staff produce more
~ missing data than younger staff. powever,‘%he disparity among the various

age groups is, indeed, modest.

) This brings us to the 'listir{g of items on which,the four age;gro,ﬁpihg'é " '
produced statistically deviant item responses as- mea’sured by the analysis

. of variance and the derived F-Values. .o = ' v
@ L e ) ‘ N :
; Item # \ ( . E Ft-ValPe ‘k | »  Probability
- DR . 2.641 \ - <.05
10 : c 4..493 - .01,
-+ 19 e : . .05
R 25857 . ' .05
7 . 4.088 Co .05
24 . 2.812 . . .05
32 . ' . 2.968 S« . _- .05
42 + v . 4.152 : .01
. ' N 75% o 3.830 . ©.01
Ty . . . -
Of the nine items which were determined to exhibit re.spgnse differ-

v ences by age, only item 75 is starred to indicate that it also yielded sex-
linked differei‘;ces. Further, six of the items are found in the treatment ~

»




. N =136 N =94 N = 66 1
R Star.xdard | . St“anciard » / Standardl L
Item | Missing : o Devia- | Missing Devia- Missing . Dewvia-~ | Mi:
No. . Data Mean j Median | = tion Data’ Mean | Mellian tion Data . | Mean | Medlan tion . T
1 13 3.3é2,, 3.333 1.028 9 33224 | 3.231 | 0.943 8 3.207| 3.265 | “1.072 [ -
’ L - —— — -
2 21 3.330| 3,512 | 1.114 21 é;,1-54 3175 | 1.190 13 3132 3.222 | 1.345 tr
3 33 |3.320] 5.303 1.006 22 |3.056 | 3.135 | 1.086 14 3.346| 3.600 186
4 37 | 3.343] 3.359 0.9’28: 22 311‘3{ ff'zog 1.042 ' 14‘ 3,212 3.250 \11%{”5@
5 ‘4 3.189( 3.229 | 1.055 27 3.000| 3.058 | 1.059 ‘._'19 3.170| 3.250 | 1.185
6 26 | 3.309 ,3.338 /| 1.073 12 3.146| 3.233 | 0.995 10 3.214! 37300 | 1.140
7 16 |3.100] 3.081 | 1.008 {14 - 3’.025~ 3.100 | 1.125° 10 ~2.94's 2.853 1.212
8 3 3.391| 3.487 0.968: 3 3_.330 3.394 | 0.895 3 3.190| 3.225 | 1.090
s | 38 | 3.082] 3.152 1.137 Y . 2.588 | 2.630 | 1.200 ‘18.’. ‘ 2‘.7‘71 2.500 ° 135,3
10 | 15 3.331[.3.316 '0.916_ 18 2,947 . 2.969 | 0.951 11\ 1 2.000| 20932 | 1.076
11 21 | 3.383] 3.438 0.923' ' 14 3,287 | 3.219 1.009 11 \‘5.3'82. 3.295 ® 1;609
‘12 26 | 3.355| 3.467 | 1.063 16 *|[3.103| 3.083| 1.180 8 3.190f 3.313 | 1.083"
13 5 3.954 4.098 1.007 5 _3..,8.76 4.015 | 1.043 h ‘1 | 3.815] 3981 1»_688*"'
NS N | i |
Q zm ‘ ° . ’ {;
. v :

Aruitoxt provided by Eic:

. e

RESPONSE IN TEN INSTITUTIONS TO ISSQ
_BY AGE OF STAFF

A

Age Category: 20-29 .

Age Category: '30-39

~ Age Category: 40-49 .
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RESPONS

E IN TEN INSTITUTIONS TO ISSQ
BY AGE OF STAFF

B

- Age Category: 40-49

Age‘ Category: 50 or over

© 20-29° - Age Category: 30-39
R N=94 N = 66 : N = 100
Standard v Standard Standard ". | Standard
- Devia~ [Missing | : Devia~ }Missing | Devia~ | Missing _ Devia-
Hian tion Data Mean | Median | tion | Data. |Mean |Median tion - Data | Mean | Median| - tion '
V . . o ’ . . ‘ o * . a; . .

133 1.028 “;9“/"3.224 3.231 |. 0.943 . 8 3.207) 3.265 1.072 13 3.506] 3.552 1.044
3 . ’ . 3] -

12 | 1.114° f 3164 | “3.175 | 1.190 13 3.132| 3.222 | 1.345 19 3.407| 3.547 | 1.022
; ars ‘ ~ w0

03 1.006 22 3.056 3.125 1.086. 14 3.346(_3.600 1.186 27 . 3.342] 3.440 1.044
|59 | 0.928 22 3.111. | 3.204 | 1.042 14 3.212| 3.250 1.194 26 3.270) 3.339 0.941
29 | 1.055 I\ 27 3.000 | 3.058 | 1.059 19 |3.170] 3.250 | 1.185 | 32 3.088| 3.188 | 1.033
- i 3 = —

i - ' . - .

138 1.073 12 3.146 3.233 0.995 . 10 3.214| 3,300 1.140 25 3.173} 3.171 0.891
T 4 - o
181 1.008. 14 3.025 3.100 1.125 10 2.94(6 2.853 »1.212 . 23 - 3.28% '3.348 '1..050
8'){{ 0.968 3 3.330 [ 3.394 | 0.895 3 3.190| 3.225 | 1.090 7 3.280]. 3.309 | 0.960
3 _® . : - . o
52 | 1.137 26  [2.588 | 2.630 | 1.200 18 2.771]-2.500 | 1.356 | 25 3.013| 3.043 | 1.214
b6 | 0.916 18 2.947 | 2.969 | 0.951 11 2.909| 2.932 | 1.076 15 . | 2.894] 2.891 | 1.091
>38 0.923 14 3.287 3.219 1.009 11 3.3821 3.295 1.009 l?, 3.358) 3.414 0.926
167 | 1.063 16. |3.103| 3.083 | 1.180 8 3.190| 3.313 | 1.083 |- 19 - | 3.247| 3.360| 1.043
98 L 1.007 5 |3.876] 4.015| 1.043 1 3.815) 3 981 | 1.088 a | 4.021] 4.100| o0.882
: . i N ra

a9 g .

“ 1 225
Q . Y .

. ERIC ) L
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Aruitoxt provided by Eic:

R S A R

RES?ONSE IN TEN INSTITUTIONS TO 188Q
BY AGE OF STAFF

Age Category: 20-29 Age Category: 307355 - A;ge Category: 40-49
. N =136 N =94 : * N =66
. i A . . \
o Standard | Standard Standard |
Item |Missing * | Devia- Missing : . ‘Devia- | Missing Devia- | M
No. Data. | Mean | Median tion Data Mean | Median | tion Data . |Mean | Median tion
14 - 3.297| 3.344 | 1.053 8 3.047 |. 3.155 1.062 T 6 3.133| 3,136 | 1.065 .,
15 6 3.238f 3.227 | 1.048 <] 6 3.170 f"-3.194 . 1.008 4, 3;065 3.111 1.054"
16 10 3.34] 3.:125‘ 1.013 9 3.094 3.169 [ 0.971 6 3.200{ 3.200 1117
17 9 :«.sés $8.755 | 0.980 3 3.495 3.542A 0.899 8~ |3.483 3.6’1_7. o.-§41
18 5 3.664] 3.777° | 0.974" 4 3.544| 3.717 | 0l926 6 3.267| 3.350 | 1.103
19 7 3.457 >3;446 0,976 16 3.256| 3.321 | 1.025 . 16 2\.980 2.929 | 1.152
20 g | 3.441] 3.633 | 1.096. 14 3.400| 3.537 | 1.154 8 3.138 ‘3.100‘ -1,.235
21 9 3.496) 3.490 | 0.942 13 '3..2"22 3,241 ' 0.987- 9 3.070] 3.000 4 '1.067
22 | 13 3.333f 3.400 | 1.150 | 1? 3:21q 3;152_ 1.'021$ 9 . 2.807] 2.800 | 1.060
.23 13 | 3.130], 3.098 | 1.000. 11 -|3.084 3.103,| 0.990 10 2.911 2.9;10“ 0.'99‘6
24 1n bs'."zee 3.317 ‘1.038 . 10 3.321 3.3'6.7 1.008 9 2.860| 2.925 1.060 A
25 - 29 3.327{-3.371 0.969 .27 3.090 ) 3.111 | 1.069 2 3.116f 3.182 | 1.238
zé . 24 3.566 3.357 | 0.905 23 3.099| 3.087 {,1.071 2 3.136 h 3'.143 '1.1;3 j
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RESPONSE IN TEN INSTITUTIONS TO ISSQ
BY AGE OF STAFF

