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L ~ .ABSTRACT
b R
' The purpose of th\s research ‘was to examtne the 1mpact of a f1scat

i i .
T constra1nt on groups of organwzat1onal stakeﬁolders The resu1t1ng E%se

L]

¥

, .
« study in.a human serv1ce organ1zatton ana]yzes the organ1zat1ona1

9

“

;dynam1cs in :a decentra11zed organ1zat1on cons1st1ng of fourteen group
'thomes for the severely nmnta11y and - phys1ca11y handlcappzd vert1ca]1y
f]1nked toa large Dub]1c bureaucracy

N
. ad.

' J-After an extens1ve 11terature rev1ew, Noe] T1chy s theory of managtng

2 »

r;astrategtc change wh1ch is-based on a d1st1nctlnn between the techn;ca]

?

~:po11t1ca1,, and cu1tura1 systems of oganizations is used as the

e >

,-yfanalyt1ca1 framework for studying‘the effects of the threat of strategic
“»,change on’ manager1a1 ‘decisions. TR

» D
'S f

‘ An'ethnographic data collection methodology'utilizesithe triangulation
; . o ? T .
>-f”°f qua11tat1ve ““data,  through participant observation  notes,

L sem1 structured persona] 1nterv1ew54 and documentary analysis to develop

"3 "an ahalyS1S of stakeholder perceptions - (i.e: the operat1ona1

wanager1aT and strateg1q 1eveT persopne] | as '_ well as the

K \ d\’

parents/guard1ans and ggvernment bureaucrats)

- S ; P
Voo ; S P ) 2

A ' C . ‘

:eReSUIté indicated that'a]though a ftrategic(change did not occur[ the
‘thneat of'strategic;change had=3ﬁm11ar effects on the organizational
stakeho]ders Aha1ysis showed .that ,?nitié%a misa]ignnent thhin and
JLDetween the techntcal po11t1ca1 and' cultural systems was ultimately
overcome through processes of | 1dent1fy1ng prob]ems ard ré/estab11sh1ng

k2 : 0
. v
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L

certa1nty through resdesigning the. mission, strategy, orqan1zat,on

r
structure and, human resource manaqement oroan1zat1ona1 components

Y

Variances in the perceptions of;the effectsfot_the fiscal restraint
1ncreased w1th the h1erarch1ca1 d1stance between those in the three
‘organizational 1eve15 (i.e. strategwc, manager1a1 and operat1ona1)
This was attr1buted to two types of m1sa11gnment expectat1ona1 dr1t1ng
which was a work socializational phenomenon occur1ng w1th1n the systems
and lLexpectational rifting' thch reflected prob]ems of - legitimation
érmsino'from misalignment betwet. the systems. |

S -

The 1imitdtions of Tichy's perspective to address the reasons'faf the
changes. in - the' pressures withih the milieu of human ~service

_organizations are also noted.
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INTRODUCTION

! ) -

The: Titerature describing the possible societal outcomes of.
] . i » - )

~

transformation in advanced capitalism ‘have ranged from pessimism™ to -

5

optimism. Cr1t1ca1 perspect1ves Sh\h\as that of Herbert Marcuse warned

that the 1nstrumﬁata1 reason1ng of pOs1t1v1st1c sc1ent1f1c 1nqu1ry Wh]Lh

a]1ows man to contro1 nature would become an egd unto itself. T+ would

v : . . . J
dominat® man and man's thinking by lulling him into a new conformisn’

wh1ch Marcuse describes *as "the happy consciousness" wh1ch is the

——

"belief that the real is rat10na1 and the system de11vers the goods
) N

{Marcuse, 1964: 84). S1m11ar1y, as 0'Connor (1973),'Habermas (1973),
énd‘Offe (1984) warn, these trend$ and the socia1 movements associated
with them are 1nd1cators of the contradictions 1nherent in tne ev01v1ng
We1fare states of western post 1ndustr1al'soc1et1es. 0pt1m1st1c liberal
1nterbretations such as " Toffler's (1970,~-i980) argue that signs of
conflict are éctua1iy¢herb1hger$‘of a new pesthﬁndustrfa1'utop1a based
on décentra]ization'ahd#a new stége'pf democracy .-

. !‘ I

cd i . ’ DR L

Irrespective ofi whether the 1jberal or critical perspective is more
/ T

valid, because of the shift frém the manufacturing to service sector in

post industrial society, 'realfity’ appears to be shifting from nature to
the social world (Be]T 1973:/ 488). The- actua1 outcome of our evolving
soc1ety w111 therefore depen[ in }arge part on the responsivengss of the
‘qujhery industries QFoote /énd Hatt, .1953) wh1th -are involved in- the
,refinefn_ent and extwsi’on o’,f human capacities.

[

>

o

These industries are comprised of human service organiZations which -

differ from the goods-oriented organiZations in that theiriihput of raw.

’,

y

'S



i .

D

» maten1a1 are human belngs angqthe1r genergl mandate is to ma1nta1n ‘ands -

'1mbrnve the génera1 weT1 be1na and funct1on1ng OT peop1e
Cve - o/ <
o v - : -~

At ’324 a0 * ' o T )

- B . -

Accord1n% to ﬂasenfeJd and'Engl1sh (1975 4 6). these crganizations are’*
1nvo]ved vin 'two' predom1nant funtt10ns .- peop]egpr0ces§ﬁng and’

, peop]e chadg]ng Those emp]oyed .in people process1ng organdzatidns
ﬁ; - ~1

attempt to change the1r c11ents by conferr1ng upon them a pUb11c status
¥

'3; which rea]]ocates them intg: a hew set of soc1a1 c1rcumstances (e 9 -the

unwverStty adm1ssxons oﬁf1ce, d1agnost1e c]1n1cs, etc) Those _in

people changlng organ1Lat1ons endeavor to a1ter d1rectﬂ) the attrlbutes

' on' behavior - ofr the1n c?wents _through the app11cat10n of wvarious

modiftcation’ andi'treagment‘{teehndlpgtés (e:g. ‘pub1jc schools, YMCA,

®
<

prisors, hospitals, etc.}. -

[P

-.-‘.'

A cruc1a] quést1onzw1th these organnzat1ons ;s who dec1des what for whom
I(Chr1st1e, 1984 1986) If the ro]e ef the servwce rec1p1ents and their
ﬂ'advacates is 11m1ted to that of pass1ve rec1p1ent to the d1agnost1c ‘_

i treatment or ?oc1a11zat1on skills of -a know]edgeab]e plite (Offe, 19€4:
, .

| 228)-then the~two-classustructure of the 'knowing' and 'ignorant', as

. suggested by Dan1e1 Bell . (1973), may pteva11 If the service
Q < .
rec1p1ents, however, continue to strive for self- rea11zat1on based . on

the.holistic principles of,the cultural realm, 3 conf11ct will arise
between them and those adhering to the paterna]istiéenotions_under1y1ng
pFQfessiona11 (thzeh, 1973§ Halmos, 15873; Larspn, 1977).4 This s in,
pant nue‘to the étaths“awarded thoee wtth special knowledge in post

._1ndustr1a1 society (Be11 1973), and the 1ndiv1d0a1 attitude of the

profess1ona1 who "is Tikely to acqu1re some degree of convwct1on that

-
A}
.
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his knowledge, expertise and professional approach set him apart’ from

laymen" (Robinson, 1978: 21). - : '

Théée conf]iéts 1ﬁp1j' fhati the -environment iﬁ wﬁich' human service -
organjzations must develap and déliver their .services i; yarying
_}ccording1y. This -in -turn, ‘may' require a fest{ﬁcfuring of their )
brganizatioha] Charqcterjstfcs. Thé ‘cHassjta1 ,‘ bureauc}atic

characteristics as identified by Weber (1978) may no longer be as

relevant as they were during more stable times. For example, these

" organizations can no longer remain as closed rational systems which are

v .
unresponsive to the pressures of the organizational environment. = The

principle of "fixed and official jurisdictidna] areas" and the principle

7“officgahierarchy in levels of graduated authority" (Weber 1978) must

now be modified t0 incorporate the influences of these conflicting
forcéSj emanating from outside of the Jjurisdictional walls of the

bureaucracy. .

: : . ; , .
The evolution of current sociological .and organizational theory reflects

this change (Burtgll and Morgan, 1979).  Closed rational systems

~théories which appeared to adequately explain and aid in the

v .

understanding of drganiiationa] dynamics in the past, have now given way

to paradigms which characterize organizations as open- rational or

natural systems (Shortell  and Kaluzny, 1983: 5-37). . For example,

'> contingency theorists state that the structures of organizations are

.

dependent on "enyir?enta] variables such as size, technology, and
uncertainty- (Burns hd -StaTkek,—-LQGl;' WOodward; 1965;. Lawrence and
Lorsch,  1967; 'Thohpson;' 1967; and Perrow, 1967). The task of the
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7manager, then must 1nc1ude chang1ng ana deve]op1n0 stYucLures w1th1n

i 5
the organ1zat1on wh]ch éfr.c1ent1y and effect1ve1y dea]l wwth ‘the
' envﬁrqnmenta];-var1ab1es«'—, thus - 'cHangjngr—management _conception of
Y3 - \ o - . : ) . ° ‘ 3 o /‘ \ . ) .

. > P S -
effectiveness and effiéiency. < o

Y P

The substant1vg m&ontent of >effectivene§sk'and‘ efficiency for an

«

P

-~drgan1zat1on may ‘now’ not on]y change -over time as- environmental
. v \ € \ (2 ) .

. NP #
variab1es shift “both in “intensity-and.kind, but they also may be.

"Hpercdﬂved differeﬁfiy by 'those in different groups .within' the

o -

‘,organ1zatwon 1tse1f who may be scann1ng d1fferent components ‘of the
',organfzat1on envwronment Most studies on organization change to date,

“however, utilize, the manager S percept1on of organ1zat10nal eff1c1ency

and effectiveness,. Effectiveness is viewed as the degree , to wh1eh the

organizationaljoals are achieved; eff1c1hncy as the amount of rescurces

used to produce a unit of output (Etzioni, 1964: 8). ;

-

Accdrding to Richard Daft (1982), most of the literature on organization

* change -has’ fULthereo gnowledge and theory by jsolating varwab1es anc

analyz1ng the1r a550c1a{1on through a quant1tat1ve methodo]ogy based on

stat1st1ca1 1nferences After exam1n1ng articles appearing jn

. Admidistrative Sc1ence QUarter41> from 1959 to 1979, Daft (1980) has

jconc]uded that a%though the ‘use. of questionnaires and statistical

ana]yses has begn very” effective for measuring well-designed

Characteristics of. organizations (e.g‘ size, techno]ogy, and structure),

_the more cgmp11catedj 111us1ve, and ambiguous organ1zat1ona1 areas have

*

‘been ]arge]y 1gnored : Areas such as 1nnovat1on and change, 1ntergroup

relat1ons, power and po11t1cs, and 1nformatqon "and control require

-
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richer forms of research such as intensive case analyses, observation

1S

™~ R . . ; ) t
“and open ended interviews in obder to reveal insights about complex

4

organizational prdcesses through the provision of more exhaustiVé .
descriptions of organizations (Daft, 1982).

% , .
Andrew Pedigrew (1985), after reviewing English and'Européén as well as
American organization change theory, has concurred.  According to
Ped*grew, . |

"Findings and theoretical developments 1in the field of
organizational change are method-bound. For as long as we continue

- to conduct research on change which is ahistorical, acontextual,

3 and aprocessual, which continues to treat -the change programme as
the unit of analysis and regard change as an episode divorced from
the immediate and more distant context in which it is imbedded,
‘then we will continue to develop inadequate descriptive theories of
chﬁnge which are ill-composed guides for action (Pedigrew, 1985:
15)." .

A :

According to these authbrs, the positivist1C*approach;and methodology.
C 5 : wY “
employed by the majority in this field needs to be compleﬁented by a -

more’ holistic approach. ‘However, many of the case studies done to date

- such as Selznick's examination of the Tennessee Valley Authority

(1966); Lipset, 'Trow, and Coleman's Union Democracy (1956); .Blaufg

Dynamics of Bureaucracy (1955); Kaufman's The Forest Range (1960);

Whyte's Street Corner Society ~(1943); and Becker, Geer, Hughes;#"énd
" : \ A8

Strauss' Boys in White (1961) - though ri€h™in descrid%ion;hzgg?been
_ ) 2

>

primarily evploratory or inductive approachesiwhich were Dasg] “on an

~ implicit conception of grourided theory (Glaser and Straus§,§§%67)»aﬁd

A

thus did not have theoretical approqéh to specify the dozggﬂs of their

models beforehand.

BT

To achieve this, however, one must utilize a holis Meory - one which -

ES



BN 6
incorporates the major componehts and dynamics involved-in organizaticn _
‘ : o : o ‘
change. Tichy's "TPC Theory" (Tichy, 1983) appears to provide such a
concéptua] %ramework by identifying the interactions within and between

' the.teohnica1, political, and cultural (TPC)rsystems in organizations:
\

.

Tichy's 'theohy‘ is not a forma] theory 1n the str1ct sense of the word.
Instead it consists of a set of structural and fJnctwonal assuwpt1ons
which may be éﬁkd as a guide to collect and analyze environmental and
organf§éiional informationﬁ - Tichy h1m$e1f cdescribes it asg e '
"meta-theory" since 1t is based on an analysis ¢f orgénizationa1
problems or dilemmas that have been 1ntegrated into a conceptua1 scheme.
This - cbnceptual framework, however, does appear to provide a useful
gu1de to the structur1ng of case studies - partwcu]arly studies on human'
service organ1zat10ns. The 1mpact of techn1ca1, po]1t1ca1, and cultural
pressures is even more pronounced with these types of organizations
(Scoht, 1983), since their- performance criteria. more dﬁffoged and
intangible (Shortell and Wickizer, 1984: 135).
N

‘Tichy:s "TPC {heory" has been used to aha]yze the impact of strategic
change on for-profit organizations (Tichy, ¥19761 '33 well as
fee- co]]ectwng non-profit organ1zat1on§ such as hospitals and “health
care centres in the United States (T1chy, 1977). The transferab111ty
and utifity of_‘%his theoretiea] fraﬁework to government-run human
service organizations which do hot charge client fees, has not yet been

ascertained.

This study utilizes -Tichy's conceptual framework as a means of
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describing and ana]yzing the 1mpact of fiscal resérain; on, a

government-run human servwce organwgatwon - Community Living Servicee
(C.L.s.) - in a metrope11tan area in, the province of» Alberta.- ft,
focuses'on the manner'1n which those represehting the vakiogs ]eve]s>of
that orgénizatien .respdnded to a eegative enyironmepta] change {e.g.
budgefary reductions) which threate}ed to chahge the mission and
‘Strategy of the organ1eet1on which had deve]oped in an env1ronment rich

\
in resources. ’

ES

or

This research also advances understanding of the nature of the perceived S

24
v

-

'1m act of rnenageria1 decision-makine in a human sereice organigatior
whg;h'is‘vertica11y linked to a larger bureaufracy, guring this period
of exogeeous1y indeced change.” As well, the study examinee'pertiqeﬂt
issues that must be dealt with in s{;uatiohs where client-advocates heve
been invited to particieate in an organized way in the delivery and
planning of sefviees for their,children, and.the roTe these adyotates
can p1ay( when they erganiie around ‘mutua1 concerns.’ vThie is
particu1er1y important due to the high currency given Eo the pqlicy of
.client participation of 1ate. For example, the strategic plan for the
Department of Social Services inclndes a recommendat1on for major policy
changes towards greater c11ent ‘empowerment 1n a ma;;er 3upport1ve of
that department's drivé towards greater product1v1ty and less intrusive

.de1ivery of services (Alberta Social Services & Community Health, 1986:.

5).

‘In part one (chapter 1-3) the evolution of functionalist organization .

/ Ptheory is examined. The theorktical underpinnings of bo;A human service
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organizations and Tichy's ‘TPC Theory' on managing strategicAchanqe are

4

discu§§ed ﬁy"the &iatter éections of pért oney ; In Part tﬁo the .
5etrodo1ogy 'an \Eh{stgriéali édntext of the emﬁﬁrica1 r"esearchﬂ;?'é{;w
delineated. The gna]yseé of Fhe resuits.and the “implications for the
'speci‘ic organiiationfare examineq-in‘Part threé:kchapters 6 tole)..

“ Finally, in Part 4‘(Eh§pter ll\éﬁd 12) the conclusions of this study and
..the‘camif*catiohs for-other~human-gervice orggni ?tions are éxp]ored in

By}

[

the context of evolving post industrial societ



PART 1: COMPLEX ORGANIZATIONS AND®HUMAN SERVICES

- .. . . . A
‘ . -

\j’ Introduction - - Y \

.
.. ,
[N . ~

The vpurposea'pfl this Part is to conpextualiiev Tichylgr theolytical
framework by ekémining.ifs links: to previous fun;tj0n51isg organiyation
. theories  and determﬁpﬁhg the vappFOPriatenessd of thﬁg; frémEWQrk 1o

anaf&ze 1mhacts and changes in humgn service OfgaﬂizatiQnSﬂ‘ ThfS part

is divided into three sections. Varjous functignalist Derspect{veé‘of
_~oréahiza§ion ang change thebry are feviewed, in, Chapten 1. Thgpries
relatea to"human gservice’ organjzations are describéd in chab\gr 2.
Flnally, a rev1ew -of Tichy's ”TPC Theory* of manag1ng Strateg1c ¢hange

and brief exammnat1on .of "this framework's welation to. Orgaﬂizat1on

theory and the theories of human services'okganizafions are erdMpged in

v

chapter 3..
CHARTER 1

PARADIGMS OF FORMAL ORGANIZATIONS

The purpose of -a def1n1t1on is to aid in d1st1ngu15h1ng One eﬂt1 y from
pther‘ent1t1e§. Def1n1t1ons ”1dént1fy" the "1ngred1ent8 ghat con stite

‘ one kind of event rather than anothey"' (Nettler,. 19327‘ 65), These
ﬁingrediénts" .consist of constructs wh1ch _a}e linked 0 arious

AN onto1og1ca1 and ep1stemolog1ca1 assumpt1ons BﬁrféTT—Hﬁd NQrgﬁ” 1982:

1-9). These: assumpt1ons, a10ng with one's assumptions reqard1“g hyman .

nature, prov1de the bas1s for the “general ways of See1n9 the worid“
. L - ‘
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'“distinguish four sociological and o¥

7

_{Abercrombie, et al.: 151). Thomas Kuhn has identified thig frame of

—~™

“reference as one's “paradigm,” which he describes i;/;art as- "the entire

o

constellation of bé]defs, vaJpes,'techniques,'and Qxliill;iPaFEd by the

°

members of a given cowmun1tj (Kuhn, 1970: 175)- The concepts'and con-
' structs ‘used in a def1n1t1on d1st1ngu1sh entities w1th1n 2 part1cu]ar

.: parad1gm - Ibg def1n1twon Cof forma] organ1zat1on_ , . then, must

stinguish organizations from other types of social forms as perceivec

within the various soc1olog1ca1 parad1gms.

b - \
.

Burrell and Morgan (1982) %qyé identified two dimensions by which the:

hﬁzationd] paradigms. The firs

~ 3

.- *dimension focuses on- how theories describe “reality. = This dimensio

ranges. ffom‘.the_Jéubjecti?g;'approach ‘to social sciences, ‘wh1Ch view
reality” | aS‘w ontolog%ca11y ‘nominalistic, o eéiétémolbgicall
anti:positivigtjc {i.e., Q%ehs-know]edgeias somethinj'which has £o b
persona11y' exﬁerienced); VIiews ‘hyman ‘nature as vo1untar15€$§b an
utilizes idioéréphic method;,_(i.é”, C]inicaq. and 1nterpret1ve) St
investigate and obtéfn knbw]eﬁje about the social world. hAtAthe otbe

/

extreme of shis continuum 71ies the -abjectivistic approach to .socia

__science .which is ontologically- realistic ‘fise., views reality a
. - o .

external-to the subject), epistembWogica]]y positivistic_(i.e;, view
know]edge as being ‘hard','rea], and capable. of be1ng uransm1tted\ v1ew

human nature ,as  being “determined by the environment, /and i

&

: methodologically rpomothetic (i.e.,_; concerned = with generg%izih

d

explanations).
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The second éimensjoh~focuses on the nature of change within scciety. At

one . extreme of the continuun of this_‘diménSion is fthe ‘order' or

"integrationalists' view of . SoCiety which emphasises stability,

"ThtegratToh,~fun;tionaT’c00rd1hation,'and consen5us. Change. feom this
perspeCtive ;isb seen as eVoTutﬁbnary ‘as society, like a biotegical
; organtsm¥\str1ves towards un1ty agg cohes1veness by estabTwsthc and
'ma1nta1n1ng an equ111br1um among its sub- systems The other evtreme ot
L th1s cont1nuun1 is the confT1ct' or ‘coerche ‘v1ew Qf‘.sgeiety,» which

emphas1zes change, conflict, ’disintegration, and coercion. Sinte the

purpose of- change 1s to emanc1pate ‘man from the social strucfurts wh1ch

Timit and stunt hws potent1aT for deveTopment, change is viewed as.

. . oy — T
revolyt1onary, The basic concern is . to find explanation? for radical

change, ‘deep-seated structura] confTict - modes of :domination, and

‘structural = contradiction, which ‘these theorists. perce1ve as -

I
—— ~

tcharacterizing “modern 'séciety. It, therefore,' focuses on what is
possible or what ought to be rather than what is (Burrell and‘Morgan,

1982: 10-20).

The figure beTow portrays how" Burrell and Morgan (1982) formutate the

four paradigms from these two dimensions.

’

THE SOCIOLOGY OF RADICAL CHANGE

'RADICAL S 'RADICAL
HUMANIST' ~,  STRUCTURIST

SUBJECTIVE — e —— , 0BJECTIVE
CINTERPRETIVE' | 'FUNCTIONALIST'

>

- THE SOCIOLOGY OF REGULATION
‘ A ' '
Figure 1. Four Paradigms foy the Ahalysis of Social Theory
(Adapted from Burrell and Morgan, 1982; p. 22)

-

.
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Each of the four paradigms cited in the figure above are based on

different meta-theoretical assumptions underviriting thewr fram of
:reference, mode of ‘theorizing, and modus sperandi of the social
theorists operating within them. L 7

¢

Theu purpose of Burrell “and Morgan's %jgure 151 to emphasis. the
cémmena11ty of perspective?‘,which' binds the work of each éroup of .
;theorists‘together in the sense, that they'are approaching social theory
"Qithin.the bounds of the same problematic. Thas'does not mean %o imply
a complete unity of thought. In fact, éurre]] and Morgan (1982: 23?37)
point out that mgch debate occurs between theorists within each
parad1gn1 However; each 5parad1gn1 does "have ¥an underlying unlty in
terms of its basic and_hen ‘taken for granted' assumpticns, which
separate-a grbup,of theoeféts in a veﬁy:fundamenta1 waxéﬁrdm thecrists
located in other pavadigms. The ‘'unity' of.the pa;aafgé thas derives
from reference to alternative views of reality, which 'lie outside its
boundaries and whjchehay.not necessarily eVen be recognized_as géxisting"

.

(éuereil and Morgan, 1982: 23-24). ,
Thoee utilizing the radical .humanist paradigm view reality as beiné
socially created”é;a 'soc1a11y sustained. They view the process Jof -
reality creation as being influenced by psychic and sdcia] processes
”whiCh-channel,_constrain, and COntrolrfhe minds of human beings, in
ways which alienate them from the potentialities {nherent 1n-their true
nature as humans." (Morgan, 1§80: 609). Radical hgm,nists.are'concerned

with discovering how humans can link thought and action'(Praxfs) as a

means of transending their’alienation.
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The radical structura]wsts a]so view socwety as a potent1a11y dom1natlng.

. force. However rea11ty is seen "
i

1ndependent1y of the ‘way in which 12‘15 perce1yed and reaffwrmed bv

as ex1st1ng on its’ own account -

people in every day act1v1t1es ;(Morgan ~80'6Q} They are’uoncerned'°'

witn understanding the intrinsic tensions and contradwct1ons whlch ex1st
in this rea11ty and the way ‘in wh1ch those in power in soc1ety seek to

hold them in check through various modes of-  domination. Praxis is

3

viewed as a means of}tranéendfng this domination (Gramsci, 1971).

/

. . !
- i

Those utilizing the fuhctioné]ist paradigm also-view sooiety as having a

concrete, real .existence. But fonctiona1ists _perteive a systematic

character in sooiet, which ‘1n oriented to produce an orderod and .

requlated = state of' affairs. “Behaoiof 13 always‘ seen as being

contextually bound in a hréa1‘ world of concrete and tangible social
ke}ationéhips“ (1980: 608):. Functionalists therefore be]ievé in the
possibility of an objective and Jalue free social ‘science. They are
concerned with understand1ng society in away which generates useful
empirical know]edge. The orientation of the functionalists, then, is
primarily regulative and pragmatﬁc. |

t":a' o - . S -
Those operating within the 1nterpretive paradigm also believe that there
is a underlying pattern and grder within the social world however, since’

. they view social reality as not existing in any concrete sense; but .

. rather be1ng a product of the subJect1vexand inter- sub3ect1ve experience

of individuals, they do not percewvé the estab11shment of an objective

, \

soc1a1 science as an atta1nab]e end. “Sc1ence 1s v1ewed as a network of

language games, based upon sets of subjectively determined concepts and

Sy

<
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ru]es, which- the pract1twoners of sc1ence fmvent and follow" (Morgan,

'1980 609). Science then, 1is understood from ‘the stand point o‘_th

partlc1pant in action, rather than the observer

In this research, a reduction in the fiscal resources avai]ab]e to an
"organ1zag19n are viewed as a pressure to which. the organ1zat1on must

'respond and adapt. A ma30r_assumpt1on under1y1ng the study,  therefore,
is that change within Society is primari]} evolutionary as. adaptations
are made to re-establish equilibrfum among the various components of
sotiety.. These exogenously generated pressures and/yiewed as realities

with which organizational sub-systems must cope.

The behavior,vof organizations ‘is viewed;. in this reéearch, as. being
contextually bound in the reai world of concrete and taﬁgibie social
re]ationéhips'which exist and comprise thegorganizationa1 environment.
Though the . study also attempts to identify the social realities as
iden® if ed. by various b'categories. and | factors Qithin‘ the
organwzation, the primary orientation will be to . view the social
realities of these: individuals from an objective posirﬁoh.' The
functionalist paradigm, therefore, appears to iprovide the most

4

appropriate perspect1ve for the organizations focus of this study

&
A secondary orientation will be:used to‘discu;s the reaSOns underlying
the changes in the societal pressures to thch organizations must adapt.
In the last section of this paper, this issue will be discussed using. .
critical theory to examine contradictions withio the welfare state of
western post industrial soc%ety which ﬁay underly these changes 1n!

societal forces.
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Functionalist Approaches: Orgamization and Change Theories
2 . _

Current mainstream organizational theory Aappéars- to fall within the
- . _/\ . .

‘functionalist' pafadignl Wheré lirgénizations' are.'biewed' 3s objective
fea]itigs which are évolving to meet’specific purposes. Scott (1981:
127-132) and Kd1ﬁzny -and .Shortel?f (1983: 5;37);'héve .summarized the
organizational theory that'fél1s wifhiﬁ this paradigm as comprising four

diffetentnperspéctives created by two types of approaches -- thevc1osed;

r

vs. open system approach (which deals with the degree to which the
; f

organizatignal environment is . perceived  as 1mpa¥ting, on  the
. o )

.organizatidnjaéﬁa the rational vs. natural approach (which focuses on

_the degree to_which'oxganfzationsé;reiviewed as rational stiuctures oF-

 organic systéﬁ?i. 1ngUre 2 below outlines tHe.pefspectives érgated'by
:these apﬁrbaches. | |

¥ Y

CLOSED SYSTEM

b CLOSED ) CLOSED
S . RATIONAL NATURAL
RATIONAL —sem— I . NATURAL
: s A o -
. OPEN | OPEN g
T RATIONAL . . NATURAL

" OPEN SYSTEM

Figure 2. Organizational Perspectivel within the Functionalist
‘ Paradigms (adapted from Kaluzny & Shortell, 1983)
In short, the clesed system approach is baéed on the assumption that the
most impOrtdnt asbect of organizations have to do with théir internal
structures and\processes—which are relatively isolated from the external

. 7 ' .
environment. The assumption of those espousing the’open system approach

i
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is that the deveiopment of organ1zat1ons is best understood by tak1ng

into account the external envwronment, which is perce1ved as central1y
,1nf1uenc1ng the organ1zat10n s structure, process; and performance by
the nature of the 1nputs from the env1ronment and the outputs produced.
_The rational-system approach s based on the assumption that the means

of the organ1zat1on are rat1ona11y des1gned to atta1n measurable goals
~and ObJECt1VES as measured by’ exp11c1t1y stated cr1ter1a;v -Those
adherwng to the natura1 system approach assume that goals cannot be
exp11c1t1y agreed upon or measured but rather that@ orgar1zat1ons
consist of coalitions of 1nd1v1dua1s concerned w1th their own growth and °
deve]opment and the bas1c surv1va1 of the organ1zatpon -- stressing the

importance of unp]anned, emergent, -and spontaneous processes and events

that oceur in the setting (Shortell and Kaluzny, ~1983).

. 4
L~

The Closed Rational System ' - \

The closed rational system Qpproach involves.the c]assica1‘bureaucrat1c
theoret1ca1 pos1t1on which domwnated ovgantzat1ona1 theory from the turn
-of the century to the late 1950's. These theor1sts include Freder1ck W,

‘Taylor (1911), Luther Gulick "and L. Ukw1ck 1937) _ Max Weber (19473 ,.

J.E. Mooney {1947), Henri*Fayol (l949),_and A. ‘Gouldner (1954).

[4 - .
These theorists basically conceived organizations as rational tools.

designed to achieve pre-set ends. They all 1gnored or nﬁhimized the
effects cn the’ organ12at1on of the 11m1tat1ons and opportun1t1es posed
on. it by its connections w1th the wider env1ronment For examp]e,

_Frederick Taylor, who developed h1s "sc1ent1f1c task management"

approach as an a'ternative to the "initiative and incentive" managerial
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-philosophy of the day, proposed the development of a science which

involved "the establishment. of many rules, laws, and- formulae, which
. - \ . .

" replaced the judgemeét of the 1ndi9ﬁéyal workmen and which canm be
effectively- USEd. only after‘ haviﬁg .beé% systéﬁaticalTy 'hecordeZ:.
ﬁndexed, etcmt (Ta&]or, 1911 in Grusky and Miner, 1981:'59). As‘n§§e9>°
by Thompsoh (1967: 5)? thié assumes that "goals are known, tasks érq
repetitive, output of thé production' process gomehow disappears,” and
reéburcés in uniform qua11fies are available." _THompsoh'also notes thét‘
Fayo11a6d Gulick and Urwick assume that ultimately a master plan fér“thei
6rganizaz}on is known againét which specia]izatjon, departmenta]gzitién;
_andvcontrol are determjned (1962%/5). o |

.

, . . . L
In .his . description of the ideal type bureaucracy, Max ' Weber “also -
concentrated on the interna] workings of #ke onganization. For gXamp1e,

Weber described the charatteristics of the bureaucracy as follows: )
A ) ’ 3.
. . o . dﬁ;\. 5 .
o . ok )»_u__\\);;j\“:)" .
"I, There is the Pringiple of fixed and official )
jurisdictional areas, which are generally ordered by
vrules; that is, by laws or administrative regulations

[N

I1.  The principles of office hierarchy and.of levels of | -~
if graded authority mean a firmly ordered system of super- .
and subordination in which there is a supervision of the’
lower offices by the higher ones ... ST o

N
@

e I11. The management of the modern office is based upon Writteﬁ'
. . documents  ("the files"), which are’ preserved in- their
original.er draft form ....~ )

1V. Office management ... usually pre-suppose® thorough and
expert training .... : .o
3. When the office: is fully developed, official. activ{ty~
demands the full working capacity of the official,
o : " irrespective of the fact that his obligatory -time in the
bureau may be firmly delimited .... : ' .
VI.' The management, of the office follows general-ruies, which .
~-’are more or ‘less stable, more or less exhaustive, .and _
R . ¢ . ‘ ’ ' . "

e » .
ta, v -
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o‘

‘_@ percewed prgamzatwnd ef..1c1enoy aod’ esffectweness as

through the matchmg of the techno]og?cal ‘means to ach g

f?
NE . ’ :‘!’
B .ends. Ef-f1c1ency and _effectqveness were maxumzed
: - o Aa
y h1erarch1ca11y order‘ed chain of pos1t1ons an@ "‘spemﬁc procedures
R TR @

Conf‘hct was- v1ewed as d1srupt1ve Integratwgr“d;nd Coordmauon was
a J

I
o

"
.

A}Ti\

‘ departmentahzatmn, h1erarchy,- '
o R
SR procedures (ShorteH and Ka]uzny, 1983 26 “'28') B! U
: ) L » . . :'G' . - .

Organizational Change.
— ‘ T

] 2 .
; \w1th1n this perspectwe orgamzatwna] change is percewed in terms of
! .
the 1dea1 type. Th1s i3 ach1eved through a rat1ona1 process whereby the

I

orgamzatmna] des1gn fac1htates the, tasks to be accomphshed with, a
IR K4
' ) mfmmum of cost. In fact, further bureaucratuat]on and rat1onahzat1on

seemed . to’ wehe'r 'a!t.v aljmost 1nesc;apab1e fate w1th "all economic

Lo . a

E) . o L - .
‘”'enterpri'ses"ru.n[ni.ng] o'n modern Hnes', rationa1 calculation [being]

- manifest every state .. i;he performance “of- each - 1nd1v1dua1 worker

o

s mathema{icaﬂy mea‘s'&red each man become Emg a little cog in the-

machide ’and aware of th1s,’. h1_s~ one preoccupation is whether he can.

"become a b*rgger cog" (Weber in J.P. 'Maye'r, 1956 126..). Thus. Yeber

..

v1ewed ‘the “new world, of rat1onahzed eff1c1ency as’ turmng into "a.-

monste,,;_r that °thre‘atens~'to_ de-humanize its creators" (m Coser; 1977:

. ".>’23.2). . S S . | 8 ‘ : o . ,:‘.-"‘ .
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The natural extension of the closed rational system, then is a sbciety.
which becomes "an "iron cage"' s}nce, according to Weber, ""once fully
established, bureaucracy is amohg those social structures which is the

+

hardest to destroy" (Weber; 1968: 987).

The Closed Natural System .

L4

. The conception of the closed natural system ori@inated bwith the
empirical reéearph of Roethlisberger and Dickson (1939), who féunded the
Human ReTat%ons school of thought. They noted that "hany of the

%actua11y*exis£ing patterns of human interaction have no representatioh

in tHe formal .orgdnization- ..... Too Gften it s assumed that the

' -

organization of a company corri;ponds to a blue print plan or

éggggﬁforganizationa1 chart. Actually, it'never does" (Ibid.: 559). . The early

wﬁkks-of Chester Barnard (1938).and Roethlisberger and Dickson's (1929)
studies of Haw?horne Western Electric emphasized the importance of the
1ndividUé1 andfthe iﬁforma1'system withinvorganizations; Other authors

in %his are@‘iﬁclude Douglas McGregor (1960), Chris Argyris (1966), and

_Renisis  Likert (1967), all of whom emphasizéd the intrinsic

3

v s

self-actualizing aspects of work.

Organizational Issues

\ o ' - =5
~ This human ‘redations approach focuses more- attention on behdvior and

4

<

the _complex interconnections between the normdtive -and behaviorg(A‘

structures of organizations. Accovding to this positionskorganizations

e

. achieve. - efficiency LBy integrating  individual aspzrgtiqns with

organizational ‘goals through involving workers "in decision-making;
- T
t . , . &

o
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effectiveness is measUred‘in terms.of individual satisfaction; as well
as profit, gnowth and qua11ty production. Conf11ct th0ugh viewed as’-
dysfunctional, is to*—be managed and confronted open]y/when0 it does

| occur. Integration and coordination are achieved through informal

systems of relations among the workers.

Organizational Change

From th1s pérspeotive -organizational; change focuses on behavioral -
nchange which is accommodated through changes in the 1nforma1 as well as
;the formal structures (Shortell and Kaluzny, 1983: 21- 29) .Unlike the
Fational system which stresses the normative structure of organizations,”

the closed natdra1 system places more emphasﬁé on the behavéoral

structure within the organization. . For example, Argyris -and Schan

(1978) defjne organizationa]v'change' as behavior chafge ‘which occurs

. through learning when a "mis-match" occurs between a person's intentions

e \

and outcomes, or when learning occurs when an organization achieves what

- it intended (i.e., there is a "match" between and organization's design
- _ ‘ g C

for action and the actuality or outcome).

IS

Argyris distinguishes between “sin91§;1ooped" 1earn1nd, which fnvolves
behavior changes that do qot also require changes in values and other
”governlng var1ab1e§ and “double- looped" Tlearning, which involves
behavior changes that. do requiré éuth value change (Argyris, 198:
 48-51). According to Argyris, it is individuals acting agiagenta of
organizations and not the organizations themselves that produce the
behavior that 1eads t0 1earn1ng \ 0rgan1zat1ons, however, "ean create

conditions that may s1gn1f1cant1y 1nf1uence whaf&1nd1v1duals frame " as

-



the problem, design as a solution, and produce as action to ‘Solve a

problem” (1982: 48).

The Open Rational System

Beginning in the..'1ate -~ 1950's, the relationship' between' the
orgahizationai env1ronment and the organ1zat1on came under studv

Organ1zat1ons were presumed to des1gn the1r structures rat1gna11y within
the context of environmental effects. Scott (1981: 120-131) has argued
that these studies. consisted as two sub-types: (l)fthose comparative
studies which tried to-exp]ain differences among organif%tions in.their
forma1 structures as it relaxes to certain environmentai 1nf1uences~ and‘
(2) those stud1es which tried to determine how an organlzat1on tan

funct1on rat1ona11y glven that it is open to the uncerta1nt1es of 1ts

\

_environment.

- L !

Examples of the first subtype include the work of Udi (1959), woodward
(féss);, Pugh and colleagues (1969), and. Bl%u (1970) who used a
comparative methodology where the units pf ana1ysi% were the
organizag:ons themselves rather than the individuals “or subgroups within o
them In. these studies, the formal .organizational structure _Was v1ewed‘ .
as the dependent var1ab1e and environmental variables such as s1ze,~
techno]ogy, and uncerta1ntw~were perceived as the 1ndependent varwab]es

Examples of this second sub type of studies . is represented in the work
'of the organization design theor1sts, such as Ga]bra1th (1973), Swinth
(1974); Perrow (1970); Katz and Kahn (1966)3 and Thompson (1967). - They
viewed managers,as rationally emp]pying twdvbrpad strategies to deal

with environmen;a] uncertainties. "Buffering teéhnjques“b(é.g. coding,

bl

4
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stockp111ng, 1eve11ng, foregast1ng, and growth) were use: = an attempt ”

to: seai off their techn1ca1 core from the 1nf1uence o1 environmentaT
disturbances; and "br1dg1ng techn1ques (e.q. bargaining, cohtraeting,;
cooperatives, Jjoint ventqres,‘ mergers, associations, goverﬁmenta1
corrections and institqfionaT linkages) to enhance1 security by
increasing tﬁe humbef«'and variety of 1inkages 'with 4compet1tions and

exchange patterns (Scott,® 1981: 179-206).

Organizational Issues

In short, survival, not efficiency, is the overa]1 ob3ec{1ve - To be

effective, the organization must take into consgderat1on p011t1ca1 as

well as economic transactions in order to.survive, Conflict is viewed

M 3

as a.hatura1 consequence of the 1nterna1 negotiétions over powef as the
organization endeavers to ba1anee 1nterné1 po1itfta] ‘considefations
while meet1ng the ¢;3u1rements of the task env1ronmeht ~The informe1
system of re]at1onsh1ps among 1nd1v1dua15 ‘and compet1ng groups are the.
main focus for soc7al integration, motivation, and coordination within
the organization as coaliﬁiohs 'deve1op and become dominant through
negotiations and bargeining[ _THUS, menagersmmysﬁteedea¢gr to menage

-

both the organization's internal structures‘and processes, as well, as

the brganjzations gﬁggrenmept. (Shd?§e11 sand Kaluzney, 1983: 25-29).

