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‘ INTRODUCTICN

This two-volume rerort was develored as a result of an
interprofessional venture initiated and bersun by the School
of Social York and the Yharton School of the University of
Pennsylvania during July, 1974 to June, 1975. The #oal of our
collaboration has been to develop and further joint programs of
education for management of social welfare.

The Wharton School, with our assistance, has developed a
volume of svllabi and course outlines. These courses cover the
hirh rriority selections proposed by the project for manarement
education in social welfare. They can be jointly offered by
schools of social work and business manasement at universities.
The material in the svllabi can also be adarted for use in a
variety of continuins education rrorrams for social welfare
management. Our material is availaole here to schools of soclal
work and business for utilization by educators as well as by
social welfare orranizations interested in the develorment of
educational rrcerams for the management of social welfare.

We have selected two additional areas of importance for
consideration by educators interested 1in joint educational
procrams and ruldelines for them have been develored. One
set of ruidelines is tor develorinr courses in program
evaluation in socizl welfare. The other is for utilization
by educators ~ho wish to develor fleld exreriences and/or
practicums for joint denree prosrrams of manarement education.

In Januarv of 1575 we conducted a seminar in education for
manarement for social welfare held at the Univessity of Pennsylvania.
Tre particirants were drawn. from amone the educators currentlv
conductins #U26 rrojects and from other educators with demonstrated
comretency and interest in develorin-~ interrrofessional proframs
in social welfare and buisnecs administration. This eroup or
educators rrovided the rroject faculty and staff with a varilety
of innovative and helrful recormendations apout the initial work
of the rroject. The seminar particirants were asked to meet arain
in Jure 1975 to assist us by evaluatine the syllabl and ruldelines
develored by the rrofect and bv makine recommendations about
optimizine their avallaonility and their utilization by othner
educators. Thev made other valuable surrestions about furtherine
rrograms of manarement education at the Masters and Post-Mastesr
level.

In order to learn more about the interest amons social

welfare administrators in continuing education in manarement ss
well as about the state of the art of manarement education, e
have conducted seversl surveys, with both administrators and
witr educators. Our reports analvse some ot the continuine

' educational rrorrams in social welfare manacement now under the
auspices of coileres anc universities throurhout the countrv.
We have also secured information about the preferences rejardinr
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continuing educatiorn in management of a national sample of
aiministrators in social welfare ~roerams, as well as from a
sample in the state of Fennsylvania.

We have received excellent recommendations from the
representative of come of the standard setting associations in
the field of social welfare and from a number of social welfare
administrators who have made susrestions apbout the kind of con-

tinuing education that in their view, competency in social welfare
administration now requires.

The guldelines for field experience in social work education
for management and the proposed svllabus for a course in rrogsram
evaluatfon persin the first volume of the rerort. Also in it
are the views exrressed by some of the prarticirants in the
National Seminar on Education for Manacement in Social Services
held i: January 1975 at the University of Pennsyvlvania in
Philadelphia. Included are three main papers presented at the
seminar as well as recommendations of the participants rerarding
developins~ prrorrams of manarement education for social services.
Endine the first volume, are two reports on some recent ed-
ucational offerines for social service manamement as well as on
administrators' rreferences about their own further education in
manapement science and skills.

The second volume contains the syllabl and outlines of
courses in manacement to be conducted jointly by schools of social
work and business manarement. This material was rrerared by the
faculty of the Wharton School unde: the direction of the ‘harton
Entreprenurial Center at the University of Pennsylvania.

In a certain sense, the work bersun at the Universityv of
Pennsylvania by the School of Social Work and the Wharton Schonl
is unfinished. Hopefully, the readers of this reprort will carry
it further and continue '1ith stimulatineg and assistine the de-
velopment and establishiment of educational prrorrams in manarement
of sncial welfare. In our view, interprotessional educational
programs for manarement for social welfare should continue to
pe infused with manarement theories, principles and technolorical
information from the fielil of pusiness administration. The ad-
ditional work needed tc develer joint prorrams is substantial, for
these prorrams must be develored so as to offer an education in
managerial sk’lls arrrorriate for the value system and the con-
ditions and environment of the social weifare system.

Elisabeth Schaub, D.S.W.
Project Coordinator
School of Social Work
June, 1975
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The material contained .n the following pages addresses
the field experience in social work education for management and
administration. The educaticnal otjectives and components which
se¢t the domain of management and administrative learning are
elaborated. Presented as well are the criteria for selection of
field placement agencies, for selection of field assignments,
and statements of obligation which should exist between schocl
and pilacement setting with respect to provision of learning
oppwrtunities. The material which specifies the selection of
field assignments is organized around a set of concepts reflect-~
ing recent trends in administrative practice toward greater em=
phasis on the managerial aspects of administration.

This material is presented as illustrative and suggested
rather than as prescriptive and exhcustive. A user will be able
to follow the scheme presented and develop practice assignments
according to the variety of learning opportunities embedded
within the organization utilized for field placement. Coherence
and articulation of this content with the content of the total
report is achieved by utilization of concepts and course content
developed by faculty members of the Wharton School as found in
Volume II of the repcrt of the National Education for Management
Project.

Objective of field experience in social work education for

Through a program »f planned lecarning opportunities,
assignments are to bc provided in “ield practice whereby students
in social work may experienc~, 'ntegrate, and apply, under the
instruction of an employed social work professional, the knowinig
valuing, and doing components of administra*ion.

I. SETTING THE DOMATN

In des.gning learning opportunities in administrative
practice, the follow.ng elements should be considered:

Acknowledgement is mads o¢ the contribution to the development of
this material in the following sources: "rRoflections on the
Preparation of Social Workers for Executive Positions," Monica
Shapira, Journal of Education fo- Social Wcrk (Winter 1971), 55-68;
"Developing Field Instruction Foci and Tasks," Roger Lind, 1971;
"Core Curriculum, Administrarive Sequcnce," The University of
Michigan School of Social Work (February 1975), Preliminary Draft;
"Developing Specialized Programs in Social Work Administration in
the Master's Degree Program: Field Practice Component," Bernard
Neugeboren, Journal of Education for Social Work (Fall 1971), 35-
47. The development of these m-terials is made possible by funds
from the Social and Rehabilitation Services, Community Services
Administration, of the Department of Health, Education, and
Welfare (Project Grant Number 47-P90040/3-01).
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For the purpcses of these guidelines, administrative
practice is defined as those hehavicrs concerned with planning,
mobilizing and directing, and evaluating the services and
resources of social agencies directly and on behalf of the agency
elsewhere ir the community. These behaviors apply equally to
efforts which change the nature and effectiveness of social
service delivery as to efforts which maintain and enhance social
welfare service delivery. *

Learning, in this regard, proceeds from the assumption
that there are administrative aspects inherent in all social
service positions. Here, however, the concern is with practice
whiéh is other than as a line worker; the ccncern is with task
requirements at the level ol unit/dzpartment/service head or the
executive level. Such management positiol.s as training officer,
program evaluator, field representative, contract reviewer,
administrative aide to executives are typical of those which are
considered here as are middle level administrators, sub-executives
and executive level positions, and supervisors of direct service
workers.,

The domain of field ¢xperience .n administration is bounded
by value, knowledge, and behavioral parameters. A suggested but
not exhaustive description of tl'es~ elemeuts follows.

Value assumptions undergirdince administrative practice

-Administration is essentiali, r oiderly proc~vs, depending for
its effective perfornance cn goal definition, planned coordination
of its parts, clarity in .ts policies, spcaificity in the roles of
all who are a part of the crgunizational svetem, and equity in

its discharge of functions.

-An organization (sociai agency' is composed of individuals who en-
act the behaviors of «ystem-specific roles. It is also more than
the sum of its 1interacting p.rts in the .;ense that the charter,
auspice, policies, an-l roles exist w.thout regard to the persons
who occupy the roles and statuczes of the organization.

-An assumption that competerce vesider in the persons occupying
positions in the organizatiunal structure undergirds vtilization
of human resources.

-To the extent that a soci.. agyency is an open system, it is in
a state of change and is am:u’ ¢ to ~lanned, intentional influence.

-Organizational stability oczurs by means of the orderly and
progressive achievement of -ccemodation Hetween maintenance of and
modification of the ovrganization.

-Skills in analysis and skills in interpcrsonal relations are
both required for managerial efrectiveness of social welfare

iG




organization albeit differentially possessed by managers and
differentially utilized according to organizational level
occupied by managers and demands of management task.

-Participation on the part of those likely to be affected by deci-
sions is desirable even while leadership is retained in the
executive position.

-The administrative style of the person occupying the executive
position will influence the degree of innovation which is intro-
duced or permitted throughout the organization.

-It is the task and responsibility of the administrator of social
welfare administrators to find a way of preserving the values of
the professio=~ in a bureaucracy. To stand at the center of sever-
al conflicting forces and to retain central identity with a
professional stance becomes the role of the social welfare
manager-administrator.

-Ethical guides to conduct found in the NASW Code of Ethics and
the value system of the social work profession apply equally to
social workers who administer as to social worke: 3 in other levels
and modes of practice.

-Accountability for professional practice is to clients, funding
source, profession, society via community auspice, and goverr.ing
(policy making) hody just as sanction is derived from clients and
society in an array of institutional arrangements.

Knowledge bases undergirding administrative practice

In the material below. fields of administrative practice
knowledge are presented as geuneral concepts and discrete informa-
tional areas or technologies are arrayed as specific content to
be learned. Seguence and progression of learning may then be
designed in a fashion which maximizes student learning patterns
and styles of ccurse organization. The general and specific con-
tent areas portrayed on the following pages represent recent think-
ing in administrative practice and are those identified by an
interdisciplinary group of faculty members from schools of business
administration and schools of social work who served as consultants
to the National Management Education Project.

Learning situations rav be begirn at any point of the
material which follows and then related to any other part of the
content as learning needs, teaching opportuniti.zs, and practice
assignments dictate.




General

EXTERNAL, ENVIRONMENTAL
RELAT IONS

PROGRAM DEVELOPMFNWT

PROGRAM IMPLEMENTAT ION

PROGRAM EVALUATION

SYSTEM CHANGE

FISCAL MANAGEMENT

PERSONNEL MANAGEMENT

Sgecific

Organization of social welfare nervices
Political processes

Legislative processes

Interagency cooperation

Policy analysie

Understanding, assessment and evaluation
of the organizational environment

Consumer participation/citizen
participation

Planning methods (PERT, PPBS, etc.)
Operations research

Organizational analysis

Decision theoxry

Administrative structures, roles, func-
tions

Administrative leadership

Administrative strategies and tactics

Values and ethics of social service
administration

Operations research
Cost benefit analysis
S;stems analysis
Quar.titative methods
Quality control methods

Organizational analysis

Goal formulat*ion

System restructuring

Management of organizational conflict
Organization development

Budgets and budgeting

Fiscal control

Funding sources and allocation procedures
Grantsmanship

Cost analysis

Accouatability

Job analysis

Collective bargaining

Professionals in organizations
Supervision, staif development tech-
nologies

Grievance procedures

Conflict management

Contract administration

MBO

P
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Jereraid Spevific

I'JFORMATION SYSTEMS Trves of information systems, capa-
bilities, ‘cost
Output utilization
Iszues of confidentiality; preserva-
tion of human values and qguality service
values 1n managcment information systems
Computer technology

The above general and specific knowledge areas are suggested
and illustrative rather than inclusive. Some repetition inevitably
occurs and even more will be seen tc occur in the following secticn
on behav_crs wherzin the same technology or behavior may serve
several uses. The use of a given technology or behavior will depend
on the sequence or phase of management/administrative practice
occurring at the time that the choice is made to utilize a given
skill. For example, PPBS and MBO may be utilized as planning rtools,
imple~enting tools, and evaluation tools. The teaching (and use)
of any of these technical resources will reflect a spiral or matrix
approacih to learning rather than a linear approach.

Behavicral aspects of administrative practice

The format to be utilirzed in this section will add behavioral
dimensions to the delineation of general and specific knowledge

areas in the preceding section. Again, the presentation is illus-
trative and not inclusive:
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A scheme or model such as the one presented in the precediny
sections may be utilized for identification of the behaviors which
are to be learned by students of social work in the managerial
aspects of administration. The model serves as a device for
screening behaviors and kncwledge areas to highlight and specify
those agency tasks which may appropriately serve as the ground for
learning. The section which follows is a logical extension of
that model.

II. PRINCIPLES GOVERNING FIELD EXPERIENCES

Field practice assignments may be selected and developed by
means of a match or "fit" between the student's expressed lcarning
needs and goals, the field instructor's assessment of the learning
needs, and the learning opportunities inherent in the practice
assignments which are composed of agency tasks designated for
student learning. The scheme presented in the following pages
portrays the fact that learning opportunities may be identified as
appropriate to student learning in a fashion that extends the
General-Specific-Behaviors format another dimension.

Students selected for field placement assignment within
administrative experience should be screened carefully and every
attempt made, insofar as poscible, to select those who possess
the following characteristics:

-analytic skills with some demcnstrated capacit” to exercise
judgment and discretionary power aopropriately

~-interpersonal skil's including interviewing

-s30me capacilty to maintain cneself in the face of ambiguity and
uncertainty

-ability to express oncself clearly and concisely in oral and
written communication

-skill in and demonstrated zapacitv in discussion leading
-a basic i1dentity as a social worker

Craiteria for plquweqi

Criteria which exist for the selection of field agencies for
student placement shouvld flow from a set of educational principles.
These are detailed below. Followina that, the expectations which
both school and agency may legitimately hold for each other are
spelled out. Agreements between school and agency should he on a
written, contractual basis; this procedure will enhance the cvalu-

. ation process for adequacy of agency and assignments available
and will, at the same time, provide its own unique learning exper-
ience.

17
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Educational principles:

l. There should be congruence and articulation between field
practice assignments and classroom content in order to facilitate
transfer and applicability of learning.

2. Field practice assignmenis shculd be selected with regard for
the inherent learning opportunities

3. Criteria and expectations for amount of time spent in the
field; availability of field instructor; availability of office
space, phone supplies, etc.; appropriateness of assignments;
practice with a range of client units and modalities, etc.; which
apply for any student should apply for students of administrative
practice.

4. Assignments selected for the learning opportunities afforded
should be those which are actual agency tasks, encompassable in the
time available, and capable of being sustained to completion.

5. Students who are given administrative assignments should be
those with substantial prior employed experience in a social
welfare service. It is essential that their prior experience
include direct service functions ar. desirable that their assign-
ments have included some indirect service functions as well.

6. Assignments given should take into account the size and com-
plexity of the agency and posit.ion occupied by the student in prior
employment in order to capitalize on readiness to learn.

7. Top-level agency executives shoild provide the field instruc-
tion, even though students' assignments may involve them with

others in the structure, in order that students' roles and activities
carry the legitimation of authority necessary for effective func-
tioning.

8. Field instruction lodged with top-level executive personnel
means that a wider range of assignments will be available in
contrast to the narrower range available clsewhere in the structure.

9. A method needs to oe proviced for ongoing analysis, monitoring
and feedback in order to make changes in assignment or field instruc-
tion early and in an informed fash.on.

Expectations between schoul and agency:
School

Will provide the classroom content which supports the applica-
tion expected of the student in the field or will guide the student
to other resources needed to help the student carry assignments;

Will provide liaison between school and agency in the person
of a designated facultv member;
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Will provide consultation, ongoing orientation, periodic
meetings, and communication regarding school based expectations
for learning;

Will provide continuing education for field instructors
covering the content to which students are exposed in order to
facilitate articulation between school and field;

Will provice analysis and evaluation of student learning
assignments in terms of the consequences for student learning.

Agencx

Will make selective, e¢ducationally-determined assignment of
tasks for student learning;

Will communicate in detail t.. learning opportunities
available in the agency which afforéd learning for administrative
practice;

Will agree to invest the appropriate amount of authority
and responsibility in the studen: for carrying out administrative
duties;

Will agree to prcvide the expected pattern and structure of
agency-based field instruction:

Will select and assign top-level evecutives as field instruc-
tors even though the studen’'s work may be done elsewhere in the
structure ard with consultaticn vith another stalf member;

Will provide ascsignments which are actual agency tasks, ful-
filling actual agency responsibilities as well as facilitating
student learning.

III. GUIDELINES FOR SNTLECTING FIELD PRACTICE ASSIGNMINTS

1
The following section elaborates, illustrates and suggests }

a scheme for designing and selecting student field practice assign-
ments according to thec learning opportunities inherent in given
tasks. The scheme requires that the field instructor or person
within the agency responsihle for student assignments shall have |
screened and reviewed the possible tasks with regard for the specifi&
learnings--opportunities to practice specified behavior--imbedded 1
in those tasks which will facilitate and advance student learning.
Sequence and progression, scope and balance may then be designed
according to student need, readiness, and task availability.
l
|
|
a

The practice assignments which are suggested flow logically
from the conceptual frame utilized throughout this section and are
suggested, oniy. Variations on these suggestions and others not
mentioned here will naturally suggest themselves according to spe-
cific agencies and the leaning opportunities which can be found ther

|
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PROGRAM EVALUATION IN THE SOCIAL WORK CURRICULUM

Introduction

The demand for accountability within the human services has never
bees: yrzater than it is at the present time. The general public's
ingistence on a rore efficiently operated social welfare system, how-
ever, omes at a time when the profession sears least prepared to
provide the programmatic answers whicn both it and the general pwblic
seek. The effectiveness of traditional methods of rendering social
services has came under sharp criticism and most administrators now
recognize that the grossly inadequate resources which have been used
to operate social welfare activities have done little to alter the
fm}danental sociai problerms brought by clients to the system. More
importantly, administrators are also beginning to recognize that a
continuation of the present administrative structure of welfare may even
be serving to reinforce some of the more elusive systemic deficiencies
for which perscnal and institutional change is required.