¢

~

ory: 20-29 Age Category:l 30-39 Age Category: 40-49 Age Category: soa:o\'zér.» :
136 ., N=o94 - N=66 . N ="100
: - b
Standard Standard Standard | S.tandard.
Devia~ Missing Devia- Missing Devia~ | Missing . Devia~-
Median tion -'Data Mean | Median | tion Data . |Mean |Median ‘tion Data Mean | Median tion .
, . . ) , .
. 3.344 1.053 8 3.047 i 3.155 ¥.062 6 3.133| 3.136 *1.065. 22 3.269] 3,300 £0.907
£3.227 1.048 6 3.170 3.194 1.008 "4 3.065) 3.111 1,054 lli | 3.241 2 3.179 0 §40
, : : : e .
/3.425 1.013v 9 3.09‘4 3..10'9 0.971 6 3.2000 3.200 |- 1.117 13 3.299} 3.355 1.058
':V v »
‘;3.755 0.980 3 3.49% 3.542 0.899 8 3.483( 3.617 0.941 10 3.378| 3.529 1,077
13,777 | 0.974 4 |3.544| 3.717 | 0.928 6 3.267( 3.350 [ 1.103 9 3.505| 3.543 | 0.911
'3.446 0.976 16 3.256 3.321 1.02% 16 - 2.986 . 2.929 1,152 1‘9 3j83 3.350 1,007
2 . . - K M 1 L4 “
j3.633 l‘t096 14 3.400 3.537 |1 '1.154 8 3,138} 3.100 1,235 18 3.488 3.567 '1‘.033_
3.490° | 0.942 13 3.222| 3.241 | o0.987 9 3.070| 3.000 { 1.067 17 | 3.422| 3.383 | 1.127%
3.400 | 1.150 13 3.210( 3.152 | 1.021 3~ | 2.807] 2.800 | 1.060° 25 - | 9.333( 3.276 1.095
:'.098 1.°000 11 3.084 ) 3.103 0.990( 10 2.911| 2,940 Q.'996 2% 3.156| 3.121 0.974
.;317 1.038 10 13,321 3.367 1.008 9 2.860) 2.925. 1.060 21 3.291) 3.360 1.088
.371 | 0.969 27 3.090| 3.111{ 1.069 [ 23 3.116( 3.182 | 1,238 {1 40 1.432) 3.447 # 1.079
..357 0.905 23 3.099 3.087 1.071 22 3.136] 3,143 - ll.173‘ 31 3.377] 3.479 0.956
A )
r . )
' i J ST
- , - RR7
v . : , L
| (€) " . ) @ *
- ERIC . 3 i
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; RESPONSE IN TEN INSTITUTIONS TC ISSQ
} BY AIGE OF STAFF
Agd Category: 20-29 Age Categosy: 30-39 Age Category: 40-49
. N =136 * N = 94 N = 66
- / ' standard . Standard - o Standard
Ite Misdli lb Deviux Missing Devia-~- Missging Devia-
Ng. | Da g?f Mean | Median tion Data Mean | Median tion Data . Mean Median tion
L T j
-27 ’Hf‘/ 3.118] 3.097 q@ml 24 2.886| 2.87597 1.123 21 3.089] - 3.107 | 1.203
. i ] .
’ 28 /1/1/ 3.‘480 3.600 1.090 11 3337 3.548 1.161 7 . . 3.390f 3.474 1.051
v " , o ’ ; ..
" 29 [}% 32496 ,3'615 - 1..024 ]J 3.4062 3.587 0.962 , 9 3.361j 3.556 1+001
30 - 2.726}f 2.730.| 1.088 1 2.600 2.673 1.090 19 22,2771 2.091 1.210
. '8 - T - = ) — v
!;9' 31 J4119 2.658] 2.629 -1.168 18¥ 2.434 2.405 1.112 16 & 2.280| 2.083 1.246
32 s 7\ 3.388| 3.486 | 1.078 9 3.165| 3.207 | 0.998 9 2.930| 2.824 | 1.163
33, \E\ 2.848 2.824 _1.232 1|7 2.662 |, 2.696 1.021 b 5 2,770 ‘2.842 1.244
_ \ | : . :
34 . . 3.054} 3.100 1.146 12 2.8901 2.833 1.089 S 3.148]| 3.125 1.123
35 3x 3.1671 3.184 1.161 22 3.014 3.071 1.107 10 3.214| 3.324 1.171
’ 36 34\ 2.598}. 2.439 1.213 ZF 2.4231 ~2.435, 0.981 11 2.545) 2.412 1.214
7 |/ @ \‘\3.116 3.173 | 1.050 i |2.836| 2.897.| 1.024: | 18 2.958| 2.900 | 0.988
A\ L . .
38 9 3591 3.74% 1 .057,~ 11 3,482 3.649 0,992 ) 7 '3.492| 3.476 1..040
39 16 3..3§\§ 3,348 A 0.979 IA 3.235 3.266 0.884 9 3.211f 3.205 1.031
Q Z( . ) \ ‘ b
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RESPONSE IN TEN INSTITUTIONS TO ISSQ - .
y BY AGE OF STAFF .

ijy: 20-29 Age Category: 30-39 | Age Category: 40-49 - Age Category: 50 or over
36 . N-= 94. ‘ N = 66 ) s _ N = 100

Standard : | Standard’ : ~ |standard | .. | " | standard
: Devia- | Missing .| Devia- |Missing ; Devia- | Missing | - | Devia~-
Median tion Data Mean | Median tion Data . | Mean | Median tion - Data Mean | Median tion
3,097 1.031 24 ° |2.886| 2.875 | 1.123 21 3.089] 3.107 1.203 |, 32 3.235 2.916
3. 600 1.090 1 3.337| 3.548 | 1.161 7 3.390| 3.474 1.051 14.- 3.442 ©1.036
3.615 | 1.024 1 [3.462| 3.587 | 0.962" | 5 3.361| 3.556 | 1.0008 7 | 3.634| 3.671 | o0.882
2.730 1.088 19 2.600| +2.673 | 1.090 19 2.277| 2.081 |, 1.210 34 2.788| 2.688 | 1.170
= ) °
2.629 ., 1.168 18 2.434| 2.405 | 1.112 16 2.280| 2.083 1.946 32 2.588 2.654 | 1.082
3.486 1.078 - 9 3.165| 3.207 | 0.998 g | 2.930| 2.824 | 1.163 12 °} 3.375| 3.423 ] 1.075
2.824 | 1.232 17 2:662| 2.696 | 1.021 s |2.770| 2.842 | 1.244 18 3.024] 3.038 | 1.100,
3.100 1.146. | 12 |2.890| 2.843 | 1.089 5 3.148| 3.125 | 1.123 , 11 3.112| 3.185 |..1.112
; \ ' . . nE ' a
3.184 1.161 22 3.014| 3.071 | 1.107 10 3.214| 3.324 1,171 20 3,475/ 3.469 | 0.954
3 . ] - . o . T + — -
2.439 | 1213 .23 2.423| 2.435 | 0,981 11 2.545| 2.412 [ “1.214 26 2,811} 2.750 f;1.190
3,173 | 1.050 27 2.836] 2.897 | 1.024 18 2.958{ 2.900 0.98¢’ |  35° 3,092 3.158 | 1.208
3.745 | 1.087 11 |3%482| 3.649 | 0.992 7 7 3.492] 3.476 [ 1.040 .10 | 3.589| 3.700 | 0.923
3,348 0.979 13 *» [3.235] 3.266| 0.88a | 9° 3.211|" 3.205 1.031 17 3.277| 3.345 | 0.915
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y) RESPONSE IN TEN fNSTITUTIONS TO ISSQ
Y BY AGE OF STAFF '
3 - .
Age Category: 20-29 Age Category: 30-39 Age Category: 40-43 -
p - _ N=136 N = 94 s - N = 66 ,
. |Standard | ‘% Standard ) ; . Standard | |
4 Item |Missing Devia- | Missing o Devia- |Missing . ». | Devigs
No. | Dgta Mean | Median | tion "~ Data Meah | Median tion, Data . |{Mean { Median tion
40 17 _ 3.210] 3.242 1.127 1s 3.22!_3 3.250 1.062 8 3.138 3:091 1.016
414} 13 3.285} 3.343 1.028 5 3.258 3,304 1.050 3° 3.2541 3.271 0.999
. s : _ :
42 12 3.484| 3.582 | 0.975 6 1 [3.364 | 3.338 | 0.949 s [2.984] 3.000 | 0.922
45 © 33 2.2621 2.141 1.093 29 2.354 2.308 | 1.217 i 23 2.395( 2.156 1.218 -
: —
@144 -} 3.687} 3.783 ' 0.805 3 3.692 3.750 0.826 2 3.656| 3.731 0.963
. A 3 .
45 | 10 2.873] 2,912 1.200 4 3.0Q0 3.000 0.983 3 2.937( 2,957 "1.014
] N i H .
46 i 12 3.3391 3.500 1.202 8‘ 3.’500‘ 3.667 1.049 . 6 3.367| 37583 | 1.134
47 8 3,383 3.395 1.237 . 4 3.467 3.614 1.093 0. 3.197} 3.167 1.218
.|, 48 6 3.100] 3.100 1,193 1 3.215 3.171 1.051 "3 2.87? 2.960 L 1.171
—— —— - T L “) - - . { -
49 6 3.062} 3.095 1.193 3 2.9017 02,963 1.265 1 2,923 2.9%72 1.254
- 50 10 3.127}] 3.114 1.166 6 3.091 3.100 1.161 4 2.903 ?\.950 1.211«
] + - " //
51 ) 46 2,756} 2 876 1.115 .35 12.915 2.938 1,005 22 3.159| 3.167 1.098
1% v "
. 52 14 3.025) 3.024 -1,132 11 3.133 3.120 1.045 ' 9 3.175] 3.175 1.104
- L — § - .
' ' : | R3L
A D . O
~ ' v
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RESPGNSE IN TEN INST{TUTICqI:IS TO ISSQ g
BY AGE OF STAFF . .

-

- ~ ‘ . - » v v L ‘
i: 20-29 Age Category: 30-3% b Age Category: 40-49 Age Category: 50 ¥r over
6, : "+« N=94% 4 : N = 66 N =100 ) .
: —— ¥
|Sstandard | / , . | Standard P, Standard ) ’ Standard
: *| Davia-~ Misgsing . Devia- Mé(?lnq X Devia~ | Missing v o Devia~
pdian tion Data Mean, | Medlan |- tlon ta . [Mean |Median tion ~Data | Mean | Median tion
242 | 1.127 15 [3.228 | 3.250 | 1.062 8 3.138] 3.091 | 1.016 21 §.304 3.327 | 1.042
343 | 1.028 5 |3.258| 3.304 | 1.050 3 |3.zsa) 3.271 | o0.999 5 |3.253| 3.257 | 0.978
582 0.975 6 3.364 3.338 ] 0.949 5 2.984 3.00b 0.922 14. 3.267)] 3.375 0.818
4 N . . - ) ‘ A
141 1.093 %9 A2.354 .2.308 1.217 23 2.395] 2.156° 1.218 34 2.333¢ 2.088 1.257'
783 0.805 3 3.692 3.750 0.826 2 3.656, 3,731 0.963 ‘4 3.740 3.760 0.669
L - *
012 | 1.200 4 3.000 | 3.000 | 0.983 3 2.937( 2,957 [, 1.014 | 8 3.043| 3.118 | 1.047
100 1.202 8 3.500 3.667’ 1.049 6 3.367} 3.583 1.134 11 3.461| 3.606 1.098
395 | 1.237 4 [3.467| 3.614 | 1,093 0 3.197 3.167 | 1.218 |_ 4 . 3.406| 3.643 | 1.111
100 1.193 o1 3.215 : 3.171 1.051 3 2,873} 2.960 1.171° q 3.135 3.176 1.0682
995 | 1.193 |- 3 [2.901| 2.963 | 1.265 1 2,923| 2,972 | 1.254"° §5—172.968] 3.047 | 1,086
14 | 1.166 | 6  3.001| 3.100 | 1.161 4 ,,2.950;@a 2,950 | -1.211 4 3.063[ -3.125 | 1.014
376 | 1.115 35 |2.915| 2.938 ] 1,005 | 22 )43.159 3.167 | . 1.098 38 3.048) 3.001| 1.220 | °
24 | 1.132 1. {3.133] 3.i20] 1.045 9( 3.175] 3.175 | 1.104 7 3.247| 3.276{ 1.090
o & . 4 _v
3L
) h)
a N
] 5 . n . / , -
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T RESPONSE IN TEN:INSTITUTIONS TO ISSQ
BY AGE OF STAFE, o
'Age Category: 20-29 Age Category: 30-39 Age Category: 40-49
N = 136 , N =94 N = 66
4 T T
Standard Standard Standard
Item | Migsing Dovia- Missing , | Devia- |Missing. Devia- | M
‘No. Data Mean | Median tion Data Mean | Median | tlon - Data . |Mean | Median tion
B Ll
53 10 3.206) 3.198 0.990 10 3.119 3.118 0.974 7 3.153| 3.225 1.080
. 54 8 3.031| 3.000 '1.143 -10 2.929 2.919.| 0,941 ° S (2.885 | 2.925 1.082
T " - . ' . ]
55 33 2.903] 2.850 1,181 23 2.944 2.960 1.081 13 2.849 1] 2,906 1.099
56 45 2.945| 2.922. 1.177 k)P4 2,984 3.075 1.211 | 18 2.958 | 2,929 \‘\}‘..3-20
5 A - | . -
- 57 » 40 3,208} 3.203 ’ 1.085 32 3.048 3.132 1.260 17 3.143 '3.1331 1.275
) S ' ' -
5 -1 58 (14 2,772 2.727 1.241 26 2.824 2.929 \l 360 21 2.778( 2.5 1.412 i
L3 & . M
59 F"Z’gz 2.848 1.258 22 3.069 1,213 1.325 21 3,000 3.063 1.508 A
60 ° 13 3.691] 3.956 1.307 9 3.812 3.985 1.096 10 3.893] 4,233 1.246 3
61- 11 3.456 | 3.487 “1.111 10 3.583 3.726 1.099 10¢ 3.250| 3.500 ' 1.210
62 ‘18, 3.3141 3.389 7 1.043 9 3,.259 3.290 0.966 7 < 13.458| 3.609 1.088
. [ ) .
63 15/ 3.248] 3.351 1.113 . 9 3,294 3.360 1.045 7v 3.254] 3.421 1.139° }
- - 7 bl -
64 | 12 3.081|3.065 | 1.079 b 7 |2.875 [ 2.938 | 1.070 5 2.836|2.911 | 1.128
al 65 8 13,148} 3.175 1.184 3 3.143 | 3.258 1.101 S 2.885 | 2.882 1.212
\) ‘ \ . ‘e
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‘ RESPONSE IN TEN INéTfTu‘TiQNs TO 1SSQ . ' A 5
BY AGE OF STAFF :
[y: '2'0-29 Age Category: 50-39 4 o Age (fatggory: 40-49 ‘r " Age Category: S0 or over |
36 N 94 ' . N = 66 N~ 100
Standard / .| standard : Standard . _Standard