) Leaders in theaorgani%§§idhmeét, therefore, be pro-aggﬁve'as well as
_ y |

reactive in beth thedr irtra- and ‘inter-organizational ironments.

] i ~

From th1s perspectwve, the effect1veness of an organ1zat1on becomes ‘a

’soc1a1 p011t1ca1 quest1on (Pfeffer and Salancik, 1978f 11) Surv1vafD1§?

d1ff1cu1t because the environment has become increasingly -complex and
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politicized (Scott, 1981: 131). Some types of organizations operate 'in

highly institutiona1ized environments in whtch it is more 1mportant to

_conform to externa11y 1mposed rules than to produce’ outputs eff1c1ent1y

(Meyer and Rowan, 1977) while other,‘organ1zat1ons operate in

environments in wh1ch goals are amb1guous and technolog1es are.unclear
(March and O]sen, 1976) The power processes within this perspect1we

are very complex s1nce they may involve poss1b1e alliances both w1th1n

{
Vi

the organ1zat1on as we11 as with. those external to the organization as

the organ1zat1on itself endeavors to survive. v

5r1ef1y, ‘these contingency/decision theorists view oréan;zationa1

eff1c1ency as depend1ng on-the nature of the tasks 1nvolved the peopie

invo1ved and the env1ronmenta1 c1rcumstances . Effect1veness, in o

R

add1t1on, not only depends. on the qua11ty of the dec1s1ons made under

&

uncertainty, but also emphas1zes goa] attainment as organ1zat1ons expand

or change their goaTs to meet the new demands‘ffémrthe»env1ronment. In
this. approach, conflict is not necessarﬂy v1ewed .ﬁysfunct1ona1 since

‘it can promote creat1v1tx§; d 1nnovat1on, a]1owﬁng the organtzat1on to

attend to different goals at d1fferent t1mes --.as long as d1srupt1ve

conflict is minimized Socia] 1ntegration is v1ewed as including both
1ntr1ns1c and extr1ns1c factors wh1ch contr1bute to JOb sat1sfactwon

The emphas1s is - to get peop]e to funct1on in their role 7d2ﬁﬁ

understand each o;her s roles. The 1nterdependence of tasKs in more

spec1a11zed organizations f creates a need for coord1nat1on This

coord1nat1on occurs through both forma] committees and task forces, as -

well as through the informal nefwork. S1nce adaptation vtoz‘the

environment - is crucial (to understanding organizational -behavior,: the

'organization must engage.ﬁn searchiprOCedures, deal with‘uncertainty,

e
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and structure itself to meet the demands of the environment by

continually ”negotiacing””withlits-environment (Shorte1l and Kaluzny,

1983: 22-29). - = o)

Organizational Chanoe -4t
Accord1ng to the open ratwonaT approach, organlzat1ona1 change can occur
from w1th1n or w1thout the organwzat1on - dependwng on the nature of
tasks, peop]e, and the environment. »For, examp]é accord1ng to Perrow,
"manipulating the structure,'ana1yzing the goa1s and grasp1ng the nature.
, of the enVironment are more practical'and efficient ways of dealing with
organizational problems then: trying to change human behavior directly

.. (Perrow, 1970: vii).

Kaluzny and Hernandez (1983) have identified three explicit models of
change ‘based on the work of Alison (1971) and Elmore (1978). The three
approaches are: ¢

s

(1) the ratwona1 model, wh1ch assumes that organ1zat1ona1 performance
« can be def1ned unamb1guous1y and that ~activities w1th1n the
organ1zat1on can be. planned or systemat1ca11y effected to enhance

“the var1ous aspects of performance - a
. 5,

Dagt NN
"4

(2) the resource dependency model which conswders the effects of.

Aenv1ronment on 1nterna1 ‘organizational procegf> S 5nd the manner in

AY

wthh t e organlzat1on-adapts to and manages 1ts §nv1ronment and X
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(3) the population-ecology model, which views organizations and their

“change as a resuit of an unfolding of larger events within the
‘ ' ' : S
environment and external factors as selecting those organizaticnal

characteristics that best fit the environment.

Since the open rational approach views change in organizations as a
rational process by which the - organizatioh “meets  the needs
opportun1t1es, and 1fmitations generated in the env1ronment by adapt1ng

its structure according]y,,three types of change are perceived.

(1) Technical change involves some modification in the means by which
the' normal and usual activities of the organization are carried

out;

(2) adjustive change involves a change in the organizational goals ard
not in the essential means; and :

PR 4
(3) adaptwve change 1nvolves ¢hange in both the means the organization

uses to reach its end and a]so in the end themselves (Ka]uzn/ and

Veney, 1977:_14){

Kaluzny has identified four hasic stages in the change process.

_ v , s

(1) Recogn1t1on or diagnoses-. of ~a problem Aby A brganizationél

part1c1pants who perce1ve a gap between what the organ(zat1on is

current]y doing and what it should and cou]d be doing;"



26 ;

the identification of a posstbis course of action to narrow the dap

between action and the desir:s performance;
implementation of this action within‘an organization; and

adoption of the implemented change (Ké]uzny and Hernanqez, 1983:

387).

‘o

These stages ar not necessarily sequential, since more problems maf/b@

recognized than solutions identified, more solutions may be identified

than are actually implemented, and more solutions may be implemented

than are finally adopted (see Kaluzny, warfeh, and Zelman, 1982: 212)..

Organizational change within the open rational system 1is yiewed'ffom

-three perspectives.

(1)

The tehavioral process perspeptive, K~hére' mapagers "seek  to
re-align interpersonal “relationships based upop - a pormative
definition ‘of the éociaT-psychologica]' conditions required. for
appropriate system functioning" (ka]UZny and Hernpndezd 1983

389);

the structural perspective which views the structure of
organizations as the primary féqtor involved in organizational

change (1983: 393); and
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- (3) the cont1ngenc; \perspective which recogn1zes that the internal

A Rl

structura1 énd process characterwstxcs that are appropztate 10

J

fac711tate change will vary depend1ng upon the natwre of the tasks
be1ng performed (W1e1and-and Bradford,"l,Bl), the type of: change or

Tﬁnovation being cons1dered and mtts"dttr]butes;-GBecker, 1970;

bt 2

Nathanson}and‘Morlock 1980 Meyer 1982) the type of organization

initiating change, and the stage of the fhange or 1nnovat.on‘

<

process (see Kaluzny and Herhandez: 397 403)

e . PR 4

In each of these perspect1ves, organizationaﬂ ﬁchange pccurs when “a

performance gap, is perce1ved between how, the organ1zat1on is perform1ng.
and how the managers’view”the.organ1zat1on shou)d be perform1ng..g€hange
FoHows a rational process of: problem c1agnos1s idéhtif%cation’of the

posswb]e courses of act1oa, 1mp1ementat1on of ‘one course of action,
(.
'1mp1ementat1on of one or more solutnons, and adoptqon ‘of a f1na1;

J

so]ut1on The entwre process 15 mon1tored and the results eva]uater1

against exp11c1t1y stated cr1ter}a This process usual]y targets . exther

4

the behav1or of 1nd1v1dua1s (organ1zat1ona1 behavmor) or the structure

of tasks and re]at10ns w1th1n the organ1zatlon (organir—tﬁona1 design)

’ R
1
. \"l'

as the mawn focus for the change

<
[

. B ) . ' 1.
° ! . . ; « ! oL B Lo & A

‘ ‘ v LR ,fp#‘
The"contingency 'berspeCtive ¥dcuses atténtion Lon thet re1at.onsh1p
¥ "t: s

between - ‘the sub units 6f an organ1zatTon and the task env1ronments in
l'

wh1ch 1t must operate to ensure that the orgenwzat1onal behavwor and

v

structure. are adequate]y compat1b1e with the requ1rements of the var1ous

env1ronments. A1 resources -- both human and mater1a1 <= are v1ewed as

elements of the organ1zat10n wh1ch can be rat10na}ﬂy changed nd

: . . . v
. . . ’ : oA
9 . * X R
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manipulated for the best interests of the organization. In other worgs,
what is good for the organization is good‘fOr its resources.

In short, those  applying the .open ‘rational ‘system approaéh to’
organizational change view this change as ‘a rational process towards
ends which are determined or influenced by external as well an internal

factors. The change, which may be technical, adjustive and/or adaptive,

v ﬁgoes four basic stages cu1m1nat1ng in 1ts adopt1on, and may be

viewed from behav1ora1 structuraP or cont1ngency perspectlves

I4

» S . R

The 09é§ Natural System - ﬁé_ . f“ ' R

" The natural open sysfemAemphas1Les Lhe maintenince of the organ1zat1on
rather than the ratwonal atta1nment of goals. Similar to that of a
biological organism, the goa] of the organization is to successfully
recruit .resources from its env1ronment in order to 5urvae :,Th%'t
structure of the orgahjzation 1tse]f is viewed as a result of thei
organiza;i;pa] participants' political struggles for 1nf1uence and power
over these resources, rather than solely as a par* of rational
' organ1zat1ona1 design for the purposes of goal atta1nment (Shorte]] andi
Kaluzny, 1983. 25). Proponents of this approach 1nc1uae the strdtegic
cpntipgepey, political negotiation, and resource dependence approaches
of Hickson et'a1. (1971), March and Olsen (1976), Pfeffer (1978), and
Tushman and Nad]er'(1978) It also includess the "Popp1ation'EcoTogy“

"approach of Meyer (f977) Hannan and Freeman (1977), and Aldrich (1979)

- . . IO
¢ ) -
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This ’surviya]-of-the-f1ttest' approach suggests that over time the
environment selécts out certain organizations for ‘succes?"faﬂure‘

.since organizatidns have only a Vimited ability _adapt  to

environmerital- pressures. Thus, when environmenta1'pressures increase,
'on]y the strongef, mdfe'dominant organizational forms survive. A key

E)

\} feature of the1r surv1va1 Js the1r ability to find certain "niches"

where they enjoy comparat1ve advantage over thewr compet1tors in the
%

3

%iézphang1ng c1rcumstances of the marketplace (Shorte11 and Kaluzny, 1983

IR .
. ~_f

infganjzational Issues o N\%

-

v - >

4

Survival then,' not effiCdency,f is the Novera11 .objective. To be

effective, the organ1zat1on mﬁst take~1nto cons1derat10n political as

' we11 as economic transact1ons in. order to surv1ve Conflict is v1ewed
: ® 4 Lo :
as a natural‘consequence of the'1nte¢na7 negot1at1ons over power as_the
A} T .

s e o s o
organ1zat1on endeavors to balance ~4nterna1 political considerations

wh11e meeting the. requ1rements of the task environment. The informal’

system of relationships among 1nd1v1duals and compet1ng groups are the
P ~ :
main focus for soc1a1 1ntegrat1on, mot1vat10n,,and coordlnatwon within

the organization as coa11t1ons develop and’ become dominant through
nggotiation and bargaining. . Thus, managers must endeavor to manage
both the organizationts interna1 structures -and -processes, as well as
the organ1zat1on s environment (Shorte11 and Ka]uzney,i 1983: 25-29)f

\"‘

Leaders in the organ1zat1on therefore must, be pro ~active as well as
-
reactive in both the1r intra- and 1nter organ1zat1onal env1ronments
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From ‘this perspect1ve, thg,effectwveness of an organlzat1on becomes a
socio-pnlitical question (Pfeffer and Salancik, 1978: 11). Surv1va1 is
difficu1t.beéausé the environment has'become increasingly compliex and
politicized (Scott, 1981: 131). Some typés‘of organizations operate in
hiéh]} institutionalized environments in which it is more important to
conform to externally imposed rules than to produse outputs efficjenf1y
(Meyer‘ and Rowan, 1977), while other organizations operéte 1ﬁ
'env1ronments in wh1ch coa]s are amb1guous and techno]og1es are unclear
(March and Oisen, - 1976) The power processes within this perspect1ve

are very comp]ex since they may 1nvo1vq.poss1b1e alliances both w1th1r

the organization as. well as w1th those external to the organ1zat1on as
'

the organization itself endeavors to survive. . ’
" & ' '

Organizationa: Change

. ) ¢
Th€ purpose of organizational change within this perspect1ve then,. is

to enable the organ1zat1on to survive. Pressures for _ange come about

both through external demands and internal political adjustments to

those demands (Shorté11 and-Ka]ﬁzny, 1983: 27).

The allocation of power Tecomesva critical element of change. Power
within the organization must ‘be employed. in such 3 way that. the
organization is perceived by the members of societj‘as responding to the

needs it was designed to meet (Scott, 1981: 291-336). According to
A]drjrh (1979), an exa%inatjpn of thé'historica]-recprd‘by~socio1ogists,
f historians, anthropo]ogist:'and others reveals the importqnge of‘these
community and sbciet§1 perseptions ‘to tﬁe incéptisn and survivé] of

PR ¥
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organizations. "Social movements, changes in societal yalue$,

cross-societal dtffusion of ~ innovations, and the incorpdtation of
peripheral areas into the world .capitalist system -(Wallerstein, i974)1h
have had -major 1mpacts on the proouction of nen types of organizations
- and the transformation of o]d ones" Q}drich 1979: 21). For example,
many of the largest and most 1mportant United States government agencies
were created in a burst of activity during the 1930}3, apparent]y as a

response to the crisis ‘of the Great Depression (Grafton, 1975).

!
/

/-
Once organ1zat1ons are estab11shed however, they méy contnnue to remain
in the1r original area of production, adjusting 1ncrement%11y to the
vfr1ous demands of the task env1ronments, or they may use the power
resources of the organ1zat1on as a means of meeting ent1re1y dwfferent'
societal needs ("transformation").  For examp]e, 'the Young Men's
FChr1st1an Association was transformed from a re11g1ously or1ented soc1a1
movement to a youth service organ1zat1on after be1ng transp]anted from
London to'the Un1ted gtates (Za]d 1970). Accord1ng to A1dr1ch "the!
'greater the identification of leaders or managers w1th the rerrds of )
their - pos1t1on as opposed to the goa]s or® output of the organ1zat1on,
the more open they are_ to the changes enhancing the survwval of their
Organization.‘ Transformation is /one possible outcome from this
commitmgnt, and it thus need'not be a 'planned' change" (Aldrich, 1979:
217). However, transformation as opposed.§p inchemental change, is not
an option open to all ohganizations oecause opportunities within their
environmental 'nichest are 1tmited by the ava11ah11ity of resources apd

™~

the state of existing technology (Aldrich, 1979: 217). B



" JvOrgan1zat1ona1 Chdnge according to this - approach, ~thent>:invo1ves

. 1nterna1 cont1ngency wadggstments or: poTiticé] negotiation ’-and*'

s

accbmmodat1on However, s1nce those who ‘can most 1nfﬁuence the g;pe,

.

, 7'pace, and d1rectwon of change at one po1nt in t1me may not be most

-«

1nf1uent1a1 at another po1nt in time as the organ1zat1on s environment
ehangés according]y (Shortell and Ka]uzny, 1983: 27), change is not
perceived as occurring in a planned, rational manner.

’

The exponentsxof all four of the above perspectives view organizations

as realities which exist external to individuals and which evolve either

)

rationally or naturally towards either an ideal type or in requnse to
internal and external pressures; in genetal, they define organizations
as social ent1t1es or ’co11ectiv1t1e; that have developed JformaT
-procedure§ for regulat1ng relations between the " members and their

activities (Abercremb1e, H111,_& Turner, 1984: 91).

0



CHAPTER 2. «

’

HUMAN SERVICE ORGANIZATIONS

Types

Human service Qrganizatiohs have beén distinguished from other types .of
crganizations by‘their primary function “to define or alter the person’s
behav1or, attrwbutes, and scc1a1 status 1n order to maintain or enhance

L]

. his we]]ebe1ng L (HasenfeWe and Eng]1sh 1975. 1).\‘ 

LN
-
P

According to Hasenfe1d' and \Eng?ish (1975), these Organizations ahe

differentiated from other bureaucracies by the fact that thefr input of

@

raw material are human beings with specific attributes, their production
outputs are persons processed or changed in a pre-determined manner, and

their genera1 mandate is that of'” erv1ce ‘5. that is, to;hwintain and

improve the general well-being and functioning of people.

-

k@n _order to f111' this.“mandate, management' in each organiz&&ign'

1dent1f1es a target clientele and- the type of sexyices that will be

delivered. . Thus, the nature of the c11ents served and the type of

.'service provided are cruc1a1 for the understand1ng of these -

organizations. | N e

-

Hasenfe]d and ’ Eng1ish (1975: 4-6) have diVided human service

organwzat1ons 1nto four types, dependwng on the types of c11ent< served

and the predom1nant funct1ons (serv1ces) de11vered C11ents are v1ewed

as ranging from normal funct1on1ng to malfunct1on1ng, and serv1ces as,

D
S ‘ . 33 \ “.’_n
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o peoplé-process1ng"

*. conferring upon

. 34
rang1ng from people processing to people- chano*ng The following table

gives examp1es of these types.

e ‘ 1*: . ~ PREDOMINANT FUNCTION
» People Process1ng ‘ People Changing'
TYPE OF. . Normal Type 1 | Type 11 CLIENTS
" CLIENTS - . Functioning + University - : Public School
, i Admissions Office - |. Y.M.C.A.
B _ " Malfunctioning - Type III . | 4 Type IV
~ a . Juvenile Court 4 Prison

D1agnost1c C11n1c *l " Hospital

Table 1. A Type]ogy of the Function and Domain of Human Service

*+ Organizattons (adapted from Hasenfeld & English, 1975: 5).

The categorizétioh of the normalacy‘ of the’ c]ients served by an

organ1zat1on (though somewhat prob1emat1c since the client group may

v1ew thGTP norma]acy d1fferent from the public at large) reveaWs a

4
fundamental prob]em. that human service organ1zat10ns ©hcounter in

definihgmtheir”domain --/depéndehdy on a public definitions regarding

the dégrée'pfv“narma1acy” of the clients served (Hasenfeld, 1975).

.

& .o

, Hasenféld,(1972) has also differentiated two predom1nate functions .of

s L4

human serv1ce organ1zat1ons -- peop1e process1nguand peOp1e chang1ng

Those in. ﬁeople chang1ng organ1zat1ons endeavor to a]tervd1rect1y the

) e4attr1butes. or, behav1or of their clients through the app11cat1on of

(o

~
varwous- mod1f1cat1 n and-  treatment . techng1og1es Those in

A

rgan1zat1on§ attempt to change the1r c11ents by
4

e

. ¥

! \/l‘

Hhem a public status and rea]]ocatwng them'ln a’mew set,
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of social circumstances through ™ the utilization of a

classification-disposition .system. Those in this latter 'cateaﬁry of
organizations are the gate-keepers which may provide -a- triage function

- for the people-changing organizations}

Vinten (1963) has identified two major types of people-changing
.organizations -- . socialization and treatment agencies. The
| sogialization drganizations seek to ~p?eparei individuals for adequate

performance of their soc1a1 ro]es It is generally assumed that these

persons are motivated to change and that the éessent1a1 task is to
provwde appropr1ate learning opportun1t1eJ for them as the move a1ongl

normal development grad1ents. Th1s 15 %1m11ar to the type II category

) ’ o ~ . - . J”
above. Treatment organizations,:: according to Vinter, endeavor to

reso]ve problems of dev1ance The clients are regarded as possessing
defective attr1butes or ‘as 1mproper1y |not1vated and or1ented Their
~—

behav1Qr is disapproved and v1éwed‘@s abnormal. - This is similar to the

type IV organizatjon“in Tabﬂefi above.

The goa1s of both types ~of “human. Service organ1zat10ns are highly
normative. The class1f1cat1on and d1spos1t1on of clients of the

N
people- process1ng organ1zat1ons requ1re a large Judgemental compenent;

while ' the gre]wnqu1shmenﬁ of "non- conform1st pattern of conduct, ‘fhef

,—

q]§appr0vawiof the client's Ma1ues, and the perceived deviancy of the
identity of the client assumes’a knoﬁ]edge'jfglhe public's norms.
This large normative component,'which underlies the définition of the

- goats for human service organizations, the utilization of .technologies
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which rely heavily ”an individual = judgement and a Satisfactory

c11ent staff re]attonsh1p, the strong_ influence of the social m111eu of

the clients (Hasenfe]d. and English, -1975: 100) all 1ncrease the

. influence of the organizationa1 env1ronment on human . service

L

C (2)~-raw'mater1a1, and

~following areas:" =" . R e

1) goal definition,

organizations.' In addition, most of these organ1zat1ons are non- profit

-and-typica11y de‘1c1t-operat1ng agencies. Consequent1y,,the ‘ability of

+

'mosO human serv1ce organ1zat1ons 10 produce prof1t' which- ean then be

used to purchase extra resources is. normal]y non esttent part1CU1ar1y

®

those organ1zat1ons that focus on persons who do not have the ab111ty to _:

€

earn an income. Thus, -these organ1zat1ons are 11ke1y to be dependent on‘

externa1 sources for the procurement of the1r resourcesi cneat1ng a

’strong state of dependency Qn components of ‘their externak ehv;ronment

, N

.

more appropr1ate as a- means to descr1be and ana]yze these organwzat1ons

-
~

i N

;(3)y technology. -

E]

Goal Definition.y

The output goals -of human serv1ce organ1zat10ns are prob]emat1e and

“ambiguous (Hasenfe1d and tngltsh 1975: 9). . The goa]s are pr1mar1]v

a

7

The unique;aspects'iffhuman'serv{ce.organj;ationsAare_de1ineated in the

’f The open systems approaches of organ1zat1ona1 theory, therefere, appear ’
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commitments to certain values, .norms, and ideologies, rather than a

concensus as to the 'business the organization is in.' In fact, the

. expectations of the organizatiif‘from the various coﬁponents of the_tasL

environment may well be in conflict. For example, the client population

may’havé_expectat{ons of the organizatfonvwhich may partﬁa11y contradict
the expectations ‘of the funding agencies. This -may result in an
forganiza§1on pursuing multiple goals to appeasé _the conflicting

1nterests For.examp1e,'Vinter and Sarri (1966)~stud1ed £hé'1nfoEnce

of - compet1ng groups on the def1n1t1on of the .goals for a Juven11e court

The -po11ce, public schoo]s, professional and. human1tar1an c1t1zen
-g;oups, th¢_1égislators, and parents all had d1fferent-eXpectat}ons of

* the juvenile coyrt.
" o <

)

Pursu1ng mULElElf goa1s can resu]t in problems of 1nternal 1ntegrat10n

’ i

as we]J as '19 re. -.ng goa] d1sp1acement (Perrow, 19617 w1th1n “the
.organ;zatwon - If, on Vﬁhe “other hand the defin1t1on7'of - the
organ1zat1on 'S outout is 11m1ted in accordance WTth the expectat1on of
the 1nterest group upon which it is most dependent (for example, its

PN

fund1ng source) the freedom of the organ1zat1on to respond to new

-~

“‘ex1genc1es may be’ narrowed (Hasenfe]d and Eng11sh 1975 1i).

v

Si nceihw%; r’&

O Ak -
raw. materﬂﬁf, ‘(; human be1ngs, each of whom may have d1f%&rent

ﬁexpectat1ons and va]ues Acconqgng to Levin and Roberts (1976),'c1ients

create the need for the service. This need,ogcurs when the client's

e



1eve1 of funct1on1ng becomes s1gn1f1cant1y at var1ance w1th his standard

of functioning (1976;. 9). As well, the client's. 1eve1 of functioning

'may"a1so' be ’defined vﬁ. &%he Judgement of proress1ona1 staff who

themselves may have different or1entat1ons and values (Hasenfe]d and

English, 1975; R1tzer, 1977; Larson, 1977 Johnson 1972; I]Iich; 1976;

Friedson 1971‘ 1985) wh1ch 1nf1uence the1r def1n1t1on of the c11ent s .

ab111ty tb manage these needs (Ho111ngshead and Redlich, 1958\ Jh1s

égay put the cI1ents at” a distinct d1sadvantage, forcing them to engage

- in protect1ve strateg1es (i.e., games -- see Berne, 1972), take- thenr

38

bus1ness eTsewhere (i.e., 'exit‘\ or 'voice their. concerns via ‘the .

. ‘p011fjfa] or 1ega1 process (H1rschman c997Y

“The tasks, or1entat1on, and standards for each of these professuﬂ% are

_estab\mshed and mon1tored by profess1ona1 assoc1at1ons externa1 to the =

human service organ1zat1onyjtse1f‘(B1au.and Scott, 1962,

—

ershey, in
Sommef , - 1969; Freidson, 1970; Scott, 1982)-and also may b 7at odds with
the. bureaucratic orientation—of the organization (B]ad, 1956: 74LZ9)£

=

)

Idea]]y, the human service: organ1zatxon will be perce1ved as sat1sfy1ng.

'the needs of both c]wents and members or, the hfganlzat1on (Benven1ste,

1977 50—58). To" ach1eve th1s, the organlaatnon must ma1nta1n an

ideological system:which provides 1ts staffgWith reference

et

aid them in coping’ with the 1nev1tab1e mo:il//ggmggggﬂis
decision- makwng processes (Goffman L961) Thrsp'» a functt\n

ints which:

'Athe organ1zat10n S stage of deve1opment (Perrow, 1961; Gneimer, 1972)d

and the dtrectwon set by_ the execut1ve} leaders of thej.Orgaanatjon‘

through the definition of its mission (Selznick, 1959) Qelthough'someb



: 3 9
quest1on the effectwveness of th1s leadershwp in rea]ly changing the

organ1zattont(eg., Jansen, -1978; Whyte, Jr., 19565 Scott and Hart, 19 :

161-177). R

Technology : o v E B A
. : v 4
The .technology of human service organ1zatqons is usua]]y 1ndeterm1nant

o It . consists of procedures de51gned to transform the raw mater1a1 from

one state te another 1n,a pre-determ1ned'manner (Hasenfeld and Eng1jsh,
1975). In bthese organizations the outcomes 'are somewhat"intangib1e '
(s1nce they depend to a 1arge degree on “the percept1ons of the c11ent’
group and staff), the degree of atab111ty and 1nvar1ab111ty ot the ‘raw
F‘Naterial'.1s 1ow, and the degree of completeness regarding the knowledge
about cause- effect re]at1ons in the 'raw material' 4s 1ncomp1e{e (1975:
'13)  The technp]ogy in human ‘service organizat1ons, therefore, s
.main1y non—routine (Perrow, 1967 1970; Datt 1983' 158—109) and thus
- requ1res ;:ofess1ona1 expert1se and J@pgement Thws, in turn, requ1res“
comp11ance by the c11enti(Etzjon1,_196l Hasenfe?d and English, 1975;
‘Scott and Hart 1979, Jansen, 1978)'and a sense of @onf1dence-ﬂn_the
' degree’ of protess1ona112at1on of the professwona1s involved (Foote and

S
Hatt :1953; Stinsdn, 19695 Krause, 1982..70—/1),

To compensateefor the‘indeterﬁj:%ncy of the technology, 1ntake poljoieslA
~are deve]oped w1th1n humaockéervice organ12ations .which Stereotype '
clients. l Even w1th these: screen1ng procedures in- p]ace, the body of
know]edge about cause- erfect relat ions. available to those in mostlhunazgﬁ

serv1ce.'organ12at1ons is part1a1 and 1nconc1us1ve (Hafenfe1q and




EngT1sh 1975:¢ 14), particularly when  the main focus of “ these

\

organ1zat10ns is on the non- phys1ca1 attributes of the persons being

‘.vprocessed and changed.

.2

AR I RPE A o
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- In short those mon1tor1ng human service organ1zat1ons 1ack re11ab1e ‘and

valid measures of effectlveness s1nce effectwveness is determ1ned by the

ot

degree to wh1ch and organwzatapn ach1eves 1ts goaTs Effect1veness is

'

~also d1ff1cu1t to determ1ne $ince. both the actua] outcomes and the goa1<'"

themse]ves are unc1ear or even contrad1ctory (Perrow 1970 134-140).

‘
s

vooe
o
v'V
e

The eff1c1enty (a €. the cost per unwt) of human serv%ce organizations -

ra

15 a1so d1ff1cu1t to ca]culate since. the unit of product1on is unclear

. ﬁ

due to<the fact that these organlzatwons dea1 wwth soc1a11y defined

products.'

! - ) . :~ 'I : B ) ) .
» These organ1zat1on$ ‘may a]so experiehce“ more <conflict since the

'bus1ness they are in sﬁmy be unc]ear or perce1ved d1fferent1y by the

d]fferent personne] carry1ng out the dffﬁ&rent tasks o¥ the organwLatwon

r

:'ff who may a]so 1hteract with d1fferenb task env1ronments and operate from

dlfterent profess1ona1 parad1gms”;:For examp]e, the meané' or1entatwon

"} of profess1ona1 managers wh1&hﬂﬁequ1res servwces to be ‘delivered within

<

,:;}%f the ftscal reghurces and §g§pe of and” organ1zat1on may be at ocds w1thi

. F
"i lf

the c11ent or1entat1onzbﬁ the persona] service profess1ona]s (Ha]mos,_

1 g a

‘1f‘ 1973),:whose, a]thu1gtﬁt' gropen51t1es (Goode, 1969) and -professional




. oy f ,;‘., . S AT,
: 6 R

culture (Ritzer, . 1977) require .that the needs .of their ‘¢lients. be
. . 4 A . . - . E g

»

paramount.

.}J
Y " O

r Sy
v . ,"
-

The soc1a1 mtegratwn, and. motwatwn -~ of starf ‘wit‘hin-‘_*ﬁese

i
- I

4 v
orgamzatmns emphas1zes thew ines and pers&an skﬂ]s smce th"e1r_

.

- role estabhshes the1r§’ author:ty and thew penéona'l -and, profeSsmna]

,&ﬂ]s provme the maJor techmcal component .- Prob]ems of 1ntegratmn

l ,‘ .

acknow]edge or d1sagree w1th the parad1gm used by other profess1ona1s to

j

. } -' h ’
preva]ent between the '1mpersd’na1 servwces pmfesswonals such .as

roo.

adm1mstrators and accountants and - the persona] servme profess'ionals‘ B

(Halmos, 1973) A 5 ’; S ", ‘ .
§ . ,’ - ~,‘ e ‘ | ‘ . < \.
‘( . ~ - - . —,,» :' . ' .

K / )

These d1ffemng parad1gmat1c apprOaches can also cr?a—v/e\ problems wwth

y coord1nat1on w1th1n the orgamzatmn ' Norma] funct10n1ng hCJhents p]ay

Al 4 )

ah important part 1n the coordmatwn of thexr own: services. However

'professmna]s must en5ure the coordmatmn of\xhe more ma]functlomng

-r

chents through appropmate procedures and po11c1es wh1ch aHow for both

formal and emergent pracesses. - . . - 2

Lo
v

. . . - -

The mamtenance (adaptatmn to envwgnment) - of human ?serv1ce
p . ,

1dent1fy problems and dea] wwth cz‘hents , Aga“m this rmay be_ vmore<

’,’w arise,l however, when the‘vamous professmnaTs e1ther faﬂ to -
i P

Koyt

g

'.-orgamzatwns' rely heavﬂy on': the perceptmns of -the degree to whlchf

they are meeting the needs as defmed by fundmg soUrces, chentele ‘

“staff, and the ,vam@us. components of the task envwonments (je:,

professional associations). Levm and Roberts (1876) hav‘e_su‘mmari'z'éd“‘.

- . * . 3

"
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the. impact of these components on the human service organization in the

42

- . . [N

t?o]]owing figu?é: : , _ . . -

4

THE ENVIRONMENT

- PROGRAM® l ' | o . CLIENT

s

STANDARD OF

STANDARD OF : |

CFUNETIONING | . - 4//////),////”’a FUNCTIONING
R - CCLIENT | 1
% l o éiiffff;”,,/<”ff’FUNCTIONING Y

' ASSESSED . oo T CGLIENT

NEED : o | > NEED FOR
SERVLCES ' . " SERVICES
\\\\\S RENDERED o :
RESOURCES o _ e :
: 'APPORTIONED | . N
RENARD v///(
FOR SERVICE N ~
SERVICES
- SOUGHT
RESOURCE
AVAILABLE :
v SERVICES

- " DEMANDED

Figure.3. A General Theory of Human Service Delivery
(adapted from Levin and Roberts, 1976, p. 22)

Q.

Th1s f1gure shows that a change in any of these components, such aS\

reductwon in the resources ava11ab1e or a change in the'percept1ons of

servic%s system.

Q?génizational Change

o

Organizational change within human service organizations is ctomplicated

) .
by the fact that these orgarizations deal ™ with perceptions and

$ocia11y-constrdtted reality (i.e., pertejved'socja1 relations whichare

-

]

’the outcome of the seryices rendered, could eventua]ly impact the entire -
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a3
based on over arch1ng values that are ‘shared by everyone and proved a

focus. for sdcial organ1zat10n [eg., see Berger and Luckman, 1967]).

Scott and Meyers (1983), in fact, “have argued that forma1 organlzat1ona1

structures are the result of two diffdrent ‘types of. environmental

pressures and' pg,cessesﬁ "First, complex technologies and social

~
~

env1ronments wiﬁh* comp]ex exchanges {(such as. markets) foster the
deve]opment of rat1onaf3 iﬁi bureaucratic - organlzat1ona1 structures to
eff1c1ent1y coord1ﬁ§te gchn1ca1 work (see Thompson, 1967 Ga1bra1 th,

/

1973). Second, 1nst1tut1ona1 structures emerge that def1ne given types

. e ofrroles and programs as,rat1ona1-ahd legitimate. These stfuctures in

turn encourage the development,of'specificvbureaucratic organizations

"+ that ihcorporate these elements and can conform to these rules (Myer and

" Rowan, 1977) " +The emergence of the factory reflects the first process,

and the emergence of human service organ1zat1ons reflect the second.

..

Figure 4 below il]us}rates these prbéessés.

4
_ Buffering from ' o ‘ ~
_ “environment \\\\¥\ 4
‘Technically complex Efficient coordinative N
environments—————————é structures’ . Social support

. v : _ resources,
‘ N : S - success;, and
3 Q e S . .
' aéﬁ;' v , survival

Buffering from
. techn1ca1 act1v1t1es

. -
. Institutionally ‘ Inst1tut1ona11y
'~ elaborated - conforming structures
: env1ronments_——*_—_—_5

iﬁjgdre_4. Inst1tut1ona1 and Techn1ca1 Theories of Organization
o Structure (adapted from Meyer and Scott, 1983: 47).

©
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Human uskrvice otgaqazaﬁ%ons, i?re -d§§e1oped in response to the.
i

,1nst1td§igﬁ§§1y e]aboraﬂbg éhylronm§n£§<§§$c% in turn,_are 1egwt1mated

by the under1y1ng va]ues ok mogern s&tggﬁy as expressed through a

cultural perspect1ve John Meyer notes, for examp]e,- that 1n less

ation .

developed Soc1et1es, w1th 1ess 1nst1tut1ona11zat1on of rat1on?j”
v gAY

s

: .
out51de organwzat10na1 forms, there are 1ess formal organwzat1ons, and
Y -
-that the formal organizations thqt do ex1%t are’more highly rat1ona11zed
y o 'QQ" Y % )

q(Meyer and Thomas, 1980). S e
- N

In modern seciety,‘Where the rise of modern organizatioh'tn theteconomy
~and state'has'been,greatTy facilitatedbby the monetarizatton of‘values
(Meyer 'and‘ Scott 198§Jl“é66) the same environmental fagtgrs which
fac1]1tate the expansion of forma] organ1zat1on 1nto more and more
domains of soc1a] Tife entgr into the 11fe of these formal organ1;at10ns
themselves -- requ1r1ng them to meet goa]s extraneous to the1r or1g1na1
purpose. THus, Meyer concludes that "1t is- exact]y this rat1ona11zat1on
of so many aspects of society that Timits the rat1ona]1ty of formal
‘organizational Structure: modern formal organnzatwons are built around

the acknowledgement of the external legitimation, definition, and

_lcontrol of their internal progesées“ (Meyer and Scott, 1983:’269).

In modern Society; almost every aspect of rationa]tzed ohganizatiena1'
structure comes under ex0genous '1nst1tutiona1 'cohtroi.' For example,
.orgahizatians are penetrated by 'po]ittéal and citizenship ruaes,
0c¢upationa1 groups and highte‘suth as those prdBosed.byfprofessﬁonal
associations and institutﬁonalized-bodies ofhknowledge. According to

»
Y

Meyer, this results in these ohganizations losing their clear structural
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rationality because of the institutional definition of mu]t1p1e and

. incommensurable purp%?es-‘ sovereignty becomes plural and _unc]ear, as
d1ffereh2 external forces exert part1a1 ‘c1aims;A the means-ends
techno]ogy becomes qommon knowledge or under the control d;‘part1cu1arb
1nst1tut1ona11zed sciences or occupat1ons, Hﬁﬂch are externaﬁ to the

contro] structures of - the ozganization; human resources are defined and.

".'

c1ass1f1ed outside the organwzat1on 1tse]f by citizenship rules and bv
educat1ona1 and’ occupattona\ credent1a1s, and material resources are set
under externa] def1n1t1on and control by scwent1f1c and po11t1cal bodies
(Meyer, 1983). o ~i . T ‘
: ° _ L
‘Since formal organizations in modern Western society'%usthadhere to ‘the
standards generated in Other‘organizations, they theﬂ%fdre‘become‘]ess
rational (i.e., 1ess means- -end oriented). Th1s app11es to- modern human
service organ1zat1qns as  well, wh1ch may deve]op a . "shadow
rationaltzation" (&n abstracted form of r nalization that contains,
as elements, institutional def1n1t1ons more than the realities that are'>
presumed),A and profess1ona11zed functions _(g1v1ng authority to
societyéwide or worldwide occupationa] groups). -They may also emphasize
"ritual appearances : s1gna1s to the external 1nst1tut10na1 world, the
1nterna] representat1ves of that system, and those externa] and internal
audiences concerned with the 1ntegr1ty of the. organ1zat1on 1tse1f that
both rational coherence and institutional conformity are in p]ace,- To
survive, these ordanjzations' incorporate multiple perspectives, re1y
less onldecisiqnemaking,‘andnemphasize commitnents to cooperation. This
results 1ndthese'modern organizatidns being less- a perfect machine or

s |
/ - o
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automatwon df an eﬁp11c1t1y rationalized structure, and more a political

al

and 1deo]og1ca1“system (Meyer, 1983: 265-270).