The current criéis of professional accountability is compounded by
the reality that fewer than one percent of all spcial workers are erngag-
ed in research or program evaluation activities (Maas, 1966: 186). The
situation is further hamered by the fact that somewhat less than
one tenth of one percent of the total social welfare dollar is
allocated to the gathering of organizational intelligence for purposes
of more effective program planning and social sexvice delivery (Tripodi,
1974:7). Formal program evaluation is almost non-existent throughout
the social service system and few administrators base critical decisions

on other than impressionistic, even subjective, data of questicnable

26,




alve to all concerned.

Program Evaluation as a Management Tool

The implerentation of a camprchensive, on-goina, and reliable
system ¢f program evaluation can greatly assist program managers in
arriving at critical choices between compating programmatic alterna-
tives. When used effectively, program evaluation serves to inform
managers of the relative merits and limitations inherent in particular
decisions by providing them with relevant quantitative or other system-
atically gathered data. Such data can be used to: {a) irprove current
or existing agency programs; or, (b) support the adoption of new
or modified service apprcaches which have been demonstrated to be more
effective in meeting client needs.

The schema presented in Chart I illustrates the use of program
evaluation data in selecting between two programmatic alternatives.
The model takes into account the relative cost and effectiveness of
each alternative and, in so doing, informms the manager about the rela-
tive fiscal and service advantages associated with the selection of
each alternative. Such a decisional model is nct available to the admin-
istrator without high quality program evaluation inmput, however. The
adoption of thismethadology and its related technology on the other
hand, will place such tools at the disposal of the sociali welfare admin-

istrator.

Program Evaluation in Schools of Social Work

The following materials summarize a curricular design for the in-
clusion of program evaluation content in the curricula of schools of
social work. They have been prepared on the assurption that the demand

R




CHART I

COST-EFFECTIVENESS DECISION MODEL FOR INTERVENTION STRATEGIES X AND Y

COST COMPARISON BETWEEN TARGET GROUPS X AND Y

X COSTS LESS | X COSTS SAME X OOSTS MORE

EFFECTIVENESS X OUTOOME 1S 1 4 7
COMPARISON LESS POSITIVE ? QHOOSE Y CHOOSE Y
BETWEEN TARGET
GROUPS X AND Y

X OUTCOME IS 2 5 8

AS POSITIVE QHOOSE X NO DIFFERENCE CHOOSE Y

X OUTOOME IS 3 6 9

MORE POSITIVE CHOOSE X GXOSE X ?

Adopted from: Fishman, 1975, Adams County Mental Health Center




for professional acocountability will continue far into the future. The
author assumes that the profession will respond to these pressures
through the preparation of increased numbers of social work pra&:titioners
who are competent to conduct high quality reseacrch into the adequacy
of various levels of professional practize. The author also assumes
that the training of competent social program evaluators vill be under-
taken at the graduate and post-graduate level of sociz;ll work education,
and that, increasingly, specialized programs of continuing education
will be available to existing agency personnel to assist them in the
acquisition of program evaluation skills. Further, the author assumes
that soci‘;ﬂ work educators recognize that research/program evaluaticn
skills are both technical and highly process-based in nature and that
training, therefore, requires an extendad period of learning time. In
general, program evaluation skills cannot be acquired through time
limited workshops, institutes and other short-term training models
which do not allow sufficient opportunity for students to identify and
resolve the highly camwplex agency-specific prcblems which arise in the
actual process of corlxducting program evaluaticn research (Estes, 1975).

The curricular materials are organized into four sections, three
of which contain detailed course outlines directly relevant for special-
ized education in social program evaluation.

A. Purpose and Values of the Social Work Profession

B. Introduction to Social Research (1 Credit Unit)

C. Principles of Social Program Evaluation (1 Credit Unit)

D. Autamated Data Processing and Management Information Systers

(1 Credit Unit).

Qontent areas A, B, and C are sequential in nature, but content

area D may occur concwrrent with learning in areas B and C. A method for

2Y




related field practicuum is also suggested and a generous bibliography
on program evaluation in the human services is provided for the reader
at the end of the chapter.

As with other sections of this report, these materials were pre-
pared in conjunction with a national project seeking to identify concepts
and practices of business administration which may be of value to admin-
istrators in the human service arena. This project was undertaken
jointly by the Schools of Social Work and Business Administration of
the University of Pennsylvania in Philadelphia. The results of that
collaboration are reported in the two volumes currently in the possession
of the reader.

The content described in this section of the report was not dewvelop-
ed in collaboration with faculty from the business school. The thought-
ful reader, however, may wish to study the chapters entitled "Information
Systems" and "Quantitative Methods" which appear in Volume II of the
report. These chapters should serve as valuable supplements to the
existing chapter inasmuch as they focus in more detail on selected
aspects of the suggested content areas proposed by this writer. 1In
many respects, however, social program evaluation is a practice unique
to the human service arena and the reader, therefore, should be selective
in adopting other evaluative approaches which fail to take sufficient
ocognizance of the special social purposes assigned by society to the
not-for-profit human service institution or agency (e.g. exclusive

ooncern for fiscal acoountability or efficiency without regard to human

values or other relevant service concerns).




Educational Objectives

The proposed three~part program of tra‘ning for program evaluation has
five closely inter-related learning cbjectives;

(1) to prepare graduate level social work students and practicing
professionals for advanced managerial roles -in social agencies;

(2) to equip them with the minimal skills necessary to design and
carry out systematic inquiry into the adequacy of current social
agency functioning;

(3) to provide students with specialized knowledge in the principles
and techniques of sccial program evaluation undertaken within the
oontext of high quality social research;

(4) to enable students to redesign current data management practices
50 as to make them more responsive of the needs of the modern
social agency, its clients, and the broader network of social
welfare services;

(5) finally, to help students develop skill in the use of social
program evaluation as a professional instrument for use in

furthering needed social agency and societal changes.

These cbjectives were used as guicdes by the author in preparing the

materials which follow and should serve to assist social woik educators in




adapting the material to their own particular educational needs. In
deneral, the oontinuing education administrator should feel frez to sub~
stitute or eliminate those content areas or background skills which

their students already possess at the point of embarking upon training

in the research/evaluation area.

riculer Structure

Essentially, the skillful social program evaluator requires specialized
knowledge in four discrete content areas: (a) the organizirg social pur-
pose and values of the social weliure enterprise and the social work
profession; (b) basic research methodology; (c) principles and methods
of program evaluation; and, (d) automated data processing and informa-

tion retrieval systems. Each of these content areas will be discussed

below:

A. Purpose and Values of Social Work and Social Velfare

Research or program evaluation conducted within a framework
which fails to take cognizance of the fundamental professional
values and organizing huran purposes of the social welfare system would
be sterile indeed! Such persons are not likel;r to perceive the value
of overall interpersonal and institutional changes and, in a general |

way at least, ‘would not be able to uncover the subtle program

goals and acbjectives associated with a process-based approach to
practice. In addition to a concern for task, productivity, effi-
ciency and effectiveness, the skillful social program evaluator
must also possess an identification with and concem for achievement

of fundamental organizing purposes of the social welfare system.

i
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Failure to identify with these purposes, in the author's gxperienoe,
represents a serious deficiency on the part of the evaluator and
usually results in abortive evaluative efforts which rarely becare
integrated into on-going agency practices or program modifica-
tions.

This auvthor believes that social program evaluation can best
be oconducted by per-ons whose competencies include both the tech-
nicue of program evaluation and the value base of the relevant
human service profession. For social worker professionals, such a
perspective is best aquired through a graduate program of social
work education which exposes the student to the realities of both
dir~ct and indirect service delivery. This perspective is further
enriched by disciplined study of the history and philosophy of the
profession as well as the values implicit in social policy cevelop-
ment and implementation. The profession's traditional focus on the
growth and develcament of the individual within a social, psycholog-
ical, political, legal, and economic milieu also serves tc broaden
the evaluator's knowledge base oi the systems which he/she seeks
to study. Further, the profession's commitment to significant social

change i:hrough a disciplined purposeful process also constitutes an

important knowlecge area for the program evaluator.
Based on  experience, the social program evaluator should
be a fully qualified practitiorer within a recognized human ser-

cammunication between the evaluator and those persans and progrars
to be evaluated ard, at the same time, insures that the evaluator

shares an identification with the fundamental values and purposes

vice profession. The possession of such credentials fosters 1
|
|
|
|

of the social welfare system. The possession of a common




professional base also insures that the evaluator will be sensitive
to the over-riding concerns of program staff and administrators
and that,like them, he/she will seek to specify recommendations and
solutions which further the developrent of a more invigorated, al-
beit changed, social welfare system. Repeated exverience has

shown that program evaluators functioning within social agencies,
at least upon concluding their educations, should possess at

least & minimm pr 2ssional degree in social work.

Assuning that the program evaluation student shares an identifi-
cation with the fundamental goals, objectives, and values of a
relevant hunan service profession, specialized training in this
research area can then be conducted within a context anchored to
the organizational needs of the social agency, This context-specific
training should encompass three areas: (a) basic research method-
ology; (b) principles of social program evaluation; and, (c)

automated data processing and information retreival.

Before introducing; the proposed curricular design for each of the three
technical content areas underlying program evaluatipn skill, it is impor-
tant to note that these materials are intended to assist social work
educators with the developrent of relevant program evaluation content
in their curricula.' These materials are not exhaustive in format but
should prove sufficient for purposes of most schools and programs of
continuing education. The proposed model is adaptable for use at both
the masters and doctoral level and, with same additional specification,
can be tailored for use on a continuing education basis as well. Because

of the assumptions underlying these materials, the proposed model will




‘ probably be of limited use to programs of undergraduate social work educa-

tion except on a more general Sasis.

COURSE I: INTRODUCTION TO SOCIAL RESEARCH

The syllabus for INTRODUCTION TO SOCIAL RESEARCH has been organized
on the assumption that all graduate Schools of Social Work and post-
graduate programs of continuing education have campetent research educators
either currently on their facilities or readily available to them. Con-
sequently, the material is schematic in its presentation and suggests only
those major resea.ch issues or concepts vhich should be contained in an
introductory covrse on research methodology. The author leaves to the
individual faclty member the choice of technique or approach for intro-
ducing this basic content. Similarly, the author made no effort to key
the various concepts specified in the syllabus to relevant bibliographic
literature. Introductory research content is well established in the social
work curriculum, and, no doubt, each research teacher has his or her own
preferences with respect to illustrative literature. Same outstanding bib~-
liograghic references are provided for concepts not usually covered in iatro-
ductcry oourses, however, and the instructor may well wish to begin with
these suggestive readings in the process of building a more compre-
hensive ocourse biblicgraphy.

INTRODUCTION TO SOCIAL RESEARCH has been designed to span a camplete

semester of fifteen weeks. The optimal nurber of weeks to be spent on
each oourse module is designated in brackets immediately to the right of

each major ocontent area. The course can be staffed either by a single

. faculty member or, if preferred, through the resources of several in-

structors each of wham undertakes to camplete one or more modules of the
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oourse in their area of greatest competence, e.g., research design,
interviewing, datz analysis, sampling, etc.. Because of the irportance
of this introductory cowrse, however, should the latter staffing pattern
be preferred, the author does urge tnat a single faculty mernber be
assigned the on-going responsibility of helping students integrate the
teaching of the several instructors into a framework vhich, at once, is
more consistent, comprehensive and unified in its final impact. At the
beginning level, at least, a poorly integrated introductory course

will place students at a severe disacdvantage as they move into the more

methodologically camplex courses in Program Evaluation and Conputer Tech-

nology.

PROPOSED SYLLABUS FOR INTRODUCTION TO SOCIAL RESEARCH (1 Credit Unit)

I. The Functions of Research in Social work (1)

A. Purposes of Research
1. Description
2. Explanation
3. Prediction
4. Control

B. Social Research and Social Policy (Sherwood and Freeman, 1970)

II. The logic of Social Research

A. Preliminary Stages of Research (3)
1. Identification of the Research Problem
2. Conceptualization
3. Theory Building
4. Hypothesis Derivation

5. Operationalization
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‘ B. The Design of Social Research (2)
1. Field Research (Schatzman and Strauss, 1973)
2. Surveys
3. Experiments
4. Quasi-Experimental Designs (Campbell and Stanley, 1966)
5. Impact Research and Proéram Evaluation (Weiss, 1972)

III Sampling and Probability (1)

A. Randomness and Probability

B. Types of Sampling
1. Probability
2. Non-Prcbability

IV. Measurement of Social Pesearch (2)

A. Instrument Construction
B. Scaling and Scale Construction
1. Awvailable scales (Chun, et al., 1973).
2. Original Scales
C. Questionnaire Construction
D. Quantitative Methods (See R.C. Jones, Vol. II, of the present report,

pages 146-157).

V. Data Oollection (2)

A. Sources of Available Data
1. Libraries and Archives
2. MAgency Case Records

3. Agercy Administrative Records

. B. Sources of Original Data




VI.

VII. The Politics of Agency-Based Research (1)

VIII The Research Report (1)

QOURSE II: PRINCIPLES OF SOCIAL PROGRAM EVALUZTION

l. Observation and Judgments (Webb, et al., 1966).

2. Questionnaires

3. Interviewing

Data Analysis (2)

A. Use of the Computer and Automated Data Processing Techniques
(Nie, et al., 1970; 1975). ; \

A. Role of the Researcher (Twain, 1972; DHEW, 1972a; 1972b;
1972¢; Perry and Wynn, 1959).

A. Prerequisites

Prerequisite to the course on PRINCIPLES CF SOCIAL PROGPAM EVALUATION
should be a successfully completed course in basic research methodology,
such as that just described. The present course assumes that the stu-
dent will have acquired at least beginning skills in the design and
conduct of general research and that only a m:.nma.l amount of the

present course time will be spent in reviewing research principles
of an elementary level. Camparable experience in research practice
may serve as an acceptable substitute for a recent formmal course in
research methodology in the case of an exceptional student or an
experienced research practitioner.
Iength of Training

Because of the methodological complexities inherent in social

program evaluation, the course has been designed to span a period of
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' at least one full semester (fifteen weeks). For schools or continuing
education centers which can support & more leisurely educational program
the course can casily be expanded to cover two full temms in order to
optimize the student's acquisition of essential practice skills.
Similarly, the content of the present syllabus can also be sharply
delimited for purposes of short-term institutes and time limited
training. Courses spanning a period of less than one semester, how-
ever, should not have as one of their immediate objectives the
student's acquisition of evaluative skill since learning at this
depth has been demonstrated to emerge only over time in relation-
ship to carefully spaced pedagogical and experiential learning oppor-
tunities (Estes, 1975).

C. Course Content

1. Scope of Social Program Evaluation

Social program evaluation refers to the systematic gath-
ering of information relating to the functioning of human ser-
vice programs that is useful in making significant prograrmatic
decisions. Evaluation implies placing a "value" on the struc-
turing and outcome of these programs and, like all research,
requires the systematic collection of data using established
scientific procedures and principles. For the social agency,
evaluative efforts are focused upon iéentifying current agency
functioning and, as reeded, to assist administrators and
service workers in increasing the effectiveness of their
services.

when undertaken skillfully, social program evaluation

permits the maximum involverent of all relevant organizational

menbers in the process of assessing program effectiveness. Pro-
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gram evaluation is rot undertaken within an agency vacum.
Unlike research in general, the results of program evaluation
are rarely prepared for dissemination on an extra-agency
basis.

2. Levels of BEvaluation

Social program evaluation ray occur at various levels
within the social agency depending won (a) the sophistica-
tion of the evaluator, (b) the informational capability of
the social agency and, (c) the focus of the evaluative
effort. At the present time, most agency evaluation efforts
tend to be rather limited in scope, focusing primarily upon the
gathering and reporting of routine client utilization informa-
tion of a statistical nature (e.g., frequency and type of
client contacts). Few social agencies have the resources of a
fully qualified program evaluator on theiyr stasf who can con-
duct a broader range of specialized systems management and
service effectiveness studies.

The cube reprinted in Chart II outlines a three dimensional
model of program evaluation activities which are relevant to the
information gathering needs of most sizable social agencies. The
cube can be used to assess the level of current agency evalua-
tive activities and, as appropriate, to determine new areas for
evaluative expansion. The cube also defines the essential rol

of the evaluator at the various levels of evaluation to be

undertaken.
3. Types of Evaluative Activities

Evaluation encompasses four major categories of research

effort:
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a. System's Management Intellicence Gathering: focuses on

exanination of broad agency goals and cbjectives and the
suitability of the various processes used to achicve f_han,
i.e., budgeting controls, program expansion, data for
funding source use, cost-effectiveness analysis, etc..