= Devia- |Missing Devlaj Missing ‘? Deyfa- | Missing , Devia-
jedian tion Data Mean | Median | tton °~ [ Data. can | Median tion Data Mean | Medtan tion
..198 0.990 10 3.119 3.118 0.974 7 3.153 | 3.225 1,080 | 16 , 3.179 3.2492 1.043 ’
2.000 1.143 10° 2.929 2.919 0.941 S. 12.885 Z.QéS 1.082 15 3.129 .3.20.0 0.973
:.850 1.151 23 2,944 2.960 1.681 13 2.849 2.906 1,099 . 31‘ 3.029(‘-“3..0'50 1.029
. 922 1.177 L3l 2.984 5.0175 1.211 18 2.958 2"929 l.3l20 36 3.000| 3.111, i.o0s4
?.203 1.085 32 3.048\,'3.132 1 1.260 ‘ 12 3,143 3,133 1.275 40 3.367 | 3.450 1.119
:.727 1.241 ‘ 26 2.824. 2’.929 1.360 21 2,778 | 2.583 1.412 -39 2,721 | 2.725 1.097
;.848 1.258 22 3.069 ‘3.313 1.325 21 3.000| 3.063 1.508 ) 42 3. 1211} 3.167 | .1.258
%.956 1.307 9  |3.812 3.985 1.096 10 3.893 4.2-33 1.246 | 6 3.862 ;1.125 1/.’206 )
._487 ‘. 1.111 ‘ lO 3.583 3.726 1.089 10 3.250| 3.500 1.210 15 ' 3.40Q 3.480 1\026 ’
’.38‘9 1,043 9 3.259 3.290 9.966 7 3.458 ] 3.609 1.088 12 . 3.352 :3.353 0.971

351 | 1,112 9 37204 | '3.360 | 1,045 7 3.254| 3.421 | 1,139 14 3.395 | 3.500 | 0.97%
’.065. 1.079 . b 2.8?5 .2.939 1.070 5 2.836| 2.911 1.128 14 '} 2,919 '42‘.984 0.997

78 l‘.184A 3 3.’143‘ 3.258 1.101 ) 2.885 2.;}82 - 1.212 ‘ 10 3.‘267 3,380 1.110
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. ' . RESPONSE IN TEN INSTITUTIONS TO ISSQ

BY AGE OF STAFF ,
. ] . ¢ =
' Age Cat'egory: 20~29 , Age Category: 30-39 Age Catego‘ry: 40-49 !
N =136 . ) N=294 . . . N = 66 .
Standard . | Standard , Standardq |
Item |Mtissing Devia-" | Missing Devia- |Mdissing Deviz- t M
No, Data Mean | Median:| tion. Data |Mean | Median |~ tion " Data. {Mean | Median | ‘tion
66- 11 3.144) 3.154 1.163 J 2.908 2.968 1.158 6 2,717| 2.700 1.166
67 14 3.115| 3.132 1.f9,4' 3+ |3.088 3.074 1.226 4) 2.774| 2.676 "1.151
Q@ 24 2.911 é.900 w 1.111 . 18 2.803" 2,857 1.096 13 2,774] 2.857 1.068"
. ., L
69 62 3.324] 3.357 1.087 + 45 3.429 3.417 0.979 26 3.275] 3.269 0.960
] v -
'.8 70 13 .| 3.200] 3.257 1.260 14 2.975 3.065 1.201 %9 2:912| 3.000 1.229°
71 12 3.371] 3.500 1.115 10 3.452 3.667 1.102 9 5,.281 3.467 J1.192
72. 62 3.000]) 3.000 1,170 ’ 45 2.918 | 2.917 1.096 3b . 3.056| 3.063 1.120
1 73 33 3.233§ 3.264 1.156 19 3.200 3.348 1,263 8 3.1721 3.250 1.244
74 16 3.2s8] 3.300 | 1.111 10 2.964 2.964 1.103 8 2.914| 2.900 1.159
el .
75 6 2.800] 2.824 1.278 1 3.011 3,000 | 1.147 3 3.254( 3.523 1.244
76 - 9 3.409] 3.464 0.979 .6 3.443 3.406 0.981 1 4 3.339} 3.389 - 1.118
r .
77 .18 3.288| 3.287 1.005 [ -9 3.141 3.162 | 0.953 ‘10 2,911 2,962 1.014
N\ - N
-1 78 20 3.138] 3.115 1.021 12 ., |3.110 | 3.149 | 0.994 10 2,964| 2.900 .1.095

3 v 3
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L . RESPONSE IN TEN INSTITUTIONS TO ISSQ . . ‘ .
't ' BY AGE OF STAF(_ - . - ' P .
K . . ' v . . -
. . . . v :
: 20-29 ) Age Category: 30-39 Age Category: ‘40-49 ) Age Category: 50 or over
3 _ N =94 N = 66 & N = 100 L
: Standard ! , Standard | - .Y LR . Standard |. = | ' . "Sthndard
i~ | Devia= |Missing Devia-, |Missing | r ‘- Missing.| . |, ¢ Devia-
[dian tion . Dataf;%;Mean Median | ‘tion Data . | Mean- | Median Ylon .Data Mean | Median | | tion
3 - ~ v . L] ) 2
154 1.183 7 2.908| 2.968 | 1.158, | 6 2.717| 2.700 I.166 13° |- 3.069] 3.138 1.139
\ - s T - | L ’ 1.. e
132 | 1.194 3 3.088 " 3.074 | 1.2%6 4 ,[2.774] 2.676 | 1.151 6 3,160} *3.179°7 1.I'94
900 | 1.111 18 {2.903| 2.857 | 1.096 13 | 2774} 2,857 | 1.068 -] 33 | 2.985] 30214 1.007
857 | 1.087 | 45 |37a20| 3.417 | 0.979 26 3.275{ 3.269 |* 0.960 47 | 3.226|*3.261:{ 0.933
; . N N . 13 . B .
{1 . . . . . . . .
257 | 1.260 14 2,975 | 3.065 | 1.201 9 2.912| 3.00a | 1.229 24 - §¥3.079] 3.167 [ .1.117
§00 ] 1.115 10, |3.452] 3.667 | 1.102 -9 ‘J281| 3,467, |- 1,192 12 3.261 3.423°} 1.140
3 , v ) L4 d . ]
00 | .1.170 45 2.9i8| 2.917 | 1.096 |. 30 '3.056| 3.063 | 1.120 46 “3.352} 3.430 " ,1.049
¢ . . . O . 4 * ] . . v
64 1.156 | 19 3.200 |~3.348 | 1.263- 8 -13.172] 3.250 1.244. 26 3.459] 3,500 | 1.075
oo | 1.111 10 . |2.964| 2.964 | 1.103 g | 20914 2,900 1.159 | 12 "] 3.023| 3.076 | 1.072
24 - 1.278 1 3.011| 3.000 | 1.147 3 {3.254) 3.523-| 1.244 | 6 3.298| 3.274 { 1.125
64 | .0.979 .6 3.443 | 3.406 | 0.981 . 4 3.339 3.389 | 1.115 | 10 3.611) 3.694 | '1.057
87 | 1.005 | 9 [3.241|-3.162 | 0.953, | 10 2011 | 2.962 | 1,004 | 18 | 3.207) 3.188 | 0.952
15 1.021- | 12 3:110 | 3.142 | 0.994 10 2.964} 2.900 1.095 25 3.347] 3,250 | 0.937
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RESPONSE IN TEN INSTITUTIONS TO ISSQ ’ !
! ’ ' BY AGE OF STAFF -
: L S . {‘
- <Ago Category: 20-29° Age Category: 30-39 ' AMge Category: 40-49
N=136 .. . N = 94 N =.66 "
v \ ‘ - N | :'
. § p Standard Standard » | Standard
J4 Item [Missing'| « . Devia- | Missing | . . Devta=- Missing . Devia+
, Nq. Data Mean | Median tion Data Mean | Medfan thon Data .” | Mean | Median K tion
79 11 3.000{ 3.p12 | 1.136 | - 8, |3.000] 3.083 | 1.168 7 2.847( 2.920,| 1.064
. .80 a |[3:492] 2.458° | 1.115 0 3.596 | (3.667 | 1.071 2 3.&41 3.650 | 1.154
“. - - } . A. . *
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] . RESPONSE IN TEN INSTITUTIONS TO I1SSQ
3 ( ) BY AGE OF STAFF »
:‘y: 20-29 N Age Category: 3%-39 Age Category: 40-49 Age Ca.te'gory: SOé)’i’l over i
36 . \ . . N=94 - N=66 N =100 1
: 1 Standard’ - Standard . .+ % . F Standard . ' Standard
Y Devia~ | Missing | | “ e Devia- |Missing Devia- | Migsing vias .
ledfan tion Data Mean | Median-| tion Data . | Mean | Median tion Data .| Mcan | Median tion .
3 R i} R , - " R N v 4 . . ‘
1.012 1.136 8 3.000{ "3.083 | 1.168 7° 2.847| 2.920.| 1.064. 11 2.989| 3.000 Y~ 006
] ¥ : ) ”
3.456 1,115 -0 3.596 3.667 4' 1.071 2 13,531 3.65_0 1.154 3 3.660] 3.764 1.030
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-~ three types of organizational

e 7sAB _ '3.064 “ .05
~ 77 <. ~ 3.869 o .05

, . g
v . > ts -

.frame of reference items (1-29), whijle one is found in each of the following:
‘the community interaction group, the evaluative group and the general
- orgahizational group. oo o S

“

‘Analysis by position: The face sheet of the ISSQ makes provision for
‘position: (1) the program/treatment: staff,
(2) the administrative/support staff and (3) both: Ther latter group incor-

porates dual rofe functjons in their day-to-day agency work. Table 9 N

. reports by item summary data for the three classes of st@irf position across

the ten institutions. Position information is available for 383 staff
members, so that 39 staff failed to provide it. The missing data perfor-
mance-is. equivaleht for p_rogram/treqtment staff (17%) and administrati_ve_/
support staff (18%). However, the missing data factor is clearly less prg-

" dbunced in the survey response of staff who serve in a combined treatment-
.admin“istx‘*’(a/tiVe role. :

-
.