Human serv1ce organ1zat1ons respond to this 1nst1tut1ona11y eTaborated

»

envirogient,vf then, by 1ncorporat1ng the - resu1t1ng rat1ona11zed

-institutionai ru1es as trugtura] e1ements The effe(ts of this

1somorph1sm are depwcted in fo]]owwng f1gure o e ‘
Py 3’5’ S . A, > l: l“ ’ . '& l‘
J B ﬁ%eﬁ.. 0T structura1
¢ ﬁ# subuni%s . 5 ‘J;th “othay and from
act1v1ty ‘1wi-ﬁ' : ,
Isomorph1sm with an - ° - ' A
elaborated: 1nst1tut1ona1 - > R1tua1s of conf1deﬁceﬂ%_,.good

env1ronment <\ faith

The avo1dance of 1nspect1on and
ef@g9t1ve evaluation

J

Figure 5. The *Effects of Inst1tut1ona1 Isomorph1sm on 0roan1zat1ons
-(adapted from Meyer and Rowan, 1977) &

.
\
¢

These organizations therefore remain i a.lbose]y-coup]éd state where
'ﬁnstitUtiona1ized elaborated environment and, at the same timé, attend
to the- practical activity of doing business. Thus, a split occurs
between the officjal  and operat1ve goals (Rerrow, 1961) as - the
organ1zat1on endeavors to justify the cpnf1dence and good faith p]aced

in it whi1e.st111 avoiding effective evaluation which might undermine

this confidence.  This 'is partte;1ar1& true for human service

organizations.since they deal a]most entirely ‘with human. beings and

sacial rea11ty which may be more sub3ect1ve and abstract in nature

W

they are ‘both perceived as 'adherind to the‘ myths arising from the

Change within ‘tnese organ1zat1ons therefore, must be compat1b|e w1th‘

the valfles of the culture underlying the institutionally-elaborated
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environment (Scott and Hart, 1979); the po11t1ca1 1ssues of the day and

the technolog1ca1 advancements which are occurr1ng w1th1n thewr serv1ce

area. - ’ " y T o ©

"

Thus, as'societies deyelop morEQfﬂfméltsrganfk&ti0”5,-thé-OFQﬁnizati@”s“
‘themselves become less rational -in order to survive -- in the sense that

fﬂ?‘they mist incorporate into their structure the means to meet goals that
.are generated outside of their organization and which may have little to

do d1rect1y .with the _actual business of * the organizationﬂ The
, Bk
: d1st1nct1on between means and ends SO c]ear]y delineated in the rat1onal
open system, be ins to blur as the organization tr1es to adJus; the'

' pressures and standards developed by exodenous organ1zat1ons -- to the

_point whenaJQQQQE\may be converted 1nto ends and vice versa.

b
i

» & ) .
According to Scott and Hart (1979: 209)' "the precariousness of our age
has come about because of security of the great 1nter depend@nt system
of modern organ1zat1ons has takeﬁ%precedence over the realization of the

va]ues -of the individual ,1mperat1ve. Th1s is part1cu1ar]y ‘true for
human sehv?ce prganizations mhere the pub]ie is designated as the;prime
: benef1c1ary and where the central problem becomes maintaining' a
perceived responsiveness to the demands of the various pub11cs ‘and
interest groups with which they are concerned. To reta1n th1s_perce1ved
-resoonSiveness, human service organizations must adapt by taking into
account the relevant'socialy po1itiea1,band economic fohces which are
'tfpyoviding them with.both opportunities and constraints.

P
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Those employ1ng the fOur d1fferent parad1gms ment1oned aboye, however, .

>

“~-wou1d(v1ew organ1zat1ona1 change an human Zexv1ce organizations quite

" d1fferent1y - The funct1one11st§ perceive these soc1a1 po1itica1 and

®

i econom1c forces are therefore reviewed>as extergal rea11t1es ‘which must

w %be “dealt w1th by e1ther ad@gt1ng the human service organ1zat1ons to

'accommodate these pre55ures or by try]ng to influence or change these

¥

'-forces dh. the organ1zatlona1 env1ronment Those ut11121ng _the

>1nterpret1ve parad1gm “however, wou]d quest1on the status and ex1stence

of these contextua] forces other .than v1ew1ng them as the: soc1a1
a

-,construct1ons of 1nd1v1duals wh1ch have become shared through the use of

1anguage. Accent is viewed as oriented towards mak1ng sense of the" past

as ‘well”as the~future rather than oriented towards a future state thCh~

would reestablish the equilibrium between, theée¢‘forces and © the

.organization'(Morgan, 1980: 616-617). OrQahizationai activtty then is

viewed as a symbolic document (Ricoeur, 1971), This metaphor of text is

‘concerned with. understanding the mannper in which organizationa1

activities are offered, read, and_trans]ated3(Mann1ng, 1979).

-2

AN

Those/taﬁﬁizfng either the radical humanist or radical sthugturalist

1 ga?adigm_focus on the political and exploitive aspects of organfzational

‘ 1ife. Rather than viewingrfthe order in social life as.;dﬁﬁqadaptive

v\ o . : -~ - S
process or a preactive sociaT}construction, they perceive this order and

the organiZatdons which promoted as a consequence of a process ot,sociaTA
domination Those uti]izing the -radical - human1st paradtgm v1ewh‘?
¢ gan1zat1ona] members as prisoners ‘of a mode of consc1ousness wh1ch 1s-
sh aped and contro]led through 1deolog1ca1 processes (Habermas, 19/0).
These include the alienating aspects of;burpOSiue:rationajity (Marcuse,

1964), * the 1angua§e of .organizationaT iife (Cleeg, 1975) -the

-t



worsh1p of technology [&%ﬁon, 1974), and the .deo]ogy of work 1tse1fr

0

-
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fi,{“\(Anthony, 1977).

—-———

Those ‘employmg /fhé"\ radical structurah’st }paradigm }fi?érceive
organ1zat1ons as powerfu] instruments of dom1nat1on to be und'erstood as"-
o an 1ntega1 part of a w1der _process of dom1nat1on wwthm soc1ety as Ja B
whole (Braverman, 1974; Benson, 1977). Those in = control - '€’
borgan1zat1ons are’ viewed as utilizing 'ideological poht1ca1 and
“economic means of dominating their E%embers (Fr1edman, 1972}, and for
‘dorm'nating_ the w1der context in which they operate. This 1nc1udes that/(
aspect of N'eber\'__s theory which views bureaucracies as an irOn Cage"
“(Weber, v1946)' and‘-Michels‘ aha]ysis of the_v"iron law of vo]jgarchy”_ o
(Michels, 1949). s nt

-~ B3

~ The problematic for organizational theory emanating from those utiq] izing
both the radical humam’st and radical structurﬂist .paradigms; is to
&

.,penetrate through “the service appearance of 'the emp1r1ca1 world and

revea1 the | deep structure of forces "which account -for the nature,

gex1stence and on gomg transformatwn of organ1zat1on w1th1n the tota1~
world . s1tuat1on (Morgan, 11980: 620). Jhe focus, then, s on the
origins, pature*‘.and means of commumcatmg the soc1a1 poh‘tica] and

ecgiomc f'orces to whwch orgamzations must respOnd The prob]emauc of

those emp]oymg tge‘@erpretwe and functmnal paradlgms is based on

the assumptmn that these -forces represent an underlying pattern and.‘

,

order w1t?nn the soc1a1 wor]d Ihé “‘r‘o]e and funct1on of human ser\nce '
(e

| orggap?zatdons, therefore,( vs "to enable the processmg or chang1rg of

@eop]e to he]p themtt(‘ adapt to the consequences of these for(:es '
- ; ‘f. . R :
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Within the funct1ona11st parad1gm the 50c1a1 po11t1ca13 and econom1c

. ‘

forces are v1ewed as externa1 rea&1t1es wh1eh if not contended w1th may

'threaten the ex1stence of the organ1zat1on On the other hand these

\forces~ are also v1ewed as prov1d1ng these organ1zat1ons with

: opportun1t1es to deve]op further Ttils wnthin this $atter.context that ?

-

1T1chy S TPC Theorv hias evo]ved 1n order tor a1d managers to def1ne the

iaorgan1zatwonal prob]ems and a]ternat1ve so]ut1ons requTred to dea] w1th

these forces.- o R



CHAPTER 3

 MANAGING STRATEGIC CHANGE: TICHY'STRC THEORY T
E vaccording to Noel. Tichy _(1983)' ;thﬁ socia1,,.pofitica1t and heoonOmit
forces of the organ1zat1ona1 env1ronment provfde opportun]twes and/or
- ,constra1nts to organ1zat1ons Cultura] pd11t1ca1 and’ techn1ca1
systems are deve]oped by-¢he management of the organ1zat1or to respond
'_to these prob]ems and opportun1t1es.» Techn1cal_s;stems.are deve]opedfto
reso]ve product1on and: econom1c problems; po]tticai systems to res01Ve 3
fpower allocation problems, and estab11sh andAmawnta{n a new equ111br1um_

-
o)

within the organization; and -cu]tural systems to resolve prob]ems

" relating to the formation and express1on of vatues wh1ch are compatwb]e.
w1th the two other systems and wh1ch wou1d be most’ benefwc‘al to the
organjzat1on (1983::7-}4). 0rgan1zat1ons, therefore, "serve as soc1a1
‘means_throngh which péop]e,attempt to,accomp11sh.techn1cal, po]1t1ca1,
‘and cdltural ends® (Tichy, 1983: 117). s

The too]s w1th wh1ch man&gement can manxpu1=té to‘make.adjustmentsrin
. the_techn1ca1 political, "and ca]fura1 systems are 1dent1f1ed by T1chy
as follows: .m1ss1on/strategy, -tasko, presor1bed networks,i-peop1e,
organization prooesses, ~and emehgent networks 83: -117¥1195: In
Tichy's model, thehe'must be a reasonab1e amount of‘Fa)iénment' among
" these 1ntrasystemic cOmponents, as well as among' the Athreé gsystems _

‘ - :

’themse1ves, f an organ1zat1on is to remain effect1ve By a]ignment

T1chy means a ba]ance of the time and resources expended both w1th1n and

~ . e
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le- 2 below identifies each of the components

(o2

among the systems. Ta

within each of the three systemc.
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The techn1ca1 system of the organ1zat1on addresses productlon prob?ems _'

J

‘in the context - of env1ronménta1 threats and “opportunities. “The

managerial tools (i.e., organ1zat10na1 components) are used to arrange

2

social, * financial, and .technical resources’ in ,order to produce the

des ed output. To this end, managers engage %f !-act1v1t1es as goal
setf g; strategy formu]at1on, organ1zat10na1 g* iy and ‘the design of

management systems. This system reflects many of the attrwbutes of the

designed Wh1ih will meet env1ronmenta1 and 1nterna1 concerns, tasks are

' open  and c]osed rational perspectives. A m1ss1on and strategy is

d1fferent1ated accord1ng]y, coord1nat1on occurs through procedures and

administrative units, and personnel are selected and appra1sed accord1ng‘

to ‘the skills and Standards.requjredeby%the “job.

The political system is co¥cerned with the a11ocation ,of power and

f

resources w1th$h the organ1zat1on, the.managerwal tools are ut111zed to
1dentify;£he uses,to which the organyzat1on w111 be put and those who
w111 reab “the béneftts,- Activities"within this system include
compensat1on programs, ‘eareer uecxs1ons, budget decisﬁons,> and the

¢

formu\at1on of the internal power structure This system reflects many
; . _

,of the attributes of the .open and. closed natural systems where

organwzat1ona1 surv1va1 depends on the efficacy of the coalw@wons within

" the organ1zat1on, the 1ntegrat1on of individual asp1rat1ons with

. : s .
organizational goals and a ;re11ance on the informal network to

_‘supplement,formal'5nfdrmat1on processing in order to implement tasks.

L

" The ~cultural system is the_'ngrmative qlue (i.e., cu1ture) of the

V7

Al
i/



organization Thrbugh it, managers ']dentify the values, beliefs,

obJectwes,' and 1nterpretat1ons shared by the membershwp - This’ 1'n'<:]"udég _—

.
. 4

'1dent1fy1ng swhat va]ues should bé shared what obJethes' are v.orth_‘

striving for what be]kefs the members of the organuatwn should be,

committed to, and what 1nterpretat1ons of past events and current

0

pronouncements are'emost beneﬁcﬂﬁ“ﬁ‘or the orgamzatmn This systen

~reﬂects the normatwe attrzﬁ?:tes of both’ the open. and c]osed systems.

¥

Tichy argues that an interactive process oecurs between the organization
and environmental pressures. Since brdani_zations.operate in a open

system, other 'factors which appearv unrelated to- the organization may

/_,also ympact throughlvthese environmental pressu'res ('e.g.' histom’cé]

o
>

£ events, global trends,_market changes, 1ncreas€d compet1t1on, economic.

resesswons,'and so on). A1l of these for es’ combme to affect change in ‘

" the organization. F1gure 6 below portrays ‘this process.. . “‘

. o R - foee L »
. e L a

Wy
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4échnica1'Economic Pressures Political Pressures ;

Stagnation Lo - é.g - group politics

|- e.q. -

- declining: product1v1ty S - global 1nterdependence B

- service economy ‘ S - demands for participation

- information processing V - Y- equ1ty issues

_L_> - _ &Cdltural Pébssures . EA"’
- e.g. - demographics
. A - - individualism & co11ect1vxsm’
K 4 . ‘ - professional labor force
S I ' . - high expectations
\4
Inputs
Y ' ‘ | ‘;\
Mission/Strategy . ’
TaSkS \
Prescr1bed<r’////////////////;eop1e\\\\\\\\\\\slOrgan1zat1ona1
Network ‘\\\\\-\\\\\\\\\‘ Processes
) "‘.V_‘
\ Emergen / .'v
Network .
OJEputs _

Figurev6. Interaction between Environmental and Organizatidna]
i Dynamjcsﬂ&gdgpted'from Tichy, 1983)..

."e

Changes occ%§r1ng 1n¥E@ch' ﬁé;variables‘in figure 6 - both external

. and internal to .thé;? Fgar may ?esult ini-an increase in
uncertainty and fherefS?é*ﬂé”;éééd to realign components of the, three
- systems or perhaps a rea1ignhent of\the'threevsystems themselves. |

R :
Tichy co@pares organizafions to a.rope compriéed-bf three strands: the
technica].strand,'polit#cal-strand;'and a cu1tur§T étrand (1983: 11);

For the okganizatinn to remain effective, the4components of each strand

should e suffic%ently alfgned to adequately deaT with the corresponding

Pl
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-‘prob]ems " However, since organizations'are perpetUa]Wy in f1ux,'none of
the three problem areas is eve; reso:;ed entirely,. - The prob\ems consist
ofﬂiongo1n§? d1temmas ,At lvar1ous po1nts “in t1me, any one of the .
proo}ems, or some combinatnon may‘:be iin need 'of adjustment. Thes
adjustments are managed by 1mp1ementin§ a 'range' of” strategies Q@i
“include "self adJustment through ben1gn neg]ect or purposefu1 avoidance,
s11ght massag1ng of the prob]em, concerted manager1a1 effort focus1ng on
~changes in the orzgamzatmn S m1ssmn anrategy, re- des1gn of tne
Organﬁiation's structure&_.or' a]teration;D.of the human resource
, ;management systems" (Tichy, 1983: 11), |

SR

Organizations, therefore, go through. technical,-po1it1cal, and cultural

‘adJustment cyc]es as the management ‘within the organization strives

'.. \g—'g'
towards equ111br1umﬁ _ However, since - all three  systems are

‘1nterdependent an aojustment in_onebsystem may affect the other two.:
-Accord1ng to’ Twchy, not only 'shoolo’ there be an internal togic anc
“alignment of the components w1th1n each system but there must also be
congruence and a11gnment between “the systems themseIVesf 1f'vthe
organization is to be strateéicaT]y we11 managed (1983:'12). Tiehy,
'therefOfe,'sees eftettive organiiations Continua11y undefgoing dynamic
and complex processes of eyc1itat changeSf}n resognsé‘to‘environmental

)

‘ano_intemna1 pressures. . .

) [
Aceording to Tichy,;horganizations alsb_’consist of -three 1eve]sf -
strategic, manageria1, and'operatioha]«w Managersfatﬁthe stnategic 1evei
- focus on determ1n1ng what bus1ness or bus1nesses the organ1zat1on 1s in

or should be im, choos1ng ObJng%VES and revt%w1ng them, 1dent1f/1ng

major priorities, and specifying major pnograms andvdeve1op1ng po11c1es
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to achieve them. They are concerned with estab11sh1ng tasks, prescribed’

networks, and organization processeS' wh1eh 1n the -1ong run vw111
'faci1itate'their business. In terms of human reSOches, they determ1ne '
the k1nds of people needed to- run ‘the - bus1ness in the 1ong term, N
spec1f1c po11c1es and’ programs for the 1ong term deve]opment of human ;ﬁ

resources and the appropr1ate soc1a1 and cultura] context w1th1n whjch,ﬁy‘

the o?iectwves are 1Jke1y to succeed (T1chy, 1983 404)

. a e H
- PR
i P

o | tl; f;. x*»’??k;m"figﬁ
Those at the manager1a]‘]eve] focus on the acqu1s1t1on of. reséurces for’ o
carrying out the strategwc plan and the deve1opment of- prpcedur§§ ﬁbﬁ : %
measuring and rnon1tor1ng performance The1r author1ty and tdsks aréf ¢ i
.der1ved primarily from and. exerc1sed through the prescr1bed netwcrkaasé: £
they monitor and particjpate in the 0r93”125t16“51 processes requwred tos .

(SN
'

imp]ément “the organizational output;n, They ‘are a]so concerned w1th_y::‘

developing an ‘effective “and efficient human',resource @ystem forj‘-*

! ira1s1ng, reward1 gi‘andﬁ developing human :resources ;to-n'
. L o . ) ) R (’5

ach1eve—thglr\§trategwt goals. 3 e - 1 vf" e

Those™ ™ funct1on1ng at the operat1ona1) Tevel are concerned w1th ;the}d,'
execution of day -to- day tasks. of the on go1ng product1on process. They*

perform the tasks requwred to. ach1eve the output ut111z1ng the1r sk111s7-'
C 1 oL
and the resources and processes made available to ‘them through ‘the -

organ1zat1on structure to produce the*product (oroanwzat1ona1 output) in

. : . 1
accordance with the established standards.

-

The purpose of T1chy 'S mode] is 'to prov1de both a conceptual frameworkm

and a pragmat1c tool which. addresses 1ssues of organ1zat1ona1 assessmentj

A

and change at a very broad 1eveT. T1chy perce1ves two types of change



Non—strategic change is small scalet‘,routine, and continucué changi%
whieh'takes place. in subtle and inCrementa1 wayé.‘ Strategic change,
which is - the | focus.- of his model, vrefers - to ‘“non-riutine,
noné%ncrementa1, and distontinuousv ehange, "which alters tre. overall
'_orientatton of -the organtzation and}orféomponents of the Organizatﬁonh
(Tichy;_1983:17). This is change which is both.of a’1arge magn1 fude or
'strateg1c nature, and change which 1is or can be - managed through a
\process of diagnosis, strateg1c p]ann1ng, 1mo1em tutzon, monitoring and

-

,eva1uat1on.

”'S1nce organ1zat1ons have a large array of data, T1chy‘emphas1ze5 the
n1mportance of deve]op1ng an organ1zat1ona1 mode1 that 1is explicitly

shared amongr the members of the organ1zat1on to ensure that the

»conteptua11zat1oﬂ'of the problems mean the same to everyone As "Argyris

. ¥
" and Schon1(1974) point out, "human be1ngs use micro-theories of action

to 1nform the1r behav1or | The theor1es if made exp11c1t can be stated

1nformal terms ~Tichy therefore emphasqzes the need to exp]1cate
the underTy1ng assumpt1ons ut111zed by the. organ1zat1ona1 members when

o v

undergovng strateg1c change to ensure _each -person has the same
understand1ng of the def1ned prob]ems bcfore a p]an for change is
deve]oped i T}Chy s mode] 'ffor ' 1dent1fy1nq. and eva]uat1ng the
1mprovements brougmt about by th1s change 1s d1sp1ayed in F1gure 7

be]owr.
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The framework above “shows the re]at1onsh1p between the envwronmenta]

context and-wthe organ1zat1on which is v1ewed as an 1ceberg. . The

organ1zat10n S programs -- including. . any
The activity depicted in the eteps above
i these persons’ assumptions and theories about .

ations. According to Tichy, it is therefore

these programs to enab]e'b‘e“understand1ng of the causes of slccess or

failure. - : Cs

) o : N

For purposes of empirical besearch'-Tichy has simplified the three by
SiX matr1x dep1cted in Table 2 above into a three by three matrix (see .
Tichy, 1983: 393-401) by reducing the managerial tool areas into: (1)
missioo and strategy, which entails setting ‘goals and"deve1oping
strategy, inc?uding all of the managerial processes necessary to realize
- the goal; (2) oréénizationai stru;ture’énd design, which includes the
task of the ofganizotioh, “how people are grouped and coo:dihated to
accomplish tbe tasks, as well as the manageria] proceéses of control,
1nformatioh; and so on needed to make the structur@work; and (3) human
resource management too]é,.which include staff selection and placement
of people, development of people for performing their eurrent‘as:we11 as
futﬂre jobs, appraisé] of performahce, potential, and both financial and
noh-fﬁnanéi§1 rewards. (Tichy, 19835 395), This sfmpfified.vefsion of
the managerial areasb‘(the 5§stems) and the panagerial' tools (the
oroaoizational eomoonents) (Ticby, 1983: 394-401) have been -summarized

by Huse and Cummings (1985: 363) in the'fo110w1ngffab1e;
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When the three strategic levels of organizations are combined with this

simpTified version of Tichy's frameﬁbrk; then -a three dimensional model

15 generated which may guide the analysis of activities and events, which

This model is outlined in figure 8 -

occur in the organization over time.

below.
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Figure 8. Model for Analyzing Organizational Activities Over Time.
As activities in the organization change over time ‘these activities may
© be identified and ‘coded utilizing the matrices outlined in figure 8.
The interaction and effect of these activities qh_oné and other can then

be .determined over time, then any resulting ‘misalignments ‘may -be
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4

identified and "stfategies fidevﬁsed‘ﬂfto increase organizational
effectiveness. . . |
O - | E R

Aceordlng,to T1chy, there are essent1a11y two opt1ons that the strateo1t
level managers can emp]oy The f1rst is to endeavor to reduce ‘the
‘sources df uncerta1nty %thﬁs ‘includes éboth 1nterna1 and external
sources) .The second opt1on is to adjust the requ1rements and capacity
" of the organ1zat1on in such a way that the organ1zat1on now becomes
capab]e of hand11ng the uncerta1nty. The 1atter is accomp11shed by
adjusting one or more of the technical, po]iticai,or cyltural sxstehs in
terms of thefr degree of organicity (as opposed to a more me;hanistic

“orientation) via a‘strategic p]éh (Tichy, 1983: 126-127).

TPC Theory And Organization Theory

Recently, a grow1ng recogn1t1on has risen regard1ng the need for a
degree of Synthes1s. amgng organ1zat1on theory. M1tzberg (1979)
typologies, Quchi's ‘(1?81). "Theory Z", Aldrich's_-(1979)vf”PopuJation

Ecology Model", and Greennoed and Hinings' (1986) "Organization Desﬁgn

Types and Organization Tracks" are all examples of_this\trend toward

attempting to respond to the growing need for synthesis Tichy's -

N

i

~WTLP, C. Theory" also appears to enab\e a synthes1s of past. organwzatgon
theory. The cha]lerge is to "1ncorporate not only re}atwons of mean1ng
and power but also the mediation of cont1ngent size, techno1ogy, and
environment" (Ranson, H1n1ngs and Greenwood, 1980) that ig,\ to
tncorporate the effects and interaction'of'variab1esfboth exogenous andv

endogenous to the organization. =~ = - o o S



The three-by—three'matrix out1ined in Table 3 above may provide a means

'for a synthes1s of both the open and closed system theories ‘of the
functionalist parad1gm d1scussed above. T1chy s "T.P. C. Theorv” appears
to form the basis of a parad1gm in muhn S (1970) sense of the word, in
: —_ SR

that 1t prov1dé§“€‘@enera1 way of see1ng the world and d1ctates what .
:kind of scientific work should be done and what kinds offtheor1es are
acceptable. It is argued however, that if Twchy‘s theor/ does enable a
synthesis .of preceding organizational theory; thep the major va11d
aspects of.ghese theories Wbu1d be commensurate with.the‘hinevaspects of *

Tichy's theory out]jneqkin Tabte 3.

In the following tableé;ﬁ a, prejimfnahy baftempt has beeh made . to
synthesize the main cbnthibutioné of the major organization theorists as
outlined in section one abeve to see if they areiéombatible Wi th thef
nine categories within.Tichy's theoh;. |

A O a4 a
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If this prel'm1nary review is accurate and representat1ve, then it f

L

appears thgf Tichy's theory is indeed commensurab1e with -previous

organization theory. Tab1e 4 above revea]s that the closed rat1ona1

system approach is covered by the techn1ca1 and po11t1ca1 Systems of \;,/
P '
T1chy s theory,. w1th a part1cu1ar emphas1s on the organ1zat1on structurem”.'
¢
,and human'resource management components. Accqrding to Table 5, TlChy S

human resource management comp\nent across all three systems covers most

‘5of the concepts of the closed' natural system approach A]lathree of‘h -

T1chy s systems appears to be requ1red to dea] w1th the;2deas presented
) ; / v
’open rat1ona1 system approach The emphas1s Qf. th1s approach

o -be on- the m1ss1on/strategy and organ1zat10n structure '
FPR . A
¥

ts of the three systems Figally, “the ‘concepts: of the open

;’system ' approa\h appear Etogf,be __1ncorporated. in‘ the
m1ssﬂop/strategy compq’pnt of | ;- %temsz ‘and falf three
'ﬁcomponents of the pp11t1ca1 system :

“In Tab]e 8 be1ow, the. authaﬁg of the concepts expressed w1th1n %ach Off.
the four approaches out]1ne§ﬁmn the above tables are 115ted ut111z1ngy‘
‘T\ohy S framework Accord1ng to th1s tab1e, it doez/appear that- T1chy S
°f amework js commenSurate w1th preVﬂeus funct1onafust organ1zat1on"

J’

theo g:&h at 1east on a macro 1eve1 ‘of abstract1on The theory Appears '

. g . .
to g1ve the user the ab111ty t draw ,on “these-* d1fﬁerent theor1esw,-
¥ s1mu1taneous]y depend1ng on the part1cu1ar compo#ent and system'be1ng ,} .
- ‘ . ‘ - . \ / .
stqued or man1pu]ated. -_,,j"v~y‘i-;v; fﬂ. o ‘_ R
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Tichy, therefore,, appears to have deve]oped ‘a means to br1dge the =

jformer]y exclus1v1st1c nature; o‘ each of these approaches ’ His'“

‘o oy

jtheoret1ca1 framework enab]es one to develop a$hol1st1c dynam1c pwcture-

7‘of an organ1zat1on He has accomp]1§hed th1s by 1dentafy1ng as separatef

'_systems th techh1ca1, po11t;ca1 ndg cu]tural aspects 'of3 an.
organ1zat1on - each ot wh1ch 1s compr1sed of swm11ar components :The'f

~components prov1de the manager1a1 tooTs by which the systems may . be
o oty '

_man1pu1ated To th1s,,T1chy has added 'the concept of aPagnment, wh1ch:
. L o
"appears to be both an 1dea11st1c and a dynam1c ent1ty It is 1dea11st1cu\

in the sensé that th1s ba]ance of power and resources among the

PO

. components of the systems and between systems is a mark of an effect1ve‘x

»

3organ1zat1on B ﬂt is a dynam1c ‘entity in that absolute a11gnment
> _

. never ach1eved S1nce env1ronmenta1 (i.e., exogenously: generated) .and \“;

"organ1zat1ona1 (vle , endogenous]y generated) pressures are- always

':fchangyng and changes in one system can Create uncerta1nty (either‘
o

man1fest1y or 1atent1y) in one or both of the other systems It 1s this

concept of a11gnment then, that enab]es the pract1t1oner to ut111ze the’

LR}

relevant aspects of.thevar1ou5§§7a§ﬁiﬁé1 organwzat1on theorxes

s
7o . -

T1chy a]so appears to have 1ncorporated the theorwes of change, wh1ch‘

were based on prev1ous organ1zat1on theory As ment1onedaabove,uthe

’cTassncaQ theor1sts emphas1zed the pr1macy of one or two of . the
S ) R " .
technicaW, power, or. cu]tura1 components w1th1n organ1?at10ns 'Tichy
. U L 2 -
appears to have synthesiZed both management and change theoﬁnes by: e

o ) . . L ) : 5. S

“~

. B D . L
e § ' Teole oy &
: BN .
.



(1) Identifying all three levels ofyorganizationa] change:as
fheing' required to. respond ' to their counterpart forces in the. ..
’ " - . ‘%A BRI

~ enyironment;

v

v
)I

(2)-,pr0pos1ng that change within each system should be examined in

I

/.relat1on“to the effects 1t may have on the other systemS; and

3

s ™ a
Vi <

B (3)' emphas1z1ng the pr1macv of a11gnment within and among these systems
and between these systems and the]r envwronmenta] forces, rather

" than’ focuss1ng on'one part1cu1ar component of system .

T1chy s theory, though rat1ona1 in its. apgoach; thus a]loWs ,for the
1ncorporat1on of outcomes based on po]1t1c£¥§ (e.q. Qatura] systems) and

: cu]tura] factors In the words of w. R1chard Scott, "to paraphrase-

'"\r

Pogo we have met the ‘environment and. 1t is us. A(' , 1983: 16). The

theory enables an 1ntegrat1on of the v1ew of mode' ganﬁzatjons as a
means.- of control that espouses secur1ty (Scott Angg_ , 1979: 209—211)

with the rea]ization of individual values. It prdyl_ a means through h

which managers may "reconc11e the needs of the peop]e with the needs of
the organ1zat1on through the eff1c1ent use of resources to 1ncrease

- material goods and serv1§es (Scott and Hart 1979 7)

F

,In'short, accord1ng to T1chy, organ]zat1ons cons1st of three systems

v (cu]turaT’ ~po]1t1ca1 ‘and.-techn1ca1)‘ compr1sed of three components
] a FIEN oo - : o .
(m1ss1on and strategy,;\Q\g;nizationai structura] and human resource

management) Operat1ng at Chrge: 1evels\ (strateg1c, manager1a1 and .

";qperatiye) endeaVOr1ng to perform both bu31hess (the t“bus1ness the“

i
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organization is in" -- i,e., objectives, priorities and programs -- the

acquisition of resources, and operation) and human resource functions

(staffing, appraisal, reward, and development). Though Tichy's treory P

KRN

is ratjonally oriented (i.e., his underlying assumption is that the more%?’

explicit and- conscious the underlyihg assumotions.,and values of 'ah'

/

R S
PN

'_organization are -made, the more 'they can be dealt with through  the_

p]ann1ng, implementation, . and evaluation processes), - T1chy a]so

__acknowledges that many decisions must: berbade for po]1t1ca1 ao} cu1ture

. .‘;'4.’0
~reasons if the organ1zat1on i's to surv1ye IR -

*

Critique of TPC Theory~ f',_e € _ .

»

As is the case with other organization theories within the furictionalist |

) . . . . . . i “.‘ B . - "-‘.. ]
~-paradigm, “Tichy's TPC Theory fis based on the assumption that. the rea1ﬁty'

of organ1zat1ona1 11fe rests on onto1og1ca11y xea] relat1onsh1ps wh1ch

are re]at1ve1x ordered and°cohes1ve

Change is viewed “as an adaptive'activfty whfth is required to restore
the equf]ibrium' (a]ignmenf) between' th° organwzat1on ard the 1arger

environment in- which it is funct1on1ng It 1s based on an ana]ys1s of

:‘ a

?’organ1zat1ona1 prob]ems wh1ch are treated in terms ofjan‘ 1htegrated_jh i

_ conceptua1 framework Th1s.1s-based on an 1mp]jc1t assumption that the

Hchanges in the techn1ca1 péTitfcéT -and"cdltural- forces 1h».¢he4f,

organ1zat1ona1 eu’1ronment are ‘due . to evolut1on and are unprob]emat1c
He. does not appear to quest1on eﬁT1c¢cy of these thang1ng forces )

1 .

v

—_

P
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,Those persons emp10y1ng the rad1ca1 humanist and rad1ca1 tructqya11st

..n-ﬁ;-

paradigms therefore, would view Tichy's theory as. a means of fosﬁ%é1ngv

the a11enat1ng propert1es of cap1ta1.st soc1ety By reeestab11shing
equ1l1br1um between the societal forces and the organlzatxona1 systems

the rad1ca1 ‘humanists and radical structura11sts would v1ew his. theory
»_as an 1nstrument which sustains the current .modes of domwnat1on‘ in

{*western seciety. They would view the re- estab11shment of the a11gnment

' between the three organizational systems +as - ut1]1z1ng 1deolog1ca1

po]itical, and economic means of dominating the: members of the

organization‘and as a way of forcing their domination within the larger

-

society.

>

More spec1f1ca11y, on a macro, 1eve1 T1chy s theory and the theories on
wh1ch.1t_1s based assume that the 1nstrumenta1 reasoning created by a
market centerec soc1ety is ub1qu1tous According to Ramos -only

contemporary modern soc1et1°s does the market play)the role of a centric
force ‘shaping the -mind of the c1t1zenry (1981: 100). Accord1ng to
Ramos, man- has d1fferent k1nds of needs wh1ch demand mu 1e types of

soc1a1 sett1ngs The market system meets only Jimited human needs and

prescr1bes a part1cu1ar type of social sett1ng in wh1ch the 1nd1v1dua1_
is. expected to perform accord1ng to. ru]es of operat1ona1 commun1cat10n_
N or purpos1ve 1nstwumenta1 cr1ter1a He proposes a substant1ve approach

t0'organ1zat1ons wh1ch promotes persona] actua11zat1on in wh1ch ut111ty..

:max7m1zat1on is 1nc1denta1 . He proposes the formU|at1on of a typo]ogy
,.‘6F human concernsb.and of corrESpond1ng social .systems where those

'concerns can properly be considered as issues of organization design.
- . . 7 - et . _,.( C ..:‘.. @ S R . . . .

K B4 . VI )
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Tichy implies that his theory app]ies -to modern market-centered

societies by 1dentify1ng the three types of organ1zat1ona1 un;ertawntyb
which need management - techn1ca1,\po]1t1cal and cu]tura1 - Technical
uncertainty incﬂudes uncertatnty about markets, production‘capabilityﬁ
and technical tnnovation. PdTitjcal_ uncertainty inc]udes uncertainty
about candidates‘tor1sucoess; power distributions, and'the politics of
‘reward a]]ocat1ons Cu1tura1 uncertainty includes, uncertainty-about the
“apgropr1ate values- system for the organ1zat1on, or the existence of
fcoqf11ct1ng va]ue systems w1th1n the organ1zat1on (T1chy y 118) -As
noted by Ramos,,‘these uncerta1nt1es ex1st primarily in modern
market centered saciety" where emphas1s s p]aced on the manuractur1ng,
delivering_ and ut111zat1on of "goods and serV1ces rather than fOCus1ng

L ¥H

' prTmar11y1mn personal-actualnzat1on T1chy, however does not make th1s‘
;*assumptionrexplicit. ol ' » o S

Though T1chy acknow]edges that p011t1ca1 and cultural pressures are two
1ndependent var1ah1es to whigh organ1zat1ons mg%t respond, he. appears to-
assume that the 1deolog1es, valuess@hé%expectat1ons wh1ch compr1se the

cu]tura1" éressures w111 ; remain gpngruent With current western_

philosophy. He also v1ews the po11t1cal pressures is be1ng compr1sed

pr1mar11y of the group po11t1cs creatEd by g1oba1 1nterdependence,”f

demands for part1c1pat1on and equ1ty‘1ssues ' P]us he 1mp11c1t1y assumes

‘1

“that the cultural and p011t1ca1 issues can be. resolved w1th1n the

po11t1ca.-econom1c systems of western soc1ety He herefore appears-to

v

 assume that each of these pressures are comprlsed of 1ssuesland aSpects

"

: that are reconcilable within the current structures of western’ society.

\\\ ) PR
N .
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On a more micro level, though Tichy def1nes 1ncrementa1 change, he does

not e]aborate on the d1fference between non- strateg1c and strateg1c’
chahge The theory appears to be applicable in both s1tuat1ons That
is, the same type of ana1ys1s -and techn1ques appear to be approprwate as
the managers of“ he organ1zat10n endeavor to deal w1th the uncertaxntyﬁ;
created by the.cyciuca1 peak1ng of the three systems It is uhc1e§§
“whether the uncertainty created _by this cyclical action compr1ses%
incremental or strategic changep- If. the theory,is appljcable in bpth
situations, perhaps the distinttion between strategit and hbngstrategﬁc '

change is unnecessary.

»

_At a soc1a1 psycho]o’10a1 1eve1 Tichy appears to assume that members of
P .

formal organ1zat1ons will conPorm to normative expectat1ons once these

54

are made exp11c1t Normat1ve expectat10ns include both role and norm _'

h expectat1ons, A& they are perce1ved by the 1nd1v1dua1 (W111153 1965).

However, once ithese normat1ve .expectatwons are »made exp11c1t, thef
- members of'the organizatistgmay decide to conform‘to the erpectation,
act 1ndependent1y by g1v1ng no weight to the perce1ved expectatwons ih
form1ng the1r dec1stons,- respond d1rect1y antwthet1ca11y the
expectat10n (anticohformity), or. 1nvar1ab1y change their response when_

)

given'the opportunity (yariabrlwty, w1£§out regard for the cerrectness
: pffthe'deeisfoh; ' | ’ :} '
“This prob]em originates in a lack of attention to the specific history
of an orgna:zat1on s deve]opment This. is espec1a11y cruc1a1 .in :aﬂ'

relat1ve1y new organization where members have genera]Ty part1c1pated in

and identified with its m1ss1on aqd ge’ls. Th1s may create cbnstra1nts .
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on’ manager1a1 dec1s1on mak1ng whwch wou1d otherw1se not be understoood

from the perspect1ve of a non h1st0r1ca] analysis (K1mber1y and Rottman,

1987): ¢ oo E .

- -
]
. -

F1na11y» Tlchy v1ews organ1zat1ons only _ from a manager1a1 perspectwve

‘Granted 1t 1s the-managers who have the respons1b1l1ty and euthorwty to

mantpu]ate the organ1zat1ona1 po]1t1ca1 system in. order“to re- estab11sh

¢ v
(SR

611gnment 'the‘ organ1zat1on@ His ana1ys1s of organ1zat1ona1
-s1tuat1ons and the need for change however, is based<on .the assumpt1onl
‘that the ‘real’ organ12at1on is the one percelved ‘By the maq;gers asi'
. noted by those ut111z:ng the 1nterpret1ve paradtgm, organ*zat1ons mayi.

ﬂ (thwst ‘of mu1t1p1e soc1a1 »rea11t1es - Therefore, the' perce1ved

K rea11t1es of those at the oper9t1ona1 1eve1 of the organ1zat1on may f‘“

‘fd1ffér drast1ta11y from those ofbthe mahageraa] and strateglc Teve]s :

. A]though he *d1d ‘not. state this, assumpt1onf his theorj is 1herefore' o

bounded by. the funct1ona11st assumpf1on that the orgah1zat1on #fs

»

'onto1og1ca11y reaT1st1c He also appears to assume that the manager1a1'
v é

'pect1ve of th1s rea11ty 15 the most va11d Those operat1no at othew »

;TW the organ1zat1on or from other ph111soph1ca1 of profess1ona1 '

fa
e

Most Of: the empinﬁca1>.research' refehred %o by‘iTiehyv.involees the

Jmanufactur1ng components of the pr1vate Pector which respond to .
env1r0nmenta1 pressures generated by comp1ex te@hno]ogdes Asfnofed by

-"Scott'ajd.Meyer_(1983) the organ1zat1ona] an1ronment 1s a]so compr1sed”t_-

K . ®



hsubJect1ve 1nterpretat]ons. This may leave human serv1ce organ1zat1ons :

k]

.- "operational

o e o Pat s T T,

. . : B . . : EINEI
. B ot : . . s ety

[ p O . R - oa - el . e T e

PEE S R T T T g

;of 1nst1tut1ona11y eriabor‘ated va“]ues These value; 1eg1t1mate the

h; g, . ,"..'. J
o,rgamzatwns wh1ch are created 1n response to these values ® These are
‘ tl< human ser\n.ce orgamzatmns R ‘ S
‘ ‘." "'-‘ ’ : - B ". " ’ t * < ,“ ‘» J:@‘G/JJ,;M‘ g a

. o L . N - . . . .
¢ o T : R

aﬁ.

L1ke the’ manufacturmg orgamzatwns, human serv1ce orgamzatwns a1so -

respondoto the ‘three types of Env1ronmenta1 pressures w1th ‘the

AR

correspondmg systems S1nce these orgamzatmns, howeVer dea1 Lmore

w1th soc1a1 reahtuas, the outcomes are ]ess deﬁneable and more open, to'

g

- . EERN
. 6 LTI . . R r,, \

T -

'orgam'za‘t%on For example, the outcomes expected or percewed at the»"

e

) pohcy 1evel may differ. fr’om those at the manager1a1 1eve1,.as weH as

those from the operatwna] 1evel A el

.

