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sBstBilcÍ

The stuily of hunan service organizations has receiyeil .:.,:,; 
::

liÈÈle attention in the fielit of organizational ,aaaLysis. :'::':::

this paper outli¡es sone of the naaageneat probleos facecl by

voluntary board.s in nanaging a professS.oaal service. It . :

. i .:,.

attenpts to proviit,e a concêptaal uotlel tbrough *hich the t:,,:,,,1':,.',

operaÈion of hunan services uay be analyzecl, ,: : ::::
_..:,,:: :: -_

rt is hoped that the study of hunan services cilr evolve

ryi,th tineras solutioss Èo the nanageoent probleûs are sorely
reguireil"

:.:.i ^:; .
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thapter I
TNTBOÐUCTTON

Hunan ser?i-cês 8ar be itifferentiateil from other bureau-

cracies by t,no f undamental cbaracteristicsl

1, The 5-nput of ran naterial aré hunan beings rith
specific at,t,ributes, anö their proiluctfou output

are persons tbat are processed or change{l in a

preileterninetl r¡a$n€r.

2" The geaeral maaitate is that of gi.ving a rservicer

whåch usually neaas the nai¡tenance or inprovement

of the general rye1l-beiag and f uactioning o'f pêo-

ptre.

Âccorrling to flaseaf,eJ-il aatt English {1974} buman services
haye three najor functons at a societaL level¡

' r : - ., r . : - : 
. - 

- : : 
. 
i

,,¡,,r¡i.,.ì'1,;.',

1, , SonÐ services assune uajor responsibÈlities in the ,,.t,,,,,,.

' socialization of nenbers into f uture roles they ';'"";';

ûay occupy {schoolsrsoci.al aael cecreaLåonal c€n-

tresryouth serving ageaciesl .
.: -:: -::r'.r:',.

..'¡ a...,,1.,,-,

2. Sone servíces nay serve as naj,cr social co¡trotr

agents by ídeat,ifying inclivictuals rho fail to coa-

form to roJe prescriptj_ons anð temporarLly remov-

1-



:::::l::ii:;:;::;ì

íng them fron these posi-tions, These services tbus

enable the continuous :functi.oninE of t,he various

social inst,itutioas uithout ilisruption (law

enforce¡nentrbospitalsrcorrectional aad social ser-
vi.cesf .

Some serrices assuÐe a socia3' integration function
by proviiting the means and ressürces for Èhe inili-
virlual to becone integrat,eü in the various social
uniÈs rith nhåch he affiliates(such mecbanisns as

resocial-izaÈion therapyrmater'ial assistancerantl

coutrsell'ing).:

At a.û iniliviilual level servÉce s provicle crítical
resources aot avai-rable,elsexhelê. ThÈir effecti.veness in
cloing so Ieadsraccorcling to gtzi-oni,{1968} to a reüuct.ion ef
social, allenation ancl an improyenent in social f,unctåonåug.,

1o tlate"hunan services bave had l.ittle,attention paitt to
them in t.he fíeIü of organizati.cnaL anarysis.shey haye been

crassif ieit aloag key ili'mens1ons atil sone authors have

attenpt.ecl t.o ideltify key åssues in their f unctioaing anit in
their survi.yaL. These aüthors ôeve lop tuo typologies:

í! ilonain anil unction anit iilrerati.ons betseen the o:iganå-za-

tions ancl their clients" the llurpsse of these typologies is
pr inari ly descriptire.

3.
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1, 1 Bg,ggLgclgg g,E gggås SSBSISEË,

â basic tliluension . is täe nature of the clients serveil" At

oîe eucl people are perceiverl to be aileguateS-¡r fu¡ctioniug,
Àt t,he othe¡ the agency nüst aueri.orate or renerly t,he ill or
ileriant state of peopre ¡rerceiueil to be nalfunctioni$g" À

seconil dimension relates Èo the services offered, The ser-
uices nay be either people chauging or people processLag"

Such cross classificatioa llelils table 1

TIBLS 1

Cross Classi.fication of Functi-on aad Client Type

PREÐOSII{åN! TTNCTTON

PRûCESSISG CflÀ,Ngr¡¡o
I

I
Public school I

I
$eigbt flatchersl

Norna 1
I
I
I
I
I
I

ûni-rersity

Empiloyuent

office

office

t
Y
P
â
o
f

c
I
i
a

D
+

ftl
ttl|.-- ---_ --+----*--:----fJuuenile court I Prison I

I
I
I

Ualfunctioning Ðiagnostic cliaic |'Hospital I
I
I

flhea etrients are oormal functåoning"the ocganS.zation nust

rtetermiae cbat Èhe outcoraes of it rs services shouril

be"Clients are nûre likely to act as a consuuer chose ryishes



4

anil ilesires nust be'taken into accourlt by the organization.

flhen orgaa5.zaÈions Eove to service clieuts ilefíaect as mal-

funcioningrthey are pêrceived to be less capable of defini-ng

service objectåves that a¡e appropriate for theuselves,

There is an increasing agree$È!¡t that the ilesiretl out,cones

shouLô be the anelioration of an iIl or ileviant
staterbut, since tbe organization asnally has lini.teil
xesoutcesrthe issue of llho shouLil be servecl beco¡nes critical
since liniÈeil resoürces nust be matchecl to appropriate
degrees of, malfunctf-oning.These orgarlizations nust also cope

with t he consequeaces of the nalf unctiorring of their
clients {resistance to chaagerrejecton by othe¡ social
unitsrisolation fron societ,yrlor self inagerhostitr.ity et.c., ,

I

structurally, peopre processing orgaÐizatisns nust d,evelop

ef,fective links ¡rith exÈernal uai-ts. patterns ot service
tlelåvery ar.ê particularly influeaced by the external rela-
tions t,hey develop {Easenf,eld, 19721 .. r¡ coatrasÈ,the effec-
tiveness of people:changing organizatians is targely deter-
ni¡eil by the treataent or change technologies they deverop

anil operate,

1,2 gggegEE gE gt_E lgggIå

The thesls is i.nteaclect to ôevelop a conceptual noder of
huuan services, and to examine and explicate general prc-
cesses to be fsunil in any hunan service" I,fy point of, yiery is
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that of a nanager anat pilanaer inter€st€il iB t,he design and

operation of hunan services as systems that have equivocaL
goal-s, The ones that. r an specifically i¡rterested in ar€
snal-ler uni-ts that resocialize clients into the consunlÈy,

Íhey are usualry run þl a voluntary board and receive their
tesourcës frcn public or prilate fund.ers. They enploy staff
to change or inprove clients iu ccnûunity settings as

opposerl to insti.t,utional ones, ancl fall uniler point three of
Sasenferd ancl Eagrisbrs (1924) typorogy outl,iued io thÊ pre-
vious section,

Yhe literature about hu¡nan seryices spans nany fielös
lncLueling social rorh, sociologyrhea.Lthrpsychology, aad busi-
ness' rt tends to concentrate on larger hunan services suc,h

as hospítals and cocrecÈional. fac.ilit'ies{e.g. in conparat,ive
organi.zational analysi.sn j-nclustriaL psychology etc,), åny

research fi.nclings are i.ntegraÈerl back info the paraðigms or
noilels in use in the various fi.elfls carryi.ng out the
research,

Tbis paper adopts the vi.eï that a systens franexork is
the nost appropriate for any aaaJ-ysis of "buuan services, ?o

anilenstantt huqan sêrvicesras to anilerstanil any other sys-
ten"it is nêcessary to explore-the cont,ert of the systeur anrl

the maJor actors tbat. affect it, to this enct th+ paper

begius cit.h an overviec of the funöerrsince it provides nost
of the resourfes to any of these services. The coumunlty is



a' si,mple iaflueuce diagran is proviilecl at tàe esd of each
section to assert the reratioaships ilevelopett in the t.ext
anrl to highlight, sbat is nÍssing or uaspecifieil in a coûven-
Lent conceptual sbort.hand.

reviesed aext"because iÈ 5.s the context in
zati-onf s staff ,clients, anil facilities
?inally the role of the staff, c.l-ients,
explorecl in an organizatioaal context.

It is hopeit that an exani¡aÈion of ths
r11l provide a ilpscri.ptive noilel tt¡at can be

cnrrent systens theory" the coacepts of
citl be revi.ened aad, theår applicability to
asserteil anil i.ntegfateil rith the ideas of
sis..

6

which the organi-

are in tegr atetl .

anil technology are

abose. elenents

integrated into
rsystens theory !

hunan se¡yices

the above analy-

The struct,ure of hunarr services rirr be exani.aeû uslng
the concepts dever-oped by iliatzberg{1g?9). .üis noderrancr the
il+scriptive o¡e' outliReð above, r¡i.IL be usecl to descrâ,be chat
occureil i.n oûe organization usiag the rtecriptive ,casê
nethocl. rhis nethocl is tåoughÈ to be appropriat.e becanse of
our lack of knorledge 'in the area.Finallyrthe compoaeßÈs are
brought togetber using the evorutionaEy concepts of
fleick{1969},

The uain focus of the paper is
ceptual norlel in Èhe fielit of hunan

the clevelopneat of a con-

seryices. It shoulû be
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noteð that. t.he aut.hor spent consiilerabfe ti.ne:ia a conputer

and literature search for systen nodels of äunan servíces.
this search flas not fruit,ful"

chapters 1 through 7 develop a conceptual model by

exploriag the litèrature as outlinect aboyê, ,The synthesis of
the uoilel results in a systen influence iliagrarn as f,ounil in
figure 7 of chapter ? and a set of propositions about hunaa

service organizations,

chapters 9 through 12 inclurle a case stuily of oae agency,

These chapters incrud.e a hist.ory of the ctevelopnent of ser-
vi-ces Ëor the nentalLy retarderl i.n the province of ganitoba

and a reviery of the actÍvj-ties of one agency in the f,ielit.
The follorying chapters anaLyze the, case using the noilel aacl

the propositions ðeveroped. The last chapter consiûers t,he

inplications of ,the aodel for orqanizing human secyices anrl

attenpts to icientify patbologies ancl pitfalLs" .
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Chapter If
BEITå,VIOUR Og TfiE F{'NÐER

2.1 O9ERVTEII

üany ryriters have trieit tÐ explain the þehayiour of
goveranuent agencies and other publ5-c f unilers. . ilost, of these
theorists {e. g" Ðoflns, 1966 ; Hart1e, 1 g?3, I g?6; N iska-r
sen, 197 1; B.,reton , 1965; anil fii3-ctavsky, 196ty have ar guecl

tbat an exchange Èahes place. The agensy oË bureau offers a

pronisecl set of activities anrl the expecterl output of tbese

activiti-es for a buêget. The funùer on the other hanil

offers to rbuyf a level:of total outpuÈ for a burtgeÈ. fhe
agency i.s assuneô to knon the fuuders preferences fro¡r its
past behaviour but not to knory íts cost of proiluction cr
nhere t.he agency fiÈs into the f,uniterrs overall goals. ThÍ.s

,is true because the funder generarly acts on behalf o

someonê erse (e. g. t.he cabi.$et of goreEnnsntl ; it ûay coû-
cênÈrat.e on changes in programs and builgets asit not on

goal-s{cf.Ílildavskyr1964i tíoitboln, T96g) ; or j-t nay have

its proposals processeil by an officiar who looks aft.er hj.s

or her serf interest first {cf" Hart'le,1g?3, 1976; pres -
thusrl 964! . ,

ilost ageacies are rhorly depenilent on Ðne spoasor anrl

nosÈ sponsors are clependent on Gtre o¡ a linitert set of agên-

-'8 -



cies. This has been il.escriberl as a
9

biS.ateraL nonopol y

rel.ationship"càaracteriueð by threatsr defer-
ËIlce'bargaining'aucl appeals to connon objectives. . rndeecln
Hartre(1976, has identif,i.ed sevecal gare pLans that an
ag€ncy nay use,ln this llnited relati.onship: the political
game'the bureaucEat,ic gane, the special, interest çIcoup
gatreranctr the ueilia ftage. The differences betceen these st,ra:
tegi,es are pr€sumabLy relateil to the agenciesf analysis cf
nbat is regulrecl to get fuaüing. The pressures axe either
ainerl at. the staff of täe fund.er or at Èhe polåtical coau_-
'lions thaÈ oËten contror then{e.g. the politåcal party s_n

po¡rerl .i.

2,2 IgPLJgAgIqgE gog rHE AÊEEg-g

rt' shoulil þe notarr that the funder usüa1lï has 
, 
a vast

ar ar of pressures t,o contencl wi.th. These inciucle its rela_
t'ionsbj.ps uåth othêr agenciesn its rerationship ri.t,h its o¡ln
in terileparÈnenta I conai.ttees, cabånet, a nil i-ts oÐn interna I
relations.

?he agenc¡r thaÈ regnests support nust, thus have at least
a rud!-nentary unrlerst,andåog of these pressures anrl soEe

infornation regariliag their inpacÈ upoß itself . . ïnôeeilrsome
aüthÐrs argue that Êhe ageacy'shourd not base i.t,s orn pran-
aing on any funilersr extenrlefl plans siace ttrey are ttre
result' of all agency reguesÈs anil subJect Èo rapiil changes
iû political Fr€ssures. one rould thus expect that, fundiag

j;¡:":-.ì1:l:,;.::.:

i:":'?l'1.:'
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sucress $ouÏcl be relatect åa parÈ

sort o ut this info¡nati.on and.

I f uniling environmeat r.

10

to the ageocyrs abiliÈy to
its ability to scan its

Rece¡rt' attenpts by marrreting Brofessionals bave poån,ted
out the difficurty of deveropi.og strategies that meet the
requirenents of tàe f uniter, the clientsranrr the cornu_
ni.ty. {Kotler,1975; Kotle¡ anil Levy, 1969 ; Kotler anü Zalt-
man'I9?1;Wintl antt spiÈ2r1976f . These authors note the inber-
ent difficurties i¡ resolving the {lif fereaces i¡1. the
sonetime conpeting l,nt-erests" and suggest that t.he best
approach nay e a marketiag aucrit f or tbe age'cy invoryert.
rt is t,hought that a urarketing aurH-t ryil1 force the organi-
sation to face the issues involved anil coûe to sone resolu-
tioa regardlng ubich interests to satisfy given its resource
base ancr its depearrence Ðn various sources of funcring.

over an¿r above the .tssue of securiag fnn*ingragencies
nust be asare of tl¡e future programmÉag of Èhe fuatrer in tþe
arËa of interest of the age'cy.. 'fäis is sorbecause one of
täe funrlanental aspects of plannfog the ageacyrs oun service
sysÈe' is the knowledge of rhat alternatives are anailable
or that the funders 

. or ot.hers are considering put.ting in
place' rn a flârrthe agency must, be acare of Èhe conpeti-
tion"it's plans, anrr current services, tc d.eterniae neecrnpran
its oun se¡vicesrand betÈer understand i"ts renvironfie'tf"
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The ageucyrs success i-n ongoing funding isrof courseralso
relateil t,o its success in meeting cl.ient neeilsrsecuring ancl

mot,i.vating staffranil other rcor€f orgaaizing actåvitiês. A

good ileal of i.t,s success isrhorever, relateil to satisËying
the ailni.nistrative anil pxograü needs of the f uacler, These

nay be broken dofln iato b¡oail categories as follovs:

1. Service delivery to cLieuts that are high on the
priorities establisàeü by the fuarler, This ¡rouLd_

usualry nean a natchíng set of cli.ent.eatry crlte-
ria on behalf of t,he agency.

2. Progran accountabirity. This çculcl usuarly nêan

proviiliag proof or assuraÐces that the agency is
iloing what it saicr it woulrt do. . proof nay be as

si-nple as a bert count or as complex as provl,ng

behavioura.L change.

3.

4.

Program quality. This ryou1ô

eff,ectiveress neasure tbat is
one usecl by ,he fuader.

usually imply an

comparable to the

Financial accountabirity, The institution of the
requisite financial control and reporting prccë-

ilures in t.he agency to accoun t for the use of
f unils.

åtlninistratiye d.ocu¡uentati.on.Tbis rourit incluile
forms Èhat provecl clients $erê preseot or forns

5.
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handling the fi-naucial, affairs of the cili.ent
täey ïere not able to do so theurselves etc.

?he above may be colrapsecl i-nto the broail cat,egories cf
f servÈce and progranr neasures asö raclminj.strative an cl

fiaancialfü€asures. These tço categories may be of, varyinq
inportance at particurar tines t.o the funcler ancl caa be con-
cept.uatrized using a griil systeu ¡¡hich diviil^es the inportanca
of each into high aacl low requi.r€nents as in taþle z *

îåBLE 2

ïnportance to f'unde¡

Service and Frogram
PerfornaDce

High Xotr

tÍ
tl
tf
It
tf
tl
flfr

The reguirenents of, Èhe fuarler nay thus be analyzerl by
the st,rategic part of the organization usiag Èhe four gua-

ürauts as an estimat+ of which aspecÈs to enphasLze in tbeir
relationship ryiÈb the funrler. Tt ís assuueil Èhat significant

for

1f

åctninistrati,ye

Financial

PerfoElnaace

H
i
g
h

F
ILl

ol
Irl
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failures in ideatifying anit act,ing uFon such isforuation
cir.l prejuöice the case of the agency ¡hen reguesting funrl-
Íng. Two points shoulit also be noted.:

1. The stratêgy for funding {e.g the promisett goals}
neeil not necessarily accurately clescribe.rhat ryirl
bê pnovi.üett {cf . Eilöavsky, 1964; Hartle, 19?6} , The
prouisecr goals aayrin factronly be couched in
approprlaÈe te.trs acceptable to the fuaiter but
have an entirery different meaniag for the agency.

2. probleus of tiníag activities to oatch funder
expêctations at, Èhe t,ine of assesment may arise.
This night occurrfor exanple"S.f tbe fuaderrs pro-
gram expecÈat,ions fl.êre 10ï and its actmini.st,rati.re
expectations hågä, ¡rhire the agency hacr proceeåerl
ts nore aüvanced programniag at, the expe'se of its
aclmin istrative proceil ures.

å' sinpLe ånfluence iliagrau nay be useil to capture ttre
i-n'Èerelatioastrips pos!.ted in the above reviec as in figure ,l

. àn effort is nacle to disÈr.nguish t,hase yariables täat a
f rat'ionarr board of directors sould at,tenpt t.o cbntrol.
These are placed uniler a seperate heaü,ing called board üðn_
aged variables. Àn arror asserÈs the ilirect.ion of infruenc€
bettreen ûne vari.able ancl another.

':I:...
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2.3 EUNÐEE IuEtggsgg ÐIÂSBÀE !8sçBlEtJg,E

Egnger Relgled ga5¿ê!19s

I

I

I
Other Àgency

Àctrvities anil Prograns (--

:f
Other AgencyI P oliti caI S uperstr ucture

I Influence : ---- nequeits
lSystem : : ! :t J---

:::
I Yt

Funder Expectations
Program Adnj.nistratj_ve
tService ta:r{

:
v

R e so urce
I

I

I

S upp ort

Pro gram
S erv ice

(t

ll atch

IY
Service E

Program output
I

A clmi n istr a tj.v e--- --'De gr ee
lta tch

I
I

Adninistrative
Out put

t
Àgency Àctivities

þ-.onrolrr,

I

fnfl uence
â

Board üanaqed Variables-------_

Fuurlin g S trategy

Strategy| Àctivity

---J

Figure 1: Influence Di.agram f or the Funder
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the najor actors in Ëuncling provis5.on are the funilerrits
superstructure" anrl the political infrueace systen that
affects it, Tbe najor actors in fuacl seeking are the agency

anil other agencies that request fua{ling f ron the saûe bocly.

rt ís assunetl that, Eany variables nar be subsune{l ia sinple
concept vari.ables. Thls i.s not, an at,teupÈ to fully rlescribe

the intricaci.es of relationships rithin antt aqong arl of the
variabLes but an atterupt to capture t,he maiu varj.abres aË

concepts. For insÈancera vari.ety of
planui,ngrpresentat,ionrand actirity variables are subsunerl

uncler the concept of rfuntling strategyf ¡rith no attenpt, to
dlelineate tben as they rsoul-d exist or occur, The in¡nrtant
aspect is the relatiou of the iafluence of the varå.able to
the otbers posíted,

rt can be sêea froa tb.e fÍgure that the controlli.ng
!.nfruences for the f und.ers¡ erpectatåons anil 1evel of
tesourcÐs tha funðer receiçes f,or giving to agencles are a

fuactional satch of its osn qoals vith the ains aacl

obJectives of its orn supêrst,ructu¡e (hon - l.t is orgaaåzeril

iaternalJ.y| anð ¡hateretr polit,S.cal system affects it. fhe

funðerrs erpectaÈions antl resources are also influeaced by

the requests of other agencies anrl Èhe natch betseea these

anü t,he funtlersr goars, siace resource c!.emanil cill aiü the

funðer in its orn barga¿ning rith it,s superst¡uct.ure {ê"g.
cabinet, comnittee) ..
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Tbe functer i-s part of an overall systeu that inclurtes the
superstructure, other agenciesrand the public at, ],arge. rt
is thus subjecÈ Èo the opiaions, pressures aail iileas of art
thÐse soutrces. These sources nay acÈ to c,bange the funilers
expectations orer ti.ne. Horever, the funder ryirl cont¡o1 its
Õ¡f a progran ancl service erpectatåons, its arluinistrative
expec'tations of the agencyrand. åts resÐurce givinE to the
extent possible.

The ageacyron the other hanðrsill cont¡ol its o¡Ín funrl

seeking anü activity strategyraud hence its oEn progran and

servi.ce goalsrits own outputraad its oaû ailninistrative
procerlurês. rts fundlng strategy nay inc.lude àhe use of the
couurun'!-t,y oË othêr $ea8s of acheiying J.uflueûce in the
political sysÈen. ås a first approxiuraÈionrt,he ertent to
shich its service anð administrative outpnts match those of
the funiles {inilicateal by prograu aad service match ancl

arlninis't,rative match) ryill positi vely inf luence th e

continuance of its resource supBortralbeit after sone lag as

the influeaces mentioûÊö take effect, The agêacyfs knorleilge

of the pr.ans of tbe funrter aarl the plans of other agencies

vill posítively affect succÊss in tleràv!.ng a funcling

strategy and a better natcb of seryice and aômini.strative
reEulreffents .beÈween itself aart its funcler.

rt shoukl be noted that tbere are incentives irr the
systeü that are reLated to the revel cf match betryeen tbe

l:r,¡,:,: :.::ii

:'.,:. , -:
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It ís assunedfuniler expectatj-ons anil the agenclts out,put,
that there is a parti-cular threshorå that an agency nust
rReet as a mi.ni¡numrsuch that the resources could be stopped
i-f the agency iti<t not meet iÈ, rt is possibre to argue t,bat
there arê also incentives for oyerac&ievinE.the funderrs
erpectations. The funder frtay rêact by proviitång actditional
inceatives. rÈ could aLso react by ãecreasing the resources
if tbe agency coulil clearly meet a cteliniteil set of
expectations that vere the only inte¡est of the funiler.
îhis noulcl nean that the funtle¡ youlil reiluce its resource
snpport beyoncl service provision at a specific thresholtl.
This latÈer is specnlatice but possible,

2.3" 1 s,Eeps€i!¿sls gegÊgdågE lås EugÉgr agð irs gE€egt
g,n aq åqeggl

?hÞre are a nunber o.Ë conplete l_ooçs i.n the sysÈen as
descri.beð, These loops incrude the forrowing anil may be

stateil as propositi.ons;

t. Resource 'support-) activity strategy-) agency
activit:les-) aclrniaistrative output-) adninistra-
tive natcb-)degree of natch-) resÐucce support.
The ,a$ount o'f resouf,cês provicled i.qfluences the
a¡nouut anrl ki-url of activíties the boa¡il iteciiles to
undertak€" rhe activity strategy rletermi-nas the
acÈual agÈncy acÈåvities. rhese actåviti.as read to
aclni.nistraÈive output which is checkeil against the

't.::.'.:.: 1:
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2.

arlninistrative outptut requir€d by the funiler.
She degree of match j.nflueaces the fundersr pêr-

ceptions aail expectations shi.cb affecÈ t,he

resoürce support in the future.

ResouEce supgort-)acticity strategl-Þagency activ-
ities-)servi.ce and progrâ& output-) serni.ce aail
progtan satch-) r€sorrrcê support. The aaount of
resoürces provir[eil iafluences the anount anil kinct

of activi.ties the board {lecíâes to und,ertake. rhe

activity strategy ileterei.r¡es tbe actual agën cy

activities. lhese actåvities lea<L to secvice out-
put cbich å.s cheukeil agaÈnst tbe service outptut
regui.rerl by the funöer. ?he ilegree of na.t.ch

influeaces the funûerst percept,ions anit expecta-
tíons chich affect tbe resoutrce suppoct. iu t,he

future,

3. ResûErce support-) fuarling strategy-) poli_ti,cal
inËlueace-Þ funder erpectati.oas-) resource sup-
port,. r:be ancunt sf resources proviiteil by the Ëun-

iler ileterninesrin partrtbe funiti.ng strategy of t.he

agency. {ê. g. t,hey nay ask for noce if there are
not enouglr resourc€s to tlo,the thiags they tbink
shoulð be,öone). Thê funitinq st,rategy affects tbe
presentati.ons anil proni.ses maðe t,o the funtler aad_

these affect, f,un{er expectations. the funilersr
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4.

expêctations aad assêssnents of progran and adBia-
ist,rative outpuÈ then deternines the reyel of
resource support in the future. À l.oop nay also be

clravn d!.recÈtr y to the pclitical ia luence systee
anrl fros tüere to f,rader expectations, This noulil
inclicate that' the agency choosês a strategy that
incS-uiles the use of the poråti.cal systea rlirectl y.

rhis could be acconprishedrfor eramplerby talking
itirecttry to aeubers oË parJ.i.anent or other
fnftruentiar peopre so Èhat, they courü influence
the funding procÐss,

ResourcÊ support-) agency act,ivit,ies-) conn'nity
influeace-) poli.tical 'lnflueuûê-) Ëuncrer axpect.a-
tioas-) Eesorrce supporÈ; The auount of Eesor¡rc€s
provicred b¡ the funder inf luences the agency
activi-ties. The agency actirities ¡vå.ll affect the
cÐnmunity*s percepÈion of the service, Tbis coanu-
nity perception Ear or nay aot inflgence the cos-
rnunS-Èy to apply pr€ssure to the polÈticaI syst,en
for the expansionrcontEol"or ileletion of the
agencyrs services. Thås po1it5.cal pressure cir.l
affect fr¡nd.ersf perceptioas a¡d hence , intrüence
Íesource support,"

Resource support--)other agÊncy activiÈies--)other
agency re{uests--) political isflueace systen to

5r
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funder ëxpectations Ðr to funcler expèctatíons
directty--)resource support. The resource support
provi.clecl to other agencies leails to their activi-
ties in the sane naaner as positecl for this
hypothet.Ícal agenslr, These agencies may inf1uence
'fuacler e:rpecÈations clirectly through their seryice
provision or through the political syst.em anil
hence influence Èbe aÐount of resource support to
the agency. fheir cboice of service activities anrl

polfticar actions affects the anount of resources
proviiletl to atl agencies. Their efffect is to pro-

viile the fu¡lder sit,h a ra&ge of activity aLterna-
tives fron rytrich Èo choose ancl a raage of criteria
atound, ¡hich to evaruaÈe the agetcy uniler discus-
sion..

ResoarcÞ support- )other agênc y acti.vities ancr

progtrans-)otl¡er agency reguests-)funcler expecta-
tions-) tleEree of aat.ch-)resource support. , The

supBort provicled to other agencies inflrrences
their reguests for support ín nuch the same naaoer

as outlined for the hypothetical agetrcy,. Their
reguests anö activlÈÍes influence funiler erpecta-
Èions of tb.e field and. conse,quently theLr expecta-
Èi.ous of the agency in question.
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The precloninaut variables in t,he chains are resource sup-

port-) ageûcy activities) r€source suppport anrt têsoutr:cê

supporÈ-) factors in funrling reguest other Èhan agency out-
put tbat af,fect funiling-)fnniler expect,afions -) rêsource

support.

ït can be seen that the boaril of an agency nust be care:
ful of both its funÈlj-ng straÈegy ancl its outputs sj-nce they

both have effects on funåer erpectations aad rssource süp.=

Port.,. sisirar diagrams and assertlons ïilr be nade at the
e¡il of, each sectxon. They lril1 be brougtrt Èoget,ber rn the
systen secti-on so that, a complete viex of a humaa service
can be gathered and åategraüerl.



Chapter III
RELEVåSr A,SPECTS Or rgã coltulrnITT

The coamuaityrin rhich a social service is praceilrseryes

a lrey role ln the tlevelopment aad operation of, the social
service.The rconnnni.Èyr nay be perceivecl as aü entire uni.È

such as a cityrrher referning to a.Lr social seryices in aa

arÊaror a li.nit'eil geographíc aei.ghbourhood, lhetr referrång
fo one social service {usua3.ly kno'ra as t,he f catchnentr area
cf,, |lolfseùberger,7972,, 

" It ttoes not usua}l.y inclurle the
funcler or boarit menbers or other relevant pubrics ancl may

best be .terneil resiôual connuníty.

Coanunity approaches are clifferent to iastitutional
approaches of social car€, conmunity care nay be conparecl

ryith oÈäe¡ f,orns usi.ng a sinpre grirl systen as proposert by

Àbrans {197?}' . lle argues that forns of social care,may be

ôistiaguishe<l eacb fron the ot.her by 'rrsång the salieut char-
acterísÈics of type of sett,ing anil ki¡ds of personnel, .This
is ill,ustrateû ia table 3 .

The sÏsteus characterized as connunity treatment are the
oaes to be öi.scusseä, here, ?hey are aluost alrays overseeÐ

by a voluntary boartl in caaaila,althouEh there are several
diff,e¡ences in Bnglan(l"svedenrand France flhere the, approach

-22
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TA8LE 3

ilbranrs Social Care Tyçology

P
E Professioaal
A Specialist
s
o
t{ Lay,/Son
N S pec5.alist

E
I,

TÏPE OF SERYTCE
cL0s8Ð OPEÌI

institutional I conuuni-ty Itreat¡nent I tceatment I
ff
I
Iinst,it,utional I consunity

car€ I care

to carÐ is nuch iliffe¡ent ancl mor€ ilepeatlent oo t,hergoocl

naturer of itrs ciÈiseas. The foltrotring section at.tenpts to
proviile the reader w.ith itetails of sone of the relevant
aspects of the connunity in t,he contexÈ of comrBunity câEêr

3. t g,åÀggJNg

The conmunit.y car,e approach is usually seen as a conple:

nen{aatlnotasaaa1Èernatiyeingovernneatpo1icyitete¡ni.
ì. 1t. 1.. . : :_.. : .

nati.on {cf," lincaiðr t9?8} . florye?errån planning anit iuple- ,¡..r,;:,r.

oeating conmunity approachesrthe connunity is aaything but a ': 
. :' : :'

passive setting into rblch socåal care is t,o be placed^. As

åbrans notes 'r'he problens of conilitions of coumunity care 
,,,.ì,:.,:..::.r:

has to be consiilererl as a natter of *hat can be ilone *it,hin ':¡:1',1 
:::.

something låke our exisÈ5-ng' noruative situaÈion:of how car,e \

ca'n be ggoqggÊg in a largely uncaring niì.i.eort(sbransrp" lZB|.
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this vie$ of the comnunitl as an interactive erenent that
reguires careful analysis could seen to be an accurate

one.It shoulil be coupleil ryith the realization that al-truisn
is usually self centereil (cf.schuartzrl96?) a¡ð that little
j.s lcnoryn f¡on a social science perspective of the altruist,j.c
notive or pattecns of conmuaity relat,ions that evoke helpfur
commuuity carê situatio¡s. Indeert ccmüunity charact,eristics
have been sÈudierl l5.ttlerif at aJ'l.

t{ost theories asse¡t that altrui.sn varies in inilivíclua}s,
they further clain thaÈ altruism can be interpreteil as the

extent to *hich aû individual is nilling t,o expend effo¡t to
see t,hat benefiÈs virt appll to soneoae else. thi_s Çorlcêp-

tion 'implies notive- or need otr behalf of those e.snencling

eff,ort' . rt is no ¡ronrler theu that Àbrans(197?)ancl others
argue that the effectiye social bases for care provi.sios in
th'e connunity are usualry hinshiprreligion ancl raceranil aot
connunity characteristics (sarason et al, lg7?) , . Abrans

sÈates trcrnmunlty care appears to be a proüuct of stroag and

pervasive i.nformal social organization culninating i-n the

feering tbat one ought ts help, not in the feering that it
soulð be fu¡¡ to helptt{lbransrp. 136),

tbe usual parailign for ccnnuaity se¡vÈces is t,bus one of
rsocåal reciprocit¡rtaaö other exchange coacepts.. The poLicy

t,ool of governnents is usually a casb parment, -- enough t,o

covÊ! effective iaceative vithout counercializing the care
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relationship, TolütrÈarT boarils are usual].y usecl to pronitle

financial ancl prÐgra¡B accÐuntability anrl to rerluce adminis-

trative:costs. The soruatary boarcl is lef,t to rua the organ-

ization ancl integrate it lnto the cosmunity,

3.2 rselEgEug$Iq{
Tbe connunity aay act both as a source of support, and as

þarrier to servi.ce provision. The counuaity may sonetines
play an inportant role by proyiði.ng publi.c support, for fuqd-

ing {Kincaiilr1978;fiotlerrT975; Hart1e ,19i:13 , " It may act as

a source of resources and vorunteers for Èhe seryice {Folf-
senberget rT9T2l ancl nay proviile the service ryith forms of
leg5.tånacy an cl creillbility {f.lasenfelrl anö Engl-

ish, 197 4; Kotler, 1975 ;

grenrl97Ðl 
"

Robbins ,tr9-12; teft,on anit Rosen-

Ehe connunity is the ni.3-ieu j.nto rhich a resocíaLieing
service has to integrate itrs clieats ancl thus presents the

community stanöarüs arouncl nhich the s.taËf must. design soee

of their goals for criests. This caa be seen in the ilesign

of connunity access prograns for the nentally handi.cap-

pêdrryhere the staff nust be arare of the appropriaÈe conmu-

níty behacioîr¡s in public places so that they oay teach

thei,¡ c r.ieats to act accorflingly {cf , flo3.f senberge x ,1972 ;

florejsi,19?91 ,

¡.::;:::i:l:;:::;:
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The soniluni.t,y na? also present ,barri€rs to the establísh-

ment or the l0agevs.ty of services.canarlaf s êxpetrieace is
siuilar to that of the {Inited st.ates in establishing anit
naintaini-ng connunS-tÏ care anil treatnent facilities ancl is
recounted here,

Àccortling to u. s. national surveys of Ëacilities for the
developnenÈalry disabreü and other crieat qroups, approxi-
mateì.y ons thircl experience opposition fron conmunitf &ênr_

becs at the time of es,t,abrishuent {Baker, sert,zerraacr selt-
zêt r1974; or conßðr' 1976; Piasceki ,1g7sl. It å,s nore di.ff,icul,t
to rletermine hov tra'y facir.it.ies n,erê nerer eve' opened ,
although Rutnan (19?6) estinated at least fift? percenÈ fron
a large natåonal suryey,

the bases for cçnnunit.y opposi.tion are usuaJ-ry articu-
I'ated as fears that crime raÈes sirl soarrproperty varues
will droprauit thaÈ the s.ntegrity of neighbourhoocrs ¡rj_rl
chanEe {Iienûerson, 196g; But.nao, ?9?6}., .âlthough t,hÐre is cor-
siderable counterevidence {coacerning crine -sit.=
kei,19?6; Dennåsr lg?6; Lauber g Baogs ,1g7q; Hecht, lgl O; coß_
cenning pxÐperty-I¡auler € Bangs, 197tt i Thonas,1973i
concerning neighbourhood-Birenbaun I sei.fferr1g76; fihira t
fl'hira 1975; Bran*.err*rlis, Near, 1974; r{anula Ê Herüanranð 

:,:,....:.PturphynRennerr8 El,uhinsr lg?Zl it appears that attenrpts to :j::

clisprove or cli.scredåt. the$ otr to change comnunít,y opånion
Èhrough erlucati.o¡ usuaïly j-ncreases or actnal.f¡r evokes seç_
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ere rÐactj_on or opposítioa {BakêrrSeltzer, anil Selt-
z€r'1974;Sågelnaar19?6) ancl that it, is perhaps only the
Euality cather than the guant.i.ty of contact bet*een täe
ctrients anrt the comnunity Èhat is Èhe nost instruuentar in
changj-ng negative atÈitudes{English, 19?l ;coÈtlieb, 1975) .