¥ . We now disclose those items on the survey form which sield statisti-

, cgﬁ'y significant differences among the response of the three “position"

classes of staff. The analysi® of variance iden_tified the following 17 items, ;
their F-Values and associated probabilities: o ‘
A ) - _ N

Item# ~ F-Value i . Probability
6 . 3.594 - . .=<< .05
18 o 3z Y . .05
. 198 . 3.105 - . 05
20 . 5.856 ‘ o1
.+ 22B - 40147 . ..05
.23 ' - 3.102 ' .05
- 34 A 4,198 v .05 |
35 3.901 .05
. FA 5.784 o .01
40 . 4.391 .. .05 .
- 437 7.508 ‘ .01 o
- 50A - 4.948 ‘ o .01
' 55 . . 5,287 o .01 .
6sh 3.714 - .05
<74 ' : 4.757 | .01

4 Of the seventeen items‘reve'aling different constellations of response

for staft occlpying different agency roles, five items were among the class
of 29 treat'ment-t:ype items; three were found among the eight community | -
interaction items; two were among the six evaluative items; one was among

". the group of elevep staff development items; and five were members of the

LY

general organization cluster of items. Further, with regard to overlap

»
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PONSE IN 'I‘EfN INSTITUTIONS TO ISSQ

BY POSITION OF STAFF

a8

Lt

Phsition Category Program Staff

Position Category:, Admi_nivs .

Staff - Posit:
| = 248 ) N = 83 ' -
) ‘Standard Standard _
Ttem |Missing .- | Devia- [Missing | Devia- |Missing
No. Data Mean | Median | tion Data Mean | Median tion ‘Data. N
1 82 '3.324 | 3.322 1.064 | 10 3.548 | 3.593 0.097 0
{27 51 3.259 | 3.361 1.156 14 3.290] 3.519 1.152 6
3 67 3.182 | 3:238 1.128 | 22 [ |3.443] 3.565 12025 12
. 4 67 3.204 | 3.275 <] 1.079 20 3.333| 3.348 0.933 11
' C : ' '
§‘ 5 76  |3.047 | 3.103 1.149 28 3.345| 3.360 0.907 14 y
P : - : j " -
6 | a5 13217 | 3.257 7| ‘1.073 21 3.452(°3.420 0,918 | 7 |3
7 38, [3.076 | 3.045 | 1.121 19 3.2811 3.395 1.031 5 y
3.285 | 3.333 1.029 9 '3.365| 3.423 0.900 2 3
2.961-] 2.940 1.204 | 26 2.930 | 2.958 1.223 9 2
3.019 |.3.013 1.042 16 "3.179 | 3.111° 0.968 1 3
3.330 1.3.353 | 0.977 17 3.4391{ 3;417 0.930 5 3
> - ']
3.214 | 3.295 1.104° | 15 3.338) 33413 | - 1.045 5. | 3
a - : . . !
3.925 | 4.080 1.942 6 3.987|4.097 .} 0,953 1 4

k]




3 - RESPONSE, IN“TEN INSTITUTIONS TO ISSQ
o BY POSITION OF _STAFF . : _

~ . ~ B - ! . <
bry:’Pfograrﬁ Staff - Posmon Category Adminis. Staff - Posuioq Category Both
248 - =83 e N =
. Standard . ;_, | Standard a o Standard
: Devia~- Missing | : M Devia- |Missing , , Devia~
Median’| tion Data Mean | Median tion Daigy |Mean | Median | * tion
. 3.322 | 1.064 10 3.548(3.593 | © 0.097 | 0O t 3.250| 3.208 |0.883

B . i Y ,

3.361 | 1.156 | 14 |3.290|3.519 | 1.152 6, 3.283| 3.500 |1.167

- . ‘ i .‘. -'. . ‘ . .

3.238 . 1.128 | 22 . 3.443|.3.565 1.025 12 3.275{ 3.417 0.933

3.275 | 1.079 | 20  |3.333]3.348 0.933 | 11 - 3.171| 3.235 |0.803 JB
- - : ' S 7 . 10
3,103 | 1.149 28 3.345{ 3.360 0.907 14 2.947} 3,038 0.957 o
| 3.257 1.073 21 3.452|3.420 | -0.918 | 7 2.911| 2.958 | 0.97%
- 3.045. 1.121 19 3.281] 3.395 ° .. 1031 | & 2.872| 2.917 1-.035
0 3.333 | 1.029 9 ° |'3.365] 3.423 0.900 | 2 3.260| 3.289 |{0.899

: | S o | |
L 2.940 1.204 | 26 2.930 2.958 1.223 9 | 2.535| 2.455 | 1.222
. 3.013 | 1.042 16 3.1791 3.111 0.968 1 3.059' 3.146 1.008
: )
3,353 | 0.977 | 17 3.439 | 3.417 £ 0.930 5 3.213| 3.175 |0.858

104 15 3.338(3.413 1.045
.042 .953
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-~ B POSITION OF STAFF

Position CategorSr: ~Program Staff

~ Position Category: Adminis. Staff

Pos 11

N = 248 . N =83

_ : - Standard Standard : :
Iitem |Missing . Devia~- Missing T Devia=-" | Missing
No. | Data Mean | Median tion -~ Data Mean | Médian ~tion Data .

14" 26 3.180 | 3.233 1.090 - 17 3.333] 3.452 0.950 0

- J . : .. » ‘ Ho .

15 . 14 3.179' ’3.‘.~195 1.041 7 15 3.4121 3.500 0.996‘ 0
16 | 18 |3.252| 3.268 | r.052 | 17 7 |3,439|3607 | 1.025 2

. - [ e . | ‘&,N -

17 21 3.471 3.602 1.010 11 3.611| 3.64 0.897 0

18 11 3.460 | 3.561 | 1.023 | 11 . |3.806/ 3.905 0.866 0

19 | 38 “|3.2209 | 3,227 | 1.0856 | 17 3.591[3.595. | 1.007 | 1

, — T — S

20 .33 3.247 3.364 1.148 12 3.746| 3.879 0.967 1

21 | 30 - {3.303 3:293 | 1069 | 18 '3.538 | 3.481 0.937 0o

22 38 3.167 3.109 © 1.180 19 3.516 | 3.431 0.8‘16‘ 3

'23- 36 3.061 3.040 1.049 20 3.333 3‘.360' 0.861 1

24 31 3.171 | 3.173 | 1.107 18 °3.462 | 3.641 0.920 | 1

\ , : .
25 .76 3.22) 3.280 1.107 32 3.294] 3.238 1.082 7
26 69 3.162 | .3.233 | 1.045 | 25 3.448| 3.417 0.841 4




BY POSITION OF STAFF ‘ -
e . N . ,"_m ' e o ‘\“ - . ST
Eory: Program Staff Position Category: Adminis. Staff Position Category: Both
=248 . N =83 . N = 52
Standard | Standard ) Standard |
: Devia=- Missing _ Devia~ Missing » Devia~- |’
Median tion Data_ |Mean | Median [ tion ‘Data. |Mean |Median tion
.3.233°| 1.090 17 | 3.333] 3.452 0.950 0 3.269{ 3.250 0.772,
©3.195 | 1.041 15 3.412( 3.500 0.996 -| 0 3.038/ 3.000 | 0.949
3.268 1.052 17 7 13.4393.607 1.025 2 3.100| 3.132 0.863
3.602 1.010 |. 11 3.611{ 3.643 0.897 0 3.577| 3.750 0.997
3.561 1.023 11 3.806| 3.905 0.866 0 3.519/ 3.660 | 0.896
3.227 |- 1.056 | 17 3.591] 3.595 1.007 1 3.314] 3.250 | 0.948
'3.364 | 1.148 | 12 3.746(3.879 | 0.967 1 | 3.490] 3.472 | 1.007
3.293 | '1.069 18 '3.538 3.481 0.937 0 3.327| 3.375 1.004
0 3.109 | 1.180 | . 19 3.516 | 3.431 0.816 3 2.939| 3.000 1.029
3.040 1.049 | 20 3.333|3.360 - 0.861 r 2.882| 2.913 0.887"
3.173 1.107 | 18 3.462 | 3.641 0.920 1 3.157| 3.200 | '1.027
1.107-1 32 3.204 3.238 1.082 | -7 3.378] 3.417 | 0.936
- % |
1.045 | 25 3.448| 3.417 0.841 4 3.208} 3.313 | 0.944




+-012-

‘
®

bl

RESPONSE IN TEN INSTITUTIONS TO ISSQ

BY POSITION OFoSTAFF

Position Category:'Program Stafva Position Cétegory: l{xdminis . Staff - . Posit;
N = 248 N = 83" ‘
o : Standard | , Standard-
| Ttem | Missing . v Devia- | Missing”] , ~ | Devia- |Missing | |
| No. | Data Mean | Median tion Data Mean | Medfan | tion Data. {N
27 | 89 3,025 3.000 | .1.136 | 20 3.286| 3.360 | 0.958 8
t' ¢ : . ‘ . . .
28 24. |3.386 | 3.559 1.124 15 3.603] 3.587 0.964 5 -
29 13 3.434 | 3.564 1.062 8 - 3.680| 3.708 " 0.738 1
30 67 2.608 | 2.532 1.172 | .20- 2.683| 2.750 1.045 4
31 53 2,492 | 2.469 | ‘1.181 | 24 2.661] 2;675 1.108, 6
32 27 |3.276 | 3.323 1.116 9 3.135| 3.136. 1.051 1
33 54 2.814 | 2.828 '1.229 9 2.986| 3.019. 1.066 { 2
34 38 [3.100] 3.173 1.143 -| 8 -3.120] 3.074 1.115 4
. 35 70 3.129 | 3.167 1.160 9 3.500] 3.537 0.954 4 7
L ‘ . ‘ . 1
36 26 3.288 | 3.342 1,045 | 5 2.956/2.917 0.984 4
37 88 32&37 3.063 | 1.110 | 27 3.089| 3.077 1,066 | 5 ,
25  |3.565| 3.673 | 1.028 | 10 3.699| 3.829 0.938 0 ]
. . - g . - - i - -
43 3.307f 3.329 | 0.959 Too + ] 3.397)3.444 0.829 0
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, RESPONSE IN TEN INSTITUTIONS TO ISSQ ( )
: BY POSITION OF STAFF .
jofy: Program Staff Position Category: Adminis. Staff Position Category: Both
= 248 . N = 83" - -, N=352
Standard . Standard Stancdard
3 . | Devia- | Missing o Devia- |Missing _ - | Devia-
{ Median | tion Data Mean | Median | tion Data . |Mean | Median tion
1" 3.000 1.136 20 3.286{ 3.360 0.958 8 . 3.159 3.233 | 0.963
3.559 1.124 | 15 3,603| 3.587. 0.964 5 13.426/ .3.528 1.016
3.564 1.062 8 3.680| 3.708 " 0.738 1 3.431f 3.563-| 0.855.
2.532 | 1178 | 20 2.683| 2.750 1.,045°] -4 | 2.375/ 2.357. | 1.064
2.469 | 1.181 | 24 2.661] 2.675 1.108 6 2.217| 2.125 1.031
3.323 1.116 9 3.135 3.136 1.051 1 13.137| 3.125 0.980
2.828 1.229 9 «| 2.986/ 3.019 1.066 | 2 2.620| 2.618 1.008
3.173 .| 1.143 8 -3.120] 3.074 1.115 q 2.604| 2,700 | 0.939
3.167 1.160° [ 9 3.500| 3.537 0.954 4 3.000/ 3.125 | 1.092
3.342 | 1.045 15 2.956| 2.917 0.984 4 2.250| 2.214 | 1.042
3.063 1.110 | 27 3.089/ 3.077 1.066 5 2.830( 2.824 0.948
M J [ul h
1.028 10 3.699| 3.829 0.938 0 3.269| 3.382 1.012
0.959 10 *+ | 3.397| 3.444 0.829 0 3,019 2.974 1.000