E. Client Utilization Reviews: defines the system as it inter-

acts with clients, e.g., type, patterm, fregeuncy of client
ocontact; needs assessment, etc..

c. Interventicn Outccre Studies: commonly referred to as

"effectiveross studies" this stage of evaluation seeks to
assess the irpact of services provided to clients using
the systerm.

d. PBrcader Svstes Impact Studies: involves the identification

oi serr.ce i~pact on the broader carrunity and broader

social velfare system; relies on use of social indicators

and otrer Lkrcad sweeping rmeasures of change.

4. The Progrer Evaluation Process

Chart IIT cepicts a gereric model of the process of social
program evaluation. The chart icentifies the major task categor-
ies of this process as well as the major subtasks which must be
perforred prior to moving on to the more advanced steps, i.e.,
need esnonzent — formilation of program goals and ohjectives
—= zisrzilicaticn of program rethods -+ data gathering —»> irpli-
rertavinr of planned program redifications.

Tte: roel allows, indeed reguires, non—evaluative staff participa-
Litr. koo sfout ach stage of the process wherain the evaluator

serxs 1N an cgsrt-oconzultant role with maders of the program
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D.

staff. The evaluator assures responsibility for the validity of
the instruments used and the relevance of data gathered but,

of equal importance, for the process of evaluation itself.

Curricular Design

The following syllabus is recommencded for the structuring of a
one semester course in program evaluation. The course should be
taught by a single faculty mcrmber who may, at his or her discreticn,
utilize the experiences of practicing program evaluators to supplerent
specific aspects of the course. then available, central course
conepts are keyed with relevent references contained in the extensive

bibliography which: appears at the end of this chapter.

PRINCIPLES OF SOCIAL PROGRI! EVALUATION (1 Credit Unit)

I. The Functicns of Program Evaluation (2)

A. Central Purpcses
1. Increased Informaticnal Capability
2. Continwus Programmatic Assessrent
3. Increased Rational Service Planning
4. Improved Client Care
5. Identification of Inerging Service Needs
6. Incroased Administrative Efficiency
B. Relationship of Evaluation to Program Planning (Frecman
and Sherwood, 1970).
C. Program Frvaluaticn as Instrument for Organizational Change

(DHEW, 1972a; 1972b). ‘

I1. Dimensions of Program Evaluation (2)

44 A. Systems Momitoring (Program Audit) (Estes, 1974; 1975).




' B. Client Utilization Studies (Gutek, 1974; Tischler, 1973).
C. Intervention Effectiveness Studies (Pattison, et al.,
1969; Robin, 1974; Estes, 1973).
D. Commnity Irmpact Studies (Redick, et al., 1971; Rosen,

1970; Montague and Taylor, 1971).

III. Stages of Social Program Evaluation (6)

A. Program Description

B. Assessment of Service Needs (Warheit, 19'74)
C. Definition of Program Goals nad Objectives
D. Docurentation of Program 2ctivities

E. Data Specification

F. Construction of Evaluative Instruments

G. Data Collection

H. Data Analysis

I. Reporting Findings

J. Program }odification

K. Periodic Reassessments

IV. Role of the fwvaluator (1)

A. Assisting in Identification of Emerging Needs
B. Specification of Goals and Objectives

C. Construction of Intervertion Plan

D. Preparation of Evaluation Instrurents

E. Sharing Evaluation Findings with Prograrmatic Staff

V. Epecial Torics in Social Prodram Evaluation (3)

‘ A. Staff Resistance to Program Fvaluation (Nielson, 1975; Dei

Beaq, 1971; Chester and Flanders, 19€7).
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B. Cost-Benefit Pnalysis (Sorensen and Phipps, 1972a; 1972b).

C. Automatic Management Information Systems (Smith and Sorensen,
1974; LeBraton, 1969).

D. Evaluating Indirect Services

E. Limitations of Program Evaluation (Rossi, 1972; Walker,

©1972; Tripodi, 1974).

F. Client Rights and Confidentiality (Nocble, 1971; DHEW, 1972c;

Kelman, 1968).

VI. The Politics of Social Program Evaluation: Survival of the Evalurtor (1)

A. FPederal Politics (Wildansky, 1966; Monsdale, 1972; Buchanan
and vholey, 1972).

B. Agency Politics (Rosenblatt, 1968; Perry, 1959; Glaser and

Tayler, 1973).

E. Field Practicuum

In addition to the didactic portion of the course, optimally, every

student will be provided an opportunity for developing program evalua-

i
|
tion skills within the context of a real agency. Unlike research of a 1
more general nature, program evalnation canrot be conducted in isolaticn

from other activities of the agency ncr apart from staff members whose

work activities are to be directly affected either by the evaluative

process or the evaluation results. Indeed, the program evaluator requires

the cooperation of agency staff working at all levels of the agency thrcugh-

out most of the major stages of the evaluative process. Such a concurrent
practicuum should be provided within the context of the graduate student's |

current field agency placement vhen feasible or, alternatively, in a

setting arranged by the ocourse instructor when nccessary. In the case of
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‘ employed professionals a suitable practicuum can usually be arranged for
the student within his or her ovm current agency of erployment. In general,
classroom role playing and similar simulations serve as poor substitutcs
for the student's own direct exposure to the evaluative process.

Supervision of the practicuum should be arranged with an experi-
enced researcher or evaluator. when such a supervisor is not present
in the student's parent agency, a small preceptor agroup should be arrang-
ed by the course instructor for the purpose of individualizing the stud-
ent's agency-based learning. Because of the complex human and technolog-
ical prablems of an agency-specific nature inherent in program evalua-
tion, oourse instructors should make every effort to arrange for this
type of formal practice experience in every situation where such a

practicuum is possible.

QOURSE IIT: ZAUTOMATED DATA PROCESSING AND INFOR-ATION RETRIEVAL

The effective prcgram evaluator will acquire skills in automatic data
processing. Essentially, this knowledge base requires that the student will
gain:

1l. a functional understanding of the oppc-tunities and limitations

of automatic data processing systems;

2. skills in cammunicating with a camputer so as to be able to pro-
gram it .to undertake the desired data analysis;

3. a working understanding of the peripheral processing equiprent
associated with the camputer, i.e., the keypunch, card reacer,
card sorter, duplicating machines, output termirals, input

’ teminals, computer storage systers, etc.:;
4. skill in the use of a limited nurber of pre-packaged statistical

and analytical programs (e.g. SPSS, Data-Text, Pickle, Osiris,
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Cobol, etc.).

Additionally, the program evaluation student will need to learn
oconmputer-related techniques which assist administrators in developing
more automatic systems of data collection, data processing, and data
retrieval at the case level. The development of machine readable optical
scanning data forms such as that cdeveloped by the author for agency use
in Chart IV, for example, can prove of great benefit to most agencies and
will eliminate wasteful time currently used for manual data recording and
data processing. The adoption of such techniques will increase the
efficiency of clerical staff and, more importantly, will make available
to administrators, an enormous body of management information which,
until such a system is acdopted, simplv can not be adequately processed by
manual operations.

Similarly, the program evaluation student will need to acquire
skills in helping administrators cdevelop more scphisticated managoment

information systerms (MIS) which will allow them access to prograrratic

and agency-wice data for use m more rational program planning ard irple-
mentation. Such systems can be developed on a limited budget by perscns
who are trained to understand the joint requirements of computerized
data systems and the organizational intelligence needs of an agency.

Many fine working exarples of inexpensive corputerized manegement infor-
mation systerms can already be found in the social welfare literature

and several are cited in the appcnded bibliography (Estes, 1974).

A. Course Structure

The ocourse syllabus which follows was developed specifically fo.-

use with gracduate and post-graduate lewvel social work students, Tt
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oontent of this course should be studied closely in conjunction with
that proposed by Dr. Chris Mader in Volume II of this report (Schaub,
1975: 158-168) and, when taken together, his curricular proposal

and my own should prove to be more than sufficient for adequately
developing beginning course content in the course area at the
reader's own center or institution.

Most larger universities possess the machine andl manpower re-

sources required to offer a course in automated data processing and,

as necessary, faculty may be initially drawn from schools or depart-

ments outside of the School of Social Work.

1. Course lLength

In general, this course should be undertaken concurrent
with the student's course in either INIRODUCTION TO SOCIAL
RESEARCH or PRINCIPLES OF SOCIAL PROGRAM EVALUATION. Know-
ledge of computerized data processing systems is discrete in

nature and does not require an extensive prior Jmowledge of

research met?xodology or program evaluation skills. Although the
basic content of the DATA PROCESSING course can be covered in
less than a full semester (six - eight weeks), the instructor
will want to allow a full term (fifteen weeks) for this course
s0 that students can undertake a supervised group practicum

in the use of computerized data systerms. Indeed, the prac-
ticuum is an essential part of the learning as it is here,

not in the classroom, that the student 1earn§ how to solve

many of the technical problems associated with the computer's

operation.
2. Cost

Faculty will also want to allocate each student an in-




individualized budget of approximately $100.00 for direct machine-

related expenses. The computer is an expensive machine to
operate and the cost of the practicuum will need to be reflected

in the student's tuition or course fee.

B. Course Syllabus: (1 Credit) .
I The Managerent of Administrative Information (1)

II Appmaches‘ to Data Management (2)

A. Manual Systems
1. McBee Cards
2. Records and Progress Notes
3. Periodic Service Tallies .
B. Automatic Systems
1. Computer Hardware
a. The "Computer"
b. Peripheral Processing Equipment (Keypunch,
’ optical Scanning, etc.).

2, Computer Softward
a. Data Analytical Packages (E.g. SPSS, DATATEXT, etc.).

1II Interfacing with the Computer (6)
A. Oonversion of Manual to Autcmatic Systems

B. Laboratory/Practicuum, i.e., learning to cammunicate

with a camputer.

IV Issues in Automatic Data Processing (3)

A. Staff Resistances

B. Client Privacy




C. Cost
D, Utility

\ Data Processing Techniques and Program Change: The Role of the

Social tork Professiocnal (1)

N
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Seminar on Fducation
for
Management of Social Services

January 5, 1975

Major Issues in Fducational Pro~rams
on “Yanarcement

Summary of the Prcblers and Issues in the Plannirg, Ceveloping and Evaluating
and Interdisciplinary Educationzl Program submitted by seminar participants.

This is a surmary of the responses received prior to the seminar from nine
participants. '

Values
(five resnorses)

Criteria are needed for selection of theories of management which cohere
with the philoscohical & etrical beses of Social Vork.

There 1s a seerirz reutrality in ransserent approaches. The professicral
issues contirue to surface, rciever, ard these need to te taken into
consideraticn ami rrozrarmed for, if Interdisciplinary outcames are to
be achieved.

Profecsional cultism of diseiplines ard social werk. FEach has its ovmn
values and there ray be rajor differences that are al times antagonistic.

Need to identify whether there are tasic differences in values and explcre
how Incwlez-e and thecry, in this regard, may be complimentary, rather
than di{ferent.

Measure of effectivenecss of educaticnal program nust include inswrirg a
primary ccricerr. for the huran teing who is the reason for the service
agency to exist.

How can the cscilentific aspects of ranagement be reconciled or merged with
the value system of the social work profession?

Despite the seeminz neutrality in managerment approaches, professioral
i1ssues continue to surface ard rmust be considered and dealt with to insure
a real interdiscirlinary outcone.

Fleld Experiences
(three responses)

Providin~ accropriate field exreriences, meaningful in learning the |
management of social services.

The selection of placerents (practicum) and the deployment of the students.




IOI. Appropriate field experiences in management at the masters level. Tasks
and functions for the students to perform and type of supervision for
students. '

Curricuium Planning and Development
(three responses)

I. Mix of theory and content in an interdisciplinary curriculum? Areas of

essential content in each discipline? Elements of the interdisciplinary
curriculum? The total?

II1. What are the criteria for interfacing an existing schools' curriculum, such
as a Pollcy Planning ard Administration tract, with a related university
department offering a similar masters?

IITI. Vhat are the curriculum considerations proven effective for Masters degree
in P.P.A.?

Iv. What elements of management are common to all management educaticn ard which
presuppose a knowledge of and comnitrment to social work values and rractice?

'S The most effective sequencing of courses in management to enhance learnirg,.

VI. Many schools of Cocial Work do have emphasis in the area of ccmunity
planning ard develorment. How are such distirguished frem the plarning
subsumed within administration? What courses or content provides an ecucaticn
for these tasks? :

Qrganizing Management Courses
(four responses)

I. What 1s an appropriate balance between utilizing faculty instructors who
are practitioners and those who are academicians?

II. Division of labor between business management faculty and social work
faculty - who presents basic content, theory and research based material?
Who applies content to social service settings?

III. How should faculty from the two disciplines be deployed?

Iv. Develop current bibliography on teaching management theory and skill.

V. How can Schools of Social Vork allocate ranpover and resources to crovide
campetent insturction in management and effective integration of the content?

VI. What are the most effective classroam instructional experiences and modalities
in management education?

‘ : . 64 .




Notes on. Seminar January 10, 1975 - A.M.
: Recommendations on Curriculum 1oy

(. Educational Procrams o1 'anacernent
The session began with presentation by the four work groups on their
achievements. (See attached sheets). The discussion of these presenta-
tions and of the sessions all week broke into four areas: articulation
between schools of social work and sciiools of business, the structure
of an administration curriculum, content and gaps in content, and the
teaching of this contenct.

Articulation: If indeed schools of social work and schools of business
are going tc join together to create curricula in administration, then
a great deal of work must be done continually on erciculation. It was
pointed out that joining together will be more and more fostered as
agencies in the public sector are intarested in graduates with joint
MBA and MSW degrees. This can be facilitated in several ways. One
approach would be a capstone seminar taught jointly by business and
social work., At one school, the social work faculty sat in on the
business courses with the students so they could better help the
students to make connections between the professions. It was noted that
this i1s expensive education. One suggestion was getting a research
grant to research the process and problems of articulation. (Franklin,
Lewis, Saunders)

Structure: There was question as to whether or not the administrator cf
a social worX agency needs to have skills in direct service (i.e,
casework, groupwork, etc.} There secemed to be a general agreement thac
anyone coning into an HSW program in administrations would be conming out
of a direct service bacxkground and could spend both years of the :SW
program on administration. In other words, that backgrouns is irvortant
but all of the placement time at the masters level should be focused

on administration. (Garber, Godwin, Lewis)

Content and Gaps: The continuing concern for the social work values being
stressed 1n education for social work edministrators was discucsed by tne
participants. As one participant put it, there should be passion as well
as intellect in the education of these pecople. There is also a need for
these social work administrators to have skills in as well as knowledce
of administraticn. It was brought up that much of the content which had
been presented at the seminar was inventions which people in adminisctra-
tion have come up with and these will guickly fade to be replaced with
more recent inventions. What is needed is a focus on discoveries that
will last. It was pointed out, however, that both are needed as inventinns
push one forward while discoveries take much more time. It was also

noted that what social work students need from the husiness coursecs are
practice principles as we have in social work. (Garber, Lewis, Yankey)

Two gaps 1n content were suggested. Qne is that the administratcr needs
to know how the law works and what the legal considerations are in his
job. Second, the area of communication which was touched upon but is in
fact a major area for the administrator (Griffin).

Teaching: In terms of teaching, it was stressed that with adult learners,
‘there should be: 1. high use of participation, 2. brief presentations
followed immediately by exercises in application, 3. materials snould
be highly organized, and 4. informal exchange should be faecilitated.
\fGriffin, Lewis)
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Another point was that the social work related administration materials
being created across the country needed to be pulled together and dispersed,
perhaps through SRS. Last, it was suggested that doctoral programs

need to develop people who will do research in social work administra-

tion. (Griffin, Lewis)




10.

11.

12.
13.
14.
15.
16.

17.

18.

19.

DISCUSSION DRAFT
Laundry List of Identified Management Practices

Budgeting - Financial Control - Grantsmanship - Planning -
Budgeting-control. Budget and Financial Accountability

Collective Bargaining - Industrial Relations
Organizational Behavior = Informal Behavior.

Political Process. Budgets and the Legislative process.
Public Finance = Taxation.

Managing the Knowledge Worker (Professional) -~ Management of
Human Resources,

Management Information Systems - Computer Analysis

The External Environment (Understanding, assessment and evaluation
of our environment; ie, economic, political)

Management Policies and Practices.

Computer systems (Information systems).

Social agency public relations (ie, dealing with various publics,
press relations, community relations, legislative relations,
community resources, fund raising).

Management philosophy.

Program planned budgeting.

Management by objectives.

Data processing techniques in social work research.

Applying management planning techniques to social service organiza-
tions.

Leadership.
Contract administration.

Motivation in social service organizations (human factors in agency
management, individual behavior and motivation)

Communications.
Program evaluations.
Managing change (initiating change in the welfare systems).

Management of Time - effective executive.

67 .




24.
25.
26.

27.

28.

-2b-

Management and the governing body - policy makers.
Problem solving and decision making in social agencies.

Personnel policy, practices and procedures (ie, grievance procedures,
performance appraisal).

PERT - Work planning.