Tbe importance of the community for the boarrr ancr tbe
staff of a service ¡rill thus vary rith seyerar, factors ancl
may be ilist.illed into the folloning hypotheses:

1. The inportauce of the connunity to the agency ryirl
vary rith the legitinacy and crecribirity reguirecl
by the aEency i"n its funcring ancr activit,y stra-
tegy.

2' The conmunity rilr be nÐre import.aat the nore
integrative the agencyr,s seryice goals arer

3. The. comnunityrs importance ryiIl vary with the
agencyrs need to utilise cournunåty rêsoÏrrces,

The iafluence diagran for the ccmmunity nay be for¡nrl ia
figure 2 ' as beËore the críagran attenpts to interrerate
concêpt ryariables and noÈ accuraÈely tlescribe all possibl.e
fo¡ns of the relationships posiÈecl.
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the najor actors in this sector arê the agencï türough
its strategies; the connunltyrthe political sysÈenrand Èhe

funder. The connunity is used here in the sense of resicrual
comnunity as f irst öescribed. rt iloes not inclucle the
funðerrboardror staff meabers. ,Hben t,he assert,ion j.s nade

ùhat the connunity acts oE other*ise inf laer¡ces the system,
the coanuaity is assuned. to be a group or j.ndivicluar that is
a part of this resÍdual sector" The actor{s},i_u this
cassrnay be nembers of the aeighbourhcoilrsupport groupsror
nay ever be reratiees of thÊ crients in the sev5.ceralthougb

this latter is not usually ryhat, is neant.

ås cas be seenrthe conmunity controls the a&ount of
legitimacy anrl creilibility or barriers it nay ertend tbe
organization tärough the political inf,luênce syst,en.These

affect funder expectations.

The coumunity aLso iletermiaes the amount of resources it
$i11 con¡nit to the organizatj.on anrl these have a ilirect
bearing on the:act,j.vlties of the orqaniaat,ion.,?he comuunity
also af,fects täe seryice goals by acting as t,he stanilard for
so$e prograBs anil thus af fects f unrler expectat,ioas an il

organíz ati onal activi.ties.

ågency activities atfect the perceived serrice
characteristics that the comnunity reacts t.o in arriviag at
its lerel of supportranil aLso affects fundar expectations.
rt xill ' cont¡ol the conmualty resou¡ces e¡t,enilecl by a
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connunity inputs usaEe policy ryhich will affect ageûcy
act.ivi.t,ies by iacreasing the ¡esourc,ês usecl" 0f coürse
situations courfr aråse {rhere ag€acy activities satisf y the
funiler but not Èhe connunity anö vice-vêESô¿ Bou$ilary
spanning activit.ies by inf,luentlal boaril menbers night be

c itåcal here,

3.3' 1 Bssess*g¿qgs EesixEil¿ss tbe gssg-usårr Êsil ågge,gËeg! ss eg gsegg,.g

å aunber of coaglete loops of influeDcê are evi.ileat io .,,,:,:.::::

the conceptualieation as rliagramnecl above, They iaclu¿e the '::j'1:.:)::

folloy.ing anil nay be staËed ûs propositioas:

1. ågency act'ivi.ties-> perceivecl service characteris-
t'i'ss-) connunity -ÞresonECês-) comurunity ånputs
xlsôg€--)agency activities--> funcler expectations-

agencl act5.viti.es leacl to coonunity perceptions of
the- servË.ce. . The connunityrs perceptÍons sf the
agencyûs usefulLness Leails to the amount of yorun-

tary resoutrces the connunít¡r rs rillíng to pro-
vfðe. These resources ar€ utirizeil accorcling to a

cornrDTlüity i.aputs usage st,rategy cf the agencï. The

anount of r,esources tÌ¡us useit increases the aEency

activities aarl heace funder expectations.

2. ågency activi.ties-) perceived servíce characteri.s-
tics-) coumunity -) barråers-) poritical systen-)
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3"

funtler erpectatioss-) resource support-> agency

acti?tiês. The ag€f¡cy activities leaö to the cost-

n0unityrs percêptions of tbe servåce. These percep-

tions rnay leail to the community putting up barri-
ers through Èhe political sysÈeu uhich eill affect
the funderst expectations. The Eesource support to

the agency rill t.hus be aff,ectecl aad hence -agency

activlties,

å,gency actlvities-) perceivecl service characterÍs-
tics-) comnunity -) legitinacy antl crerlibility->
political systen-) fuader expectations-) resotrrce

support--) agêûcy actiyities. The agency activi-
ties 3,eai1 to connunity percÊptions through pêr-

ceivecl service cha¡:acterisÈåcs. ?hese perceptions

infLueace the auount of legitinacy and credibility
that the community is *i1linE to exÈencl to the

servÍce tbrough Èhe po1.åtica1 system. The anount

exter¡iled cill inf,lueace the resource support

through funtler expect,atj.ons and thus influence
agency activities.

Csnnun!-Èy--) service goals--) agency acüivi.tj-es--)
percelved service characteri.stícs--> connunity--)

resonrce support or legitimacy anö creclibility or

hanriers ot resources--) agency actirrities- ) per-

ceivecl seryice cha¡acteråsti.cs -Þ coumuaity. coÐ-

4.
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nnnity nay proviöe service goals ín the sease that
an integrative service ciLl try to foster cli.ent.
bebaviours ÈhaÈ. are appropriate to the comrnunity.

This $i-¡.1_ be äeÈernine{l ín part by t.he agencyrs

activity strategy. lbe success in this iot.egrative
activity sill influence connuaity perceptions of
t.he service and thus the coununityrs Eesource sup-
port. 

'barriers ,legiti,macy ,and act as prev5.ous].y

clåsc ussed.

oae coultl also proviile chai¡s of arguments that the boarcl

coukl also influeoce the abose factors by ilesign. Tbe ua jor
factors in t,he above are output.s-) serrice charact,eristics-)
conmunitT factors affecting funcler expectatloôs-> funder-)
resource suppo:rt -) outputs;outputs-) service charactris-
ti.cs-) coununity resourcês-) output,s" agai.n the outputs cf
the system have naJor effecÈs on f,uÈure resoqrce allocation.
3he boacd must pay particular attention to 'th. connunity,
especially ln regarils to its effect on f,under expectations
and i-ts resource support.

This secÈion aad the previous outline the external fac=
tors that affect resource support to the organizaÈ,ion. The

externar factors that affect the ageacy may be combinerl in
one inf.Iuence tliagram as in f igrlre 3 ,,

as a revlevrthe najos acÈors i¡ the external_ systen
ioclucle the funder and its superstrucÈurerthe politlcal sys-
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tenrancl other agencies. These actors inf lr¡ence f under

expectations in atlninistrative and s€rrice outputs reguJ-reil

by the agÊncy. The ccnnuni.Èy is a secoadary sector in
resourcÐ prcvisi.on aail nay affect the political systeu to
influence funder expectati.ons, rbe Irationalr ageocy nay

control its funiling, activity, anô connunity resource usage

strategies" The ageacy activities that occur as a result of
these strategíes are conpareil against the funilersr reguire-
nent,s aacl lead to perceiveö sevice charactsrist.ics that
ÍafluEsce coüErun.ity actioasr The

previously positeil,
inte*elaÈionships are as

rhe aert, t.hree sections concentrate oú the interaal
influesces that affect the allocaticn anrl use of reso{¡Eces

antl incluile the sÈaffrclåent, and t,echnology.. rhis external
infLuence rliaEram cill be conbinerl lriÈh tbe inÈ.ernal yaria-
bres once theï: haye been revi.ereû in the r¡ext Èhree sec-
tioas.
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Chapter IT

ROI,E TF PRTFESSTCINÀTS

åccortliag to Has*nfeltl anil Engtish {1974rp.413} , human

service organizations require professÍonals because:

1, t,hey :possêss the technical axpertise necÊssary to

inplemaat Èh.e servlce itelivery systens.

2. they assist in legit'inizi.ng organfzatloaal goals

aað provåde Iåason rith releva¡t. publics ín the

acquisition of neecleil resources,

3. professi-onals belp to certif y that
: clteatsrstuilentsrpáti.entsror innaÈes have achåevett

the nêw status for nhich they haye been processed

or changecl. 
"

ilunan serv:Lce organizati.ons raly cousåclerably in the 1.,;,¡1..,

nunber of professi.onals t,hel emPloÏr anrl the roles anrl ,:,,,,r,,,

authority Fosítions these prof,essS.onals occìrpIrÐ, Several :-1:'r:"'

inÈeracting fact,ors nay account for the nunber of profes-

sionals. FirsÈ, the comaitnent to service goals Èbat r¡eces- 
;,¡,¡..;,¡,,,sitate. intiaate hnorledge of the clieatrs prirate corld ryill ,1,'.'.. ,

reguire greaÈer reliance Ða a professional cadre..

35
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second, ìùbe¡r orgaaizatioual ' icleologies enphasize crient
inilivirtuality and r¡ari,ability couprerl with a belej.f that
clients neeil to be changedrcuredror hel¡leilrthe nore likely
professionals are to occupy a prouioeut position in the
orgaaizatlon. Thirdrnhen the technology requires the appli-
cation of, a coileit boily

plesfrthe greater ri!.tr

professionals. 
.

of

be

knorleilge of, rsci.enÈLfíc princ*-
the organizatioats ilepeutlenc€ on

4" 1 gBgEESgIqgl[g Å.UÐ SEsE:gEgqEEsroIÀts

services also ilifËer on their ralative use of $ear pËo-

fessloaals i.a ioplenenting theír service goatrs.The ¡elatire
use isrin partra function of the tecbnorogy ernpl-oyedrthe

social sancÈions prevarent, in the local. arÈa, anrl th.p ¡el.a-
tire costs.

The öÊgree to ¡rhich t,he" orgaaízation serves as a contert
for professåoaal practice 5,s one element that distiaguishes
tbe establisheð professåons from tbe senl professions

{Etzioni.r1969}.. The establÍshed professÍons are norê auto-

aomous anö less constraiueil by the organizatioa thaa t'he

se ni.-¡tr ofe ssiOnS.

Professional careers are ress d.ependent on the. organiga-
tio¡. seni-'protessi.oaals arê loclceil int,o the organization
anö their caresr pattern.s are freguently syr¡onjrqôus ,uith

their organizational careers, slnce Èhe]' ate limitett ir¡
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their pursuiÈ of professional practice outsicle of t.he organ-
ization.

Each type of pcofessionar roulil t,bus be expecÈ,eil to Ftro:
vicle üiffereaÈ probrem issues to Èhe organi.zation that
enploys their services. on th.e ûne hand, there is the col"le:
giar systen oË the professioaal aaü itrs inplications fcr
the inplementation of the service goaLs androa the other
hanclrt,he organ5.zation ¡nust cleal råth the lack of tholough
lrnoxledge anil the careec interests of tbe seni-professional.
The problens Eay lrork in aaothe¡ ilirect,ion as ¡rell, ThÊ

porecs of professionalsradniaistcatorsror boaril menbers may

liuit the actåvities of the seni-professioaals in rtherapyl

to t.he d.et¡iment of the client.

4.2 BETEEE gg g&gglguå gÊggE3g¿gg 8BggEågIor{À&g

lhe ].iterature on the relations,hip betueea pnofessionals
anil organåzatioas has beea pretloniaantly coacernetl cith the
ilysfunctional conseguenses of bureaucracl on professional
practi.ce. Billingsley {19Õ4) points out, t,hat professionals
face counter pressures f,xon three subsyst,ens--Èhe c!.i.entrthe
organS.zatioûraad the professlon--each of ûhich has its ilis-
tinct preference of goals an{l means,

other authÐrs bav.e a3.so argueil that the priofessional

is confronted rith makiag choã-ces betce€n conmitnents to his
profession anil to the organization {scoÈt, !966; llerton,196g;
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Golilner aDd Ritti ,19ö-13 sil,ls,l95l; c1ark,1962) . These

authors argue an inhereaù rlilenma j.n Èhe degree of acconoda-

tion bêtreen professional norms and yalues ancl orgaai.za-

tional exigencies. They see the ccitica-L issue as the ertent
to which professÍona-l nofns ancl values niLl ctetermine organe

isational goals, st,rucÈurerand service ilelivery pat,terns or
the extent to rhich organizatl,onal cleuanrls cilt ir¡fluence
professional practice.

the sources of inconpatibility have usual].¡r been relatecl
to Èhe unilerryíng priuciples of bureaucracy versus t,hose of,

the profession, i,Ê. aubority ?sr.colregj-al, ancl the operat-
ing procedu'res t.hat. f-lory from the diffe.rent systems, .several
pat'teras of resolviag thls dil-enua have been iilentifierl"
These inclnde the relaxat,ion of bureaucxatic rules anit

procecluras that si.ninize conf]'ict and

strain, i-. e.rd,ebureaucratizatj-on { fiaÈz8EisenÈailÈ , 1960; Katz,
1964;scott' 1965)3and structural and role seperatio'n betceea

professional Èasks anrl ait,ninistrative tasks (Goss, 1951 ,
1963 ;ï.itra k, 1961 ;anü Engel, !9?0),

Both r'itïak(1961) anit Goss(19611 sugg,Ðst Èä.at. rhen an

organization can clearl"y separaÈe ailnf nistratiye:iluti-es anil

pcofessional tasks anil cleveLop ctnal authorj.ty and control
sysÈens {bureaucratic for ailministrative rluties anð cotle-
gial for professÈona3- t.asks) the conf tricts betryeea tbe tso
orientations can be aneliorateil, Litnak further suqgests
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that rnechanisss of segregatåo¡r are Decessacy to naintain
both social fotrms, ffe suggests seyerar nechauisus tbat
incruile a crear seperatio¡ of roles anotrg persoaner for
adnj-nistrative aaal professi.onal tasks rhenever possiblenthe
tlevelopnenÈ. of rtransferral occupationsf{peopre rho have the
knorreðge base ia both arÊas but are assigneil to oae)ranil
evaluation procedures for te}ling the organization *ben to
svitcb norles fron one t,o the otber"

Nererthelessrthe proposeil organizational solutions assune

that the profession in ,question Ís highl? clevelopect anil ryelr

establlshecl. Tet, $any serçices rely on seni-professioaals
rho are characteråzed try eitber lack of a sysÈenratic theor-
atical knorleilEe base, Laclc of nonopoly over Èhe field of
practice, or fragneated. professional associa-
tions{forenr1969l, as a resultrthe seni-proËessioaal is nore

likely to be usdsr bureaucratic control atrl flore acguiescent

Èo atlninistrative authoriÈy than the full-fl_erlged profes-
sional. rt has been suggesÈeð that rtbe csunÈer balance pro?

viöecl hy professional ideals and conpetencles to the
bureaucratic onnipotence over clients may therefore be lack:
in g t {fl asenf el-d anil English, 197 g, F, z0) . T he aspi.rations o f
t,he senL-professional may l-ead" to rover professionatizationr
rhich coulil leail Èo rigidity anit naioteoaace of, excessiîe
social rlistance tron the crients {ftatrsh anù Elling,
1968).lhe utirizat,ioa of seui-professonals raises Bany con-
ptrex issues for any organizatioa anrl consicterable structaral
st'raia in terns of roles the ¡rorlçer silt assu[¡er
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rt shouLil be noterl that thp earpJ.oyment of professionals
does not guaranÈee thaÈ professional norns anrl sÈanüarcls

ri.ll in fact prevail in t.he organization. ?he inplenentation
is obviously nediaterl by such variabres as panticipation Í-n

the executive.Leaclership, the acceptance of other corkers,
anö the translatio¡ of norms inÈo operationatr goars.

cLoward and Epstein{19ó5} have shorn that screeaiag the
aeeds anil problems of the public se¡rvecl by the orgauåzation
through professionatrs connittecl tÐ specif,ic seryice iiteolo-
gies rmÍrr learl to.service goaJ,s that are incongruous ui,th
the neecls of the pubtic being servêd. purthermotre, the con-
nitmeat to certais i.ateologj-es tentls Èo exclucle other alter-
nat.e approacbes to serve the clieûts, unress they are coilpa-
tible cith the practi.ces of the d.oninant profession{sf in
the organisation {Vinter,1963} .

rncleetl'Frieilson{1970} argues that in the case of t,he necl-

ical profession and the large meÈlical hospitals I rur.any cf
the rigitl, mecbaníca} ancl authorit.arian at,tributes anil much

of the inail+quate coordi-nation sai-rl to characteråse the
hearth sarvices nay clevarop fron the ctoninance of profes-
sionar organization an¿ not from its bureaucrat,ic ilinen-
sions. r I
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4.3 EËCtIgAgSggg EgE Egg gEgggåEp ggpE!

4' { IEgEEÀggEgNs gE EgêE! gEgEERg !,IrE gggrEgslguglg
ÀilD AD!|INISÎnÀTO8S

ileick{19691 asserts tbat there is guitling or controlllng
infruence fron the reÈalaed seÈ lBenÕry of the organiza-

ti.onlto the selecÈion aarl enactm¿nt. processÈs(its organizing
processes¡e'gr eüvl-ronmestal scanaing ancl strategic cteci-

sion nalri.ng activiti.es!. Ttre natune of this influÊacÊ{the
sÈock of, organieiag prioclples retaineil fron solving past

problens) $illrin fact, coatror nuch of the enactnent anil

selection that tbe organizati-on iloes.

It is ny thesis that thi.s retained content of the organi-

zatioa sillrrfor the nost partrcesitte Èa the professional anð

seni-professonal persouael and resor¡rce people,rt is fu.rther
assertecl that the preseoce sf atr inf,luencê from this
retaineil set of this coalition af people riIl cleternineror

attenpt to deterninerfor a particulac organisation:

The choice of technologiesrthe }evel of, its appli-
cati.oarand the approach to cJ.ients

ClÍent ailnittaace anâ rlischarge crj,teri.a

The rqualityt ancl rate of service.

Furtherrthe interrelation anrl ryays ia *hlch tÈre organiza-

tion solves t,he problen inherent rith professionals {i,e.
seperati.on of bgreaucrat,ic anö professioaal tasks) ryj.IL neð-

Ir

2.

3.
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iate the feeðback loo¡r J.n *hich resulÈs influeace the
retaineil set {e"g aelr standarrlized proceitures for dealing
ui.th nev problem cat,egories) anil nay in fact, affect the
structure of the organi.zation anrl i_trs conmuaj.cation pro-
cessês.

This bypothesis can be arguecl f,ron another vierpoint. For
eranple, a hnorrettge of the clÈe¡t characteris.tics is essen-
tial for the planning of, the seryice derivery systen, lhere
is soüe fai.rly good eviilence that maÈcbing technology and

staffing of i.nttivi.ðual service uni_t,s ryith c!.ient character=
åsti.cs is a cost effi.cie¡t and ilesirable strategy (Leftoa
a8d noseBgrenrt966l. , rt canrt,hereforerbe sêên tbat to the
e¡tent that, the ocganiratiou is successfur.in provirting
natching infornati,on at appropriate points ín íts serect,íon

uechanisas for client ectry anil j.n its application of tech_
nology, the qual.ity of service witl be affectect accoritingll. .

Itsually :,but aot alrâysr the professional ,anil seni-prc-
fessional erpertise are brougtrt to þear on these mattecs.

But the exte¡t to nhicb they are, is a function of the
structure of this process and the relation of these t.o the
enactmeat anil serectiou pEocessÊs{committee nesbersbips

etc. ),

trt. can be argued then t.hat the wa¡, in shich the orgaaiza-
tion resoLves the professional ïecsus adniaistratiye tastc

issue r'Íll ilet,erui.ne the'strücture anil sone of t,he feeilback
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affecting organizational learning and

guality of the professioaal expertise an d

to the organizat.ion ry5.ll cletermine the
Èhe natching process.

ån inflüeûce itåagran nay be clrarn as in figure q as a

first approxinatj.on .ft shoulil be noteil that the assertions
are gneatJ.y. j-nf,luenceal by the staËf anrl boaril ueubers rho

occugy the pos5.tions.

as can be seen in the figure a presciption for boar

actiuity voultl reEuire that, Èhe boaril decide upoa:

type of clients Èhat tbe agency Ðill serve

Èhe hi.ring of tbe staff

t.he authoråty and control system incfudi.ng its
ilivision if any into a dual syst,ea f o¡
professional and ad.ministrative practices"

1.

2.

3.

the goals or f i.nal output

transf ornatj.ou processes I

criteria Èor the

5"

4.

the resource allocation to uaits anil funcÈions.

rbe åEsEgg gf nbelleË lbg !eEg,È ilogs in Eas! Êetegglse

!þgse !s an espÀE-lsel ssesÈls,s êsg s¿¿¿ Þe eûÈgesgeq ås tbs
case sturly. Tbese factors act upon cli-entsrstaffrand Èhe

rsrk flory i.n interactive fashion as shcr¡n by the dlrection
anil locatioû of .the arrors i.n the üiagran.
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Figure 4: Influence Diagram: Statf Àspects

The staff are influeaced by their ¡:rofessionrtheir prc-

fessional ideologiesrand their need to practice in an organ-

ization. The staff orientation is influenced by the hir-
ing (selection) of staff ,the prof essional clenantls of practice

as establishecl by peers oE a licensing boarclrand, the profes-

slonal ideologies cf the staff. Staff orientationrresourcè

allocation, type of clieutrorganizational goals ancl the

authority ancl control systen developed by the board influ-
ence the staff plans and activities, The staff plans and
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acti.viti-es leact to staf f clieat interaction {t.be core activ-
ity of hunan servicesl anrl proiluces output knd¡rn as goals

achi.everl, Tbis output feeils back to the boaril as infornatio¡
ryith ¡¡hich to ail just its nanagecl vari.ables, Èo staf f o¡ienta-
tionranil staff plaus anil acÈivities.

4,5 ggggqslgggg5 gEEABÐIgg EBgå,EÞgÄg!ÀLs ¿Ëg EËE
EFFECTS OI{ AN IGENCT

The cl-ose<l loops ia the concepÈualization inclurle the

folloring and nay be statetl as chains of causal argunents:

1r Goals achieveå-)staff ori-entation-)sta ff
plans=)sÈaff cl .ent interact.ion -)goals achåeyeil.

The goals achieveÌl through staff-clieat interac-
tion proviile feeôback for tbe staff on the level
of, service proviilecl {inclurtíng the use of profes-

sional paracligms) aud crçates a st,aff percepÈion

of its professi.onalisn. Hhen conbinerl yith the

staf f neerl to práctice i.a the organiza-

ti-onrprofessional ideologies and denandsrthe goals

further üefj.ne the st,aff ori.entation along such

climensj.ons as professionalisnraeecl to practice i.a

the orgaaization,lmportance of professåoaal vsr

orgaaizational goals etc. These feeil back 'into

staff plans and activities to staff-client iater-
action and hence further inËLuence the goals

selecteil aad the goals achieved.



46

2. Goals acbieved-)staff plans and activities-)staff
client interactio¡-) goals achieyeil. the goals

acbi,eved becone information against, vhich the

st,aff may cûnpare their orginal p,Lans iler.iveð f,rom

the'ir orientatÍon,the organizational goals,the

amount of tesources allocatedretc, to i-nfluence

staff plansrj-nteraction,antl goals achieveö.

ûoals achieverl-)organizational goals or rêsourcs

allocation or authoråty aail control syst,en or type

of client -)staff, plans and activities-)goals
achievecl. The goals achievecl by the staff in
inÈeraction ¡uith t,he client nay be feil back to the

boarrl of ili¡ectors anil compared wit,h t,heir goals

anil system plans, Ðiscrepalrcies betueeo the goals

achÍ.eveil anil the board.rs aspirations nay be cor-

recteil by manipirlating the boarcl nanagecl variables
such as organizati.onal goalsrtr€source allocation
to ûif erent activá.t5.es, type cf, client selected

etc. some of the feeilback loops nay :be shoct ¡ua

such as organÍzationaS. goals nhích nay sary from

client to client in short. ti¡ne f,Eamês. Ot.he¡s are

more lonE rÐn such as the type of client to be

select,ed into the service., This nay be cbangeicl

only after consist,ent failure rith one type of
cl,ieat, for exanple.

3.
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This or¡tlines tbe possible maps of influence for staËf.
ThÐ clients nilr be analyzerl nore f,ully in another sectio["
The next sectíon arläresses the issue of ocaanizational con-

te:rt. rt attenpts t,o proviöe a sinpLe frameflork for the iles-

criptS.on of an organizationrs strut,ure. rt t,hus outliaes the

context in ryhich tha staff practice their professioa anil the

rays in .rhich Èheir acti.viÈy is structureil.



Chapter V

STRSCTSAE ÀNÐ DSSIGN BåCKGBOTND åND COüSIÐEBåTIOI{S

R€cent eviilence intlicates that orEanizational s:trucÈure

is iafluencerl by the envi.ronmentrsizerand technology of the

organization {cf.. Iakson et al (19?0r;fiimber1yrt976;Beyer t
Harrisoqrlg?91, they argue that the effects of technology

pervatle the operating core of t,he organi.zation. These varia-
bles are iateracÈire ia sal¡s tbat arÊ not fully clear and

nay be neðiateð by Èhe strategic choice of the organízation

{cbitd , (19?2}}

CertaiÍlyratl of these asp,ects aEe relevant wben coupar-

ing organizations., Eorererrone aeeds a sinpler framerork to
clescribe thc basic parts of a hunan servicers structure" ?he

follo*ing reli.es heavily on the ideas of Dlinùzberg{19?9} and

Thonpson{196?l eho fiintzberg us€s extensively.. It is aa

attenpt Èo <lescribe hunaa servÈces *ithia the curcent liter-
ature of organizati.onal st,luctür€r

Uint¿bexg soughÈ to lsolate the rbasi.c I elements of an

orgaaizationrnanely the nechaaj.sms of coorclLnationrÈhe par-

anetets of clesignrthe contingency factorsranil the flor/s of
authorít¡,rrork objectsriafornaÈion and decisíon prÐcesses

through these parts, ne thus outl5.neü five parts of an

organi.zati.oa that follon:

f$g
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1' the operating core that incluiles those that ìrork

ilirectly to produce the organizationrs product or

. secvice,

2. ?he strategic apex that iocluctes the top managers

anrl tbeir personal- staff "

3. ThÊ nitl.clle liae that inclurles those between the
st,rategi-c apex ancl the operat,inÇ cotêr.,

4., The technostructure thaÈ incLuites anarysÈs outsicte

the fornal I line authorit,yr systêü that apply ana-

lytical technigues t.o the organization.

5, fhe support staff that incJ.uåes those people that
proviöe iad.rrect su¡rport, (e.g, IeEalrpayroll ,etc.).

The nechaaisms of coord.ination incluile itirect, supervl-
sion;t.he stanilardisation oË work processes;the stanflarôiza-
tion of, or¡tputs;t.he standardization of skills;anil mutual

ailJustment,

flis tlesign parametprs lacluile Joþ specializa-
tion,behaviour f,ormalizaÈåon, anit trainiag anil inrloct,rina-
tion for the desigo of Índlviðual positions; unit sise and

unit, grouping for tbe ilesign of the suFerstructure;planning

and control syst,ens aad liason desices for t,he üesign of the

lateral liakages tbat rf,lesh or¡t I t.he superstrr¡cture;an ü

terti,cal aacl horizontal rlecentra.Lization for itesigning the

decision naking processes.
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Thusrüintzberg outlines five basic parÈs oË cont.enporary

organi*atio¡s--the operating corerstrategic apexrniildle
linertechnostcucturenand support staff--and discusses hcw

they interelate, To these five parts, he overlays five sys-
tens of flocs ra t.bese conponent parts--in effect five
aspects of hor the organization functions: as a systen of
fornal aut,horityra systes of regula-t,eil infornation frows, a

a systen of info¡sal ccnnunication, as a system of wor,lc colt-

stelratioßs, anil as a systen of aö hoc ilecision pnocesses.

Thesê are treat,ed as conplenentaf,y rhich"in combinati.on,

ilescribe the conpler rorkings of an organization.

The orgaui.zatÍoss that nost closely resenb3.e those r rish
to aðclress are Èerneö tprofessåona1 burraucraciesr by üints-
berg,

Tbese organizations are rlescrib'ecl as relying on the
stanrlarilization of sltills f,or coorrliuation once t,he systen

is ,n place ancl rely on the training anit iniloctrinatíon of
the staff to proricle the . staailarilizatioa of procêsses

reguired to operat,e the systen. TbusrprcfessLonal_ bureaucra-

ci.es hire profesiouals aarl give then coatrol Ðvêr their orn

work. This rork ís hlghli nspeciar.izeð in the horizontal
ilimenst on, but enlargecl in the vertical oneil (vork _processes

are specialåsetl hy training ancl inctactrination aail the
aut,hority for the ror* process is concent,rateö in the hands

of tbe professional-},. fhe professional ryorks relatively

...: i :': i



indepenrlently'of hls colleagues

he or his organiaation servesù

ås Heïêr notes:
rthe system rorks because
else kno¡rs roughly ¡rhat, is
i.n Seicl, 1976, p. 141 ,

but closely
51

rith t,he clie¡ts

everyone haors ereryoûegoing on. t (t{eyer quoteil

The structure of t,hese orgaaåaat,io¡s i s essentiall y

bureaucrati.c. rtr s coordinat,ion is achieveil througb the
training anil ind.octrination of the ¡ro¡ker aarl by profes-
sional standarðs. Tbe lrey tlS.fference betyeen tbese and other
bureaucracies {e.9.. nacbine bureaucracy as used. by flintz-
berg) is that, the stanitards origíaate trargeLy outside iÈfs
ofln structure" This nay be the professional associ.ations of
iloctorsrlaryersraccountantsn or the rprofessi.onalr practices
of psychologists" rû the case cf voluntary boarrls, åt nay

aLso be the reguirements of the fuaders" or goyernne!,ts"

This learls to ilifferent scürces of pofler xåthin the
orgaai.zation. ra those yåthout professionals, the po$er

resi<les mainly in the posltion. rn professional bureaucra-
cies the poner is that of erpertíse (Blau, 196?-68) .

These factors sugges.t, t.haÈ othe¡ forns of coordinaÈion"
such as the sta¡clarilization of output or cork process, are
flifficulÈ'to apply to hunau services. - The rork lrrocesses
thenserves are toÐ conlrrex to be standarrlized ilirecÈly by
tr{orkr anarysis, Thus, ÐDe çannot rel.y exte¡siyeLy on the
fornalizatioo of, professional rork or on systems Èo plan ancl



ì. :i.i.: l

52

control it' Both Élirect'supervlsion antl mutual acljustnent
impede the professàonalts anö the seni:pr.ofÊssionalrs close
reïationship cith his clients, The organlzationrt,herefor"
nust rery on the standards d.eveloped in -+he training o'f pro-
fessionaS-s to assure standartlizati.on of the $ork processês

anil out,ptts. It cannotrbecause of i.ts track oË knoderlgerseelc

to stanilarrlize any other conpûnent of the nork procêss other
than guality cbec.ks oa the outptrts or the provisioa of out-
siile or insirle traiaiag everrts.

s.1 gåEEcgEIgÀEIg!

flintsberg argues ?hat it is helpfur to thiat< of the operat-
ing coce of a prof,essioaal bureaucracy as a repetoire of
standarö prograns. .

rfhese arerin effectnthe set sf skills the profes-
sionals st,aad ready Èo use--t,hey are appliea topre{letermineil situations, calleil contingenãi.es, a.Lsostanilarili,zeü. rn thi-s regard ttre stàfr have tnobasic Èasks 1)to categoråa'e the clientrs neecls interns of a contisgencyr*håch inrlicates rhich stan-ilaril prcg;ran to usera task hnoryn as cliagnosisraail
2l Èo app3-ï or erecute thai pro-
graft. {Hintzberg {'19?9} p"3S3} " .

cLients are categoríeect because it roulf, take enornous

resources to treat, eï€ry case as uaique ancl reguirlng tho-
rosgh analysis. [s t{i.ntzberg poinÈs out i.È is the categori-
zation that enables the various oPerating t,asks to be
f itecoupleûr anil - assignerl to inËivitlual , professioRals or
uaits. Tbe categorisatåon cloes no,t rleny the existence cf
uncertainty in servicing a cllent" ratherrit, seeks to con-
tain it i-n the jobs of s5.ngre professionars or uaits"
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Segal { t9?4} ilivj-des these kinils of orgasizations j.sto

three categories I cha5.n-st,ructureð t, ûedåatively-structuredr ,

and Iadaptively-sÈructurerlf . . Cbain structnreil orgaai.zations

relate only to a suall part of the e¡våroanent antl accept

inputs onl.y at one enü" ûnce clieats are inilucteil, they are

processecl through a fixeil seqÐence of operaÈions, ù custo-

rlial unit is an eranple of tbis type of organizati.on"

Hecliatively structureü organieati.ons arÊ ilesignecl to
rchanne!- external tlissinilarity into uniforn organieational

categoriesf {p.2151 . An iacliyitlual treatnent center souS.il be

an exanple of t.his ki-rct of orgauization.

âtlaptively structureil organizatious are I not strnctured

to screen out the heterogenait.y ancl uncertainèït {p"21?}., It

aôapts to it,rs clientsr inrlíti<lual problens rathêE tban tcT-

ing to fit Èhe client i.nto ose of itrs orn categoriês" À

nilieu treatnent ¡rarrl noukl be a$ eranpJ-e of this ltincl of

organl-zatioa {e. g, a naril for all types of psychi.at,ric

disorilers).