between the variables’ of staff role and sex, four items--36, 43, 50 and 60
(labeled-"A" in ‘he listing)--which elicited role-related instrument response
differences, wgre also found to elicit sex-related response differences.
. . Two items, 1% and ZZ(B), were present on both the age-related and
' role-related rpsters, and one item=-75 ~B -~appeared to discriminate
‘among the responses of staff whether they were classified by sex, age
or work role. . )

i
[

A brief summary of finds to this point indicates that 39 items on the

ISSQ are sensitive (yield response discriminations) to one or more of the
three population variables employed in collecting data from child care

staff. We also note that the variables of sex and work role appear to be

- somewhat more discriminating of item response than age. And finally, we /

learned that 16 percent of the solicited ré sponse to the ISSQ proved to be

missing or unavailable. Thisis a considerable response deficit; one which
argues persuasively for the need to ﬁrovide child care staff with more

encouragement to respond productively whenever possible to ISSQ material,

and also suggests the corollary need for closer monitoring of the.conditions .
under which the survey is conducted than may have been observed in our ' ) -
work. For the moment we intend to explore the missing data experience

more deeply to determine whether it may yield additiopmal insights into the
contemporary dynamics of child care residential agency: prograns.

One observation emerges conspicuously. That is, there is marked
unevenness in the amount of missing data found among the eighty items of
the ISSQ response. - The variabilii:y of the data deficiency extends over the .
range from item 80, which had a low of eight missing responses of a o

. possible 422 responses (1.8%), to items 69 and 72 each with 175 missing
responses, again associated with 422 possible responses (41%). This
u_nsymmetrical spread clearly testifies against the infsreixce_ that staff was
simply antagonistic to, or resistant to, the survey-activity. What then
might explain the irregular pattern of response failure? We conjectured
that it might be tied to selective item content, and decided to inspect the
extent to which staff across the 10 residential agencies lacked knowledge,

" or, somehow, found it difficult or uncomfortable to transmit information =~ *
about certain agency-related content areas. Mpgre precisely we attempted
to learn whethei the rate of missing item data (average per item) fluctuated
across the five intuitively defined content areas already described. These *

.. findings are pow reported: :
Missing Response

Content Area Item Numbhers . Per Item/Per Person
Treatment Program - 1-29 - 60.72
Community Interaction 0-37 71.75 ,
Evaluative - 38-43 53.67 :
.~ Staff Development 44-54 - . . 35,73
" <« "General Organization 55-80 ' 66.27

el arws'.:m amw 4219 | ‘




_of evaluative items. We may wonder whether the rather productive response

“with the inference suggested by this ﬁndmg that child care workers in

_—— - ‘-

- The response differential is appreciable. Staff-appear to be best
informed and best able or willing to express themselves with regard to -
staff development practices in their agencv settings. Of interest also is
the relatively high rate of information provided in connection with the class

in this content area reflects the staff's increasing dedication to the nation-
wide preoccupation with agency accountability and the recurring admonish-
ments .for greater attention to program evaluation responsibilities. The ‘
response differential also reveals a disconcertingly poor informational
return for the community interaction class of items. We must be impressed

California remain all too institution~ or agency-bound, and only marginally
conversant or communicative about their communities. :

- We now want to turn to our second question——How do the subgroups
within each population class perform on the total ISSQ? That is, how do the
two sexes, or the four age groups or the staff in the three types of agency
roles differ in their global reaction to the ISSQ?

The Staff Focus

LS

1

< In the preceding section we have documented an array of statistically
reliable itenm differences on the ISSQ as the specific items in the survey -
instrument were associated with the sex, age and working roles of child
care staff. We now plan to ask the related question having to do with the
possible association between these population variables and the global .
response to the ISSQ. That is, while female staff may be found to be more .
ogtspoken about their negative feelings, or while they may in fact harbor
more negative feelings than their male colleagues with respect to one or
another element of agency programming, we are interested in leerning
whether this difference is directionally consistent in the total test response,
Do femaie siaff generally express more dissatisfaction than male staff with
agency performance? Is one age group of staff generally more satisfied
with residential programming than other age groups?

o

We approach this problem remembering that the answer options to each -
survey item ranged from 1 (poor) to 5 (excellent), and that we have P
computed scores for any of a number of populat(n groups by generating o=

. group average scores. Thus group scores for male and female staff by item

were reported in Table 7. Our present interest'is in transforming the
average or group scores on each item to ranks. To accomplish this for the
data réported for the two sexes we simply assign the rank 1 to the larger of
the two average scores, and the rank 2 to the lesser. (The very same
operation can be followed for "age " using four ranks, and for "working
role” using three ranks.)

“ If we then sum the ranks as values over the 80 items independently
for male staff and female staff,we can determine how closely our empirical .
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“data conform to chance: Presumably, if chance were operating alone, the

ranks should sum to 120 for each sex. They, I\% sum to 84 for male

and to 156 for female staff. Therefore, the evidenge from this study clearly

argues against chance. That fs, male staff members frem the ten California .

agencies completing the ISSQ perceive agency conditions more positively

(to be more profici an do female staff members on’76 of the 80 survey )
items. Female staff repprt more positive information than male staff on only

four of the eighty items {, 11, 72 and 73). To all appearances then,

male and female staff re nd amazingly differently with regard to their

value orientations when agked to assess the child residential care settings

in which:they work. Maje staff are far m'ore charitablé: ~ female staff are D
quite‘uniformly-more criyical and uncomplimentary How or whether such

differences may be expressed or translated into individual day-—to-—day work

behaviors remains an interesting issue for speculation.

[

We now turn to the data in Tables 8 and 9 to develop the above approach
to the parallel age and working role data. These data are nat as devasta-
tingly impressive as were the sex-related data. Nevertheless, they do
certify the importance of these two remaining population characteristics for ‘
understanding the ISSQ response we have reported. Working first withthe . .
age partitioned data we assign rank 1 on each survey item to that age group
which produces the most positive group response, through to rank 4 to that
group which has the least positive (lowest) average score for the item.

The summated ranks for 1tems are: v N %
Age -Group ’ Sumrrr;ted Ranlg's* : ) ) ‘
' 20-29 | | . 162 | .
) 30~39: : . . 4 231.§
= e e

"

By chance we would expect a rank summation of 200 for each of the
four age groups. What do our data show? The two extreme age groups (the
~ youngest and the oldest) tend to have a more generous set in reporting
conditions in child care agencies than do the staff in their thirties and
forties. The oldest group (50+) seems to be the most mellow and positive -5
in their orientation. In striking contrast is the neighboring group in the
40-49 age class, which appears to be the hypercritical group. Whether =,
these findings suggest that apathy follows on the heels of discontent, ’
or that increasing experience helps staff modulate intense dissatisfaction
into reasoned perspective is, of course, not forthcoming frorq our data.

% .

*A coefficient of concordance (W=.28) was calculated for these data sugge sting i
a modest relationship between age and projected adequacy of agency program-
ming. The credibility of this statistic suffers from the fact there are varying

amounts of missing data, and therefore varying representations of 'participating .
staff in the reported response values across items.
-217 -
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Employing the same method of approach to the variable "staff role" the

following rank sums were calculated: -

| Staff Roles ' . Summated Ranks*
. Program Treatment © 188
s, Administrative/! Support 97
' Both ' , . - - 195

1f chance were the sole condition operating here we would expect each
of the role cla sses to exhibit an equal rank sum of 160. The data, therefore,
provide evidence of rather significant departure from chance findings with

+ administrative staff being most sympathetic to and supportive of program

activity across the ten California child care settings. The”two role classes,
Program Treatment and Both, proved to respond quite similﬁrly o) that they
virtually behaved as a single homogeneous gnoup--considerably more Harsh
in viewing child care programs than were administrative staff. ’

——— Ny

C. Integration

-

Numerous lines of inquiry give confirmation to the position that the

ISSQ elicits importantly diﬁferent views of the working conditions and program '

"activities in -child care agencies: The evidence for this position was"
obtained in terms of the amount of data collected, and the typg of data
collected on the ISSQ on the individual item level, on groups ofi
intuitively organized or clustered items as well as across the total array of
eighty items which constitute the survey instrument.

What atre the implications of this work? First, it would appear that the
information reported on the dimension of missing data suggests that this

ISSQ index may be useful in defining the hierarchy of interest patterns

present in the cognitive life style of staff working in a child care agency.

In this sense, the ISSQ may have some value (administered as it was-in  /

this study) for disclosing major patterns of motivation which tend to impede

or enhance,program change and program implementation in agencies serving
children. Thb totality of these results suggests that the means by which
staff are selected to represent an agency in responding to the ISSQ may

be unusually critical in deriving a fair picture of the agency from the

survey instrument. The latter conclusion is most vitally true if the pur-

pose of such a survey is to draw comparison between agencies, between
departments within or across agencies, or within an agency division at
successive point$ in time.

*The coefficient of concordance was employed again with thig data and yields
the relation W=.47, suggesting a moderate relationship between the variable

of staff role and staff perception of the adequacy of residential programs.

‘
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] . Observations or "Learnings"
5

with Re¥erence to the Research Questions
- /' Addressed by this- Project :

r{i}(_ 3
-

In this concluding chapter we ir/Estate the project's main research questions
and interpret in summary form what’we have learned witH reference to them--and
to the more general question of the characteristics that s€em associated with
superior organizational performance in the child care field *

) Sﬂzeral factors.-seem to have major bearing upon whether a child care (or
any) institution is likely to try reportedly valuable and available innovations
" ‘in‘'practice or program that seem promising for improvement of mission achieve- ‘
ment. These factors have beer/ summarized by. Glaser, with additional material
added fr0m Howard Davis and Geoprge Fairweather, and are attached in Appen-
dix A. The summary commeénts below will deal primarily with new insights or
emphases gained from the ex#&rience on this project, but also will refer to
learnings that merely add confirmation to similar findings previously reported
in the literature. '"Experience on this project, " incidentally, is not limited to
the data and documentation which grew out of HIRI's intensive work with the
four institutions in the copsultation group. It includes site visit observations
and program analysis with regard.to institutions in the comparison group, such
_ as.the Yakima Valley Training School, Devereaux Schools, Youth Adventures,
and other institutions in our comparison group.