The process of planning and control.
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‘

{ Group I
{ Members: M. Bogner, D. Estes (School of Soc. Work), S. Good, J. Griffin,
' H. Lewis, H. Waters, B. Zucker (Wharton)

The group dispersed with continuing education because all of the content
areas could be utilized depending on the needs of the group being
served.

BSW

From social work: ethical behavior (in ambiguous situations), apprecia-
tion of differences, disciplined use of style and skill in communication
From business: decision theory, problecm solving, case method, organiza-
tional behavior, computer systems, guantitative methods

-
Se

MSW
Concentration in Manaaement and Administration
I. Orienting

Organizational bechavior, computer systems, quantitative methods
II. Care for !Management

a. Financing resource managemcnt, budgeting, financial control,
grantsmanship, planning-budgeting - ccntrol, budget and financial
accountability; public finance, *axation; PPBS; applying managemcnt
planning tecnniques to social se: rice organizations; contract administra-
tion; program cvaluation; human accountability

b. Personnel resource mcnagement, collective bargaining, industrial
relations; managing the professional; motivation; personnel policy,
practices and vrocedures.

c. Communication skills, understanding, assessing and evaluating
the agency environment; public relations, community relations, legislative
relations; lcadersnip; communications; management and the board of
directors.

d. Program accountability, management information systems; MBO;
program evaluation; problem solving and decisicn making; PERT; proucsss
of planning arnd control.

e. Management policies, practices and objectives; management policies
and practices, management philosophy, managing change, managing time.

f. Societal processes, political processes, budgets and the legis-
lative process; the erternal environment; interorganizational operation.

DSW

Innovations in social service delivery, theories and construction of
theories in social administration, advanced practice in social
administrations.
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Group II
Members: R. Garber, M. Kelly, E. Leonard, H. Levin (School of Social
Work), J. Murphy, C. Parks (Wharton)

Assumptions:

Y. There will be a continuing cost crunch and social and rehabilitation
service agencies will be forced with mandated accountability.

2. The demand for social and rehabilitation services is increasing and
will continue to increase. Clients arz demanding more and more

services and a higher guality of service

3. The demand for new administrators is increasing and is expected to
continue to increase. This demand will be met in two ways:

a. Current practitioners will experience upward mobility within
their agencies. Thus, the need for continuing education in management
and supervision training.

b. The incrcased concentration for MSW-DSW students in administra-
tion including joint degrees.

4. There will be a deflation of the MSW degree and the "credentials
push" will increase the number of students sceking admission to DS¥
programs or other "life-long learning” educational experiences In
other words, the MSW will not be the terminal educational experlence.

Questions:

1. The question of sources of funding for continued education.

2. Should schools of social work at the masters level be producing |
specialists or generalists?

3. Should the managers of the future be someone trained in a specialized
area of social work with a concentration in administration?

Content and Curricula
A. All 1tems :1-28 have potential as a short course, seminar, institute,
etc. - using "canned" programs - tailor-making special progranms to
meet specific needs - future potential for contract arrangement betwecn
universities and social agencies.
B.l. The flexlblllty of the BS curriculum is such that the student has
numerous opportunities to take courses in Business, Public Administration
etc. However, faculty counseling, direction and moral evasion is a
prerequisite.

2. A course in organizational behavior is perceived to be necessary
at all levels, i.e., BSW, MSW and DSW. The purpose of this course is
to raise the consciousness of the individual as to what it meanc to work
in the organization.
C. The MSW programs are generally such that they do not allow for joint
degrees, programs, concentrations. The emphasis should, therefore, be
at the DSU level. Faculty counseling and collegiality is necessary
for success of these ventures.

U




((. ] MSW

9. Management policies and prac-
tices

12. Managerent Philosophy
micro-level

Where do we go from here?

1. Overcome iInstitutional barriers to joint programs
2. Use the student as a "test" and let's get on with it (management

concentrations) and

3. There will be little institutional cost, since we can use ex@sting
urses with the exception of keystone and capstone semiaars (jointly)

aught).

4. Any cooperative arrangement, curriculum changes, etc. must not lose

(o

sight of the needs of society.

ERIC

IToxt Provided by ERI
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6a.

6b'

12'

21.
22.

28.

DSwW

Political Procec s

Budgets

Legislative Process - allocation
of funds

Public Finance

Taxation from Revenue Sources

as opposed to the expenditure

side

Managing the Professional

Needs

Aspirations

Motivation of

Managemernt of Human Resources

recruitment, selection, placecment

orientation, tréining & develcpment

performance appraisal

compensation, benefits

union-management relations

manpower pianning

communication (inter-face

internally and externally)

M.I.S. - Computer Analysis for

record keeping

as a planning tool for decision-

making

The external environment

economic

political

legislative

knowledge, expanding technology

social values

values of people

Management Philosophy
incorporated with #8

Program Evaluation

Management of change
initiating change

reacting to change

The planning process & control
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Group III
Members: B. McCurdy (Advisory committee), C. O'Reilly, C. Sanders,
B. Schaub (School of Social Work, D. Whyte (Student), J. Yankey

Assumptions:

l. Builading curricula for specialists in social work administration

2. The figures of intensity for continuing education are normative
figures - the specific figures would depend on the needs of the specific
group being served.

3. Doctoral figures are for a generic base curriculum. |=infmey coocnn =
25 Iz filaflo-
MSW J= Yn:w i
Intensity Credit

2. collective bargaining 1l .5
3. organization behavior 3 3
4. political processes 2 3
7. MIS 2 .5
8. external environment 2-3 3
9. management policies 3
10. computer systems 1 .5
lla.Public relactions 2

b.CO 4
12. Management philosophy
13. PPB I 3
14. MBO —_ 2 3
15. Data processing research 1 . .5
17-
19. Leadership & motivation 2 2
18. Contract administration 1 .5
20. Communication 3 1
21. Program evaluation 2 1
22. Managing change ’ 3 1
23. Managing time 1 .3
24. Managing & policy making bodies 2 1
25. Prob. solving - decision making 3
26.. Personnel policy 1 2
27. PERT 1l .5
28. Planning and Control 3

29.6 cr h.
. . over 4 linkages
nfes: credit Linkages g
1. (Budget 1
5. {Pub. Fin. 1-2
13.{PPB 3
14, IMBO 2
21.iProg. Eval2 1
2. 3 1
27. | PERT 1 .5
5.5
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. ’ Linkages
(‘ ' o sy creddt ?
3. {Org. Ben 3} 3
28. \Plan & Cont. 3 2
_ — 5.0
7. MIS 2 .5
12. | Manag. Phil
17. | Leadership
19. | & motiv. 2 2
20. } Commun. 3 1 -
3.5 + 2
10. | Comp. Sys. 1l .5
15. | Data Proc.
& Res. 1 .5
' 1.0
l=informed
2=interface
3=skill-know it
DSW CONT. ED.
Budgeting i 3 2-3
Collective 2 2-3 3
bargaining 3 3+ 3 spec
organization 4 3 3
belhiavior 5 Y 2-3
policies 6 —
7 3 2-3
8 3 3
9 TN —
10 Z 2
11
12“\_/'33_;——22 — ‘**éz o3
13> 3 > 2-3
14 /7 3 2-3
15 2-3 2
16 S
17 & 19 3
18 2-3
19
20 3 3
21 3 2-3
22 3 3
23 1 1
24 3 3
25 3 3
26 2-3 2-3
27 2 2-3
28 3 3
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4. "

Group IV

Members: R. Franklin, Gunter Geiss, P. Godwin (Advisory Committee),
H. Harlow, C. Mader (Wharton), M. Patterson (Studentj, George Plutchok

Content is grouped into nine areas:

I. Financial Elemcnts - Budgeting, financial control, grantsmanship,
planning, budgeting, control, budget and financial accountability,

fiscal and program budgeting, PPBS, Public finance, taxation.

II. Personnel Management - collective bargaining, industrial relations,
contract administration

III. Man-powcr development - staff development, suncrvision

IV. Organization theory and behavior - informal and formal organizations,
managing the professions, management of human resources, leadership,
motivation, communications, initiating managing change, management of
conflict, group processes.

V. Planning, control and evaluation process, MBO, PPBS, Program
evaluation, managment of time, problem solving and decision making, PERT,
policy making.

VI. Quantitative techniques, systems models and optimization, decision
theory, cost =ffectiveness, cost benefit, probability and statistical
inference, resource allocations, linear programming techniques, quality
control

VII. Computer technology, principles of computing, management information
systems, computer analysis, data processing techniques, inference and
prediction.

VIII.The External Envircament, social agency public relations, public
finance, taxation, management and the board of directors, consumer
committees, state and federal departments.

IX. Management principles and practices, philosophy, policy.

Content and Levels of Education:

BSW: 1Iv-1, VIII-2

MSw: I1-3, 11-3, I1I1I-1, 1IV-1, V-1, VI-2, VII-2, VIII-2, IX-3.
psw: 1-1, 11-2, III-2, IV-1l, V-1, VI-1, VII-1, VIII-1l, IX-1
CE: All categories and with the level depending on the need.

-Degrees of importance‘?
1l - most important !
3 - least important
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Seminar for National Project
on
Education for Management cf Social Service Programs

Jaruary 5, 1975

Barriers to setting up Interdisciplinary Educational Programs for Social
Service Adninistration

The following barriers were identified pricr to the meeting by nine of the

participants.

I. The macropolitics of interdisciplines are so complex as to lead to
territorial protection rather than program outccemes.

II. Credentialism associated with meritocracy.

III. Incremental budgeting, based on line definition which will entitle only
certain professional to compensation.

Iv. Professional cultism and turf protection

V. Precelved status differential between social work and other diceiplines
which put social work educators at disadvantage.

VI. Campetition for scarce financial resources and for stﬁdent enrollment in
ones own school.

VII. Business and Social Work faculty and students don't understand one anotrers
terminology.

VIII. Those in the disciplines of management sclence do not see reciprocal value
in interdisciplinary teaching together with social work.

IX.

Business strategies appropriate to the business envirorment are not 1like
that of social work: For example, public service.versus corporate enter-
prise, Political arena versus non-political, Profit versus non-profit.
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MANAGEMENT SEMINAR 1/5/75
MANAGEMENT IN THE NON-PROFIT SOCIAL SERVICE ORGANIZATION

Harold Levwis

The late fifties and early sixties in social service organ-
izations were bullish years for innovators. The mid-sixties to
the end of the decade saw "problem solvers"” come into their own.
Now, as resources contract and demand expands, the call is out
for managers. Is it only by chance that this cycle, often ze-
peated in social welfare history, appears to coinciae with per~
iods of major social unrest, liberalization and reaction?
Coincidence or not, the fact is that managers now enter center
stage, as economic distress and policitcal reaction threaten
social services in all fields. In the eyes of professionals #ho
must deliver the service, talk of budget cuts, personnel freezes,
program retrenchment, and organizaticnal rigidity linked to ‘
aamands for accountability, is managerial talk. Managers in such
trying circumstances find themselves speaking of efficiency when
the professional in daily practice speaks of insufficiency. Mana-
gers had best be strong and wise people, for theirs is an unen-
viable lot.

It is true that the need fdi intelligent and concerned manage-~
ment of non-profit social service organizations has never been
greater. There are’more of these organizations, they are involved
in increasingly complex and costly operations, they now influence
the lives and 1livelihoods or millions. But greater need, as we

in welfare work know so well, is not necessarily a condition for

attracting the better or the greater resource. Administrators

V0




-2=
have always been there, minding the store in social services
agencies. But apparently in the eyes of managers who can judge,
these administrators are not very good managers. Moreover,
among social service administrators there are many who accept
this evalaation, and in keeping with the culture of the profess-
ion, readily volunteer their own feelings of inadequacy. The
upsurge in management courses and concentrations in Schools of
Social Work, the experiments in joint programs with Schools of
Business Administration and Public Administration, and workshops
such as this, all testify to a degree of agreement between the
outside evaluation and those evaluated. For the sake of the
dialogue that this agreement initiates, I will assume these
judgments are correct. On the additional aasumption that it is
the social work managers who seek to learn more about management
from the business school managers, and not the other way around,
I will also approach my assignment from the perspective of a
client seeking the service of managerial specialists.

Initially, it is important that we clarify our situation:
what is it we want help with, and what factors in our circumstances
condition the use we can make of help that may be provided.

We come from a culture very different from that of the business
manager.l As you know, we operate non-profit organizations and
can, with little effort, spend for very good purposes more than

we have, thereby incurring a deficit, but no loss in profit.

11 am indebted to Albert O. Hirschman, Exit, Voice and Loyalty:

Responses to Decline in Firms, Organizations and States.
(Harvard University Press, cambridge, Massachusetts, 1970) for
2 number of analogs used in this paper.

(i
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When our consumers no longer need our services, an optimistic
interpretation is that success has been achieved: this is
hardly the case in business when customers stop buying a firm'a
product. In the social service organization concern for fair-
ness often takes precedence over efficiency. The service ethic
commends unequal advantage as justified only if it raises the
expectations of the least advantaged. This requires that equals
be treated equally, and unequals unequally. Since the most
disadvantaged are also more likely to experience difficulty in
making timely and appropriate use of opportunitieis, special
and costly effort may be required to reach out ot them. This,
despite the fact that other claimants who do not need this
special effort are sufficient in number to totally absorb avail-
able resources. What business would spend resources to attract
the most difficult to serve and usually most deprived customer,
when there are more than enough cooperative and affluent cus-
tomers prepared to buy all it has to sell? We understand that
in the business concern, when competition does not bring effi-
ciency, adversity will. 1In social service organizations rarely
is competition a factor compelling efficiency and adversity is
not likely to be the result of a client taking his business
elsewhere. 1In fact, given our lack of resources, inefficiency
may be a vitali necessity for organizational survival. In one
city I know quite weil, if the society to protect children from
neglect and abuse systematically and efficiently reached out

and informed the total community of its charge and the services
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it was expected to prcvide, not only would it be overwhelmed
with needy cases it could not begin to serve, but its overload
would swamp the courts, public assistance agencies, children's
institutions, and so on. In ov:r field, where need--our
definition of demand--fa~ exceeds alioc.ted resources, u certain
amount of selected inefficiency would appear esswai-al for
survival. For these aiid cther veasons, I sugjest we come from
organizational cultures that differ in important rasspects from
the business firm and, until we fully appreciate the significance
of these differences, it may be difficult for each of us to
play his appropriate role in this service situation.

I must add a sense of reality to our request for help. Ve
realize that the loud clamor for our services that will iacrease
with rising unemplcyment and irnflation is not evidence of &
healthy demand. Succe.t measurea in terms of bascic human needs
met and social problems overcome is increasingly unlikely in
these difficult times. We have more than once experienced
times when our clients viere increasing in number and our means
for neeting their needs declining. Probably the only social
worker manager ever to reach the pinnacle of power in our country,
Harry Hopkins, earned the recpect of the President, Congress, and
political pundit- throughout our land, and later, the world,
because he remained true to the humane values of his professian
even as he carried out herculean managerial tasks under very

trying conditions. We on the firing line know that our consumers

are restless. They take seriously the promise of justice and
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fairness. They will not accept an efficient operation that leaves
their needs unattended. We may be devoted to our tasks, but we
are also human. Your help, to be useful, should provide us with
supplements to our courage and convictions, to prepare us to
suffer the -:ger and distrust that will behsaped on our heads,
not for our failings, though they bs many, but for the failings
of our profit-oriented political and economic institutions.

An important characteristic of social service organizations
is the monopoly they enjoy over the type of resource they offer
their clientele. Usually, as noted earlier, there are not com-
petitive services that offer our consumer options, should they
£find our performance unsatisfactory. Moreover, since the cost
of the service is rarely carried by consumer payments, the threat
of non-payment or withdrawal by individual recipients may be
mildly irritating, but rarely fatal. Unlike the private monopoly
that public policies would regulate to protect the consumer froém
exploitation and profiteering, the non-profit social service
organization can hardiy be accused of exercising these negative
options in order to maximize its own gain. Necessarily, the
critic of these organizations must look elsewhere to find fault,
and this leads directly to the traditional changes that have
always hounded the managers of social service programs: laxity,
antiquated methods, iﬁeffactive and inefficient operations. What
ill serves the consumer they assume must be done by mismanagement
since other motives seem to Lt absent. How the agency offers

service, the service offered and ths lack of responsiveness of

]
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the program to changing conditions are the key targets when
doubts about management occur,
Another characteristic of social service organizations is

the use of unit service cost in the absence of profit as a measure

serves as one measure of success. Those who recall the Ormsby-
Hill Family Agency Cost Studies and their follow-ups will re-
member how cost measures were used in these ways. Thus, while
the non-profit'organization and the profit organization .;rant to
maximize client-consumer satisfaction and minimize client-

consumer ill will, the former would achieve this purpose at the

minimum cost per unit service, while the latter seeks to achieve

this purpose without threatening maximum profits. The point

noted earlier, that in the social service organization one can
incur deficits without a loss of profit, does suggest the role
of service costs as a possible equivalent to the firm's profit

as an indicator of managerial achievement. Before examining

the cost per unit of service function and the client satisfaction

function as they relate to one another in setting managerial

goals, a comment on the latter function is in order.

|
of efficiency. When goals are displaced as functions, this also

rlient satisfaction in the non-profit social service agency

| is in part dependent on the quality of service provided and in
part on the quality of the processes and procedures through
which the service is provided. Since so much of the service en-

tails intimate human contact between the worker and client,

these two elements--what is being provided and how it is being




-7-
provided--are not readily separable. For closig helping relation-
ships to successafully serve as vehicles for service, it is crucial
that mutual trust infuse contacts. Trust, in turn, is evident
in the ability, willingness and opportunity to share of one's
self with another. In circumstances where one seeks social
service help, more often than not the client chooses an agency,
not the particular worker assigned to his or her case. (In fact,
in moi( . circumstances, the client has the choice of only one
agency.) For this reason, trusting the agency is a major requi-
site for instilling trust in the worker-client relationship.