Professioaal ,bureaucracies may thus Þe categorizeil by the

aBount of uncert,aÍ.aty and hetrogeaeity t,hey screen out

through their categorization Ptocessesr This screeni-ng out

procÊss ryil1 usaally occur at tbe entry point to the ser'"

vice-Èhe cli.enè entry cri-teri.a- al¡å could ileternine the

amount of uncertaÍßty to deat r¡ith anil the anount of skíll

variety :neêc!Êd in the operati,ng cÐrÐ of the organi-zation"
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s. ? gegBÀgEgg ggEE

tlintzberg assert,s that, the operating core is tha only one

that is elaboratetl in these kinds of organiza;tions. then

staf f are elaborateil itts focus is vexy much support acti.vi-
ties for the operatS-ng core, The technostructure ancl ¡nictille

1ine nanaqenent are aot hi-gh¡-y elaboraterl. Liherise the nirt-

ille liae is thin,

r{i.th little neeit for dj.rect supervision of the
operators, or nutual ailJusÈneut bet{een themrthe
operating units caa be very large uith fer manag-
ers at the leveL of first supervisi.o¡ ,or for that
matterrabovê tben {tlintzbÈrg(19?9}} .

thus t.he miiklle line in a hunan service neerl not soper-

vise the ryork of professåonals closely, Thi.s co¡&. is staarl-

ardiøerl by the pro::fess5.onalst practice t,hat, evolyes fron

tb-eir trai.nj.ng and intloctrination, Giren the .lack of ctirect

supervi-sion required, the uiildl-e tr-ins rf a human service is
thin and can hanðIe a large number of units. there j.s thus

no neecl. for fnutual adJustmentr bet*een unitsrsince the

!sÈanrlaril programsf ars. applied to i.nd.ivi.duaJ. clj-ents uithin
usi.ts antl not actross units, , À gr€at tleal of poïer oÍer the

operating rork resËs at the bottom of, tbe structüre eitb the

priofessi,onals of the operating co¡e. {Isually denocratic

ailni.ni-strative structur€ energ€s for the operating core;

The adninistrative structure relies cn nutua!- acljustnent

among professioaals for cooriliaaÈionruhicb inclLcates that
liason ilesices are important design anil coordinat.ing parafle-

ters in tha midðle line, flanag€rs ia these types of organi-
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uations are prerlonisanttl, in charg€ of secÐn¿lary acti.yities,
Täey'aclilinåster the gg4gg to t,he najor activity carrieil out

by the sÈaff' (e' g' buclgetreguipn€nt, subsiiliary resourcesf ,

ttj-ßtsberg argues that the prinary roles of the nanagers are

ones of hanùling internal disturbances, securing tresources,

maint.aioing liasoa contactsracting as a figurehearl anil

spokesuan. To these are ailcteil the *ey ¡oles at the boundary

of thê organizati.on, i.€. those of negotiaÈing fli.th outsiile
agenciesrand acting as a buffer to tbe the insiile struc-
ture {cf .}telcher, 19761 ,

s.3 ggggg3l or gË,-eucsûg,E gëg gEslgg çpE5EÐE3Àg,IpUg

SÈaff-client interacÈion is the core actÍv5.ty of a hunan

servlce..These interac?j.ons cannot be stanilarilized by aclmiu-

istrative st¡ucture, ?he orgaråration nust rely on the
lstanûaril progËansr that. are t,he jnrisdiction of the prof,es-

sioual or the semi- professfonal. îhe coorilination of the

staff-client intEractíons are açconplisheil through the

mutual ailjustoeat p¡ocesses of the operating st,aff, stanil-
ardizati-on i.s acconplished through traiaing anil iad.octrina-
tion aaet by quali,ty control procedures. The auolrnt of uncer-

t,ainty and het,erogeneity .nay be screened out tbrough Èbe

client eatry crit,eria aud other screening processesr The

st,rategic apex of a human service ffay sontror t,hese anil the

clivi.sion of its authority systeu into an ailninistrative and

a professional .garÈ,
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Chapter YI

RETEYA¡TT ASPECTS OF TTTE CTTENf

Perhaps the nost iliÈtinctive feat,ure of hunan se¡vj.ces is
that the relatioas betweea the organiratioa anit its clients
is cenÈral to their existence,Thê inpoltance of these rela-
tj-ons is an obri.ous conseguÈace of thei¡ naoüatersinc€

staff-clieaÈ relatíons becoæe the nost, inportant tooL lrith
ïhich thê organization aÈteu¡rt,s to achi.e ye its seryice
goatr.s, .

one rlinension in these reratio¡s is the arnount of infor-
nation aõout Èhe 

. 
clíent tbat is neeitefl to operat,e the sys-

tem. . * second dLmension refers to the conpr.íance sysÈen

enployerl vis-a-vis its clieats,

Folloring schenes prÐposerl. bT r",efton atrd Boseugren{1966}

anä Etzioni {19611 "further c.Lassificaticn caa be rfornulated
as i¡ table 4 ,

Those . organizations that liuri.t, tbeír interest in the
crient biographg face the iah,ereat. probleu of isolatiag a

specific set, of cltent aÈtributes f,or processiag.,, The prob-

Ï.en is tnofolcl¡to ûetertÈne relerant attributes anrt to avoiit

the, tën¿lency of staff to incorporate additioaal att¡ibutes
in thÊ service process as a rar of, reilucing uncertaånty in

-56
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crassifi-cation by client rnfornation and comprianüe sysÈen

Inter€st. in Client BiographyLiæited ÐxÈessive

Clie¡t t s

Conpliance

Systea

Noruative

ttti.l-itari'as

Coerciçe I PoLice
I

I Uãåversity I Treatmeût ilT I nospital t+--*______++___-_{ltf
I lledical Clinic Nursing tione Ittf
l--à--- ---_-_{I Cor¡ectional I

I InstS.tuti oo I

their intervent,ion proeesses. .For insta¡cera nursing unit in
a hospital r¡ses a chart systen to ísolate facts so that tbe
nurse'can'apply hís o¡ ber ski,lls, The chart selilon inili-
cates chether the pati.en.t. is terninally ill. À nurse nay
tant this infornation so tbaÈ he or she can better cope ci.th
the faur-lyrs neeils. The iafornatioa i-s seldon available
since nost'hospitals leave this fr¡nction Èo the ðoctor.

lbose organizatLonsrnbere i.nterest in 'the client båogra-
phy is extensÍ.ve, are Ln consÈaat search for relevant anrt

sigaificant clieat attributes. The ccnplÍance systen also
raises tlisÈi.nctive issues that nust be resolvecl, À rrornative
conpliance system .is highJ-y rlepenitent on È,he abiliÈy of thÈ
staff to dÐve3.op effect,i.ve interpersonal rerations rith the
clients and to serve as morlels for identif,ibation, .[ utii_i-
tarian system requires that t,äe organization controls the
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reguirerl by tbe cLient. â coercive

that tl¡e cliest sill , not escapêrcr

counteract or neutralize the coercive

the ilesign cf

be usecl ia the

The rafl naterials of human servåces are human beings.

The raff material is, th us, nÐt value neu-

tral {cf"Perrov,1965} ,Conseguenttr.y the crgani.zation is con-

strai.aeil i.n its choåces of, change technologies ,by the value

system prevaLent i.n the ni-lieu in r¡hich j.t operates. The

clieots that are prrçessefl have iclentifiable social loca-

tions anil aff,iliations shich cannot be ignorecl. Ey€Ey ser-
yice nüst ilevetrop mechanisms to cope rith Èhe self-activat-

lng propert,les of its clients.

The above has fur¡ilauental .inpl5-cations

the systen anil å.n the choi.ce of technolcgy

service, Ànoag these'are:

in
to

Ir

2.

The choice oË cli-ents to be serreil is perhaps the

nost funöa¡aental choice the þoartlror top nanage-

nenÈ, can aalce since it'really iteternj.nes the type

of staff ancl technology that, rill uork,

Tbe ¡ray in rhich the organization allows the

cIÍent or hås rÐpresenÈative to have a say 1n ryhat

happens in the seryice. to the clieut, ci1L be

important both Ëron the pêrspective of rhat tbe
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3.

goals yill be .ancl shat th€ role of the staff c'iIl
be in relati-on to the client,s, , It ilaI at tLses

rleterníne tbe potser of on€ oser the other.

Cl.ieats atrê reactive. They 5-nfl-uence the applica-
ti-on of the chaage technology by being influeace'd

by lt. or noÈ. åsp€cts of tùeir nakeup ôetermi-ne

the approach to the tlpe of technology that staff
nay assN¡flr€ tiIl rork aûd lnf,luences the effective-
ness of tbe approach as relLr

Client goals are influencecl by the choices of
clieats or tbeir representatiyes. Clie¡rts bring

ryith then Íato tbe se¡vice, by virtue of thelr
sociaL locatios, a nunber of preferrerl goats Èhat.

are associaterl *ith t,heir cultu¡e nithout regarrl

to ,thelr inrliviöuaL ori.entati.on. phis may bÐ seê¡r

ín tbe goals of native peoples ilr a resociallzing
agêncy nhose cultural patterns ars to be linkerl
sith the' ao¡naÈive prescriptlons of the altency.

This factor caa be conbineil vith poi.nt 2, " fhe

organizati.on may establish fornal yays anit trêans

for the client or hi's EêpresentaÈive to have

iafluence.

Tbe j.aterelati.ouships ano$g clients
either ai-d or Èleter cprüain prograüs

a unit caa

goals.

4r

IN

or

5.
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Àn inflneace itiagran that sunnarizes the above is sbou¡

i¡ figure 5 .

Egê3Ð EANAgE! gÀBIÀÞlEg

I Client or I
Representative t¡------ --------\
Goal Influe¡ce --------1

tt
ff
Statf

I Infornation ------Ð plans ------'rÞclient---Þecuieved
Polic y 6ÀctivitÍes Interactiont+

I Statf
I Orientation

frll
Îe chnol ogy -)Effecti vene ss- -'---r

I
I

I Client Staff Goals

t

rrl
tll
Type of Clie¡t--'-'---'t

Figure 5: Influence Di,agran:CIient' Aspects

Às a first approxination tbe board chooses tbe type of

clientrthe tecboologyrthe auount of say a client or his

Eepresentative has on the Progran planuingrancl inilirectly

(uitb the variables aentioned in the staff section) the

staff orientatlon.The aEouDt of say of the client iofluences

staff plans for the client. the boardts cli.ent infornation

policy influences the anount . ot infornation available for

staff plans aad activj.ties.
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Siace tbBre 5.s no clearLy itefi.necl ray to preilict the

effects of varying staff proceclures as they apply the

t,ech¡ology useô by the agency i-a staf,f-clieaÈ interactions
the staff plansrclient characterisÈicsran<l teclrnoLogy yield

a catchaLl category callecl eff,ectlveness, This variable is
oeant to iûilicate tbat the staff"client characteristicsrand

technology interact, in scuretines positive anö sonetines

negaÈive sa1¡sr Thís nay be indicated by a surrogate variable
(effectiveness!. ThÈs variable rhen cornbinert cit,h staf f
plans yielils staff clieut iateractions {the nain activity of

the service¡. the guali.ty of staf,f-client interaction anil

it,s freEtreacy produces service goals achieveð. The results

are feil back to tbe boarrl to influeÐcë boarcl choice;to the

staff plaus to inf3.uÊnce future program goals;anil to the

client porer variabS.e so that the clieat or his

tepresentati.ve nay iaflueace staËf p3ans"

6.1 ÊSgBggEEraIg EEgå8gIlg c!3Eggg ag!, ggE EEgEgg gg gg
EGEtrCT

Thê closerl loops of

the folloring anil uay

rents:

the systÈs fo¡ the clåents inclutle

be staterl as ca'usal chains of argu-

:1,. Goals achi.evetl-)type clientrtec,hnol?g,yland effec-
Èiveness-)st,af f cli,ent interaction.)goals
achei-veil. This loop is neaut to åatlicate tbat var-

ying effects of goal. orienteil progtams over a per-
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2,

Íocl of tine

staf f-cli.ent,

iletract fro¡n

Goals

Bay tr)ositivêly or negatively affect

i.nÈeraction and bence inprove otr

the goals achie¡teil.

ac bieverl- ) tecb nology, tlpe of

cl.ient-)"effectivênêss-)staff plans-> staff client

interaction-)goals achS.evêtl' lbe staff pick up

both the goaXs achievect anil effectiveness of their

prograns to inclucle in futurp plans to fu¡ther

produce staff client ínteract,i-on antl goals

achieuecl.

3., goa}s achieveil-)clåent or rePreseotaÈi.ve po l-

er-)staf,f, p:Lans -)staËf cli-e¡lt interact'ion-)goals

achieveil. The goals achievecl becose iafor¡uation

for the clf,eat or his representative, to in,ilicate

äbeir preferences t,o the staff or the orgaui.zati.on

in tteve!-op5.ng or changing plans for, the clier¡t.

The staff plans leatt to staff client interactions

aacl hence to furtber goals acbieveil.

4., 6oal-s achieved-)staff orienta tion-)staff
plans-)staff clíent inte¡action-)goals achieveil',

The goals achievetl by t,he staff influeace the

staff orieatat.ion{Ltleologies'need to practice in

Èhe organÍzat,ioa, professi.onalism)'shich influence

staff plans that leað to staff-clieat interactipa

anil hence to further goaLs achieveô.
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5. goals achieveil-)staff prans-)staff clieat int,erac-
Èiou-)goals acbieved. rhe goars achieved become

inforuation for Èbe staff itirectly in their plan-
níng processes rho nay uodi.fy or ctevelop neï plans
for staff client i-nteract,ions anil hence for future
goals to be ach5.eved,



Cbapter VfI

REtr.EVÀNT ASPECTS OF TECHI{OLOGT

fer have naile the stutly of Èechuology at the level of the
oEgÊnigg!!9Þ theÍr fûcus. ThoDpsoa and Bates(1957l.,conparef,

the technol-ogies ofa irypothetical hospi-

taI, universityrf actoryranil ninera¡d pcstulaÈed frthat the

type of technology available.¡rrr.seÈs linits oB the Èypes

of structures appropriate for organigations.r rhe inportance

of technol,ogy to the sÈruct,ure of aa organizatlon couti-nues

as aE open questioa although pêrroil{196?) süggested that a

vier of orgauiaatåons as technolog5,cal sys,tens offers a bet-
ter basis f or conparing anil conpreheniting tben. .,

tonceptualisation of an organåzationrs techaology is
sti,lL at a st,age where the *ord tecbnology may haye many

¡neanings. lhe coacept appeaEs to have three facets that.r*hen

taken togetherrencompass the neanings that have be,êtr devel-

oped:ogerations technolcayruaterials technologg, aarl knor-

leôge technology.

operations têchüoJ.ogy has been ilescribeil by ptrgb et aI-

(1 9é3) as the Èechnigues that an organåzation uses in its
vork f 1o* operationsr . Thi.s ccnceptuali.zation ryou1,tt thus

rlefine Èecbtrology a,s tbe metborts useil iu e,quippiag asü

-64
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sequenciag actiyities in tbe cork f,lory. üaterials technology ',:,",:;t,';';

relates activi.ties in flbich the charactecistics of tbe

nat,erial theuselves are lnportaat{cf.Rushing, 1968¡Thonpsoa,

T96?), ffaorletlge technoloEy has been ðevelo¡ecl Brinarill by

perror { 196 7b} anil Ís usuall¡r a ssocia terl yåth ra u umb er o f 
,,,,,11,¡,,

exceptional cases encounte¡ed in the norku {196?:195) anil :::"':

the üegree of logicaJ. aua!-ysis achieyerl. It has been gÐDêr-

ally shora that the level of ileterninaacy of technology is a
-,., , ,'. .t,

functioa of three vaniables: ,'.,

,t--t-a -t-,'ttl.

1. the extent, to shich desired outcones arê tangible i':':.

a'nil cell öefinerl

2, ilegree of stabS.lity anil i$variab5-lity of rafl

naterial

3. the kaoxletlge available anrl the ilegree of itf s

conpleteaess about cause and eff,ect relati.oas in
the ra¡r ¡uaterial.

ls Pêrroy(f965) ' has noteö the naterials ia hunan ser- 
,,,,:,,,.,

vices{peopJ.e} are not value ueutral" The choice of technotr-- 
.,,,,,:.,,

ogy is thus liniteit by tbe ri.llÍngnes-c of the clients to : ':'1:i

participate anil t.he salue system of the ove¡al-1

nilieu. {cf " Gof f,ilan, 'l961 } , .

The qoa.ls of hunan services are not we].l rlefineil iu an

exact behavi.oural sense, " They are usually expresseil ln glo-

bal. staÈements such as rI. nant my son t,o be a better pêE- .
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soûr..Even ïher they are a bàt more defineil as in tl vaat ny

son to be better adapteclr they ilo not ans$er the guesÈioas

of fto shat?r or fhow sell a{lapted?¡,

Certainlynclient,s are self-activating and not
f inryariabl-er. ålso, the knoryledge of cause ancl effect in the

Link betneea clieat anai t,he nanÈpulatj.cns inherent in àunan

service technology is not evicleat in any of t,he literaÈure
that has been nritten".One can only concluöerlike otber rrri-
tersrthat the techaology of bunan seryices that chaage peo-

ptre i.s inrleterninate,

7.1 gBggg5lEgggg BEgåtspEgg gEgHNalggg, _asp r,ËE EggEçE gÈ,

AE aGEigI

The technclogy iloes fall broarlly i¡to shaÈ Perro${196U

has classifiect as kno*lerlge technoJ.ogynaad.*hat îhoap-

son{19ö7) has eal}eil intensive techno}ogy. Sevêral proposi-

tions nay be naile:

1, The technoloOy chosen rill in a broatl sense clet.er-

nåae the effectiqêûess of t,tre s€rvi,ce. . ?hat is,
there app€ars t,o be soße correlation betryeea type

of tberapy ancl cliest characteristics{ei g.the

cli.e¡¡t must be abLe to t¡se the verbal media to

ilerive any b€fiefåt from psychoanalysf.s)

2. The leve1 of technology ryi.ll be deterninecl by the

nature of the problen, the a,b5.lity oË the staff,
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thei¡ conpetencerand

r¡hich it occurs,

Ëhe values Ðf the milieu in

3, If clients or tbeir'representat.ives caûnot iaili-
cate clÊar goals that may be operôti.oûalJ.y ilefi.neil

t.hen tbe,board or the staff rill clo so, fhis fo1-

locs fron the fact that the funcler anil oÈher rele-

vant publics are interestedl in goal achievenêût.

The type of technology chosen rill deternine the

neerl anð prêsence of observable asd hence ¡neasura-

blp data"

The,ability to neasure eff+cts .vill be iletersined

by the üata avallable, unl-ess the creili.bili'ty of

the profession iarolvetl is extrenel,y high"

6" The ability to rerify by neasure¡ûent, or to assert

4.

5.

that chauge has occurred,

agencyts ability to venify

sj-ce

ui11 cleternfae t,he

tbe salue of its ser-

7, If neasurenent instrunents are rot useclrproof of

success *riltr be subjecÈ to the causal beLiefs sup-

plleil by professio$al ideology, tlre causal beliefs

, of a fundecror the causal beliefs of those ctrj.ents

serÍeil,
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conbi.ned. Thelbe j-nternal influence cliagrans nay nor be

rliagran of this is containetl in tigure 6

.Egqgd [anagg! lgglgb]es
v ------

Client or
representative
goal influeoce<------

Staff selectioa
I

Organizational- Staff orientaticn
goals ----l I

client
inforna tion----1
policy I

I

I

r

rt ? t
Àuthority E Staff Plans
Co ntrol --- - --)E a ctivities
Systen v
Technol ogY ----ÞE ffectiveDess

I
rype or----- "'--')
CIient

Staf f Goa1s /
-------Þ clie tt ------Þachieved

interactions I
_ _--, - ------- --J

I

I
7--------
I
It

äe asur able
clata I

I

J
Ailmi-nistrat iveProgra n

Eservice
output

I

I
---¡

Punder

outP ut
ì
I

I

tf atch to 4 -----'--"
Exp€ ct at ion s

Pigure 6: Joi.ût Client Staf f Inf luence Diagran
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?he trelationships are as asserteö in the previous texts
except that the goars achieveil ¡esult Í.a neasurable dat,a

that becone the program an{l servi.ce and the adninistrative
output, that are natchecl to the expectation levels of t.he

funder. The i-nternal anÖ external influence tliagrans sill bp

clracn together irr the n€ïÈ section that aaalyzes huma¡

secvices as systens.

ls a rev1e*, the board oË tlirectors of an agericy nay

control the type of, client the agency rill ,server the staff
that sltrl vork citb the cltents, aatl the kiarl of technology

the sÈaff ¡rilt ,use ia interactÈng xith the cli,ent.s to
achi.eve either the cfieat or the organÍzati.nal goa1s.

Tbe board uay choose the goals it ryishes to achieve cith
the clj-ents anil the anount of say a client or his
Eepreseatati.ve nay have in rletermiaiag tbese. The boarcl nay

choose t,he ki¡rrt of authorj.ty a,nð contiol s¡rst,ea asecl t.o

structure the staff activíties{bureaucraticrcoll.egia3.ror a

conbination of both) anil Bay deternine the kin<ts of
infornaÈÍon available about the cJ''!'eat, through t,he usÊ of a

clieut i-nforuation policy.,

The staff flilt trs€ the end results of these policies as

infornatioa for t,he5.r plans ia uorking sith the clie¡t,s
through staff-client interacÈåorts, These interactioas niL'l

achieve certain goals that will þecone the basis for future
üeci.sioos of the c].ienÈ or hås ¡Êpresentative,rthe staffrthe
boardrand t,he f uniler,
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It, shoulcl be noteil Èhat thls analysis fai.ls to consícler

the pote¡tia1 role of a fuarler in i¡fluencing the cboice of

clientsrstaffrtechnology, otr other varia,bles ¡elateil to the

ager¡tly act,ivitÍes. ?his ryas not iadj-catetl in ary of the

literature revieneil by he author ancl ¡rill be reviewetl i.n the

case analysis"

'31.:: ir.:':.1- 4.'a:'-.



Chapter VIII
flnlrÀil sBaryrcss ås sÏsrEüs

8.1 ggggEg SgEgEI

I{oilern approaches Èo organizatio na1 theory coasirle r
organi-zat,ions to be ûpen systens in interaction citb their
environaent. The key concepts of general systen theory sil1
be reviereil anö forloued by one possf.ble cont!-nge[cy vier of
hunan service orgaaiaations.

General concepts applicable t,o manr differenÈ t,ypes cf
systens have been put forth by va¡ious rriters (Kast. E

Roseßzyeígr197gi chinrl9?6; Ackoff ,1g71; Bertalanffy, 1g6g;

Berrien r 1 968; Buck1eyr1968; ltiLler" 1965; HalI û.

3agear1956¡Parsonsrlg51)..rÈ nay be stated that, evÊry system
has at leasÈ Èso parts"a¡cl these parts are i.ntexconnectetl,
The system nay be closed ûr opelt.

open sys'teus exchange information , eaêrgy nate¡iaJ.
ryith their enviroaments rbile closecl systens ilo not.. Hoy-
êver, the open closerl di-nension is a continuurfi--sysÈens are
relatively oFea o¡ relatively closed.rhe open sysrêü can be

viered as a t.ransfornation nodetr. . rt receives îrarious
inpuÈs, Èransforns them in sone ra¡'rand erports outputs.

::::r:!:-:;:'.*1-,::
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Systens have bouailaries that s€perate. them fron their
en yiron ments, Closeil syst€ns t,enil to hav e

rigidrånpeaetrable o!Ìesryhereas open syst,ens teocl Èo have

permeable bouuüaries t,haÈ seperate theu fron a broaöer

suprasysteü..

An open system $ay attain a st.ate i.n ryhich the system

renains in ilynanic equilibriuu through the continuous infloc
of naterialsrêBeEyr and information" A, systeu maintalns

equilibriun hy using feerlback. ïnforsation conceraing Èhe

outputs or the process of the slsten is feil back as input to
the systen perhaps leailing to cbanges fa inputs, or pro-

cessÊsrÐr ouÈputs. Feeclback can be pcsitive or negative.

negative feeilback is informatåonal input{together rit.h t,he

s{rbsystem that it tries to correct} uhich j-nclicates that the

systen is tleviatiag Ëron a prescri-bect cÐurse aad shoultl be

readJustêrl.

å.basic concept in systens is that of h.i.erarchåcal rela-
tionshS.ps betreea syst,eas. A systeü is conposecl of subsys-

teus of a lo$er orcler aatl j-s also part of a suprasysten,

Thusrthere is a hierac.by of the components of the systês.

Closed systeus tend t,o Boye to$ard entropy and clisorgani-

sation. In cos.trast, it appears thaÈ open syst,ens nove i-a

tbe rlj.rection of ili.ffereatíat5.oa, elaboratloarancl a hÍgher

Level of organization, fhi.s i-s a geaeral assertj-on of the

li.teraturÊ. The l-trÈerature cloes not,inilicate t,he rlirection
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: of ßoyeÐent of open systeûs if they are oPeû to rr*rongt

inpnts or processes {e. g. supersti-Èious learn-

ingrnisattribution of causality etc.! .

There are signi.ficaat ili-fferences anong varioas types of
j.,., systens. Social- organåzations , ualike pbysical or biologi-

cal systens , are contriveit {cË. . ßatz S ffahn' 19?8} . They have

struct,ure, but it is the structure of even-ts rather than

, tbat of physical conponentsranô rr.it canuot be seperatetl fron

ttre Process of the'systemrr {t(ast E Rosencreig' 19?91 " flhere
.'.::

, sinple pbysical anit nechanical sïstens teað to,exhibit rig!-il

cause an'dt effect relationship þetveen initi.al cosilitious a¡¡il

final states, social- systeus tenrt to exhÍbt eguifi-uality.

Bquifinatrity suggests that ce¡taia resuïts{f,inal states} ,mey

be achieveö rith different i,níÈia.l- coatl i.t.i.ons aoil in cli ffer-

eo¿ rrírys., ?his suggests that the difference between social'

anit physical systeus is thatrgiven a set of, i.nitial condi-

tions, the flnal rasults yilj. be knoxn in a physÍ.cal systen

once the processes are specifieil *heceas they ui'll be uncer-

:'t' tai.u in a social systeu. Tbis suggest,s tbat social organiza-

,,,, tions can accouplish thein ob jectiv€s rith då,verse iuputs

and riËh varying transfornaÈion FrocÐsses.

As Kast I Rosenzreig assert nan organj.zatÍ,oa i.s noÈ sin-

ply a techalcal or a social sys'ten. Rathe¡r iÈ is the sÈrüc-

turing anrl integratiag of bumau activi.ties around' various

technologles.. The tecb¡¡ologies affect the types of inputs
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into the organizatioarthe naÈure of the transf,ornaÈion pro-

cesses, aail tbe outPuts fron the system. floseYer'the social

system deterniaes the efËectiveness a¡il eËficieacy of the

utilízation of tbe techaalogY'n {Kast 6 80senz-

rei.gr19?9;p.,!08}. They arg'ue that the Ûrganieation may be

seen as a coBposiÈe of sÈrategic, coortlinativeraoil operating

1eve1s as rliagran¡neil ia table 5

TABÍ"ß 5

Kast anit Rosenzweig CoßPosite Levels

ENVIR0t{llEt{Î oF ?$ã SrSrEll

SfRÂTEGTC 5T'BSTSTEU

COOEDIilAÎ'ITE ST'8ST5TEH

I oPEEÀÎrilG SUBSTSÎEü t I

I ll
------L¡--¡ 

j¡å¡. --ó-- |

I
I

--,-tÐ"

environmental inf luences

I
I
I

I
I
I
I
I

I
I
I
I
I

I

bcuacla¡ies
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?he, operatiag subsysteo is concer$ecl pri.Earily eith the

econo$!.c- tschaical rati.onality anil tries to create cec-

tainty by rclosing the techuLcal soref{cf, Thoüpsoar1967} to

masy variables. .ã relatively closeil system viec is applica-

ble to the oPerating core.

The strategic level faces the greaÈest amount of uncêr-

tai.nty, It nust relate the organÈzaticn to lÈs enviro1treßt

oFeE uhich Lt has little or no control'st¡ategic level ßan-

ageneat shsulü haye a relati.vely open systeu perspectiYe anil

ocieatatj.ür¡.

The coorðinatite subsytem operates þetween the opÊrating

anrl Strategic levels anrl se¡ves to metliate a¡d coordinafe

the tÐo. This level transforns the uncertainty of tbe envi-

ronnent :lnto the eco:nonic- tecbsicatr ratíonality necêssa¡J'

for input into the oPerating core.

8"2 Egg&g sgBg¿gEg

ffnÐaß service organ:i,zations .shoulË 
be opea sysÈems' Thei'r

funct.ion is to accept cli.ents {'iepuÈ} 'fron soci'et1 {eaviron-

ûent) anil procêss or change t'hen (traasfornatioa processes|

anil to return then to society{Èhe envi-rconent} '

In its si.uP1esÈ

t,he eaviroaoent

forn a hunan sersi-ce receives iaputs fron

applies conversion Processes,ancl exports

ouÈputs, å humaa service receives its Persofl-

nelrClientsruoniesranil naterials f¡on society {suPrasysten} ¡
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otber lesources to bring to bear

clients back to societY.

I
I

I
personnel

The services tbat I cish to aflóress are usually publicly

funderl.They are overse€n by a voluntary board ancl usually

apply change technologies j.n their oçerating cores. The

clients are usually perceived as deviaot or nalfunction-

ingrancl naï or tsay not have the Pclef to influence the sys-

ten.

À streleton input output diagrqam is dravnrusing the above

icleas , iD table 6

T ÀBLE

Input ancl OutPut Flotùs of Siupte tlunan Service

e n t --P-------€----

6

a

P
?

en

f uncler

? dl'
o !¡n,s

vironÍl
w
I

if
clients

7

?
lp
l'

vol un t ar Y boar cl

I

I

P

P

organization--p-T--
I

lr !-----m---rn
lr

clientsp9
,l

p=floc of people (clients or personnel)
n=naterial and otber rescurces

$=f uncl s
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It may be asserteit that a huna¡ servi'ca i-s a collectica

of parts that are organized for a PUr-

posa(Forresterr1968).The parts iaclude the decision rules or

poli.cies by nhich the systen is controlleclrâ&d the iuforna-

tion linhages ¡*i- hin the syst.en.As'Coyle{19?7} has notetl:

The vay in nhich the parts are cÐtnectecl togethert
ororganizeilrisa¡i-nport'antaspectofthesys-
ten, ancl thè infornatÍoa link ¡nrts are the major
neaås by chich organization is achi.eveôr r ¡ i , r. j

cl_earlyrt,he overall behayiour of tbe systan rill
bestronglyaff,ectetlbythePartstheuselvesglBg
by the nànner of their organizaÈi-on.

The opÊrating core of hu¡uan servlces'in coatrast to the

ove¡ialL syst,en is of the closeö systen type.l The åistin-

guishing feature of close¿l systens is a feeclback path of

infornation, choice or açtiÐa coanecting the ouÈpnt rith the

input.This creates a ctoseçl cbaín of cause ancl ef,fect.

The inporant thing about feedback :loops is tbat they

Cause the ttynanic bet¿avj-ours of the sysÈen Hhich are createtl

by the atteBPts to coatrol the sysÈen in the face of enter-

na]. variation,

fhe structtre of a closed toop systen iûcluiles the ray in

rhich it,rs flots of nat€fials aedl infûrmation are connecteö

gg$ the say in ryhicb these ftro*s are oodifieil or traûsformecl

by ilelaïs auil ilecisi,on rules eubeilüecl in the loops' [s Coyle

aotÈs{p. .34} 3

lwhich i-s an otr,Êll
A closecl f,ectlbaclc
affect each ottler

systen in I{ast anè Rtsenzreig--ts parlance'
Systen sÍ.np3-y iuplies that the -variaþfes
5-n a cj.oseö cbaia or loÐP forn.

1t-:: ^ l:.:':
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a closed loop rhich is trying - to control a
systenrregaireã tno f4ctors for itts operation:

1" a iliscrePancy betseea a ilesirecl value
anil a¡¡ actual ealse ' , These nay be cur-
reat or Ëorecasf.

2, À rule or policy that speci.fies t'he
acti-ons to be enployetl for a givea size
of ctlscrepallCfr If the ðiscrapaacy is
zero anö all is going accordiug to
pJ.an"Èhe ðecision ru3'e BaT specify that
no changes are to be naöe asd everything
ís to carrY oa as before' Ebis rdo
nothingr rule is perfect'ly raliô'.

The feedback loops of any orgaaizat.i.oû eay thus be com-

paredrasit in naÐT¡ cases ar€ analogous Ègrthe ilecisioa making

processes.

ThÐ dy¡anics of a systen arise fron Èhree so{¡.rces!

Sbocks imposed by the environuent or other actors'

operating policies of tbe systee.

poticies anil reacti.ons citrhin the environment. .

The sàableuessraxpansiou, aaitr coqtrol of the syst'en untler

analysis üayrthus,be seen to be the results of ilecision

rules cithin the ocganizatioa anil the actlons ar¡d reactions

of the .enyircnnent ancl otber acto¡s. It nay also be a func-

tion of the tlelays !n the feeilbaclE loops as xeLl. For

insüancera tlecisi.on to change a. policy uay not bave aü

effect rntil relL after it is inplenenteil' f.f. the effect

ðoes not appear Ontil ¡rell after a husan service has been

evaluatect lt nay þe sai.d that Èhe clelay in the feeil'back locp

1r

2.

3¡
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ínfS.uences or neüiates the stablenessrexPansion" or cOntrol

of the systen.

Sach buman service viII have its orn uni.gue set of

Clientsrresotrces, processêsrco¡ttrolling agentsranrl Person-

nel., It shoultl be eviöeût tbaÈ some general'charact.eristics

yitl affect the organization of hunan services. Íhese can be

pointeil ont as follocs:

1, fuuderst prefÐrences

2. strengths ancl abiJiÈi-es of the boaril nembers anil

their interests

3. , strenEths anil abilitles of the staff, and tbeir

interests

4 " techaologfes avai-lable

5. type of the clieuts

6n relatioaships bet¡reen the funcle¡ antl t,he co$nu-

nity.

71. relationship betseea tbe boartl aad the staff

The assertioas nacle ia the Previol¡s sections nay no Y be

brought together ín the forn of a slrstem influence iliagran

as in figure 7 . The prinary reLations are those assêrted in

prev!.ous sections.they are s5-nply gathered togelher here so

that a first'approxinatlon , of xbat a hunan service lootrs
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like may be garnerecl,. Àn attenpt is narle to clistinguish the

operating corer ôs assertçit by various authors in the

clieat, section {staff-clieat relationships} n fron the

coordinatiçe aad, strategic levels saiit to erist by Kast ancl

Sosenufleig (t 979) . The Operat,5-ng Core is seperateit by a box

1a ffgnre 7 .

As can be arguerl, a rat,ional board youltl att,enpt to
control at least the variables listed uniler boarft manageil

variables.I coald argne t.hat. to the extent that they rlo, the

system sill have the op¡rorÈunit,y to rur sÍroothty or at least
bê controllab1p {i.Ç. the effects oË the feeclback loops ri-l1
be naaageable by changing the: yariables in eitber size or

clirectioa). This of coursê assunes that the feedback loops

arÈ seen by boaril nembers anrl ar€ ia the di¡ection
hypothe sfsed.

Ehe ef,fects of uumanageå va¡iables ox uncontrollabLe onês

caa oaly be üiscovered by the aaalysis of real
orgaaizations, Incteecl t,his is the main thrust of the case 

,,..r,,,:r..,
i. :'::_l

studly t,o be uaüertakea. The guestions t.o be ansuereô are 
,.,,:.:,

relateil ¡.-o cheÈher the real systen has t,he , h¡rpothesised ': 
: i: i

relationshi.ps aad,seconilly,nhet,her thesa relationships are

perceiveil as suchrand nanageil.

Froü the' perspectiye oË the organiuation, anct the

voluntary boarrl in particülarrthe oçerall syst,eu nay be

¡educerl to inportant bounrlaries as in t,able 7
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?ÀBT,E ?