Q: Under what conditions do institutions consider and implement
newly defined programs and practices which may be expected
to maximize the likelihood of client rehabilitation or develop—
mental progress?

A: The evidence from this project is in.accord with general findings in
the literature (Glaser, "A Distillation of Princif)les for Research
Utilization," NIMH, 1971, now-in progess of revision) regarding
the factors or conditions. that facilitate an i’nstitution"s_a.,gtfve

LI |

" *Superior organizational performanc’e in this context has been judged on the

basis of:. (1) evidence of unusually successful outcomes in relation to insti- A

tution mission; e.g., for an institution dealing -with young persons classified

by courts or probation departments ‘as "delinquent, " unusually low recidivism .

rate as well as evidence of superior developmental gain in con ctive

behavior patterns, school achievement, etc., compared with baseline data .
" upon entry; (2) reputation and nomination in the judgment of peer institutions

or knowledgeable persons in the child care field; (3) site visit observations
- of program, records, and staff- child interactions, (4) overall scores on the

Baseline Data Form. g . ’
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search for and serious corisiderat,ion of new ideas for improvement
of its services and organizational effectiveness. y ..
An important finding from several studies in the literature is that

"when an organization becomes involved in critical self-examination
of its goals, opportunities, modus.operandi and problems, its own
staff tends not only to seek new ways of improving performance, but
in that process a’ climate is created which makes for readiness or
openness to considei‘ seemingly relevant R&D findings er innovations:
developed by others," Observations from the present study would
suggest an important modification or ondition to the abo&re"general‘iza—
tion, namely that this is likely to hold e only when (1) the climate
for critical self-examination is hb'épitable, encouraging, and reward-
ing; (2) there is relative freedom from ser us, pervagive internal
power struggles or animosities among ke staff and, (3) ‘there is sus~
tained commitment’, monitorirg, follow-through and pesitive reinforce-
ment for such a procedure by consensually accepted "powers that be "
in the given situation. While the above observations probably would
hold true in general, they seem especially applicable to child care
institutions, There the various components in the setup, such.as
school personnel’, social workers, counselors, recreation staff,
cottage or dormitory staff, etc., are more closely interrelated with
reference to the child development mission than are various divisidns

"profit centers" in an 1ndustr1a1 organizatiom, ~ ARRL Y

) ' . R : }
A particular learning from this prdject, which is touched on only .
peripherally in the literature, is the need for an orc';anization not to
be "a house deeply divided against or within itself” if innovative-
ideas or procedureS'are'to take root and survive. When an appreci-
able portion of the staff's energies is channeled into internal jockey-
ing for power, as was the situation in VBC, or into depressive with-
drawal, as at 8outhside during the time of our consultation, there is °
not enough sustained commitment from a sufficiently broad base of
support. . . for innovationsd to get the nurture and care they need in the
early stages of tryout, in which case they tend to wither and die. 'For
example, when an all-day presentation of a new procedure for individ-
ualized goal planning was made available to all four of\;yhe instituitions
which received HIRI consultation, LCCH found dt very profitable and
Red Rock., while critical of the consultant's presentation on the sub-
ject, "bounced from disagreement with his point of view to a construc-

_tive alternative."” Thus, LCCH and Red Rock had "learning readiness"
“to consider and adapt _something from the outside that meshed with
“their internal desire to do a better pfogramming job for and with each

child. At VBC and Southside, where there was not this general open
climate of eager, consensual readiness to consider the ideas pre-
sented even if there was rejection -of specific recommended proce-
durgs, the presentation bore little or no fruit. Similarly, the role

-220- - '
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negjotiation exercise which led to constructive re.sults at Red Rock
and. LCCH, where it had first. been tried by the primary consultants
to those two institutlons proved of no lasting value at VBC,and may
have done more harm than good. (It was not tried at Southside. ) At
VBC it. seeméd to intensify the divisiveness, since some persons

gained poWer from it aqh others felt they lost power. It did not help

~ to resolve VBC's bastc problems and tensions., Again this ohserva-

tion may be especially valid for institutions such as a child care
treatment center or a hospital, where the.various staff functions are

. so vitally” interconnected with the institution's mission On the other

hand, power struggl S among. divisions within a corporation seem to
go on almgsf chara eristically without necessarily having disastrous
effects. In fact, competitiveness and jockeying for ascendency within
certain types’of corporate structures may even serve to sharpen crea-
tivity and performdrice resplts And the Oakland Athletics, a ba seball
. team noted for internal disharmony but also noted for great talent,

was able to win the 1972-73~-74 World Series. There seemed to be
sufficient motivators for the talent to shine through in a campetitive
situation and win Onhe may wonder what would happen if Oakland
were to meet a team with equal talent and appreciably hetter harmony!

" ' 4 ’

Sometimes, under certain conditions and suitable ﬂherapeutic proce-
" dures" the factors which seem to.be causing the divisiveness and

" disharmony can be corrected within.the given:-body bolitic.’ In other -
cases the particﬁlar combination of personalities and chronic disso~ -

. nances are so likely to make for new outcroppings of crippling dis-.
* order that the most promising remedial action may be through major
~or at least key changes in the cast of characters involved as well as

perhaps in the organizational structure

At VBC the route taken has been both a drastic change of cast and

of organizational arrangements. It will take time to observe the con-
sec{u&‘nces of those changes. At leastthe new personnel enter with
hope anti are not mired,ln the_previous imbroglios. At Southside the
major chang®& was in the new director, who was not involved in the R
intemal friction$ Which preceded him, and who was looked upon with
anticipation (aside from possible misgivings stemming from uncer-.
tainty) by the great majority of the staff. This in turn has provided
support for and more trustful participation in efforts to bring about
renewal

<>
In the cases of Red Rock and LCCH, ‘these inst‘itutions were basically
in healthy condition at the start of the consultatiOn interventidn, but

. with all the normal problems differences, and dissatisfactions with

the status quo--thus offéring opportunities for improvement. However,
they were not suffering from intractable hostiiities or distrust. They

<
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were cohesively animated toward becoming ever more effect1ve in’
relation to changing times. Thus the soil was favorable to their
profiting from consultation. \According to the_ evidence adduced in-
previous sections of this report, they did so profit. The consultation
appears to have helped them develop some new ways of insuring their .-
own vitality and viabtlity-in the du‘ection of maintaining a growing

edge for mission ach1evement . ‘

-

- clients?

In what ways do (ch1ld care) institutions that develop seemingly
exemplary programs and achicve relat1Veiy superior outcomes differ |
from institutions that offer less effective programs for similar

P

i . . ,
The .observations in respons'e to the previous question bear upon the
answers to this one. Institutions that develop seemingly exemplary
programs and achieve relatively superior outcomes tend to have a
quality-of leadefship that in one way or another sparks drive. and.
shared commitment by. orga’nizational members to bring about effective
mission performance that is focused on prov1ding K- { superior service
or product or outcome for its clients

.

Aside from the affective “sparking” in one way or anpther toward a
sense of caring about the institution's m1ssion and effective task.
performance the institutions that develop seemingly exemplary
programs seem to demonstrate better managerial skills and modus
operandi to carry out the functions of plann1ng, organ1zing, staffing,
coordinating, motivat1ng and controlhng Those "better managerial
skills" seem to include the development of organizational structures
'that provide a capability to ident1fy and analyze problems; to search
critically for information that might bear on solutions to those prop~
lems; to generate and- ‘modijy soiutions; to implement those solutions
effectively; and to assess their impact over time. ‘However, if the :

* organizational hotse is exce'ssively "divided against itself, " latent

capabilities for effective performance of the above managerial func-

‘tions cannot‘be brought to healthy fruition until that climate is »

basically improved.
Further, the more effective institutions segm to differ from the less
effective not Snly in seeking to identify, build upon and affirm indi=
viduals for their strengths, but by the sarhe token do not expect them

to perform tasks beyond their capabilities and thus do not settle for
substandard work performance. While they have an affirming ambience,

they also tend to maintain legitimate.high standards for relevantly L
excellent performance of the tasks that appear related to mission .t )
achievement. They either help individual staff members or group

task teams achieve those standards, or get persons who have the

L}
o @
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néeessary qualifications to so perform .o and the director usually has
the authority to restaff if negessary. Several institutions in our com-
parison group give testimony to the validity of this observation

The institutions that develop seem1ngly exemplary programs tend to
have a greater spirit of what might be termed "creative discontent"
_than the institutions that offer less effective programs for their clients.
They tend to welcome, or at least respond with interest rather than ,
defensiveness to legitimate challenge, and to adopt -a problém- solving
posture. At VBC, however, and to a lesser extent at Southside, almost
very question about the worth of certain things they were doing, or
%e possible value of-trying some other things they were not doing,
. - or the possibility of changing priorities...tended to be perceived by
' . some. members of the staff as a crit1cism or lack pf appreciation for
‘their accomplishments . *

L

Child care 1nst1tutionghat develop more effective programs tend to

" be user-oriented; that is, they tend to measure their program effec-
tiveness in terms of impact upon their constituencies. In these insti~ .
tutions, those constituencies are first of all the children entrusted to
their care, then parents, referring agencies, and the communities to
which these temporary institutional residents are likely to return.
Staff comfort or staff satisfaction with program is down toward the
bottom of. the list on-measures of program value. Institutions that
tend to offer less effective programs for their clients do not focus on
goal planning and coordination of program elements (such as through
organmation into treatment teams) for goal attainment with individual ,

~ clients. Rather, they concentrate on their specialty, whether that '
happens to be school teaching, social work, child care.work in a
cottage, speech therapy, psychology, etc. There is a lack of sys-
tem integration Which in turn-often is related to leadership style,
serious internal power struggles, bad feeling among\ individuals and
‘ task groups, lack of shared commitment, poor three-way communica-
. tion (down, up and laterally), unsuitable orgamzation structure,

inadequate- feedback of performance in relation to consensually
agreed upon goals, incompetent, or inadequately trained personnel,
etc. ' 3

&

"|Q: 1Imrwhat ways, in the course of consultation, can the seemingly .
less effective-institutions be helped to becomé more effective |
“in relation to their own potentialities and treatment objectives

for the populations they serve? -

A; Any institution--the more effective or the less effective ones=- : ‘_“ .
" probably can be helped through consultation that starts with some '
P appropriate -to-the-situation fact and perception finding inquiry or ; .