Good management should therefore communicate in the organizational
work of the agency those elements that promote trust. Developing
trust as an ingredient of practice must have a high priority in
any procedure instituted to assure accountability.

Returning now to the unit cost and satisfaction functions,
it is apparent that good management would sexk an appropriate
mix of both, and would normally find the ideal blend at any one
time, somewhere between the minimum of the former and the maximum
of the latter. A good manager would be expected to provide
guidance in approaching this ideal blend even if it may not be
realized, or have only momentary value. Faulty management would
focus on one to the exclusion of the other. Wh&at we need help
with,; as social service managers, is the body of established
principles of practice that one must follow to approach this
blend.

One additional observation is in order. Costs per unit in
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the condition of excessive demand and fixed income that typically .
confront the social service orianization.can be altered by chan-
ging worker productivity, éperational efficiency, quality of
service and characteriatics of cliente. The options to increase
Price and extend market are not usually available. Managers,
then, do in fact face limited internal choices in seeking to
lower unit costs without currently courting client i11-will.
They can hire less costly staff, require more productivity of
staff, limit waste, give leas to each clieni, choose only the
clients who neea less. If none of the above work, the manager
can exercise control of intake-closing and opening admissions
for selected periode in order to manage with available resources,
but this would not necessarily control unit costs.

A third characteriztic of social service organizations we
need to consider is the requiremant that the organization respect
the privacy of the client, and that this be distinguished from
its opposite, anonymity. In order to develop trust, opportunity
must be provided to demonstrate its presence. Both the client
and worker must have something of their own that they are free
to share with the other. Where there is no privacy, there can
be no free choice to share, and trust is hardly likely to infuse
the relationship. Privacy, therefore, requires gufficient
personal contact to permit recognition of differences and ideo-~
syncratic attributes. It requires a feeling and knowing human

interface betwaen client and agency. In the professional jargon,
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this is known as individualizing each client-system. Anonymity
successfully masks client differences and deliberately seeks to
assure uniform treatment. It would minimize worker judgments.
Failure to appreciate the difference between privacy and anony-
mity and the destructive results that can follow when one is
confused with the other has been amply demonstrated in the New
York City experience with the separation of income maintenance

+~ and service in the Department of Pijblic Assistance. The client31§
of this agency now have somewhat less trust in this agency's
program than in the Nixon Presidency.

I have avoided discussion of two popular terms in the lan-
guage of managers, effect and effectiveness, to gquard against
confusing their meaning with issues of efficiency and account-
ability. Effectiveness measures are based on ariterion variables
intended to judge achievement of goals associated with terminal
values. Effect, on the hanu, is measured in relation to criteria
derived from purposes agsociated with instrumental values.
Whereas the former helps us in our judgment of a program's
success, the latter provides the basis for judging the achieve-
mente of a practice. Those who make thf:ir managerial decisions
based solely on effect measures risk ihe tyranny of small de-
cisions. On the other hand, those who make their managerial
decisions based solely on effectiveness measures .:isk remaining
in doubt as to what, in fact, did or did not help. An appro-
priate mix of Loth types of outcome measures would provide a

. basis for cho’.ces to be informed by functional and -oal

ERIC B4
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achievements. PFor example, at the functional level it would be
important in a neglect of child situation to determine if the
help given did provide the superrision that was previously absent.
This is not an unusual measure effect. On the other hand, it
would be important to know that as a result of such improved
supervision, the child did in fact attend school regularly,
experience less interruption to expected routines because of
illness, incarceration, and so on. With the latter measure we
would know if the social prupose of tha program was being achjeved.
To reiterate, effect tells us the relevance of our practice ana
effectiveness ths relevance of our pnogr;m. Having clarified
some meanings, established parameters that condition the culture
of our organizatios, and having suggested the crucial measures
of achievement that promise program success, it is possible to
address spacific issues of efficiency and accountability with
which I expect thore of us who manage non-profit social service
organizations could benefit most from your assistance.
Efficiency

Consider the following, not uncommon, experience in social
service agency personnel management. The agency asserts its
conviction that it ought to upgrade the educaticna) preparation
of its staff to improve the quality and efficiency of jits services.
In addition tv an in-gervice training program, it proposes to
underwrite by released time or scholarship the costs of eligible
employees attending a graduate program offering advanced educa-

tion in an area of competence useful to the agency. Aftsr careful
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' screening it selects the best camdidatgs available on its staff,
they attend the program, return after graduation for an obligated
period, and leave the agency.

The worker who har benefited from the education has in-~
creased his other economic options. With a new marketable com-
petence comes a wider range of choices, and greater maneuver-
ability in the job market. Thus, the agency locates its best
talent, helps this talent achieve and having achieved, this
talent seeks out the best agency which may not be the one that
invested in the worker. In a sense, this enlightered personnel
practice, if successful, will turn out all the shining lights
the agency has originally recruized to help assure its future.
But--and here the move interesting aspect of the process is
evident--the agency may s+ill want to pursue this policy. 1It
can be rationalized as preparing persommel for the profession,
thus assuring the presence of corpetent practitioners in other
programs to which this agency ~ften must turn for help with its
clients. Theoretically, if all avencies followed the same
route, the general level of practice would improve, and the
market would ultir.te'y distribute appropriately the various
talents needed. There may, however, be another reason for
maintaining this policy.

Supposing the agency, as much as the talented worker,
recognizes the low level of its practice, but is faced@ with a
locked-in senior staff with little likelihood of turnover in

' their positions. Let us assume, as is frequently true, the
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agency has a relative monopoly on employment opportunities fcr
a particular service skill. 1In these circumstances staff at
the lower level in the agency program have no place to go, in
the agency or elsewhere. A certain discontent is inevitable,
and the politics of organizational practice can in time be
brutal. The more talented, frustrated employees may use their
ability to highlight foi client and community alike the limit-
ations of the quality of service and may organize the staff to
"Fanshen"--as the Chinese call it. Faced with this possibility,
the organizations's leadership can opt for education as an
«ffective tool to defuse the powder-keg, decapitating the poten-
tial leadership through a process that provides the more able
with the options to go elsewhere.

This hypothetical case nred¢ not fit a particular situation
in order that it serve our purposes. What it is meant to high-
light is the need to examine »oth the political and economic
factors that jointly influence managerial decisions. I believe
failure to do so may be the major inefficiency in social service
organizations. Talk of technology, of rational decision mecha-
nisms based on up-to-date inforration retrieval, of sound manage-
ment of fiscal resources, of control and planning systems, of
quality control, organizational statesmanship, of personnel
administration, of goal-directed practice--these make for inter-
acting and useful dialogues, but with the best of these in
business, one encounters the Pennsylvania Railroad, thke Lockheed,

the Pan Am syndrome. In socia) service organizations with
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access to the more sophisticated technological hard and software--
such as Catholic Social Services, Public Welfare departments,
etc.--the same syndrome is evident. Obviously, we need help
in formulating principles of managerial practice to guide us
in waking appropriate apolitical ar.! economic judgments. Having
such principles, we can at least hope to engage in a principled
practice, putting the best of available technologies on call
for use in achieving our goals and purposes.

Accountability

The issue most in need of attention in relation to account-
ability is possibly the key question: accountability to whom?
The earlier duscussion of the culture of the non~-profit social
service organization considered the lack of economic options
open to the clients of these organizations. Lacking the choice

to go elsewhere, these consumers are a natural cohort for gen~

erating a political pressure group with considerable sustaining
energies. As one wise observer of this ph¢ 1omen has noted,
social service managers and staff like clients in trouble, but
not when they make trouble about their _rouble.

But there is accountab:lity to che funding source, account-
ability to the community, accountatiiity to the profession,
accountability to cne's superior and last, but not least,
accountability to one's self. %hich of all these acccuntabilities
degserve the highes:: ériority? Mechanisms and techniques for

4
|
assuring accountability will differ in accordance with the l
interests of those for whor. the resuits are intended. Most j
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managers may find this question academic. Obviously, those
groups who can exercise the major influence will demand and
get tlie major attention. If the funding source threatens to
cut off payment, their interest will be attended to and soon.
Now, as one carefully reviews the amount of clout likely to be
available to the different populations to whom one can be
accountable, the weakest group may well be the least organized.
Thus, a unionized staff, or an organized profession, can make
a more telling demand than individual personnel in isolation.
A board in agreement, a single or major funding source, or
collabora+ting funding sources, can speak in a more commanding
voice when united than when disagreements produce only disso-
nance and no clear message. Weakest of all is the unorganized
client whose problems bring him to the agency, and whose
personal inability to manage, seriously limits nis energies and
other resources wh.ch would bhe needed to command the accountabil-
ity that may be his due. Thus, I would expect that the major
help we need with problems of accountability are guiding princi-
ples ttat serve to inform our use of technologies in a manner
that would assist us in assuring a ‘just and fair, not merely a
convenient, response to requests for accountability. This may
require, at times, that we assist in organizing our future
trouble makers.

In the short run, it would seem unlikely that managers will
promote a source of power that could be used to restrict their

choices. 1In the long run, failure to do so may not only restrict,

a4
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but eliminate choice entirely.

The Practice Science of Management

I happen to agree with those management experts who recognize
a distinction between a theoretical and practice science. While
vwe need the former to tell us where to look and what to look
for, the latter provides us with the how. I have found that
practice science, because of the peculiar epistemology of pro-
fessions, is formulated in terms of principles and rules, not
laws. And since practice sciences intend consequences, they are
never value free. My presentation was intended to emphasize
the linkage of knowledge and value in professional managerial
practice. It can hardly be considered more than suggestive, but
I believe the topic we are addressing can hardly be considered
well, if this linkage is ignored at any point in our discussion.
Sunmary
I have noted the following areas in which I believe your

help would serve both our immediate and long-term concerns.
We need to know principles of management which:

--will communicate in the organizational work of the agency
those elements that promote trust and concurrently respect privacy:;

--would help us approach an appropriate mix of unit-cost and
client satisfaction functions;

--can provide us with a basis for choosing an appropriate
mix of effect and effectiveness measures to inform our managa.cial
decisiuns;

--will guide us in making appropriate political and e(vnomic
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judgments affecting organizational efficiency; and

~-will inform our use of technologies in a manner that would
assist us in assuring a just and fair, not merely a convenient,

response to requests for accountability.
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PROFESSIONAL-BUREAUCRATIC CONILICT IN S50CIAL AGENCIES

A FURTHER COMNSIDERATIOXN

This paper explores the manpower implicaticns of a festoring
disenchantment of agency personnel vith the social welfare es-
tablishmernt. The call for social workers to becore client ard
social welfare advocates or mediators and the resurgence of interast
in clinical and private practice all attest to a concern of many
gocial wvorkers with their social agency relationships -- to tueir
inability to find professional fulfillrent within organizatioral
constraints.l A seeringly irreconcilable cornflict between professionz
and organizational models of operation was indicated by Scot% Briar
in an introduction to a set of papers dzaling with central issuec
of social work practice:

There is no doubt that innovation and experirentation
...have been inhibited by the constraints

emanating fror the bureaucratic organizations

within which virtually all casewnrk (substitute
"social work") has keen practiced throughout its
history. The organizaticnrnal requirements of social
agencies generate pressures to substitute
routinization for innovat.on ancd rules £or

the exercise of professional discreticn.=

However understandable prcfessional dissatisfaction may be, it
seems, unlikely chat large nurbers of sccial workers will mcve

toward a private solo practitioner rcdel, especially now when ths

‘ social welfzre and social action goals of the professicn rore than

«©
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ever require organized forms of planning and pressures.

The author contends that there is a great deal of commonality
of form and interest between the social work bureauracy and the
social work profession and that this commonality adds strength

to each and makes possible a contribution to social welfare that

neither could make alone. If this is true, attempting a resolution

of the conflict is important if only because of the certainty that

the historic unity of social work and social agencies will be

further tested as social work increasingly becomes an "emerged

profession.” Furthermore, the situation will be exacerbated by
pressure to redefine social service activities in order to make use
of the abilities of social workers with differing levels of pro-
fessional preparation. The successful use of all social work
personnel will very likely depend upon adherence to administrative
structures and procedures and the appropriate and innovative use

of graduate and bachelor degree, bureaucracy-wise social workers,
at the same time that new groups with less educational background

will be seeking their own professional identity.3

Professionalism and Bureaucracy Defined

The development of social work as a profession parallcls the
developrent of social agencies. The fact that social work emerged

out of the necessities of social agencies and, indeed, that its

emergence was "facilitated by hurcaucratic pressures nurturing
professionalism at the expense of voluntarism" is well known.!

Thus, the early mutual social work - social agency dependence
p
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guaranteed the eventual professional-bureaucratic tensions which
. plague their relationship today.

The social agency provided the worker with

opportunities for a creative professional

carcer, but the "laws of organizational

behavior” recuired that the worker align

her individual necds with the standards

and procedures the agency had formulated

to help accomplish its ends with a minimum

of friction, confusion, and waste of personnel

or resources.5
That such alignment was not easily accemplished is demonstrated
by the developrment of "supervision as a helping process akin to
casework... coupled with a stress upon the supervisor's singular
administrative responsibilities.6 This effort to reduce tensions
by integrating professional and bureaucratic roles in the person
of the supervisor was never a total success, if only because social
work's search for status and acceptance as a profession could not
tnlerate continued dependence upon administrative forms for its
ultimate existence. The failure to recognize the essential dis-
parity of the two roles leads in our own times to an unwillingness
to recognize common characteristics and, consequently, to a less-
ening of effective use of tried resources.

A review of the elements which comprise the meaning of pro-

fessionalism and bureaucracy is in order.’ Professionalism denotes

1. The application of objective standards of craftsmanship and
accomplishment to one's own work -- that is, td“work cn
one's own. )

.
2, Autonomy of decision making and of performance.

3. Deference only to superior professional knowledge --
‘ that is, to colleagual authority.

the following: .
4. Professional group orientation. 1

Q. 94
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5. Allegiance to professional standards.
6. Reward measured in preofessional status and stature.
7. Service, rather than self-interest, as a behavioral
principle.
In contrast, bureaucracy denotes the following:
l. Hierarchical control, supervision, and guidance.

2. A relationship among rank, ability, and power =-- that is,
lower rank is associated with lower abilities,

3. Allegiance to the organization,

4. Reward measured in economic terms.

S. Peward related to rank, ability, and power ~-- and or-

ganizational allegiance.

The historical practice of social work in the context of a
bureaucratic model has already becen noted. A consequence of this
practice, also noted above, was that social work differentiated
levels of professional stature and professional authority in
accordance with bureaucratic standards and, thus, professional
achievement and reward were linked with hierarchical, administrative
rank. Until recently, the lirk was not seriou;ly challenged and
even now crrates confusion in the assessment of professional status.8

That managerial ability and professional competence are not
synonomous is, interestingly enough, a reality of which industry
and business, increasingly dependent upon scientific research, have

long been ccgnizant. Writing in the Harvard Busiress Poview in 1952,

Drucker stated the situation too strongly perhaps but, nevertheless,

forthrightly:
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By and large the better a man is in his
profession the poorer an administrator he

is likely to be. And the better a ran is
professionally, the less respect for ad-
ministrative work and administrative ability
he is likely to have....This means that the
'hierarchical) prumotion is likely to go to
a man for whose professional abilit%es his
fellow workers have little respect.

Making a similar point for a profession whose uniqde raison d'etre

lies essentially in the offer of a direct helping relationship,
Rosen wrote:
Any model which tends to remove more MSW social workers
from the field and relecate them to positions
behind an administrative de-k is dysfunctional
to client, community and the profession itself.lV
On2 need no+t agree that social workers who move into administro:
positions are less able or less respected to understand disaffecticr
for a delivery system whose structure and rewards undervalue their
basic prcfessional practice. Furthermore, a social agency systen
which corncretizes the superiority of administrative over professicnal
behavior not only encourages the alienation of professionals but
also obscures areas of comron concern.
In summary, resolution of bureaucratic-professional conflict
demands:
1) recognition that the conflict exists, 2) a new approach on th-
part of social agencies to rewards and incentives for professional
practice, and 3) the willingness of social workers to recognize
the significance of social agencies for fulfilling the goals of soc:

work.
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wWhat Research Tells Us

A sociologist, Alvin Gouldner, direct~d one of the studies
vhich brought wide-spread attention to the existence of bureaucratic-
professional conflict for the professional working in an organized
entity. Gouldner identified two gross groupings in his study
population, Cosmopolitans, and Locals.ll

1. Cosmopolitans: those low in loyality to the employing

orcanlzatlon, high on commitrent to spe cialized role
skills, ané likely to use an outer reference Jjroup.