Organizational Bounilaries of a BÌrnaa Service

f unilers

otgaaizaËion

et
1r
ir
er
nf
tr
Sr

rs
rt
r¿
rf
tf
I
t

conÐuai ty

rt caa be seen tbat, the voluntary boaE¿ ntrst, öecj-cle about

anil coûrtlinateror rleci.pher the prisary isfluences of eactr cf
these bounrlariesrand orgaî¿ue thei¡: cofibin€al effect on the
organizat,ionrs goals,Brard nembers ri-3.r have spêcific
interest,s aniil rarTing ski.rls in ileaLång rltb each aspect,to
the ertent that thelr can aliEn the organizati-on cj_th the
expecÈations of the il.cninant coaliÈions of outsicters {

fuaðers or their bosses| tbey yitl have the resources to
carry out tbeir rÐrh. 9o the €xÈent that they caa natch the
skills aait the technology of the staff antt the.st.ructure of
tbe organization rit.h tbe reguirene¡ts of the cLientsrtàey
sirl successfullr¡ process or change t,he crieats of their
service" To the extent that they neet the perceived. aeeds

of tbe conmuaíty and hanrlle the interfac€ bet.reen the
co&truaity aað their cli-ents and st.aff tbel ¡rill receive the

connuait,yt s suppo,rt anit iÈrs benef icial consegueaces oû

theic f uaclers.
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The ¡rain rlet.erminauts of the systenras outlinetlrare t,he

policies anil rules that the voluntary boarcl uses t.o marage

the systen,' ancl the interactions of these $ith the

staffrfunilersrard connuoi.Èy. It should be noted that ïe ar€

Þssentially talking about, t,he effects of the feeitback loops

and the uncoatrolled tine <lelays inherent in the loops as

Ðe11. In rell rnanaged organi-zations these nay be the

ilescriptors of the planneil nanagenenÈ controls,

tsing the Kast I Rosenzxeig norlel , iÈ shoultl be further
eviflent. that the strategic anô coorclinativç subsystems are

properly the juri.silictio¡ of the board of ilirectors. In
la rger services, t,hese subsysteus are seperabLe an tl

iilentifiable aod usually augnented by staff,. In smaller

serríces"iÈ is more l-ike3.y tbat, both subsysÈens are found in
boarcl functions only, nhich nay or üay not be further
e.S,aborated by coord,inatÈve staff, Ttre i.ssuerof chether

these rlecisions are in the leyels assertedrÍs a natter of
empirical iavestigation and. rill be exami¡eil ln the case

stucly,

The previous spctions have provídeil a ilescription of a

hunan servlce i-n an abst::act fashioh, the moilel presenÈerl in
figure 7 is suffåcieutly general to enable broad conparisons

anosg agenci.es which cillrof courservary i.n their rel-.atiye

enpbasis on subsystens and have dj.fferent goal-s.
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8, 3 rggLIÊÀgægs g-E gËE g,gÐgl

Selreral important relatioaslrips nar be rlraryn frour the

iafluence cliagran for the tota,l systen{f,i.gure 7l , perhaps

Èhe most important i-s the anouaÈ of external influences tbat
af fect the operation of as ageßcï, The fund.er and other
ageuci.es clominat,e the provision of resoürces neeiterl Èo opef,-

ate the servicê. since ttle allocation of resources is in
part ileterniued by a polåticar proùessrthere is no clear vay

to rleternine t,he fut,ure allocatl.on of tresoutrces,. ås argueil

in chapter 1 (rabte 2.| " t,he f unôer aay emphasize ìservíce or
acl,uinS.strat.iue output ctependi.ng oa its orient,ati.on aÈ Èhe

tine, Evaluatioa tbr¡s depends in part ûn how the funiler is
arguíng for its olFn buclgeÈ aarl also on the operations of
the other agencies in the fielil.

For the nost partrthe orieatatioa of the staff antt the
directi.on of the technology are al.so tleteruined outsiile the

agencïrs coutrotr. ån agênry nay use the rstanclarcl progransN

of tbe staff serectert but it nust be caceful Èo natctr these

¡lith the ctrients Èhat åt cboosês to enter the service. The

client neecls are also prerloninantly a Ëunction of the exter-
nal eavironmént ileternined by anð large by the parental hone

anü traiaing or the insti.tuÈi-onal seÈting.

Fhen operati.ng the services the:agency nust be careful to
match iùs activÉties t,o the requirenents of tbe funiter anil

the scrutiay of the com¡uuniÈy anil desise managerial systens
that 1ook at the interface of both xi.th the agency,.,
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ïn a b¡ioait senserÈhe strategic part of the organizaticn

shoulrt focus on the fundiag anû connunity asPects. The coor?

tti.native part of, the organization sboul{l focus on proviiling

resoürcÊs for the operating core"and t,he operating corê

shoulcl focus on staff-clieat interaction anit technology.

The next section at,Èeupts to look at the organizing prg+

cesses of aD agency. ft rill use a highty absÈract noilel

iteveLopeil bl wei.ck {1969} anil ryilt attenpt to iategrate it

uit,b the general noctel proposeil in fÍ.gure 7 .



Chapter IT

IIETCKTS TAEOST

?he lack of unilerstand.ing of tbe Ínterrelationship of
structure anil connunlcatj,on in organiati.on has been ref-
feretl to by lli.ntzberg as:

tlost of the cont,enporarT ]-iterature f afls to
relate tbe ilescription of structures ri.th that rof
Èhe functioring of the organisaÈion. - The reailer i.s
selilon tokl ¡rhat. really goes on insicle the struc-
turerho¡r vork, iafornatio! r âßrl ftecision pro-

, cÊssês flor through Ét. (Uiûtzberg 19?9ï

Àlso, Conrarltl973} coac}.udes after an extensive search of
tbe literaÈ,tre, that *oulil Link connunj-cation flons to organ-

izatioa structur€:

NumeEoüs concepts of organizatios sÈruct,urs caa be
founrl ån the organiaatior¡ literaturê, , r , ..,
unforfunately"fery of these caÐ be selated t,o pro-
pertS.es of conuunication, and thcse ùhat can ar€
prinarily restricted to the stutfy of, snall
groups' | ¡ | -üi !. l ift ao cas€s l{er€ the conaunicatioas
ôata useil 'to eviitence the propexties oË struc-
ture {p.592} .

on the other handrfleick posits a rconteat freef theory of

infornation processing based oa evolut,ionary learning that
iletai.ls three procÊsses la an organizatj.on. fhese processes

can be iclentified as e!êgÈEÊA!,getggË¿g,g,å&iL ggtegtigg" The

arposition of tbese processes relj.es heavily on the rork of
flall {19S0} ,Canpbell{ 1965,1969) , Notz (1,3?9) ,anrl Ileick {1969) .

86-
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BeÈggllgg ras be eguateil to an organåzationfs storehouse

of kaovtr-eûge --its ileüory so to speak,Tt riLl be containett

in the sritten rules of the organi.zation ancl in the

fierÌory{cogaitive Ðaps) of its actors, The vay it operates

rill be specifiecl by stanilard operating procerluresranü the

consistent application of ínternalåsed ¡ules by staff.

EBÊgÈgeg! can be equaterl to the actions of aa organ is,a-

tj.on in itrs exchange with itrs enviroaneats. The enacteil

envirooueats consist of aû external ,ênviroanent createcl ancl

evornerl from ttre actions of the the organization or itrs
acto¡s chen it secures tesoarces and operates itrs sêrvices.

Sinilarly au internal environmenÈ ùs crea-teil and evo!.ved

from the biring anil using of i,trs staff anct other hunan

rÊsources to accoruplish itf s puxposes,

3æ ge¿eg!ågg proc€ss nay be eguatert to the I at^teation I

or rregisteringr clevice in a learnÍ.ng anarog. roforsatlon
iliscernibtre fron the organísationrs actions anit the enniron-

uentrs reactioas ås clifferentiateil by the selection process

anrl nade availahle for future use by the organirationr s

f retent,i.oa processesf ,

flêi.ck posits an i.aterrelation anong all sets such that
reteation affects the selectiou anil enactnent Brocesses.

This is, ili.agramneil 5.n Èable I .
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Eaactuent

TÀBTE 8

fleicks Cûncept.ual UoileL

Selection Retention

ÀREB

EEE

EB

BCBC

SR8RAB

BC

The abbnevi.ations are as f,otlors¡ E=Equivocality;
ÀR=Àssenbly Bures BC=BehavT ouraI cycles ;ER=EEuiiócality
Rerluceil

He further posits ttrat the nature of the feeôback loops

fron the ret,ainetl set :back to the selection and enactment

pËocesses will be the naJor ileterninants of the systen cha-

rBcteristics. f he sinilaråt.y to Coyle aurl Forrester shoul6
be notetl. à11 assert controtrliag influeaces fron one.part of
a syst.en to aaother, rf the natnre of the f,eeilback is nega-

tive thea tbe sysÈen vill seef. to cont,rol i.tself, arou¡d so&e

value{sÈate} that is stable, ,

fleick assert.s that the prinary Job of an orgaai.sation is
t,o procèss i¡fornation i-n such a ffay that equivocality is
retlucerl, This f eguivocalit¡r t say be eEuateil to uncertaånty
or anbiguit,y. He proposes that, the three processes are
r.inked t.ogether Þy rbehaviour cïclesr {i,e. . actual i¡terac-
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tion of the person to personrotr iafornation to person typet.
Each psocess nay t.he¡ be re{luceil to a stinu}r¡s response

sequeoceror series of sêgu€¡tc€s. flei-ck posits tbat informa-

tion passes fron process to prÐcess. ås eq¡¡trvocal inforaa-
tion cones out of the enactnent processrfotr exanplerit
erokes a number of assenbly rules for reilucing tbe equivo-

cality' These ruLes nay be as sinple as rchoose behaviour

cycres that have been successful *ith the problen j-n the

pastrror rehoose behaviour cycles that are ilenaartefl because

of authority constraint,s. (e.9, c,hoose cycles favoreð by t,he

v. p. f inance because he has to approue the :buitgetf or nuch

notre complicateil{e-g. â conbination authoriùy p3,us politS.cal

plus success behayioural cycS-êsl .

llei.ck theorizes that there wÍll be aB inverse relation-
ship amoag .the equivocali.t,yrassembly rules, behaviour cycJ_es,

anð equivocality reductioa. I'oE instance if infornation is
extrensly equivocal, then the nunber of assenbly cules will
be snallrthe nnnber of behaviour cycles largeraatt the amount

of equlvocality ¡ecluceil greatly.

' There is sone conson sense to this. rt is reasonabre to
asstrme that, if a piece of ctata is highly uncertaín, the
interactfons re,guireil to bring the infornation to uader-

stanitable f,orn eitl be greater'than i.f there is rå.tt,re

uncertainty or reguivocalityr.. ït is also reasonable to
assuü¡e that organizations have rlearning .propertiesr that
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are uBders-tanilable viÈhin the current learaing analog of
psychologists, This learning analog posits ttrat an external

stinulus trigge rs internal processes uhich, $h.eu conbined

¡ritb the nenory 5.n scme yet uaknorn yaT, procluces a response

that is reprorlucibre. lf it ås successful- Èbe response

becones a strong candi.itate for retention for later use in a

sinilar circunstance. TbaÈ isrit noyes up in the response

bierarehy coutrolreil by the stinurus, lhe stinurusrin thi.s

casernay be as simpre as the type of ilata processert or as

conpticateil as the current poli.tical alrÍgnnent in Èhe

organizati-on {i. e. physíca1 or social cue) .

e.1 IEgEBgEggågg. g3nråglEg

clarificatioa of the effects of several variables ås

neeÈlerl before research nay accurately test Ífeick!s theory.

Tbesê çaråahles Bay be described as iat,ervealng ones and

have a ilirect bearing oa the interrelationshlps that fleick
posits,

9.1. 1 Bgliasisural CXgSgg

By far the nost, obrious variable is the structure of the

orgaaiaation. This cill be a major deterui.nant, of the pos-

sible seÈs of interLocking cyles and nay also iteternine the

frequency aarl forn. FÐr exanSller ârt organåâation that
creaÈes conniÈtees as the najor declsion arÊnas for all
issues, rill have nore cycres tban one thaÈ structures iÈts
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authoriÈy florr into roËficesr occupiecl by an erecqÈive". fhe
structure of thê organization nar aLso cleÈeruine the fre:
quêncy by establishi.ng several Levels af authority to their
üecisioa na*.Í-ng process, This sill affecÈ the freguency of
behavioural c¡rcles by creating a larger number of higher
l-evels to go through.

The sÈructural assågnment of authority a¡il the ctelegation
of tasks to these positions ci.rl al.so influeace the nunber
of behavioural cycles"because a pÈrson ti.thout the authority
r¡rfll have to i,nteract nore for approval tban one rho has t.he

author5.ty for the task.

6roup norns rilL also play a part since ,particularS-y in
human servicesrscne infornation is coiled. or better uailer-
stood by someone wbo,has the saae encoiling auil ctecoiling lan-
guage as the sêndeq.. This nill be parÈicularly true of pfo-
fessLonars" Group norns nay also act as a shorthanil ar¡ong

other actors{e.9. finasce people),. Fiualry one has t.o crn-
àenrl with the finilings of psychotogísÈs lika Âsch{1992} ryho

concluiles that th€ presence of an anbå.guous stimulus leacts
to an increase of the salieacy of groilp norms ¡rhen the
infornation is processed" rt fs unclear as to ryhether Èbis
vill i.acrease behaviour cycles or linit then. presunabllrif
the j.nf,o¡nation ls acceptable : to group norns it yj,ll
increase tbe assenbly rules anil rinlt the behasiosr
cycres; if the informatioa is maile $oræ uncertai.a by the
group trotns than thê Ðpposite rill occur.
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The forn anil fusction of ileci.sion areoas ¡rill also affect
t,he functioaing aspect.s of ÍÍeick ts tbeorï. This re.Lates to

connittee cÐnposition and the inÈerrelation of the yarious

groupiaqs of ilecisi.on Eakers, Th€ conposition rill deternine

the number of possibl-e iuteractions insá'd.e each group., The

function cill influencè the kin¿l of info¡natioa that the

nembers tleal sith. Certainly" assigning knorleclgeable people

to a progran or a finance counittee ryill Ínfluence assenbly

rules{e.gf. tay lini.t them to 'choose behasioural cyc!.es cf
people sho have knorledgefl anil iaf,luence groap norms as

cell Tbe foru"f unctionrantl strucÈure of d.ecisioa arenas tril1-

influence the rinf ornal systent and thus al-so affect t.he

asse¡nbly rules anil behavi.oural cycles.

This stutty will loolc hot attenpt to stuily Ðeickts noilel

ilirect,ly. It ni.ll look at the assembly rules of a hunan ser-

vice organizaÈios by ôirect guest,ioning, aail look at t.he

behaviouraJ. cycles f rom the analysis of, organizationa1

structure; particularly the inforna] an¡l fornal systens. The

ideas presenÈpcl lri.ll be useil ln the ccncluil5.rg sectioa to
tletermine both tbe usefullness aað Èhe applicability cf

feirftrs moilel in uurlerstaniling husan servíce operations,
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EESEâRCfl POBIST

10.1 ggqlgE gg, ÀgEt{9,9, gg åg åEggtEp

The agency chosen for stuity opêrat€s three resítlences f,cr

mentally retartleil adults in the citl of llinnipeg. The

auth<¡rrs rola as an elnployee of the organùzation has Pro-

vided éasy accÐss to agency recorûs a¡il to pe¡sogûel in tbe

fielil. The agencl' nitl be referreil to as the aS agency in

the case aaalYsis.

r0,? REgE¡gcü s,gÂ:IEgg

the basic cethot[ologT of the stuöy is the ôescri'pti've case

methorl. ã,s outlinect La ChaBte lrthis nethoil ïas thought to

be apprpriate because of our lack of *noryleilge: ia the fi'eltt

of huaao setvices. the basic purpose of the stuðÏ is to see

if the notlel- of interacÈioasTinfluences (ChaPter ?'Figure

?| r$iatzbergrs ilProfessionaL bureaucraclt qotle'lrantl Ðeiclcls

¡rodel of processes,/couÈeut of Íater¡elatÍons can explaia

yhat actuall-y happeneil. It is an attenpt to lnterpret the

pasÈ *ith a aec franenork and atlil creôibility to the ProPc-

sitions tlevelopeil in the earli.er chapters'

The case st,uôyrantl its analysisr5.nclatles the f,olloring:

I i tr.ì i.:j.:.

l' '-l--,'' :
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I. . HisÈorical setti¡¡g of funclers aail the developnent

of llental RetarclatioD services in the province of

lfanitoba {Chapter II}

2, â,gericy history to clate{Chapter ïII}.

3, Viecs of four c1asses, of act.ors (Chapter NItrIl ,

a) boarcl nenbers ïho eaat expansion

b) boaril nenbers nhose chlef priority is Èo nain-
t ai.n cu rrent services a¡¡d rhose secoarlary

obJective Ls to erpand.

c) .st,aff nenbers

dt the coasultant

€t,
11, Case analysi"s using the mode3, {s) anrl proposå-

tio¡s {Chap'ter XÏlfl

5., .Pathologies of täe processes and. pitfaLls to be

avoiiled {Chapter Xy, fVtr}

IO,3 üETffOD

The author useü structured inter?iers rith aB opêß e¡ùed

format. ,lhis format vas thought to gire the &ost iafornatica
frou those interyieced and. to avoLd the bias thaÈ night, be

createrl by a closefl fornat of ,guestioniug, these guestions
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rere coubi.RÐd ïith a procedüre .sinllar to t,hat useü ,by axel-
roil {1972}- The basic tenets of influence itiagrans flere

erprai.nerl to the iuterviewees rho sere askecl to drafl influ-
eace arEorys betseen variables they thought important so that
an estimation of the structure of their rcognitive napsf of
the clecision arênas coulil be clevelopeü,

Thê Hritten docunents of the funrler anil t,he aqency ïere
analyzecl to rli.scover the stated. goalsrstaÈerl operatång poli-
cies anil procerluresrand to trace their bistory ancl develop-
nent ia the organization. rhe fornal structure ïas also flet-
e¡ mineil fron . these sourc€s,

the perfornance m€asures useit by the agency sere analyzeil

to provi.ile anectoilal ilata fron shich sonê of the structural
propositions coulü be testerl. ,Ân erÈerna1 source ïas used to
check the reliability of these anil tbe authorfs categcriza-
tion of boartl minutes,

10 . + ggBegEE, 9g ggg IIS,EEgIggg 
.-:,,,i1
'': ì ':'

fhe purpose of the interyiews yas as folloss: :.
;. 

_:: 
,

:,l -rt,

1", To estabtish tbe cognitive nap of board anil staff
memb€rs,

2, , lo rliscoyer the ånforoa.l system of, i,nflueace anil

communåcation. useÍt by the board anil the staff ,
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3. To cliscover the infruêûc€ system betyeen a1l $€ß-

bers of the organization.

4. To assess the interrelationsbips posited among the
funderrcomnanityrsÈaf f anil clier¡ts asserterl in the
te xt.

5' To âxaßine aspects of the professional bureau-
cracy noåel. posit,ect by Hintzberg{tg?9r.

ThÊ'intervie¡rs uere co¡ilucteil cith tire folloryÍng people:

1. Boarcl ancl staff menbers of the agency i.n guesti_on.

2". selected boaril anil sÈaff aenþers oË the canadian
Âssoclat,ioa for the üe nÈa rly Ret,ariterl, fianåto ba

Division.

3' sÊlected' boarrl and st,aff nembers of the canaitian

Assoeiatioa for the uenÈally Retarrled" IÍianipeg
Ðivisioa.

4. . selected membe¡s of the ttental Retardation Divi-
. sioa of comnuni,ty services Di,visi.o¡rProvince of

uanitoba"

The iutervie*s nith the .[ssociat,ion uenbers ancl täe con-
nunity servlces staff rere unilertahen pri-narily to âeyelop
the history of the fj.elcl of üeutal Betarilation in the pri-
vate anil public secÈors in the proviace, This analysis vas
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uûilertâke¡ to provi.ile conÈe¡t, 'for the case s.tudy anil to pro-
vicle eranples of the reraÈionsbips positett in t.he üevelop-
nent of tbe uodel in the text.

The guestions askeil

ap penclS. r 1.

the i-nterviess are listert in:.D
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Chapt,er TI

NISTOETCÀI, RETTEÐ

11-1 grEr,gsv gE çggëgg5Eg g$rEêl *-gg¿BÐÀgJgg SEogBAg

Þlgoggg!¿gg agÊ levels g! RetÊIila!ågg. 
.

rhe hlstory of the ccununity üenÈal aetarilatioa Frogran
is presenteit fron two perspectives--that of the funiling per-
sonneL ancl thaÈ of the connuni.ty nesbers involyect.z Both
vlews are presenteil in the inÈerests of fairnessrancl to give
the reaüer a fLavor¡r for t,he notives of the najor actors
and. the environnental coasÈrai¡ts that are placecl Ðn nos,t
hunan service planaing" Tt i.s griven.to proriile a bacrcclrop

against vhich t,he case analysis of as agetrcy mal be ana-
lnrzeð,

Experts in täe fielct of üenta3. Betardation hase rteveloped
a neans of categorizÈng ctåents arong a contiauun of neatal
hanili.cap. Thûse clienÈs Èhat are the closest. to nornal func-
t,i,.oning ar€ ilescribeü as borrlerlåne, The next lpve.l of .

retarrlation is nilct. lhe nÊst Lorest i,s noderate(both high
noilerate and loc noilerate) . The Lonest leyeLs of retarrlatÍcn
are ilescribeil as sere¡e ancl profound,

zSources for this preseatation iucluite nenbers of tüe fuact-
ilø loay ana uenbers of, rhe cçauuniry 

"q"o"iã; ;;";i;nec íat'hê text" rt nas gathered through eitensise iateruierys anclthrough t.he exani¡¡ation of olct rËcords,

-,98 -
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11" 1.1 Eàe EgggË,e gerspgc!åIÊ,

T1,1.1.'l 1967-19?3

The connuaity trîental Bêtarðatiou progran has íts rooÈs i-n

the Portage Schocl for Hent,al Betar{lates-othervise toolr¡r as

nani.toba school, ttre üaaitoba scboot hail a client popula-

ti.on in excess of 10t0 in 1967 anö t,here flÈre sevsre pres-

sures on the facilities, staff,,anil resourcês, rbe

staffrespeciaLly the Director aaiù the soci.al service clepart-

nent of tbe school"ranted to rleinstitr¡t,i-oaalice the large
number of uiltlly fuactioaiag clients rbo rrhacl no busi.ness

ev€n being placed in the j,astítqtionr'. {ninnåpeg Begional

Irirect,or, 1980)

ThesÊ staf,f Beopre esÈablisheil Èhe Kil.glen resiilence in
1967 anil began to look for other connuait,y placenents for
t,he cllents. fhey placed them :!n such facj.rities as Broarlray

anÈt OpÈiurist, hones { the only connunitï facilities in tbe

city :of Itinnipeg at 'the' t,iae) ,board aad room getÈings;antt

foster hones throughout t.be province. They useil the finan-
cial 'resources anrl assistance of rücone security aad the

staff tine .cf thc t{aaito.ba,School socÈal Service ilepartnêst.

lfhe naJor efforts of ptacenent B€tre ån the flinnipeg area,.

This clei.nstituËionalization proress coatinuecl infornally
antil 1969 .at rhich time approxinately B0 milcl aaü other
high fu'actioning clieats hail been placecl. _ rhe staff roteil
that nosÈ of tbe' easiry placeü clåents {i., e, the high fnnc-
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tioniag) hail been sent out, . Butrsåace the i.nstitut,ion stilr
bad a population of verr, over 900rttrÉ st,af,f becase inter-
est,eil in nexltingü tbe uore tlif ficult, hi.gh noilerate group, 

,

The samÊ prÐcêss as outrinecl above aor begaa with the
hågh norlerates þut conceatrateü in the rural areas {espe-
cially the sastero and parklaucls regions of por-
tagerTi.rdenrËorilenrand Steinbach' . The focus of placemeuts

ras to returin clients to tbeir area of birth.,parents in ilre
atreas assisteil in finding placesents. rnterestiagly, tt¡e
process ilidt not generate a csnnuniÈy fleuancl for alternaÈe
faclLit'es for those ueatally retarrtett i.¡ilivicluals al-reacly

låviag ia the atrea. Täere appeareö to be an acceptance of
people who bact been a.{ray returning to their hone areas.
There ras litle erpectation that nembers alreaily iu the con-
nunity shoulil recaive the sane servicêsr

This períodrfrom 1gô1 .to 196g coiaciileû
nent of local .Àssocåations for the ltenta,lly
prtvate sestor as this moyenent startetl to
countr¡r. 

,

nith tbe deyelop-

Betarrlecl¡ i.n the

spreað across the

The entire progran wasrof cûurservery i.nfornal. The

governuent cllcl uot have specj.fic targets or prograEs in ninil
at t,he ti-ne. This i.s perhaps best illustrateil by the

s Coamonly
are t,he
fbey ar€
seatation
tion for

kao¡rn as ÀHRs or assûci.ations. The Àssociations
nost ccunon fo¡m of private seçtÐr orgaorzati.on.
spreafl throughouÈ the province ancl each l¿as reprè-
on t'he üani.toba Diyislon of the canaðian essoãi.a-thê ¡tentalf'y aetaräeil"
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ilevelopne¡ts in the Ðauphia araa in 1969,

at that tinerthe Dauphiu eonnunity rishe<l to estabtish a

sbelterecl ryorkshop for the nreatatLy retarcled ia their area.

They hail eigbt cli.ents ¡¡ho were alrearlr living ia the area

but they neecled tneaty to thirtT clients to make the sork-
shop viable using goverÐÐent al,rocaace for ctients, The ilaa-

itoba school sÈaff rere arare of the pLans ancl the tlro
grouPs nade coat.act. ïithia one month-rfourteea people ryere

placetl in the Ðauphin conuuaity fron the !tranitoba school aail

ot.he¡ clieats rerê placeô on the schoolrs staff naiting
llst. ?hey ryere cllents xho \rere originally f rom the Dau-

phin area and sÊre placeü in three rgrcupf homes for chích

the uanitoba school staff anrl tbe Ðauphi.n group found spon-

so¡tsr These group hones ïere startecl without fornal regula:
tions or st,riûgenË expectations. The enphasi.s from the potri-

tical superstruct,ure Ðas on cost ninini,zation of these
Iconnunity servicest.

Fron 196? t,o 1972rrvo hunðreil and etght,y nirû anil notter-
ate clients ean€ f¡osr Èhe Saritoba Schoo1 t,o such faciliti.es
as Broaôïay anit optinj.sÈ house 1n Hianipêgranil to boarit anit

roon or fostec hones in flinnipegrDauphiuranÖ other toryns in
llanit.oba.,Fare¡ts throughout the regioas becaae involyeit anrt

built up suppont for sersices aail for connunity grorps, con-

sequeatly.erpaaiting the associaÈi.ons, The ilanitoba SchooJ.

st,aff contlnueil to press for comnunlty faci.lities anil as a
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the iater¡ral pressur€ aurl extecnal pres_
sures(especÍally fron the local Àssociations for the !len-
taLly Retarder[ the conmunity t{ental Ret,arðation program +

sas establisherl ia lg?3. The progran hail to be rati.onailized
because governnent workers in tbe fieril of $ental Retarda-
tion harl inpossible caseloatls in e¡cess of Èro-huad.recl
cIí+ats each. This caseroail had naturalLy eyolveil from tbe
snalr aunber of staff invor.veit aad the ambitious progran
ob jectivêsr.,

11 .'|,.1a2 19'13 to 1g?5

The coununit.y il.:R. progran started in flir¡nipeg rith a

staff of fivp peoplerprinari.ly fron t,he Hanitoba School {g,
close associates of these,people| *i.t.h the Director of the
Hanitoba scboor as the prograÐ coorilinat,or, This group hair
the folloriag fornal and infornatr. goals:

resu].t of

-- --.-------- 
j---

+Hereinafter referred to as

1, Evaluate the progran at the St,
maJor instítutioa ån flinoipeg).

ãuant cenÈre {the

i;l'.:::.

2' Exit more clients from t,he üanùtoba scbool Èo the
conounity.

3. fo3.lou up on previous placeneats.

Dëvelop the connunit,y S:8, Irrograns,4.

the Conunnity ü.,R. .progran
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Íhe first enphasÌ.s *as placed on tbe st. åuant centre, rt
had been the only insÈi.t,utional facility for chililren for a

long ti.ue and, consequentlyrhacl accunulatect a broail range cf
clieats {profound to borderline} uith no parÈicular plan for
ileinstit.utionali.sation or progranning. The conmunity fl.R,
staff fought ancl rron a protracteü battle Ëor the fir¡al $ord

i.n the pLacenent clecisions for the facility.

Tbe progran staff, began to use the saue approach they hatt

ailopÈeû four I¡ears earlier.. st. Ànant centre nas to become

an i.nsti-tutÈoa only for tbe profound ancl the såTerer They

startedl to use chilil flelfarê anrl Incone Securi.ty to proviile
respite care or other placenents f,or tie hÈgh functioning.

In the neantine'the Àssoci.aÈion for the frentally RÊt,arilËit

iilea harl strengtheneð is flinnipeg anct the ¡ural
areasrpartiarly throngh the ilevelopaent by governnent staff
but largely through the eff,orts of the private sector { tbe
rural associations anrl ot,her co$niteü ccnnuníty nenbersl . as

comnun!.ty uenbers became aryare of 
:0. 

growing nunber of
plac€nÐnts in the coneuaíty, tbey sary the Àssociat,ions as a
veh.icle for securing sernices for their ssûs or claughters.

The coonunitï¡ u.R. prograir staff begau to negoÈiate cith
the Ði-ûnipeg and. Èhe üanl.toþa lssociat,ions fron 19?g to lgvz
to start connunj-ty resiilences in the sinnipeg arÊa. rhey
offereð assÈstance in the ualrs and neans of ctevetopiug pf,o-

posa!-s and acceptable rationares for fundLag from theår ora

superstrücture.
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The coüsrnity !t.R. . prog¡au proposëd Èhat a cert,a'in Fer*
centage of the placenents j¡ such comnuuity residences had

to be f,ron the uanitûba schooL sinceras outlined earrLerrÊ.he
initial p3-an fron tbeir perspective ras to bring the nocler-

ate group into the Blaa, There cas little argunent that sotse

cli-ents hait to cone fron the Ínstitatj_cnrbut there ras coß-
si-clerable argunent about rhat the percentage shourd bs.
Since the Âssocåations haö pressures fron theLr coristi¿uents
for pJ,acenents üi.rectly fron the connunity anil did not ïaat
to,becone aû arljunct of the progran staffrthey argneit for a

loser percentage t,han the 60-g0* pro¡roserL, ùtone the less the
pxogran quickly brought about the opeaång of nore resiilences
as liste¿l ia È,abLe 9 .

gåB1E I
Resiilence DevelopnenÈ in fl$.anipeg

| 
.1 r.1.:. r!.:l

YfrÀR SPOT{5ORI¡¡G
AGENTT

NT'fi888 CLTET{?5 A$SIÐENCE for
flÀNDrûÀpPxÐ

f----1TI

197 5

19't8

1 979

| 1973 | sTEIl{fiOFF
I cIüB ïPc.
I

t 9?rr I STEI$KOFr
clHB ,flPt.
Lr åacffE

cåilB flPt.

S,T. À}IANT

Dt scfl
COVENàilT

sIx
:r3N

FûTR
5IX

EÏËHI

EÏGflT

sIx

sIr
ET6HT

SHERBl'ßI{
886 åLVEBSToNE

cAuon.å
880 ÀLrERsr0uE
TR À¡TSCûIIA

724 EBBT

TRACY CREsC.

rI'T8DÛ
l¡oÎ cüosE[
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The fi¡st Èvo years of residence openings(19?3-19?r$) saï

t.he p3-acenent of, relatively high functioalng clients ioto
wbat cane to be known as üonicåliary residences{resirtences

nitb no particular trainiag expectatio¡s on tbe crients! "
The comûunity agencies founil sone inplenentat,ion problens.

GeoeraLLyrhorever, the resicleaces openeil snoothly, The entry
critecia'beyontl the percentage rule, aail placeneut rlec!.sions

nere l.n tbe ha¡tls of tåe agencies anil thelr staf,f,,

rn the period from '1969-t974r êBl resiilence that. openect

ras rÊgríretl ts put up t,en percent, of the capital çost. and

ten peccent of the operating costs. rhis proveit difficutt
for sone poorÐr regl.ons but allorect the üevelopnent of sey-

eral consunity.resi(l.Ënces untler th€ 
. 
sponsorsbip of vell

organizerl groupsr

11,1.'1.3 1975 to , :l978

r¡r 1975 the progran staËf began to ¡londer rhy tbe lover
funct,ioniag anö ¡rrobreu clients from t,he ilanitoba schoor

ryere noÈ chosea by the conüunity resiûeBces. Ebis led to
di.scussions with the âssociati-or¡s in Èhe,fli.nnipeg area and

t,he êsÈabLish¡neat, of the t aining residence cÐacept. at the

same time the higher echelons of the g{reranent hact hirecl a

consultant ryhose initial reconnendations eÐre for the provi-
sion of a cont.i-¡uum of services, including chilürenrs resi-
clencêsrresj.ileuces for tbe serêre , profound, ancl the multi-
ply hanilicapped's âlt.hough some staff argaed agaiast tbis

.:.;-?:
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ttargetS-ngr approach as untrecessarilX' costlTrit sas

tent,ati.vely accepted by the poS.itical hierarchy of, t.he time,

These rliscussioasrand t,be Der staùeil clirectj.ons of
governneat policyrlecl to the üevelopment of a training resi-
rleace aI 728 Bbby ryith tbe si.nnipeE Assaciation as the spon-

SOIr

Fron 19?5 t,o 1 978 the prograû staff coacentrated on the

tlevelopment of services in t,he rural areasù Eheir priorities

for tbe eatire progra& nor includeil:

1, Reguirene¡t Ëos a residence rhererer there ras a
she3,terecl ryorkshop in Èhe rural axeas,

2. l{o oae ruraL region uoulö haye mcre resources than

another{equit,y of f uailing}.