- . C W B A e A
. ' IR : A!' ” fon M

T1c|’iy S assermon ﬂoﬁ the need to be as exphmt as pogsnb]e

enunc1at1ng the nder]ymg values and assumpt10ns of the Orgamzatmm
%

\
appears to be part1cu1ar1y apphcab]e for ‘human \serv1ce orgamzatlons

.

.
-

chen.t’s and when try‘mg to determme ‘the effectiveness of the: Serv1ces_.

’ -,1 ‘ B v

~ delivered. . e T e : S

-t , . 9 .
¥ & - > o

'[he_ anst1tut1ona11y elaborated RE »environmé’nts 'o}f human serhcefj‘:?"

orgamzatwns appealc to be compmsed of the three types of forces

1dentﬁf1ed by T1chy Under1y1ng ‘the. cu]tura] pressures are the soc1eta]

core va]ues Aithough these values are often difficult /&s\terate;_

l - El

o
they are expressed through nor_ms..;and, 1deo]og1es Human. service:

L4 . - RO
ca A

r

'mores open'd,'to rmsahgnment between the 7var'lou\'s 1eve15 of - the

%

‘This. may beéarUcu]arly problemat1c,_however when trying to 1dent1fy,..
-and apply pubhc def1n1t1'ons of norma]c_y to 1nd1v1d.uat



..

‘ . _ S . o8l
gizations ~in general, therefore; must 'develop organ1zat1ona1

» .
cu1tures wh1ch are perce1ved as re1nforc1ng these (a1ues This. is

part1cu1ar1y 1mportant for the peop]e chang1ng organ1zat1ons whether
theybare 3nvo1ved 1n.treatment (1 €., endeavorIng to help the pat1ent -

return £o a normal state):ﬁ¥ sOc1a1lzat1on (1 e., the educat1on system)

This theoret1ca1 stance however appears to assume that these norms and
I

s AN :
1deo‘“"-s are congruent with one another In realdty, th@? may in fact" -

“?digtoryf For examp]e; human service organ1zat1ons promoting

abort1ons are “in direct conf11ct with pro 11fe vaTues and organ1zat1ons

N

~Those organ1zat1ons prov1d1ng and promot1ng 1ntens1ve services to enable_
‘severTy mu1t1p1y hand1capped individuals to 11ve in the commun1ty may be

| at odds with 3h~:§~7é%bous1ng more res1dua1 va1ues of soc1a1 we]fare |
(Guest .198Q). The process 1nvolved in app!ytng Tichy's theory however -
may ‘make more exp]1c1t these conf11ct1ng va]ues and therefore a]]ow the .

" ‘human_service organ1zat1ons -to develop strateg1es to deal w1th them

.
1

*‘- . o : '. @
The po]1t1ca1 forces of the organ1zat1ona1 env1rdnment requ1re that. the

'raw material of these organ1zat1ors (i.e., human be1ngs) be dea]t with
on an individualized basis. Genera]]y, th1s requ1res that those dealing

} Pt el :
with the client groups be perceived’ J obta1n1ng the know]edge

(competence) and author1ty to implement the required act1on The cliept
or1entat1on of these service prefessionzls, ir conjunction with the
‘,‘organizational autonomy‘they reouﬁre to carry out ineir‘more.non:rOutine
technologies, may also place them'in;;onflitt mith thosernon-bersonaij?——
more means-Oriented professidha]s who may'be managing the.orgahizationt_'
As is the case w1th the cultural pressures, human’ servxce organ1zat1ons_

~

- may be requ1red to respond to contrad1ctory pressures exerted by
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: d1fferent 1nterest groups as var1qus soc1a1 movements gather momentum or

e

_weaken Though T1chy s theory does npt dea1 w1th “the under]ywng
var1ab1es which resu1t in the r1se and fa]] of. var1ous soc1a1 movemenfs

his theory does . enable -the organ1zat1ona1 pract1t1oner to ana]yze the

1

- potential” e@ects of the soc1a] movements on- the orgamzatmn and t S'

"enab1es the development of an organ1zat1ona1 strategac pT'" to dea1 W1t“”;5*

s

. N
. e
. ”

" The economic and product1on prob]ems of the organ1zat1on environment for wf
human serv1ce organ1zat1ons appear to emanate from two sources. F1rst
's1nce these - organ1zat1ons are ma1n1y norf-profit, they re1y more heav11y'
.on the1r env1ronment ‘for f1nanc1a1»support Th1s=resu1ts in two sources
of expectat1ons for the agency -= those’ of the fundJng source and those -
of. the c11ente1e. - The forces produced by both of, these,/{xy be"
incommensurable* or in conflict w1th one another Thus, the'organ1zat10n
' may have to separate 1ts off1c:a1 goa]s from 1ts operat1ve goa1s j;- )
wh1ch can 1ead to confus1on for both the-members of the™ organ1zat1on and'
the clientele. The second sburce_of env1ronmenta1 pressure emanates
~ from advances.in or fads occurr1ng w1th1n ‘the human service téchnojogy
‘For example the technolog1ca1 advances in heart transp]ants has- created
- a pressure for the estab11shment of th1s highly expens1ve procedure
’For a human serv1ce~organ1zat1bn to surv1ve, it may need to deve[op and
offer these?new services even if their effectiveness is'uncertatn;

...j . ) . Y N . . ‘ . : :
~ Accordifg;.to Tichy, there are two types of change: incremental and
strategic 6hange, The systemsZWhich evo]venuithjnlthe organ?zation in’

! - N - ) K l’ .' ’ = y : - ’ ]
response to the env1ronmenta1fpressures gradually become entities unto

o

R . o e . o B . el
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4 themse]ves which in _turn may 11m1t the organ1zat1on S respons1veness to

~ -

these pressures As ‘these 11m1tat1ons are noted -the managers deve1op

<

strm"bxes, resources, and methods to rea11gn the organ1zat1on _Th1s_1s
. / . ) .
~based ‘on the assumpt1on that the /managers have 1ndeed- corréct]y_

1dent1f1ed the problems and uncerta1nt1es created by these env1ronmenta1

~ -

pressﬂges. V' Managers . for. example, may be subJecﬁ to. ."tra1nedﬁg
”incapacities" (Veblen, 19i9) which may skew the1r percept1on and '
\ def1n1t1on of the actua] nature of the prob]em Managers are&a}so prone

to ut111ze strateg1es which worked far them in- the past‘(Kanéer, 1983)
.

. but which may be 1nappropr}ate in the new s1tuat1on If however, the .
managers cannot deal with- the uncerta1nty created by these env1ronmenta1'

factors by ut111z1ng the CUrrent organ1zat1ona1 procesges, stnncture,

.' 71

and management . of the1r human resources, then a crisis occurs wh1ch may

"frequ1re the organization to undergo strateglc change 1f_ it 715 to

survive. . - . L
4 : . -
- S

Tagh{s TPC theory appears to be extreme]y usefu] for human service

organ1zat1ons undergo1ng th1s type of cr1s1s By requiring the

organ1zat10n to- endeavor to exp11c1t1y define the underlying va]ues and“'

pressures td wh1ch it must respond, 1t a11ows the management to 1dent1fy
é%ghe aﬁeas where re a11gnment must. occur 1n order to achieve a new 3
equilibrium. This 1s'parttcu]ar]y.abstract and subtle. T1chyvs theory
; therefore'vprovides a useful :frameworkgfthrough which org@nizationa1
behavior and\design‘withlg\human‘serYice organizations can Be-made to
more closely accord with the societal Va]ues and normativehgoa1s set for \'

them by society. | ' : .o

~
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':In conclys?on, since huﬂaﬂ 'service organ1zat1qns appear on ghe whoTe

'more comp]ex than otheh* formal organ1zatnons due to, the genera1

?subJect1v1ty of the outcomes of the1r serv1ces, organ1zatnona1 change 'f

‘within these organ1zat1ons 1§ a]so more comp]ex T1chy s "T. P C.

’t'Theory,‘ which seems to enab]e a synthes1s of ﬁreced1ng funtt1ona11st
'iorgan1zat1on theory, appears to ‘be: espec1a11y usefu1 1n enab11ng these
organ12at1ons to ana]yze and dea1 w1th thb uncerta1nt1es they encounter
' A]thou§h those :n some human service eh;an1iat1ons may find 1t d1ff1cd?t
to explicitly determ1he”organ1zat1ona1 va]ues due to t;ear unreso]ved

. status 1n soc1ety (1 dée;: pro 11fe vs pro-;ho1ce) T1chy S theory

r g_/

appears, to prov1de an; ?xce11ent 1nstrdment to identify and assess, the
4."’ Q- 3
organizat1ona1 var1ab1es ‘essential; *ﬁbr the organ1zat1ona1 ;change

'requ1red to dea] w1th these unCerti{”‘

.

5

[
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rd

The purpose of th1s emp1r1ca1 research 13 two fold (1) to eXam1ne the .3

K

‘ 1mpact -of an exogenous1y generated f1sca1 reduct1on on ‘the groups of
organ]zatyona1 stakeho?ders.&;g . - o /;”
" : T RN SRR SR A ) T
(23 to assess the app11cab1ﬂhﬁy of T1chy s "f“P C .TheoryW for*f’
descr1b1ng and’ ana]yz1ng changes‘ﬁn human service, organ1zat1ons, b '
’ I oo ’ ',1¢,‘ ; @ ) h .-". ,'.' - ) .
P e Sh - ' ' PR
The casé study methodo]ogy has been ut1fﬁzed to achieve these purposes
e
The .qua]1tat1ye resu]ts oﬁ-~the case study were generated usmg"‘1
~
categor1es deve]oped from T1chy s theoretiéa] perspect1ve
Arguments,For A Case Study f . o -

According to Robert_Yin (1984), a case study is an empjrica] inquiry
. that S | o | |
‘ TN Lo o
- 1nvest1gates a contemporary phenomenon w1th1n its real- 11fe

_context; when

- « the boundaries between  phenomenon’ dnd’ context are not -



- multlple sources. of ev1dence are used (Yan 1984@ 23)

N . . i} ey O '."“ \
B . 7 o . . at
. R . § A

. v

.

,Th1s research fulﬁﬂs th1s deﬁn]twn of ?(Q".

, 1nvest1gates the 1mpact of - managema] deg1$fi};ﬁ|w,i_{f",,,:-,,.i‘
S ’tm,,ﬂf‘b‘ 8 q

' are. top complex for surveys or ex

.‘j‘. A e
2. to describe the. real- h&;ontEx@ hich? anSartey enaon has
' R ! *?v ii :3‘1,‘».:?

occurred; i (,3_;*" A

VAN G Y ety
3z, %@/me a descr1pt1on of the 1n g?(dventwn itsél f _ v

e to explore thMatmns in wh1ch the intervention bemg

. eva]uated has no clear %@mg]e set of outcomes - (1984: 25).

. :-' 4 )\\1 "! 4;\1, . | : ) ) -
S . ' - IR
This study ut111zes 40- Jsome ‘degree all four of ‘the ab(xve ment1on d i

,.—.«—

apphcatwns for case stud1es. The nmpact of manager1a1 dec1s1ons 4n

t1mes of threatened strateg1c change may affe}t d1fferent components and’»
systems of the orgamzatmn as weT] as each other, creatmg very complex
'patterns'of‘ mteractlon. As noted by R1chard Daft (1980) survey.s and'.r "‘

experi,mental strateg1es’are 1nsuff1c1ent _to uncover an indepth
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these QeC1s1ons An "account of the

understand1qg of tge 1mpa§t of\
- react1ons‘ of the magpr stékeho1ders 1n an ;organ1zat1on wﬁ']e 1t is.

‘stnuggTTnthQ dea] w1fh‘§ﬂ exogenously generated change, dep16ts the

rea] 11fe centext 1n whlch theﬁdecfeqom?\occur Finally, this study

: Ly SRR )
Th1s nnethod* of 1nqu1ry 1s a]so su:tab]e because of the category of -

\_».‘

theory in wh1ch T1;hy s'“T P C——*heory“ fa]1$ \ffv -".i ‘

e ‘,-x
. 1

. [ : o '.“:"‘?l N
1 \ . .‘ P L '3

»Accord1ng to w1111am Sk1dmore (1975) theor1es are bas1ca]1y 1deas wh1ch
a «

‘are put together and systemat1zed fn auch a way that they are suggest1ve

- of exp]anat1ons, mode]s, and hypothes1s The obJect1ve of theery is to

r e T - ,.\a_‘_.\

explain and pred1ct Accord1ng teQSk1dmore,‘\; 7 _ f Hn,”,

‘"exp1a7ﬁ\ng cons1sts in re]at1ng somehow the conceptua] prob]em on
set of observations °to a theoret1ca1 construction rof - reality which
fits it. . The des1re ‘have the. prob]em expl@ined

.‘satlsfactor1]y 1s rea]]y the: desnre to 'set: things in order by
inventing. some scheme of ideas which: gives a- convincing definition

i and understand1ng of the prob]em at hand. If/some scheme does seem
’ * to fit the facts or problem, then the act of- demonstrat1nglthws by
logical analws1s,.or by showing . that the theoretical order is a

.good analogy*to the real order,' is exp1a1n1ng the situation in

theoretical t rms" {1975 65)

A
t

. These expTanations furnish ideas and suggestions'of processesJaégumed}to
be as valid for the future as they are for the present: -Adeording‘to
Sk1dmore, “prediction 1s entirely a matter of theory s1nce, str1ct1y‘
speak1ng giihere can be no emp1r1ca1 data . on the future - it hasn't

lhappened,yet. But will ar might happen can be forFtold w1th reasonable

accuracy’by consu1t1ng.theoret1ca] studies” (Skidmore, 1975:65).



Although the genera] def1n1t§on and purpose of a11 theor1es is bas1c%3

the same, Skidmore hes identified the followind three genera1 types of

:theonjes: I | | |

1. Hypothetico-deductive or simply deductiVevtheorjes:.

2.  pattern or concatenated theories, and |

3. perspectives.

.'Hypothetico deductive' theor1es "cons1st of statements, arranged 1nAa
hierarchica1v order so that those -at’ the top of the order.are most

general. _fhese “are statementsu of ‘re]ationships among éghstructs in

exolanétor& terms" (19757 60). Intermediate.or 1ower;1e!el statements

are derivable from the stetements'=above them by deductive ,1ogiti$;'”

Hpothetico—dedoctive theoriesll then, are similar to a pyramid"with&i'

specific hypotheses at the bottom, successfu11y more general statementsh%%
stack on top of each other, and 1aws at the peak. Ided]y, there is a

:.smooth trans1t1on from h1gh to 1ow 1evels of genera11ty wh1ch is

produceo -by the deductive re1at1onsh1p among ‘the statements. These

, statements then cou]d be sa1d to d1sp1ay a }vertica]' relatedness«;
.(Sk1dmore, 1975: 56- 62) |

! : ' . -
.. 4

In 'pattern"br"ﬁconcatenated' theories this vertical dimension”is not

as 1mpoytant as ‘'lateral’ . 1ogic - These . theories ~are composed of .

S, 4

’statementg which are derivable from each other and are def1ned in terms
of‘each othen@ _Accondlng to;Skndmore; "when f’ha]ly f1n1shed, theor1es
- of this kind form a system which contains in it 1ogiea1~reférents,and‘
derivations'of‘each-concept,fso'that With'referenceﬂto)the*system each -

/

D
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~term or set 'of terms has an exp1anation Hence the system ‘makes sense
as a set of ideas" (1975: 62). - *

“Thesé theories are conce;hed less with hierarchies of deductngz,

statements -'than with the inﬁerna11y de il fand _systematized

arrangements of thearet1ca1 and explanatory . ‘ttern theor1es,

vclogedysystems since the

therefore have a natura1 tendency to be come
concepts ga1n their mean1ng from 1ns1de the pattern itself. According
. I d A
to Parsons, this theory is
» . § / _
"a body, of logically interdependent generalized concepts of
empirical® reference. Such a system tends, ideally, to become
logically closed, to reach such a state of logical intenrgration
that every 1ogica1 implication of any.combination of propositions
in the system is explicitly stated in some other” propos1t1on of the_
same system" (Parsons, 1954: 212) : N
H : ‘ LS

The app]1cat1on o f patterned. theory cons1sts of 1dent1fy1§g t e

re]at1onsh1ps between thé theoretical terms and reality. This involves
‘an insightful exercise of knowing when and how to relate real experience
y. o ) . : ‘ .

to certain aspects of the pattern. When the concepts apply, it is

apprpprjate to invoke the pattern as an explanation of reality.

. \ ..
-

L3

Examp]es of p&ttERoed theory 1nc1ude S1gmund Freud's psychoana]yt1ca1;
theory 1nvo1v1ng the re¥ t1onsh1p between ‘the superego, €go and id; andj'
Talcott Parsons Structural-Functionaljsm'which reports the seeking of
amyequi1{brjom between: the culture system (pattenn ma1ntenance) the

. sociai-system (iqtegration) the persona11ty system (goa] atta1nment),

" and the béhaviodra] organism (adaptat1on) (Parsons, 1977)

P .
“
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"Perspect1ves" are coTTect1ons of concepts which pdint’ out important
1_solated‘ asp__ects : of= reahty They- ]mportant bas1ca1’1‘

_ _ . .

'sensitizing’ agents. Accord1ng ‘to Sk1dmore, perspect1ve are- separated

g

from patterned and deduct1ve theories not by'matters of klnd o) much as
matters-of-gegree.... A perspect1%e provides a Janguage in which to have
. discourse'ahodtra kind of rea]ity;'pdt thdoes not’tETT'you»specificTy,
mhat to 'say“in that‘ Tahguage""(SkidmOre: 65) :aTthough it 'usually
: speci?ies‘ certain"geheraT processes.“'Symbolic interactionism 55@5

Tichy's "T.P.C. Theory" are ekamples of perspect1ves In generaT then,"

perspect1ve “resemble - patterned theory more than they- do .deducti

ve
‘theory. N X f? — . 4. . \\4//

\J
H
4

—»S1nce each of the- above categor1es of theor1es exp1a1n K d1fferent _
» manner, 1t follows that the1r mgthods of ver1f1cat1on may aTSo d1ffer
With hypothet1ca1 -deductive thedr1es, hypotheses are der1ved from -a

- A

theory by deduct1on The hypotheses are logically true s1nce they are

1mpT1c1tTy conta1ned 1n the generaT statements of the theory at a h1gher

ﬁéve] of genera11zat1on : Through ‘de

_genera11zat1on is

\ -
Th1s process may resu]t in some hypétheses that are better than others -,'
some 'emp1r1ca11y ‘true, -some emp1rﬁcaﬂ1y false. - To: test thJS, the
hypotheses must refer to observables, e1ther dwrectTy or 1nd1rect1y

A ,;.',.';- >, Pt

Thus, deduct1ve theories must yield hypothéses w:?ﬁ e specific. They

must also be cTear about :.the cond1t1ons —onde ZSCh to expect the
hypotheses,to ho]d. S1nce 1t 1s easier to decid that a theory is wrong

when it produces'an emp1r1ca11y false hypotheses and to dec1de a theory



h

true - hypotheses. Those

Lgis right when it produces’ an empiricall
- hypotheses that do turn out to be fafse can point - out nécessary

- C L
L3

alteratipns ¢ in  the theoretical-  structure. In . this  way,

: hypOthétical-deductiye»theoriesdare empirically refined. /ﬁ\\“/ '
) , o e

~In the - case of pattern. .theories,.:.there is  no 'conyenient .
hypotheses-produttfné' mechanism ’ which turn  owt -logically  true
hypotheses. Instead the theory must be 1nterpreted in re]at1on to the

'situation to be exp1a1ned The theory must be suff1c1ently we]] that

one is conf1denf that the facts observed are s1m11ar 1n~qature to those :

\
conceptuahTEEd“‘n*the‘theerr- that the facts fit the theory Thus, the

—

theory must be of suff1c1ent clarwty and~~prec1s1on so that anyone *

\

- famiTiar w1th it woq\d, as a matter of common sense, can see that the

.description’ and’ exp]anat1on content of the theory had an. anterpretat1ve

~

.appl1cat19n‘,

N rea] s1tuat1on (Skidmore, 1975: 70).

A patterned theory is a reconstructed p1cture of rea11ty wh1ch po1nts
L

out c1early the re1a{1onsh1ps among its parts App11cat1on of this type

of theory. involves see1ng the rea11ty on wh1d1$the concepts and

processes .are based. Thns by reference. to_ the theory, one deve1ops

“ideas about re]at1onsh1p§ and grocesses tﬁ;t are to be expected/;ﬁT‘

4

rea11ty fhese re]at1onsh1ps can be sought e;ther ent1re1y menta]ﬂy or

~ \ '3
menta]]y and emp1r1ca]1y When sought mental]y, the researcher must

1nterpret what, he actua]]yn sees in ‘terms - of Ghe theory, trying to

uncover every aspect If the researcher appears @th1ve a reasonable

d’.
- h<

and def1n1t1ve picture of what is actua11y observed,, then he can

‘

consider th1S to be 9V1dPnCP nf the ncpfn]npct nf the thearv
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: A1tern3t1vely, the "reseaggher‘r=can proceed ' more . emp1r1ca]1yl by _

.f1nterpret1ng what . measyres he might take- and what obsexvat1ons he ﬁhght'-‘
‘expect to fnnd The corre]at1ons between. these ‘observations are sought
not because there is ev1dence suggest1ng they should be there, -but'
because the pattern suggesge they should be The ev1dence then conf1rms, :
‘that part of the theory wh1ch suggests 1ts.£x1stence By 1mplication:j’

this conf1rms the who1e pattern-that gave rise to it Sktgmore, 19752

-~

) . - X . . 4
- 60-71). ' ‘ . v .\Jfﬁ\ _
' ’ s . .; . . ‘ X " . . ,", L(! .
B o . ' . . ) H ’
It is an- adaptation of this latter more empirical ‘method that fis
utilized. by this‘fstudy;? In orde% to enhance the genera]izability'

4

of th1s study, howevenk propos1t1oned expectat1ons, of a‘more heur1st1c

nature  rather than , hypothet1ca1 deduct1ve hypotheses have been

-

formulated.: fh se xpected findings uQ111ze Tichy's perspect1ve as the

'1anguage thro‘ R wh1ch the observat1ons and emp1r1ca1 data ne]a ing\to

-

R
the organ1zat1on are- categor1zed and 1nterpreted

. o ‘. ‘ % N
Propositional Expectations

2 e
v,

The major focus of th1s research‘éﬁ%ﬁo examine the imoact'of mahager1a1'
ﬁ?

dec1s1on mak1ng as -perceiveil by the Var1oﬁs/groups of organ1zat1ona1
’ .
”stakeho}ders when one of the maJor forces w1th1d} the organ12at1onaga

env1ronment undergoes a drast1c change. . Acoord1ng to o - Tichy's “

’

ana1ytica1 framework,: organ1zat1ons are compr1sed of - components and

®,

= systems wh1ch must refain (( alignment if the organization is to

continue to “be effect1ve. The technica1, 'pq]itical,.'andv cultural

;

systems are means through which the -orqanization responds 4o ‘the .
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1. LA "change'A'n':theL economic pressures -of the organ1zatzona1'f
_env1ro$ment w111 reqﬁmre the strateg1c 1eve1 managers of the .

organ1zat1on to first focus ‘on decisions  for changes -n the .
techmieal system. . ” S s

3

4 Accord1ng to T1chv, a change in one or more of the com onents of one -
~ system may create K3 m1sa11gnment between that system and one or both of

thetother systems Since the s teg1c managers are the ones with the '

A}

tresponSJb?11ty and author1ty to 1mp1ement these changes, they are - the

ones who must make the changes. It is: therefore expected that

-
2 The 1mpact of the changes in the technlca1 ‘system w111 requ1re the
%_—ateg1c managers t6 focus on dbe po11t1ca1 system to see 1f t

system needs-to be rea11gned

T a L -
. .‘ . . .
. .

'»As noted by soc1a1 psycho]ogtsts in the 1ate 1950's$ (Festinger; 1957;
'Rosenberg, 1960; Katz \%960), affacts a;§}att1tudes are very d1ff1cu1t

to change T1chy re1nforces th1s finding by acknow]edg1ng that .

uncerta1nty w1th1n the cu1tura1 systenl usua]]y peaks 1ess frequegt]y'
: over time - than peaks of uncertalnty in- tﬂs\_tsdhn1ca1 and p0]1t1Cd|

. systems Also, s1nce 1nd1v1dua1s va]ues and beliefs are usua]]y taken:”

‘for granted and thus wot norma]ly quest1oned managers do not usua]]y

focus on-the cqitura] system . ;§
( As noted in Chapter 2' above however, human service- organ1zat1ons

't.are un1que in’ that the1r goals are pr1mar11y comm1tment to - certa1n'-

va]ues, rorms - and 1deo1og1es (Hasenfe]d aﬁd Engl1sh 1975) An

2

“.organ1zat1on wh1ch de11vers 1ts services pr1mar11y throUQh one type of



N

profess?ona1 1s expected to atta1n a high: degree of va]ue consensus - \\“W

'/

k part1cu1ar1ty Tf these profess1onals a]] ut111ze the same techno]ogy

It is therefore expected that ' . )
K e ¢

. bl . )

.. 3. Given a high value consensus, the Cultural system will undergdlghej‘
1east‘amodnt of attention and change as the'groups of stakehonere
in the qrganizatiom'try to interpret and. justify their decisions

.~utiliztng “the same values and' assumptions used ‘prEVioUSWy “to

_prdvide-a sense of*historical.continuity and evolution. | . )

. - -_._‘ o P\J;/[/' .- ; 3 - ;

T1chy acknow]edges that the 1mpetus for change Can develop bbth w@th1n'

‘L. 1.’ J

the organ1zat1on as we]l as from w1thoutt "nated by _proposition two

above, the 'jntra—organizational changes in one of the organization
systems, may 'require cpmp]ementary ;changes in the other Systems.'

Political pressures may be generated -within the organizationa]

¢

envwronagnt by 1nd1v1dua1s and groups who have a spec1a1 1nterei;:in the
v s : - . l . N
'outcome of an organ1zat1on foom L

P / . [
“ o * ' .- ) ) _ .
' R . N 2 . . . .

" In the case of non-profit hd%an service3organizatfons, cpncerns may °
deve]op 1n twb areas Firét the recipients and their advocates may
develop concerns’ regard1ng ‘the. qua11ty of services de11vered Second]y,
‘the funders of  the- program (e.g. tax payers) may deve]op concerns

“regard1ng the eff1c1ent use of the resource9 requ1red to deliver the-
’ serv1ces. S1nce ﬁersons usua11y contact f1rst1y those 1deﬂt1f ed by

. organqzat1ona] structure and-protocoltas be]ng able tovhelp themaw1th

A
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¥

4. those stakeh&]ders that fadl ioutsidé of the hierarchy of the

organizatior (ice., the parents and legal - guardians, and the

“Hureducrats) will endeawour to influence changésl in  the

.

organizational systeﬁs first, directly and if unsUccessful,Lthen

'_1nd1re;t1y through 'tFying ‘tb'qinfluénce' the poﬁitica} forces

.relevant to the organization. - = -

F&s - N .
ke g R —

. Information Sources i \;.z”/'

+

.

In thjs'stu&y, Triangulation (Den;in,,1975)‘wa§ utilized to establish.

the. chain of events .and to .minimize error and bias. ~ The sources of.
. ( ; _

information'included,the following:

- Former program and managerial evaluations, = _ : .

.~
S
—_—

- internal memos- and minutes of meetings,
. s % .

- dchments.de publications from both the organizatioh and the

~ N

. government depar;ment of which if was gpart,

- c]ippjngs of %rf}ples_fromlexterné] sources (i.e., newspapers and
newsletters), - ' . ' ~ - g

- the tfanécripts from formal intensive iﬁter&iéWs Qith‘representatives}
of7two external stake holder groups (i;e.; dep&rtmeﬁta],bUneaucrats and
the parents and guérdians of'thechiénts); Eeprésentativgs'of the

'orgahizatibnal stakeholder groups (i.e.,’thé execﬁtives at the
strategic 1evef, the managers at.the midd]eﬁmgnagement level, and'the

- staff at the operational level).

Ay
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- Persona1 research field notes record1ng 1nteract1ona1 observatwons on

both informal and‘forma1 sess1ons.

fhesetiﬁformacion sources were used to establish the following:

v

- 1. A br1ef h1sc3pzca] account of the deve]opment of the

\-

dlgan1zat1on,

........ ‘(

2. an anaTytTca1 overview of theﬁimpact of the fiscal restraint'on the

-

;organ1zat1on from the viewpoint of each of f1ve stakeholder groups.

1nc1ud1ng - 1ssues 1dent1f1ed b>'each of the groups, how these

s

1ssues were perce1ved to be dea]t w1th by the strateg1c managers,

’and a descr1pt1on of the perce1ved impact of these manager1a1

Q decjsxons regard1ng-thesevjssues. ' : s

'=Tnstruhehts_ .
;The magor 1nstruments used o co]lect data for th1s research cons1sted
of the f1e]d notes of the researcher aqd thc interview schedu]e of _open

N\ . \
quest1ons Handwr1tten process record1ng notes were 1n1t1a11y taken by

i;he researcher as he part1c1pated in the formal ang 1nforma1 meet1ngs as
s
@ known.partjc1pant observer. The handwritten ‘field notes were then

,-trahSCribed‘add summarjzed as soonafter the event as oossihle {usually .

ko)

the tape recorded 1ntens;ve 1nterv1ews in which the researcher utilized

- within 24 hqurs).- . -

9 . : , S §
~ L v,

“ + !

J

The second maJor source of 1nformat1on was obta1ned from transcr1pts of

- vl *J
- »\ : "-0: «.;u /
Y KA

N = ey S a.
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o an: 1nterv1ew schedu]e fons1st1ng of open ended qdest1ons (see append1x

ie11r1t comments from the respondents regard1ng their percept1ons of the '

political, and cultural). o ’ . S o

' regard1ng what the 1nd1v1dua1 perce1ved as the. tasks he or she performed,

\\\appropr1ate1y d1fferent1ated and coord1nated by the current organ1z&t1on"

A).‘ The quest1ons conta1ned 1n the 1nterv1ew schedu]e were de51gned to

~
1mpact the f1sca1 restraint had on each of the three organ1zat1ona1

components (mission/strategy, organ1zat1onvstructure, and human reipurce"

management) in each of Tichy's three organization systemsv]technical,
. . . . . ¢ . - 8 -

L]

»

The interview -schedule started with the ;organTzEtion structure and

. ' ©

fo]]owed it through the technical, p01itica], and cultural systems, For

example, the first question (what is your Job7) elicited . responses

and the adm1n1strat1ve units 1in wh1ch they operated .The researcher

~then probed as to whether the respondent perceived - that the Easks were

[YE

structd?e (i.e., if "they were: k‘ﬁ alignment). Next, thes researcher

—

2

inquired as to the effect the respondent perceived the.fiscal restraint

had on his or hér job in order to determine the respondent's perceggion

of any changes. o - g
. .

’

This 'pattern was followed for- each of the queétions listed on the

~interview schedule (see appendix A). " The relationship among these codes

‘ref1ects'the nine cells of Tichy's theory. Table 9 below outlines these

relat1onshtps.' B 7 ‘j> B

&7 -
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o COded ut111z1ng thé th1rty/codes out11ned be1ow s

-:'TMhﬁrAUIGN - Amount ozfchange requ1red 1n ref1n1ng the m1ss1on'and,’;”

; : . -
-‘ “ “ e .'v', oo . ’ N . ’ . ) - 98 ;
o _n_fMISSION/ : ‘ORGANIZATION " HUMAN "RESOURCE -
R STRAIEGY \\M' DESIGN -~ MANAGEMENT
8 4 ‘ " — — \ - - : ) - . -
. TECHNICAL + ™ - e TH
. SYST ' - oL T
. 3 N
B ' BN . , T -,
- Y . POLITICAL ~ . . PM - PD .o .. PH
. SYSTEM 3% -
. CULTURAL M ... ¢ T . CH
“SYSTEM. R I |
R T o S
LEGEND - - | |
T = Technical System M = MissionfStrategy . - e .
P = Political System -, D = Organization Design (Structure)
-C= Cultural System i H = Human Resource- Management
TABLE 9. Cod1ng Accordlng to T1chy s Framework , ‘ﬁ@“

Ce

The transcr1pts of these 1nterv1ews were ‘then rev1ewed and the- responses
ok
‘Codes T . - -/ |

.

- TM -.SCAN‘“;'ASSessing nv1ronmenta] threats and opportun1t1es' ig'

™ :.ORGn" - Asséss1ng rgan1zat1ona1 strengths and weaknesses

esources to accomp11sh 1t

f1tt1ng PR .
”. ‘?.9 ’ s : .
" %)_;.[J.IFF.‘> - DwffErezt1at1on of the organ1zat1on of work 1nto ro]eS'

D - iﬂTl - Fntegnat1on through recombining ro]es into departments,»

-

oo d1v1s1ons, etc : .:";’L4t‘ ;‘ .‘



TH -

CTH .

TH --
TH -

PM -

>
o

PD «+

PM -

PM -

PD -

~PH -

PH -

., PH -

™ -

PEOP
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ALIGN - Amount of change requ1red 1n def1n1ng ‘reporting re]at1on-

| -sh1ps and group1ngs of. peop]e ‘and departments to meet -
business. needs. .

1.'

Fitting people to roles ,

CRIT - §peCifyi"9.PeTformance criteria to roles = :*“&; L
PERFV - Measuring‘performance; 0 - PR

>DEVEL - Staffing andtdeuelooment to £ill roles; , )
STY}ﬁ-vaanagement style'of key staff - ; :
ALIGH - Amqunt of change requiret] in methods oftstaffing%' Cow L

deve]opment and assessment’of oéople:.

INFL - Determ1nat1on ot those who. 1nf1uence mission and stratggy <'

DEC - manag1ng coal1t1on behav1our around strateg1c deq*51ons

ALIGN - “Amount of change required in who“gets to influence the

<

missian and strategy of the‘organ12at10n R

ROVE - D1str1but1on of” power across h&\e structure
ALIGN.- Amount of change required~ﬁn the distrvbut1onfof power.in
the organ1zat1on both across the grgan1zat1on and up “and T
down the organlzat1on - | t o L i |
suc - Manag1ng success1on pol1t1cs ' , ;';" L | i‘ T
’REN | -.Des1gn and adm1n1strat1on of reward systemcr : Li SR |
MAN Manag1ng the politics of appra1sa1 o !Q

ALIGN\X Amount of change requtred in manag1ng the po11t1cs of

succession, reward system and appra1sé] .  ’“ .'-' !
MAN ‘-_Manag1ng the.Jnf1uence va]ues and ph1losophy on -the m1ss1on
"~ and strategy T 5_ ’ ‘ .”‘k; .'.;,. ’ o

N ° - . ’ ..
T3 A . I : ¢ ) . N . . s
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- ALIGN - Amount of change requ1red in deve]op1ng a cu]ture or set of
| va]ues to- support the bus1ness strategy
.CD ?‘SUB, - Deve]opment of subculture5vto support ro]es
fEb-- ORG. CULT. - Integrat1on of subcultures to create a company culture '
CD -,ALIGN - Amount .of change requ1red-1n develop1ng a.manager1a1 styfe
! i and cp1tuhe_to‘fit the oréaniiation |
CH - IND. VAL. - Se]ection of peopTe to buiTo'or reinforce
f‘ | ) organ1zat1ona1 cu]ture
CH - éOC - Oevelopment (soc1a11zatzon) t°¢W°]d the organizat1ona1
‘culture” < . ‘. ﬁi -
,.- 'CH:- Rva; - Menegement of.reWards to shepe and.reinforce the
‘ organ1zat1on cu]ture | |
CH - ALIGN - Amount of change required in the se]ect1on and development -
: ‘l ,of staff, and the deve]opment of rewards consistent yxth
the organ1zat1on s values and cu]ture -
1INFORMAL - 1nd1cators of support and information shar1ng that fall
4 outside of the_formal channe]s of commun1cat1on. B
OUTPUT _ - perceiyed'indicators of the services prop{ded by the

-

organization - g ; N

The basic qUestion§’of the interview schedule heflected‘the matrix of

-

nine cells out]ied in Table 3 _e-bove, ~ The reseer(:her asked the

- respondents - for "their preceptions of : that pahticular topic;' The’

‘researcher. then probed wjth4furtheh open ended questions based on the

-response. Once this area had been exhausted, the researcher asked the



respondents for the1r percept1ons as to the effect.or 1mpact the f1sca1

restra1nt ‘had” o that part1cu1ar tOpTC area;f The reSponses were then
coded “according ‘to the subcodes 1isted\‘above for each of the
stakeholders groups.- A -group perspect1ve was deve]oped by aggregat1ng
) these responses check1ng for outliers (drast1cal1y d1fferent op1n1ons)
- as well ans1m11ar1t1es . The group per; ectives were then compared with
one~another to 1dent1fy areas of a11gnment and m1sa11gnment ' .
..After‘each interview W % coded, the transcr1pts were scann;a 3: see if
any substantive inforfation had been missed by ‘the codes. This
ethnographic (Hammers] y and_Atkinson,-1983; Handel, 1982;uﬁof1and'and
Lofland; 1984)'approach enabled each .of “the respondent;'to express ‘their
opinions regarding these ’variables *utilizing their own terms of
reference. This phenomenological approach (Berger and Luckmann,_1967)
enhanced the validity of this instrument by ehdeavor1ng to have the
respondents make -explicit (via the prob1ng questions) 'Fhe social
constructs they were us1ng to interpret the meaning of the quest1ons
In this way, the researcher could make every attempt to ensure that the
respondents understood the'essencedof that particuTar”question as it
related” to -thé particuTar component of Tichy's framewprk 'bé€ng
discussed. . f

Frequently throughout the interview, the researcher “also

(V4
summarized the respondent's comments and asked the respondent to verify
* the validity of the researcher's {nterpretation of his/her responses.
‘If the respondent agreed with the 1nterpretat1on the researcher

cont1nued w1th .the interview schedule, If the respondent did not

NG
o

% o "
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ent1re1y agree ‘then the researcher asked the respondent to clarify the

o situation. The 1nterv1ewer did not proceed further unt11 both felt
'satisfied that the researcher understood what the respondent had meant.
" The responses to the quest1ons therefore became the valid operat1ona1
specifications of that component of Tichy's perspect1ve for that

individual., = @&

Based on the assumption that_the frames of references of the individuals
within each of‘ the ‘group levels were basica]1y the same since they
shared- common respons1b111t1es and social sett1ngs,‘1t is arqued that
the aggregat1on of “these 1nd1v1dua1 perspect1ves into a group '
perspect1ve through content ana]yses utilizing by T1chy s categor1es

7

resu1ted'§Bf ES va11d group perspect1ve for each of the nine ce]]s

: out11ned in tab]es 3 and 9 above

Validity and Reliability

; . v . \
According to Briggs_(1986)'va1id1ty,1refers to the accuracy of a given
. . . - <

‘techniQue, that is, ‘the"extent whi¢h the results conforn to the
characteristics of the phenomena'in questidn“ (Ibid. : 23).-‘}0ur types -
of validity have been 1dent1f1ed ‘First1y,. ‘content', 'face‘“ or

apparent' va11d1ty 1nvo1ves exam1n1ng the poss1b111ty of - results. It .
is usua]]y estab11shed through the formea Judgement of the 1nvest1gator
who examines "the resu]ts of the dest1ons and ‘measurements to see if

‘they are cons1stent with other 1nformat1on about the phenomenon be1ng
studied (Holst1, Y969 143) Second1y..'predict1§e' va]iditybis Ythe

Jab111ty of ag Lnstrument to pred1ct events for which ev1dence 15 not at

present ava11abhe to the analyst" (1569 144), This occurs . when the

Lo

o~
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data can be used to - pred1ct the - occurrence of - events Th1rd1y, .

concurrent' vahd1ty, the ab1hty of a measure to d1st1ngu;sh sources.
with-differencess’ ises"tabhshed if the 1nstrument.can be shown that
"observat1ons match those generated by an a]ternatwe procedure that is
jtself accepted as ‘valid" (K1rk and Mﬂ]er, 1986 22). This is also
known as‘ymstrumenta]‘ va\11d1ty Finally, 'construct' vah'dity. of‘ an’
\)(strument is demonstrated when there is ‘substantial ev1dence that the
theoretical paradigm rightly corresponds to the observations, (Cronbach
and‘ Meehl, 1955). Thus construct validﬂty' is concerned. not onllyv with
vatidating the .meas’ure but also the theory. The theory then explains
why a variab']_e'.is 2 go‘od‘ predictor of another-vari‘»abv]e?'or is capab]e of .
.discr'im'inating’ between various types of individuals. "On'_e‘ criteria of
/eonstruct‘ va]idfty is that hypotheses derived from the the'ory shou]d
yield similar results in different settings" (Holsti: 148), thus the .
o+ resu]ts can be generalized to other s1tuat1ons rather than be spec1f1c

o the s1ng]e research s1tu,at1on

-

ey

.The first three types of validity V_comprise %e internal vah;dity or the =~
"truth value" (Guba and Linco]n, 1983) of the study.. fhey involve
lestabfishing confidence in the truth of tdhe findings of the parti_cu]ar
inquify for the subjects with which (and the context within which) the

inquiry was carried out (1983: '1(53'.) Construct validity on the other
hand, is concerned with externa] va]1d1ty which is the degree to which

'\fmdmgs of & part1cu1ar ‘inquiry may have apphcab111ty m*‘other_
L. .c)ontexté or w1th other subjects, o : | | : #

In qualitatives research, the issue of validity is- "a question of

whether the rese¥rcher sees what he or she thinks he of she see" (Kirk

v



!

and M111er, 1986 22) : It is. the assurance that the researcher h
accurate1y 1dent1f1es and 1abe11ed the variables.