2. Locals: those high on lovallty to the employina orcanization,
Tow on cormitment to spaciaiized role skills, and likely
to use an inner reference group.
Among other differences, it was found that Cosmopolitans were rore
likely than locals "to maintain that if they saw no opportunity
to do their own personal research...they would find their jobs less
satisfying," and the Cosmopolitans "showed less organizational

loyality...in that they would rove readily leave....“12

Similar studies have demonstrated generally similar results.13
in one, Billingsly explored the bureaucratic and professional orientat-
ion patterns armong professionally educated caseworkers in two

voluntary social agencies. His findings were "consistent with those

of other studies...which shcw that workers with professional or-

jentations are more actively identificd with their professional
groups than are those vho exhibit bureaucratic orientation. 14
Billingsly found that about one-third of the staff of each of the
two agencies studies could be labeled "professionals” and had this

to say about themr:
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When they perceive that professional standards
conflict with agency policies and procedures or
client needs, or community pressures, they believe
they should give primary allegiance to the
professional standards.... They exhibit a ready
tendency to resolve role conflicts in favor of
professional standards. They may, consequently,
feel free to leave the agency if it interferes
with their professional practice. Many of the jcb
changes in social caigwork may be a reflection

of this orientation.

Billingsly concluded with a warning of possible stalemate between

opposing professional-bureaucratic forces:

As social work develops as a profession it

is perhaps, taking on rore of the attributes of

professionalism....At the same tirme, however,

social work agencies...may be showing increasing

similarities with other forrmal orcanizations, with

their bureaucratic elements which do not always

fit into these professional standards.l6

Prophetically, Gouldner has written that “the full development

of modern patterns of administration, with their characteristic
stress on expertise and scientific knowledge, appears to be contingent
on the decline of conflict among those factors which create divergence
of loyalities between organizational and professional realities."17
How then to lessen the divergence of loyalities between social

agencies and social workers? How to permit the full development

of social services?.

Arcas of Commonality and Common Concern

vinter has described the social worker as a sophisticated and

accomplished organization man. 18 This sophistication denotes an
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ability to practice in and, of more professional significance,

to make use of organizational structure for social work helping
purposes. Such ability has been harmcred out over the years since
the first social agency took shape in Buffalo in 1877. Logic would
suggest that the social worker-social agency tie has had sore base
in soundness, over and above the historical accident of their joint
beginnings. What is it that has joined this special kind of pro-
fessional and special kind of organization? Is there reason to
believe that their tie can hold under current testing?

Assuming, as we already have, that bureaucracies and professions
have area:s of marked differences, they nevertheless share certain
essential characteristics. A singular ancd most important characteristic
shared by the social agency and social work is the purpose for which
each exists, that is, their cormon social welfare purpose, their

responsibility Zcr serw

[

ce to people in need. The social agency has
been cefinmzi z: "an orgarnization to express the will of a society or
of sore group in that socciety as to social welfare."19 Althougn
social work has defied ultimate definition, the similarity of its

social welfare purpose is demonstrated in the profession's "Working

Definition of Social Work Practice":

Social work has developed out of a community
recognition of the need to provide services to
meet basic needs, services vhich require the in-
tervention of practitioners trained to tnderstand
the services, therselves, the indivicduals, and
the means for bringing all together. Thus, there
is a social responsibility inherent in the
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practitioner's_role for the way in which services
are rendered,"20

The unity of social welfare purpose and responsibil’*y carried by
the social agency and by social work--the unity of their community
sanctioning~-~is made explicit by the Working Definition's statement
that public agencies, voluntary agencies, and the organized professio
itself comprise the three sources from which “"the authority and
power of the practitioner" derive.?l Although the relationship
between professionals and social agencies has been sorely tried
since 1958, when the "Working Definition" was published, the definiti
has not been abandoned by the National Association of Social Workers.

The unifying purpose and responsibility of the social agency
and of social work enhance the logic by which other characteristics
which ordinarily separate bureaucracies from professions support a
contrary tendency in the social welfare establishment. Authority
and the use of authority, for example, are essential to the effective
operation of bureaucracies and professions. True, the peculiar
characteristic of bureaucratic authority is hierachical in nature;
that of professions, knowledge based. 1In the first, the "ultimate
justification" of an act "is that it is in line with the organization'
rules and regqulations, and that it has been approved...by a superior
rank."22 In the latter, the ultimate justification for an act "is
that it is to the best of the professional's knowledge, the right
act.”23 Nevertheless, the authority of each stems from reliance
upon a specified sphere of compctence and this competence is »ased

on a systematized, requlated, and discipiined core of knowledje.

i00
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Weber made the point for bureaucracies:

Bureaucratic administration means fundarentally

the exercise of control on the bacsis of Kknowledge,

This is the feature of it which males it specifically

rational. This c¢onsists on the one hand in

technical knowladgye, which by itself, is sufficient

to ensure it a position of eatraoru*na"y pover.

But in addition to this, bureucratic or-

ganizations...have the tendency to increase

their pover still further by the knowledge

growing out of experience in the service.
The staterent explains the contribution that social workers --
Vinter's sophisticated organizational men -- have made and can
continue to make from "knowledge growing out of experience in the
service" to th~ effectiveness of a delivery system that is a social
agency.

In bureaucracies, as in professions, authority and the use of
cuthority derive from and lead to technically competent perforrance.
In the preceding guctation, Veber indicated this. TLClscwhere, he
furthers the point vhen he speaks of an "administrative organ"
as "a continu.us organization of offical function" with specified
spheres of competence, the latter involving "obligations to perform."2
Similarly, obligations flow from the claim of professional competence.

Professionals profess. They profess to know
better than others the nature of certain
matters, and to know better thun thcir clients

what ails them or their affairs. ﬁG is the
esscnce of the professional idea....

1f, then, a social agency is an organization whose "co-operative

behaviors are equivalent to social work goals,"27 if thier authority




and competence flow from shared experience and sanctioning, they
can indeed include among their obligations the obligation to perform
jointly to their fullest potential.

One must stress again that the obligations of social agencies
and of social work are impelled by their common social welfare purpose
to serve people in need and to serve society through the delinecation
and implementation of social welfare policy. The extent to which
they hé 2 failed need not be attributed to the separate failure
of the social agency or of the prufessional social worker. One
cannot lightly blame the other when failure may be a function of
thier having lost sicht of vhat is jointly available for an enriched
fulfillrent of society's mandate to both.

This necessity for bureauciccies and professions to meet ob-
ligations draws attention to another common characteristic of social
agencies and of social vork, objectiveness. Positions in the
bureaucratic hierarchy are not to be appropriated ror indivadual
purposes but, rather, are formaily established to sccu'e the purely
objective and independent character of the concuct of tlL: office(s)
so that (they are) oriented only t the relevant norms."28 oOb-
jectivity in relation to personnel and to task assignment is vitai
to the efficient and effective operation of bureauvcracies, since it
helps make the administrative organization "superior...in precision,
in stebility, in the str;ngency of .ts discipline, and in its

reliability."29 Ohjectivity, as a characteristic of professions, is

geared to persons served and the act of serving also requires relevant

norms.

(Professional) norms dictate not only that the
practitioner render technically corpetent, high
quality service; but that he be impersonal, |

objective (the professional avoids emotioral

. 109
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involverent), impartial (he does not dis-
criminate, he agives cauzl service regardless
of personal sentircnt), and be rotivated by
a service ideal (devotion to the client's
intcrests morc “han profit should be guide
decisions when the two are in conflict.)30
The objectivity of a social agency-bureaucracy and of the social
work profession need not Jenote lack of concexn {or clientele.
Quite the contrary, objectivity as interpreted above by Veber and
Wilensky and Lebeaux offer &n unusual opportunity for equitable social
service delivery and, beyond that, for the observation of what
current service tells us about the need for change and for dis-
tributive justice. The possibilities for joint bureaucratic-
professional effort on behalf of people hardly need rehcarsing.3]
The achieverent of potential, however, leads the social acency-
bureaucracy to a unique personnel situation. Whereas the hier-
archical s:ructuring of positions in the rodel bureaucracy assunes
that competence and decisien-making authority rise vertically and
comes to final rest in the person of the adrministrator, such structuring
in the social agency places the direct service worker and direct
service decision-making authority at the lowvest adminicstrative
rungs. No matter what skill is involved in running the agency, the
basic technology of offcring service and, therefore, the quality of
the agency rests with the social service worker. Thus, the tra-
ditional pyramidal diagram of bureaucratic structure has limited
reality for the output of 2 social agency dependent upon professionals
for service delivery.
The promotion by Schools of Socinl Work of professicnal ed-

ucation for social administration, vhatever the validity, does not

resolve the dilemma, since having adrinistrative positions filled by

Q .
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‘ social workers does not guarantee a colleagual rnodel of agency op-
eration. History has given the lie to this. chertheleés, where the
desire to do so exists, having administrative, line positions
filled by professionals can give hope to the matching of organization
and professional goals. A truly co-operative woiking relationchip
can "mean that professional activity is recognized as the major
goal activity, and that the nceds of professionals will be more
likely to receive understanding attantion."32 a requirement here is
that professionals holding administrative positions value themselves
as social work professionals,

A guarantee thot professional activity wili continue central
to the social agency's operation can emerge from admission that cach
necds the other for survival as viable contributors to social
velfare. The social welfare purpose of social agencies cannot be
accomplished, nor the loyalities of employees by retained, by
hiring professionally educatecd workers who are trecated and rewarded
as bureaucratic low-men-on-the-totem-pole. Such treatment sirply
aggravates the "cosmopelitan" attitudes of professionals and en-
courages their search for more profecssionally fulfilling positions.

A commitment to professional skills will be
associated with low organizational loyalty

only if professional opportunities are more

limited in the organization under consideration...33

In other words, the social agency must take heed of the meaning of
professionalicm, of what it reans to he a profescsional. 7Tt nmust

provide an atmosphere for professional practice and opportunities

L 10&
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for professional development, as well as rewards comrensurate with
professional stature, if it wishes to recruit and retain professionals
for the practice of social work.

Assuming that social workers will continue, in the main, to
practice in social agencies, both because of the availability of job
opportunities and because of the opportunitics for fulfilling pro-
fessional commitments, professionals must explore Gillingly and
honestly their use of the social agency for social good and theoir
own part in any failure of social agecncies to operate for social

welfare.

A satisfactory integration...is one in which

the social worker.,.is able to hold in-
compatible elerents...in recalistic pevswnective
and even copitalize on...inherent ceonflict in
orZer to prormote chance. He cdoes nol rmake the
assumption that liirited secrvice...neens no
service at all, nor cdeces he confuse his own
feelincs cof inacdeaquecv as a helwpiny person with
the restrictions the bugcaucracy places on him. 34

Even more interesting for conside.ation by social workers is the
possibility that successful practice in social ay:ncies can further
the erergence of social work as a full-fledged profession and as

a guarantor of the well-being of society.

The pcople in organizations will bhe... the
innovators, the people vho push back the
frontiers of thcoretical and practical
knowledge related to their profession, who
will invent new vavs of brincing professicnal
services to evcryone, not rerely to the
solvent or sophisticatcd few. Indcod,..

it (is) likely that the professional
conscicnce, the suporego, of many
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professionals will be lcdced in that segment
of professionals vho work in complicated
settings, for they must, in order to survive,
be sensitive to morc problems and to a greater
variety of points of view.
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MANAGIMENT SBMTMAR 1/10/75

EXPYRIENCING SOCIAL WORK ADMINISTRATION IN TME SEVENTIES

Irene F. Pernsley

I am glad for the opportunity to perticipate in this seminar
wvith friends, colleagues, and as yet unindicted co-conspirscors in &
plot to improve management in human servies. I am also, of course,
very pleased to be asked to talk to this distinguished and select

group of participants.

For many years I have spoken out about the need for more
and better training for the management of human services; how unprepared
we are to deal with massive delivery systems, how ill-equipped to assume
responsibilities at higher levels of administration, etz. The moral to
all this, I suppose, is that apeaker of brave words must be prepared
for bold action. It is because I have struggled personally with this
problem of management in the delivery of human services, and want to
share some of my observations and experiences with yo: that I come to
speak to you today.

As a frame of reference for my couments, I'd like to tell
you & little about our responsibility and what it is that we are trying
to administer. Our task here in this region is to manage the Department
of Public Welfare's operations in the Southeastern part of the state.

Our physical area is deceptively small vhen we consider that our counties

(Bucks, Cheater, Delawvare, Montgomery, and Philadelphia) are only five
out of the Commonwealth's 67 counties. However, our four million residents
in this region constitute one-third of the state's population.

We are more highly urbanized here, of course, because of Fhila-
delphia's being lccated in this region. We disperse 52% of the state's
public assistance benofits. Forty-four percent of the state's medical
assistance payments are made in this region. Thirty-five percent of the
people wi:> use food stamps live here. One-third of the state's citizens
over 65 years of age live here. There is more minority representation
hore than elsevhere in Pennsylvania. We employ nearly 12,000 people in our
operations here, most of them in our seven institutions for the mentally
i11 and mentslly retarded. One-fourth of the state's institutionalimed
population is in this region.

We supervise, license and inspect human service facilities
and programs. As an example, & Regional Commissioner of Muontal Health
supervises the superintendents of the mental health institutions, and
specialized steff monitor specific components of the operation such as
prgran and administration. We ovn and operate some agencies and
institutions, we regulste and fund others. 8o, in the fiscal year
73-T4, our operating budget for these five counties in the Southeastern
Region vas $645,000,000. This includes cash grants, medical asoistance,
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food stemps, and grants for programs involving mental retardation,
mental health, aging, child welfare, day care, foster care, grants to
communities, pwrchase of servioce contracts for a whole range of servioces
from homemakers to Nursing Home Relooation Teams. $645,000,000 = not
very far behind the Fhiladelphia Electric Budget which was ‘766,000,000
for the sams period and the same geographic area. So, like it or not,
we are big business. Human gervioes is big business, and needs to be
addressed as such,

Dr. Lewis, in his paper, points out some very essential
differences between our services and clientele, and those of business.
We cennot, because of these differences, adopt wholesales the tools of
their trade. But the rapid and acoelerating pace of soalal change, the
increased complexity of the human problem, etc., really do dictate the
need for oconstant updating nf the tools of our own trade. We can learn
as ve have in the past, from other prcfessions and disciplines - and

nt is one of them., But, I ask myself a question = are we ready
for this? I understand today that you are -~ I am very glad to lkmow that.
Because yg are, that doesn't mean that everybody is, and it doesn't mean
that we won't have second thoughts.

We have been enriched by content from and association with
other fields including psychology, psychiatr;, sociology, medicine, law.
There appears to have been a reluctance on both sides for social work
and management to join foroes as a structured part of an educsiioual
process. Has management science ' --presented a threat to us? I think
that perbaps it has, and still duss - particularly in today's alimr.ce
of suspicion about organizations and government(with good resson) ani
in today's clamor for acoountability for expenditure of taxpayers'
money, and of voiuntary dollars as well.

The demand 1s for people at the top whose knowledge and skills
seem relevant to the above ooncerns of society, and whose knowledge and
sidlls can be clearly identified and oommunicated. Trends in our Depart-
ment suggest a reaching out for skills that bring a different dimension
to the management of our mammoth task. You may know that our new
Secretary of Welfare is an industrial engineer and oomes to us with
copsiderable management experience. My Basic Family Maintenance offioe
which manages the public assistance program is staffed with industrial
engineers and systems analysts as well as with professional soolal
worksrs. The use of management personnel in that program is unusual
in our system, hut has been the key in getting tne job done.

I'm certain that you have already dealt with the question of
whether cortain management concepts and techniques run ocontrary to the
valus which we in social work place upon humanness, individuality, choloce,
otce., and vhether we fear that a partnership with management will result
in the sacrifice of such values to "efficiency" and words like that.
These were very real issues for me in coming to terms with the separation
of eligibility and servioe, for example. I know that help beyond
financial oan be given to a publioc assistance applicant or a recipient
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through the use of the progrum requirement. I've seern it happen, I've
been a part of that prooess; I know that the potential is there, and
that it's endless. But in view of the increasing volume of demand upon
us (in the Philadelphia County alone, we now average some 550 or mors
appliocations every vorking day), and the scarcity of resources, it is
totally unrealistic to try to approach the income maintenance task in
that way.

We have therefore isc: ated that function which most lends
itself to a systems approach and prooeeded accordingly. There is no
less emphasis on ths need for respect cf the client in obtaining and
giving information necessary to complete a transaction. I firmly
believe that a system which results in prompt, courteous meeting of
presenting need, in this case - financial, is a humane system and
that inoreased efficiency becomes an expression of humaneness. 1
would add that our Commissioner for Income Maintenance, with his
training in industrial engineering and business management, is az
concerned as I am that a family needing help today, gets help today.

We have also gone far in exploring mechanized means of grant computation,
processing of data for use as supervisory/management tools, etc., and
look forward with excitement to the early aoquisition of that capability
which we oonsider an absolute necessity.