3. . Hi.anipeg youltl a1ïays get natcbing resourcesr

Eh€se last Èuo priorities neerl futher cla¡íficatio¡. thê

Birkhouse.report, reconseniled that. È^hç ten, percetrÈ capital

anð ten percent operatiag fuail requiresent placecl an unðue

bias antl ailvantage in tbe richer aE€as to the d.et,rimenÈ of
poorer o$esÐ This ].ed the progran staff to a blanket policy

Èhat inclucleä the ileyelopnent of resiilences with qovernuen t

funcling oaly" dÀl,though, they roulcl have preferrerl thaÈ

richer areas be reguireð to neeà the cosÈs if thel couLtl

sBirkhotrse repÐrÈ, 19?5- 197.â.
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since this flcu1ü nean the ope$ing of noxÊ resiilËnces). .

the requirenent, tbat H'innipeE get natctring resources

cane from the continual prÊssîrre from the flinnipeg groupsr

Thi-s $as a result of the population pressuEes in the city
Èhat Here not preseat. i,n tbe rural areas, For exats-

plerFianipeg has the seconë highest,t i¡cidence of uorlerate

retardat€sr Ehj.s cli-ent groop ras consequently unrlerseryed

in the Bi.aaipeg âr€ôr

rn any event a number of resi-ilenc€s flër€ openerl in the
rural areas that closety uatchetl t,he moclels esÈablisheà io
HinaÍpeg. There ry€rê nore öouåcLlåary resiüences but the
pri.nary differeace va,s thaÈ the ¡u¡ral arêa noclel xas much

nore of a houseparent than a rprofessionalr moitel of service

ilelivery.

rn 19?5 the flinnipeg Âssociat'ion entarkerl _oa a resicten-

tial task force that, outlined the connuni.ty ueeils.. This -3-ecl

to a poLicy paper and. a set of residential Euiitetr-ines in
1977 ' . ?his paÞer ras aitopteil by tbe go?êrnr¡ent ancl out.líneil

the role of the comnuai.ty se.rsice Horker in tbe esÈ,ablish-

nent anrl operation of cesídences! The basic chanÇe incorpo-

ratecl the use of the Àüapt,ive Functionåag rndex anct the use

of rniliviiltral Progran prans in resiileacês, ? There ras noc a

tl{anitoba rnci"ðence stuüy, 1976. preparecl f or tbe provåncial
Gôvera$ênt. .

rThe åFT is a behavåousaL
related behayioursrthe IFp

scale for neasuring life skil-l
is a f,ornal planning process for
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shfft to nore f,ornal tools of evaluatio¡'

In 19?8 a staff, nenber of one of the ageacies success-

fully sued the fiinnipeg âssociation. the casê i-avolveil the

paynent of a salary iluring tbe night shif,t rbich ras prerri-

oüsly not pai.d. This resuLteil in ðiscassions betreea the

progEan staffragency nenbersranil thÊ Bepartnent of Labour

which lect to the developnent of a contract systen., The con-

tract systen effecÈively neant thaÈ tbe agency which spotrr

soreå a service had to contract out, the full tine sÈaff role

to a contract person. This changed the stafËing patterrr in

the resiilÊnces. Pceviousllrthe agency tracl sinply hired a

ful} tfne staff person aatt replacenents f,or hin or her'al.

un{ter the agenc}rs enploymeat anrl jur5.siliction, lhis changeð

to a cdntract Persoû ¡rho yas not an enployeeranil sho hiretl

his òr her onn replacemeats. Training residences ïere givea

funrls that eguatecl to fi.ve hours Per cliest Per seek. The

agencies iletre t,o1tt that, they uete t,c assurê t'hat thesê

trainíag hours flÊre userl in the sane nanaÊr as tbey hatt beea

prevÍously, They ïeEê also told that they flece to isPleßsnt

the contracÈ systea regardless of hon they felt about it'

an 5.nitiviðual clieat
staff involvetl in the

that incluües resourcÐ peopl-e ancl the
cï.Èeatr s life"
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It shoulil be notetl that the role cf the staff changeil

tbrough the ïears. Ðhat s.tarteil as a ilerelopnent functton

5.n the early seventies, gradually' clrangeit to a non5.torlng

functiou as morÊ ¡esirlences openeil cith t.he ilevelopnent of,

t,he prirate sector, The staff rere oft.en placecl io the posl-

ion'of recruitinE anil deveLopiag cûseunity groups aoil then

acting as the fornaL evaluators once the proposaL cas in.
Èlso, as the ptogra$ expanrlef,, the coununi ty gractual!-y

evoLverl it,s o*a philosophy. Tbe differeacê ryas tbat, it did

not haye the same pressures for rlei¡stitutLonalizat,ion that,

sas evident in the earlier prog'rafi, anrl hail ilif ferenÈ priori-

ties. these priorities differed in the kinits of clients they

wisheil to serye{ch5.ldren servíces anrl clients in the conmu-

ni-ty who hait aging parents Ëor exaanpl-e) aail ðifferent means

for provictiag the sane resÈflential services{traininE resi-
dences îsr dcniciliary) .

ft is also inÈerestlng to aote that anrinternal cul-

turerdeveloped lu the program staff. this cultureri.t nay be

argueclrflas conpetence orientecl antl inbuecl ylth the y-a:Lues of
rlelnsùj-tutionaS.ization. Cosparabl.e i.rteas have been put forth
by such flriters as Pettigrer (1973) uho argue that an orgaa-

i.sati.on itevelops aD internaL culture tonsoûant {cith the

bellefs anil ilrlves of i.ts oenbers,
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11"2"1.1 1953 to 19?3

The orgaÊieation of connunity groups also began 'at, the
llaaitoba school nhen a group of parent_q met rith the super-
intenclent of, the j-nstitution to f orn a parents I auxiliâry,.

This group recognize the dearth of services for those
inilividuaLs not in the i¡sti.tution anil began to cork for
eil,ucation in the city uniler the nane Hanåtoba Àssociation
for Betarded chiclren, By 1953 they hart esta,blisheil the first
class for I traina,blef reÈaril¡eö chiklren j.n the Broartnay

OptinisÈ Club Corunuity c€ntre.TbeÏ noveil to St, Ànilse$s

cl¡urch in the next, year anä began to plaa for a larger
facility.

rn 1956 tùe .l(insnerr cl.ub approôr:hed the âssociatioa anal

offererl to bui.lil a school. ttp to this tine the operati.ons
hail been financecl euÈirely by the åssociationst appeals to
Èhe public. ?here flere no gra,nts from either the province
or t.he nunicipal governenetts"

The group becane quite adept at, organizirrg,. The idea for
the canaiti.an åssociati.on ryas clevelopecl in ttinnipeE in t.he

80yaJ- ålexanclria hoteL aad establi_shect tn roronÈo in the
folloníng year(1gssl. The group also esÈabLished the flinni-
peg Àssociatlon and tooked t,o the establishment of ÀtitRs in
the ruraL ar€as. Thi.s cas the ti.me ¡rhea the private sectcr
began t.Ð look beyond the eilucaÈion guestion to the matt,er of
coununity tiving anö conmunity torkshops.
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By Hay 195? the Kinsnen scbool uas openeil nith provincial

anð nunicipal funils. The conûutti.ty groüps oveËsafl adtlitions

to the school in 195911962rand 1963raail the ilevelopnent of
rorkshops in H5-nnipeg and the rural areas. lhe entl of .Iune

1967 sau the transfÐr of respousibility for classes f,or

scbool agecl chililrea from the Àssociation to the publ-i.c

school systen.

å,s the ltaaitoba Àssociation becane the ilavelopetr aüd, the

represeÐtative of oÈher 1ocal åssociat,ions{Èhe organizatlon

is simi.lar Èo a ferleration) it, began tc talçe on the rol-e cf

leaôerrplanaerrantl cooritinator for the þrivate sector fun-

tlers anil operators. .The flianåpeg Association took on the

roLe of service operatotr iaclucliag the revanpeti Kinsuen

School. uorkshop anil 'the ÀBC inctustries vorksho¡r,

As the üani.Èoba Scbool staff begaa to erpaocl seryices

fron 196? to 1973 they re3'ieil heaviS-y on the conuunity con-

tact,s of the .Associations. They usetl the political ånfLuence

of the Uanilo¡a åssoci.atiorr to assist ia neeting their anil

the Âssociationrs objectives of connunity living,,,

The private sector planning in tbÍ.s peri.ocl is of, parti.cu-

I'ar interest.. Ia the Late sixties the Àssociatlon ryas verlr

ÍnfLuencetl by uhat vas happeniag J.ocal.ly. the only real
noilel of a professional servíce #as tbe Hanitoba School

5.tseJ.f, This fact is reflectert 5.n the Associationts plans

for a conbined resÈdeace anrl roekshop in the flinnipeg area.
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woulcl bave hail Èlle¡Ëy be{ls anrl serviceil abouÈ

*orkshop.

11 .2" 1.2 1973 to 1975

From about 19?3 the nunber of services in place began to
genêrate thê spontaneous öevelopnent cf groups vå.lliag to
start their o¡rn seryices through govêT nnent funcli.ng{Èhe oqly
source avallable at that tiue unless t,he group hacl private
neans) ", ?be Firrripeg Àssociationrs rotre as the private
age4cy that put in proposals begaa Èo decreâsÐr Both it anil

the sanitoba åssociation starterl to ,becone rresource provi-
dersrra!-though this role was relr estabrisheil in th,e fiaai-
toba åssociatiog by thi.s time. These roles sol,iitifieil
arouncl 19?4-19?5 ci.th the sreep oË t,heünornalization priaci-
pleËof ¡lolfseuberger {1972ì across the contiaent. anrl the
ilevelopnent of the 1975 policy paper aacl resiitent,ial guitle:
lines"

Thèünor$arizaÈion principlen sÈressecl a phiJ.osophy that
called for the integration of the mentally retariled i¡ts the
conuuait,y ancl the i.nporÈance of ileyetroping services thaÈ

fostereil aornal behaviours. Thj.s neanÈri.n practlcal service
tetrns, a change fros Èhe previous houseparent noflel of resi-
<tesËj.al care to the üoae professio¡al rtrainå-ng for comnu-

nity livingt approach that enphasized sex anö agê approprí-
ate behaviours anil an i-ncreasing abi-lit,y to use connunity
faciliti-es anil resoucces as nornal arlult uenbers of the com-
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mnüity. . ft also stressed tbe evaluati.on of services in t.bese

t€rms through the use of tbe Program Â,nalysis of Servj.ce

Systens 11972t,, The âssociationsrplans of the 60fs for large

conbinect resj.dences anü worksbops were noc vieneö as aiÈ-

guiilecl antl too institutiona3. ín thinki.ng.

The prånciple ras eÐbraced by the governneut anü by the

private sectoc, I¡ partrit aiileil the establishneut of the

training resiclence coacepÈ reconnendecl ln the Birkhouse

report, Because it also espouseil the ilevelopneat of snaller

servi.ce units it aiöeil the 8i¡lrhouse tecon¡nenilations for

streaming clieats i.nto units ilesigneil for specific clÍest
groupings. .

BÊtrreen 1972 and 1975, the üanitoba å,II.R., becane

increasingly sophisÈicatad. lt expancled contacts riÈh ot,her

associations across the conttaentrçnbracerl norualizationraail

began to strenÈbEen its lea<lership aarl planniug Eotre. .

11.2.1,3 19?5 to T978

Ss täe gorern$ênt focusseil o¡ the rural areas betceea

I9?5 anil 19?t the S,acreasiag populaÈicB pressures i-a t,be

city leil the Uani.toba Àssociati-cn to as increasingly polili-

caI orieatatíon. ilhen coupleil cith its groving technical

sophisticationrthis created itåffereaces ín perspectåve bet-

wê€n it anô the Con¡nunity Ë. R, progran st,aff ,
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ïB gay 1976rÈhe $isnipeg Àssociation createct a residen-
tial task fo¡ce to clevelop J.ong tern ¡rrans and sÈrategies
for the sinnipeg area, They rêco¡nnÊ:ìileil Ínnovatíve programs

anð set' the stag€ for the priuate sector in the cit,y for
years to ccner these pEograns resulteð both fron the
agencyr s kno¡rleilge of prograns i¡ Àne¡ica {rith the guiðaace
of l{anitoba À,[!,8,] anil frou an extensive coranunit,y anary-
sis. The t€conüentlations inclueteil conprehensiye resialeg-
tlal"tlevelop'neutranû volunteer prograns sucb as infaat sti-
aulation" iategrateû day care, cbilil öevel opnent servi.ces ,
parent to parent groupsrparent education ancl trainingrand
respite carêrand etc. Thase prograÐs ¡rere broken ilorla by age

aatl tunctioning tevel aacl incluöed staff d.everopment, t,he

c¡eation of an f!. s. progran at a conounity college, and

ofher large scale sophåsticateð prÕgrancing objectiTêsr

The time had arriveil shen tbe private sector planaing
ver¡t beyontl gorernnent plaaning anð outstripped, the gonern-
nentrs abi.lÍ.ty to support it. The governnent at this Èine,
cas sti,11 coacegt.raÈlng on resårtestÍa1 developneat ia ttre
rural areas, ft stilt hatt it,s prinary objective of cleinsti-
tatioaqrLzation anil the splåt orientation bet¡reen the cûtrnü-

nity anö the fiani.t,oba school because of its Directorrs JoLnt,
re sponsibility. the comnuniÈy agenciesron the other
hanilrreceiverl tbe bruat of citizea demaad for services aarl

were forcerl tû say that lack of gover¡nent resources helrl
thau back.. This strenghtheoeil tbe iti.f,f,ereaces betreen the

l,:'-....-;
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Associatioû anil Èbe governneat staff anit f orcerl the

eiecuti.ve to artopt t,actics ai'mecl at the politi.cal hierarchy.

the sweep of the nnorualication princåpl-etf ,the Birkhouse

reportrthe policy paperraad t.he ¡esidentiaL guiileS.ines rÍere

all signs of the groviog sophistication i.a the fielil,' In

19"17 the Assocåations began to evaluate serçices usiag the

PÀss system ancl to develop prograßs baærl on the relatively

sophisùicateil socleJ-s ileveloped in Sebraska, À,lberta anð else-

rhere aad to tleve!-op trainíng proglans Ín ilormalization fcr

staf,f.

fhe govêrnnent, fÐE lts part, absorbecl the iileas. Its

repr€seßt,atives at,teaded the sane conferences and sêninars,

1È incorporated Èhe use of the âilaptive Functioniag Inüex

aail the"Indivårlual Progran FlaÐs as Bart of its pcograaning

requirements àa 1977-19?8" It ås inpcssílble to tell t.he

role of the comnunit¡r in t,bis perioit .by ttocusentati.on. Host

of tbe political acto¡s of the tine have left. But there is

consiilerable eviilence o:f cross-fertål.ization Þêt$een the

privaùe and public sectors fron personal intervi.erys ri.th the

staff of each secton, anü ri-tb sone of the boaril members

involveclrespecially in the rleve]opnent of the guiilelines antl

the reqairenents for IPPs anö âFIs,

The perioil 11g76-19?s] is important in tbat tuo thiags

happeneð. ThÈ cÍ.ty ageacies flerê evolving aail atlopting

thennornalizati.on prJ-nci.plerrto the poånt chere there $as a

funtlamental chaage in tbe illrectíon of planniag aflay Ërom
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the b.ouseparent-institutional nodel of care anct toryarô t,he

snalL specific-target professioaal noctel, il3-though the
governBeßt becaue reacti¡re as opposed to proactire iu the
planning process, it secureil sÐne rurlimeatary èools that
enphasi*erl progranü1ng as opposeil to sinpte bed counts anil

budgets. The secvices 'that rere of f ererl, borever, suf f,ereð

from the previous lack of esaruation anrl incentive for
change. The ner evaluat,ive toors rere not yet in ext,eniteü

us'e and conseguentlyrit seeueil uuli'kel-y th-ey roulil change

thê services in aay fuadanentatr sâ1'r

71,2.2 gsågÈ giEËsEs SgZg 99 gxÊEes!

71 .2.2.7 Ccnurunity ÐirectÈoa.

The pri-vate sector has been the nost acÈive in this per-

iod" . Tbe i.tleas f ron thÐ flational lnst,itute f,or Hental RBÈar-

ilatioargolfsenbergerrs l976 phírosopby statenent ancl the

viess of ot.her leaclens cane t.o ltanitoba in this ti.me. These

iileas enphaslzeil the ilifficerrty of politicaL aaô connuni-ùy

astion for the inprcvenent of services $hen one ras respoß-

si.b3-e for tbeir operation. thÊ c€Btral theme in these åöeas

uere'the ailcption of a monitoring ro]-e, the developrnent of
conuunity groups vith parent r€presentation to operate anil

plan services at a uÌore local levelranil the usê of adyocates

anrl voluateers Èo irnprove anil increase progrannlng io resi-.
dences anil other care prograns,
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Tbe finni.peg åssociation thus hacl rlevelopecl conrnunity

councils in St"Janes anit East Kildonan anil other areas in
19V7. Iû 1978 it split it,self into tso boarils--one to opÐr-

ate ¡esiclential services{flinserv Inc.) anü one to run nork-

shops. ïinnipegrs nêtp role sas to act, as a monitor and to

tlevelop coununiÈy gror¡ps,

Eetneen 1978 ancl 1980 the fi.nnipeg Association spent con-

siilerable tiue, nithont au execuÈive rl5-¡ectÐlr ileveloping a

plaa of action to neet their neÐ tbrnst. The arlministrative

f,uactions rere talcen over by the Ran5.toÞa Àssociation in t,he

interi.n.

The taaitoba ãssociatiou ,for its partrincluileil sone of

the innovatiee prograüs clerelopeil in the res:i.ilential task

force report in its budget, subnission Èo the provinci.al

govÊrnment 5-n I9?8. There sas consiilerable reluctance on the

governnent,s part to fuarl tbe Association, but they 1Íere

f,i.naL1y partiaS.ly f unåeil . Âs a result, the r üanitoba lssocia-

tioa deciôeil to seek pub!-ic fuading through the uarathon" a

funtling êveû . ,,

The successfnl t{aratbon assuretl tbe Uanltoba association

of a funfting base i.n the forseeable future and proviited a

seconilary sourcê of funilS.ng for connuuity projects, The üar-

atbos strbconniÈtee used tbe task force report aact the recent

-----Ê--

¡The tlarathon is a public fuaö seekíng eff ort: that usua3.ly
occurs in. nicl-J,ültêr .
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üanítoba assocLat'ionrs plaaniag as i,ts base for funcling

objectites. ?bey have enphasized the developnent of a resi-
rleatiatr continuusrsupport t.o the conûuníty council.srand the

tleve!-o¡rneat of pareat supportrand prcgrans f or staf,frand

volunteêrs. This bas assureil anrl åncreasetl the role of the

llauitoÞa âssociation as tbe seaior leailer anil planner ín the

prisat,e sector anrl placetl fl5.naipeg.largel3r in a f¡oat line
ilevelopnent position.

It should be noÈ.erl that Èhe private sector is not as hom-

ogêneous or as organieecl as it app€arsr The best exanple of
this is the DgSfH group, This group began prior to the split
ia the $f.nnipeg boartl anrl ras interesteil in severe anil pro-

fountl clíents,. Th .s client grouF rnas aot, a priority due to
the fundaneatar cbanges occurring in the assoclations, fhe

group basLcally split asaT from the associatio¡ anü relied
oü thè auspices of the goveranent fuatliag personnel for the

functing of it,s seui.cÊs, flunerotls other eranpres nay þe citeil
of course.. They ¡roulcl alr atÈesÈ to anil reflect,tb.e politi-
cal:iufigbting aail coupetition that occurs rhen tbere are

Iinitett trêsources cont¡olletl by ooe or tao groupsrin this
case C.$"H.8, gar¡itoba anil Èhe goveranent,

11 .?.2.2 Governßent Ðirection

ThÊ goeerr¡nent in tbis tine connissj.oned teo Eore resi-
ilences . ThLs snall nunber is accounteil for by t,he restrair¡t
program of th€ Conserratåye governEent ia this period 11977

co presÊntl.

::.:-1::::.'.i



,.::::i::i

âs intlicatetl earliernthe government
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ailoptecl

thennornalizaÈion principlert anil othet ner techniques such

as the IPP anrl tbe ÀFI. In reaction to the Priçate sectcr

ptranaiug aatl organizationrtbe goYernment usett the resldeu-

tial guiitelines to formali.ze its relatÍonships lrith grouPs

seeking fuails. Groups uould be requirert to use the AFI as

the neasuremeat of cLå.ent, Progress anil to use the IPPS as

ttre cllent planai.ng nethotl. It also used the guiclelines Èo

assert tbe role of its staff--the cosuqníty service florkers.

They e¡ere to assurÊ that an lPP occurr€tl for each client at

least once a y€ar {this inclutleä assessment using the åFfl .

They wêre also to be involvetl ia the hiring of staff anil to

act as the repËeseataÈi.ve of clients uniler an order of

supervislon. !r

In lt7$rthe change to a contract systen for f ì¡11 tiee

resitlentÍal staff coupLett llith declining grants in real

termsrforcecl the staff t,o all.ocate training hours on a

clieut, per reek basis{fivæ hours per clíent per seek} to

those units *ith a training label-ranrl to once agaia enpha-

sise buögets in their reyiey proceðufes. [t this tiae all

entraoce ilecisions ryÐrê ia t,he hantls of the private ag€n-

cies, inclucling screeaåag procerluresrapplicationsranrl fiaal

seIeCtã.on. The agencÈes harl only to tr åue ryi-thin tþe

gÀn oriler of supervision states
order is a lega1 raril of the
authority flors from the office
the negional Ðirêct,or for ¡teatal
nity service rorker"

t.hat the person unrler the
state. Tn Èhis case tbe
of the Public früst€e fo
Retarclat,ioo to the eomnu-
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percentage rule réguiriag that 60-80% of clients enteriug be

selecteil fron the üasíÈoba School.

The period of restraint neant an increasing corkloail fcr
the conmuaity servlce sorhers anil a declining burtget for
resiôences anil other prÐgra&s. It nas during thj-s period

that the progran staff pri.orized the use of Ipps antl AFIs to
resirlences only, the idea appeareit to be t,hat the connuaity

service norkers coulil not acconplish Èhem aucl hanctle their
caseloail. The resiilential staff couklrhoweverrsÈi11 accoilt-

plish this since ttrey tlåil not haye the sane pressutres. Ður-

ing th5.s tinerthere #as arl iacreasing pressure for changes

ia the percent rules{applying to clie¡ä enÈry} siace the

entrance of Portage SchoÐl clients j.ato resiilences neant an

iacreaserl burtlea on staff t.iûe. The staff ti'ne yas norr being

aerly assigneil to the inplæmentatioa of IpFs aail ÀFIs, Àg€n-

cies argueil that t.here should at least be a seperate traån-

ing ur¡it f,or Po¡tage clåents since they usually hacl more

severe behaviour probleas" ÀÈ a nininun there sbouS-it be aa

increase in tbe trainiug hours assigaeil to units that
accepteil then,. The progran stafË argueðron the Ðthêr hanrl"

that progranrning coulü be expaarled through thê use of volun-

teers, They pointed to tbe latest acloption of Wotr fseaber-

gerrs iileas *hich stressed parent. anrl voluu'teer iaput as a

Eeans of acconplåshing the saaË ob ject,ives rit,h fecer

directly funileð seryice hÐurs"
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The rlevelopuent of tåe t{a¡athon connittee Ëorcert the
goYer¡nent to tr¡r to ilevelop,better liasoqs and sope control
over vhere the private fuartiag went. , The governnent ras
afrairl that they rroulcl be asked ùo take over the a€u sêcr
vices once their rrlenoastrationr periocl ilas ovêEr This
implieil a ross i¡ abili.ty to plan"and a geuulne concera for
cli.ents placecl in services that night not receive continued
funding. åt. this tlne" hoxever, the gove rnne n È itself iti cl nc t
hare concrete lotg tern ¡rlaas.

the increaseit connuniÈy pressure.f or t.raiaÍag for all
clients coupled. vith üecrining real varue of fuuds has

receatly forceð the government to propose a pran t.hat youlil

have training hours follor the c.Llents aucl not, be assi.gneil
t.o spec5.fic servi.ce uaits. This noulil entaf,l i.ttentifying
clteats rit,h trai.niag need,s and assigning a cerÈain nunber

of honrs to thes,,rt noulil not necessarÌ.ly meaa that c1ients
in training residences vouLil receåve training hours since
they ¡eed not aec€ssarily be classLfiei! as reguiring theo,
thls wouiltlrin effect" sahe the doniciliary-training üistinc-
tion åa residences meaniagless. rt, is vieract by nost, ner-
bers in tbe privat,e secto¡ as a ueans of spreacling the sane

nunber of training bours ovêr ßa¡ly ¡esirlences anil ot,her

unitsrt,hus reilucing the effect,irreoess, tr¡ short, it is
vieveû as a political plol ilesigned to uake t,he governueat

look goocl by beiag ab].e t,o clain .that tbe ûuubec of units
ceceiving trainiag hours has iacredsed. rt shoulil be noterl
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ùhat $o formal eva}¡ation of the ef,fectiyeness

hours *as unilertalrea.
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sf training

ÀXsorreceutly, the Eovernnentrrith Uanitoba Issociati.onrs

blessingrhas centralizeil the aclmi.ssioa functi.on anil process,

å regioual- liason connittee l¡as been establi.sheit to accept

all applicat,i.ons for p3.aceoent. this connittee assigns a

list of five clieats to each resirlence in tbe province.

Shen an opeüiug occurs t,he fise üaü€s arè givea to the

ågÊûcy anct it must choose oqe of ttre fi,ve. ålthougb tbe'p!-an

may be an attenpt to create order in a previouslSr chaotic

system, one has to sonrler about the cont,rol ao ag€ncy catr

exert *he¡l the al}ocaÈion of c].iegts anrt the allocatLoa of

training hours are out of its haads. Both the choice of
client antl the nuuber of training bours per cl-i.ent influenc€

the staffr s abil-ity to effectively sercice cLients. The

uncertaiaty of clíent selectiou nakes the conuitmeat of
hours to'current clients ttiff,lcult to assiga because f uture

reguireneuts, of training hours for nei¡ clients i.s naôe nore

uncertaín,

11,3 , sgggåB3 oE rËE Egg,,E!gPr,rE!:[ qg sESgEgEg

?his revie* is Eiven from the perspecÈive of a private

agency j.nterestert i-u oae particular group of nentally hanrti-

cappeð clienÈs--those suitable anð ilesiring ¡esideat.ial ser-

vices,
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People tlho are ßeatal}y retard€ð do aot have physi-
calrmonetaryror vote geÈting pofler. ?heix po{errif anyrcoürês

f¡on their kin rr other interesteô ccnnuni.ty nembers sho

speak or rlema¡il services on their behalf,

ïu the early staEes of üevetcpneut of the conmuoity H.R.
progranrthe thrust iat.o the conmunity ca$e from well-neaniag
staff at the iastitution in portagê. Às the conuuni.ty place:
nents increased.ra groring arareness sparkect the isterest of
fanily meubers in local
it, governnent actir.ity"

assocÍat,ions antl r tb.rough

fhe f,irst kintls of residenc€s y€r€ baserl oa the house

parent model aarl fuailed on a shoestrj.ng" .?he enphasis sas otr

cost anð the nu$ber of placameoÈs. ,ils the program staf,f
began to tlevelop selvices in the rural areas the populat,ion
pressures in the city j.ncreased the rleuasd for sevices in
t,he city. This createð aa increasi.rigly politåcal orient.aticu
in the city associatÈoas anü, fostereä conpeti,tiou anong

snaller 'groups, rhe groring denaad arso forceü Èhe private
sector to plaa and prioråze a ishopplng listr that Has

largely ileveloped by inporting icteas anð principles fron
outside the proviace. Shis "I-etl to thc ilevel.opment of the
resitlential guåilerinesra comprehensise piLan for f uture ser?

vicesranil an i.ncr'easing enphasis on efficiency and effec-
Èiveness{particularLy through the nornarisation toolrttre
IPP'anil the ÀFIl "
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Since the goverûnent hail assi.gnecl the Di.rector of the

Portage school as t.he Brogra& director, the coununity $as

percei.vet!. as r¡ot haring as nuch attenÈion paict to it as it
shoul.cl have receiveil, coilnunity nenbers thought that the

öirector harl a rlual troJ-ereåther cf ryhicb ryas antitheÈical to
the ot,her. _ TheE€ were no evaluation proceclures for the

resiclences that openecl in Èhe 19?3- 1977 perioilronly aclninis-

trative reguirements that eupbasS.zeil costs, rhis inplieil a

rlirectisn of ninÍnal service provisioa and createÈt a neerl in
the private sector for sophisticat,ed progran knorrledge and

ilevelopnent.

As the associatioas ilevelopeit plans f,or comprehe¡¡sive

servicesrthe governnent reacteö by incorporating selectett

parts {the fPP anil the å,FI} that conltl be staorlarrlized across

all settings' Evaluation ras nor .basetl on rhere t.he Brogran

hail f,allen tlo¡rn in reration to nhat it hail proniserl. The

progtam st,aff ilicl oot, have the tooLs 5.n pracernotr the st,aff
-tinernor the clesire to evaLuate on nore professional crite-
ria such as behayÈouraL chaag€.

sith the iacreasing leadership role of tbe Àssociation

the Eovernneot staff becane a funcler ån its fiore bureauc-

raÈic sease, They coulit oaly ryai.t for pro¡rosals to be sub-

ni,tùedrattenpt to push t,hen through an iacreasiugly cost

orieaterl hierarchyrand, raÈionaliøe Èhe ¡esult. The derelop-

nent of a seconrl furrðing base in the private sector further



125

relegatêd the governnent to a reactive ¡ole. rt has beea

further reiaforced by a conservatiye governnent, rith its
restraint philosophy,

The Progran staff anü t,he hierarch y

haverhorererrcentralizeü consifleraÐle po*er in Èhe regula-
tioa of resiilences. This has been acconpllsheil through tbe
cenÈralization rf aclsÊi.ssionsrthe role of täe conmunity ser:.
vice ¡rorkers in the hiring of staffrancl nore recently in the
plan to allocate training hours j_n such a flay as t,o fallo¡r
ctrients and not be assigned to specific service units,. of
course all 0f, the above eay be considerecl as the normal
course for a qoverÌrnent that is iateresteil in assu¡ing the
proper allocation of Lts funils" rÈ is interestisg to note
horecer that t,he government has r¡ever bought the private
sectorrs shoppiug li-st outri.ght. rt bas alrays rtealt sitb
each service ageûcy tbat apptried for funilingroae at a tine
ancl ¡¡å.th varyiag cri.teria.

Tbe only overall conclr¡såon that can be ilrarn is that
the¡e are nofl tÐo posêrful funtters in the Ë"R. fielilreach
rit'h ll¡aiteil ¡rorer 1n a ilifferent fasbionrêach lrith cliffer-
ent obJbctives"aucl each cÍth feryer areas of agreene¡t on hor
to operatioaalise the obJectåves of se[vice.

On the one fuanil , the .seaior nember cf the
has an extensise shoppiug 1Íst of i.nnomti,ve
it yishes to see the provånce actopt anil sone

private sector

progra.ns tbat
f,unils to see
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thaÈ they are luplenenÈe<l.. on the other haacl, there i.s a
government, funiling agetrcy ryíth aa enphasis f ron its staff oa

reducing the number of people i,n portage school and the
operatioaal contror to see thaÈ its ryisùes are eûforceil.

The lssue f,or the ag€llcy that rishes to operate serylces
is that : oncs ar¡ agÐncy is funÉled i.n the privat,e: s€ctor iit
musÈ approacb the pubric sector for oogoing operat,ional

funtliag. lhese facts har,e inptricaÈiots for t,he funfling stra-
tegies of snaller service agencies uho are ínterested Ín the
clevelopnent of tesiilçntia1 s€rvic€s.



Chapter fII
cåsE fltrsTo8y oF À frÍrilAt{ sERvIcg åGBlfcy

The folroviag history is neant to proviile the reailer sith
a iletailerl bistory of the ageacy. The actual €vents are not
necessari.ly tolil åu orile¡ of their occurre&ce, some are high-
li.ghteit in this sect,ioa rhile other points are nade in sep-

sratê sect,ions t,hat, highlíght tire operations of certain con:

mittees.

12,0, r EåslgC,X gggeE Ç.!.9, g. , gågggEeg ligiE-åge
12.0,,1.1 Creation of The Resi,dÊnçes

fhe servi,ces that, the agê¡tcl¡ operates began under the

auspi.ces of tbe ni,nnj-peg rlÍvi.sion of c,À"f,f.R, cith the open-

ing of resídeuce a ia 1g?.3 for ten uentarry retarded adurts.
Thf,s ryas folloryecl in 197,r uith the openiag of residence B

for eight clients, The Hinnipeg åssociation assigaett i_ts

Ðirector of Reside¡ces as the oveÈseer of the sersic€s. His

rola thus incluclecl the ctevelopuent of residential services
j.n the c ty aad the nanagenent of the residegces" fiis salary
xas paid by the flinni.peg Sssociation.

ThÊ sersices cere offerecl on a per üiem cost basis. The

per ilien covered the nortgage of the housenfoocl costs f,or

the cli.ents ancl sÈaf.Ë and^ the salaries of staff" , rt also

127 '-
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provi.dad a süaIl anount for the replacenent of furniture and

the naiateaaace of grouncls and builiting, The per clien for
food nas $1.77 per crient per ôay, Resideßce managers sere

paÍit approxinately $1Ðr500 per annum. The aa¡¡ual- cost, for a

resiilence f or teû aaatalry retarrlecl actults ras roughl y

fi6 0, t00,

clients sere to attencl a ïorkshop cturing the rtay anrt ïere
expect,eü to learn, basåc stil1s {üressingn bus traia-
ångrcookingretc.). ResÈd,e¡rce â ras assigaeil staff functs for
a part t,ine cook since the resiilence hact ten clients, Eact¡

resítlence ryas to be maaaged by a resiite¡ce managêr ancl staff
funcls flere assS.gned for replaceuents duriag the ueekends.

Ehe sêlection p¡Ðcess for the cl-Íents includeö tb.e use of
the percenÈage rule{reguiríng 60-Bû% Ëron üanit,oba school)

ili.ct,ated by the provinciar grant. The tvo services thus harl

approxinatellr 80fr of their c.lients fron tbe üanit,oba school.

.The sÈaff ïêrÈ o.T.rler ïith lltttê backgrouuil in trair¡iag for
the hauðicappeð,

The services reporteil to a ResiilencË cÐsnitee of C.å"!!,R.

säich ras conposecÌ originatly of boarcl nernbers antt sone cor¡-

munity service *rorkers" There flas a heavy enpbasisrin tbe
rnitial stagesron parentatr help rhlch ras provårleil by par-

ents trho hail previoasly been neabers of tbe parentrs auriri-
ary of the fianitoba school,
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Since thexe rere t!o' f ornal ¡rrocecÌ ures Ðt ailequate

toolsrthe first yÊar of operatioû rÍas a process of ailjus!-

mefit f,or both clients and staff ' ,' Severâl cliênts rere fountl

aoÈ to be suitable aaal nere replaced Ðith others vho hail

fewer behaviorlral ProblÊns. .lhere apPeared to be au accliua-

tization P{ocÊss that iusolved the clienÈs unlearni'ng insti-

tutiona!. bebaviours anö beconing accustoneil to connunity

living.

The sÈaff reporteit to tro connitteësr. these flere the

Àttnission and Ðiscbarge consittee{for slient entry and sxit}

anü the Progsaß Evaluatiðn coÛBittee {for the ilevelopment' of

prograns) .,, Both cotsnittees incluitect staff'boarü uenbersrasd

connuni.ty s€rYíce uorkers. fhe ureetings se¡--e really cllent

prograßBång neetiugs Èhat inclutled discussions of rhat kintts

of activlties to un<lertake cith clients afiit rhat kiails of

prograns *ouful ryork the best. The ,tcnüunitTr service florkecs

plal.eit a nore Professional role actlæg as resoBrcea"Thelr

becane tbe liason for cli.ent selectios in thei'r roles as

case yorkers for consunity clients oct ia the services"

Boafö nembersrrho ¡tere act'ive o¡¡ both cCnn.teestsere rê$ark-

abfy nel1 iaf,ornetl of cl-i,ent goals" staff activitj-es ar¡tl

plansrand the pi-tfaL1s of the syst€lf,r

since the staff Pay îras lou, tbe staËf turnover sas bågh'

and.rsince fe¡E recorils TerÊ kept anô there flerê fer instru-

nests tbe¡ available for measuring bebavioural chaÎget the
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stock of kaorleilge of sÈaËf activities aud worhable'programs

resÈerl primari!.y tn t,be longterm staff and the acti.ve boarcl

nembers, Tha progranniog cliffered betreen the resi-
ûences, since residence A hacl you¡ger clients rho stoscl a

chance of pichång up skiJ,ls, aarl resiileace B had ofuler

cLients ryhs rere perceiverl as less able to learn..