s
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survey (with the approval of those concern’ed) ‘ The purpose of the
survey would be_to obtain information about problems, opportunl—

ties, what has b 1 done or attempted with regard to those matters
heretofore, with what results, and who wants (or doesn't want)

what from the relatienship with the consultant. . S

Related matters that need to be talked through early in thebconsulta-
tion are: what order of priority of things to focus on in the consulta-
tion; how best to proceed; at what- pace; who to work “through as the
primary contact persons in the client orgamzatlon (or work with in
tandem team effort). Decisions arrived at with regard to such ques-
tions are related to matters of chent readiness, consultant style or
judgment, and the agreed-upon scope and time ava11ab111ty for the
consulting effort \

- Some more basic questions for the consultant to have in mind as he
thinks about and perhaps undertakes a personal interview survey w1th
the staff of a child care institution are: :

v ' 1. What seems to be the cli'mate or degree of mutual respect and
trust among the people who staff the institution—-with those:
administratively above them, with persons in other departments,
with peers and colleagues, with supervisees'? If there seems to

" :be excessive and nonproductive infighting or power struggles’or
relevant a]n\osnles why and what might be done to reduce or
. overcome this? ~ .
2. Is there a practice of informal as well as perhapcs ‘cccasional
formal organizational self-challcnge, including elements such
as goal r'eview _criteria for goal attainment, nondeferisive eval-
uation of program or general modus operandi in relation to goal
attainment, and willingness to "face facts" and take corrective- -
action when-if needed? Are there organizational vehicles for
* doing these things" ‘ Y F »-;;a Ly

i

.
B
1

3. . Is there coordinated team involvement in 1nd1v1dualizedtgoa1 and -
’ treatment planning for each child? ‘ . 7k

P

L I
4, Are there appropriate organizational vehicles for effective {ser'vlce
delivery--for the implementation of treatment plans, the evalua-
tion of each child's progress in relation to the_treatment plans?
5. Is the child himself, insofar as practicable (and parents or
.possibly concernied others, such as the.referring agency),
invited to participate in formulatlng the individualized treatment

plan® o
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6. To what extent does the institution staff try to keep up with
promising relevant innovations by others that might offer ideas
for improved policy or practice or procedure in their own settings?

7. How well are the management functions of the institution being
: carried out: planning, organizing, staffing, coord1nating, moti-
vating, controlling? :

8. In summary, does essentially the entire staff seem to know and
agree upon what thednstitution is trying to dp, how to go about
doing it, what progress is being made, what problems aré encoun-
tefed. .. and is problem solving undertaken in a spirit of trustful
collaboration and generally mutual respect? If so, hooray--for
that would constitute an unusually healthy and constructive state
of affairs. If not, then there are problems affecting organizational
‘health and viability that call for creatme‘ remedial efforts.

One such effort that may be helpful is for a consultant to see
whether the diréctorwould approve a confidential interview with
each key individual (and with a representative sample of the v
" instit®tion's clients, if feasible), inviting open-ended response

. . “‘to a questfon‘duch as: "“If youa chief executive here and
had the authority to do*whatever y .y, thought wise/desirable \
what changes would you make-—and why? What would you do
that isn't being done, what would you stop dogng that is being
done, or in what ways or where would you.change the emphasis?
How might the institution be made still more effective and satis-

, fying for all parties concerned?" The consultant thén wouid

- : collate the confidential inputs into a re ort with feedhack first
to top management then at least to all'who contributed to the
survey. A nexti s*ep wculd be to undertake problem analysis and
probhlem solving--often through the mechanism of small volunteer -
ad hoc committees who can study given issues and report back
to the appropriate group with recommendations, with decision
making by those responsible for given types of decjsions. 7~

To summarize in a slightly different way, what is the institution’'s
behavior pattern or style with regard to:  (a) sense of shared com-
. mitment to common goals and excellence in task performance;

(b) focus on the child and involvement of the child and relevant
others in his treatment'plan; (c) concern for organizational
renewal and internal integration by staff, board and clients (to
the extent practical), with a constant focus on the institution's
raison d'etre in relation to available resources; (d) tie-in with
community activities and resources; (e) openness to considera-
tion of promising innovations or exemplary practices by others

. in the child development field; (f) mutual adaptation of the

. -225- s :
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orgamzatmn and its environment; (g) 1mp1ementatlon of the major

funct1ons of management? “

a

One ‘other Way in which a child care institution (with or’ without
consultation help; but "with” is likely to yield better results)
can progress toward becoming more productive in relation to its
own poteﬁtialiti'es and .treatment objectives might be to aﬁu%:—
ister the Institution Self-Study Questionnaire (ISSQ) developed
by HIRI in the course of this project. The 80 items in the ISSQ
have been carefully selected and refined to reflect institutional
practices that have consensual support in the ' state of-the-art"
literature as being desirable, constructive and keheficial to all

- concerned. If an institution's staff rates its organization toward
the undesirable side with regard to given items, such ratings
constitute a means for identifying problems and inviting staff
collaboration in analysis and improvement efforts, followed by
subsequent reevaluation. A vehicle for moving in the direction

~of continuous self-renewal thus is introduced.

Aside from learnings related to the specific research questioﬁs addressed

by this project, in our first progress report to OCD dated April 1972, we sum-
ﬂ ‘marized our tpntative findings or impressions based upon_site visits and inter-
‘views W1th the director and certain staff menibers-at 20 children' s residential
A centers, aside from HIRI staff members' acquaintance with many more such
' ‘institutions than the ones visited in connection with this study. We will quote
from that report with only a few modifications, because the early findings.seem
to have. been substantiated with wider experience.

The project began Auguét 1, 1971. Our first efforts consisted of develop-
ing an observational and interview schedule so that highly relevant data
could be fathered systematically by almost any well-trained and sophis-
ticated observer. To this end we initially paid a number of short site
visits to smaller institutions, especially institutions that had a wide-
spread reputation of offering unusually effective programs. Out of these
site visits emerged a number of observational categories which in turn
evolved through four revisions into-a relatively systematic and compre-
hensive observation and interview schedule. With such an observational
framework in hand (usually) two trained interviewers made subsequent
site visits to 13 institutions'that offer residential care for children

in the three diagnostic categories (mentally retarded, emotionally dis-
turbed, delinquent). Institutions visited were primarily in the State of
California, but some were in Oregon and Washington and one was in the

State of New York.

Following the site visits, each observer wrote an 1ndepende'nt report on’
his observations. Although much of the data contained in the reports of

A l
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these site visits and observations have not (at the time of this report) *

been summarized thoroughly, certain findings seem to be emerging.

‘These findings are still rather tentative and subject to modification’as

we become acquainted with a larger sample of institutions, but they may
. be stated as follows:

\

A. ™All Organizations on This Side of Paradise Seem to Have Their
- Own Kinds of Strengths and Limitations” ’

Ingtitutions offering residential care for children vai'y widely. Each
seems' to have special strengths, but even the "strongest” has its
own set of limitations and the "weakest" appear to h@(e some partic-
ular strengths. ' ' ‘

B. Leader Qualities T

\ Leaders of effective institutions appear to be active, vigorous, |,
: . information-seeking and change-initiating individuals. They seem
‘ clear about the direction they want the institution to take and .
sophisticated about the programs. which express that institutional
philosophy, If they themselves do not have highly developed
professional skills as "rehabilitators, " they have identified and
depend upon particular capable staff members for help in program
development and certain operating decisions.

’

-

These leaders:do not shrink from considering and sometimes making
major changes. Although they are sensitive to organizational con-
straints and staff resistance to change (they are in touch with staff
politics and individual staff weaknesses and strengths), they appear
determined to make changes which seem necessary and desirable.
They plan carefully to meet resistance to change and invest a constant
and determined effort over the long term to counteract those resist-
ances. Such pressures sometimes result in the resignation of staff
members who find the changes philosophically unacceptable. Although
many of the leaders-appear secretly to wish to mandate changes by"
fiat and simply replace those staff members who might resist the
changes, most appear unwilling or unable to bring themselves to do
so, except as the result of unusual provocation or threat.

In all of this process, then, they are politically sensitive, balancing
their desire to make changes against risks of precipitating chaos or
inflicting 'unnecessary damage on individual staff members. However,
they appear to be a determined bunch and, as a result of their canni-
ness and determination, seem to prevail over the long term. -

] .
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G.

Staff Selection and Maintenance

Within each institution that seemed to have progressive and unusually
effective programs, we ‘found that the leader has been able either to
recruit a number of competent helpers from within the staff, or to intro-

- .duce competent new staff who not only are dedicated to providing

excellent care for their clients, but who understand and .support the -
general institutional philosophy. Staff commitment to program philos-
ophy is absolutely necessary if serious internal friction and divisive~
ness are to be avoided, and especially if changes are to be imple-
mented, Additionally, the staff members that assist the leader seem

to be ‘energetic and articulate with elatively low turnover within their

ranks.
@

Organizational Climate

The organizational climate among the institutions with unusually |
effective programs seems to be one that encourages a self-challenging

‘attitude and the tryout of promising new procedures and practices.

Changes are instituted from time to time (often experimentally, on a
limited basis) in a continuing search for improved outcomes for the
institution's client population, and\or seemingly better ways of
institutional operation which may orrmay not directly affect client
rehabilitation, Outcome$ are predicted, evaluated, and in some
cases, quantitatively measured. If a change is found to introduce‘

a new set of side effects or is not working as well as expected, it
in tugn tends to be open to reexamination and modification. Although
we Egnund different ways of making decisions about changing, each
institution that nad unusually effective programs in its field of service
seems to have an establishel procedure by which changes can be

. introduced. For some of the institutions, especially the smaller and

newer ones, there is much active -staff participation in policy dis-
cussion, decision making and the suggesting and implementing of

new procedures. [ , ‘
These highly effective organizations additionally possess superior
communications networks; accurate efficient messages go back and
forth guickly within the institution, Sometimes these messaaes ‘are
conveyed in a "stand up" conference, sometimes by written memo,

* sometimes by telephone, sometimes by larger planned meetings.

Staff Supbort

When institutions that seem unusﬁally- effettive make changes, they
do not do so arbitrarily, impulsively or frivolously but build staff
consensus as thé changes are made. They do not wish to traumatize
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unnecessarily the staff or the population served. However, once
decisions for chaii"ges have been reached, a conscious program to

“develop staff consensus is instituted, making reasonable compromises

whenever appropriate and providing training to prepare staff to do their

" new jobs and give them confidence that they can do them|well. The

best training tends to be highiy task-related and explicit regarding
new expectations.. Personnel learn what they should be doing and
how to tell how well they are doing it. :

In these institutions, maximal efforts to monitor implementation are K
made with the help of accountability systems, and such follow-up
becomes embedded in the institutional procedures through training

and supervision. Efforts to make changes are taken seriously and
pressure to do so is maintained over the long term,

Organizational Skill in Implementing Change

Although there appears to be a relatiobnship between the recognized
competence of institutions in their field of service and their ability
to make changes, that relationship is ndt simple: some first-rate
places may be so committed to an existing therapeutic or institutional
philosophy that making basic changes would be difficult. (On_the
other hand, if an institution is good and is doing its job, there may
be no réason to make basic; changes.)