Our efforts toward improved management of social services is
reflected in the Deslaware County Social Services model that was developed
some years ago with the technical assistance of the American Public
Welfare Association. Joe Murphy here (a seminar participant) had a
significant part in helping us develop that model. In essence, the
Social Services product is clearly defined with a great deal of
apecificity and quantified to the extent possible. Units are staffed
for various designated speclalties - services planning units, facilitative
servics units, a manage.ent information systems unit, a servioce mobilisza-
tion unit, etce There is also oomputerized tabulation of data on ocase
openings, on client characteristics, service requests, service products,
and delivery, unmet neods, and ssrvies asctivity time., Whbile this system
does not work perfectly, it is in place, and it represents some degree
of sucoess in the use of appropriate technclegy in the delivery of and
acoowntability for social services.

There are other areas of lknowledge and skiil to which manage-
ment oan provide input. Bscognizing th:t ‘he level of skill needed
relates to the lavsl of manrgement in which one 18 involved, I will
define our level a8 "rether top" -~ = little short ol top, but above
middle. From this level, my ke, etaff suggest several areas vhere we
oan benefit by content and sxpericnoe from the field of management.

Information Svatems

We need acceas to mors current information - more accourate
information -~ and some‘imes, more svecific information on which to base
decisions, set priorities, mako choices, project the consequences of
those choloes; information with whickL to plan more effectively, to
predict, and to hopefully have some part in influencing changes rather




than responding to changes that have already occurred. And as I have
earlier indicated, our need in this region is clearly for a computerized
information system.

Manpower

- Screening of manpower; the matching of ability and potential
with the task requirement. And while wc do have expertise here, costly
mistakes are made in the selection and promotion of personnel. We did
at one point, attempt an executive inventory which seemed to hold promise
for selection of executive personnel irom within our own resources.

There is some potential help for us in an expanded use of such a tool.

- The organization of manpower into patterns and relationships
which best facilitate the achievement of our mission, then the training
of that manpower, particularly training for menagement

- Labor relations, about vhich I can hardly say enough. Some
years ago when labor was coming into its own in public service here, we
had some very difficult experiences as we engaged with staff who were
aspiring to organize, to become leaders, to maximize the potential of
the moment. Some factors were on our side - lots of stamina - ability
to analyze the dynamics of the rituation, the issues and alternatives.,
What was really needed was training - preparation to deal with this new
and different ball game. I believe that agencies and schools have a
responsibility to anticipate these kinds of need as they come up on
the horizon, and to respond with appropriate training to enable admini-
strators to carry their responsibility. AFWA did anticipate this need,
and incorporated labor relations into regional conferences. I remember
very well being brash enough to lead such a panel in preparation for
which I read some books and the State legislation. How little did I know!

You may have heard on KYW of a sialewide meeting todav through
which we hope a walk-out of institutional =mployees can be averted. This
illustrates one of those impnrtant differences between ourselves and
business. When labor walks out - in let's say the auto industry, cars
aren't made for awhile, money isn't made, money may even be lost. If
labor walks out of our institutions, we may lose lives. There are some
very fragile people in our institui*ons - with very tenuous holds on
life. And, that's why we really ne~d %o know what we are doing in
this business! There is no place for amateurism - too much is at stake.

Public Relations

Just as inductry, unions, universities, churches, make use
of planned public relations e“’orts to gain cupport through public
understanding, so should those of us whe administer human services
programs take this function serfously. We should certainly be aware
of the importance of public relations as a valuable tooi, and develop
some ability to ascertain and evaluate public opinion, attitudes; to
develop policles and programs in response to those identified needs,
and of course to implement actinn which will earn public understanding,
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acosptance and support. And, while I do know that a good product -

a job well done - is the best P.R. agent one can hav-, that product
t00 needs to be communiocated and interpreted with skili. For example,
our recent war on ineligibility in this state could have been and many
timea was, interpreted as anti~ths-poor, as a move to "throw the bums
off welfare”. Or it could have been interpreted as the responsible
effort which it was to avoid the loss of millions of dollars in federal
sanotions, to insure that persons who are eligible do really recsive
what is due them, and from the savings make additional benefits avalle
able, which we wers able to do.

We are, as you well know, in an environmenti where ocompetition
for funds is very great - where other causes are more popular than ours,
Kffective public educution - public relations can he one of our most
important resources in this strugzle.

I won't expand on other aresas, but the staff suggested several
more wi** which I concur, including budgzeting, ocost analysis, decision-
making _.ad probleme-solving theory. I do not mean to suggest that an
administrator must be an expert in all those areas. Howaver, we at
least need to be aware and conversant to the exten: that we can recognise
the need for special assistance and can properly utilize staff or
consultants in these areas of specialty. Many of the same forces are
at work in human services delivery az in other enterprises - rising
costs and inflation, consumer demands for greater quality, public
demands for greater accountability, internal demands for greater benefits
and participation, etc. I cannot suppot too much the necessity for
sound, full preparation which con enable one to move into such challenges
wvith more than beginning compaetence and perform weil, granting that
growth should occur with experience.

I cannot conclude withou* emprasiz.ng the valus of wvhat we
do know. I have no question about *+hat, ai.. could provide many illustra-
tions. I'm sure you could, toc. DBut to neet the demands of managing
the big business which Humin Savi2es has beocore, we do, in faot, need
more. And I wisn to convey a s=ense of urgengy too about this need to
achieve a proper blend of knowledga and skill if we arc to produoce
managers who can help us fullill our responsibilitios to owr citisens
and to our profession.

In closing; I willl read from an article which appeared in
our losal Today's Poat on Decembes 13the The headlins: Executives
Deal with the Seventios' Cralienge. It poes on to say that seldom
has the executive .ulte been subjected to such pressurs as it is now
enduring. And whether 1% can sclve thesa problems at 411 is debatable.
A Dr. Jennings who is a management profsascr et Michigan State University
is very ooncsrned that many of the men who head the nation's largest
companies are 1ll-equipped to deal with the milti-faceted challenges
before them. Products of the 1960's when the foocus of their efforts
was mainly on profits, these men are teing challonged now by capital
shortages, oonsumerism, ccological concerns, nationalism, controls,
safety, equality, etc., (and that lets us know that we don't have any
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monopoly on the problemsof management), It is further stated that on
top of all this, executives are nov faced with demands to

WJ This leads me to oonclude that in meeting the
:’u}.lmp of the seventies, social work and management would do well
earn from cagh olher.
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I. Introduction

This survey of continuing education programs in social
welfare administration and management has been conducted as one
part of the National Project on Education for nanagement of
Social Services of the School of Social Work of the University
of Pennsylvania.* One key objective of this project is the
development of curriculum material for continuing education
programs in management and administrztion of social services.

There are two assumptions upon which the projcct is
based. The first is that the knowledge and technology of
business managcment science can be utilized by administrators
of social services for more effective and efficient administra-
tion of their programs. The second is that programs of manage-
ment education should be developed by interprofessional colla-
boration between social work and business management education
to make the knowledge, drawn from business management, applicable

to social services administration and available to students in

administration.
II. Purgose

This survey had a three-fold purpose. The first was
to learn to what extent continuing education programs are

presently teaching managerial, administrative content in an

interdisciplinary or interprofessional manner.**

* The National Education for Management Project was funded by the
Social Rehabilitation Service of the Department of Health, Educa-
tion and Welfare, July 1, 1974-June 30, 1975 (Project #47-r90040/3-0]

** For the purpose of this survey, we are defining interdisciplinni
teaching as that approach which utilizes a member of a discipline
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The second was to find out whether or not the
management content, which has been identified by this project
as being most relevant to the educational needs of social work
administrators, is currently b~ing taught in programs of con-
tinuing eduvcation being offered to social work administrators.
The third purposc was to identify any significant gaps in the
content of continuing education offerings and proyrams.

III. Decian of the Ouoastionneire

The questicuraire wos decicned to be cuwmpletcd by
directors of continuing education programs in schuols of
socinl work. The questions wore rclated to the knowledge
from manzyemant science which has been identificd by the
faculty membersfrom the School of Social VWork and the Wharton
School as the most essential to be included in &n educational
curriculum for the adiministration of social services. Prior
to being administered, the quecstionnaire was pretested by
doctoral students at the School of Social Work of the University
of Pennsylvania, and was designed to take about a quarter of

an hour to complete.

(e.g., cconomics, history, sociology, nsychology, political
science, anthropology, management scicnce, and others) to te:ch
Knowledge from that discipline relating the content to the
educational aims and nceds of a profession., Interprofession:l
teaching might involve lawyers, physicians, engincers, or public
administrators similarcly in picseniing knowlecage trom their
professiors which is deemz2d useful to other profeessions. Tt is
conceivable that both interdisciplinary and interprofessional
teaching can be done concurrently within an educational program
in social work.
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IV. Sample

The sample surveyed consisted of sixty-three graduate
schools of social work which were identified from thc Council
on Social Work Education's current listing of schools conducting
continuing education programs. Of the sixty-three questionnaires

mailed, slightly more than one half (52%) were returned.

V. Data analysis

Seventy-seven percent of the schools to which the K\
questionnaire wvas directed are currently conducting programs
in social welfare administration, and fifteen percent are in
the process of planning such programs. More than half (58%)
of the programg are now taught in an interdisciplinary manner,
There are eight schools planning to carry out such programs.
Forty-two percent of the programs now in operation are being
taught interprofessionally.

Table A 'represents the percentage of continuing education
programs currently teaching specified management curriculum
content. These percentages are important as one way of deter-
mining the l2vel of current interest in the management curriculum
content specified by the Wharton School and the School of
Social Work. A high percentage might indicate a high level of
need for a specific management content area.

Three contént areas are of particular interest in that
97% of the respondents identified them as presently being taught.

They are: (1) evaluation of agency program and performance;
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(2) accountability; and (3) leadership influence.

The following arecs are currently being taught in 90¢
or more of the programs: control of agency pcrformance;
intergroup behavior; and leadership styles.

With the exception of the "Decision Tree Method," a
technique used in cost benefit analysis, all of the contcnt
listed is presently being tauvght by at least 73% of the res-
pondents (for exact percentages see Table A).

The following chart shoi's which of five content arces,
included in the Univercity of Peunsylvania curricular material,
are most frequently not included in the covrses offered by the

schools that participated in thic survey:

Content arcas incluced in Nuw:ber of schools in surver noi ir:
University of Pa. raterial cludinag this content in ticir co. o8

1. Program planning and

budgcting just more than one half
2. The decision trce method less than one half
3. Measuring effectiveness

of clicnt outreach

progjrams less than one half
4. Innovation and infor-

mation rectriceval systems more thian one fourth
5. conflict responses less than one fourth

Organizational behavior was ranked first by the

respondents among the content which administrators need to lcarn.

Program Developmnent was ranked scccond as the most important,

and Long Rangc P’lanning, third. The category "other" followed

next in order of priority. Three respondents, rather than
selecting one of our categories, identified an "other" as their

first priority: the selections included fiscal resource




-6~

development and allocation and budgeting; ,manageme:t stvles

(i.e., managerial behavicr); and planning, organizing, actuvating

anad measuring obijectives.

Courses that were identified by the respondents as
currently being taught as specialized agpects of management
follow: social work management in health care settings;
personnel policies; including advocacy policies; social actiom,
and agency budgeting. In a workship entitled "How to Maximize
Utilization of Staff through Supervision,” staff motivation,
setting of goals, objcctives, priorities, training and evalua-
tion of =taff, and skills in orgénizational change were included.

Grant writing was identified by sevaral respondents
as presently being offercd in courses. Functional budgeting
for social service executives, multi-level objective setting
in social agencies,; accountability and information systems for
social agencies were also currently being taught as special
courses. "Administration of residential group homes for child
care" and "administration of aging" were tfpical of courses
offered to meet the educational needs of managerial personnel
in specialized fields.

Comments rade by two or more recpondents concerning

any aspect of ranagecront content not covered in the questionnaire,

but of interest to sore nf the respondents follow. The areas
of wock planning implrmentation ard revicw were said to be most
useful, including task analysis, performance review and manpower

planning. "Material covering management in public service
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institutions was not covered well in the sclection” was the
comuant of one respendent. TCour respondents identified tcaching
methodology as "equally imwortant as content." Skill ind knou-
ledge in generating funding and zllocations of funds in relation
to progrum develom:icnt aénd service delivery, a basic task in
executive management, was also highlighted.

VI. Swvmaciy and copnlusioens

The respone»s to this survey are limited to 34 out of
63 graduate schocls of social worl witl continuing cducation
procrams. The information obtain:d from the 34 schools may
bz bics~a by half of the sauwple failing to respond, and should
be uzed wvith ceution for this recson. The sc'ools that did
respena renct L a significant involverent with teaching manage-
ment knowledgoe and skills in interdigsciplinary programs,

The threa major cateqories dzsignatced by the Wharton
School ond ‘hns Schnol of Szcial Work--program development,
organizatioril behavior, and long range planning--were confirmed
as the three most impor.ant content areas t<¢ include in a
curriculum for managers of social services.

The majer gaps indicated by the respondents are in
the arcas of effectiveners, client ovtreach programs, inform.. on
retricval systems, and organizational innovation. Fiescal mar .co-
ment content was specified as particularly nceded in a manaqenont
curriculum, by a significant nuaber of respondernts.

With the advent of the new Social Services Act (Titie XX),

O
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the importance of including these management content areas in
a curriculum for managers of social services may become even

more apparent.
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o APPENDIX A

SURVEY OF CONTINUING EDUCATION PROGRAMS
IN SOCIAL WELFARE ADMINISTRATION AND MANAGEMENT

QUESTIOMMATRE
DIRECTIONS: Placo a chock noxt to tho corroct ansvor,

1, Aro you currcntly cond}xcting or do you plan to conduet within tho noxt
yoar programs in social wolfar~ administration and ranagenont?

YES NO

If yos, aro your programs taught 4in an intordisciplirary or intc
fossional mannorst

YES NO

3. If yos, plcasc indicate which:
INTERDISCY ".IPARY. — INTZRPROFESSTIONAL, o7}

II. Do you includo tho following conteint arows in your Frogre—?

1. PROGRAM DIVILCRHT, L.0.

A+ Procram plarning and budrmoting:

B, Conaurold ¢ eqongy DXL LOPMANTOS

C. Fralusvion of agonsy poogres ond porformancos
De Acsountabiliiy:

ODSANTZATIONAL FUAVIOR: 1.0,

A. Intorgroup bohavior
a. loadorship influonczo

B, Cost Borofit Wvaluation
a. Cost Assossmont
b. Docision Ti-oo mothced
¢, Critical Path Chart Plans
d. Port Charts

Examination Procodure
a. Organization structuro
b, Conflict rosponso

Managomont Rusponsibility

a. Achlovomont rotivation

b. Loadorship style

e, Communieation tcchnmiquos, all writton,
tapos, earousols

LONG RANGE PLAMIING, .0

A, Envirornmontal concorn
B. Mission gcals
C. Effoctivonoss of cliont outroach prograns
D. Inncvation
Implomontation of arcncy mission
F. Information rotrioval systom
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’ - III, Many adrinistrators aro of tho opinion that lcarning somothing abcut
managorial programs is nocossary, Ploaso rank tho following contonf, ercas
ordor of tho priority you place on tho contont administrators nocd to lcarn

. Flaco a (1) in tho box ncxt to your first choico, (2) for your socond choic
(3) for your third choico, and (4) for othor,

Ao Program Dcvolopmont

B. Organizational Bohavior

C. Long Rango Planning

D, ee—— Othor

E. If othor, plcaso indicato

-

IV, 1If you aro currontly toaching a courso comparablo to managomont, ploaso
idontify. (3.0., program contont-~Administration of Programs for tlo /ging

V. Any comnonts you may havo eoncorning any aspoct of managomont contont not
coverod in tho quostionnairo,
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APPENDIX D.

TABLE A.

PERCENTAGE OF CONTINUING EDUCATION PROGRAMS
CURRENTLY TEACHING SPECTFIED MANAGEMENT

CURRICULUM CONTENT

[ T e T T T

N=T4 | mawncrivay crnelon m codvicy o fos L 6o
£7.9 9.1
90.9 6.7

eC.?7 0.

96.7 0.

ORGL L ZRY LCRAL i HAY 0Ty 31 .c.

Intergron: P beviar 9¢.9 6.7

a. leadersndlp o saalucuc. 2.1 0.
Coct Tione £yt Yralv rron 2.7 24.2

a. Coov o oce nt bY. 27.
bhe I L0 Sree Pewand 51.5 45.9
c. Cricical Puti, Chart 2io, 2.4 24.2
d. et (harls 72.7 24.2
Exaranotion Pros dure 8v.8 12,1
a. Organl .tiga *truaoture 63.6 9.1
b, Conflict rc~, nacte .7 24.2
Maaagonont Pear weaer 1ty R7.9 9.1
d.  ACIICVG . 1Lt oativation 78, ¢ 15.2
b. lLiadorshng tyle 81.8 6.1

c. Comuwunic.ticn technique , all
wistten, tah ., carouscls 84.9 2.1
LOAG PG TLANING. §.c.