N

Va11dﬁty is based on the assumption

“that there is such a thing as caﬁ]ing things by their r1ght names,
and this in turn depends on the assumption that there is a common world
. and that 1anguage s relation to .it-is not who]ly arb1trary" (Graff,

o

1979:90) - ® d -
According to Kirk-Mi]Ter i9865 qua]itatives;researchers do not report
on stud1es obJects so much as they report on their 1nteract1on with the
objects. " They are also at .the mercye "of the wor]d views' of- their
subjects. Asking the right' questions (Raiffa,' 1968) therefore ‘is 3
 essential to eliciting valid #&sponses.- o

In this study the researcher va11dated the data in three ways.
F1rst1y, dur1ng the taped 1nterv1ew§ he frequentﬁy verbally summar1zed
‘:what he/she had sa1d in response to the interview schedule quest1ons ~
This gave the respondent the opportunity to correct the 1nterpretat1on
of the data(immediate]y.:lt also gave the researcher the opportunity to
. ensure that the respondent understood the ‘essence of the question
| Secondly, all respondents were asked if they wanted to receive a copy of
the transcr1pt ‘of _ the1r 1nterv1ew “to revSh w, . correct ~any
'm1s1nterpretat1ons which appeared to occug dur1ng ‘the 1nterv1ew Nine
(9) of. the supervwsors all three (3) of the strateg1c managers. one (1)-
of the bureauracratsxand three (3) of the parents requested and received ‘

their - transcr1pts for th1s purpose. No one requested changes
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,F1na11y, the 1nterpretat1ons from the. grouped data were d1scussed ‘with .

SN

“Jincorporated.

__enab11ng the researcher t0<test emerg1ng hy 0 hes1s through a var1ety of

: mthe superv1sors, the strateg1c managers and the parents at three

"iseparate meetings where they were asked to comment on the va11d1ty of the

interpretation. A11 changes and add1t1ona1 1nﬁbrmat1on were noted and

= | Webb ét al. (1966:174) have argued that the most fert11e search for
validity comes from a comb1ned series of d1fferent measures. K1rk and

Mil]er ,(1986) Vﬁew field research as. | "11tating 'this ‘process by

4

ways as he or she engages in ‘the face to- face contact of the pragmat1c .

routine of everyday ]1fe dur1ng the study per1od Both of these

procedures were followed in th1s research. Data rece1ved from the~

‘interviews, participant, observat1on notes, and written mater1a1 were

aTl comoared with one. -another. The emerging. 1nterpretat1ons were
d1scussed during the natural course of events dur1ng the study per1od

ReTiabiiity"is.the other test of rigor that.those conductingAscientific
inquiry must meet. Re1iabflity is the repeatabi]ity of the scientific
inquiry., It dependslessentia11y-on the degree'of‘explicitness of the
described procedures. K1rk and MT]]er 19861?0pve dwstlngu1shed three
kinds of re]iability - 'Qu1xot1c e§e11ab§§uiy ggﬁers to the

c1rcumstances in which a s1ng]e method of obagggatggpccont1nually Teads

an’ unvary1ng measurement 'D1achron1c re11@5113ty refers to the

‘stab111ty of an observat1on~vthrough t1me ) 'Synchron1c re11ab111ty

' refers to. the s1m11ar1ty of observat1ons w1th1n the same time. per1od

Un11ke Qu1xot1c religbility, Synchrqn1c 're11ab1]1ty rare]y 1nvo]ves’-

1dent1ca1 observations* but rather observat1ons that are consistent with
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‘respect to the part1cu1ar features of interest LO the observer, It'tan

. be eva]uated by comparisons of data elicited by a]ternate forms (Kirk

\

“and Miller, 1983: 41-42). . I

Guba and Lihco]n (1981: 1205 have argued that_reJ1ab111ty_£or:1h their
terms,. 'cohsistency') as an issue - need not be faced djrectTy in
‘naturalistic inquiries sthce'ft-is-impossibTe-to-have internal validity
.withodt're1iabi1ity Thus'a'demonstration of 1nterna1ava1idity amounts

' to a s1mu1taneous demonstrat1on of re11ab111ty

Lo Q

- Kirk . and M%]]er (1986) argue however that . re11ab111ty 1n qua11tat1ve

research .can and must be addressed through a thorough documentat1on of
investigator's procedure. Accord1ng to K1rk“and M111er,-"thzs must be’

accomptished at such a~1eve1=of‘abstraction that the loci of decisions
b4 . :
1nterna1 to the research project are made apparent" (1986"72) They

1

" propose a fpur phase model of . the ethnograph1c brocess which sharp]y
charaqtertzes. activities .as - falling within the purvtew of either
Invehtion'(research design), bisoovery (data}zo1}ection)j‘Interoretation'_
tana]ysis) or Explanat1on (documentat1on) They argue that byw
completing one phase before mov1ng to - the next phase and by comp]et1ng

all phases, reliability w111 be greatly enhanced (f9 : 72-73).; This™is’ °

the process ut111zed by th1s study ' g'

_Re11ab111ty and va11d1ty are 1mportant in. sc1§nt1f1c 1nqu1ry because Y

" without them it would be d1ff1cult to accumu1ate an’ obJect1ve body of

cumu]at1ye_fhoﬁliage - In the natural sc1encesPobJect1v1ty is. obta1ned

—
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.in two ways: '

1) Experience is reported in such a way that it is accessible-to and

can be(rgp1icated by othersy -

a - .-

“« -

2) the 'results~ are reported in terms of thebreticaliw meanirgful - -

-~

'

- .
var1ab]es that aré measured 1n ways that are themse]ves JUSt1f1ab1e

“in terms ot re]evant.theor1es (K1rk and M111er, 1986. 13-14)L

y . o
: 2

i

Kirk: and Miller. (1986) argue that 'social inquiry, based on the

._metaphys1ca1 perspective vfhat. reaiity st.:something ‘out there in the

- o " IR A

'ﬂfrea] wor]d' and a]so someth1ng ‘inside our heads', can still meet the
e - L o . . - L

rTgors requ1red‘ by ob3ect1v1ty.‘.'ObServations of 'both. phenomena are’

apngopr1ate to f1e1 reséarch (1986 71)‘;1 They conc]ude that the‘
problem of va11d1ty is hand]ed by f1e1d research and the prob]em of.._

re11ab111ty: is hand1ed by documented» ethnograph1c decxs1on mak1ng

(1986 73). -

-~

In: Summary, the type of re11cb111ty of 1mportance to this study ‘15_'
“ synchronic re11ab111ty thCh : ach1eved through t?1angu1at1on
a D1f£erent data soﬁrces have been used to document the sequence of

even‘s : Tlchy s perspect1ves ‘was used to deve]op th1rty codes to
' summarTze, synthes1ze and analyze the data ‘The perce1ved 1mpact of the
;;:<events -as determ1ned through the various’ data cpllect1on 1nstruments,

_was 1nterpreted by categor1z1ng the data accord1ng to these code Tor

the f1ve group categor1es

. P
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-Target Groups "', : e

-

- The subJects of th1s study fal] 1nto two categor1es those'représenting

the 1eve1s w1th1n the organ1zat1on, and those represent1ng the 1mportant

'

forces in the organ1zat1ona1 env1ronment
o o - _ - v _ I
‘The groups interna17to the organization were.representative of chhy’s _
d1fferent1at1on of the strateg1c, manager1a1 and operat1ona1 1evels
Group  one cons1sted of . ‘the four persons who compr1sed the strateg1c

Tevel of the organ1zat1on, This group cons1sted of the d1rector of the

.'organization; the two program d1rectors, and -the bus1ness manager.

Group two, the manager1a1 1eve1, cons1sted of- the fourtéen group . home

\\Qyperv1sors Each’of these superv1sors were respons1b1e for manag1ng

.,the human and other resources requ1red to enable the group home to carry
_out the mission. Group three cons1sted of a representat1ve sample of

5a11 of the staff pos1t1ons in the group home that were work1ng d1rect1y

w1th the c11ents o . A /

vGroup 4 cons1sted of representat1ves of ‘he cu1tura1 and’ po11t1ca1 force

i the externa1 env1ronment which was try1ng to reta1n the status quo
.}j}for the serv1ces-of’th1s-c11ent group. -It conslsted ma1n1y of those
, parents and guard1ans that were . qU1te act1ve1y 1nvolved in mak1ng their ;

<;5w1shes known to the organ1zat1on and to those who were. 1nf1uent1a1

the system to wh1ch the organwzat1on be]onged (1 e., the m1n1ster and

| *the bur%aucrats) The f1fth group cons1sted of . those : represent1ng the

’

, 'econom1c force to reduce the f1sca1 resources. It .was compr1sed of the

e

B four bureaucrats who represented the four organlzat1ona1 1e els between '

f‘ the agency and the M1n1ster and through wh1ch the request for a

4
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reduct1on in fiscal resources was channe]ed ‘These persons also ‘had the
'authorwty'to\mod1fy the .nten51ty of the reduct1on for th1s spec1f1c

_organization.

F,Ethicsf
Ethica] considerétions for this study’ include the following three basic

questions. ' ot S : t

- Shou]d these grbups be stndied?.
- How: w111 1nformat1on from oppos1ng groups be ut111zed7

Ep How and when w111 ano%ym1ty be protected7

Al],thé'gfoups appear{ng~in the study were 1nterdependent1y related.
'The parents andvguardians,of the severely mentalﬂyedisa51ed residents
served by th1s organization had developed a unﬁque- participatOry :
pos1t1on. ‘The ®taff and managers of the organ1zat1on had‘—’yabled
relevant participation from the parents in turns of the treatment and
deve%bpnent of theif-children " This appears to bele naré event in the
endeavors of hyman service organ1zat1ons A descr1pt1on and ana1ys1sﬂ
'~‘of their. impact on the p]ann1ng and administration of the organ1zat1on
as. we11 could en11ghten theories of part1c1patory p]ann1ng and prov1de a

k3

model for other c11ent and advocacy groups

. - .
.Alsoﬁi the .vast majqrity of those who have condueted traditional
organizational studies have viewed’ the organization only from ‘the
’ managerial perspectiye. This may_be:due-in pertebeceuse,they receive .

': their base of;]egit%Metien from and th?ough the management. "The



-
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perce1ved 1mpact of changes as y1ewed by those representwng the other

Tevels of the organ1zat1onrand as vwewed by - those representing forces

outside the organization does seem\to warrant further study.

RN -

Since the groups w1th1n the organ1zat1on appeared to well: ba1anced in
terms of- the1r power, expos1ng the intricacies of one group ‘to the other

may have resu]ted in a power sh1ft However, the researcher made it

~

3 clear at the onset that “the f1na1 report would be available pubI1c1y'T
In order to estab11sh and retain trust-' worth1ness (Patton, 1980:
170—172- Hande1 1982' 68-73) any spec1f1c concerns from the respondents
regard1ng the 1nformat1on they gave was appropr1ate1y addressed at the .

time between the researcher .and those 1nd1v1duaJs. _The researcher o

‘assored the respondents of confidentiality at the time of the interview,
Because of this, the Pesearcher did not discuss‘any of the information
: obtained from_the other interviews with the”respondents.

.J .

- Each 1nd1v1dua1 part1c1pat1ng in th1s stuﬁy was'assured of anonym1ty 1n
the wr1tten Jreport. Locat1ons, gender, and _other- 1dent1fy1ng

information was either omitted or Changed.nhen individda] examp]es were ;
. sighted. A jist of the--suryey ‘respondents was kepth oﬁ]x;-for ;‘
. administrative purposes. The anonymity‘ot‘those interviened Wasxénsured
by comb1n1ng 1nd1v1dua1pcomments to formu]ate a group perspect1ve for'

T 0

each of the stakeho]der groups. Pseudonyms ‘were used when quotes; ‘
- ipcluded ‘the names@of‘spec1f1c:1nd1y1dua]s.’ The-references npted.for"
"the directkqu0tes in this paper are in cddetand refer to their locatiop .

- in the fieldnotes and transcripts. }‘ e
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Consent to tape record the sesswns was ob.tamed 6rom aH “those formaHy

v

.j_nterv1ewed. A tranicmpt of- the 1nt€rv1ew was de@)ered to those

.persons who requested 1t . ‘These persons “were 1nv1ted to d1scuss any

comments they m1ght hawé regardmg the 1nterv1ew w1th the researcher -'_'
v;

for ‘purposes of vahdat‘ron, c]ar1f1cat1on, agd add1t1on g501" further

Ay .-

1nformat1on However, s1nce the transcr?’pt? were approx1mate]y forty

\ - -

: _pages per 1nterv1ewvnone of the respondents who requested and recewed

u.b

cop1es \of their 1nterv1gws contacted theurest’archer AH tapes werg

Lo hd

erased once the transcr1pts were typed C L e S
, ] o LR ST
- a - : BCY © . . e ) >
‘ . :,- * : : > F 3
. Case Study Phases & - o, . - PP T N S

L)

s

'.'.';The study co\nsisted 'of._ofour_‘ph.ases: Research”des*iqn, da‘t'acol]ettion;

data analysis and documensation. . lﬂ R D
5 R - Oty

Durmg the deS1gn pha‘Se the genera1 research questmn was rgﬁned

re1evant 11terature rewewed the 1nterv1ew schedule co_p11 d* and the

bas1c format of the study desagned , Arrangements were the.: made wmg

the orgamza%wn and government department to construCt the st

CREE . C e

~ The data;ul‘c?ﬂ]ecgion' p'hase started-fwtth' igh: 'ortenta'ti'on.-! ~‘Th‘e purpos'_e.-’:'ot.“,‘_
the one month or1entat1ona1 ph@se was. not only to 1ntroduce;'the'ﬁ“
,researcher %}tqjo‘b thet. Varwus 1nd1v1dua1sA and groups W1th1n ”i‘lhe,:,
o:’ganﬁza‘ﬂon, -but a1so to famihamzeitﬁ"e staff w1th the purpos@and;;.
method of the study and to estabhsh the 'trustworthmess"'of the'_‘g‘._‘
researcher (Patton, 1980 170) 3 Durmg ti@!s per1od the\\ﬁesearcher dea]t

sh’aight forward?y w1th any 1nd1v1dua1 or group Coﬂﬁerns ra1sed S
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'An”'in?tiaT reView of , the ureTevant documents {e.g. the or1g1nal

¥ facl '?§‘V e (t_,

ergamzatwmal ph’m@ prOgram evaTuat1ons, spec1a1 reports, and m1nutes
N ./’

of orgamzatwna] meetmgs) was conducted t& estabﬁsh ahd initial
N

o or1entat1on tsgh the orga‘mmtmm for the resmrcher" Durgng th1s phase%g

i
Y

staff and parentg;, v1ewed this 1nqanry as. ommard]y an academc study '

the researcher fand his role (known part1c1pant observer) were 1ntroduced
B &y - B -
to the management and staff of the orgamzat1on as weH as t0t %he parent

‘u N

groups The purposei of th1s phase was “to ensure that the man&gemen‘@. .

and° became acr:ustomed to the presence of the researcher. The researcher

¥, - g (

kept f1e1d no'?es of h1s 1nv01vement summamzmg and codnng the contents

usmg both d}%cmgtwe categor'les,(Schwortz and Jacobs1 1979 LofTand

" and.-L’g{fTand_,: 19§4) and the categomes based onﬁmhy 5 concep(uaT mode]

N
{
it ..

Axr T T 'g‘ ST "@,‘

‘-?The ntensive data coHectmn phase cons1sted of th@ f1ve months

. 'k/;}

3

d__,\ 4
meetmgs that occurred throughout the orgamzatmn ﬁrmg that time~
SR A .
> -—k;y,s o o fo " : : .
permd Lo S “9 v-@v a‘
. ‘/’ﬂ e - .-' o . ‘. : - . e - . ’
e ,)ww‘ ) ﬂ_. L . s . X . v oo q‘

) folTow@g the one month or1entat10n Durmg th1s phase the 'researcher

[&3W

re’e‘orded tﬂ} resuTts of 1nforma1 conversi%ona] 1nterv1ews, the f—mrmalg

tape'r;ecorded mtenswe 1ntemf'1ew§ as weH as. the forma] and 1nforma1

. of the fourteen group ,homes ery the orgarﬂzation, seven of them were

ﬁ}%‘ T 9

“%‘%@eycted for the 1ntens1ve 1nterv1ews¢bf the staff (operatlogﬁ TeveT)

prad

”_?These hmes were seTected by t,h&-strategm Teve] managers reﬁpons1b1e

'for» th‘% There was, unammous agreement among the strategxc TeveT and

1 2

. a~

the manager1a1 le\LgT managers that 'g‘hese S‘even homes wer’e représentative B

-., 3 &t T H’f'l 7.

of the fourteen homeso and that the 5&1ection?d1d not appea?? to be

o7

e B ‘Av~'; o

‘-'blased The op1n10ns of seme fbf0 the staff@f \the other homes were 7'.,"",.".2_4
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obta1ned through the1r attendance of Spec1a1 staff meetfhgs and throug%

1nforma1 conversat1ons._ The1r op1n1ons and percept1ons did not appear

to d1ffer from'the range of op1n1ons and percept1ons rece1ved from the ’

! . %
.~ staff of the seven selecfed homes. N
E s LG‘) . . @ .
W e & - - .

® A

Dur1ng th1s t1me per1od the researcher co]]ected and read a]] re]evant
documents and corresﬂ%ndencevthat'were rece1ved and generated by the

& strateg1c ]evel managers, kept extens1ve pant1c1pant observation notes, o

’ and conducted . the - 1ntens1ve ‘ 1nterv1ews - *The documents ».and

correspondence from the organ1zat1on and the department were scrut1n1zed

&

in order to obtain theaoff1c1a1 views of the organ1zat1oﬁ S goalsxand

progress. The documents were aTso used to ascerta1n "issues re1evant to 7

» ».
" the management of the organ1zatmons and the means by wh1ch theyrwere
, : : 7 _ o . o
’ dea] t. " ) Lo § SR . A ,
ey . _‘ v e . . .
v . . e . “_ . I s - e

The rese¢archer attended every meetmg hew at the headquarters of the
.
organ1zat1on * This 1nc1uded management meet1ngs (strateg1c leveT) un1t

v tr

meet1ngs (managerfal 1eVeT), and the spec1a] meet10gs cailed in wh1ch .

o

11 1eve1s of staff are represented to d1scuss the spec1f1c 1ssues as

: v
. they 'arose.’ The researcher was also 1nv01ved n many. 1nforma1 -

.- v P »

- gather1ngs and. d1scuss1ons (e g. coffee breaks, 1unches, bu]] sess1ons, B

b etc ) He,@tso attended al] of the Parent Adv1sory Comm1ttee meet1ngs

Ju

that%g_'urred dur1ng th1s t1me per1od L. ' 4_" A
_ - T; s .
'Q. - q . . \ . Id

The f1e1d notes, wh1chawere‘wr1tten as ;9Ah as poss1b1e after the event .~
(usua]ly w1th1ﬁ 24", hours) They “were. then transcr1bed onto 1BM _'
Compat1b1e f]oppy dJSkS vﬁa a wordproceSSIng Program 1n order to.retain“'>

,theignformat1on+1n-both e]ectron1c anduhard copy med1a. .The nbtes .
' - \» :"o-_. - 2 PN .. "'v ' £ . R ) T
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_consisted of the fol]owing five components: 1) Rumning descriptions,rz)

'-,preViousiy forgotten happenings that were reca]led 3) ana]yticai ideas
., and inferences, 4) ‘'personal impreSSions and feelings, 5) notes‘ tor
o i

. further . in'vestigation (Lofia‘ﬁa‘ 1971- 104- 106) The informatiog
contained in these notes were also categorized us*ng the codes. Any
4,in£ormation obtained that could not be categorized utilizing these

~codes,. were categorized reflexively (Garfinkel, 1967: 7-9;'Handei,_1984:

| 34-39 Hanmersly and Atk§hson 1983: 144-206; Glasser and Strauss: 1967).

-~

TPe sgniestructured intensive)‘interviews were conducted utilizing an-
- interview guide (see appendix A) to ensure that the questions were asked

in a conSistent manner and - that all areas of concern were covered ih the . .

3

'interView The interview conSisted mamly of open -endbd questions to
facwiitate a fnee f]ow of conversation and permit the exploration of new
aspects ‘that arose spontaneous]y during the interview. These interviews.
;were ‘ a]so transcribed B verbatim utiliging ;o an IBM  Compatibde

*wordproceSSing program.

‘e . . -

Y A

R -

, (;?he data'vanaljsis and. documentation phases commenced aft%§l the
comp]etion of the five month data co]]ection fees ‘and t.f resedrcher g

-Withdrew from the organization During these phases the: researcher also ‘,
NN N [N
contacted various persons to ciarify perceptions “and supp]gment the

information. Near the end of the documentation phase, ‘the researcher,

also'met formeriy w1th the strategic level managers, the:staff as a’

+-whole,” and the parent group in three separate meetings to relate the

findangs and test, the validity of the information _received,,jthe

v

interpretation‘ made, and ‘the codes utiiized Changes fwere ~made 1in

- [ORRN
vaccordance w1th the resu]ts of these meq‘ings !

e - -
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~ CHAPTER 5 D | B

| r '
~SOCIAL SERVICES IN ALBERTA: ORIGINS OF AN INNOVATIVE PROGRAM

° < X .

-
-

| The Province of _ATbértaV‘fs the most westernly of the three prairie

provinces in Canada. It has a total area of more than- two hundred and:

fifty thousand sqdare -miles with the eastern border fo]lowing the

‘hundred and ten j1f0) degree longitude and its western border following

.hundred and twenty (120) degree longitude Untf1‘fifty=four (54) degreEs

1at1tude where 1t fo]]ows the great. divide of the Rocky Mountains south

- to the. Canada us border just about- Montana. The northern half of the
/Prov1nce cons1§ts pr1mar11y of w11derness made up of forests and

' muskegs. The centra] part of the Prov1nce is comprised of scattered

forests and plains. Th1s area has deve10ped into rich -farming reg1ons
Southern Alberta consists of the prairies w1th the1r great ranches and
farms 1rr1gated by rivers. The economy . of the PFOVTnCE‘ deognds
Primarily on its natural.non-renéwab]e:resources (particularly oi])'and
from mixed grain farming_(primar119 wheat). '

Y
[3

—_——

The Prov1nce of Alberta was carved out of the Northwest Territories of_

2

Canada fn 1905 under the ausp1ces of the Alberta Act. AT] of the °
prow1s1ons of the law therefore, wh1ch were in effect in the Northwest |
Territories before 1905 continued until they were specifically amended

or rescinded by statutes.

K/" . N
S .t . s

s g

~Since 1905, the Prov?hce has"undergone four phases of politjcal

deve]opmeht,‘ The Liberals were in power from the inaugural e1ect1on in
: o 115 Y

/



"4the1r defeat in 11921, In 1921 the United Farmers of Alb. -
‘-"e1ected 1nto power as-part of an agrar1an protest that swep
) 57 ol |
“g’ﬂéﬁtern’ nada durmg this pem‘od In '1935 _ the Social Credit

G,overnmew E elected as a react1on to the great depression, to

: he USA and" to a sense of exg1o1tat1on by dom1nant
econo«ﬁixiﬁterests in uthe Provmce of A1berta (BeHa, 1978) : FmaHy,
the Progressive Conservatwe Party was elected in 1971 and cont1nues as

-

the current Governngnt of the Provm

v
o -

R U .' o
The Liberal Era:* 19@5-1321 ° = =

In 1905, the popul_"ation of the .‘newly formed Pro’vince\yos: j148},5‘,4._1,2,."c'he
v.ast majority - of whith“ Tived"on ‘f.an’ns’. " The firs: Provincial _Government
elected ." were the, Eibe'i*a]s oundé.‘r the Jeadersmp of A’lexandeur
"Rutherford's. The pmmary focus of "th1s ear1y Govérnment was to lay the
foundatmns for the social and econom1c development of the Provmce 4To
do th1s, the Liberal Government appmached the «f1nanc1ers in central
Canada (Leadbeater, 1984). Rapid econom1c growth occurred from 1905
peaking in. late 1912 when the f1rst major depress1on in the twentieth
century hit Alberta. The Provmce remained - in th1s depress1on until
1915 when th‘ economy expanded under the added st1mu_1us_ of more
mob.ﬂization lich peaked in 1917 and co'ntjnoed untj't a h‘tr'_a.uma‘tti_c."..‘
| ipost-v)ar coﬂa'pse in 1919 (Ibid.). ‘.From'the start of ’w‘orﬁd War I
"’AugUSt of 1914 to its 'con_cl,os’ion"in 1918, the cost’ of Tiving in the
Province ,increased .72%. By ‘the end of June 1920 prices’ were double
‘their 1’§14'1eve1' (Caragata, 1984: 115). These economic problems

A
addition to a reactmn fr°om predommant]y rural- popu1at1on to the urban .

M BV, T N .
o . - . MR Py
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bus1ness and profess1ona1 base of the 11bera1s, resulted in the Liberals

—

being removed from power in 1921.

During this " early- period, however, the, Libera]sg.commenced' the -

“~

deve]opme‘nt‘ of. Social Services for the Province. The first Mim'svterv
respoosible for this area was the Attorney Geﬁera] who ,wes estabh;shed .
as the Mi’r;.fster respoensible forlv“the examination of papers in conhectibn
»With the admasswn and discharge of 1unat1cs to and from asylums".
(Provmce of A]berta, The Statutes: chapter 6). "Prairie Madness" was
_.“ the \meJor concern~,dur1_r)g this time period. This Was a‘phenomen‘al said to‘

have been caused by the extreme isolation occurring in um‘nhabited areas

N

(Krewski; 1980.: 7). ’ During this period, the "insane" were normaHy"
placed in provincial or\-‘_lloca1 gaols until they could be -p]ac:ed ihen‘ 3

asylum., _The less se\iere,’p'ati‘ents were admitted to the Medicine Hat

General Hospitai,-‘whi]e the more severe cases were sent for confinement

to Brandon, Manitoba .under an égreement with that Provincial Government.

e
PR

.
T v

~

The Insanity Act of 1907, author1zed the‘commtment of a person suspected_
of being insane or dangerous to @aol or to the custody of a friend or
relative before bemg p]ag:ed in an asylum. It a]so author1zed the
Attorney General' to tempo%arﬂy use any”’ but]dmg until the first asy1um
%Po\oka, A1berta was opened \in 1911 Memtenance expenses for the
insane were borne by the pers/on, his re]atives or hisO estate. The
managehﬁen/t' of' these matters -feﬁ" under the offices of" tI_je:-Attorney_

General, ungil 1918 when they were transferred to the  Provincial

. Treasurer. %_9
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‘ Adu]ts that were “"severely defective" were also cared for in the asy]um

1n‘Brandon before 1911 ad? in Pohoka-thereafter. _Many others howeverr.'
were employed on farms~and were'absorbed into the formal 1ife style of
the nura1’commonitﬁes (Kremskiz 8). In 1918 the Department of Education-
eéstablished 'theq first facility in Alberta for "“mentally defective

. children" on 'the south side of the City'of Edmonton‘(the‘capitai of the
Mrovince). ' - ‘ } |

Durihg the latter part of this pehiod a new theo1ogy_fn the churches in
\50uthern and Centra] A]berta led to a social gospe] movement and;a
'v1gorous campa1gn for more§ Féform 1n the Province. These emerging'
ideals in add1t1on to the grow1ng suffragette movement in the Prov1nce‘.
.resu1tedQﬁn the Pr0h1b1t1on Act (1916) and the Suffrageﬂhct in (1916)

(McLean, 1969). These movements all resulted 1h concerns that- the
. *r'..

"white race" was 1osingnits purity. Support for,an eugen1cs movement,
v 3 ' :

therefo;e’beban tovgrow (Chapman, 1977).

- In. 1919, the L1bera] Government hassed the Mentally Defective Persons
‘,Act which defined "defectives" as " persons incapable of managing their - -
own affairs" (Alberta, St%tutes, 1919; chapter 21). ~An/amendmént to
this act in the following year insured that~the municioa1_district in
which the defective oersona reSided assomed the' cost for maintenanteé'
whi{e institutiona1 cave cohtihued (A]herta, Statute§;51920: ohapter.4).

-
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* The United Farmers of Alberta: .1921-1935

According to Leadbeater, "the Untted Farmers o% A]befta, elected in the
summer of 1921 appeaFedoas a movement of the ' p1oneer farmer", but one
distinctly white, ang]o-ﬁ@%%n and protestant | wh11e ‘the L1bera1s -

£

'support Was based ma1n1y 1h3%he bus1ness and profess1ona1 strata of the
growing urpan segments 1nqﬂ1tefta, the UFA drew its support from rura]
areas amgng farmers, 1nc?ud1ng their upper strata,_ and ceqta1n.’
1_vpr0fessibn', "(Léadpeat%f: 1984: 40). The UFA mqvement-however, was by
 n6 means homo;enéous. Many;of the key/mémbers were arban professioﬁa]s
and not working farmers. Also, there was. considerable differentiation
between the wealth1er and poorer farmers This eventual]y.resultéd in-a'_
deep cleavage and _1mmob1]7sm over the -party's general pofiticai
difectidn,‘with UFA cabinetf]eadership graduai]y dﬁﬁfting'to the right:
» These conf{dgfs were exacerbated by the great depresS1on with gqne:
‘fact1on eventua]ty deverp1ng into the Social Credit- Party wh1cﬁﬁ§as.
e]ected in the summer of 1935. B s _ 'Qg

5 o : : -
During the UFA'era‘thever, a-number of major changes took place in the
Sacial ServiceS'area? fResbonsibi1ﬁty for menta11yldefective childréﬁ
was transferred fréﬁ the‘Department of Educafion;€§—;;;—Department of
Publjc Health. Tqﬁ administration er the\fryvincjal insane asylums was
also transferred to'the health department from the Department of Public
“Works. . @ f’ o A )
| | ’ : fiékf-

jDur1ng the UFA per1od the 1nst1tut1ona1 framework. of services for the

menta11y d1seased ‘and def1c1ent cont1nued to grow. In 1922Ap1ans were

’
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proceed1ng for the construct1on of a two hundred bed home for- menta]t

defective 1n'011ver.‘é%he Prov1nc1a1~Menta1 Hosp1ta1 at Ponoka had eight'i_
hundred and‘twe1ve patients by ‘the’ end of f§7§‘*ang\anozfer one- hundred-'
a six patients res1ded at -the Hosp1ta1 for Returned o]d1ers in Red‘
_'ADeer _ Because of over crowding in the South S1ée Home in Edmonton, the
VProv1nce made the dec151on ‘o transfer the pat1ents at the Red Deer
Hospital to 011ver (wh1ch became a fac111ty for the chron1ca11y 1nsane);

- -and send the 'mentally defectTve pat1ents from the South S1de Home to
Red Deer (wh1ch became known as_ the Prov1nc1a1 Tra1n1ng Schoo]) Al

admissions for menta1 patients hoﬁéver, were made through the hosp1ta1 at

Ponoka. ' _ , ‘ o . ‘ 'i '

In 1924 the'UFA Government ref]ected'changes in the mental*hea]th fte1d
by pass1ng the Insan1ty Act This act ref]ected the grow1ng med1ta1
_1nf1ueﬂ%e 1n th1s field by chang1ng the term "insanity" to fmental
E disease”.and in a term asy]um" to "hospjtal". This ~act a1so"made

. . ‘ ‘ ~
provisions for voluntary admissions. ®

__/,Q/lﬁa s EEE ae
Four .years later in i928 the UFA. Government passed the Sexua]
Steqj];gatjon et based on the strong belief that hered1ty was theL
cause fof mental disease. This act created'a,eugentcs boardctofrev1ew
ai]l dischardes and IaUthorizeb a surgical procedure "tt ‘the danger of
procreatton with its attendant risk, of muitipltcation-df'thevevtlfby
transm1ss1on of the, d1sab111ty @o progeny " (A]oerta; Statutes,_1928{

'.'chapter . o .

The depress1on {n the'-ear]y 1930's left many of the farmers and

bus1nesses in Alberta 1ndebted to f1nanc1ers in centra\ Canada ' The
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Soc1a1 Cred1t Party emerged from the r1fts created 1n the UFA party w1th '

:\" a ph11osophy wh1ch appea]ed to the maJorrty of the e]ectorate

a0 . " i a0
- ,‘ A - ; .t . . .« R .
o DR . ‘-ﬂ_‘. ' N v

i K . . B c
D 4

The. gocia'] C.r;ea;itb-._'Er"av: _1935-1971 '

.
S -
. B
-~ . B . . Lo e
. ~ - b

P ‘\‘ . e . - .
In the summer of 1935 the Soc1a1 Cred1t Government was e]ected into

) w,

Fa

. ‘power The . Soc7a1 Cred1t p1atform was based . on four cornerstone:,

| p011c1es, and b§11efs F1rst they prom1sed monetary reform to enable .
ghe c1t1zens in the Prov1nce to free themse1ves from the econom1cr
_{} 1nterests of Eastern Canada~: Th1s vpo11cy was based on a proposa]
:Tf des1gned by Major Douglas to a11ow the 1ndebted sma]] farmers of the
. Prov1nce to generate the spénd1ng power necessary to overcome ‘the
depress10n through the lprov1s1on of extens1ve cred1t and through a

soc1a1 d1v1dend to the peop]e (Douglas, r934) '?f‘_,' .t” ”"7yﬂa”

N

B : . G' . - ¢
e A S © ' , 3 ,
'p” The second cornerstone was a be]1ef 1n the sanct1ty of the 1nd1v1dua1

and of-the free enterpr1se economy _ These’were equated w1th democracy”
¥ freedom, and the teach1ngs of Chr1st The ant1thes1s of the Soc1a1

Gred1t system therefore, was cons1dered to be soc1a]1sm, co]1ect1v1sm,

o

RN '
B o i ’ :
- - o N
. . , o . ,
P y/. L
L e e . e . . . a . R .
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An aff1rmat10n of the Protestant WOrk Eth1c prov1ded the bas1s for ‘the :
. g}) 7
th1rd'corner'stone., w1]11am Aberhart~ the 1eader of the Soc1a] Cred1t'

g; ; athe1sm end’ the’ we1far6\5tate (Be11a, 1978)

Party, and a fundamenta11st reltg1ous 1eader be]1eved that to be payed »

o w1thout workmng was demora11z1ng and destructvye to man 's Tn1t1at1ve

ﬂ
e

Th1s was s1m11ar to Max Weber s conceptua114at10n o? the’ Protestant Work

LT

Eth1c.: Accond1ng to’ Weber Mart1n Luther taught that,the way to ach1eve'

e o A ;‘.,1_'. o

l -



eternal life” was "so]e]y thro&gh the fu]f1]]ment of the ob11gat1%ii
1mposed upon the 1nd1v1dua1 by his pos1t1on in the wor]d" (Neber, 1975:
'80). v _ , e :
, The fourth corner stone was a s1ncere be11ef in: chr1st1an‘char1ty The
Soc1a1 Cred1t0rs shared a human concern For the1r fe]Tow man based on~'.
the teach1ngs o€§6hr1st This be11ef that. “it was: the1r chr1st1an duty ‘
to be char1tab1e to those less fortunate, resulted in" social pol1Cy
goa]s that were d1rected towards the e11m1nat1on of poverty and - the}
_estab11shment. of a -qua11ty of life that ‘was descr1bed as '"the
: maxim'iza',t‘i‘on'of‘we]-fare" (Bella, 1978; 21-22). ot
lThe socdaiiprograms'developed by»thehsoc%a1'Cred;t’Goverpment ref]ected
va sense’ that econom1c secur1ty wou]d so]ve soc1a] prob1ems 'MOnetary
reform was sought by Soc1a1 Cred1t as a panacea for soc1a1 1115 _They_'c
‘7proposed that "w1th the com1ng of Soc1a1 Cred1t "welfare wou]d wither
gaway '(Be11a,>1978 35) The soc1a1 we]fare 5?ograms therefore, were .

‘regarded as res1dua1 (Guest 19800 tend1ng to emphas1s 1ncome support

“programs ,’ part1cu1ar]y for the 'deserv1ng poor such as the aged

S

. Dur1ng the th1rty s1x year re1gn of the Soc1a1 Cred1t party, there was a ’

. general growth"1n Government spend1ng : Be]]a (1981) has argued that
'a1though th1s was . not cons1stent w1th Soc1a1 Cred1t rhetor1c wh1ch. '
.deplored b1g Government bureaucracy in the Welfare state, t?1s was due

;to‘ a comb1nat1on of factors F1rst there was a genera] r1$e in

o prosper1ty in the Prov1nce due to the d1scovery of 011 and a genera1

‘rise dt_wheat prtces Second1y, the>p011cy makers from the bureaucracy, -



incrementally recommended expansiontvof Government 'socta] prograhig
) ;According to'Be1]a,bbWh11e provincfal politisjzgz decried the we]fare
state, provincial administratorswjnstailed it ith th1s conf11ct in
goaTs, the pr0cess of'implementation had to}be 1ncrementa1 ... .- S0 the
:-we1fare state was 1ntrodueed to Alberta in a ser1es of steps, 1og1caﬂ1y
| sequent1a1 but none 1nd1v1dua]1y suff1c1ent]y s1gn1f1cant to threaten
thOSefuhp fearedfthe welﬁare}state,onand Tnterm1ng1ed_w1th contradjctory'ﬁ

. but token efforts tp “preVent"'the uelfare.state"'(lbid.: 171).