As the sinaipeg å.ssociati.on began to gror in imBortanse

anü itself be iofluenceil by the morlel.s anô icleas of other

soürces {Nebraska, ålberta, etc. l, the ex¡rect,ati.ons of sÈaff anil

PrograBs begaa Èo íncrease. Tbose staff people that lefL"
rere replacetl rit.b personnel ci.Èh $argisally bet,ter qualifi-

cations ancl {êr€ sent on training courses for progra$ p}ao-

aing anrl behaviour m"odifi'catj.on as they bæane available

f,ron the Associatíou anrl the governuen,t,

12"0.1.2 årtilition of a Traißiag tsesirilencê

ln 1974 as,Èhe t¡ro resådential servíces begaa t,o inprgve

ancl as tbe flinnipeg Àssociation began to arlopt fuleas about

the rcontinuun of serricest andl therrprinciple of nornatriza-

tiontrthe Àssociation subsitted a proposal for a traå.ning

reside¡ce {residence"T} ,to the government,

In the meantine the actual residence activities and plo-
grans became relatively fired., but predominantly ileterni.netl

þy the residence EanagÊr srho ran then. foE

instaucernesltlence A becane ilcreasißg1y progra& aail train-
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i¡g ociente¿lrglatlly acceptiag a gûvernuent' buctget clecision

to cuÈ the salary of the part time cook so that the resi-
clents coultl receive BÐre traiaiug in cooking. The resiilence

aBCl Progran Evaluation csnni.ttees uoveil fros active ¡rlanning
anil iavorvement in clieat activities to more of a supervi-

sory role, . RelatÍoashiBs that hail prevs.ously been i.nf ornal

þecane ilore fornalizerl. Bhe parental iaput that hait previ-
ously been easitry accesserl and tappeil by boaril and staf f
becane Iêss so, ?he relationshi.ps cith parents became Bore

fornal at, a staff reveL as reLl. The ¡umber of informal
prografts per clåent averageil 2-3. The critical issues in
ilanagenent, relatecl to the acquisiti.on cf resourqes fo¡ the

physical ptrant and f,or cli,ents, lhe reLations rith the

goverauent anountecl to living nithin Èhe builget. fhere {ere
no expect.ations about training anil ao fornar evaluaticn

proceilures.

The staff reeeívetl training in the å,ilaptive functionÈng

trnilex anil in behavíour nocliËicat.ion as t.hese technigues

becane arailabS.e anil enphasÈzed by t,he flfnni¡ng ancl llanitoba

Àssociations and t,he governnent in thei.r Long range plan-

aing" fhe Resitleuee connittee becane iavolverl in täe long

range planning aail thê ileve3.opnent of Resütent.ial Guitle.r

lines. Às a rêsult of these f,actorsrt,he prograßning i-a the

resiilences increasiagly becaue tï¡e. Jurisrliction of the resi.-

ilence Banag€r, , Àt tbis point (late 19?51 ,one resiilence $an-

ager ras professfonalLy oríented antl enpbasized t,be acqu5.si-
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tioa of social aail connunity behavioürs anil oae $as noEe

oråenterl to tbe houseparent. noöel enphasizing nore basi.c

skj.lls ¡rlth Little enphaisi.s on soci.al or conu¡BuaÈty skilIs.
?he resiÉte¡ce ccnnittee boacal nenbers yere satisfiect ni.th

both sÈ,aff ,since tbe¡r perceS.veil then as serving dj.fferent

cl ieuts .

Ehe Hianipeg åssoci.atio¡rs plans for a Èraining resldence

came t,o fruiti,on j.n 1976 nith the actual openi.ng of resi.-
rlence f for eight crients. the proposar for the resiclesce

enphasized traiaíng anil incluiteil a separat,e .buitget iten for
trainiag hours. rt also iacluded a 3CI nonth tine line fcr
cliest,s to nore tron the traiaing resiðerce to no¡e inrlepen-

ttest livtng si, tuaÈioßs, The eatry criteria rere Bore
fprofessionalt than tbe entry criteria for the tno resj--
ilences {these flere the fi.rst tÐ open in the cit.¡r} anil

iaclutterl the use of the åilaptive Functioai.ng rnil,ex in the

selection ,auil a list of skil,ls that clients had. to haye,

goreverrthere ras little correspontlence bet*een these crite-
ria ancl the characterist,ics of 'the clients se3.ectecl, This

*las a function of the selection proc€ss {soneuhat. politi-
cal|,t,he rack of usÊ of the åFr ía the fielrl as a rhole{i.t
shoolit be remenberert that t,he . gorernemt had priorized the

use of åFTs in the resi{lences anrl not ån the enti.re f ielü )

anrl the avai3.abilj.ty of clie¡ts nho ïere reaily for praceaent

at the tine of selectíoa,
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?he ¡eu st,aff Herê a,bsorberl iato the conuittee structure"
The staff becane a little nore professional ciÈh tt¿e inclu-
sion of rtrainiag stafff arthougb the traini.ng fuaction ancr

procerlures -were u¡crear to those staff t,bat rere selectecl.
This *as iluerin partrto the lack of, objecüives and proce-
ilures in the conmit,tee.' Training goals anil procedures hail
not been part of the rork of the ccnuiÈt^ee ia the recent
past sincÈ Èhê work of the resideaces had been left to the
resiilence Eatrafters, EveD though one resiclence usetl tl¡e ågr
and behavåour moilificat,ionrth cosuittee itserf hacl not
evolved proceilures for Èt¡e plauniag aoil reyien of such prÐ-
grans, lt about this tine thE staff person of reside¡ce À

anil selecteil board nenbers argueil t,hat the resiclence ought
to become a traiuing residence si.nce it ryas ryell staffeõ aad

trainång ras a groviag concêrn of the gÐvernnetrÈ. The atrgu-
meat sas successful ancl resiileace a becane the second resl-
clence ryåth traiaing in the provirrce ,beside resicleuce T.

12 "0. t.3 Creation of a ËaûagenÐDt System

The naaageneat of Èhree resiilences and tbe actd.ition o'f a

t,raiaing resiilence, forceü the resi,dence connittee to ask
for the use of a resource perso& fron thg governnent in
early 1977. ,lhe gosêru$Ênt' pcovi.rlerl a psïchotrogi.st, to act as

the resource person. Tüis person began Èo ileveloprri,th the
staffr*ritten observation anö rcriabirity proceüures for
the ÀFr, anil to reguire thaÈ client prograüs be rritten up
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ili.th fornal proceilures, The fornat of Èhe prograns became

iacreasi-ngly behaviouratr, The resiiteace comniùt,ee pêr se $as

no J-onger invorueil in client progranniug or staff supervi-
sion. They focused insteail on the funiliag and the r€sorree
support roles.

{tp to this point the agency hail control of the selection
process. They maintaineil rists of apprications that came t,o

then fron interesteil ccmnuaity n.enbers. The agency also bad.

àontrol of the actual proceclures aaü: planning methocls usecl

Ín t'he resi.dences for the clients. The resource pÐrsÐn aclderl

a professional approach to these activities but, the deci.-
sions rere in the hand.s of, the boaril of rtirectors anil the
staff on the prog¡am Bvaluation comnitt,ee.

The rêsource persÐnntbe staffranil the clirector of resi.-
ite¡.ces heqan to evolve a nanagement package f,or the runaing
of resitlences.îhe package eyolved in response to the con-
ceras of the staff aaü the boarrl. rt was åevelopect prinarily
by the staff anil the resource persûn orea a six to eight
uonth periorl. the concerns of th€ groups xerê as follofls:

Ðoaril nenbers-- uanr of the boaril neubers flere

Parents thenselves. fbey vaat,ecl the resj.ilences to
run snooÈhlT and to operate ryith reasonabre çual-
ity by a ooo--professional ili-¡ector of, resLilerres
and. a RÐil-professional boarö.

1.



The resutrting

orientefl,ref lectåqg

rêsource person anrl

paclcage ryas YêrT

135

behavionrally

orientatioa of the

2, Staff--the staff ranted to oBeraÈe a high guality

servÍce that provi.derl then niÈh sorne guidelLues

aaû scne objectives, Tbey #ere arare of the gror-

ing trenü tosard a professional noclel anil santeil

to enåance thei.r positions anil gualifications as

semi--professionals, They also percei.vetl that the

nanagenent package iloulcl afford them sorne protec-

tion anil lroulil fornalize relationships rith the

boarcl and t,he pareats.

Besource persotr--the resource person eantetl a hj.gb

quaLity servíce tbat net sone professi.onal crite-
ria ancl that aLso net the n€€¿ls af the qovernneot.

3r

: ln large ¡rart, the

the rloniaant staff.

Concern rÍas expresseû by bcarcl members that untoward

inciilents in the conaunity be trrickeil up anil rlealt r¡ith early

Èo avoirl gett.ing a bad, ¡ame for the sery5.ce. They.r€re also

coocerneri that tbe pareats of t,he clients percei.vetl the sec?

vice to be a goorl one, go this eartl, tbe package Lncl.uderl a

pârent guestionnaire to elicl,t parent opi.nion anil to neasure

chaages l-s satisfaction" and a system of reporting iaci-
tlents. ?he boar<t anrl staff also kner that the parents anrl

the coununíty uerê üore likely to perceive the service to be

a gooil one if the clients anit the plant sêre clearr anct neat
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in appearance anil 5.f there r¡ras a resonable stock of footl i¡

Èhe resideßces, to thi,s enrl the package incluôeil a clieat

appearance checlr anrl a physical plant check that i.nclucled a

list of basic foocls, this cas vieryerl à" . precautionary nea-

sure developerl fton a percepÈion that, the coonunity haiÌ the

potential of íafluencing the sercice, Shis potential hatt

beeu recenÈly rlemoastraÈeil in the comnunity reaction to the

opening of another resiö€nce {Tracy Crescent) that, Latl been

blockeil by ccmnuuity fears È.hat r the ¡esirlence ryoukl rlestroy

properÈy, Talues.

The adnninist,ratiue duties of the resi.ðênce nariagers rere

inclurlerl in an aåsinistrative check anil a budget check, The

quality of,'Èhe seryices sas subsuned uniler several ¡aeasures.

Thêre ïas an out,ings sheet that :lcept track of hory ßany tines

the cLients cent out in the comnüni-ty each ilay anrl Eêasures

that'sunnarizeil the cf.i.e$t"s [fI scores aail ehanges i.n itraaitr

the nuaber of training goals tbat sere actually achievetl.

Àt aþout this tine {19?6 early 19??, the goveraaent begau

Èo cegulre that the ,e,FI be used i.n every resiclence anil that

the trnûivlilual Progran Fl.ana'iag methoËl be userl 'i.s resiitences

that setre funôetl by Èhe government", àt about the same time

t,he *íanipeg åssociatioa spliÈ åtse1f into tryo boards. One

to run thê sorkshops aail one ts Euû resLileaces,,.

The IPP'requirenent ras incluiled ln the nanagêment pack:

age. . f t cas not a seri-ous change to the nethotl of o¡reraÈ5-on



si.nce. pare¡¡t opiriion ras

ryhen pS.aooing' prografis for

nipeg boaril cas hanillerl ia
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usually sought out by the st,aff

the client, The split in the S,in-

a very differeat Hâlr

12"1 gBgåEÄg,U oF EËg Àe=s$gg

The split of the ïinnipeg boartl created Èhe RS agency in
late 1978. It vas the Ícleas of Solfsenb€rger in action. the

flinnipeg ¡ssociátioa was to becone the noni.tor of services.

The serri.ces themselves rere to be run b3 parents aail volun-

teers ¡rho ce¡e counitterl to the organizatioa because it
served their offspring,

ThÐse parents anrl other comn,uni.ty mambers that. forneal the

boarcl hatl tlefj,nite ideas. They hacl natcherl anil sone bad par-

ticígatecl 5-n the Ílinn5-peg C.,å,IÍ"R. board" They ilitl not .like

the cloti-nance of the staff in Èhe policy ancl ili.rec.tion set-

ting that. hacl eryolved, The¡r Ðaated the uery agency to be a

snallrclose kni-truorking boartl of directors vith each me¡nber

responsible for one ar€a aaû conseguentL? rexpert,r iu that

arga.

The aey boaril took orer operations of Èhe three resi-
dences in late :t9?8. They organi'zeð themselçes functi-on-

al].y:. For exampleran accollntanÈ ras the chairnan of the per-

sonnal and f inance coun!-Ètee, a La*yer icas the chairaan of

the cotrstitution ccunittee, S5.nce there ïas Ðo techaically
t^raineil person, the resource person fron t,he governmeat sas

i:ii,ti,ir.,l

.: .... )

.:'t.: . '
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askeil to be the head o a connittee tbat amalga¡aated tbe

Àclmissions antl Discharge and the progran Eva-l-uation connit-
tee iato on€ callect tbe ProgEam Hasagenent anil client üovÊ-

ment, comnittee, He uas later also naûe the chairnan of the

Future Plannj.ng conni-ttee. It appeareil that the governneat

was ryj.ltiag to let hin ilo so because they nant,ecl the agency

to succeed" aoil because Èhey waaterl to assure ÈhenseLres that
the agency met their stanilarcls anrl folloceal their operatS-ng

proceðures,

ghe expectat.ions of t,he Finnipeg À,ssociation flexe that
the RS agency nouLtl spearheail a novement to consoliilate the

operation of, resiilential services in the ilinaipeg area u¡¡-der

one uabrella organiaation. ft uoulilrafter soüe time, also be

expecteil to continue Èo develop nery sernices tbrrs eepaniting

t,he tconti.auum nf seryic€s,!.

The najority opinion of, the RS boa¡il cas that its nembers

cere relatively : lê¡r to tbe fielil and neeileû t,o get a feel.

for tbe operati.on of residences anil consoli<tate skills ancl

knorleÈlge in the fielil. .

The salary of ao aáninistrator uas guaranteetl fon the
periocl of lhrae 1ears, sitb Èbe unilerstanrting tt¿at as tbe

ag€ncy grer the salary coulil be paid by governmeat. fbe pre-

vi-ous ilirect,or of resiilences ras hired aad. naile aa ex- offi-
cio ne¡nber of the boaril. His role flas to oversee t,he opera-

tion of the resiilences Ínclüiting budgetsrliason ¡Eitb other
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agencá.esranrl act as the enabfer for

to plck up the accunülateil rleficit

tions ancl to holil the wortgages of
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the boartl, C,A,I[.R, Ðas

of the resictential opera-

t,he residences.

12.1.1' g,!€,9å Tsq åEariE gf gpgE,atågE

12.1. 1. 1r Ert,Êraal rlnfluences

ïn the first nonths of operatioa the aembers of the nev

otganizatio¡r concentrateil on ileveloFing a torhing knorlettge

of the transfer of title of the residencesrt,be itevelopuent

oË ,tbë constiLution, uoôerstaacling thê financing of the

operationr anrl a prelininary analysis of the reqairenents of

the fusder. IB this tise the f,uatli.ng pattern for the resi-

ilence natrager changed, Thê rêsidenee nailag€r hacl prevåiously

been the full tlme staff of ther resiðences usd.er C.{.lt.R"'

fle or she hail prinary responsibility for sÈaff anrl cJ.ient

supervislon. , The posi.Èion sas changecl to a contract posi-

tioa.She tvo residences that Ðere classlfieil as trainS.ng

reslclences recei¡teö the equivalent of f ive traiai-ng hours

per clieat per Ðeek. . The residlence .ilas noY staffeû by a

residence naaager vho vas not a coniractor that h.ireê his

orrn replacernentsrsince the coatracÈ regrrÍreil proviiti.ag 3ó5

aays ót care{he uas patü $5.?5 per client Per tlayr'with no

priovisioa fcr holi.d.ays.

the orig!.nal trainers left alcl xere replaceil by üore gua-

lifieð people{e.Ç, B.À.. in Psychology aail previous experi-

encÊ ryith behaviour notlificatS.on at the Dlanitoba School| "
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Th€ age¡cy poûlêd the training hours of each resiilence {50

in resi.tleace a anü 40 in resi-dence T) and creaÈed a seai.or

trai.ning position with the arlvice of the resource persoû,

The s,enior t,rainer becape responsi.b3.e for a pooL of parÈ-

time traíners{t¡¡o at resiüe$ce T and one in resitlence a)

This change in st,affiag pattern forraLizeô tba training
function nuch nore than it bail been. rÈ incluiteil oore profe-
sional staff {thê seni.or trainer} ' and. uaÈle the senj.or

trainer fornally accountaþle for programs,

The change in training hour alrocat.ion ¡aiseö the issue
of programning objectives for resLðeace T, ffas it sti.lL
expecteal to train client,s f,o'r i-nclepearl,ent sett,ings 1n a 30

nonÈh period? The issue ïas left hanging by tbe governnent

fuailer. Presunably they uanteil tåe transition f,rou one allo-
catioo base to another to be accepterl anil ilere willing to
leave the originaÅ traÍ-ning objectives cpeü.

12"1.1.? Interaal operations

fhe staff act,ivities and planninv {operating core} becane

the . jurisitiction of the resourcÊ pêrsoo ¡rho chai.rerl the pro-

gram Evaluation anil clie¡t t{oveeêat committee $ith the

adaiaistrator âs co-:chaÍEnaa, [s the ner traili,ng staf f
acclj.natizeô thenselvesrtbe resi.dences contiauetl to functicn
snoothly;especially vith the appllcation of t,he perfornauce

ileasurês inconporaterl i.n the naaagenent package, The ner

staff aacl the Eroring influeace of the resource persoa for-

i¡i¡11:,¡i1:¡
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ûalÍzed the operatiag proceclures of the operatlng core sve¡r

ûore as the behaviou¡al proceilures becane the nethorl cf
t'raiuing" . staff reports becane nore forualizetl and nore coo-

centrated. arouad the neasures i¡ the nangenent package.

Ehis group askerl the boanil for traini.ng funüs to support Èhe

purchase of, ÈrainÍ.ng airls. fhls sas not proviiteil i.n the
transiti.on fron ilirect traini.ng staff to the allocatios of
traintng hours per client. board. askeù for such funtts
for three years in a ror before they ryere granted.

12.1.1.J operatåoas !.n 1g?9

rn the latter part of lgzg one or tro staff people pre-
pared a brief, fo¡ an 18 beit apartue¡t facllity.The boaril
subnùtteil the proposal Èo tbe gover¡nent foa fnniling, åt the
sane,tlme the reseurçe persoa and t.be staff arguerl for a

snaltr ilemonstration projecÈ that rsulcl place tro of tàe BSrs

clieaÈs ia a¡ apartment on a tråal basis, The soilel ôiffereet
fron t.he î8 beil proposal in that it prcposecl intease train-
iag over a si.x uontb periott sith the criaats bei.ng transfer-
recl to the supervisi.on of a connunity servi.ce ryorker at,the
end. of the training, The 1g beil proposal ínclurtecl full t,ime

supervisi.oa oa â fsnderl basis. Funils for the denoastraio¡
profect rere subnitterl to anrl receivecl fuailing frou the

nertry :forned üaraÈbon connittee,

The Pro,ject nas successful anå

aa exteasion of tbe noclet that
latl Èo the ilevelopnent of
¡roulil see tbe sane irlea
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apglierl for oine apartnents of tro peop3.e êacb' The target

of ni,ne apar-tnents canÊ f¡om an estimate of neerls given to

the staff by connunity service cox¡ç€trs. The proposal'ryent to

the boarit of itirectors fron the Progran l{anageüetrt and

Clieat t{oryement conmiÈtee in June of 79V9 antl Ðas aPprovÊð ¡

It receiyal funttinq fron the üarathon coomitùee i'n âugusÈ cf

7g7g. .fhê resource person becane the cbairßan of t,he corrni-t-

Èee tbat op€rateil the Project'

In the nêantine the boar<t had uorked out sone of its

operations" îhe fiaalce conÐittêe settleô into the iob of

reconclling the 1978 buclget anil ilevelopi.ng the '!979 submis-

sion to governn€nt. fhe constitutåo¡ aact bylars fer€ d'evel-

opeil anil approveit at a nenbÊrsf neêtíng, fhe boartl receiveil

a raport aail present.ation fron the trainers anil rere

impressedt ¡rith the aütual ÐperatS-oas and c1íent i.nproYenent.

ÀIso cluring the f,irst yea¡ of otr'eration'the Winnípeg

Association cuÈ back the aitninistratorts salary fron ful-l

time to Fart ti-tne. Tbey .iliit thi.s because they f eLt that

there.ras not eaough for the atluinistrator to tlo with onl'y

three resl-ileaces in operatioa, ft appaare¿l that. ùhe llarathon

conmittee Eanteil the expansion of services as the Finnåpè9

Àssociati.oa hait orfginally envisi.oæt[., They {ere ilÐt t'hen

prepareil t,o funå a salary that fncludeð the operation of

only three resirlencês,.. The boarö incluclecl the aclninistra-

torrs salary i.n the proposal t.o the líarathon conmitt'ee for

the apartneat project but .sere ugsr¡ccessful ia getting it'

r:u't;:::,
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Arouad this tÍne"the 30 uoatb tine frane originally pro-

posed for the movenent of clients Èo more inilependent set,-

tiags in resirlence I elapsed, . rbe boarct argueil Èhat the

change iu training builget, atr-location establishecl by the fun-
üer in the changeÐver fron resiite¡ce nanager to inôependent

cont,racÈor left the Rs agency xlth insufficieat. resources to
üarry out t,he ociginal Íutentiousras r*orúert ia the origin-al
proposal for funtling unrler t",l"H.B,r ,the goveranent left t,he

natter unresolveö. The board and the f,uniler ili.d not reach

any Lo:lgstanrling agreenÊnt oa the role of reside¡ce T.

By October 1979 the apartnent, projectras fur¡ileil by the

lfarathon conni-t,tee, yas unilerlray aad fully stafferl. Íhe

boarËl hail dey.i.serl a set. of ob jectåres for 198û that
includerl:

1.

?,

3.,

Obtaiuing pernanent. funding

torr s safary,

for the ad.uinistra-

that coulil

take on the

the futüf,Ê¡

better train-

lesearching operatåoaaL reguireuents

arise i.f the agsncy ¡ras asked to
ailninistration of nors resiðe:rces i$

Preparation of
iag funili.ng. ,

settj.ng u.p a

funils frou the

a brief f,or more anil

f uacl raising
pub.lic.

4. ccnmiÈee to soLåcit
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72.1. 1. 4 External ¡nf,luences

In IaÈe 1979 'the goverûEÊnt an¡rounceil the creation of a

ceatral, àdmissions connitee tha-t, rysukl receiçe all appS.i.ca-

t.ions fo¡ entraßce into resiöenÈ1al services i¡ the flinnipeg

arearscreen the ,clients f,or functioning level aaÉ1. priorize

fi.ve clients for placeûent, into each resiclence.

this neanÈ that the applicaÈions in the hancls of the RS

age!¡cy ryere transfer¡ed Èo th.e central conmitteê.,The agency

no longer hail fu].I csntrol of clåeut entry. It had osly pâr-

tial. control through the inclusion of þoard menbers j.n the

selectioa process(tuo board uenbers ror¡lcl attenil as voti-ng

membe¡s in the decísion as to rhic\ of the five ctr-ients

ryould enter the service) , anil the li$iteal po*ec of veto over

any of the five¡ Prieviously tbe selection of clients trad

been maile by the âtlaissåons anil Ðischarge connitÈee antl

later the Prograrn üaÐageneat anô Clieat Hoveüent conmittee

using the åPI anil the sÈ.aff of t.he agency. Once a c3-ienÈ hacl

beea selec.t,eil be or she üas ,usua1ly asked to cone for dianer

to see if b'e ,/she eoulü fit, into the resiilence anrl j.f Èhe

other ö!-ient.s Ðou1tl get along rith the cJ.ieut, The parents

ryerÊ then intervierecl aail a selecÈion naäe. lhe agency t,rieð

to easure t.hat client tütiaover ïas accornplisheil guickly
siuce they ilost the paynent for tbe tine bet,reen clients,
The nev system ras pêrceiveil by nost of the staff as clÊt,ri.-

nenta].rsi.ace ¿t took a{ray their abi}tty to plan services

effectivelï. they felt that they could no longer cboose a
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client shose skill tlefåcits natched Èheir abilities or who

*roulð tfit inr Hith other cl5-enÈs. The staff felt thaÈ the

boaril $as losiag touch ryith the opÐrating core as they

became occupietl rith f,uniliag arraagements.

72,2 ÀSEggg qggEàgggså .1999

Iû the early part of 1980 the apartneat project. ratr into

trouble. he flO oE notre clientsrthat the connunity service

sorkers hact iilentifiecl. as being high functioning antl availa-

bl-e, tlid not materializ,e. The staff lrere nory f orceil to sait

for the central .â,tlmissions conn'ittee of the province to

priorize cli.eaÈs" Ifhen t,his rli-clatt ryo¡k out nell the staff

began to solicit and iutervier clj.ents in other places in

the hopes t.hat the¡r could be screened speettily by the cen-

t,ral- connitteê. . Eeeatually the project tleci.cleil that, the com-

nittee shoulil be bypasserl if the original target ôates for

apartnent, openS.ngs lrer€ to be net,

[s the st,aff yere, look5.ng around f or clientsrthey ïere

asfied. by another agênc1 to take on trys cl-ients that had been

placert Ln au apart,nent b1r the other agency,,The clíents flere

5.nÈeryieceal anil fouail not. to neeÈ tbe criteria as originally

proposeit to the üarathoa connû.ttee,?hey rere rÊjectecl oa

t.hese grountls. . The heacl of tbe other, agêÐcy antl oae other

influentlal nenbnr of the tll.R. con¡nuaity rai.seð Euestions at

the t{asathon con¡nittee. The ansrer sas guick aaù abrupt. fhe

apartnent staff was cut by oqe staff PÊrson for r¡ot. neeting
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meant nst

of clieat,

stated $as

noath time

taking in cfÈents nith behaviour problems- a kinil

t.he cri.teria of tbe origS-nal proposal expl-icltly

not a suitab1e ca¡rdÍüate for a project sitb a six

line for naking clieut,s indepe dent, 
,

The agencyrs boaril of ili-rectors hail several neetings ryitb

the funiter aail the staffranrl finalJ.y hatl then agtee to

return the staff, The entry criterfa nas changerl at the sane

tine. It is uncleatrrerea to Èhis ilalrrhether the staff is to

aclopt a longer ti.ue Line for naking clienÈs inilepeadlent i,a

the eyes of the funder,

Tvo other sigaificaßt ,events happenecl in the early parts

of 1980, The board successfully argued for the i.nclusion of

fuucls for traiaing supp1i.es.. The gÐrrettûmentr*ith prêssurê

for cost cutt,ing,suggested that the Ècainíng hours not b,e

assigneð to specifS.c residences but, assigned to cLients. rhe

seûior' t,rainer anil an 1nðepenilênt cottractor suggestefl to

the boarrt that such a schene woulrt severely linit the abitr-

iÈy of the staËf to plan activities, since it was uacLear

that the traialng hours ttould remain in the resicleaces clas-

sifiect as traiuing resi-ilenc€s. The se¡ior t,¡ainer soggested

that, if the boarct risheil to have training for a13- of lts

cI,ieats, they shoulil ¡rri.te a brief suggesÈi,ng that resi.ilence

B recelve traini,ng hours on'Èhe sane basis ' as resideaces À

aod T. .fhe boarcl is currenÈl¡' proceetling nith this strategy.
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fhe potential outcone ís unclear becaus€ the agency iloes aot

really knoc the fulI reasons for t.he change 'in training bour

allocatiorl.

12,3 ggg gg,gåg:lIgI gE gEE gEEEÀEggg ggEE

Shen resåclences å and B first openedrthe expectatloas of

both tb.e $innipeg board aad the goves¡llcent *ere that the

fac1Lities ïould run suooth,ly. The clients ¡roulô Learn the

basic skills of li.ving ån the connunity, as opposeÌl to the

institution.

The original- eûtly cl5.teria Ðere nat vecy ¡rell thought

out aacl {e Ê 5-npleueaÈeit hastiJ-y. feople of itifferent ages

anct diffecent funcÈioning levels rerÊ ni,xecl, o ås bas been

nêot.iÕneô, those cli.ents with beäavi.oural problens rere

eventually replaceit by those *ho ïerÊ nore easily placeit in
services aanageil by peopSe cith l,i.ttJ.e prof,essionatr traia-

ing"

thê operation of the resídences sett.lecl iato a relative
routine vith the staff enphasizing the acquisition of basic

sltiltrsrsuch as bus training to get to ¡rorkrand belping out

in the lcitchen..In generalrthe operatioa coulil be character-

izecl by a I houseparent noilel{ nith Loï training ex¡recta-

tions. Tbis våe¡r natcbes ce.ll w5'th the funiling enphasÍs of
the gorêrsn€ût at that t'ime(19?3-7ltl .Pareuts flÈre happy to
seè their offspriag .Leav,e the iastit.uticn anrtr come closer to
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for the

Tbe enphasis in resi,ileoces chaagerl a,s t,he fielð grefl

through the importation of i,cleas anil tbe resiclence c,olrnittee

of C.À.ll.R. ras oue of the leailers in the fielcl of ÞI.8.,

starterl to hire marginally better staff, clients nere nory

exPectêtl to acguire connunit¡r and sociaL skills ancl to
become nore iaðependent.{the Èenets ofunornalizationnl,The

houseparenÈ uoilel began t,o sritch to a nore professional

on€rp inarily through tha t.rainiag of the staf,f Ln tbe nes

ori.entation. Às'tbe board started t,o concer¡trate oÈ tbe tong

range plannångrthe staff were left increasingly t,o apply the

ÐÊver techniquës.on their ostr,

Hi.th the ilevelopuent of the traiaing ¡sesideace coacept

anil the'groring proËessiosaLisation of, the staff,the eDph¡-

sis of t,he st,aff chaagerl. . clíeats üerê nofl ou laforna]. pro-

grams nanagedrby the residence flanagers a¡il f ornal , ¡rrograns

nanageil by tùe traini-ng staff," soue of the training prograßs

aÍneil at iailependence of the cl.i-eat Þegaa to change the

e*pectatj,ons or alaru the parents. . yor instancera prograB

night f.ncluite elecreasing the freguency of a cråent going to
his lnreatrs for the ¡veekeacl aucl changíng his or ber percep-

tlon that his hone r{as not his parentf s prace.but the resi--

f,ence in ¡rhich he lived.
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ßith the iat¡ortuct.i.on of the ÀFf and the comiug otr stream

of resiilence T (tbe trainÍng resideace) the staff proce<lures

became nore formatrizeil. adni.ssions anil Dischaa:ge ueetings

began tÐ focus on the ÀFI scores of the clieat. seehing

entry. . Tbe rlecisions ce¡tereô on vhether the clientf s neerls

natcberl t,he cucreat abili,ties of the staff . The nixiug of
f,unctioning level-s ras guestioned because the staff harl lin-
it,ed. tine antl expertise... ?hey coulct not be erpected t,o pro-

viile sersfce to nany clients ri.th behavi.oural problens slace

the progranming.Èine roulil be takea asay from other clåents
flho were is the servlce. îhese client,s haiL prograns outlineil
aaö the,group ras conni.tted to seeing tbem tbrough,,

Yhe operation of the resj-ðences sas aos üore or less
diviclerl. fhe åad.epeaü.ent contracÈor {prevJ-ousl¡r the resiilence

nangÐr u¡röer the C;À.I[.'B. syst,em] nanageö infornal programs

,sith tbe clÍents. thê traLuers operateil fornal progra¡ûs, The

planning ras acconplished by informal ilÍscussion us5.ng the

ÀFI score as the þasis for ileterniaiag skill d.eficits, lbese

rerê conbineil yith the intuitioa of the sÈaff aaú tbe i.nfor-
aa3. input of the parents.

flith t.he iat.roiluctåoa of the resource personrlppsraail the

nery traiûers ia uiil 1978 the procedures hecame e?en nore

formali-zed.. The use of behaviour aorlifi.cat.ion meanÈ the

tlevelopnent oË ryritten prcgramsrthe collection of
datarreLtabllity procecluresrancl the applicat,ion of such
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prÕceidtrrês as chalniagro etc. fhis c!Ëatêil a knovletlgÊ gap

betceea the boarcl antl staff a¡rl especially betseen the staf f

aatl parents,

lhe resitlences continueil to operate as before ercept that

the planning process bad Èo j"nclude the forual isvclve¡¡ent

of the pareatra community service rorkerrthe st,affn antl pos-

sibly the persoa fron the c.l,ientrs rorlcplðGê. The results

of Èhese IPP ueetings $eEe to become one of the neasures of

the Eoversnênt j-n its evaluation of the residences.

The Prograü llanagenent anrl Cli.eat !{oÍ€ment conmittee

focusecl oa Èhe pLaat cbecksrinrlependent contractor skil1

checf.srand Èhe Èraiaing report' of the manageneat package.

the actüaL o¡eration of the resiðences froa clay to clay xas

left to the nutual atljustueat of the traiaers anil t,he incle-

penalÊBt contractors.

The proposal for an apartnent project ras generated by

the staff nho aöopted the rresidEntiaL conÈiuuunf irlea, ,.they

rere conc€rneil ahout Èhe geoeral. I.evel of service proYidecl

in the il.B. fi'eld aail perceivetl tbat the current sersices

Ðere insuf,f,icient to neet the rneeôr for more inilependent.

set,tings. Tbe successful d.enonstration proJect spurred them

on to *riting the nine berl apartnent, proposal Botä of t,hese

pro jects $Êre gênerateil by the st,af f . they fler e

rochaiaiag is the
to shape the
task, until the

selecti,ve use of
snall stepsrthat

nhola se{uence is

relnforcenent, 1È is useal
are part of a Larger

learneal"
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ïri,ttea, ho*evêr,kno*ing that the goals of tbê boarfl

i.nclutleil tbe expausi.on of, services. The f ornal Pãocess

inclurled the passS-ng of notions at the Put,ute Planniag com-

mittee aod. later presentations to the boaril of ôirectors.

Soee issues sboulil be nentioneil. After using the åF'I fcr

some timerthe .staff and resource Petsoh becane concerneil

t,hat it cas a poot instrunent to measurê cbange if t'he

proceilures and reliabilÍty neasures rere not p operly cloae;

Sisce it ltas the ninimua requirect by the goverunent frr

clecj.sions on clieut eatryrthe proceÈlures aud reliability

Beasures Here unüertaken by the Program t{anagerent an il

Client l{ovement coururittee. fhe rest of the ü,R. conuunity

"except for cüe other snal1 ageacyrd,itl aOt clo this hotr€ver.