- Adequate Plant Facilities, Equipment ahd Financing§ -

We observed that institutions with unusually effeétive programs \
tended to have adequate (but not-necessarily modern) buildings,
dgrounds, equipment, and no crushing burden of fiscal load or perpet-
ual fiscal uncertainties. On the other hand, there are institutions

not considered unusually effective whichglso .possess this equipment
and fiscal solidity. Thus we concluded that while such may be very
helpful, it is not by itself sufficient. And some institutions with

very limited facilities seem ingenious and resourceful in finding ways
to achieve their objectives with ptactically no increase in costs.

t,avct with Outside Community and Sources of Innovation
LS : \

The effective child care institution is characterized by frequent inter-
chiange with the outside community, &specially professional persons
and other agencies. This contact often is initiated from within the
institution. Once a solid reputation has been established, the many
visitors to such an institution bring in ideas and interchange. Addi-
tionally, the institutions with active rehabilitation programs seem to -

make definite and successful efforts at contacting the parents of their
r

.
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client pgpulation, and inviting input from the clients themselves
(where feasible) regarding the treatment plan for.them as well as the
institution's operation. (Yakima Valley School would be one outstand-"
1ng example of this observation.) . L
¢ B N
With regard tq factors associated with the likelihood of change_in an
institution--i.e., 'with facilitating or inhibiting change——we have
identified the following:

‘a, - Staff support - ' . “.

When a given change has been carefully considered and legiti- .
mately decided, it may be necessary.to part company with staff
members who cannot accept and would try to sabotage such
changes. Or (at least) it may be necessary to neutralize their S i
influence on operations or policy. Such steps may become par-
ticularly necessary when changes are perceived as running con-
trary to ideological or political- commitments of certain influential
staff members.

b. Appropriate internal organization
&, F

&
The way organizations function internally can be appropriate or

inappropriate for the changes desired. When program changes
are made, orgariizationa_l format should be reexamined to judge
whether it appears to be consistent with the change.

3 .

(3

c. Accountability

Staff consciousness of organizational effectiveness in terms of :
outcomes for clients provides an incentive for wanting.to improve. f
Accountability measures and performance feedback can provide

staff with a realistic basis for knowing how well they are doing ‘

and, when innovations are tried, measuring their progress (as
contrasted with more 1sx}xusua1 performance measures based on

factors unrelated to outcomes).

d. The explicitness of what is expected

The more concrete and explicit the expectations for changed job
behavior (when that is called for), the easier it is for staff to
learn what they should do. Some new desired job behaviors may .
be identified by supervisors and by the staff themselves, while
others may have to be developed, experimentally, in the process
of implementing the change. Concreteness facilitates demon-

stration and role modeling and pruvides a basis for reiniorcing
desirable behavior. -

51
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In our Progress Regor dated February 1973, we offered some further tenta- .

' tive findings. They are repeated here with some modifications.

The tentative findings (relly, hypotheses) suggested herewith resulted

from the first six month’s/fof intensive consultation with four 1ns§:1tutiohs.
They evolved from t aborious and painstaking process of helping insti-
tution staffs confront and struggle with some of their problems. ,

1.0 Organizational effectiveness in children's residential fnstitutions

-(a) An effective staff is oriented primarily to thoughtfully planned
and integrated treatment of clients rather than to short-term
resolution of crises. The phrase "thoughtfully planned and
‘integrated” is intended to imply not only team planning by the -
various relevant persons or components of the institution's staff,
but also planning and integration with the child himself to the

_ extent feasible, with an appropriate representative of the referral
agency, and with the parents or foster parents or whomever the
child is likely to reside with when he leaves the institution.

.(b) Questions of who in an ofganization has the authority and respon-

v - sibility for what kinds of decisions, what othér persons or groups
should be invited to provide input to'those decisions before they
are made, who should be advi'sed promptly after given kinds of
matters are decided. .. should be made explicit and be subject
to review if some members of the organization feel that the estab-
lished modus operandi doés hot seem to work well. It is better
to surface and deal with possible disagre®ments or negative feel-
ings rather than allow them to fester. ’

task-oriented ‘teams, rather than into discrete professional
entities. This implies that the staff members have explicit skills
in planning and problem solving, and that, when thosé,skills are
lacking, explicit training will be provided to develop .or strengthen
them.

(c) Staff effectiveness may be enhancgg if they are organized into

(d) Only when an institution's concept of its mission is identified
' ‘and agreed upon can the institution expect its staff to establish
appropriate treatment goals.
(e) It is ineffective to have components of the institution functioning
' in isolation. Treatment plans should not be formulated by one
professional group for imp!ementation by another, without parti-
cipation of the latter group.

.
o~
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(f) If a staff in an institution is absorbed in hosti,le fragmentlng
. i power struggles or withdrawn into self- contained, "walled- o "
o units, such unhealthy manifestations of dysfunétion need to be
o= dealt with in some way that firmly resolves the problems and
enables the group to begonfe integrated - in a reasonably trustful,
- mutually respecting way before much of anything else of last1ng
\ value can be accompllshed ‘

2. Providing_effective consultation ;-

.
(@) An effective consultant is open to inputs from the consultees and
. ' maintains flexibility regarding his consultation plan.

(b) It is helpful to have an ample preliminary ggriod during which
the consultant is visible and available to the consultees, builds .
a relationship with them, and during which time his junction can
be properly interpreted.
. .
{c) An effective consultant is explicit in his communications, mak-
ing.clear His purposes and methods, and informing the group as
* he moves from one phase of the consultation to another. %Qom—
munication should be two-way, allowing the consultees oppor-
tunity to make impact on the consultant as’ well as vice versa.
(d)- An effective consultégnt takes the inftiative (when necessary) in
identifying problems, def\lning issues,’ clarifying roles, includ-
. ing his own, and sharing is perceptions with the consultees
for their response and concurrence——or otherwise.

(e) The conSultant S effectiveness is enhanced if he has a respon-
sible aud1enc€y for example a specific planning group w1th1n
the institution®, approved and supported by the dir ctor, ‘that

" %will take the responsibility of post-consultation implementation
in return for the consultant's efforts. This is usua}ly imple-
mented by an agreement or contract whereby the two parties
agree to work jointly to reach specified objectives.

Many of these "learnings"” are not néw. Some of the observations and
data accumulated from this study prowvide. only cross -validation of existing
observations.reported in the literature rather. than new knowledge Some
others, hdwever, are new either ip substance, context er emphasis.

~ While the, observations offered above have had child care institutions in
particular focus and our data base is drawn largely from this study, the HIRI
study and consultation team is aware also of the larger literature on organiza-
tional effectiveness and the factors related to facilitation of planned change.

~
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o Some members of the team have had broad and long consulting experience )
. From all of the above, there is-reason to believe that many (but nét all) of the .
. observations or “learmngs" presentefigin this chapter would have relevance tQq. ‘7 .
various types of orga.mzatmns rath thanl only child care institutions. ' - '
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. ' APPENDIX A .

A CHECKLIST

" THROUGH RESEARCH UTILIZATION IR

i

FOR CHANGE

(A behavioral model for change developed y Howard R. Davis, PhD
- baséd on learning theory, and cobverted into a recallable acronym:
. AVICTOR

- , .
.This checklist isfintended to serve as a guidé
rather than as an utllne for a systematlcc)xlan
to bring about chanug, Al factors interiict, so -

that a given manipulati to_xncreasee/he prob-

ability of desired results could-influénce more

- than one.factor. - . o

. L)

ABILITY :
‘ Are staff sk}lls and knowledge appro-.

priate to accommodate the desired, change?
_ Are fiscal and physjcal resources ade-

quate for the change?

VALUES :

e . I8 the change consonant with the gocial,

relxg:ous* political, ethnic values of' the bene-
“ficiaries?

Is the change consonant w1th the phi-
“losophies and poligies of the program Support-
ers?

. 1Is the change consoriant with the per-
_sonal and professlonal values of staff?

Is the top man’in the organlzatlon in
support of the desired change? . :

Are the characteristics of the organl- -
zationt such as to render change likely ?

INFORMATION 0

Is information on the desired’ change

'(‘

L)

clear? :
. Does ‘information about. the idea bear®

gy =

+  «close relevance to the improvement -needed?

”

- Is the idea behind the desired change
one that is Htryable;” observable, of demon- N
strated advantage etc:" !

Al .
s L4
"

*National Instjtute of Mental Health Pla

R}

[y

CIRCUMSTANCES
__ Are conditions at this setting similar
to those where the 1dea was demonstrated to

be effective?

. Does ‘the present situation seem to be
conducive to successful adbptmn of this par-
ticular plan?

TIMING. <« = | \

Is this a’ pt'opxtious tlm.e to 1mplement
this, plan"

Are other events going on or about to
occur which could bear on the response to". this
change? :

OBL’TGATION

Has the need for this change been
ascer tained through sound evaluatxon?

__ Has the need-for this change been com-
pared with other needs in this program?

RESISTANCES .
. Have.all reagons for not adopting this
change been considered?

,

Has consxderatlon been given to what"

may’ have to be abandoned if thls plan is
launched ? ' :
. __Has conslderatlon been glven to all who
would lose 4nathis change?

YIELD -

Hag the soundness of ev1dence about

the benefity of this proposal been carefully L

asgessed?

Have possible mdlrect rewards for thls .

change been exammed ?

ing for creative change in mental

health servicés‘ ‘A manual on research»mt fzation. Washington D.C.: Naticnal
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INSTITUTION SELF-STUDY QUESTIONNAIRE (ISSQ) |

't .FOR CHILDREN'S RESIDENTIAL INSTITUTIONS .
‘ » A
3 . » >
Introduction . . * ' " L. - )

.\ . - -

The main purpose of this” questionnaire is to'serve as a means
of reflécting on the featurescof life and work at a child-care
1nstitution.
of a number of institutions found the items useful for stimulating
self-challenge-=0f review of thelr.own goals, programs and goal-
- attainme moqre.ss :

N I < B

Directi ns

.Th responding to the items in this questionnaire, select an answer

from the given possibilities as the itém applies to your particular

institutlon fn your opinion. PLEASE INDICATE YOUR ANSWERS ‘ON
, THE SB,PARATE ANSWER SHEET ATTACHED. ‘

v

.
! - . -
N
4 .

I_n“a prelfminary tryout of an earlier edition the staffs ‘

This instrument was developed in 1972-74 by
Edward M. Glaser, PhD, ‘in the course of = -
carfying out a grant (OCD-CB-102) by the
Office of Child Development to the Human .

S Interaction Research Instltute, Los Angeles
. »
+ - " '
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INSTITUTION SELF-STUDY QUESTIONNAIRE (ISSQ) ANSWER SHEET ~

. NAME OF INSTITUTION - DATE/
RESPONDENT'S 7 . ‘ ’
. AGE: SEX: * .. pOSITION: E :
20~ 29 M 1. Program/Treatment Staff (soc1al ‘worker, child care worker,
. '30-39 F . . counselor, etc.) "
. . 40-49 R Support Staff (clerical, food service, maintenance
" 50 or over ' ' , *. housekeeping, etc.) -
) . 3. Adm1n1stra¢1ve ‘Staff (director, assistant director, super-
visor, etc.)
4: More than one position (e.g., if Program and Adm1n1str%
- ~tive, check 1 and 3) 