In the late 1930 S, severa1 pr1vate1y operated homes were appro{ed to
'L house menta] defect1ves who requ1red some—fbrm of spectal care (order-in
counC1] 216 1936 and 318 1938) 'The. P#ovince also moved to .have
‘mun1c1pa11t1es prov1de f1nanc1a1 support for the defect1ves r851d1ng in
Q1nst1tut1ons by co]]ect1ng front them d1rect1y or p]ac1ng caveats on
'the1r 1and (Krewsk1 29)

.vIn‘1939 'a mental 1nst1tute was estab11shed as a goa] for pr1soners
-ifsuspected of be1ng menta]ly def1c1ent cat the fac111ty for -the '
chron1ca11y 1nsane at Oliver. Accordtng to- the Annua1 Report of the
Department of Pub11c Hea]th _the number of res1dents in menta] hosp1ta1s

totaTed three thousand and nanew%3009) by kQ43~(Amnua]-Report of the —
* Department ofhPubltc Health 1943: 25). T

'Dur1ng the 1950 s, the 1anguage of\health and we1fare underwent another
'dramat1c change | "Re]wef"-and “hosp1ta1s" were: changed to- "1nsurance

~ plans*, "allowanceg

“and "services for the aged" as the Prov1nce sought

“to imp]ement,man - the 1deas proposed dur1ng v1gorous debates in the
. . - i 3 > N
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1930'5 - (Krewski: 35)‘ Dur1ng th1s per1od the prov1nce prospered as-a

result of r1s1ng grain and 011 prices (see tab]e be}ow) Th1s,'in

turn resu]ted in a per1od of further dfvers1f1cat1on of the programs in “

2

both the health and social welfare areas. , °

Bl
Lo

For. examp]e, a pr1vate scheme for med1ca1.coverage was establtshed tn
1948 with the 1ncorporat1on “of, Med1ca1 Services (Alberta). The f1rstf7
'hospita1 1nsurance program wh1ch went beyond the former system of;?
»prem1ums and subs1d1es b;.ratepayers was 1ntroduced on Apr11 ' 1958:‘
with - the FederaT Government contrtbut1ng approx1mate1y 35% Th
- insurance program was extended to aux1;1ary h05p1tals 1n 1959" and was‘I
followed by the Aux111ary Hosp1tals Act of 1960 wh1ch aUthor1zedythe‘

.:estab11sh1ng of chron1c treatment hosp1tals - In- 1967 the A]berta Hea]thrﬁ

Care . P]an was introduced wh1ch prov1ded un1versa1 coverage for bas1c

serv1ces to all A]bertans I N
P . , : N o : ' ‘ - I ‘ .
By 1971, the expenditures' for the Departmenti of Health and -Social
v:‘Deve1opment totaled $188,464, 641 cons1st1ng of $138,365,451 for health*f
. d o
~and $50,099,190 fOr‘Soc1a1;peve10pment. These f1guresp1nd1cate tHat ‘the’
expenditures in this area increased'seVen‘and‘one half.(gi)'times'sinCé;!i

1951 (Krewski, 1980).



o hundred thousand (400 OOO) in eaqh c1ty)

.T\fn-1971 the popu]at1on of Alberta “Was* 1,627, 875

oo . I ATV A S m _
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The Progresssve Conservat1ve Era: -1971:Present""¢}w Lo
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£ v wh1ch approx1mate1yi'

\. L. ‘nf_‘vi.

three quarters Tived in the- urban areas of the.5¥o¥§nce (see tab]e 10 -

below) %pprox1mate1y one half of the Frovinc1al populatupn were

o concentrated 1n the two c1t1esfao£ Edmonton and 4£a1g§ry- (aboutr-four,.

i '_‘l A ,4-' S

- A & W :
e PR Sl R e ST - - .
"Year .. Total ‘- ’Rural Percgnt " - " : Urban- __ Percent » .-
e © 0 No. e %, No i of Total =~ Noi  of Total -
1190177, ¢ 78,022 81 171 83.8 . 1I,851° " .- 1gm. !
<1911 0 G3TAN295 e 264 359 . .~ 70.6" 109,936 . 29.4
1921 i 588, 454,;.-, 113288 00 469.9 _‘ 177,170 - - - 30.1°
. 1931 S 13k 605 503 723. " 6859v - #£27.,882. % -31.1
S 19841 796,169 . 545,564 . 68.5 - 250,605 7 31.5
" 1951 939,501 ~ 509,413 - - 54.2*ﬂ 430,088 - ;* . 45.8 .
. 1961 . 1 331,944 -~ 480,368+ - 36.1 851,576‘, . 7 63.9. .
71966 1 463,203 . 458,796 31.2 ‘1,007,407 - 68.8§Af;
197 1,627,875, . 429,045. ° 26.0 1,198,830 a74.0.) "
1976 1,838 ,040: . - 458,875 - 25.0. 1,379,165 - . 75.0. -
1981 . 2,237,724 . ~510,179 . .- 22.8 .-1,727,548 - 77.2
;1986 ' _2 375,278 ‘“_‘497 520 . :20?9"' 1,877,758 - 79. 1
‘;=rf?§.€"f" S ) U e ¢ ' . .
«*  Table- 10 :- POPULATION - RURAL & URBAN," NUMERICAL & PERCENTAGEv

A

DISTRIBUTION, ALBERTA: 1901 - 1986 (figures taken from
Stat1st1cs Canada) T R .

.

o jAs summar1zed in ‘tab1eé a, b and c’ be1ow;' the Province ehjoyed 7an"

—

o econom1c Boom from then4970 s through to the beg1nn1ng of the 1980‘

L Th1s boon1 was brought on by’ drast1q r1ses 1n “the pr1ces of oﬂ] and

L&

Nt ~ L K . -?‘;&

o wheat ' S ' e



F‘rgure | @Aﬂ%%IAN WHEAT WICE 1884- 1984 R R S R
(Sowce Ho’Ihnshead 1986) LT e

.' ' ,;(&oﬁurce:' Hoﬂinshead 1986) R Do " a

. DR - . . . »u,. v . o,,. o
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L HA 1 TOTA PERS NAL INC ME IN ‘{BERTA 1920 1984 -
o { _F1?ore 1/‘H C NGE N L 0 p ) |
S fy,;', (Source N Ho1]1nshead 1986) 'f _— R
T, Co o H IR -
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“\". N -“ ’ ‘ ‘ -
'Spared by thea Ar‘ab ’Israh war of October&1973 the OPEC countr1es k
B s
"quadrupﬂed the wor]d”gr1ce of oﬁA\ypth1n ‘three’ months. The pr1ce of 011 o

'_fjaga1n doubled rn’1979 to 1980 The Conservat1ve Governhent together

. g R
- f@h the maJor 011 compan1es, took- advantage of . the OPEC act1on to press e

e

‘for /er]dllevel pr1ces for® A]berta ,oi] and gas After several
‘fQPrOV;ncwaﬂ-redera] ;onﬁrgntat1ons, the Federa] Liberal Government, wh1ch
s Aihad contro]1ed ofl prfces since September 1973, agreed to raise pr1ces“

- 1in stages to world levels. The A]berta Government therefore, rece1ved'ﬁ,vf

1 R

‘§°w1ndfa11 from oil revenue. The Conservat1ve Governmeng then faced theﬁfvﬁjf
question of how to deploy the vast accumu]at1on w1thout//hgn1f1cant1y,,*-

;expand1ng pub11c ownersh1p and r15k1ng aantagon§z1ng/ the1r corporate}

.

_“ a11es and on. the: othgr hand, not open]y g1v1ng away funds to corporate -
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1nterests ‘wh1ch mtght antagon1ze most c1t1zens._ ~ (Leadbeater, 1984,

4950) |

E

g 1 : - . —
b0 2

<

T

" N . F . - o
The Consem‘atives‘ the’refore, decid-edv“&toci_create ‘a fund which would

A

N receive 30% of ’ all future non= renewable resource revenue. In 1976 they °

)-.e ! . 4

~ established the Alberta Herrtage Sav1ngs Trust Fund w1th one and one.

ha]f (13)* b1111ow'dol1ars°; The purpose of the fund was to invest 1n_i

products that gould y1e1d a reasonab]e rate of return while he1p1ng to

1ndustr1a11ze and d1vers1fy the. A]berta economy. The fund, which .

o shvfted the Prov1nce~fromna debtor to a ‘creditor pos1t1on, also allowed

« .

the Prov1nce to reduce the power and 1nf1uence that the: f1nanc1ers in

‘ These po1nts were htgh11ghted by Prem1er Peter Lougheed dur1ng -one of

"e centra] Canada had on- Alberta (R1chards and Pratt, 1979 215 249).

3; the speeches in the A]berta Leg1slature on 0ctober 13 - 1976.

-

b

. . -

P

o ?

: o

» . - 4

. . RS

R . . . . 7
1 - .

:But how 1ong -can it 1ast7 In my view, not.very long; perhaps a decade -
at the mosty. | unless we're abﬂe to.put in place a balanced economy for

. that.dnevitable day’; Mister, Speaker when 0i1 and gas no Jonger provide
- such a large ‘number -of jobs, when production begins to dec11ne, and

resource ‘revenue- fa]ls of. But it will not be easy to do so. “There are
going, to be. some fa11ures and sdt- backs. It's not a place for timid
peoplé ... ‘we can't - rely an the Federal bureaucrat or the establishment
in Toronto to. @0 it <for us. - For our ob3ect1ve means & fundamental
t:ange “in the eéconomy of Canada, a shift. in the decision-making west
ward,: and .essentially- .to Alberta. Because of that, it will 'be
vwgorously opposed " (Prov1nce of Alberta ~Hansard, October 13, 1976)

By 1979 the - ﬁer1tage Fund héd accumuTated over nyﬁ«( ) b1111on dollars

- and by 1983 over thwrteen (133 b11110n do]]ars (Leadbeater, 1984 15).

a R ’ o
P : K e
e -

TEns1ons 1ncreased betWeen the Prov1nc1a1 Conservat1ve Government and

the Federal L1bera] Government in’ both energy and social serv1ces areas

\ -

(Splane,' 1985). The maJor areas of conf11ct between these . two egoﬂ

N



$ N :
Governments were'the Federa1iLibera1 proposal for an intrenched changgi
of rights and freedoms within a patriated constitution, and the Nationa1
Energy Program (NEP) which was tannoonced in the Federa1' budget in
0ctober 1980, and had as 1ts.goa1 goa] of energy self- suff1c1ency by

1990. This involved the "Canad1an1zat1on Qf the energy sector through

at ]east 50% Canadian ownership by 1990. The Prov1nc1a1 Government

. | . ‘ .
objected to both the pricing regime proposed by the program, claiming -

that it underpriced Alberta's resources; and the division of rents,

y B

.which' substahtia]]yi increasedl'the Federal Government's share. at the

expense of the porporate and Provinqial Government shareS'(Leadbeater,
' | w |
!

¥

1984). . o o

Premier Lougheed revealed a ‘r’our'q pronged attack against’ the Federa]
Government's- proposal during a telev1s1on broadcastﬂdon September 3,

1981., He proposed a Provincial Government reta11at1on bﬁigbtt1ng back

. on A]berta 0il output sta111ng approva]s on two maJor 011 sards

proaects, 1aunch1ng a legal attack on the Federa] natural ng export

tax, and mo%1l1z1ng pub11c op1n1on regarding . Prov1nc1a1 Government S

®

position.~By the end of that month, a five year sett]em nt was reached
i) ’ .

in whlgh the Federal Government eased its pos1t1on on
o - "

and agreed to higher 0il and gas pr1ces. ' )

J s . iy

' By~1982 however, it became ev1dent that a genera1 resession was taking

-

ho]d and spreading to,A1berta 0il pr1ces fe]1 ,from a h1gh of oven

thirty seven do]]ars,($37) per barrel in 1981 to approx1mate1y twe1ve
dollars ($12) a barrel in 1986. This.reso1ted”1n.magor cutbacks_1n both

He gas export tax_

W
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the private.and'public sector.

As well as

ﬂcorponate,bankrupteiesi(see table 11 below). -

1970
© 1971
1972
1973
1974
1975,
1976
1977
11978
1979
1980
1981
1982
1983 - -

1984 -

1985
1986

| .
Table 11 :

N

Alberta Bankruptcies
Corporate Affairs)

ALBERTA BANKRUPTCIES

£

2,262

130

increases” in private and-

KN
TOTAL CONSUMER BUSINESS
_BANKRUPTCIES BANKRUPTCIES BANKRUPTCIES -
222 85 N 137
315 178 Co141
413 215 198 - %
854 . 669 185
701 2 565 -« 136
S 771 633 138
738. 573 165
896 717 179
1,266 941 * 325
1,419 1,037 382
1,753° 1,308 445
2,060 1,441 619
2,865 , ;,123 742
3,449 22,411 1,038
3,527 2,373 1,154
- 3,475 2,318 1,157 -
3,430 1,168

:-1970-1986 (Source: Canada Consumer &

Y
4

The de've]opment(of ‘social programs. also enjoyed a "boom" during the

f1rst decadg . ofpthe Conservat1ve Party s rule. The 1971 Progressive
(

' Conservat1ve p1a

. _programs.

pa§sed

" included prouises to review and revamp soc1a]

In fu1f111ment of this promise, a new Menta] Health Act was

and "

a

. new

branch

deve]oped

to focus on-* the

de-institutionalization of the menta11y hdnq?capped Dur1ng th1s f1rst

term in off1ce the Conservat1ves repealed the Soc1a1 Ster1112at1on Act,.

’

d1sso1ved the Eugen1cs Board and deve]oped commun1ty based serv1ces in

tr

" Mental Health and Programs for the Hand1capped For examp]e,,as shown'
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”by table 11 below, the total budget for  the Department of Social
. A _

| Services and Community Health jumped from $297,548,000 1in the 1975-76

fiscal year to $1,261,919,000 in the 1985-86 fiscal year.

.y ‘ ‘
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The precqgﬁhg tables show that during the late 70'S' éhe“Prov1nc1a1

economy was booming. Prices for wheat and 01l were up and the total .

a

perébna] ‘nCome‘for'1nd1v1duals remained on the pos1t1ve s1de During
this fper1od,~ the Soc1a1 Services and Commun1ty Hea]th budget also
increased, even though - there was: a decrease in the tota] number
receiving social a]]owance - espec1a11; the 'emp1oyab1es The money

during .this period\\ was channeled into programs for the handicapped,

7

. %aged, and those requiring other types of soc1a1 programm1ng ‘\The 22.4%

’

increase in the emp]oyables receiving social, a]1owance ~in 1981,

1nd1cates the start of the recession. In 1982/83, those émp]oyables
receiving assistance rose by 91.2%. The - socia1 a]]owance Fbudget
reflects  this riee a 59‘5%-increase‘in do11ar5‘ The sizeabTe.rise'in
_ the social a]]owance ‘case load from 1983 to 1986, was not accompanwed by
a similar proportaona] rise in the tota] departmenta] budget ‘TThe B
money for social al]owance, therefore, had to come from other programs7n

~

w1th1n the department

The _strategic re- organ1zat1on of the social serv1ces

: commenced in- 1980. - Th1s reorgan1zat1on was partially basedfyoththe

findings and conclusions reached from a th1rteenvday tour that Prem1er

RN

;;/(//bougheed and s1xty,others took across Europe. The tour was undertaken

¢

/to encourage trade, observe and study European 1nnovat1ons, to 1nv1te
¥ the part1c1pat1on of European investment cap1ta] and technology, and to
create a greater awareness of services available in A]berta (Department .
of Federal and‘Intergoverﬁmenta] Affairs,'1976) The\report from this
trip to Europe recommended that “1f consol1dat10n,'reorganlzat1on and

decentra11zat1on of p]ann1ng. and management, ‘o?) these.;
| S . i AR :



i Vtogether: |

<j data process1ng, \
Ly ’ ) ) . . v
N de 1nformat10n co]]ection, collation, di

”ln 198@ ' the Department ‘of 'SOCia1‘ Services

’-reorgan1zed .0na geograph1c bas1s, “dividin

' w135
(soe1a1) servxces are to become Government po11c1es, there must- be a

8¢

1~"deye1opmenta1 process w1th three maJor components c1ear1y deve]oped E

e S : ) T I

1. Preparation of regiona1'key executive?perqpnﬁe1’for the comp]ex task

- of g]oba] management and priority sett1ng at a regional 1eve1

2. Central reorganization to: produce back -up serv1ces whtch must be

~*_Centra]1zed. These were genera]]y involved:

:a. - Ptanning and overall policy Setting;

b. ,,program ‘standard' setting and ‘monitoring’ of persona1
1'brograms and-servtces;/r' i - | ‘

' J c. _‘ser\nce functi’ons.,',“éi’nc(&ing_ 'hudget_ aﬁocatio‘ns,'

. . ' management of.'<caoita]t , expenditures  and boﬁrowing,g:

;including'reviewing and'authorizing hospital and heaTtH‘

centre bu11d1ng prov1d1ng p]ans for fac111t1es prov1d1rg

ribution and -
A _ o LA
’ -d1ssem1nat1on funct1ons,._ S

e

5«f»'35~ Enabllng mechanisms for coord1nated po]1cy making and p]ann1ng on a

o ~rat1ona1 1nformat10n basevw1thout the strang]eho]d of thevadv1sory
| commdttee'currently'1mpeding fonctton inrBritain® (Ihid.: 17).

oo
A} .'_

o

Health

and .Communi
) R

he Provinc ©Six

‘reg1ons and. appo1nt1ng a Reg1ona] Director over. a11 of the services

"'deflvered by the Department in those reg1ons Th1s was . a drast1c change

Afrom the prev1ous funct1onaﬂy based organ1zat1ona1 structure 1n wh1ch.

PR R



programs were conce1ved po11c1es and procedures developed and serv1ces_;

. v

de11Vered w1th1n each program area (e g. Mental Hea1th SE”VICQS for the'
- Hand1capped Income Secur1ty, etc bE _"g;k2~>

. . v
' . . . . o~
2 . . R A o

-~
o>

These"new- sdctat programs appeared to ref1ect“ more‘ tradttidﬁaﬂ'
| conservative*phi1osoph1es ~For- examp1e, A’ 'Work for We]fare‘ program
.was p1loted 1n Southern A]berta It was met with resistance however, by,
those in other parts of the Prov1nce who fe]t 1t was a v1o1at1on of both":
. the.Canada Ass1stance,P1an~- if not thevChartervof Human-R]ghts ﬁ$p1ane; ’

1085). H

g . [ . . .
- . . .
v : . . .

-

From 1983_on, the Province continued W1th_its'endeavor to reduce costs

1'¥n the publdc hsector -v’fhiS' resu1teg K 1ncreas1ng pressure 16 :theb

Department of Soc1a1 Services and Commun1ty Health to reduce the cost_

"~ of programs - part1cu1ar1y through a. reduct:oh “in bureaucrat1c manpower

and through pr1vat1zat1on (1 e., transfer of programs to the non prof1t

, vo]untar;"sector)., Finally, on November 17, 1986, the Prem1er and
jbrovincial Treasurer announced an “expenditure freezeff1n an effortgto
"reduce the expected Prov1nc1a1 budgetary def1c1t of three - (3) bt111on

- do]Tars The Premier announced that the- Government had now - to:"fol1ow‘

private sector 1n1t1at1Veﬁlto 1ncrease eff1c1ency ‘,His p]an was .

‘des1gned to "affect areas’ that 111 not cause hardsh1p to the people of’v

;A]berta" ' (A1berta Government News Re]ease November 17 1986)

\



“The Developmeht of t.L;Sd'j oo ‘ hﬁi{f i;l R ?iégj¥;rv: _
‘ T - 'r"", SR ?ng,;_3,°,~.:h};§ ¢ T
It‘was 1n the context of thJS 'boom and bust' cycle that Community -

o L1v1ng Serv+é%s (C. L S - a pseudonym) deve]oped Init1a11y7t L-S' wgs
] conce1ved as a~means ¢o de- 1nst1tut1ona11ze,_treat and deve]op sever]y{Q

‘f_'mentally and phys1ca]1y hand1capped ch11dren in’ the commun1ty -<wh1ehilf

1 S 6" AT
was in 11ne the ‘the Conservat1ve p1atform promees S
L : S s

@ . [

N
;‘

o _ . < eI ‘
In September of 1973 a reg1ona1 off1ce of the D1v1s1on of Servvces for -
_,‘Gi’the Handwcapped for one of - the metropo11tan areas 1n the prOVInce;"'

f3commenced plann1ng with \he 1oca1 parents and agency representat1ves for L

: ;hthe development of a serv1ce systen| w1th a strong deve}opmenta1 and'f'

f;'fam11y support or1entat1on ' Th1s was 1n accordance with the pr1nc1p1ei

df “norma11zat1on“ being advocated at the tlme by wolfensberger (1972)
The earIy p]ann1ng was gu1ded by cdnv1ct1on that the hand1capped had the
. s
' r1ght, and therefore should have the opportun1ty, to 11ve as - norma] !

‘ 11fe in‘as norma] a sett1ng as poss1b1e The parents c1a1med that thelr'

v ch11dren cou]d show extraord1na;y deve]opmenta] ga1ns 1f g1ven the:
opportun:ty and support requ1red They. a;so emphaS1zed the1r “oWn needs

| for §upport in ra1s1ﬁg their hand1capped children and. were unannmous 1ni[g

1iexpress1ng.a w1sh for a place in: the1r own communaty for the1r ch11dren';;

:'»as thegA§FEached adulthood or otherw1se moved from the fam11y Theséa

' parents had or1g1nal1y reléctant1y sought.and supported 1nst1tut na1

Jhgement for: the1r hand1capped ch11dren outside the1r commun1tyﬁ s1nce
”serv1ce in the1r c1ty cons1sﬁeg on}y of a n1nety two bed 1nst1tut1on

0. '.oq- . .

established in, 1972 ':’ji°j§;di§; e ff:[.ﬁfﬂ" S R

LN
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In 1976 the Cap;net of the A]berta Government approved the’re5u1t1ng;

p1an for the deve]opment of f1ve deve]opmenta1 resource centres, flve

‘ attached res1dences, and ten assoc1ated gr ;vf mesi The Cab1net'
4 P B e

M1n1sters felt that these resources would a]]o _

L]

families. The plan called for extensive use of . existingxresjdehtaTQf

!

-

"
L 4

educational, - recreational, - medica]; and * other generwc communitﬁV-V

© . 4

' -resources, fac111t1es, and serv1ces It operated w1th1n gu1de11nes

L

~ which stressed that the serv1ce system was to be, adaptable, reputab]e,- '

and econom1ca1 and the resources deve]oped 1ntegrab1e w1th1n the )

\
nei@hborhoodS'of ex1st1ng commun1t1es. :

'?The res1dences were to be phase‘ 1n over a three year per1od This Was

~to ~aldow . for the tra1n1ng and. recru1tmenf of g<g¢ﬂf1ed manpower ]

e retent1onqof;the s:

'dependent handlcapped w1th1n thejr, communltnes,:,neighborﬁoods;; and *

3 ;(communfty co1]eges in A]berta had been requested to deve]op a two-year f;

i program for the tra1n1ng‘qf the Rehab1]1tat1on Pract1tioners that wou]d

be requ1red in the group homes)4 It was also dgsigned to allow tmme for:

“the deve]opment of 1oca1 pub11c and parenta] awareness' and support,

whrch was requ1red to ensure the. 1ntegrat1on -of “the resources"into

__ex1st1ng.»res1dent1a1 areas, as well  as. for the development of

coord{nated 11nkages between the program and ‘the var1ous genericpg

1

a

]
1 4

B commun1ty resources requ1red F1na11y, the phas1ng in of the program,j

"ﬁ.'was des1gned to enab1e the ex1st1ng agenc1es wh1ch served ‘the menta11y

hand1capped in the city. to ready the1r resources to meet the 1nf1ux of

the one hundred new res1dents R " .
(".‘ L B

/

5 . . . = “ . . . K . . et



’serv1ces such as loca1 schools, spec1a11zed

A -
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'In 1977 the Akberta Court Queen s Beuch rﬁ]ed that the pub11c school

'system was: 1ndeed respon51b1e for meet1ng the educat1ona1 needs of a11

ch11dren - 1nc1udrng the dependant hand1capped* Th1s a11owed the -
;'Commun1ty L1V1ng Serv1ces (C L S){ proposa] to e11m1nate the p]anned

.“separate resourde centres for the res1dences who were of schoo1 age

.. . : . . v [ -

o . R . REY . PO

- . . . A . k

[ - . Yyt e, . . - ’
2 . LY . .a.’

t‘ "_;/ - . " 4\

) ,C;L.S; commenced%sserv1ces as. an organ1é§t1on in 1977 ' Under th1s
,program, sevgre1y profouhd]y hang1capped ch1]dren (5 18 years Qf age):

- moved 1nto group homes in the commun1ty and attended spectal schoo1

i

i programs at de51gnated c1ty pub11c schools‘ - The target popu1at1on;‘

';.(res1deng§) for th1s program cons1sted of phys1ca11y hand1capped

¥4 o

»

ch11dren (under the age of 18),whose I Q had been assessed at 35 orpa

!(

‘ 1ess, and/or who were funct1on1ng at Leve] 3 or ¢ oh the Leve]s of

'4»Hand1capped (pr1mary retardatﬂon) Gr1d (1975) These chtldren a]so had

had to be able to w1thstand pro]onged act1v1ty and had to be abTe to be

oA

: seated re]at1ve1y uprtght to be transported in a vehxc]e S L ',,

¢

R 2R L KR

fg,As the program deve]oped, nume?gus formal and 1nforma1 evaJuat1ons wene~

7 undertaken These program eva]uat1ons shGWed that ‘the program had:

. genera]]y been qu1te successfu] in meet1ng its obaect1ve of ma1nta1n1ngbl

0

) to have atta1ned hea]th stab111ty (L.e , d1d not requ1re 24 hour care) '37

' these persons ‘1n -a‘_c0mmun1ty sett1Mg ;;Ther res1dents had shown"-

s1gn1f1cant 1mprovement 1n the1r sk111 levels Integrat\on 1nto the.°

‘

-~_recreat1onal,vahd soc1a1-serv1ce programs Those c1thens rg§1d1ng ]n:

. the ne1ghborhood wh1ch the group homes were 1ocated apaeared to have;f

T e . Pl M . R - . ‘. .

N

ansportatlon, and hea1th '

',commun1ty had been achweved through coord1§i¢1on -of commun1ty based;,u
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accepted . the group homes into their midst.  Most of the parents S

nthemse]ves had also become 1nvoTved to a great degree in the® pl nh1ng
’Tand implementation of the speC1;ac programs for their ch1Tdren S1nce X
”most of the original residents had :ema1ned in the program,rlthe -
.organ1zat1on adapted to the parent@B and T1ne staffs ~w1§hes for the[
residents to- rema1n 1n~Cthe program by deveTopgng age appropr1ate

N o 2
services and resources.

Atvthe end of'1986, C.L.S ”consisted of‘fourteen group,homEs - seven for
. children-and seven for adults (over 18 years. of ageT. One of_the adult
‘ groUp‘ homes had become"a' speoiaT behavioral support home for ‘more
!advandedvclients; The strateg1c TeveT of the organ1zat1on cons1sted of
the ekchtive director, two program unit d1rectors (one for the seven-
'-aduTt,gropp homes and one for the seven chderen group homes), and a
business 3hﬁnager At ﬁthe 'managerial vTeveT the.'organization was
compr1sed of the fourteen group homé superv1sons who were, respons1ble-$:

- . 'Q:;
o for the'runnnng of the group homes . Both.those,1n ‘the strategic &

'manageriaT. TeVeTs ot the organization had betites.’inv a centraT'
headquarter wh1ch was Tocated in the downtown sect1on of. the c1ty ‘The
~'0peratqgnaT TeveT of the organization consisted of the Rehab111tat1oni'
fPract1t1oners, Therapy Ass1$tants, Inst1tut1ona] ATds,fand Houseparents
which worked directly w1th the cT1ents in the homes The seven AduTt
Serv1ces .homes 1nc1uded eTeven staff . per ‘home whlle the Ch1]dren s"
" services hones 1nc1uded ter. The d1fference was based op “the rat1ona1e |
that the aduTt cT1ents were much heavier than the. ch1Tdren @hd therefore ’

requ1red an extra person to help" WTth the 11ft1ng
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In. total, C.L. S had n1nety seven c11ent spaces 1nc1ud1ng n1nety -four

a8

‘permanent beds and tg’ee re]1ef beds (for dependent hand1capped ch11dren_
who were 11v1ng at home w1th the1r fam1]1es) They had a total of one,
.hundred seventy seven full: t1me pos1t1ons and. drew from a ‘poo1 ofi'
approx1mate1y one - hund?ed for part time relief coverage '( e.g. _staffh
111ness, ho11days, etc ) o
| I

dA.unique feature df this particu1ar human'servicé-organiiation was the
parental invo]vement For examp]e, in 1984 the Department of Soc1a1
Serv1ces and Commun1ty Health d1scussed w1th the parents the a]ternat1ve
of.pr1vat}z1ng therorgan1zat1on (wh1ch.was.1n 11ne with  the genera]
direetions of - the provintiai government); This resUIted in the parents
'“demanding a meeting with the Minister. At this meeting, the parents
've]ated to ‘the Minister why this program should remain in.the pub]ic.
sector. The panents stated that they did not be]ieveathatvthe'pntvate"
non-profit sector would retajn;the'quaTity of cane their children were
now receiving., They therefore wanted C.L.S. ,to remain_ wathin the .

governmentmdepartmentb Their reasons included:

The public-sector had higher service_standards'than did'the private .

sector;

-,  the public sector paid hjigher sa1arﬁes to staff (andA therefore |
could attract befer quality staff); o | |

- the funding urce for the"program was more stable. as Lpart of
gove nment than 1t would be of pr1vate agericy rece1v1ng grants, J,.

- the public sector was morelsuscept1b1e to pressure'from the parentsA

» as a group. than they be11eved a private board’wou]d be (therefore"
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parents felt that they could be more 1nf1uent1a1 regard1ng what
happened to ‘their ch11dren 1f C i. S rema1ned in government)
- C.L.S. had always encouraged meaqppgful 1nvo1vement of - te parents
in the p]ann1ng process as we11 as the de11very of the program -
- the parents were concerned .that ‘this might change‘ if the-
:organ1zat1on were pr1vat1zed - | | h 7
- :pthe pub]1c sector was more accountable. for its act1on than was thev
»prwvate sector | ' |
| : . . ,
Almost 1mmed1ate1y after the parents had' met w1th the M1n1ster and'
expressed the1r concerns, the p]ans for pr1vat1z1ng C L S. were she]ved.g
As a result of organ1z1ng around th1s 1ssue the’ parents deve]oped their
own organ1zat1on - the purpose of wh1ch was to cont1nue as a group to_;
‘advocate for C.L.S. d1rect1y -to the p011t1ca1 dec1s1on makers The

rorgantzat1ona1-response to the reso]ution of the pr1vat1zat1on issue

. .as expressed by the- parents was to establish a Parent Adv1sory Comm1ttee

cons1st1ng of a parent representat1ve from each of. the fourteen group

:’v‘cy Comm1ttee‘was_to advise the

,
,icernS'regarding the organization

' and serv1ces..‘ ' ?7 r,.thjs committee met infrequently (s1nce there

were apparent]y no. burnfng' 1ssues) and  the ‘meetings' were qu«te”

congenial. The executive d1r;f
distributed minutes. s
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PART ({11: THE CASE STUDY: COMMUNITY LIVING SERVICES ‘FOR THE' SEVERL?

 MULTIPLY HANDICAPPED A R :

R o | -
CHAPTER 6° - Cmr e : ,

ﬁ PROGRAMAND FISCAL CRISIS: A PRELIMINARY RECONSTRUCTION OF EVENTS '

)

_ - _
By the summer ff 1986 it appeared that C.L.S. had apparently achieved
its or1g1na1 objective of demonstrat1ng that these profoundIy mentaIIy

fand phys1ca1]y hand1capped 1nd1v1duaIs couId be treated and deveIoped in
the1r owrf commun1t1es where their parents and fam1]1es could cont1nue to

.be involved with them. The parents appeared comfortab]e w1th the
program and d1d_ not wish the organ1zat18n to change Some of the
tra1ned staff (i.e. s the Rehab111tat1on Pract1t1oners) felt that 'a.
number of - the res1dents had develqged to -their. potent1a1 and were ready
for *less restrictive env1ronments such ag four rather than seven person
group homesia However, aImost no one had graduated from C.L.S. since the
parents of these res1dents were not anxious for their children to move‘

to a new situation nor were there any ,other commun1ty resources-

available that could accommodate this-popu]ation; - _ f -

In -the faII of 1986 -the Prov1nc1a] Treasurer requested a reductxon in
the current year's degetary a]Iocat1ons | Every department of
‘ Government was 1nstructed to - retu?n a percentage of the1r current
budget - The Deputy M1n1ster of Social Serv1ces requested all branches

of - the department to»deve]op_scenar1os outlining how they wou]d reduce

'their_current»budget by five and ten percent.
' . 143
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(; ~ Chronology of Events

r;;_C L. S. re]at1ng to the f1sca1 reduct1on Th1s chronplogy 1s baseﬁuon an
-'ana1ys1s of the correspondence, minutes and documents wh1ch ere-
jrece1ved-and d1strtbuted by the strateg1c 1eve1 managers of C;L.S. and

btherefore_providefan objéctiVe,]isting of aEtuaj’ev nts. ~
® : v . §nis.

‘November 14/86 - the  director of the region. nottfied his regional

- manager that he had nade a comm1tment to has ass1stant deputy m1n1ster\=
nthat_C,L.S wou]d be within the manpower; budget allocation for th1s

fiscal year (1n prev1ous years they had run def1c1t 1n'th1s area)

November 17/86 -.a Government "expendlture freeze" was announced by the -

‘Premier and Prov1nc1a1 Treasurer in an effort to redyce the expected
Provincial budgetary ,def1c1t of‘ three ,b11110n _do]]ars. The freeze‘

~ included:

A freeze on all civil service hirings; s

a.25% reductionvon'theutsuppliesland services{ component of the

- budget

ot

a freeze on a]] d1scret1onary grants that were not aTready comm1tted

’
]

_ as “of th1s date, L vif“ “‘ g

a freeze on al] cap1ta1 progects or asset acqu1s1t1ons not yet

! ;‘~‘

1

purchased



<
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The™ Premier announced that ‘the ‘Gevernm@nff’;u§t now: "follow private-

sector “initiative to increase efficiency".” His plan was designed to
K . . ( -t .

"affect areas that wf11@pot§cau3e hérdship to the peoplé of Alberta”. B

\
J
' . . . . M . * . '
November 17/86 - the Regional Director notified all of his Regional

Managers ‘ of his hiring - freeze énev all vacant positions, ™ the

~discontinuance of - staff deYelgpmept .activities, the imposition “of

'“rigof0use’restraint" in all areas\\{farticu1ar1y non-client re]ated

expend1ture areas) d1scont1nuance of al] reg1ona1 and out of prov1nce

trave] that was not directly client- re]?%ed Tand the freez1ng .of all

fixed asset purchases. e :

D

"November 25/86 - the‘Assistant*beputy Minister (A;D;M.)'o finance for.
the Department; issued specific fiscal targets f each ’aree_ of the

Department which would meet the Treasury target of a 15% overall budget-

-

_reduction,

November726/867? e requesf was‘issued»from the ’egiona1'Manager to the

reg1enal Fanance officer to agk him to try to obta ‘n an exemption from
the h1r1ng freeze fore’%e direct care pos1t1ons in the twenty-four hour

, Y
. facilities run by th. region (1nc]ud1ng C.L.S.).

-

December 3/86 - memc issued from Debuty Minister o all of the executiVe

cqmmittee members regaraing his appreciation ‘that most areas of the
D partment are capable of ach1ev1ng 1086 57 expend1ture reductions...

l and_ ask1ng ‘them t¢® communicate . the deta11s of their reduct]on to



_group home superv1sors to determ1ne a]team:g1ve scenarios for 5% and 10 o

Y 146 ;
F1nanc1a1 Operat1ons Budgets not later than December 5. 1n order that

these mon1es cou]d be removed from §§1s yeags operat1ng budget

\ 1
3 oo
."‘ -

December 4/86 - meet1ng between the ti$.§~‘strateg1c managers and the‘j'j

“

cuts. The resu]t of this meetghg was a paper out11n1ng four d1fferentiﬁ'

o scenar1os by which the requested cuts, could be rea11zed

" December 11;;;>- the Regional Manager notifies the director of C.L.S.

that he must attempt'to balance hisimanpOWer'eXpenditures in addition to
. ) . v ; K - K . . . ‘,,- . N ‘ . ]
previously identified surpluses in the 'supplies and services' and

“contract' components"of his budget‘ The regional manager requested anv

) 1nd1cat10n by group home or. un1t of how the C.L.S. d1rector was go1ng to :

DA

. lal

s _ o . T

ach1eve this. - TR ‘ 4

S

December 16/86 - C.L.S. d':rector not1f1es the pro& am d1?‘ectors that

they must reduce the1r un1t budgets fby th1rty thousand do]éa;&

. (530 000: oo) each

S g N -
wi N T o - CT my
. . S

. *.. . : S :
K 'ff @ ’ ’ o

"December 17/86 --group home syberv1sors requested to §aVe f1ve thousand

_per home).

P
January 1st to March 31st (a savinds of one hundred do]lars per sh1ft;

o

do]lars (%5, 000 00) per home by work1ng f1fty€§%1fts themse]ves from

e

]Decembe? 18/86 - D1rector not1f1es the gyogram d1rector and the bus1ness

manager that s1xty Six- thousand do]]ars ($66 000 00) in suppljes.and

'serv1ces was removed from agency budget

T . wr
T TR R . : ;
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December 19/86 - 'Friends of C.L.S." meet by -themselves to update

themselves regard1ng C.L.S.'s plans for cost reductions.

(%

~

December 19/86 -aememo from C:L.S, Director to ‘the regional fihanCe_"

0ff1cer conf1rm1ng ‘that manpower control group def1c1t could be offset’;

k by savings in the supp11es and service contro] group to achieve a

ba]anced budget ‘i,f" g" - o E

'»December 22/86 - memo <rom the Director'to program directorsioutIining
‘the fo11ow1ng changes in the organ1zat1ona1 processes '
- A1l stock requests are to be pre authorwzed through the D1rector

.ifnyfforts are to be made to m1n1m1ze photocopying - (11m1t of :

'thousand dollars per month).
o= L1m1ted use estab11shed regard1ng ]ong d1stance calls from the gqr,

' homes. - - , S ‘ - . ‘ggf;.

- .A]] Direct Purchase Orders (e g for food) will be cen&‘@%monj@.redﬁ“;
andrcontrol1ed‘. ) oo 4;7 o w:: L r;'~ﬁmfﬂ
';‘-‘One of the vans used by the: group home. is to be returned H ‘c;£§ta1
~Veh1c1e Serv1ces “" L qu . ..,’\ .fi:fgf"

- ’ g e 4

- Request to m1n1m1ze all travel and taxi vouchers.

-

Ty
_\4 ..?.4- . - ‘

’January 7/817 5' rma] re11nqu1shment of the fo]1ow1ng pos1t1ons "two

RPl s, one. houseparent, and one therapy ass1stant tota]11ng $97,117.00

in annua]_ salari

.,The' positions were g1ven “up. but the funds.

reallocated to vacancy discounts.



'z'January 9/87 - C. L S D1rector met w1th the Parent Adv1sory Committee to

148

update them on the changes

<

January, 14/87 - reorganization plan drafted by C.L.S. Director.

"y

» T

January 20/87 - first meeting‘df_the "Restrictive Procedures Committee'.

January ‘23/87 am 'Fr1ends of C. L S ! write a letter to the Minister

express1ng the1r concern’ that the budgetary cut backs do not result in
: [}

C L.S. h%y1ng to. resort to 'custod1a1 care . as - oppose to "JtS

developmenta] and rehab111tat1on approach" Carbon cbpies were sent. to

' thq\\teaaer\¢L; the 0ppos1t1on, ~the Reg1ona1 D1rector, and the C L.S.

: D1rector ‘ o ° -

.

~

February 5/871;-'meeting between the Regi;;a$ Manager. and the .C.L.S.
strategic manager'and the house parents toipresent the;houseparents with

an 1ntormatibn update regarding the1r positions (which were-'heing

o reduced from full time to half t1me) ' /;///;///

February 11/87'- the Regiona] Director wrote-a response. to ‘the parents

'.stat1ng that the management respons1b111ty for the program rests with

the _departmental off1c1als but that the 'reg1on-.is '"comm1tted to
méahingfu] 1nv01vement of parents/guard1ans 1n decﬂs1ons which effect
their children. ... We ill. cont1nue -to prov1de to parents deta11ed
informatidn. on. all program changes as dec1s1ons are f1na11zed" ‘f(A |

i

carbon copy was sent to the M1n1ster).