Secoaillyrthe IPP ptfocêssras originally proposectrincluöeÉl

usfag the IPPs oS a guarterly basi-s. 5 ince t,he planning anil

implenrent.ation plocesses of the ageûcy rers far aheacl ¡f

the other servl,ces , the resource Person arguecl that the

agsncy shouS"il only t¡ave to rlo tben once a ïear. His argu-

rêrit s rere bacted up by a time analysis usilertaken by oae of

the sÈ,aff person . The gÐrrera¡rent acceptetl the iüea. .

tbe progran üaagement and Client Uorement conmittee also

rlerelopeit criteria f or slienù entry ånÈo the resiôences.

tbe mj,ni.nuur accÐptable was a level 2.rr llhen one resiilence

rr1eveL ryoulil ínilicate that a cli-ent hait generally uastered^
the basic skÍLls for connuni.ty living {personal
hygS.enerrocm cleaningrbouseholcl chores| " The client roulil
not have many comnunity or social skills. '
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a trial

basisrthey founil that the staff coukl not hanqltre the behav-

ioural problens that ensued. Tbi; lecl to a belief of the

staf,f that, they haô to be careful in the selection ot

cLients so that the progra$s aaô objectives that rere

already ia place coulcl be protecteil. flheû Èhe govern¡nent

ileciclecl to centralize the selection processrthe staff ¡rêre

concerned Èhat. the lack of sophåsticatian in the rse of the

ÀFI by th.e.ccnuittee ¡oukl leacl to inappropriate placeaents

j.n the secvicesrand hence to a laclc of goal achievesìeat.

There ras an increasing ðiscussion in the Progran fiangenent

and €li.ent ûloven€nt cournittee on the effects of tbe opera-

.tior¡a!. requi.rements of the governneut fundetr. These focussetl

on the lack of government planning 5-n natcbing the clieat

neeil cith tbe uumber and type of residences available. ghey

Bere confounilecl by the lack of staaclarrtization of Èhe å.FI or

the fPP ia use by the conmuni.ty serrice *orkersrantl the

coûseguencês of ,these on the actual operati.ou of tàe agency

activities. {e.9, applicatioas for c}ient entry sonetines had.

good anrl reliable ÀFI scores anil thorough IPPs nhi].st others

di.il not!,

shen the goveramenÈ began to ta3.tc about using volunteers

to reiluce the nunber of training hoursrthe staff resBoacletl

by actively seek5,ag out volaateers to participate in ttre

provlsioa of servicës. This vas vi.eseil as a J.ogical nove by

Èhe comnltfee. In fact tbe ilenonsàration project^ usedl volun-
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teer stuclents to reBLace the staff persûll at residence

B" *bi1e he ceat to trork ri'th the clieuts iu the apartlnent.

Since then Èhe contractor in resicle¡¡c€ I has usetl voluoÈeers

exteasively to t,ake clients out to Places in the ccmnunlty

anil the t,raíning st,aff have usecl volu¡teers to run sínple

training prograns i-n residences À anil T.

Tn sunmary the staff becane iacreasiügJ.y pcofessional

oÍer tine. ?his ïas aicteñ antl abetteil by t,he inclusion of

nethoils and lcÌeas at t,he leailing eilge of tbe fieltl' 8y

incorporating the proceilures antl f ornalizS.ng stan-

ilarilsrhoflesêr, the staff, createrl a knovledge gap betceea tbe

staf,frthe boardrand the parents, fhis nas hanðIeit in the

structure of, the agencT by asslaging a professional to be

the hearl of the connittee that managetl the staff ancl by

assigni.ng h€ anel other staff to the Future Planning commi-t-

tee, During hi.s teaurerthe tresoutrce pêrson anil staff corkeil

oa a ftangernent package to furtbêr st,anclarflize proceclures aail

assure gualit,y in the s€rvices, . lhe package ¡tas also seant

to proviite a vehicle for the aclministrator to manage the

services ev€n though he {as a no$ professional'. _àt the cur-

renÈ tine the resource persotr has rliscontinuerl his inrolve-

uent cith the agencl, Ile hail alrays perceivetl hís role as

the ilevelopment of a nangement systen that soulal alloc a

group of volunteers to op€rate a higb gualiÈy servicê. tle

felt that he aail the staff hail acconplishetl Èhis obJective.

Since otber uork sas pcessingrhe and t,be governne¡¡t ileciileü
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that ít sas tj-ne for the boarrl to operat,e .t,he servå,ce on

their ÐHrrr
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Cbapter XIII
VIESS OF FOLR CL¡,SSES OF àCToRS

thÊ gr¡estionaaire o appendi.x å ras usecl to gather informa-

tioa about the responilents vie¡rs of hos the orgaaizatioa

fuactåons and $here the þoarltr an{l staff perceive the agency

hearli,ng. Becaüse of tiue resÈrictions, tno ne¡r menbers of

the boarrl cere not i-atervieryed, Five boarcl nenbers anö five

staff people flere Íntervi,eryÊil.

13.O.1 àctivitv St¡:atesv anrl SatisfacËion wåt.h Current
gpeEsËesË- ---

Tbe sütrEarIr of interrie*s suggests t,hat. all staff ancl

board nembers i-nteryierd have simi.lar vi.e*s of the current

actiyities anil. their reJ.ation to the stateil objectives o

tbe organization, â11 perceive the running o.f the three

resiileaces ancl the apartuent pro ject as the operational

rlefiaitioa of I provid^ing servicer ts the nental}y retardeil.

À11 coultt ilescribe thê:agencyfs current acticiÈles in terns

of the number of client,s servefl. 3he bcard ancl st,af,f agreerl

on the oÞ jectives of the apartnent project {iarlepenrlence of

clieut,s viÈhin síx noathsf but. clif,fered ås their views of

the goals of residences.

155
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A1.l responfleûts perceirred the curxerrt o'f,gani.zation to be

di- ff erent fron their previous experS.ence 5.n orgauisations.

Those boaril nenbers vbo haü previous exgerience i.n hunan

services{e,g, C,4.fi"R.} saåd that the agency was norê satis-
fying anil nore ilirectly relaterl !o serçiee. The staff vith
previous experience at the ganitoba school fouoil the orgaoi-

zatÍon t.o be flore relaxecl, freer of restrictionsranä nore

client oriente(l. Those staff wit,hout preyious experience in
the lt.B. fieLð founil the ryork to bs satisfying vith a greaÈ

cleal of autoaoûy, FeÐ sÈ,aff perceiveü the agency as a long

term employer, Tbi.s waË €specially true of those lrith ¡norÊ

training qüalificatioßs Ðî no!Ê ef,ucational erperience. they

sa¡l the potentiaL for arlyanceneat j.n larger organS.zations

that $ere noxe professionally organizefl r

13,0.2 glg¡lgLgrÊ ,gÊ."9 g,geËêÈåeg ceEg,

Sisty percent of the bÐaril ¡nembers inclicated that thel had a

ruilineut,ary kno*3-eclge of the tecbnoS-ogy rsed in the organi-

zation {behaviour nodification} , One boarrl nenber had. been

exposeil to behac -our noüif,icatioa ia a , course anrl the

goverûment sFon,sorerl resourcÊ persûn hacl considerable k¡o¡r.:

ledge. Tbree boaril sernbe¡s{inclailing the resÐurce person}

coulil ictentS.fy the clients serverl in terns of tl¡e raage of

retaråation lesels. À11 boaril nenbers could icleotif y the

c.ti.ents of, the resiilr¡ces as trloc€r functiouingt and of the

apartnent' asttbigh fuuctS.oniogtl,Only the Eesourcê persoÐ
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could irtentify inclivi0ual clieut goals in each resiilence antl

the aparÈnent.

The uext nost informeð uas the aclniai.strator. other

boaril nenbers could j.rtentíf,y the i.ntlividual goals anil char-

acteristics of their soa or d.aughter, À11 boarcl nembers

inclicatetl Èhat. they coul.d get the goals f,ron Èhe agèncy

records.. only the resource person antl tbe arlninistrator

coulü irlenti.fy nore than 'tvo itess i'a t.he ma¡ragenent pack-

age' lhe other boaril neabers índicat,eil that they couLrl get

the inforuation fron aqency records, only the resource per-

sonrarlninistratorrancl cnê boartl me¡nber trit,h a long history

in the field of, Hl.R. could iil,entify the leail time reguired

for a traísring progrârûr

ll-1 boaril menbers Èoðàcatecl that they conmnaicateð *ith

the staff Èhrougb the attninisùrator or the resource persorr,

.[I1 boarit menbers indicaterl that the staff ltere coorrli.nated

througb the Progras ilangement anil Client tlov€neat comsittee.

À11 staff couJ'd irlentify items in the nanagenent paclt:

agersetr.e arare of the clj.ent goals in the resiileace ln chi-ch

they uor*eil"the level of retardatioarand cfient programs in

the residences. The trainers coultl itlentify these accurately

in resiflence e and T aad partlally 5.n resiilence B.

ÀLl boaril aail staff could

serveô i,n the resiileaces anil

i.dentlfï the nunber of clieats

the apartmeat project,. ilo oûe

:-::,::,:.i':
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coulcl give a precise ansrer to the ¡elationsbip betreen this
nunber anÈl the number oË resíilential placeaeats neecletl in
t,he city of fli.nnipeg" Bve¡¡ though a govern$Ênt staff person

haô recently indlcaterl tbat the nunbe¡ of reguireil place-

oents sould ercee{l 1000 in the mid tgS0rsrthe experieace

with the goverû.ErêDtr s i-aaccurat,e pro jectioa of qz innefliate
placenents in the apartnent anit tbe subseguent lack of
placements appears to have çreated ðisürusÈ i.a government

projections.

üost boarrl neubers had little idea of hor Èhe st,aff car-
ried out their rork., . ghe e:rceptiorr $as the tresourcê per-

son.They perce5.vetl. a crear rlifference betlreen the epecta-

tions pracecl oa the coutractor eersus the trainêxr , ¡thea

askeil to conpare tbe servi.ces , f unctionsranô the liurit.a-
t,ions of the ageocyf s servi.ces, the boarä perceiveit täat the
setvices cere lj.nited t,o lor f,unctionång in resiilences ancl

high functioning in thê apartment. ?he st,affron the other

haa{ flere:nore conëerned rith the limLts to the technoLogy.

The boaril, ercept the rêsource persotrrilid oot re!.ate the

technology to any linítatiûns. the boarit nenbers perceíve{l

the guarity of servlces to be related to the type of crient,
and the orientatión of the staff" The stafË saw the quality
relateil to the accÊss to resourcesrthe alr.ocati.on of train-
ing tinertype ,of cli-enÈranct support fron parents in the
operation of, plograns, They also sav ,the s.È,roag rore of the

operati.onal requirenenÈs of the governnent funder and the
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lack of consj,st€ncy in thêir application in the fielct as

rletrimeatal to tbe operati-oa of the resiclences. This nas

especially t.rue of the use anil reliability of the AFI in the

selectj.on processes an,cl the lack of a st,rong role of the

boaril on the selection connittee" this rould iadicate t,hat

the funiler iloes not aecessacily uoclerstanil tbe effect,s of
their polici-es o¡ tt¿e actual operations of a resirlence and

that. the policies öesignect to E€et its !¡eerls might confli-ct
ryith those of the ageacy asd i.ts staff,

13. I INTLSENÊE gls3ggs

flhen asked about *ho they listen Èo the nost i. the organi-

zatioartbe staff inðlcatefl other staff . This uas relateit t.o

the amount, of ti.ne the other staff had been $ith the service

and the technical. gna3.ifications pf tbe st,aff person. fhe

þoard listenerl uost to ottrçr boa¡d ueubers in their respec-

tive area of expertise. À11 boarrl respcailents inrlicaÈetl that
they rere the nost i¡¡fluenceð by the r€source person in tb€

rlevelopneat of goals., The persos rlescribecl as having the

nost influesce oû policy was the boartl chairnan.

Both the chai.rná¡ anil the resource person ryere perceivecl as

haviug the uosÈ i.nflueace in dealing ryitb probleus. TherE

,ïas sÐrhe ilivi,sioa along línes of expertise as rel].. å1I oem-

bers agreed that they rere influencetl by the different
chairnen i.n their area of expettise. tbe board díffered in
the'ir perceptlsns of influence in fuacting clecj.sionsralthough



they a.ll agreed

influential.

13 " 
'1. 1 ggggEe g,lgggåqg ss!! ggg!!Êt Eg¡gslatigns

The nost important, spl5.t in peaception occurrecl

16Ð

that, the nen,bers assignert to the task cere

i-n the

aEea of future planníng ancl its relation to fuaders, fhe
boarö ras basícally split lnto two groups, Oae group of
boaril aembers iliü not rant thÐ ser"ices to expanil at, tbe

êxpÈase of the services that ïêre currently operated.They

perceived expansionrif i.t eas Èo occucrneccessary in areas

si.nilar to those alreail¡r offerreil:loqr f unctl,oniagttclients in
resi.dences anrltrhigh functi-oningilto apartnents.?be menbers of
t'bis çtroup usually hacl a reratise using the sersice of the
agency,

Tbe ot,her group perceived expansion as necessary aacl the

tloninant rêasoû for íBsorve¡nent in t,he orga:nizatio:D, , one

nenb'errnho ryas a par€nt of a clåent. is the servi.cerhaû asso-

clat,ett Ðith tbe nlanåpeg aad. l{an:itoba åssocÍatíons Èo the

extent of investing a consið.erable amount of, tine.. The per-

son believetl st,rongly in the nco$tlnlrun of servi,cesn. ïa
another caserÈhe personrs invorvenent. ras precticatecl on the

seeds oË his offspring in about, ainE years hence..

Those staff that, had beea ¡ritt¿ the servåce for a 1on!

time or $ÊrÊ t,raining oríentetlrbelievecl strongly tbat the

organization shoulil,contånue Èo expanrl its resåileutial ser-
vices,
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the tno vi-e*s clo not necessarily conflict. . Àlthough those

rho bel-eive in expansion believe in ùhe neeil for a variety
of services beyoncl the tvo models use by the ageacyrthey

voulil be sati-sËiecl cith expansi.on intc Bìore residences anil

apart&ents. There ïas also a diËference in enphasís betueen

the icleal and tbe l-orest acceptabLe secvicè. Those asso-

ci.ateil cith expansåon along a conti.nu¡n belei.vett stroagly
that the miniguu service reguireil trainiag. rhis *as act
emphasizetl as strotgly by those rho ri.shetl to exBanrl .lrithout

hurÈing curren.t operat,ions. Those associaÈeil rit.h expausion

also emphasi.zerl professi.onal qualifications j.n t,be selec-
tion of staff. The st,aff, stateit a preference for increased

'techni.cal qualif icaÈ:ions as time ryest on.

13" 1.,2 pgE,ggÈveg rggÈgg EEpÊgsê!åo¿s

Fhen askeil hon the funrler, ro.rked, all boaril perceiveil the

funrler as settißg service objectives ancl nentioyreil the

ef,fects of other agenc!¡ app3.ications in the funtlisg process.

Tlre picture prêsenteÄ ras that of one agêncl¡ in conpeÈit,Íon

eíth anothec. Those inrolyed in the funtling }rrocess coulrl

highl'ight, selected aspects{e,g.training f or inilepead.encef .

ilo nenbers coultl ldeatify the actual, crj-teri.a used in the
funiling process or Èhe exact political processes iavo"rvecl

after a proposal ,was subnitteil.

?hose members that cant,ed to expanð servåces nithout prê:
juilicing the currenÈ Ðnes, perceiveö t,he governnent as a
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better source since åt sas üore stable than the privat,e

sector., Those uho ryanterl acÈiye expansion perceived the

government as less able to neet their aeeils ancl less likely
to bave plans sinflar to theirs or the prirratÊ sector fan-
der{enphasizing tcontiauun of servicesr}. ,

Those staf f ,that had bæen invoLvecl ån f uarling, perceå.veil

the fuailers as haviag inadeguate kaorleclge of agencl opera-

tion anrl se¡vice ilelirerï to be effective, fheï euphasizeil

the lack of consisteacy ia the, trainiag hour allocation anrl

lnrlicatecl tbat the goyerntrent siuply naatecl sone servi.ce at
a nininal cost ancl sere nót rearly to staail behinct nornaÌåga-

tion or t.he continuun idea. They enpbasåze'cl the lack of sup-

port to,the apartnent projecÈ as evåüence that, the private

sector fuatl.er rlj,cl not really unrlerstaaal the operational
reguirenents of tbe service.

The boarrl has recently cleci-deä Èo seek fuading from al3'

sources iucluili.ag the pub3.ic,.f hey see the neeö to beconê an

autononous ageûcy. Th.is uas geueraÈed by thê rfai.lure t,o

finance thË arlmínistrative saLary antl the tying of funtling

the salary to t.he expansio:n of services.The failure of the

private sector fuarler to fully. support. the apartnent. proJect

anrl the politi.cal manser i.a ¡rhich the cut iu funils flas gêrr":

erated, Also arlcleitr support to t.his vie,r.

å1.'l boaril aembers anrl staff beu.eue that the funfler plays

an inportant pact in the resounce provS.sion to the agency
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but belíeve that the agency has to contcol its orn

operations. TheT beleire that the funder expectati,ons change

too Euíckly anil Èhat t,here is little margi.n for error or

flexibilit.y i.n tbe anount of their support" The change in
training hour aLlocatåon anä Èhe lack of support in the

apartmeat projecÈ are given as supportirre evid.ence,

The st,aff further emphasizeil the role of the funilers in
esÈablishiog st,aailarrls, but at the sane tine controlling
nany of the inport,ant variables that ileternine the Euality
of the service{e.g.type of client selecteilrthe kintl of tecb-

aigues to be usedl iB t,he operating core),

13.2 egEggI ggügEgg

The picture that emerEes nay be relateil to the general

noðel of Chapte¡ Sevenrfigure 7. Tbe boaril nembers see t,bei.r

role as providing anrl securing resoBxces for Èhe operaÈing

cotrê, They have left the integration of the st.aff activit,i.es
to the resouïce person {a professional} ¡ auô sought to con-

trol the stafË only through perf,orna:rce planning eyalua-

tions,

.In tÊrns of the general msrlel(Fig.?),the boarü has sought

to control the authoriÈy anrl coatroL systen through tbe

clivisi.on of the aclùi-nis'traÈive duÈi.es to the ailministrator

anil th,e professional ryork to the resourcê person. It has

lefÈ the st.aff selection to -t,he resource person aatl the
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aclministrator together. The boarrl menbers see tbis as the

primary nay to conÈrol the ageucy. of the other varåables

outli.neil in Eig,:l as being nnôer clirect boaril controlrtbe

board of the agency appear to seek only t,o conàs¡ol the

organizatio¡ts goaJ.s"its funðíag strategyranil its resource

allocation for the pbysi.cal plant, aad fooil, Its ilisatisfac-
tion ui.th c€rtai¡¡ aspects of its fanilers has receatly leil it

to seek fundiug fron the conuunityralthcugh thj.s role is nrt
yet rell. tlere3"opeil.

13"3 Ë,gEg,EIrE TSSEBSBEE¡ÈgEgS

Iû a Beickiaa seaserthe boarrl has lsolated the uncer:

taiaty :of tbe operating core througlr the creation of a spê-

cific coumittee" trt l¡as then proceeðeil to rleal sit,h accept,a-

ble uncertainty by takiag conÈrol of the funcling process anrl

,sone, aspects of resource all.ocation tbat ilo ¡rot iurolve
staff activi,t¡"

The Progra$ Uaaagêfrent a¡d CltenÈ üoreilent connlttee has

cont¡ollecl the actirity st,rategy auö ca¡rierl out'oost of the

agencyf s activity .plaan5,ng, It has nangeil tha rclient i¡forn'
natioa policy and the aLlocat,ion of training hours in a gen-

eral rêfr , The ili.rect alLocatÍon of ,training tine and the

tlevelopuent of connunity volunteer input has been treft
ilírectly uith the staff,
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Â gooil ileal of the operation is rleterni¡ecl by an external
source. Fo j.nst,ance the selection of clienÈs is predoni-

naatly cleter¡uineÈt by t,he governnent Sd.nj.ssions anil Discharge

commit,tee. The client or xepreseatatiye influence oa cli.ent
goals has been s'tandarilizeü by the governnentts req¿Èreßeot

of the use of rncl1vidual prÐgran prass, The tool for measur-

ing behaviour change has been stanilardized by Èhe gorern-

nentrarsorin the requirement for the use of the Aôapt,ive

Funcioni.ng Inrlex.

åt least sotre of these phenonena Bay be explainetl by

Íleickrs theor¡'. Th€ organiziog processes of the operat.ing

corê has bee:r iloninated by sÈaff anrl a profesi.onal, planning

1n tbe operatiug rûre has incrurtecl st,aff activity and the

ilevelopnent of nev proJects, These have beea accompLised

generaly through iuterlockiag behavioural cycres in one

rlecisi.on areDa{the Progran üanagenent ancl cli,ent t{o?enent

conmiÈtee) conposecl preiloniaantry oË staff Hi.t,h a set tech-
oology'anil orientation. rbey have evolveô reEy ocganicarly

ryith the sÈaf f , tbe resoutrce person asil aüm j.nÍ sÈra-

tor"learnisg fron the ilevelopnent of tbe nanagenent package

asð its app!-i.cation. .. staff atteopts aùrt ilesires to stancl-

arrlize the use of Èhe ÀFr anrt rpp in the field as a vhole'
uay be vieneil åa Heickian terrns as atteßpts to reiluce uacer?

taiuty or ia ?hcnpsonrs tetrr¡s as a.ray of fclosing off the

operating coret, The qroring clifferences betr¡een staff anit

the parents mal' be viereil as the process of locking i.n the

behavioural cycJ.es to one group.
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The reaknesses, inhereat in professicaal bureaucracies as

outlineil by Hintzberg becone evi.ôent ryith the rece¡rt rlepar-

ture of the resouxce person. rt is rllfficr¡lt, for the board

to integrate tbe activi.ties of the operatS,ng corê i.n terns

of tû tranagi.sg st,aff activit.j-es and in parti.cul-ar in rela=
tion to the fuÈure acti-vity planning of ner projects. This

factolcas ment,i.oaeil oyer anct over again iu the i-nterviers

,as a rlarge hore re cantt filtr or as the rgreatest nealçness

ia our systêBr. Tt can be sol-vecl by acquiring another pxo-

fessioar to ilanagê a sinilar counitteeror by choosing ilifr
ferent means of organiziag the organS.uatio¡ (e.g, flivision-
alizing i.nto project,s cith staff project r.eailers that ryourd

report anil be responsible f or t,hei¡ project) .

/

13. 4 gggE&gg4gågæg. ggEgg Egg GEsgEèå,ÃggLgg4cE EgpEL
9,8 EEË".? -

rhis section 
, is ilesignert to analyze the potential- anil

pa t strateqies of the ag€ncy in viery' of the neakaesses out-
lLnerl in the fleickian section. These may be staterl as a Lach

of boarrl abålity to å.ntegrate staff activities cithout prÐ-

fessional assisstance and a potential iaabi.lity to pl-an

rrprofessionaLn services nithout staff or professional- iaput.

åa auaLysis of Èbe actorrs viers of, the control aad

rli,rection of tbe policy yarj-abLes of Fig. ?

isrthereforrinstruct^il¡e" It &âT, perhaps, best be vieïeil
us5.ng the restraiaiqg anô driving forces of force fíeLð aûa-
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Iysis. Force fj-elil analysis is sometiues useô t,o analyze

organizational change. trt posits a set of dtiving forces
that, push an ûrgânj.sation in one direction aniÌ a set of res-
trainå.ng forces tbat holcl the organization back,

'?he anaLysis 'is provicled both fron an hisÈorical and a

present ,point of vier.. The folloning secÈion outlines the

curreat usê anil attÌ.tud.es of part.icipants ïLtb respect to
È,he poticy variables. fhe . folloring section attenpts to
explaån the errents, of tbe ageacïrs tife in terms of the pol-

icy variables of Fig.7,

't3'5' ggEBEgg, gEEgg Âgg gSEg 9E ggg gg&Igg, gggEåå&.EE

Cognitive ßaps baye bee¡ used by cthers to explain ancl

precli.cl organizational behaviour{AxeJ-rocl,

1g7?;RoosËttaIl, 1978; flogartb et. a}, '19?9) .

1972, ; Hall,
Siuce A,xel-

rodts{1972} nÊtho¿l of ilete¡nining cognitíve maps sas very

tine coasuuiag;hÍ-s aethodology '#as on3.y approxinaÈeil i.n the

stuily, Thus, only a gÊrrera'l sense of tbe najor actorsr icleas

of i¡lfluÊ¡¡ces aatl not the rcausal pathsf caû be proviileô.

The approxinated, naps of the actors nay be usefuLly des-

cr iberl in terns of thB policy vari-bles <lescribeil in
Fig. ? (Chapter ?l

fhe interviecs have inili.catect that tbe boarrl variables (as

ilescribed. sunmarlzerl Fig.?) are generall.y controlled as in
table 10 ,
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Fuutling Strategy TechnoJ.ogy

Comnunity StraÈegy Rêsource
ålo.cat,ioa Èo

Besource alI-ocat,ion clients
to [lnits

Conmunity
Inputs
Strat egy

cli.ent
Info¡nation
PoLiey
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I'uncler

lypê of client

Techni,cal Eeguirenents
{À3ïs, IPPS}

Clieat anil Representative
6oa1 Inf,lueace {ÎPP}

Sùaff
Se lectioB

Org" .Goals

Client or
Representative
Goal Influence

13,5,0,1 Board ûroup 1

ghose boarit nembers vbo ilo not ryant. Èo ercpan{l seryic€s at
tbe expense of current oaes generally beleive tbat the
goveÍnnent f uncler 'is t,he üost secure anct the mosÈ reliabl.e,
They clo not neccessarily beleive in a professíoaaL staff
siace they do not, connit tbenseLves Èo the organizati.on They 

,.',-,,..,.

aroulit *aat tlie staf,f to f,ur ill fr¡niler expectaÈions rith a ,.,,,,, ,,

. - -'.: :-
ninj.nun of ili.srupt,ion in tbe üay to clay operations of the ' ' ': " :

resiilences,aud uot necessaril¡' nith any incrêasg in the pro-

fessional .orienÈation" they soulð .nant to meet the f usderr s
.:.:.::.:.: :::
',_-,-ta-a_,,expectatioas uhile maiatairring autonory.
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13.5,0.,2 Boaril ûroup Z

Täe boaral group that is interested in t,he expansion of
serrÍces #oqlal naot to natcb t,heir funrling strategy to that
of a fur¡iler iateresteil i.n the expansion of, servicêsr They

*ouLrl rast the st,aff to operate the currenÈ services eff,ec-
ti.vely anrl efficåeatlrrbut voulil sant theu to be abl.e to
take on nër proJecÈs, rhey have an interes.t, iu the ¡rrofes-
sional ilevelopnest, of the staff anct in natchiug the organi,-
zaÈionr s acÈivity strategy to the f ut,ure plans of the f uarler

to take artyantage of nes ilevetropments as they arose, The

staff *oulil thus have to natch their plans anrt strategies to
the reguirenent,s of the ftndar anrt the crganization,

13.5,0,3 Staff

Íhe staff ,¡roulô like to have ,the fun,cter natch tbe
operating requirenents to the operat.ional ueeds of the

agencr{ê'g' stabre entcy cnit,eriarand staailarilizeit applica-
tion of neasurenenÈs). , They caa þe assuued t,o uant to
increase the profesional abilities of the staff and to tor-
lor¡ thp general clirection of the expansLon orienÈeit group of
the boarrl but aot to be as flexi,ble. For !.nstance, i.f the
funrler rasteil to change soûe aspect of, the operati,ng core sÐ

that the board coul.rl take on a ßÊï project , tbey can be

assunect to not be as ftrexible as t,he board groupi.n accepting

thi-s.
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13 ,5, 0" ,tl AesourcÊ Person

The rêsÐûrce person is åncludedreven t,hough be j.s leav-

ingrsince his prefÐrences uouldruost }íkely, be nirrored by

another professi.c¡Ial. The resou¡ce peEson is iaterestert ir¿
service to the nentally retardeð as a xho1e. fle has a prÐ-

ference for the use of professional techniqu.es aarl r¡oulil

ÐaDt staff to be as professional as possibLe. He is more

prone than t,he staff to 3'i-çe ritbin the ilenanils of the fun-

cler. fn the RS agencyrthe resourcè person harl a rtefiaj-te

objective of, neeting gorernnent expectations oË the opera-

tional reEuireneÐts"

13"Þ.1 åLglssis g€ gs¿lgr ggÊÊereggeg

13" 5.1* 1 Funriing StrategT

Group l rs pr4ference for stable governnent fuucliag nay be

placerl in contrast to group 2rs prefererice for i.nnovatiye

funit5.ng fron the private sector. The resource person has

Ieft the funrling strategy to Èhe .boarc[, He has provideci

infornationrchen ûÐcessary anrl has proviileil the ueeiletl cred-

ibi.lit,f t,o assüre the funrlers of project successes, The

staff has emphasiøeil natchS.ng the f,unrling sÈrategy Èo pro-

jects they arË able to haaðle a¡tl to funcling sources that
natch tbe criteria of group 2,

This has createtl a set of restrainiag ancl ôriving forces

thai pull in two flirectåons--stable funrling uith project.s

that are aot nínnonativett aail private funrling that Ís inno-
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vati?e but not, stable, ?he staff enphasis on mat,ching

abilities anil syoergy betyeen operational anå functing

requiremeats has atlcted a secoad dinension to the funtting

strategy guestion.

rt, is interstiag to trote t,hat the lack of cleac itirection
anil the lach of support for the adninistratotrrs saLary has

createtl a ilesire of botb groups to seek public {connunity
funiling) to iucrease autoaony. ,

13.5.:t,2 Ccnnuaity itrategy
The boarit has used reference letters froa other orgaaiaa-

tions la lts applicatious for funding, ThÈy have not
ili.rectly invoJ-veil the connuniÈy ån a political strat,egy

ainedl at recaiving funds other than the inter-age$cy net-
Ðork. The recent atÈenpts at pub].ic funcliag to lncrease

autÐnony naï be the begiuaings of the ileveropneat of a con-

ounity strategy.

13.5, 1,3 .âuthority anil Cont,rol System

?be authoniÈy anð coatrol systen has evol.ved orgaaically
fron the st,aff ancl the resource person, Group I Houlit eupha-

size its use to ual,ntain current services. Group Z has

enphasizerl itÈ use to assüre t,he techsica!- ability to expancl

services anil assure guality. The staff bas rseô it to pro-

vide ilirecÈåoürto operate ÈÏre technical coreraail to artd

creüibility to t.heir actlons,
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There are tþus ttro ilifferent forces at flork" One operates

t,o contnol the st,aff aad the other operates to legitimize

actlvities. Both the nature of its ileyeLopnent in the agency

anil Èhe boarilrs lack of technical abilS.ty proviile an oppor-

tunity for the authority aaü control systen to serve the

legitinacy functioa rather than the çoatrol functioa,

13,5.'!.4 Staff Select,ion

Group 2 aacl the tr€source persoa enphasizeü a professional

st,aff. Grottp I ¡rould enphasåze naj-ntaihing existing services

witb existing staff. lh€ objectives of the tro groups ilo nct

Reccessatily conflicÈrbut, ,t,be staff issue is relaÈed to Èhe

issue of professj.ofial vs, Dorì-professj.onal servj.ces anil is
part of that, ongoS.ng ðiscussion.

13.5"1.5 Activi.ty Sùrategy

the actÍ.vity strategy {core operatlons} has been left
largely Èn -t,he hanils of the stafË aað tbe resource pêrso&.

Group 1 , roulcl euphasize naintaini.nE cu¡rent services rri.th

current resoürces aatl assignånE nec Eesources to ûell pro-

jects. Group 2 coulit use current resources in the tlevelop-

nent of nec projects at soue cosÈ Èo the current seryiecs,

.?be anouot that Èhe group is tri.ll'ing to sacrifice is unclear

s-ince theiE uaclerstanöi,ng of t,he operating core is not com-

plete. 
,
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13,5,,1.6 Resource ÀLlocation

the boaril has assi-gnecl resoürcês to unitsr¡rbile the staf f
have assi-gnetl resourcës to cl-i.euts. Group t has enphasizerl

current secvices{e.9. the proposal to get traiuing hours

into resådence Bl rhile group 2 seeks eïen nore profesional

services. Tbe resource pÈrson has enphasizeil training in
unlts and the ilevelopment of nanagenent procedures ia the

allocatioÍr proc€ssr

13.5.1.7 Connunity trnpuÈs Strat€gy

the operatlonal- control of this variable has been left to
t.he staff ¡rho recuit vol unteers to rork !.n the resiitences,

Group t perceives theår use as an addlitional nethoct of pro-

vicling qrality servi.ces in the cürrênt seryices. Group 2

anrl the resource pÊrson seê täe use oË volun,teers as a

nechanisn to ilesrease çurreût st,aff couni.tneat,s so Èhat the

tiue ca! be freeû to use 1a otber endeavours{e.g, the

rlenonst,ratåo'q project for the apartnent proposal ras ca¡riert

out by us5.ng stuclea*, volunteers to replace.a staff persûn

ryhile lie rorketl on the projecÈ).,

Tbe.st,af f, perceive tbe use of çoluatears as a neaas of

increaslng Eua1iÈy ia seryices aatl an iacreasi,ng erpectatl,oa

of the funrler as tbe funrler increases its enphasis oß cost,

cutting fieasques,
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13"5,2 åggsery,

The rliverse vj.ecs oË 'the najor acto¡s rnay be viered as a

set of öriv5.ng anil restraiaing forces. It shoulcl he notetl

that a rrationalt service i¡oulil enphasize synergy bet.lveen

the policy variables" for exanplerif the organizational

goals emphasi.zert the developaent of servj.cesrt,he boand coulil

rse its conurunity !-nputs strategy to free staff to ttevelop

serviec's, fhey couLil enphasize the se lection of staf f that

wÊre professiona.l- in the area being erpantlecl toranû select

funiti*g routes that matchetl an expaasionary activity stra-

t,egy. Ihe rurrent rierys of the actors anü the develo¡ment of

the agenclr uay be explainert by an anlysis of the policy ryarç

iables over tine, Th.Ís is uaclertalrea in the naxt sectiotrr

The vierys of the boaril anð the staff nay be explicat,eö 1n

terns of the bouaclaries of the systeus section ryhich is

replicatect in table ? i.n Chapter B as f ollofls:

1, Ehe DoB expansion oriented.

euphasiøe a sèable funtler anrl

board group noulil

staff bounclary.

enphasize a f,lerible2. fhe secontl board grcup uoulil

funrlec ancl staff bouadary,

3. Tbe st.aff r¡oulcl euphasize a stable sÈafË bouodacy

asiÌ sould vacil-ate on the funcler bounôary"
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1 3 . 6 gEel-ÀIgrug ggE èggggl:5 ËIEggBË uslgg EEÍi. 7

fhis section is ôesigneit to explain Èhe relations insirle the

orgaaizational boun<lary{boarð aad staff} anil sone of the

external relations of the boarrl siÈh its environnent. The

key concepts iacluile the acquisj.tion of control of the varÈ-

ables by the various groüpsnits effect on agency opera-

tíonranrl the iusreasing Lnflueuce o¡ the policy vaciables by

outsirle sotrrces.

13.6,1 EegtÏ Hågle-Eg

I¡r the initial stages of servi.ce provision under

C.À,ü.8"rvery fes of the po3- .cy variables flêEe controllecl by

the boar'tl of Èhe agëncy. the Besiilence comnittee and the

st,aff operated the services through the årtnissions aad Disc-

harge conmåtÈee and the Progran Eva1uation consitt,ee. fbe

staff selectetl *tas such that the non-professi.onal staf f

csulcl not hanclS.e sone of the . clieuts fron the üani.toba

schootr". Tbe orgaaizational goals rere siuply the provisioa

of service,

Siace C.À.Ì1.8, hail control over the type of client that
enteretl t.he service, t.hey cere abl,e to bríng in client,s that

noce closely natcheil the skill level. of the staff.