Fovirner atal Goncexn 72.8 24.2
poaen gl 78.8 . 19.2
Vit tane of &1 !v__'x'_( e ach Px(_-l[r Kl T 42.4
YT 6. 2114
!_':"‘f.’ ot ea 0! _/\ e R e 1.9 12.7
S R TNV O U SN ORI UL R SN I LA,
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This is a report on thirty-eight short-term projects
funded for the fiscal year July, 1574 through June, 1975, by
the Social Rehabilitation Services, Department of Health,
Education and Welfare, under Title IV, Section 426 of the
Amendments to the Social Security Act. The Common goal shared
by the projects was that of enhancing administrative and manage-

ment capacities in the social services.

PurEose

This survey was completed by the writer in her capacity
as a Staff Assistant for the MNational Project on Education for
Management of Social Services, The purpose of undertaking the
survey was to learn more about the current state of the art
throughout colleges and universities throughout the country in
providing short term educational offerings to e¢nhance administration

and management of sccial services.

Methodoloay

The proposals from thirty-eight projects funded by the
Department of Health Education and Welfare Qere reviewed in an
attempt to identify the commonalities in their approacnes to
assessing and weéting top and middle management needs for
training.

In addition, selected representatives from the faculty

among them, conducting interdisciplinary projects, were inter-
viewed using the same schedule of questions with a few additions.
The supplementary questions were directed to learning of possibie

changes in the progrars (made later than the original proposals)
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and also to elicit general reactions and impressions from the
participating faculty about their conjoint efforts.

The thirty~-eight projects were spread throughout the
country in a variety of institutions of higher education. The
thirty-eight proposals in nearly every region of the country
were diverse. Their objectives and content differed. Some
projects were quite complex with several discrete, component
parts. Often therz was a mix of training for direct service
and training for middle and top management. For the purpose of
this review which is focused on management content the direct
service segrent has been omitted from the analysis.

Only one of the projects reviewed offered a degree program
in administration in social service. This project entitled

Urban Leadership !anagement and Administration was designed to

offer a program leading to a two-year MSV’ degree to minority
group students. The current students were Blacks and Puerto
Ricans. The remainder of the 38 projects were short-term
training projects.

In 1974, faculty from the School of Social Work and the
Wharton School at the University of Pennsylvania jointly identified
a core curriculum in management and administration. The following
seven content areas were selected as substantive ones. They )
can and have been elaborated on at some length, however, here
they are given in sketch: 1) Organizational Behavior, 2}

Program Planning, Cevelopment and Implementaticn, 3) Leadership

and Personnel Management, 4) Financial Planning and Account-
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ability, S5) Communication and Information Systems, 6) Program
Evaluation, 7) The External Environrment of the Organi;ation.
The short term training programs vere revicwed to find out
whether or not the content selected for them was similar to or
different frcm the content selected as the nost important to
enhance manacerent and supervisory skills by the faculty at the
University of Pennsylvania.
All the educational programs studied could be divided
into four categories in relation to their educational content

and their selecction of instructional faculty:

-

Cateqorz_ Educational Content Number of Procrams
and Use of Taculty

I Broad managerent and 19
administrative content
with an interdisciplinary
or interprofessional*
faculty group teaching.

II ’ Broad management and 10
adninistrative ccntent,
with social work and
Social Welfare faculty
teaching.

11X Corcentration on only 4
one special aspect of
managerent with faculty
with expertisec in that
. _ aspect teaching ad-
ministrative.

v No administrative 5
content.

Total 38

*In this report, interdisciplinary refaers to conjoint educaticnal
efforts arong academic disciplines such as sociology, psvcholooy,
anthropology and social vorl.. Interprofessional refers to
similar collaboration arong the faculty merbers from various
professions such as social work, law, medicine and managerent.
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One of the striking commonalities among many of the proposals
was the clear recognition that needs assessment must involve
the target group. As the writer of one project put it, "we
reject the idea that short term training can be a prerackaged
get of materials or lectures. This is impossible no matter
how skilled the trainer. It is desirable that each training
project create a process among the trainers, thé agency and the
personncl to be trained." Another writer stated that "en in-
service training program must be flexibly responsive to the
changing nceds of the practitioncrs." This meant that curriculum
design was conducted as an on-going process, responsive to the
needs of consurcrs of the training within the priorities defined
by the state and federal agcncies responsible for the funding.
These needs assessments soliciting and utilizing in-put from
the potential consumers of the training program were conducted
in a variety of ways. I will describe one mcdel briefly to give
an indication of the scope and complexity of this approach.
The project at San Jose State University employed a program
planning model developed by Andre DelBec and Andrew VanderVen.
This model requires specific phases, group techniques and group
roles in developing a program plan.

Phase One may be summarized as Needs Exploration. It

involved the managers and delivers of child welfare

services.

Phase Twec was entitled Knowledge Exploration: the in-

volvement of training resource individuals and organizations
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was enlisted here.

Phase Three relates to Prioritv Develonnent. This

involved the training resource people and project planning

staff. Phase Fouu. was Program Develonmont.  Again,

the project planring staff was involved.

To accomplish their task, the group at San Jose formed two
task forces to focus on nced assessment. Hembership was drawvn
from the staff of chi)d wel fare agencies. Task Iorce A focusecd
on the managepent of child welfare service delivery systemns.

Task Force B focused on the identification of training
needs in a program %Srvjce area, i.e., child abuse. 'The
Task TI'orce on managermcnt training nceds was designed to have
two sub-groups also. Sub-group A vias composed of administrators
and ranagers from local child welfare aanccies. They addresced
themselves to management training necds. Sub-Group B was
composed of 12 people from local child welfare acencies who
addressed therselves to priorities inprogram service training,
An additional step in these assessrents involved the use of
some recent reports from the Mental Health Conmission of the
Comprehensive Health Planning Association of the county.

The San Jose group then established two task forces made up
of training recources personnel. They were orgenized in order to
clarify nceds and develope training desions. They gathered
information by telephone survey and through correspondence.
These efforts elicited informnation about a number of issues

and probelms. They were grouped into € catagories:

135




-6~

1) organizational development 2) community development

3) training 4) social policy 5) board training 6) clicnt
systems 7) management theory and method 8) 1line supervision.
The result of this elaborate planning model was an impressive
proposal with genuine participation at manay levels. Other
Proposals were not as elaborate, yet represented broad based
planning. -

It has been observed that the startling growth of financing
for social welfare programs places these programs under increasing
pressures to be accountable for the public funds they rececive
and for what ig and is not accomplished with these funds. With
the core contcnt for administration in social scrvices developed
at the University of Pennsylvania in mind, the projects were
reviewed particularly for those key areas which relate most
directly to accountability. In the twenty-eight projects aimed
at training top and middle management (this includes those with
interdisciplinary and interprofessional faculty as well as
those conducted by faculty from a single discipline) the
following key areas were reviewed and identified: 1) Financial
Management 2) Accountability 3) Systems Analysis for Human
Services 4) Program Evaluation and Monitoring 5) Communication
(including consumer participation and public relations) with the
external envirorment 6) Specific techniques for planning and
control such as Manadement by Objectives 7) llanagement in-

formation systems, decision theory and operations research.

The following is a tally of the number of projects jncluding
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these key areas in their teaching. The writer recognizes that
there may be sonc inadvortant omissions. However, this bricf
tally gives some idea of the priorities selected as educational
content for nanagerial training by faculties responsible for

carrying out these projccts.

Table ). Subject Areas of Twenty-cight projects*offering

training in managerment to social service administrators in

1974-75.
Subject Aveas Number of Preiects
) Including There
Subject Mroec
Program Lvaluation and lonitoring 15
Financial Managenrent 14
Planning and Control Tecchniqucs, 9

(mainly managerment by objectives)

Managerment lnformation Systers, Decision 6
Theory, Opcrations Research

Accountability 6
Communication with External Environment 4
Systems Analysis for Human Services 3

*Financed by *428 funds from the U.S.A. Dcpartment of Health,
Education, and Velfare and conducted by universities.




There was a considerable degree of variation and creativity
among the project offerings. One project for example, proposcd
to usc lanagement by Objectives as the approach to teaching
communication skills, financial budgeting and personnel ad-
ministration. One project focused on organizational decveloprent
with a support system build in to the training design. Each
participant had a partner from his place of work at the training
program. This project also included sessions on community
devcloprient and cornsumer participation.

The projects offered under category 3 - those which vere
of an adnministrative thrust yet highly speeific, dealt with the
following tecpics: 1- Functicnal job analysis, 2~ Rationalization
of personncl and trainiag systesn, 3- Conflict resolutions and
the production of a vidio tape focusing on this management
concern, 4- Supervision by objectives with job performance
evaluation rclated to the contractual goals and objectives of
workers and supervicors.

Category 4 Mon-ranacerent Projects

In some cases it was difficult to draw a fine line discerning
those projects that for our purposes were not considered education
for managerent. - These generally were short-term training projects
for direct service workers to enhance their skills in serving
children and families. Exarples of this group arc as follous:

1) A child Welfare Training Project for abused and neglected
children - 2) A project on supervisior and consultation focu-«d

on both the supervisory and the tecaching responsibilities of




supervisors. Altbough in some of these projects, reference
is made to the adminictrative, managerial tasks inherent in the
supervisory and the workers role, fcr our purposes this did
not warrant classification as a management project.
One project in _kis catagory was totally diffcrent in that
it realted to the developrient of a training tool: namzly, a
monograph analyzing contract rural services.
i Goalg for chilcd welfare services idealistically stated,
| usually include stalements of the jntent to respond to the nceds
i of children vithout regard to race, color, religicn or ethnic
background. To do this roecuires sorz conscicus efferts on tue
| part of manwugerent teo engece in behaviors designed to counter-

act the background pchnoreunon of institutional racism. The

9]

|

\

|

’ omission of such concerns from the training of managecrs for the
|

social services constitutes a serious oversight. For cxample,

| within the realm of accountability, providing cgual ciployrant

opportunities represents an institutionalized manacerial effort

to reduce and end certain aspects of institutional racism
and sexisn. Training could provide the technical advice required
for implementating these objectives and also stimulate a
supportive setting in which the administrator could struggle
with his or her own position, while exposed to a theoretical

} knowledge base. Within the plarnning and decision-making role
of the administrator there are numerous occasions for action

either to counteract or to acquiecse to institutional racicem.

In only one proposal was a plan for training and content
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designed to counter thec effects of institutional racism on
child welfare services. In two proposals wherc the potential
clients for social services obviously were of non-White, non-
Eurcopean racial) and cultural background, considecration was
given to the ethnic and cultural variables that efifect the
delivery of child welfare scrvices. In the other similar
prljects this training content was completely omitted.
Undoubtahly racial and cthnic minorities corpose a portion
of the staff and of the clientele of nmany of the projects. By
the omission, a voluable opportunity for the trainers and teachers
of ranagers and administrators to address the issue of racism,
scems to be lost. There are many poscible ways that such matericl
could be intrcduced in the training program as a natural part.
For examplc, it could be done in material on the rolec of the
manager as leader or on the history and psychology of the
organization. The notions of hierarchy and the vorkcrs place
. could be relatedto the American heritage of slavery and the
caste system. Thislheritage has implications for the degrece to
which modern managers of social services are free and are pre-
pared to implement equal employment mandates within public and
private organizations. It also effects the extent to which
they are open tc developing social services which really meet the
needs of children of ethrnic and racial minorities as well as
the needs of main-stream whites.
Case studics constitute another possible area in which

material could be introduced to help participants deal with

their level of racism.
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Similarly scxism is a relevant topic for inclusion in the
consideration of the topic of leadership and personncl ranage-

ment within sociol scervice organizetions.

Surmiarv and Conclusione

Thirty-cight funded projects for teaching wanagement in
the social services throughout  the country have been
reviewed. The planning process, content rost often judged
relevant and omissicns were reviewed, Also the ways
thet continuing education programs are being offered

to administrators in child valfave. There seons to be a genuine

attcompl to cet in-put from the potential trainces zbout t eir

. training necds and the eppropriate priorities: Theilr course
content includes the traditional areas of edvcation about
administration such as orcanizationel theory, finances, lcadexship
and motivation as well as newer techniques of planning and
control such as Managerent by Objectives and Program Planning
Budget Systers. Additional new knowledge infused into these
training procrars includes Managcrment Information Systems,
Decision Theory and Opcrations Research. The writer's general
imprescion is that these programs are mainly focused on financial
managerent and the ronitoring and the evaluatiecn of progrars.
Rescarch other than that specifically related to program evaluaticn

was not included. There scemed a lack of inclination to deal

projacts, such 2s working for the elimination of racism within

with substantive, relevant valuec issues in these training
child weliare social services. +
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On the whole the writer sensed a commitment on the part
of those who developed these projects to gain the knowledge,
information, and technigues to prove that social workers can

manage programs so as to accorplish social goals.
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APPENDIX 2

. ADVISORY COMMITTEE to the
NATIONAL PROJECT on EDUCATION for
MANAGEMENT OF SOCIAL WELFARE
UNIVERSITY of PENNSYLVANIA
PHILADELPHIA, PENNSYLVANIA

1974-1975

ADVISORY COMMITTEE

Mr. Chauncey Alexander National Association
of Social Workers

Mr. Howard Brabson National Alliance of
Black Social Workers

Ms. Dorothy Daly Programs for Training and
Management
Catholic University of
America

Mr. Keith Daugherty Family Service Association

Mr. William McCurdy

Mr. Howard Epstein Southern Regional Education
Board

Ms. F. Pauline Godwin Community Services

Administration, Social and
Rehabilitation Services,
Department of Health,
Education and Welfare

Mr. Norman V. Lourie Penna. Department of
Public Welfare

Mr. Carl Scott Council on Social Work
Education

Ms. Clara Swan Child Welfare League of
America, Incorporated

Mr. Edward Weaver & American Public Welf re
Association

Mr. Robert Wylie Maine State Department of

Health and Welfare




APPENDIX B

FACULTY and STAFF MEMBERS of the
NATIONAL PROJECT on EDUCATION for
MANAGEMENT OF SOCIAL WELFARE
UNTVERSITY of PENNSYLVANIA
PHILADELPHIA, PENNSYLVANIA

'1974-1975

FACULTY
Dr. Richard Estes
Dr. Sue Henry
Dr. Herman Levin
Dr. Christopher Mader
Dr. George Farks
Professor Eleanor Ryder
Dr. Elisabeth Schaub
Dr. Max Silverstein
Dr. Francis Wolek
Dr. Ross Webber

Dr. William Zucker

STAFE
Mrs. Sandra Cohen, Masters Student

Mr. Harlan Gardiner, Masters Student
Mrs. Marlene Patterson Doctoral Student

Mr. Douglas Whyte, Doctoral Student

The
The
The
The
The
The
The
The
The

The

The

The
The
The

The

School of Social Work
School of Social Work
School of Social Work
Wharton School
Wharton School
School of Social Work
School of Social Work
School of Social Work
Wharton School
Wharton School

wWharton School

School of Social Work
Wharton School
School of Social Work

School of Social Work




APPENDIX C

‘ PARTICIPANTS at the
JANUARY, 1975 and JUNE, 1975 SESSIONS of the
SEMINARS on the

NATIONAL PROJECT on EDUCATION for
MANAGEMENT of SOCIAL WELFARE at the

UNIVERSITY of.PENNSYLVANIA

in
PHILADELPHIA, PENNSYLVANIA

PARTICIPANTS

Mr. Chauncey Alexander National Association of
Social Workers

Mr. Robert Baitty Community Services Adminis-
tration, Social and Rehab-
ilitation Services, Depart-
ment of Health, Education
and Welfare

Ms. Mary Bogner Boston University

Mr. Howard Brabson National Alliance of Black
Social Workers

Mrs. Frances Feldman Reyional Research Institute
in Social VWelfare, University
of Southern California

Dr. David S. Franklin University of Southern Calif.

Dr. Ralph Garber Rutgers University

Dr. Gunther Geiss Adelphi University

Ms. F. Pauline Godwin Community Services Adminis-
tration, Social and Rehab-
i{litation Services, Dept.
of Health, Education and
Welfare

Dr. Stanley Good University of Iowa

Dr. Jerry Griffin Univeristy of Alabama

Dr. Howard Harlow Indiana University of
South Bend




Dr.
Dr.

Dr.

Mr.

Mr.

Dr.
Dr,

Dr.

Mr.

Dr.

Ms.

Dr.
Mr.

Mr.

Dr.

Michael J. Kelly
Edwin C. Leonard

Harold Lewis

William McCurdy

Joseph Murphy
Charles T. O'Reilly

George Plutchok
Ted Raley

Charles Sanders

Carl Scott

Barbara K. Shore

Clara Swan

Harry J. Waters
Edward Weaver

Robert Wylie

John Yankey

PARTICIPANTS
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University of Texas at Austin
Indiana University

Hunter College of the City of
New York

Family Service Association
of America

Atlanta University

State University of New York
at Albany

University of Pittsburgh
University of Oklahoma

St. Lukes Hospital Center
Atlanta, Ga.

Council on Social Work
Education

Univé&sity of Pittsburgh

Child Welfare League of
America, Incorporated

University of Maine
American Public Welfare Assoc.

Maine State Department of
Health and Welfare

University of Maine