February -11/87 - the C.L.S. D1rector sent a 1etter updating all -parents ",

=

- on the budget cut backs, the uanuary *9th Harent Adv1sory Comm1ttee
;"meet1ng, the Fr1ends of C.L.S .e;etter to the Minister, and the f1ve year
'plan He 1nv1ted the parents to call h1m d1rect}y regard1ng the1rf
1a“quest1ons, concerns, suggest1ons and part1c1pat1on o RN

.
\

’ February 19/87 - meet1ng between the reg1ona1 manager, and the group

- *fmhome super'1sors and strate91c managers to update them regard1ng the’ .

| budget Guts and +he house parent cutbacks

o February 25/87 - C L. S. D1rector wr1tes reg1ona1 manager ‘with the next
o %
: fiscal year. budget proposa] reductions. He notg% that C.L. S w111 havk\

A,reduced '1ts» f1sca1 budget by approx1mate1y seven hundred and fifty
"thousand do11ars ($750 000 00) dn two years with a decrease in serv1ce

'eof on1y th e spaces
-
\ .
_ N

&

'February 26’8? = meet1ng between the reg1ona1 manager and the C L.S.

~strateg1c managers the exchange updated 1nformat1on :
S }. ~

‘ "February 26/87 '*?§he,'cuﬁ.5. ‘Director sent out a memo to the other

members of the» management team, “and- aT] the group home superv1sors

X W wmoniat. . .
_request1ng them- to book off a. ha]f day on March 6, 12, 19, and 26 for
% K

- C.L.S. planning meet1ngs,-;v' - ”k“su , =f\\\\\;‘ o .y :y///(f/

v Lo o T

February 27/87 - an afternoon meet1ng between the reg1ona1 d1rector the'

vreg1ona1 manager, and %he R D H. strateg1c managers and those parents o

’who could attend to update the parents on thefactual budget cuts and r

o



statt cuts,’ At this' meet1ng the parents were to]d that the- f1na1

150

budgetary cuts were only 1.5% opposed to the 3%-average for the~reg1on.v

February 27/87 - the Mintster sént-a"]étter to‘the.'Friend's of C.L. S.'

;wh1ch rep11ed to the1r concerns paragraph by paragraph The M1n1ster

stated that she and the management of C.L.S. felt "a respons1b111ty to

-,deve]op cost efficient rfodels so that more_ dependent~~hand1capped v

o

:1ndividuals may be served Houseparents who  only cook/clean and'.

‘superv1sors who oﬁﬁy manage is not cost eff1c1ent for a res1dent'v

popu]at1on : requ1r1ng twol .y.three ..man 11fts 3fand constant -

?

S superv1s1on If each home is to approx1mate a fam11y type home,

///everyone shou]d be a part1c1pant in the home s rout1ne act1v1t1es, e. g.{

N .

/ : . . o
,EE> c]ean1ng....More extens1ve use of vo]unteers and . willing/able
_ e , - ‘ :

.parents ..is seen as a way "to enhance the socia]/recreationaT'aspects of

o v
the program " She also ment1oned that "one aspec% of dowh-sizing‘the

adm1n1strat1on unit 1s to reduce the current heavy adm1n1strat1ve role

of the superv1sors in favor of on-s1te participation in the programs .

Her f

vjthe1r own children, and it . a fundamental . po]1cy of ..the"

-

nal paragraph ended as fol1ows

S . ‘-

"Attempts have- been made to share planning 1nformat1on and to seek
input - and sugge%t1ons (e.g., ~general parent . meet1ngs, ;Parent’.

Advisory" Group, ‘direct communication to parents). Some’ parents

~ seem ta feel that they should be part of the agency/regional -
~ management. -Parents -have never’ been left out 6f the plannjng for

. .. organization that no decision regard1ng the placement or‘ﬁreatment

to make
decisions about the program/organ1zat1qn as a whole wou]d be

. of their child will be made without their consent. "Howfver, the. .
~ ability of the . Regional and the [C:L.S.] management

1mposst1e‘ if corsent. of all ' parents was. req“1red on..every. .

organizational issue. We can qn]yt‘hope to bu11d the trust
‘necessary by demonstrating success imr—~our current and future ‘
- .decision-making. - Thark you for making your ‘concern® Known to me.".—- .

v .
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"March'6/§3 - first management -:gr0up home supErvisor.plannihg'meetingg

called by the»Director;:;(After this meeting the Director canceled the .

‘planning meetings‘scheduTed for the 12,’19,'and 26:ofiMarch_sinée\he

_gfelt” that “he .understood the issues raised by .the group -home

":ISUpervisors})r/"

Y )
-

R [

ond ﬂmeettgg o? fhe Restr1ct1ve Procedures Review
L 3 w\ ""D
changes 1n the client's p ram that were

March 12/87 - memo- senalkrom the €.l S D1rector to the n1ght staff in ."‘

%
the group homes stat1ng that the1r ohe hour over]ap w111 be

,-.

| -thu$ reduc1ng the1r sh1ft to. a seven and three quarter hour ”h1ft w1th a

_ .
ha]f hour paid mea] break (total of e1ght-and.on

”,

¢
AR

g uarter hours)f:

b
e .
e

Al

‘11m1natedt

March 12/87 - Ch11dren s Serv1ces Program Director and a - group home S

superv1sor attend the Interagency Comm1ttee on Recreat1on for D1sab1edg

~Ind1v1duals to exchange 1nformat1on on recreat1on programs for the

d1sab1ed (part1cu1ar1y for the summer)

5 ., - . . . L . ‘ ) . . . . "

March_ 25787 - . C.L.S. D1rector sends out the annual agercy -~ Job
; Sat1sfact1on survey to- a]] staff S s '

o .

g

- d Do : .
,.March 25/87 C L S.‘ D1rector senasgﬁbut memo to a]1 group home

A superv1sors adv151ng them of a budget meet1ng on Apr1T 7 and a meet1ng”.

Lo

,'vfto d1scuss the organ1zat1on va1ues and m1ss1onion a: Apr11 14.

'.Jv R
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March 30/87 -.memo sent. ?§om the bus1ness manager te the grOUp homep h
o 'superv1sors %mt]1n1ng changes in adm1n1strat1ve procedures and pol1c1é§

in’ stock room and’ off1ce supp]1es, f1nance and - personne] procedures

Ed ¢

B April 1/87 - hirfno freeze lifted by Government..
";: Aprii"1/87 - Departmentad.fnewspaperf'featured. anv‘interview with'.the |
Miniater ventitTeq J"Tough questions 'asked??tfough decisions ‘taken" in‘
,Whichlthei&inister.acknowjedoed'her responsibilitﬁgs to}de]iverbsocia].
Services to those-fn heed as well aé.to ;J} costs" uring'these'tjmes,ofv
restraint. - Sheéstated she'had to priorizet_"l-made the'judgement. Now
"the front line troops have to put tha judgemeht-into effect“'(Alherta §~‘-

Soc1a1 Serv1ces, Apr11 1987, 1). | ’ <;N , o 'f - -

Apr11 1/87 - Pr1or1ty P]acement procedure commenced Priorityfdivenjto
) persons in comm1tted pos1t1ons, affected emp1oyees' (thoee who uerei j”'
| " redep]oyed to. prec1ude abo11shment), abo]1shees (those' uho' are in
7 departmenta1 or Government pos1t1ons. thg} were ab011shed due to theil
fiscal cut backs), and- thase in temporary sa]ary or wage p051t1ons egat;';l
were‘released as a-iesu]t Qf the downs1z1ngt1n1t1at1ve " The procedure
m ant’ that employees in,theee'categories were'toibe_cons1deﬁéd.f1rst,hf,

‘fbefore the agency could advertise to’ft1I:Vacant,posﬁtions.

Apr11 7/8 - meeting'between’the'CLS director, business-manager<and

‘ superv1sors to g1ve the” group home superv1sors the1r budgets for the new
fiscal’ year B o E . ' o



Zpr11 14/87 - Values and mxss1on statement meet1ng with T1ne staff E%%

: parent representat1ves, as we]] as the group home superv1sors and r"
: strateg1c managers Input from a11 the éroup homes had been requested o
Apr1l 3 and was 1ncorporated 1nto the material d1str1buted for th1s

meet1ng Ihe ha]f day meet1ng “Was organ1zed and run by the Ch11dren

Serv1ces Program consultaﬁt who 1ater summar1zed this 1nformat1oniﬁ'

the strateglc managers to rise to formu]ate the new mission stateméﬁt :
| | - : ‘gr' | o | "

lﬁﬂjl;EQLQZ - thefupdatedrhOUSe parent job descriptions (how,ha]f'time)

‘were- sent by~the director to the regional personnel officer.

A9r11 27/87'- the bus1ness manager s Year- To Date Expenditure Report
detr1buted to management comm1ttee It reveals an 1n1t1a1 surp]us of

forty~four thousand n1nety two do]lars ($44,092.00) for the  1986/87

fﬁsca] year

*ff'May 1/87 - The News features an: art1c1e entitled "Ozerkev1ch Res1gns
The paper featured art1c1es on both the m1n1ster and an 1nterv1ew w1th

Mr 02erkev1ch (the Deputy M1n1ster) stat1ng that Mr. Ozerkev1ch w11] be

°

.j:“(‘
v

rbs1gn1ng effect1ve June 30 to take up a partnersh1p with: Price

Waterhouse (a pr1vate'consu1t1ng firm). S

May 4/87 - meet1ng of the reg1ona1 fac111ty directors (1nc1ud1ng C. L 5.)
(-!

ca]]ed by the reg1ona1 manager to d1scuss the high 1eve1 of absentee1sm

" in these organ1zat1ons due’ to reported illnesses and injuries. : "'/( -
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M z 14/87 - request sent by regional manager ‘to fac1]1ty d1rectors to
. develop: worhs1te goa]s and obJect1ves for 1987/88 f1sca1 year They
b,were requested to 1ncorporate the key performance areas of:’ a) managing .
resources to uphold comm1tment to quality serv1ces ‘within fiscal 11mits{
b) suppOrttng band.1enhancing emp]oyee effectiveness; c) promoting
effectiveire1ationships with-externa1-agenciésv_iStakeholderg; and d)- .

preventive strategies as a viable element“in programs.

.

“May 19/87 - meet1ng between the C.L.S. strateg16 .maaagers and " a

iihresentat1ve of the Government 0ccupat1ona1 Hea]th and Safety Branch_
. ,and the reg10na1 off1ce representat?ve to conduct an aud1t of the degree,
to which C.L.S. group homes were meeting thehoccupat1ona1 health and -
safety standards. S | |
. ' . . :‘Jn:"‘
R - | & > ‘ .
May 20/87"-~ memo to management committee. signed ,py, the program
directors, the program consu]tant and superviSOrs frdm*Chi]dren'and
s :
»Adu]t services request1ng the director to change h1s vacated secretar1a1

~ position (ret1rement):to_a“recept1onlst for the agenCy (i.e., te answer

phones as well as doing the clerical duties_for'the director)f

' Maz'.25/87 - meet1ng of" the reg1on S 'Dependent Hand1capped Serv1ces'
Project Planning Team to start exp]or1ng ways of dea11ng w1th the

L

“dependent handicappéd in the community. -
May 28/87 - meet1ng between the reg1ona1 personne1 representat1ves and d

the group home superv1sor to d1scuss the personne] 1mp11cat1ons of each"

. of the new sh1ft schedules § /
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May 29/87 - memo to the C.L.S. director from the Children Serv1ces e

Program director raising serious concerns regarding how dec1s1ons,were

being*made_at the management meetings.

June 2/87 - the strategic managers meet to discuss the five year plan as

# . ’
a group for the first time.
June 3/87 - management commjttee,meeting on mission formulation.

JUne 5/87 - meeting -hetween the headquarter secretaries’ and the

“strategic managers regard1ng te]ephone answer1ng duties. -'(N ‘

~

group home superv1sors were no 1onger in the1r headquarter off1ces very .
3soften s1nce they had to, spend most of the1r time in the group homes.

- The secretar1es were hav1ng to take _more messages , The reduct1on in:

s

clerical personne1 had resu1ted 1Q;1ess peop]e be1ng ava11ab1e to_answer-

‘the phones re5u1t1ng in an 1nerease in the d1sruptnon in work for the

secretaries.)

June 8/87 - the f1na1 Year-To- Date Expend1ture Report for the 1986/87

fiscal year-1ssued by the bus1ness manager. It showed a final surp]us
of seventeen thousand two hundred and twenty seven dollars (517,227.00)
.(surpass1ng the goa] of ach1ev1ng a e1ghty five thousand dollar

(sas,ooo.ob) def1ac1.t).

. . M -
& o -
PLE .
o

June 11/87 - C[[;S d1recton sends a memo  to -the reg1ona1 manager

updating the proposed,1987/88 budget. These updates resu]ted in overé@l

'reduction.ofvgéﬁé% of the original 1986/87 budget.
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June 15/87 - Ch11dren 's Servwces Program d1rector wr1tes the D1rector to

re1ay concerns of her wage staff who are now exper1enc1ng up to sixteen

;'.«days delay ﬁpr the1r paychecks under the new payro11 system

%ﬂ Jang 19/97*;2Ch11d;en s Servnces Program dnrector sends a memo to all _
? : managens andigdm1n1§tnst1on not1fy1ng them of a meet1ng at C1ty Ha]];g.h‘
regard?ng the‘ pl?nne? reduct1ont of the C1ty s D1sab1ed Adu]ts

Transportat;on System Hi;":iff e _e“':*'
> ?w'."f.:-"”;F'-‘i o 5A;;h B | d;fif{iif;-- »

gbUune 25/87 : *the reg1ona1 manager 1ssues a memo td 1ts fac111ty_"

,"‘

,d1rector$ (1nc1udfng C L S )'statfng‘fhat the recentTy he]d two day
R Sht % -
fstrategic p1ann1ng workshop d1d;énot a§h1eve the results he had

' 1ant1c1pated but that an 1ncrease 1n}an understand1ng of a new v1s1on for,

L h1s program area d1d occur “He }nv1ted his, d1rectors to cons1der ai.g;~

-~ ,-.-

very,s1gn]f1capt_restructur1ng" @ his program area to ref]ect theseﬁl

’

. :directtons;j_ | N i | o 45,‘.
~ June 25/87":~49 the  regional méhager sent out}ﬁ"‘ reV1sed 1987~(
71 M1ss1on/Goa1s/0bJect1ves to all of h1s .genc‘ d1rectors (1ncludd)y

C.L.S. d1rector) T .‘;' J ﬁi | IT“'fﬂkﬁa w?-..,”‘u,gab»rd

‘June 30/87 - A fo]low up meet1ng to the m1ss1bn and gdals meet1ng wh1ch;i~y

‘was to focus of agency goals and obJectlves was cance]]ed due to the7uf,:

~imminence: of the summer holldays SR

~ .
. E RV
oo, .

S s Lué'” : . Co T e
In short th]S out]une of the chronology of events demonstrates thati;:f
A

',C L. S as an: organ1zat1on was respopd1ng to\ two maJor soUrces of

4.0
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‘external pressures - the fiscal pressures created by the po]1t1ca1a

" decision to reduce the Government S proaected def1c1t by cutt1n %

) 0

:the fiscal allocations for the last quarter (how th1s was to be- achTeved
was up to the bureaucracy), and the pressures generated by ché resu1t1ng
‘ uncerta1nty exper1enced by the parents who did not wish any changes in

the quality or the seCUr1ty'of the services to their children.

The Technical System - . _ - ’

]
The economic - pressures were o0f-two types: nondiscretionary and
discretionary. Nondiscretionary cuts_Were made in areas such as out of”y

provihce and within province'trave’

?cret1onary cuts took the form
of - percentage reduct1on goals that were determ1ned by those 1n the
larger..bureaucracy of which C.L.S.% was a subsystem.» - The _strategic
managers of' C. L'S therefore,’ had "no authority’ to change these -
.obJect1ves but could on]y 1nf1uen¢e 1nforma11y and through the reporting
. of~potent1a1 consequences of’the reductions goal for their.particular
agency. The directorﬁendeavored to involve the managers and to some =

L

degree, the operationa] level staff as best he cculd to deue10p;

alternative scenarios that would resu]t in C.L. S? meet1ng 1ts reduct1on ’

‘ goa] However, the f1na1 scenario was chosen by the reg1ona1 manager in

:_'consultatxon with the C L.S. d1rector Therefore the author1ty to . -

J

""choose and implement 'the so]ut1on"1ay -outside the organ1zat1on Th@
. uncerta1nty that this generated in the p011t1ca1 system (part1cu1ar1y in
the Organ1zat1on structure and human resource components) was,expressed

,,'by both staff and parents 7



dstrategic 'managersyb(jn particular, the ‘director) _by_,contact1ng hnm‘:éﬁg‘;

indiViduaIJytand7co1]éctive1y through the_Parent'Advisory Committee; and ;
’tndtrectly;°hy writing the Minister - the po1itician that uas'perceiVed
‘t as, be1ng ab]e to modify thé reduction in f1sca1 resources. Therefore,
though ‘the f1sca1 reduct1on tr1ggered these changes, there were’ a1so‘<”
%;p011t1g;1 forces at»p]ay. "The f1sca1 forces were represented‘throughl
"the AbureaucraCy which rpressedg‘for change. The parents uti1tzed
:pd}ttica1 forces ‘to try and' counteract theblforce:.tor change by .

,ﬁ§Upporting'the status.quor . | L 3

© The - strategic 1eve1 managers utilized two strategies: a short term

so1ut1on wh1ch requ1red the manager1a1 1eve1 personne] to work at. the‘
, 4.

_ operat1ona1 1eve1 “for a m1n1mum of fifty sh1fts from January 1st to

Y

‘March 3lst, and a 1ong term so]ut1on wh1ch resulted in all of the full
: t1me houseparents»be1ng_reduced to_ha]f time, the e11m1nat1on of the
3 etha.Adu1t home staff person, thevhastening of the p]anned;c1osure'of

one of the group homes, and the reduction of some of the administrative
support staff. o Ll d R o ?'

.*‘
s

-

- The organ1zat1ona1 processes also underwent a short .and 1ong< term

‘ change In the short term, a]] of the da1]y and month]y expenditures
for each of the fourteen group homes were centra]]y ‘monitored and
contro]]ed The author1ty to make d1scret1onary expend1tures was_'
removed froJ(the managers (group home superv1sors) and the expend?ture_‘ o
author1ty. was - removed from_Xthe two- program dJrectors (strateg1c |

3 managers) by the C.L.S. director. Instead’ of quAfféFiy f1nancia1_-
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- statements, the business manager issued morithly statements. After March

31st, the expenditure 'authdrity” resorted back to the former '1evé1s.v-_-'~
However, néh administrative pfocedureé were develdped-to try and'requce -
the admin{étréfive'burden of the manégers;to‘ehable,fhEm to contihﬁe
their fpcus on direct"Servicesi to clients. The. regular mon£h1y
mpnitokihg of the.budget by thé busihesg managér;‘however, remained ih
force.  Thus the infdrﬁatidn proCessingléystehs of the Organizatfoh’was '
adapted in order to more readi]y'incorpofate both ﬁ]ieﬁt éh&’fisca]v
information. o |

New staff could more readily be hired after tf; wage‘freeze waé Tifted

at the beginning of April. Preference howéveﬂgfad 1o be given to'other'

Government and'ﬂebartmenta] employees who HE lost yfhetr posjtions
during. the cutbacks. Becéuse 6? this externallymposed reé@iaﬁion the
_organiiation, at 1eéstvtempor$ri1y; was restrictedfﬁn terms 6f the'pooI
of individuals from which they could‘drgw their staff.' %%frefore, thosé'*

hired during this'petiod may not of ‘been the best persons  available in

.

the community for the positions.

The Political System

. E/E | .
Only after all of 4he short term and most of the long term adjustments

had been made, did - the C.L.S. director have one ‘6f-‘the’ program
.consu1tqnts design and conduct a half day°meeting of “staff 'and pareht
J.representatives"to provide ‘input into the formulation of ‘a new mission

statement. This was the first.timé-that parents and staff were invited

p 4
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to q¢0v1de 1nput into the formu]at1on of the mission statement before 1t

& was developed and rat1f1ed by the strateg1c managers

B

Incongruencies within  the po]iticalv system gf the organization were

highlighted by‘the Children's Services Program clients at a management.

_ meet1ng near. the end of May CPD fol]oved up these comments w1th a memo .

~ to the C.L.S. d1rect@# a few days 1ater (May- 29). In the memo she.
‘stated the following:

"shanges that happen are 1mposed from above .or below as we are not 4
a group that leads or takes action. We do not have control over
our own destiny. Fiscal restraint- the ensuing reorganization

of the agency has seriously impactéd [the. Adult Services Program

director's] and my rodgjas Expenditure Officer.:. As well.our \cole
in decision making has been greatly affected. There are decisigns
being-made that [the Adu]t Services Program d1rector] and I do not- .
have any 1nvo]vement in. .

After .Citing fifteen spec1f1c examp]es she conc]uded

.we need to take a good 1ook at our management team and start by
def1n1ng the purpose of the group, the players and concluded their
roles. The ~behaviors ~of the people . i.e., (bye rolling,
defens1veness and Tack of eye contact) tell me that®as a.team we
need to improve our abilities to communicate effectively with each
other so that we can develop a sense of unity in representing ‘the .
organlzat1on The first step in changing ones behavior is

" recognizing. that a problem exists. I think its timeythat we all-

talk about this. We are not perceived in the agency ‘as a -

Management Group that leads and takes action”.

‘This memo' highlighted the fact -that: thef po]it{ca1 Systeh1 within the
organ1zat1on appeared to be out of a11gnment w1th at least the techn1ca1
:f1f not - both the techn1ca1 and cultura1 systems | These concerns were
‘never“addressed d1rect1y at a management meet1ng (other than the meet1ng

: they were 1n1t1a11y brought up May 26 1986) _ The d1rector d1d

3

 howeler set up a management meet1ng on June 2nd to discuss the f1ve year

plan as a_group for_the f1rst-t1me. The regular management meeting on
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- June 3rd was ut111zed to formulate a forma1 m1ss1on statement for the

1

' organ1zat1on based on- the wnput from.the Apr11_14th meeting.

L2

The effect of the pressure app11ed by the parents to reta1n the. Serv1ce

-

De11very status quo, is. unclear from the correspondence In fact, ~the

responses fromshoth the reg1ona1 d1rector and the M1n1ster re1nforce the ;{”

bureaucratic ;and manager1a] authority and respon51b]1 ty to .plan and_:_?

manage' the"organiiation ’ _They implied that the par nts' 1egitimaté o

. function was mere]y ‘to oversee and dlrect the1r own 1nd1v1dua1 .child's . '5

program and : not agency ,programs. '_It was dur1ng this t1me per1od

however, that the formal terms of reference for the Parent Advisory !,':'

Committee were reviewed and mudified. For example, a minimum of four ~ :

meetings per ‘year was establfshed and the executive . director who
prgviously chaired and' recorded minutes for the_committee,'was rep1aced

with two parents, one as chairman and the other as vice-chairman.

The Cultural System = . | | ' v

B 4
+

Based upon an analysis of the content of these documents, there appedred .

to be'three sets of values underlying the perceptions, requests, and

actions of the groups 1nvo1Ved The correspondence which emanated from

the bureaucracy to the C L S, d1rector and the d1rector S response to

~ this correspondence was f1sca11y or1ented -The content' of these

correspondence appeared to be based on - a va]ue or1entat1on that the

~

organization must become'as effective and eff1cient'as possible. This

ps based on the assumption that the organization could find’ways of

serving the same number of clients with reduced resources. ~Thi§ was
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acmeved m three ways 1) refocusmg onto the orgamzat‘lovis or1g1na1

target, group  (i.e., the dependent hand1capped) and g1v1hg h1gher

priority td~a'p1an to phase out one of the group hdmes which specialized

“in dealing with clients_with severevbehavidral problems;'andiz) cutttng

-back on what were deemed ‘to be nondirect care personnel (i.e.,

;administrative' sUpport staff . and houseparents - the houseparentS‘f ‘

funct1on cons1sted ma:nly of the home ma1ntenance dut1es of cook1ng, and.

grocery shopp1ng), and 3) reducing the’staff1ng level of theiadu1t homes

- by one to brthg them in line with the children's homes, which could be

. described as - 'means' values.

The' -correspondgnce emanating from 'thdse at the-~ operatidna1 and

manager1a1 1eveTs of the organ1zat1on, as we11 as from the two program.

d1rectors,: appeared to be cljent-ormengﬁd. -~ These correspondences
refletted'the’Va1ue'that'these c]ients'were worthy of be1ng'developed to

the max1mum of; their potent1a1 They appeared to -be based on the

o f

'assumpt1on that 1f a client needed a particular resource, to fac111tate~

.the‘max1m1zat1on of his potential, that he or she should receive thatpH

resource; that the client deserved  the best - quaTity of

deve1opmehta11y-oriented care.that was currently avai1ab1e; and'that the

profess1ona1"staff in the group ﬁome _were, the best ones to detérm1ne

'best ones” to determ1ne ‘what Serv1ces shou]d be prov1ded (1.e., hqw

‘ therefore, opefated from a professiona]]y or1ented va]ue base

resources should .be a]]ocated for that part1cular c11ent).‘ The staff ;‘h

. e
[

’ -
- . . . 2 d
o » P . } A . L. e
- . L L e R .o -

: ‘what the eﬂ1ent needed and, -1n conJunct1on w1th the parents, were the’!3”

Ve
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Though the correspondence from the parents was 11m1ted to one Wetter to

the M1n1ster from those parents actwe 1'n "Fr1enq = of C. L. § "y he

~ S

A ) _
"parents rstrong support for the sfatus quo as it concerned the \a ual

f services - to the1r chﬂdren 1n the gro up nomes appeared to be based on

\

-

ﬂ_ve‘.' tnat were ‘secur1ty and car1ng or1ented "Our r‘eHef and

~

ﬁeppmess 1n f1nd1hg a reaﬂy good pTacement for a chﬂd we noV 10nger

& ' Y

'had the resources to care for.at home has been tempered by the 1oss of

y L . v
ou_r p-lece wo_f .m‘lnd and worry abo_ut ,the future”". w .- ' { Coa

.3

These parents appeared to have reso]ved the1r cfeehngs oﬁ guﬂt and;_'

[N

_'ﬂconcern for not bemg ab]e to look after the1r chﬂdren at home through

< N

the assurance that theu‘ chﬂdren were bemg weH cared for and bemg :

-

offewed. the oppoq:umty to deve]op the max1mum of thelr potent1a1 Th1s

» ""appeared to based on the assumbtmn that the soc1eta] cu]t.ura‘l need:’

oW,

B . v'

f/

q

,”"' be1ng met by -the organ%zatmn rema'rned %s rea] pd as 1mportant as\1t
ever .jwas. “We accept the fact that 'some budgqt cuts seem to- be
'f'inevlitable, but we are concerned that in cost cuttmg efforts, the‘ :

Department 1s prepa“red to accept custod1a1 rather than rehab1]1tat1ve .'

care, cthusr d1mm1sh1ng the quab1ty of care 1n movmg away nfrom the_j'

T

orrgma] concept of [C L S ] s mandate v The1r requests to?é 1nvo1ved

enter 1nto
f
p]anmfﬂ partnenshw" mth C L S P appear to based on these parenta1

m the p]anmng of serv1ces for‘ thetr 1nd1v1dua1 chﬂd and t

P -

Y

L . REEES . oo . Lo . . . . .
7'_‘,’,,.,, L - e . . - : AR ) L i
. . L S . R .

In sumary,_the analys1s"” of the documents appea\‘to prov1de a; vahd
écord from wmch a chronolog’lca] ]1st1ng of events - can be extracted

,,c"-»

The organvzatmnal g}'Oup- and 1nd1v1dual dynamlcs wh1cr( resu]ted or |

S . R RN L ST . . N . o :
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ontr1buted to these eventsk however, are unstated and therefore must
e

i 1arge]y be surm1sed as must the 1nd1v1dua1 mot1vat1ons and va]ues wh1ch '
drove and Just1f1ed the roles and responses of the 1nd1v1duals 1nvo1ved

'f_ How these events occurred ‘the. dynam1cs of the negot1at1n; processes 5
wh1ch resu]ted 15 these events can more c]ear]y ‘be 1nduced from the f
part1c1pant observat1on notes taken wh11e the researcher attended the

.=forma1 and 1nforma1 meet1ngs wh1ch occurred dur1ng the study per1od

7

‘;h Regular and SpecjaT?Meetingsf_ ffr._ﬁf?r .
ey L o |

Dur1ng the t1me per1od of the study (January 1986 to June 1987) the

' researcher attended a]I regu}ar and spec1a1 me€t1ng$ hetd at the )

iy

headquarters of C. L S Thewregu1ar meet1ngs cdhs1sted Uf the management

i - team meet1ngs (strateg1c ]eve1 manageﬁf the Adult and Ch11dren

Serv1ces Un1t méet1ngs (manager1a1 1eve1) and group home staff meet1ngs

“:, (operat1ona1 Tevel) The »speCJal meet1ngs 1nc1uded those meet1ngs

',ca]]ed to d1scuss spec1a1 1ssues w1th representatlves of some or al] of ﬁ

R

{t:f) organ1zat1ona1 _levels,; ' d those meet1ngs wqtﬁ7 parent
,) r presentat1ves and theﬂ'Parj't AdVHsory Comm1d "-A comp]ete|

—
e

ff[ resu]ts obta1ned from these meet1ngs were der1ved from an anaﬂysis of

‘ il

g chrono]og1ca1 11st1ng of'these meet1ngs nszdnc]uded 1n Append1x B. xih?:

s the agendas forma] mmutesIe and the researcher s process record1n€s;and}_

part1c1pant observat1on and f1e1d notes ' JT~.f :?_5_f.;;;clrrfa-f‘*i}'

";. The maJor 1ssues ra1sed 1n the meet1ngs throughout qthe study period

para]le]ed qu1te c]ose]y those 1n the c6rrespondence In these meet1ngs

'

'»1nd1viduais either reacted to d;rect1ves sent to them from those above
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them 1n the organ1zatlon“or ?rom those 1n the organ1zat1on env1ronmeﬁt

or d1scussed op,1ons and cTar1f1ed 1ssues that resuTted in ‘them |

1n1t1at1ng correspondence to others reg&rd1ng the1r concerns ” ATso;

q.
f react1ons, d1scuss1ons, and act1ons occurred around 1ssues rece1ved by '

“f

o _ e : i
the part1c1pants_'v rom = wmore - 1nformaT sources - (e

¥

2R

llﬂ&’
L

R}

~interpretdtions of perceived events, etc). . R

The meet1ngs wh1ch occurred. in. C L S can be categor1zed 1nto seven |

Q

.areas: Management meet1ngs?(strateg1c TeveT),-ch1Tdrens serv1ce un1t-

e

N neetxngs (manageriaT TeveT) aduTt serv1ce un1t meet1ngs v(manager1a]

Tevel), group home meet1ngs (operat1ona1 TeveT) spec1a1 meet}ngs (aTT "

¢

x TeveT°1nterface), and meet1ng7iw1th the reg1ona1 d1rector and reg1ona1

e D
. PR

~

“'The.management comm1ttee was compr1sed of the Executwve Darector (ED)

2.

s X 1 &77”? f ’
the Ch11dren s Serv1ces Program 1rector (CPD) the Adet Servmces Un1t

A

. ..k.

. N :
' Program D1rector (APD) and the Bus1ness Manager (BM) The execut1ve

.

dlrector (ED) chaxred the meet1ng and drafted the agenda %he agenda
was usua]]y drafted the morn1ng of the meet1ng and suppTemented at the
beg:nn1ng of thé’meet1ng 1f others had 1ssues to d\scuss The meet1ngs :

cnere;(qunte 1nforma1‘ M1nutes were kept by the d1rector s secretary

K

rumors,

-W*Tevels) Parent Adv1sory Commi ttee meet1ngs (env1ronmenta1 —_strateg1c :

= manager ‘(bureaucrat1c environment strateg1c/manager1a1 TeveT) ”'The]7
$ : .
resuTts of the processes w1th1n these meet1ngs dur1ng the research =
' per1od are summar1zed beTow ‘*”-”';-"f. '; f;f ff.‘f f o 7i~:;j:
" Managemeht Committee RPN ,."Jim.:f"‘£>;; :

l
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-by the d1rector or anyone else who vo]unteered S1nce the. manutes were-

qu1te sketchy, both APD and CPD took the1r own notes as we]]

. ' 1: ‘_‘_ " - - .
The 1nformat1on d1scussed dur1ng thfs week]y management meet1ng

‘4T_A(Tuesdays) was - dfstrlbuted to the manager1a1 1eve1 v1a the week1y un1t

:meet1ngs (Ch11dren,s Serv1ce Un1t meet1ng wednesdays,‘ and Adu]t
: Serv1ce Un1t meetings - Fr1days) The 1nformat10n shared at. these un1t B
"fmeet1ngs was’ then d1str1buted to the fourteen group homes v1a the group

r . 3

~ hopme. superv1sors at the1r own group home staff meet1ngs (usua]]y

o bifweekly) _ Concerns generated at the operat1ona1 1eve1 usually went

Hk,through the reverse process’but on]y advanced to the nextf.:

'-;organlzat1on Tf they could net be reso1ued or d1d not fa "

'vscope of the author1ty for the person at that 1eVe1 B
R - . . . A ,4

“_f GeneraT]f;iadm1n1strat1ve1y or1ented 1nformat1on and requests fbl]owed .

ﬂfp’otdco]}generated by the prescr1bed network On the whole, thﬂii

. jcommun1cat1on ‘was forma] and took the form of,a'memo or. Letter Those

o his

‘rlooated h1erarch1ca1f& c]oser to the Execut1ve D1rector supplemented

_‘1nformat1on wlth more 1nforma1 forms of commun1cat10n such as,

'te ephone ca]]s, meettngs and dropp1ng by hlS off1ce to d1scuss 1ssues

LK o
o N .
’ oA .
vLoe

Ve e
R ‘,

ff--The c11ent or1ehted communmcat1on was on the whole much less fbrmalll

'hEOperatwonal 1ewe] staff freeJy contacted their co]leagues, the parents;f

~f§ghof the1r c]1ent and the Program Consultant and Spec1a11st in their unft?i

V-ihato d1scuss particu]ar concerns or c41ent rel:ted 1ssues.3 The frequency

‘Jfof the commun1cat1on between the group home staff and the un1t programﬁi
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‘d1rector depended in 1arge part on the managerlal style of" “the group

",home superv1sor as we]] as the style of the program d1rector The- major

.

'.mode of commun1cat10n was thrOUgh 1nforma1 gather1ngs (e;g. 'over
' . a
‘coffee) ‘staff meet1ngs, and phone ca1ls On]y “in more extreme cases

"(e g . restr1ct1ve procedures) were forma] commun1cat1ons sent to. the

q

program d1rectors. Genera]]y, the’ h1gher up the prescr1bed network a

c11ent:or1ented cqncern was ra1sed the 1ess frequent and more forma]

1

the commun1cat10n. S o . - v
. Figure 12 below out]fnes‘this communication pattern.

L

d -
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A contentxanalys1s of the 1ssues d1scussed dur1ng the study period at

"muncerfa1ntyxgenexated 1n the bureaucrat1c environment annua1 goa}s and'
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—_—

the management comm1ttee (see Append1x c) conf1rms the chronology of °

events out]1ned by the analys1s of the documents ' Nhen the cutback wereﬁy
e o

' ‘announceda the 1n1t1a1 react1on was to, centra11ze control over 'the:_f

monetary and manpoper resourcesv ’Th1s change in the organ1zat1ona1

. po]1t1ca1 system reflected the changes 1mposed upon the organ1zat1on by

the. bureaucrat1c env1ronment Mon1tor1ngu processes 1ncreased and'
adJustments were made ‘to the %echn1ca1 system to- meet the - budget

';reduct1on goa] ' Informat1on oroce551ng systems were then(forma11zed to“

'cont1nue mon1tor1ng the progress Once the short-term goa1.appeared.f

ach1evab1e-wcontro1 eased (expend1ture author1ty was returned to program:f-.

o2

d1rected at try1 g to determ1ne the effects of the cutbacks on-*the '

) R

< uncerta1nty,f operat1ona1 and manager1a1 1eve1 staff 1npdt 1nto theﬁ

-

¥

- uncerta1nty,'a number 0 i

0

e - . "‘..v.‘ ~: oy

_3,-( aParenlg, Adv1sory Comrmttee@ parent news]’etter,. .andn parent;

n L .n

"7:' ao ?" - . "4 . R

- obJectives were des1ghed whncm focused ‘on’” spec1f1c adm1n1strat1ve and

program concerns.l F1ha]1y, those 1n the bureaucrat1c env1ronment T1 e"

:':q(q L t

~own m1SS10n/strategy and*organ1zatxon structure T;; hf,ﬂj_g*_TS’

'
S R L AT
Lot

~fAn analys1s of the dynam1cs of fhese meetlngs showed a sh1ft1n of the

*?lf:role percept1on of the Execut1ve D1rector Dur1ng the f1rst ha]f of the

W S S RN T . . S : e
-, [ S .- . [ . .~ . L '-
+ LR VY s T R e T T R 9

Ve

L'reformu]at1on of the m'ss1on statement was sought To ease parentalf;

; d1rectors) but the 1ntens1ve mon1tor1ng cont1nued Attent1on was thenr.i
' R SV

'qua11ty of pro ct1on ‘(1 e.," sery ces to )c11ents) ;. To ease .staff;’.

',orma1 commun1cat10n systems were estab11shed?Ef7'
repreSentat1ves at nnss1on statement 1nput meet1ng) 2 To re11eve the"jf

"3"

. the’ regIona1 off1ce) h1red & consquwﬁt to he]p them re- examﬁne the1f;fpi

DN s -
. . .
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- Study period,’ ‘ED appeared to view h1s -role . as represent1n9 the

y ~

bureaucracy Jdn the organ1zat1on He a]most exc1u51ve1y scanned the .