Às the boaril began to t,ake on the 
. 
developnent of the

resiclaatial guåilel!.nes it becane Hore sophi.ståcated in its
expectaÈioas of sÈaff anö prograan5.nE {actiuity strategy} i
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Ðuring this tinerhoreverrth€ staff irere left increasi-ng1y Èo

operate tbe servi,eces oß their oflrtr

The funiling strategy changeil to match tbe groring

sopfoiståcation in f,unrler expectatlons, Ehe funtling strategy

of, C.À.S.R. changecl to accouoilat,e the nûortsalizati-on princi-
plên anrl training concepts in 1974. The aeecl to coßtrol the

policy varÍables changetl as rell.The Resiilence co¡nnittee

began to hire staff ryi,th narginally better Eualificat.Lons
anö to Lacrease the expectati.ons of their activity strategy

by asking fcr inforual. progràurs that related to conmunity

antl social skilLs. Tbis proiluceil a chaage i.n staff orienta-
tion to a Eor€ professi.oaal one and leil Èhe ray for the for
C.$.fi1.8,., to ask for help in uranaging the systen. C.A.I{.B.

askerl for anrl receivecl help fron a goïetDûÐnt professl.onaL,

The resource person rlevelopeil the nânagenent package rith
the staff of the ageßcy, In terms of the inflaence cliagran

the authori.tg and cor¡tro1 systeu changeil. A ilual aut,hority
system itevelopeil that closely natchecl the suggestlons of
Goss{1961} : anÈl Litcak(1961} , as outlineil ia the têxt, Bhe

ûÍrector of resLileaces for C"À,fl"R. . $anageû t,he arlmlastra-

t,ive si-cle ancl the tresource person nanageil the professional

siôe.

Tbe Aclnissíons and Ðischarge connlttee and the progran

Evaluatior¡ conni.tùee begaa to brång the cll,eut inforna-
ÈLoarthe resource a13-ocationranil t,he technology variables
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üailer nore co$Èrrl. the authori.ty aud contror systên began

to t,ake oD a 3.ife of iÈs orrtr The resoucce perso¡t anfl staff
began to integratê ancl nanage the application of technor-
ogyrclieat inforuation poriclrclieat anil tepresentatiye goal

S.ufrue¡ce inÈo efectiv,e st,aff plans. Às t.hese variables cam€

unðer maaagerial controlrthe sevices ùoprovecl ia Eual-
ityrespecially råËb the cbaage in technology to behaviour

nodification.

rt ,sas thås effective control anit nangemeat of these rar-
ã.abres that allo¡*erl the the RS agency to take onea fron
c.å.Il'8' to the Rs ageacy not to interfere *rith the actiyi-
ties of the operating core.

rn the iniÈial stages of ilevelopurent, oÈ Èhe RS agencyrthe

boaril concentratecl on learning the operational aspects cf
funrlingrfinance, ancl securiag resourc€sr

ThÐ rrgãaizational goals ia thj.s perioil Tere sinply the
provlsi.on of service" since the proËessional siile of the

authority aotl control sysÈen Ðas s€cure in the hanils of the
professS.onal ryhil-st. the arlmlnistratiye sirle fla s

yea¡ perloil)

fhey arguerl

f,u¡rlerl" The

flas part of
t,he position.

:;:1.:,:-

not {C"À.II.8. I s funtling tras onl¡r for a t,hree

the boarrl took oa a rlåfferent fuudS.ng strategy.

tbat,Èhe ail.ninistrato,rf s salary shoulð be futly
governneat realizeô that the resource pÈrson

their support Ë.o the agency and roukl not funð
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fn the .boarrlrs iaJ.tj.al yearrthe golernnent changeü the

resiûeace ¡Baaager position -to that of an intlepenôent ,con-

tract,or anil introclucecl the five trainíng houc per client

sysùen, This introih¡ced a resource allocation aud a funrling

strategy probl-es,.The boaril solveü the allosatioa, problen by

pooliag the training hours aarl hiring a senior traiaer, They

as*ecl the gbveranent, about the poteatial chaaqe i.n stat,us of
iltraining resídeacêsfr. The gorernnentrfor its partrvas

unclear about it,s orri erpectations a¡ð coulcl not assrer

rhet,her Èhe thirty nonth periocl for resiilence T still
applieil,

The seni,or trainêr brought *iÈh hin a specåfic orieata-
tioa that balanceö the Èncreasingly professional eÍpecta-

tioas of the staff, Tï¡ås aideö aaü abettect a change in
activitT stratègyr âs maoagail b¡' the professlonal siile of the

authorit,y anil coatrol sysÈenrtc a $oxÊ t,rai{riag orienteril

ÐOêr .

The, lerel,of applicatíon of technology became nore for-
nalizerl aað nore behaviourally o¡rienteil. The other variables

that rers nanagetl by tbe Frogran ttangemÊÊt astl Clieat ilove::

nent consittee, began to reflect. thås orlent,atj.on" {e.9. writ-
ten progran reguirenents for Èhe clieut i.nfornatj-on ¡lolå-cy).

Sicluay i.n the boarills initia1 year the governnent began

require the use of, IPPs ancl åFIs. Tbis chaageil the forn

the client or rêpresentative influpnce yariable from the

to

of,
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staff seeking parent opiniÐn infornally Èo the staff
requiriag theS-r parÈicipatioa in a meeting. It. also changeil

sone of the operational requireuents Ln the authonity anil

control systen by iatroilucing the AFï as Ètre iastrunent to
neasare behavioural chaoge.

The staff uere sufficiently sophisticated by this tine to
incorporate the use of both instrunents. they fed back

lsfornation to the .boaril that Ínilicatert that quart,erly Ipps

ïourd cost too nuch In terus of staff plans anð activities
cith clients" the resource person successfully arguerl ¡rith

governnent, for anaual IPPs,

?he l-act of any s€vere öiff,iculti.es in the operat,ing rore
provícleit the staff aacl the resource persor¡ an opportuniÈy to
look ontryarit aail to argue for a clencnstrat,ion apartment

proJect., This introåuccü connunity input in the forn of stu*
ttents cho uere useit to replace a st,aff at a resiilence rytri.le

he san the tlenonst,ratioa project," Tbis introilucerl a nes type

of resource allocatioa that alloverl boarct group 2 anit tbe

staff, to lock into the expansion of seluices,.

fli.th the success of the rlesonstraÈion proJectrthe staf f
arguerl for aaothe¡ larger apartnent project,, This incLuded

Èhe transfer of clients to a comuunåty service vorksr once

tbey became in<lepenilent, rt also reflecterl the iscreasing
professionalism as the staff, þecame more behaviourally

orienÈed. It, forceil a change iu the boardrs funcling stra-
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tegy fron,using the governmeût, only t,o incruiliag the private
sector fun{ler. siace the boaril strategies d.Í-d not i.aclurte a

forecast fo the servlce" t,he staff dependerl on goye¡smentrs

project,io¡s for apartneut placenÈnts.

a,s the apart,nent came on sù,reau anð the governnent pro-
jection fai-leil üarathon cut, a staff ptisition. This forced
the boarfl. to argue for the replacement of the resogrcps ¡

they,ha{l to agree to accept nore ilificuti clieats fon place-
nent because of political 'interfeceaçe f¡on another agency,

This brought the control ov€r the typÐ of clieat ouÈ of the
hanils of the staff, The sÈaff ailjusterl by expaniling tbe tirne

frane f or inclependence. .. Tbe funder ü,i.it not accept a change

in the targetecl nnnber of clÍents, ,This crea.teil anrl fosÈered

a gro*iag belief of the statf that the fuader ras oat of
touch cith agency operationsrand that the ageacy aeerled to
match its Ëunding strategy rith its activeÈy strategy"

The goïerüÍ¡eotr s recent pro¡rosals for centralizi.ng the
aiÌmissioas process is riererl by the staff io the sane fash-
ion. The goreranent i.s vieceil as ranting to place rtifficurt
cLíent's into residences chete the resources providecl anil't.he

staff skil-ls rlo not nat.ch the operatÍonaL reguirenents of
sone of the clients.

rn sunuarl¡rnaay of the vie¡rs anrl much of the aEencyr s

history nay be interpreted through an analysis of the con-

trol of tbe policy variables in Fig. ?.

.r:r;



Chapter IIV
THE S?RTCT{'Rß OF TÊE ORGÂNTZÀT.TON

Be will no$ turn our atteation to analï?ing the propositions
concerning the structure of a humaa service as stateil in
chapter 8. slnce the agency recorcls üere not founrl. to be

conplete for the purpose at hanrlrthe a¡alys!.s yi}1 proceed

on'1y rith sone of the siupler assuupti.onsr rt eay be

recallecl that Hiatz.berg assert,ecl that the sÈrategic apex anð

the ¡nidrtle line of the organization nere concerneû sith
securing resoutrces for täe operating core of professioaals

aail maiataining a bouad,ary spaaning role j.a the j.nterface

vith other organizat,ions. The operating core nas controlled
by professionals that, userl tbeir technical kuoirledge to
achieve change in clients. rbe standarcls for the operaticn

of the operaÈiag core orÌ.ginated or¡tside the boundaries of
the organizationrpriuarÈIy in the sta¡darrl,s of the profes-

si on.

14. 1 EEgÅEEgIg ÀEgE Àgp gÐgåE !3EE

to analyze the assertions of üintsberg(19?9f, the

researcher analyzed täe ninut,es of the boa¡rl of ilirectors
for the year 1979" The boarcl unilertook the itrafÈi.ng of tbe

constit,ution anil t,he transfer of leases of the Èhree resi--

181 -
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d.eaces in this year" They reconciLerl tbe 1g?g buclget, from
't,he 'governnent anü ilevelopett the budget foË lg7grchangecl

banks, assigneil an aurlitorran{l began to ilíscuss the functing

strategy for the future, å,fter they hail organized. tàen-
selves internarlyrthey receiyerl reports frsn the Builcting
anil Grounösrlegalrconstituti.onaLrfund raisingrancl progran

üa nagenent anct Client Uovenent counittees, anil establÍshe rl

objectives for 1980. rhey also receivecl a presentatioa fron
t'he traininE group on the operation of Èraj.ning in the resi-
dencesraccepteð and öiscussed a staff proposal for sevenal

apartments anri {iscusseit and plaanecl the funding strategy
for these pro--lects. They secureil registrationras a regis-
tered charit,y, anil receiuecl reguests to take over auô gpêf,-

ate the services of, other agencies. läey revieneif ancl ttis-
cussed a brief fron thç traiaer on the allocaÈion of
'training tineraskecl for the provision of a fr¡nit for traiaiag
suppries in the x980 budgeÈ"and cliscussecl a proposal fro¡¡
t,he sÈaff to secure a t,rainj"Bg cÐsrponent for resiilence B.

The ninutes rrêre anal¡rzed aurl tbe itens ùiscussett by the
boaril seperatéd. into categorles relaùi-ng to aümiaistra-
tion'budget nattetrsrinternat operatlons aot relatecl to staff
activity{È. g.buildång and grounds} rresource securi.g activi-
ties{functing aad plaaning} ranð external affairs, rbe reria-
bilit.y between the author anil an outsåite source on the cate-

:::::3:ï:_::--::::: n.= 87lþ.'2 siace there ras $o way ro

rz Reliability vas talcen as a rati-o oË total agreÊments b¡r
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sinply tabu-

.Ás can be seen in Èabre 11 the boarcl rliscussed. 59 iÈens

some of which occureil repeateilly. Of the 59 itens,55 reLatecl

directry to resource securlng astivj-ties.This learts strong
support to tbe hypothesis of tTintzberg{19?9) that the sricldle

line ad.opÈs the role of securing r€sources for the staff anil

interfaci.ng oith external groups to rprotect the o¡reratÈng

corer.

one important poånt may be made. Hhen the pnofessiona I
bureaucracy is a volunta¡y agencyriÈ is inpossible to rlis-
ti.nguish Èhe st,rategic apex frçn the miditle Line. Even

though the conmitteÐs nay be considereil t,o be a urj-cttlle leve1

of nangeaent, they ar€ usually chairert by a boarü ûember.

fhe role of the aüninistrator nay also be yieryed as a ni.ctclle

level position. The ad,uinistrator is a¡¡ er-officio nenber of
the board aatl as such aay disti.action betyeen his activities
anil the acticities' of other board senbers is an artificial
OIì êT

14.2 3gE q,gE&årIgg ggEE

üi'nÈzberg puts frryaril the

organize their o*n sork ryith

outside the organization-the

iilea that the prof essj.oaaS-s

stantlartls preiletermined fron
professåonal noras of the

----------

both pêrsoas to the t,otal possible agreenents.
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staff. Tbe analysis of the operating cor€ is complicatecl by

the fact that the staff are semi-professionars(the province

of sanitoba does not assign professionar sÈatus to a persDn

vorking i.a psychology unress he or she has a ph"D. anil sub-

mits to an ecaminatioa| " ?he case histocy,outlises the
importation of professional tools ,such as the aFr aud the
ïPP, by the government to assur€ that the seruices net sone

st,ar¡darcls of practice anð ïere useil hy the seni-profesionar
staff. The serecti,on of t,raiaing staff that rêre conpetent
in behaviour nodification also assured that standards out-
sicte the organizatioa rere uret {this was assurecl by t,he

appointnent of a pychoSogist as the chairman of the program

üanagement anil clie¡t Hovement conmittee). rt is also true
that the comnittee deveroped a nangement package that
assureil staadard.ized appS,ication of the technology usect ia
the service, " These facts inclicat,e tlrat the staff actect in a

sinilar fashion to professionals. unfortunately the nj-nutes

of the conni-ttee meeti-ngs rere not taken consisteatly enough

to use anect,oilal evi.rlence to forcefully clemonstrate ¡lhat

appears Èo be a reasonable assumption.

Sone supportlve evirleuce itoes existrho¡rever,to initi.cate
that the staff ori-entaÈion plays a major ro.Le in the ileliv-
ery of services. The sÈrongest eviðence may be found ån an

analysis of the Eêasures coataineil .in the matragernent package

o{ tbe ag€ncr, An analysis of the ooting scorês {see tabLe

12 ) indicàtes that residence T{the Eesiclence *ith the ori-
ginal
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ÎÀBTE 12

Rècreatåonal Data for Resictences

RES, å OT}TTI{GS RES. 1 OUÏÏNCS RES. B O{'TI}IGS
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I{ONTfI

I
I

I
{

TOTAL åVE8åGEl TOTår
/cLIStfTl

lToTÀL åV.EBà€El
| /cLIENr|

,åvEa.tGE
lcLISïrT

9.8
1tr.25
10,25
1 0,38
1CI.63
1 0.50
g,00

1 1,25
1 0.25

| 12.2
| 10.8
| 14.8
| 16"3
¡ 15.9
I D.Í1. I
I a.a. I
| 14.5 |
| 15.5 |
Þ---{

f-_-_
IJÀN,,
IFEB.
I iltÂR"
| âP8.
| üAY
fJUNE
I ssPT.
f ocÎ.
I NOV.

201
2211
246
276
299
358
503
481
462

20.1
22. t|
24. 5
2:l .6
29,9
35.8
50. 3
48. 1

46.2

?9
89
fl2
83
85
8¡t
72
89
82

I
I
I
I
I

73
65
s9
98
95
ot4.
llrôr
8?
93

F-
I arcs" 33. g 10"29 | 111.3 |

196 867" 65* 358

IND=fatlependent, outlngs; (2=outings rith tress than tro clieats
AYGS'= lverage Dunber Ðf outiags per clieat per nonth for tbe perioil.

Hote: The mo{rths of .Iu}yt åugust, and Decenber are aot tacluüeil
because the tlifferent holiday arraage¡ûe¡Ès i.n the resiclÐnces wouldbias the alata.

goar of mak¿ng clj.ents Índepenåe*t i-n 30 nonths) arerageit

onry 10.28 out,ings per clieat p€r moath, Àtrthough it haö the
locest of the three Eesidencesrit scored secoad ir¡ the per-

centage ,of, out,ings thaÈ uêre indepencleat anü secontl in out-
ings ï1th

nith nany

less thaû tryo residenÈs at the sane tine (outings

clients at the sane t5.ne are frotrneû upoa by ailvc -
have thecates of trnornalizati.onn). Resi.rlenc€ årtbat üiil not

SouEce; Âgency necoril s

original 30 nonth t. -me f rame for inrlepenclencerscorecl the
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highest in all outj.ng cat.egories. surprisinglyrresiileace B

scored seconü in outings per client per nonth but had ao

training conponênt ancl consegneatly no trainers. CIne expla-
nation of these seeaiagly contxadictory results ís tbe con-
pensat5-ng effect of staff ori-entation.

Further eçiclence for iliËferences j.n staff orientatà-oa nray

be fouad in table 13 . The larger nunber of infornal pf,o-

grans in resiciences À ancl T nay be associateil r¡ith tbe pres-

encë of traíaers n these residences. lloceve¡ the nunber of
sociar progra$s{those ainerl at the acquisition of social or
connunity slciLlsl at the traiai.ng residences ctif,fe¡ markerlly

from residence B.

The rate of clischarge

about equal in res'id.ences

tially yith resirlence B tsee

differs from resitlence to
of t,he physical plant.

to nore inclepeodeat set,tings is
å anil T ancl both iliffer substaû-

ta'ble 141ClieoÈ appearaûce also

residence as d,oes the appearaac,e

The differences i.n scÐrês roulô appear to bê, in large
measurerdetermineil by the original selection of cfients, the

rate of st.aff turnover,the açcess to comnunity facili-
ties"ancl othe,r factors associated ryith the operation of each

f,acillty. The fact, renainsrhoreverrthat there are rtiffer-
eaces i.n scores bet$een resådences t.hat operate sith the

sane nunber of training hours per crient anil the sane basi.c

systen. fhe only factors that tlo varl are the staff and
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TABLE 13

lraÍning Data

Res,ARes.TBes.B
50 140Numþer Training hours I

I
Ë t,ine in Training

Fornal progtaüs
per client

I
E social prograrns I

S basic prograüs

Info¡ma1 programs Iper cli-ent I
I

% social prograüs I
I

Ï6 basic proErams I

I76r ¡ 76fr
I
I

1.9

õ816

32*

2-3

65Í

3srL

| 1"9 | 0
ll s3* |

I$'tfr {

2-3

35Í

0l
I

O.â. I

1-2 |

105
I6s* ¡ 909r

------l
Sourcê:TraÍning Group Report,

llarchn 1979
and i.ntervietls

cJ.ient selection, There is some further supportive eviileace

provid.ecl by Èraining staf,f interviens that Ëhe contractors
cliffer in orientati.on, For e¡anplerone enpbasizes the acqui.-

siÈion of ccnnuoity antl social ski.ll.s üore Èhan the ot,her

and appears moîe knorledgeable about prograf,rnlng.All of the

above indicate the eff ecÈs of. standartlizect proceilures an il

the effects of the iailiviiluaL staff orient,ation Ln the ilif-
ferenÈ resi{lences,

th€ aiåff,erences in resoürce allocation nay also be seen

in the tlata. Residences å anil T hare substanr'J.ally higher
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ÎåBLE 15

Perforsance Data

Bes.å ges.T Res.B

Ðischarge to
Inilepenilent'Settings

Client Appearance
Checks

Pbysical Plant
Checks

Incident Aeports

I
7/11.5na. I

82-9ofi

80-85X

l/mn.

tl
1,11 lnas . 1/21nns .

tl
tl
I

85-95å | 8s-951g
I
I

8s-96ã | B5-94X
I

1/2nns. | 1,/3mns"

Source:fnterim Report Progran Eanagenent,
anrl ÀccÐuntabitity ProcetluresrProrince of lganitoba,

å,gency R€cord.s and InÈerlielys

scores i-a the pxogranning areas than resiûence B. This is
accountecl for by the al-location cf traiaing hours. fhe dif-
ferences ia outing scores in cesid.enre å reflects the larger
use of volunteers iu resideuce À as celL, In sunmary"it

appeats that the seni ¡rrofesionals act i-n the sane fashion

as nintuberg positetl for professioaals.
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The f,olloving section will exaníne the facts preseutett in
the case history to üetail the iafluences Bosited in the

general notlel {Chapter 7rFig"7}..

15, t EgÀggå;gg gE EgugES ¡ggrgE,HcEE

Ðirect snpport uay be founü fo¡ only a fer of the influ-
ences assertecl.

lhe clecision of the boartl aEainst erpanrling its sernices

influenced tbe decislolr of Harathon comnittee not to funrl

the ailni¡istratorrs full t1ne salary in 1978 ..This provictes

evict.ence for the asserti.on tbat the¡e is a link from the

funilS-ng st,rategy to the political influence system ancl fun-

iler expecÈatioas" These changes i-n f uniler expectations may

have an effect on the resources provided to an agenclr,

The faitrure of the apartnenÈ project to neet its original
objectives is an eraeple of the serr.i.ce output of an agency

affecting fuarler expectations anrt influeucinq the resóurce

support to tbe agencyi I¡ this sase tlre funiler cut off one

staff persan" It is also an exa$ple of the activíty strategy

influeacång the serrice output ia the sail¡e manaer as out-

Lineil abovê.

19ß
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The ê!ßphasis oa cost, containnent by the Conservative

gorerntsent and subseguent reallocation of traini.ag budget

to the nesi-rlences is an exanple of the inflüeace of the f,un-

derrs supêEstrucutre. Several board nenbers nentioneil that
the funcler appears to cbaage focus rith changes in govern-

0ents.

the active applicatlon for funcling for tno clie¡ts in an

apartmentranil the subsequent cancellation of a staff posi-

tion in the apartmeat project provitles an exauple of the

relationships posited betïe€n other agêncy reguests asd

tresource support" thÊ cance3-Latio¡r nas clne to the i-nterfer-
ence of another agencT spokespetrson, who canted the RS

agÊecy to pick up the oÈher ag€ncyrs client,s. Ehe argumenÈ

used relatetl to the urgent need for apartnents, Several

ageacS.es rcere conpeting to provicle the same service i-f the

funils rÊre allocateil to them,

The lack of funrls to carry out an apartuent project is
eviiler¡ce for the relationships betreen activity antl a con-

biaatioo of funiling strategy, the superstcucture of the fun-

ilerrancl polS.tical infLuetrce systen, The actíve lobbyiag of

the :boarcl and the rlirect application cf a project phrasecl

explicitly to meet the cciteria of the funtler illustrate the

pattern of iufluences.

lhe relationshipsrthat, coulö not be de¡nonstratedrTerÊ

those bet.ween adrninistrative output and ¡esource support anct
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the relationsbips positecl betreen the funiling strategy anit

the connunity ancl resourc€ support, This iloes not mean that
they do not exist but that clear eviilence was aot founci to
illustrate these relationships.,

15,I ,1 çoqsga!Èg

The onry clenonst¡abl,e influences froa t,he case study con-

cern the agencies active search for soLunÈeers to aiil resi-
ilence À aad the apartnê[t proJect. These rere relatect to
funiler erpectatioas in that the iil.eas of ï{orfseaberger

stresseü the use of solunteers and. the gover¡neat enphasized

their use to of fset its declì.aing ability to provirle

resources f,or training ùn tines of fiscal rest,raint. Sone

evirtence ôoes exist that the agency useil the community in
act,ivelT seeking publíc donations through 'its funding com-

nittee. The other reLati.ouships positecl in tha noilet flere

noÈ observetl.

15.2 SsÂgE

'15.2.0. 1 Type of Client

fhe types of, clieats first chosen in the resi-clences

influeuced staff plans anå activities. Besiclence a, had. youn-

ger crieats Èhan resådeace B and consegrrently hail norê

socia"l sk5-lJ, aad consuniÈ¡r prograils,
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15,.2.A.2 Staff Selectio¡

The hi.ring of uore professionaL staft sith nnÐte of a

training orientation prorlucerl nore social and conmunity pro-

granning over time anû across resiöences.

15.2"t,3 Staff orientation

The profesional ilemanrls of t,he pslchologist, antl the Pro-

fessi.onaL iileologi.es of tt¿e staff have affecterl the amount

of social and basic prograulltiag that occurs in the resi-

dences antl Lecl the staff t.o propose apartnent projects.

1,5.2. Ð,4 À,rtbority and con troS- System

Às uas ilenonstrated in the analysis of structure'the boarcl

split accordi.ng to Mi.ntzbergts uorle,l. fhe boarfl nanageil the

acgui.sition af re-sÐurces anil the staff group nanaged the

operations of the tecbnical core"

15 . z. o, s Besourc e ÀlLocaÈíon .'¡ti;':'r'::

. ...:.
The number of training hours per clientralloued, by the '.'. ,

funder, has affectetl the nunbçr of training goals aßong

residences aail influenceit the anouat of social and .basi-c

Prograntlling. 
i,,,:.',:t:,:r,
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15.2.0. 6 Goâl-s å,chiesed

The training fornat. includes changing plans oûce the tar-
get behasiours have been l-earned. The gcals achieveil are fectr

back to tbe boa¡d through the nanaEement package.

15"2.0,7 orgaaåsational Goals

The orgaaízational goals iofrueacecl the staff in prepar-

iug the apartnent, project,. The goals ûf runaing reasoaabl-e

quality resid,ences influencect tbe st,aff to clevelop the nan-

agemeat package"

1s,3 guEggLS ègÐ gEgËggEggg

The IPP procÐss assured that the goals of the parent,s or
the cri.ents roulil be taken i.nto account in the planaing of
staff activitiÊs. rt ryil-l be renenbereü that the rpp is
requirerl by t,he funder. ït calls for a meeting of tbe staff
rith t,he parent and the conmunity service rorker for a

revie¡r of the progranning for the client. Tbe clieat infor-
nat,ion poli.cy {e.g.the âFr scores} has influencecl staff
plans by provlcling a neaas of finiliag skill ilef,icits, The

choice of behaviour moôifåcation has influencecl staff plan-

ning ancl the actiyi.ties of the operatfng core.

15. q RBTTEfl

The influences that rlerê not founil incluited the use of
admi.ni.strative output as a najor variable i¡ the deternj.na-
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tion of resource a]-location. It does aot see& that the

isclusion of ailnlni-stratire reguirenents {e.g.paper rork} is
a sigaificar¡t factor in this agencyr Ifrhoveverrthe åFI anrl

the IPP techniques are considererl as reguiring aclninistra-
tite actlvitiês{e.g.lhe fiS,iag of reports} thea aitmiuistra-

tive requirenents ilo play a s5.gnificant role in resource

provision ancl hence in the operation of aa ager¡cy in the

Ì11. B, fielcl. ålthough the RS agency bas hail such a reporting
reguårenentri,t has not bee$ officíally narle a requirenent of
the naageuent package. It is viened as a siuple aclmiaistra-

ti.ve proceilure tbat j-acluiles uailing the Ipp f,orns off to
t.he funiler, . It is unclear $hat the ¡esults woulil be i-f, they

rere not sgnt,

The systea noilel of a hnnaa service organizatioa has

recei.ved support fron this aaalysis of anecÈoöal data,

15.s ggg gEgegSES ¡{a!.8!

The case analysis has

inclucliag several factors

These inclucle:

poá.nteel out Èhe neccessity of
in the geaeral influeace noüel.

1. The fuailerrs control of sore of the policy varia-
.b1.es rleveloped in the literature revi.er as part of

the board nanaged varibles(e.g type oË client,

client ox representative goa3. influ+r¡ce {IPPsl }.
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2. The najor effects of åüeas developerl outsirte the

funderrs or the agêncyts ilonaia(e.9. the rprinci-

ple of nornalizationil).

These uill af,fect

techool ogy.

The othe¡ najor

the deletion of the

the boarrl nanagerl variables ,especially

changes to the influence

Àdninistrat,ive outp uts. .

moilel- i.nclucle

Sore of the variables

directions. These aEÐ:

rÈre found to operate in both

1, Staff plans anð activit.ies shculil be clrasn to
influence staff se3-ectioa" For esanplerthe RS

agency hireil nargínally better st,aff uben their
plans cere not arlvaaceil enough. This variable

shoulcl also be ilraxn to iErfluence professional

ilenanÈls as aÐ infornatíon loop"

Progran anc[ service outpuÈ shou]-il be ilracn Èo

lnfluence other aEenc]¡ actívities and prograns.

?be best exaaple of thls ¡ras the argunents put

forward by another agencT that, the RS shoul¿t acco-

moilate some of the other agencyrs clients. This

lecl 'to tËe other agetrcy requesting arbitration
from t,he funder anô to cutting off a staff person

in the apartneut projecÈ.

2.
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3. The type of client variable should. be directly
Ii.nketl !o tuniler expectati-ons. Uany of the ileci-
si.ons of the funiler fl re based on the f unåer rs

policy for specì.fic client groups.

ThÈ new rli.agran is contaiaed. in the figure I
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Chapter tVI
cot{ctttslotfs Àt{D 3,INåt R8üARffS

ÀIthough the sturly ras of an exproratory naturerit has

beer¡ i.nsÈructive in uacovering sone of the conplexities of
nanaging a hunan servlce agêncy vitb a voluntary board.

The notlel developeit frou the literat,ure revies is more of
a aornati-ve than a clescr5.ptive oae--it iailicates t,he varia-
bles a voluntary boacil shoultl try to nanipulate. 3be noclel

of general influences is o¡re of üany that coulcl explain chat
bappenetl in the Rs agency. The strongest support ryas pro-
videtl for the propositions relatecl to structure.

The casê stuily clemonstratecl the extensive nunber cf
influencas that affect tüe operation sf a hunaa service. . fhe
nost significast of these rere the funder anil the sÈaff,

lhe case study provideö anple eviile nce of the clj.ff i.cul-
ti.es of nanagenent of a eonplex systeu by a group of volun-
teers. [these üifficulties inclucled the funilerrs desi-re to
conÈrol poJ.icy variabres that strongly iafluenced t,he opera-
tions of the ageacyrand the iaabilÍty to integrate staff
activities or plan professi-oaa1 ser.?j.ces rithor¡È staff or
proËessionar åaput. Both of these are relatecl to the rarge
nunbe¡ of policy rariables t,hat an ageûcy should try to

19e



controlrthe ínteractiyeness of tbese

effect on the exte¡nal environmetrt.
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variables, an il thej.¡

Three maJor reccoueaflatloas emerge f ro¡n this stucly:

Traiaing progra!Ês ar,e required to eguip voluntary
board aenbers våth a sufficierrt, untlerstanrting of
the bounilaries betveen the agency aad its fua{lers,

Similarlyrtrai.niog i.s requirect to help voluntary
boarils integrate technical and operational kno*-
leilge about its *techaical corer in a nore syste-
matic flôfr

sone'horrthe funüers have to be naite affare of ùbe

effects of their changi.ng expectati,ons and plaas

on agency operations"

The nost not.iceable deficiency i.s the snall part tbat the
clieat otr clientts represeatative played in iafluencÈag
ag€:Ðcy astiryities. t{êfl ïays of organizing have to be found
that'rli.rect the seryices nore toryard the interests of the
client and a aI¡ fron the interests of the st,aff anð the fun-
ders' This rilL eatai.l furtber research i.n t,he areas des-
cribe as significant bounüaries is the siuity. rhese include
the fuailer, the staffrthe clientrand tbe comnunity anrl the
interactive effets of nanaging arl four touartt a co&non pilr-
poser

1.

2.

3.
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Àppenrtix â

0uestionuaire

A. 1 O{'ESTTONS -STRITETIC TEVET,

1. IIou clo you thi.r¡k the systen uorlrs"Be sBecif,ic,

i.nclutle funcler, st,aff, boarcl, clients, parenÈs,

resource people.

2, flhat, is the p{¡rpose of t,he organization?

3. fhat, arê the J-oag range plans for the orgaaiza-

ti.on?

4. I{hat is the orgaül"ation currently cloing?

5., ¡tbat is the strategy for inpJ.eaenting the current

sho¡È rangê goals?

6, Fho do you listen to the nost. in t,he organiza.tion?

7 " flho bas the most inf Lr¡eace in iteci<tã.ng

goals,policy"ûeal.ã.ng uith problens

ì:' : ::.
. '.-..,' : :: :

..:.: tl,.:.
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:

B, {lhat. is your past experience sj.th organi.cations?

EoH rloes t,his one .*ork in comparison to the on€s

ïou bave *orked in or been a part of before?

9. Do you have a ¡elative in the service?
," ,t-tt ,t .t: ,tt ,

10" {lhat does the fuacler aant,? ñox much attention do

you pay to $hat they ïant? How inportant are they

to the organizatj-oa? ,t .,'
, 

,.a 
,,, ,

11, I{ory nuch leeray clo you lrave si.th t,he tunder? ,.;,,.,,'
:.' 

, ' .''

12. lloc rloes the funcler ryork?

13. Are you neeting funtler e:rpectations?

14. flhat type of cl-ient tlo you servernov? Caa you give

characterist,ics that are i.mpo¡tant. i'n choosing

c1i.enÈs to the current service?

15. f{hat is the sise of the cur¡eat cLieat poputatioa?

Do you knoï the approximate percenÈage of the r-,.,i
: ::.:' .

total client population you are serving in rela- :,,,::,
l,: ';: ',

: :.:.::,.;

tiou to ¡rhat i's aeedecl? i'n relat,ion Èo r¡hat yourre

goals state?

16;.lthat kiail of, client $ilt ïou serve ia the fut¡rre?

17. ,ffhat kinil of secvice ïill you proviile in the

future?
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18. flo$ clo you conmunicaÈe ryith Èhe staff?

19. flhat clo you hno¡r about the technology a¡il Froce-
rlures that t.he sÈaff use ån the ser¡ri.ce?

20. -rs the camraunity . inportaut in rel-atioa to your

sêrvice?

21, ffon is it iuportaot? viry?

22. flhat are yÐur Ëuacli:lg plans?

23. lÍhat are Èhe client,s like?

24" shat , do they need aÈ a nininun?

25. Shat ïou10 the best possible se¡vice be ?

26. rhat are the liaitaùions of youc service? your

technology?

r.2 ggo8p¡såEIvE

1' rhat lead tine i.s required for a trainÍ.ng progran?
'ti.i . .

2. flos -s the staff coorüi.nated? Fhat gualifications
are reguired to become a staff, person?

:,'.'.''"': ,r3. Are you arare of the short te¡m goals for Èhe ::::;:::;:i:ji:i:::.:

clieats?
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4. flor successful are the staff in vorkiug rith the

clients ? IIoB clo you knou?

5. ïhat aspects of the communi.ty d.oes the management

package cleal ryith?

6. llhat is the management packaEe?

7. What areas öoes it cover?

8, ¡fbaÈ clients bave chat ltinds of goals?

ì9, 3x¡rlaia bow you think t,he st.aff sork,

10. Ilor.long will it be befo¡e a clie¡rt can move out
If he joins tbe organizaticn tonnorrofl anü is high

functioning?

11. Hofl long rill iÈ be before a clienù caa move out

if he joins t,he organizat,ion tcumorrow and is lotr

functionj'ng?

72. flhat c"Lient, groups shoukl the organi.zation expancl

to given that tàe staff gualif5.cations do not

change?

13. flhat is Èhe difference ln functioning level bet-
ffeen the apartnent clients and clients i,r tbe

three resådences?
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14" If there is a conflict betueen an inilependent con-

tractor anil a trainer which shoulil have authority
over the ot.her?

15, shat is the rol,e of the parent in the organiza-

tion?

'16. Hor should a confLj.ct bet*een a st.aff meuber anil a

pareat, be äandlecl?