' _-bureaucratlc env1ronment and‘ tr1ed to change the organ1zat1on toj‘

oY

accommodate concerns ra1sed in th1s env1ronmgnt APD and 1n part1cuéar

'CPD res1sted these efforts by quest1on1ng the%effect the changes were

go1ng to have on the staff ‘and therefore the c11ents Both APB and CPD

R Y

_were pr1mar11y c11ent focused Though they were pr1mar11y 1nternaﬂ}yv

: d1rected they a]so scanned the profess1ona1 commun1ty serv1ce, ,and__

parenta] env1ronments Dur1ng the 1atter Haﬁf of the study pertod El :
~ became. conv1nced that the organ1zat1on was as 1ean as qt .could bei

-wlthout sacr1f1dnng the type and. qua11ty of the serv1ce (1 e s chang1ng‘,"

“;from a deve1opmenta1 to a'ma1ntenance qua11ty of care) ED w1th the

fsupport of . APD and CcPD, ut111zed RM 'S 1nv1tat1on to part1c1pate 1n the‘

;deve1opment of a new mlss1on and strategy for the reg1on “as’ an ?r‘e
| »opportun1ty to. start representtng CLS 1n the Feg1on by ra1s1ng staff and,
%'c11ent re]ated concerns.- On the other hand bdth APD and CPD appeared;
f";ito rea11ze the permanence of the f1sca1 restr1ct1ons They werked w1th'

' ) the1r staff to dev1se 1nnovat1ve ways of try1ng to ach1eve the c11ent:f

t

g :goa1s w1th1n the nqw resource 11m1tat1ons. They a]so commenced focus1ngt{

:i:.some of %he1r attentTOn on the bureaucrat1c env1ronment by accompany1ng.}e

. K b / 3
.,‘;organ1zat1on to the pressures generated by the bureaucrat1c env1ronment

. K / .",'

'tff. ED to a number of reg1ona1 comm1ttee meet;ngsd They appeared to becomeux

Y

’L};imore aware. of the need to mateh some of the act1v1t1es w1th1n thei7;r:
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“

'nmeettng dUV‘"Q : the ’xresearch per1od paraTTeTed those .}ofi"thei.‘

'hCh{Tdrénts’éervTces Unit Meetings

.

et e o ) : : . L

?The-‘Chde'ren's Serviges Unit consisted of -’it»héf“'.»cmdren's Services”

~ o

».program d1rector (CPD) a program consuTtant .,and seven group home

_superv1sors CPD usuaTTy deve]oped an agenda ahead -of. txme. She aTso_

»
usuaTTy estabT1shed goaTs for herseTf 1n terms of what she‘expected to

'accompT1sh dur1ng each meet1ngg,wThé meet1ngs were cha1red by CPD w1th

everyone part1c1pat1ng to a Targe extent She requested ‘a voTunteer

from the part1c1pants at the beg1nn1ng of each meet1ng to take the

: m1nutes ATT m1nutes and correspondence were kept 1n a 'Read1ng File'

<vwh1ch CPD requ1red the superv1sors to. rev1ew and 1n1t1aT an.a month]y .'

basis. - P

. _-s‘lmﬂar.~ expectat1ons of the meet1ngs : CPD encouraged everyone toﬁiyjt

There was a goad- sense, of cohes1on w1th1n the group w1th everyone hav1ng

-

fbart1c1pate in the meet1ngs ConfT1ct and d1ffer1ng op1n1ons were i

o

'encouraged and abounded dur1ng the d1scuss1ons AT part1c1pants N

¢

e

=,appeared to be comm1tted to the vaTue that thé cT1ent comes f1rst‘

T k'. o ovr . . -. ,1,'\ . ,,' N . <‘ . ] . . ’
_ : SR s R cT ;

| % oy
The content of the {SSuésVdisCUssed‘at the Ch1Tdren 's SerV1ces Un1t

t Tace

LT

;;correspondence and management meet1ngs.,' The dynamtcs however, were

.somewhat dwfferent The anger and frustrat1on of the superv1sors was T*T

~

'»;openTy vented dur1ng the meet1ngs _ However CPD generaTTy supported the-fiﬁ

" ‘need for the adm1n1strat1ve requests com1ng from the d1rector }-A-T‘ f

'_5}response to a request for 1nput or. react1on from.. the management

v )

‘jfcomm1ttee usuaTTy foTToWed the foTTow1ng format 1)»a d1scu551on and.sﬂ

- $

; - A . -y . BN
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B def1n1t1on of the need under11n1ng the request 2) d1scusswon and

deve]opmenﬁ of cr1ter1a the superv1sors felt were relevant 1n Judg1ngf:

" the appropr1ateness~of the responses; 3) bra1nstorm1ng of responses and ,‘
- 4) consensus-as to'the most apprOpriate responses-(comb1n1ng responses

. and Judg1ng them accordfhg to the cr1ter1a defdned ear11er)

' ) Coha T
e

A strength of thlS approach was'that 1t"resu1ted in 1nnovat1ve -and”

comprehens1ve responses L' 7 wh1ch h ) superVisors attached some

'comm1tment A weakness of th1s approach was that the superv1sors -

’:somet1mes d1d not agree_ w1th the need or def1ned the need for- the .

»

requgse dlfferently than the or1nga1 request Thus they somet1mes .
f, became -comm1tted to - so]ut1ons prob]ems wh1ch were percelved,,
"d1fferent1y by the management comm1ttee (and part1cu]ar]y ED) Another

: prob]em w1th th1s approach was 1f the so1ut1ons to whlch the superv1sorsh;f-

- '\became comm1tted were not addressed or accepted *then ‘the- superv1sorsﬁ,"

.

. »perce1ved the d1rector as a1réady hav1ng made up “his m1nd before ask1ng”_f

| -Efor the1r 1nput They therefore v1ewed him as- go1ng through the motionsf
hof request1ng the1r 1nput JUSt so~he cou]d state that they had been :f

.', .consu1ted Th1s 1atter p01nt was re1nforced a number of t1mes durfggh"zﬁ

,ﬂ:the study per1od For example, severa] t1mes durnng‘ genera1 stafi.

aYiw

wa\ \-e- T

,' . B “’(
‘ :meet1ngs the d1rector requested staff 1nput after he gave h1s op1n1on as

;to the so]ut1on A number of t1mes he d1rector contlnuéd on W1th h1s

) - w ‘-',‘

4own suggest1on after rece1V1ng the 1nput (e g choes1ng to reduce the

fu]] t1me houseparent to ha]f t1me) On{the other hand ED stated that
he was presengpng h1s own 1geas Just to ry to 1n1t1ate discuss1on when

h1s request for dascuss1on met w1th 511ence Once the d1scuss1on dfd

\

i
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occur, he c1a1med that he fe]t that none of the arguments for ;he other

‘ solut1ons& the need as well as his suggest1on
P 4 o .

. Adult Services Unit Meeting

Q

sThe Adult Service Unit meet1ng was cha1red by APD and attended by the

'~_m;other,se Tome supervisors and the Program Spec1a]1st for Adult

,SerV“ es. The agenda was usually drafted by APD at the beginning of the -
”'.‘eeting ufth_input from the supervisors. These meetings avéraged frmn.'_
one ha]f hour‘tOLthree quarterswof an hour (about one third to one ha]f
the t1me of the average Ch11dren s Serv1ces Un1t meet1ng) The meettngs

cons1sted ma1n1y of rev1ew1ng the management: commn;tee._minutes Iandi

v-pass1ng any 1nformat1on and requests ‘to the group home superv1sors
A]though everyone part1c1pated in the meet1ngs, a few superv1sors “tended

j.to dom1nate d1scu§s1on Alsz most of the dmscuss1on was task-oriented
f" (as opposed to process or1entated) with'the superuisorslresponding’to |
. . gﬁql" . o ,
i stg by management comm1ttee Many of the_
"."\ Lﬁ‘
u»1ssues wh1ch the Ch1fﬁrgnf§ SerV1ces Un1t d1scussed as a group, APDAftf;
: C;ﬁr‘-- .
sked the Superv1sors todreSpqnq to h1m 1nd1v1dua11ycby e1ther meet1ng
- By PR y? "é'g E } :
_w1th him or. sendﬁ"iw,gvu,?' 1074 o

S P

‘sthe spec1f1c 1ssues

A strength of - th1.7l £l wa 'that 'ihformation"was7'dissem1nated-

—

”eff1c1ent}y ‘A meé__'%‘.ﬂgf¥;4that §Uperv1sors tended to feel (andl""
:Q-acispt) that they were b }ng *%Uﬂd what"%o,hgo- ' .so, (as- ver1fied '

'fthrough the 1nterv1ews) some superv1sors fe]t 1e€t—out s1nce APD dnd not S
s % ; ,

»
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._:Group Home Staff Meet1ngs ,f?’i.

~'The group home staff usua]Ty'met:in their home on 3fﬂﬁﬁﬁ1y'basis; prior
to the fiscal restraint, an. over1ap time was’schédu]ed eVery weekvtb“‘

tenab1e maximum attendance at these meet1ngs This over1ap was reduced -

botr in frequency and 1ength ﬁy the f1sca1 restra1nts However,-thg'

vcomm1tment of the ‘staff- to the 'c11ents,, rema1ned ’

%

™

These meet1ngs were ma1n1y c11ent centered " Fach core worker (a stafff""f

’w1ﬁ!§uts own c11e! ) updated the others .on the progress or prob]gms ofy-
his c11entf Th? suLerv1sor and other staff, part1c1pated2 1n the

d1scuss1ons of aliefn t1ve so]ut1ons and programs on & team bas1s The:

{ . S
o m1nutes of . the{ J t meet1ngs ‘were handwr1tten and posted iny~a
communiCatfons'b‘o Js well as verba]ly d1str1buted among the staff andi f '

their;commentS's' 1cfted when requ1red

e

.Spec1a1 Meet1n§£ /{, o " _ "{i .':f“° ' 3.;a IV',fT
. p\l‘\. . . L )

: [ f / -
.- Puring the /rebear h period fqur spec1a] meet1ngs were ca]]ed wh1ch'_

-,nvo1ved /at /1e)#t ‘the stnateg1c~ and manager1a1 1eyels of the

‘organizatiion.

/e f1rst meethng February 19) was’ ca]]ed to enable the f

't e~st7rutea_of"the: ‘rm1nat1on of the houseparent 6051t1on and the

" fiscdé 1ssubs 1n the ‘regfon. Th1s was RM s attempt to c]ar1fy what he -

. ,vpen£e1ved to ’be m1s1 format1on that was being generated by and

S /4 S AT o e R Cee



'commun1c@ted through ‘the 1nforma1 network The genera] staff react1on

~ same, howe\pr he )vas wﬂhng to look at 1t

3 . N
. N = .1,
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~

N

the staff to use. the1r creat1v1ty and . autonomy in the group hbmes, ye "

he st111thad strong feelmngs regarding some of - their recommendat1ons.

’

The-seCond'meetdng‘was f%e-first'(and,on1y) planning session arrangé? by'_:‘

[}

ED to'meet with the group:home supervisors'"to'deve1op a comprehensive

- list of the 1ssues, probléms and concerns that we face because of the

AR ) :w@&.»w N ;-._*v" .

vac111ate etween want1ng the staff to part1c1pate in dec1swon mak1ng'

~ \was that’ h1s comments were one- s1ded "We've heard all of this before,'

just. the positive ptcture and not the effect'on»the client " RM seemed '

and want1ng them to work w1th1n the constra1nts he had Set He wanted?“”

downs1z1ng, cutbacks”and re- organ1zat1on He acknowledged rece1v1ng a

memo from‘CPD outlining 1ssues ra1sed by her supervisors but 1nstead of

.,addressing‘ these. 1ssues\-he -asked everyone “to list 1ssUes”_during-‘the

“and not address them at this meeting. -

need to re= exam1ne the vaTues and’ m1ss1on statement of the organ1zat1on

E s - _ ' -
meeting. More frequent]y than not h1sJ:egpests for 1ssues‘were met by

long per1ods‘of s11ence, It appeared as if he wanted to 11st the 1ssues'

_ _The Chi1dren‘s.5e}vices.supehvisth'and consultant'tried to focus- on the

ED's" response was that he thought the mission statement woqu stay the -

On Apr11'7 ED:held another meeting.w?th the,group home supehvi%orsfto‘

-

give them their 88/89 budgets laABMﬂ answered -any “quest1ons ;theil

superv1sors ashﬁ@%regard1ng how var1ous amounts were al]ocated in the1r

,,".



G I

- ‘requ1reda6tim

'~:to 11ve«w1th1n the1r*own budgets 'Hé stated that they m1ght we]] not be A

~—a

.”_'each of the group homes and ﬁeq;

ﬂ'f i statement wh1ch addressed the fo]lowing quest1ons - Who is our |

’bddgeti The meet1ng focused pr1mar11y on the techn1caT system'changes

"systems in t
£
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ey e

ba11ed out 1f they d1d not exceed the1f'budgets ’ Th]S meant that they

wou]d have to adest theTr hudgpts,whehever they encountered unexpected

: . : L AR
.expenses or _expenses_ out51de the1r contro] &e g. staff salaryf

o TR . W

; ' "increases) It \as up to the supenv1sors to deve1op regu]ar monitortﬁg

o e a

ewr‘home to quure tﬁ y are stay1ng w1th1n the1r budgets

he. I‘S% reductvon~qn the organ1zat1on—s budget. ;7j?3”3'v.7'

: -g-wx R
v LI = AR I e s T :

'In part1CL1ar, ED made 1t c1earfto‘the supery1sors that they woulg have:, I

N

-

,
-

g SO ,‘_ N .v.‘,. Lo - .
L ,g;;-..__. SRR 5
Theh1ast'specia]"mfetihg_Which occurrg R L per1od was the'_'
’ . > . \ .

' Chi]dren*s SérVicﬁs Program'Conz 'ﬂ t_TSﬂmeet1ng _f(~f
e_m1ss1on statement for the organt.;- '

'fmanagers, all Qf,the group home superv1sors, representat1ves from the -

‘ The consultant stated that the ob3ect1ve of the workshop was to deve]op

vThe consu]tant d1str1buted a ‘nuil

April -14 mission/value stateme

Part1c1pants at the meet1ng cons1sted -of altl the strateg1c 1eve1<

| operat1ona1 level staff, the secretar1es from. Adu]t “and Jth1]dren s

Services, and'four,parents.

’

li_r-customer7 what 1s our business7 and Nhat shou1d our bus1ness bép<

,

e meet1ng -This»f

:} 1nformat1on was ‘then co]1ated and d1str1buted pr1or to the meetmg~ o
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The consu]tant had - appo1nted group ﬂeaders before hand and broken the

A

part1c1pants 1nto groups of six -- ensuring- that as many 1evels of the

organmzat1on as poss1b1e were represented;1n each group. The groups *

were first sent to .various locations to 'discuss' short philosophicaT
statements #nd asked to 1nd1cate whether they agreed or d1sagreed w1th
. [o

i} i -

the statementscand why
After reporting their findings in a plenary session, each of the small
groups were“asked to develop mission statements. . What should it be?:

The results of these discussion were then reiayed and recorded at a-

‘p1enary session.; At the end of the meeting\the'tonsu]tant'distributed §
an eva]uation form and asked participants to complete it before they » ¥
" y: . '." ) . ) . ’
left. : S a e
; A :
Participation was excellent. EVeryone appearedl to have read the,

Q

. material before hand and had something to say. =~ ——
R

A1l the 'comments'~of‘ the - participants after the ,meeting' were quite

favorable, Most were cautious about what ‘would happen next. In the .
words of one group home superv1sor, " wou]d hate to see ‘it sent to
management “and d1eﬂzl ED was also p]eased ‘w1th. thev outcome <
particu]arly he was amazed that'everyonerseeme% to‘be on one side (”no
us vs them") and tha{%noth1ng revolutwonary came out of the 'bus1ness

we shou]d be 1n dlSCuSS]Oﬂ » . vé’ ~

K
FE 3 : ' . i

In short, these special meeﬁﬁhgsgappeared to be attempt3~by ,the regional

manager and executive .director: to ensure all levels of the organization

Cep _ . o \
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v

’1’,?‘”

".received 3 cotrect accounrtidn". whatt.had' ah\d\«as thpe 1ng It was an
v"'atte t to dea1 w1th the uncertamty he perceweo that had b‘een Created |
by m1s1nf¢mat;onfd73tr1buted via the informal network._ The 1ntra_:‘:.
orgamizational meetings were attempts by ED to tfy and re-estab_h'.sh\vthe,
alignment of the technical s'yster_n. ’Th'is misalignment had beent_ﬁ‘eated‘.
| by the ‘"c;'rjsis manageme)nt""-approach taken to re_spond.tb‘the short term.

)"‘\
'goals created by the _budg';et cutbacks.
. & o

Parent Ad'uisory Committee Meetings - -

.~ - N o _ “ ol
The Parent Advisory Committee (P.A.C.) met officially only three times
during _th‘e vstudy period. A P.A.C. meeting had occurred .on Janua'ry.'9

(just prior .to the commencément.of the study) to discuss the cost

)

reductions and “‘thé reo;'danization vaan.v EDdescmbed .thils"m‘eeting as
one":'ot'confrontation and. disagreement. 'It‘was‘sev'eta} days af'ter this
meet"ihg that the "Fmends of C.L.S." s_e'n.t"a‘ letter to the Ministér
' snétung their concerns.

. ~y .
. 5 b W 4
\ ) . - - 4

The PAC meehﬂg‘on*f'ebmary 27 was cha1red by ED. The Ppurpose of t'his

meetmg was to update the parents ’ on the f1s@1 reductmns and allow

[

them to"questmn the reglonal d1rector (RD) and the. reg1ona1 manager
(RM) d1rect1y. ED -ﬁrst reviewed the cost reduct1on activities in a
veryv opeh, honest and matter-of-fact manner' RD then reviewed the

proposed budget for the commg ﬁsca] year  He stated that a]though the

Y‘F‘“‘“Hu;l average reductmn was 3%, C.L. S s reduct1on only amounted to
h ‘l'ge parents requested and were given the ratmn_a]e as to why the

peciﬁc‘cuts to -the. houseparent positions were made. They also

N
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‘requested and received a complete - descri’pt-ion of, -,the . currént

co. ’_ \ . . R .
" organization structure. RD also. assured the parents that- 1)

1 -
* b

privatization was a dead issue; -2) appropﬁate organfh‘t’ona] Chanqes

\
mtght weH have to be made from time to ttme, and 3) .alternative hvmg
9

L

arrangements for C L. S graduates was not a fundmg 155ues since they .

«-
\.parents’seemed satisfied with h1sLassurances,.

., would stﬂ] contmue to be funded under the region's Wbreﬂa The

-

1

( o

After RD 1eft ED requested the parent S op1n1on regardmg C L. S movmg

towards becommg sa smoke free env1ronment The parents unam-mous]y
'ag'reed Finally, the purpose - and obgectwes of .P. A C. were reviewed.

It was agreed that the committee was adv1sory to the management of"

14

C.L.S. and as sueh the cha1rman and vice- cha1rman should be parents

L1

\ .

The oarents agreed that the . manager1a1 respons1b1hty rested w1th the
4 <«

.Department-,v they wanted assurance though that their input was being

'heard. As one parent~ st_ated ';i thought it was a waste of time last -
time. “We were saymg/(f‘hin‘g; and yof were. say'ing things -and it ‘was
| a]ready dec1ded, SO we had tQ get proact1ve“ o ‘ = _‘%
‘During this meeting it became c1ear. that a number.of the parentsﬁhad
different expectations r.egarding't‘he mission‘ of- C._L.S.; Some vi_ewed it

as a permanent 're.stdence,b'whﬂe others as a means of .deve'1opment and
training. None.of the parents however, would be_ satisfied if C.L.S.
became str1ct1y a mamtenance program for their children. It appeared
from the d1scuss1on that parents became pro- act1ve because they fel&
that the management of C.L. S was not (or cou]d not) listen to the1r Ny

W

fears that the b,uahty of services was bewng eroded or that ’&he agency
! .



. . . . : % ~
| o e \ C L uso.
1tself was go1ng to be handed over to the pr1vated sector where a nu%ber

of them had had negat1ve exper1ences The tone of th1s meet1ng though ‘f;

)

was open, honest and_congenaa] The next meeting was set for March 27

\

e

sLater that month the MarE% 27 meet1ng was re- scheduled to Apr11 25 The;

':Apr11 25 meet1ng was aga1n postponed by mutual agreement between ED and
‘, ) . 'L"——
"some of the part1c1pating'barents to May 14, v .

[

On May 14th, thg parents'reQUested to meet by themselves a half hour

before the scheduled P.A. C meet1ng “During this meeting.they‘revﬁewed

‘the terms of referehce of p. A C. and elected a’ chairﬁan 'and "vice—'l

cha1rman. : fﬁ,

R %'x 7 ) —
The majority of 'this P"AﬁC meet1ng was spent try1ng to c]ar1fy the

"vterms of reference and tne resu1t1ng expectat1ons the managers had .or

3

the comm1ttee The parents a]so tr1ed to c]ar1fy the1r expectat1ons of
.the managers”; Much of the meet1ng,was also spent c]aﬁ1fy1ng parental
A concerns,based on rumorg‘they had_heard. ED was very honesb~+ﬁ’Tﬁ?ﬁ~ ;
" responses and the parents seemed relathe1y»satisfied with his answers
r‘and comments. It appeared from this meeting that the parents were now

willing to take on more of the orqanwzat1on and runn1ng of the meet1ng

itself. For example, three parents vo]unfeered to start a news]etter as .
long*as C.L.S. did the typ1ng : The~meet1ng ende¢_w1th an -apparent

feeling of;partnership between strategic iéve]"managers’and the parents.

One result of the ;fiscal  restraint appeared to'be a reconfirmation of
: ' ' R L R -
the advisory.role of the parents. Conflict was created when those i

. o -
‘ . ""v . - - L4



.the bureaucracy y1ewed,the parents as try1ng to te]l the C L S managers

. how to run the organ1zat1on Ihey saw the parents ro]e ]1m1ted on]y to L

A

.. gh1d1ng a\d dec1d1ng wha% was o happen to the1r 1nd1v1dua1 child, ndt o

the organ1zat1on The_parents, on the other hand hav1ng trwed to deal

[N

'Tw1th ED d1rect1y (January 9 meet1ng), perce1ved that the1r concerns were

| not be1ng given appropr1ate cons1derat1on They thérefore dec1ded to

wr1te the M1n1ster d1rect1y The Minister requested her 1nformat1on

— —— . "_

regard1n§ the concerns via the bureaucracy > In  her response she

by

-rewterated the bureaucrat1c concern that the parents did not ‘have a ro]e
in manag1ng “the organ1zat1on

! .

g
{}strategic,managers;and the- P.A.C. 'memBers : The parents assumed more

V?fcontroi over the‘P A.C. meetings (i.e., e]ected the1r own Gha1rman and

i d ~

”» . : 4
vice-chairman), and the director gave h1s assurances that their 1nput

u““’ . . . : \

“would be made known to his. super1ors in the reg1ona176ff1ce even if he

t -

ﬁ)did not agree'with it. Through th1s process a new equ111br1um aPPeared

" to -be estab11shed between the pressures generated by the parents and the

\

a8 Organ1zat1on

"-a ‘(, -

,f that the chrono]ogy of‘events was, in part, a result of dec1s1ons made
DA™ {
ﬁAL~to‘endeavor to reso]ve,tonf11cts in the organ1zat1ona1 political, system

Finally, a clarification of roles and eipectations;occurred between tma

A
wh1ch .were emanat1ng from two different types- of or1entat1ons the

2 c11ent centered deve]opmenta] orientation of- the: personal service

e

professiona]s; “and the- means oriented, “bureaucratic focus of the

impersonal service: professionals. The former appeared to view. the,

-,



e

k e
, organlzat1ona1 pol1t1ca1 systems. The client or1ented profess1onals

—
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‘latter as Having’the authority'to“ma;\\the organ1zat1on decisions, but .

‘net fu]]y undErstand1ng ‘the 1mp11cat1ons of these decas1ons on/the

a ~ \

‘c11ents The Tatter, in turn, appeared to view the former as. hav1ng

,become acCuStomed‘to an a]most Tuxurious Tevel of serv1ce_de11very wh1ch
cgild no longew be tolerated in the Current orgamizational envirGrment.
B N . - s ’ CV R . .
e e o . ;L~”
This mwsa11gnment in the political system appeared to create and

»

e1nforce d dr1ft1ng apart ofwgroup expectat1ons and the reasons used to

~ justify what they were do1ng, resu1t1ng in an expectat1ona1 rift'

-

between the maJor organlzat1ona1 stakz ho]ders 3

¥

_ v - ’ :'“ L .
Even tnough there were mapageﬁ1a1 style d1ffenences between the- Adu1t

and Ch11dren Service. Un1ts, they ut111zed almost 1dent1ca1 information

(

systems . These . c11ent or1ented profess1onals pr1mar11y ut111zed the

emergent network to 1mp1ement their duties They were more accustomed

PR

- to 1nforma] and*persona] methdds -of gather1ng angkexchang1ng 1nformat1on

?
R

, regarding their clients. This a11owed them to accumulate and debate

k]
‘dwfferent and sven conf11ct1ng po1nts of v1ew in. order to tay10r the. .

‘e
i

~deVe1opmenta1 ‘programs  of © the\r cTients. '“‘Ther' meansfor1ented~

Yo

L . . ' ot .
profess1ona15 relied more on the prescribed network, ut11)z173— more

. . Lo [ )
" formal and summative means of gathering and exchanging information.

e

Ie

A]though both commun1cat1on methods Lppeared apprfpr1ate for the tasks -

of each group,r they ref1ected and re1nfo§§ed two different types- of

_—

werey on the who]e, ‘more comertab]e with an organic, co]legiaJ

" pdlitical system : Construct1ve -criticism and confllct were not only

/

-tolgrated but encouraged to ensure that al] perceptions of the c11ents-

‘\-

)

/
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needs, ,%qgl1t1es _ahd prhoems “were 'ut111zed to develop htsfheggj o
. f" o . @ \\, &« ¥
Ind1v1dua] ¥ rggramﬁan_

‘prob1ems“ Creat\?f;@"
. ,\ |

Sdi&ei these ‘organ1zat10na1 prob]ems . They

T Q1vxaualwz1ng a so]ut1on for each” group home. ‘They _

MQS01ve th1s s1tuat1on as quickly and exped1t1ously
F
,ﬁﬁymhum?bf conflict and pa1n so the organxzatlon.

Y [l ¥ I~
‘.a§ 2061 as possible

[

aches were reso1ved through a comprom1se system

[}
1

L?%h @h al]oweéufarlth%>staf 1nput into the generat1oh of a1ternat1ve R

VR G

L v ’LM N
organ1zationalu Y

Vﬂ“"
d$v1dua1f} work out the best way of cop1%g w1th the

[]

-

\
L

Throughout this process, the rp]e p]éyed'by the parents.appears to have

been important. , The, parents, apparently for~ reasons of the1r own,

‘supported the _group. home - staffs'?f

G

es1t1on of retaining the status guo in

-+ the homes. ' They favored cuts at th

\

:ﬁmanager1a] and strateg1c Yevels of
the»prganizat1ons. A]though the1r suggest1ons were: not accepted in the

immediate So]utdon, ‘the - pressure - they app]led resulted in° a

. < R
J ' - "S. :
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re-evaluation' of their role ‘Hn. organizationa] decision makingl 'The “

— §

' cha1rmansh1p of the P.A.C. was;transferred from the execut1ve d1rector to -

.. .
an. elected parent They rece1ved-assurances from ED that the1r opinions

;.h‘woqu be sought, considered and passe@ on to the regndn by the'

. strateg1c managers ™ a]] re]evant future deC1s1ons F1naJ1y, a minimum

o™

' number of regu]ar meet1ngs (three P, A C meetings and one General_

g

' .Meet1ng of Ehe parents), and a procedure by which elther the . strateg1c

~nm@magers or the parents\could ca]] special meet1ngs was established. {/

~ - . J
. _ O

’

‘7TheﬁreesOnsﬁas 0 why the varjous stakeholders acted as they ddd to

create these organ1zat1onal dynam1cs Was 4 on the wnole, surm1sed from

their statements angd- part1c1pat1on in the meetings whwch the researcher

[

attended The c]ar1f1cat10n and validation of these stated reaspns was

. obta1ned v1a the persona] interviews of the popu1at1on or available

samp1e of the varTous groups of stakeho]ders

o . oLy ‘ . s
T e . \\
Sl [ o
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* THE STRATEGIC MANAGERS
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The interview - schedu]e (sée append1x A) ‘was ‘used to intefyiew
representat1;es of the fo11ow1ng f1ve groups:”  The étrétegic Tevel
managers, the managér1a1_1evg1 grows home supervisors, thé/o;ératiohal
Tevel group home stéff, the environmer tal ecbnomic forces’(as manifested

through - the “various Tevels ofA bureaﬁtrats), and the environmental

“political forces to retain the status quo (as hmnifestéd through the

‘ v . : :
parents). The following three chapters summarize the results of these
interviews using Tichy's framework. J\

Strategic Level Managers " _‘33"‘ / P

The strateg1c Tevel managers cons1sted of the execut1ve d1rector (ED)
the business manager (BM), the Ch11dren s Services Unit program director

(CPD), and the Adult Services Unit vprogram d1rector (APD). ED was

appdinted Jdirector of C.L.S. two years prior to*®the study. - His

. fappointment was in keeping with the Department's philosophy of Eotating

'managers through various programs and branches within the Department.
ED was appointeé %rom the program and planning division. _Though he was
perceived as having appropriate administrative Ski11s,.he did not view
himself as hav1ng the professional expert1se requ1red to produce the
serv1ces‘of the agency Both GPD"and APD, om thé other'hand, had been
w1th the organ1zat1on almost from the start. They had risen thrbugh the

ranks to the1r current position -and felt a strong commitment to the’
' b 185 -
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bevelopmenta1 serv1ce; be1ng prov1ded to the clients. BM had been h1¥§Z
to her pos1t1on by ED shortly nafter h1s arr1va1 Bbth she and the
others viewed her pos1t1on as center1ng'around the monitoringyof tb?
‘budget anc :upervisionaof the financial and personnel functibns in the

>

organization. ‘ g . o : -

" There was a split within che~sfrategic level during'the major pért‘of-
.the research study' Because he was appo1bjed by the bureaucracy and the
major <crisis of the &ay was channeled through the bureaucracy, ED
scanned the bureaucrat1c ‘environment a}most exclusively. “He we's
oucwardly&focused, bringing requests and onders intb the orgapjzation

from the region.. For example: : L.

] >

. Researcher: "So from you and APD down [the organization] there's
some coherency in tbe organ1zat1on What makes the
break?" * : '

CPD: ¢ - "The fee11ng that you don't rea]]y have 1nput into -
_ decisions that the reg1oh\}f making. Feéling ED was
- told to see this [the specMic organizational changes] Fa
' by RM and so he's just go1n‘*tp do 1t”-(CPD 3). .

He was therefore _v1ewed by Jbpoth program directors as~'not effective]y'

represent®g agency concerns in the region. They also perceive him asl

not fully understanding the consequences ¢ e fiscal decisions on the
‘clients. For example:- | R \

* Researcher: ”Npat do you think he thinks th1s organ1Lat1on S
o, buS1ness ig?"
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;Rff\\\\ CRO: - . "To provide res1dent1a1 services _and day program-
) \n\u\\\serv1ces‘ to severely disabled people’ /ﬁ??\what his -
oy -+ “mission stateignt sdys". - -'f>
v < 3 P . s
Researcher: "How is that different from how you see., the _
~Qorganization™ . . .~?y
. - el . . . ' s : .‘; )
CPD: .. It's " thane that It S Lay support system . To
- families. Its an opportunity fo*’peop]e Tike this to~
N o actually live closer to their families, live—-in the
: : ©° community, access' .their community. It's not JUSt

[providing] residential services" (CPD: 43)..

g

These conflicting viewpoints however, ‘were dealt with during the
.\ T a o ) . . i - . .
formulation of the new mission statement which occurregiabout two months

after this interview.
- BT

N

- APD- and . CPD focused ma1n1y on the organ1zat1on ;gﬁplf " CPD in

S
,"‘ .,v,/ -

part1cu1ar~ was ;concerned how e néw reductijon in’ re@ﬁ%rces f1t the
: r‘

mission..  Both APD and CPD als scanned the parental env1ronment They
) £.

cont1nua1ly re1ayed to ED the concerns of the parents and the st&ff

regarding the reduct1qn of the qua11tyvof services.

/

)

i
Py

By the end of the study, these 0pposing positions appeared to converge

. somewhat. ED focused more on the interna] workings of the organizatiOr

(e.q. staff sat1sfact1on survey, smoking survey, request1ng reports or

on staff pf the -fiscal restraint,. etc.). APD and CPDywere
ipate with ED in a number .of- reg1ona1 comm1ttees;

Also, a formal relationship with the fparent ‘grbup was ‘réviewed and

3

re-established. Both APD and CPD also stated that they developed an

appreciation for the need " to meet client needs within the budgéta?y

resources ?Alocated
. o

AT
o




sanization Structure

W

Tas at the strategic level were also divided,

with EB%aassuming -the -
AT :

frimary rgsbonsibi]ity\for thé Tinkqge betWeén'éﬁglbureaucracy of the
re@ion rane C.L.S.. APD and CPD'-Concenﬁrated QZ %he orgénizétionall
précesses required to 4a§ﬁf/tée needs of ciients., BM collected,
collatec and‘distribuéed fiscal_a;d personnel information to thé program
directors, EU, and her tounterparts‘in thelregion., Theidpmmencément 6f‘
'the‘f%staLJrestraint howeveq‘did result in some pércgived dué?%eaiign of
services.” "They [BM's unit} mon%tor éur budéet fbh'eéch of the groub
homes.  So they keep a'recdrdvand we keep a»réFord; It doesn’'t SQST,£O
< be worth _jt ‘32\.sbend all that time keeping a record. twice" '(CPD).
Intergration of the functions occufred via the weekly maﬁa ent

L)

committee meeting.’
- By the&ehd of the study period, the schism bétweea.ﬁhe means-oriente
tasks cdmmunicéted to the organization from'the regjon via the di?éZ:;j
and the cTient-oEHenteq tasks of the'staf%.was feéogni;ed and started to
close somewhat, Néw ways of strutturiﬁg the ofganization and ways of.
simb]ifying 'organizétional. p;oéesses to 7 ceas effgciency énd-

.®

effsct%venesg were identified and discussed. Little concrete action

however, had been undertaken. . -
l{}- P : ."\I
Human: Resource Management
) /
V

Because 'ng and CPD had progressed through the organization, their‘?)p
‘.15' B )

’perceptéoﬁggpand sKills were client oriented prior to the fiscal
:‘). : bé.z‘q- ] } . < ) -
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reduct1ons, they had focused on 1mpeev1ng tﬂe~grof95s1ona1 knowledge and

standards of the1r staff tn. the group hppes:  They established’

\/ - ] .

expectat1ons of h1gh profess1ona1 standards within the group homes by
develop1ng an e1aborate Ind1v1dua1 Pnogram Rl an (I P. P ) process Staff

sk111s and -expectations’ were ra1sed v1a Wnd1v1dual consg onn and

~ >
staff deve]opment c]asses Both APD and CPD eva]uated themse1ves

Y

ut111‘1ng these profess1ona] and client cgntered measuresA For Exan%ﬁe:

- r ’ . 1

'Researcher "Do you set goa]s once a year’“ Le
- SR T

APD: "L the 1s have not tended to change a. whote 1ot
: \u[“\ and I are more or less,setting our own goa]s
Although we* have agency goals- which get, estabhished,

¢ we have something to go by. But if they didn' t exist
we'd still carrygon with something. 1 would have
AduTt Services goals regardless of whether C.L.S.

goals existed or not, because I s1mp1y wouldn't be

able to wait until that happened.

Reseancher; , "Okay, then what are the criteria used to evaluate
: your performance? ..."

. APD: : {’"They wou]d be related to  the clients and. to
* programmning. They have beef typically - whether the
IPP procedure or some other teghnique of providing

e

traingrs, ... That has changed a 11tt1e bit because of
the budgek." :
: o ” \
- Researcher: *'How?" : N
APD: "Well the budget was qbviously more important.

We've got ‘to do it withgless -resources and it's a bit
harder to do. ' So it's sqmething that has to also be
v : considered as part of my -evaluation.” - that we are
living within the budget. Even though I don't think
you .can put a price tag on the care, it's something
‘ .that's® imposed and we will do to the best of our’
‘. L ability" (APD: 6-7). ‘ ' ‘

- ; ! h v L ) Ll . . ‘.
ED, on tR% other hand, was ﬁiaced in the organization with a view to

v tr1mm1ng down what the bureaucv&ts felt was a “cadlllaojserv1qe” He’

carr1edZ/out h1s ro]e of. represent1ng the regional and departmental

concerns within the agency quite effectively. He focused on fiscal

.
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E standards such as stay1ng w1th1n ‘the allocated budget and complying with

’

more adm1n1strat1ve regu]at1ons ‘and standards (e.g. occupationatl - hea]th

and safety standards, un1on ‘master agreement personne] regu]at1ons,

Sgtc.,' He therefore focused on ensur1ng that appropr1ate programs and

standards were in p]ace rather than on their spec1f1c= content

2

"A]though I've had some background I don't see myse1f as a techn1ca11y‘
. _

'tra]ned 1nd1v1dua1 __an_ expert in the f1e1d of rehab111tat1on And
.therefore I work with and'through the_program_d1rectors who carry,on'the
more'technical aspeot 6T the sermice that‘svbeing provided” (ED: 33)
| | . n . . | .‘_ o |

wtth‘the reduction of resources,ga_numberrof the goals set by APD and
'CPD were not_achievao]e. FPD took over the supervision of one'of her
bgroup homes_from January to March in order to save the money‘ot htring a
rep1acement‘supervisor'when the original supervisor resigned. Fiscal

rather than c1ient'-oriented’ criteria became the almost" exc]us1ve

measurement of ‘their performance over the short term ﬂ'.p did however,

ﬂt

veresult in some, dissonance. f#+ example, at one point during .her

H

[

’{1nterVﬁew:'CPD_stated .. a]ready he [ED] has'said to us, 'this is all

1 erect you to do, Tive within the budget'. My feeling is we won't
sacrifice cliert planning just to live within the oudget. That for me
(/ .

1S very 1mportant because'that-makes the work meaningful to my staff.

,That s the part of their JOb that keeps them here, that keeps them

~motivated., So I wou]d be try1ng to 1nf1uence\that in say1ng, we]],vno,

<
we Just\tana}>coqcentrate-on the budget.' It's bortng 1o concentrate on

just the budget. It really is" (CPD: 57).
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: The monitoring role of B.M: was also highlighted. For example, wheni%ip
was asked what affect the fiscal restraint had on who influences what, he

did, he stated the following: ,5)7&‘

<

"1 guess, recently Itwou1d probab]y have different kind of
relationship with the bus1ness manager because I feel now that its
more critical to be involvedin knowing exadtly what's going on- as
early as poss1b]e In other words, the information she [BM% gets,
whether it comes from the reg1on or-its 1nformat1on that she is
sending to the regions, it is critical that I know that my portion
-, of it.or Adult Services portion” of it is accurate-and is presented
appropriately. $Where as before we were less involved in budget and"
[ don't think that I had that close ‘a relationship with the

bus1ness manager" (APD 4) -

s

s

’ BM's penformehce was measured ihttermS‘of'the“aCCUhacy and prgmptness of.
her monthly feports (1nsﬁead pf her prevfohs1y quarterly reports). Both
program directors also increased their monitoring funetiohs but their
: aftention wes.geahed more to monitohihg the affects of the cutbecks'on

SEiiﬁ/ég}a] and the qua11ty of serv1ces to the clients. They therefore

contwnueo their ro]e advocat1ng on beha]f of the1r staff -and clients by

1nsur1ng these concerns ‘were h1gh11ghted whenever appropr1ate

*
s

éy-'the ehd qf the study :peniod, all of the etrategﬁe managehs were’
ex'ami.ninjg 'a1ternat‘1 ve ways of divstm’buting" the.t,aske-@‘nd roles among the
various “levels hithin thigﬁfganization. They were working to develop
new herformance standards, evaluétiOn criteria and ohean{zatiohf
processes whfchfwduld be in line wfth the:redistributed tasks'andjnew
expectétiens. The}"Weee, however, discover{ng that sfaff were more
‘écceptfng of chénges'te;brgan%zetiCh rhocesseé than they were to-changes

in’ their tésksﬁ &
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2

Miss%on/Strategy.
Appri »imately one  year ”prior .to the 1ntroduction of the fd§£a1, .
'restnaints ED had drafted a m1ss1on statement discussed it 'at:.the
management committee and- then dwstrwbuted it through fthe Adult and

'Ch11dren S Sehv1tes Unit. It was used to establish ten agency goals
which were discussed,and developed at a meettnd'between“the strategie
’?ﬁﬁﬁﬁ—ansthe #roup home'supervisors " The goa]s resu1t1ng from th1s
process were almost excﬁus1ve1y c11ent,or1ented VED‘petce1ved_thereﬁ0re
that staff 1nput had been taken into consideration. APD gave the
mtssion :andv.goa1s to hi. supervisors. CPD d1scussed them w1th her
superv1sors and deve]oped three goals for that fiscal year. These goa]s
‘were \ihen//nncorporated _Jnto the performance appra1sa1 for herl

supervisors,

A prob]em"arose, however,. with the advent of - the fiscal restra1nt

These c11ent or1ented goa]s weré de emphas1zed and the goa1 became "to

live within>the budget". ED was v1ewed by both program d1rectors as

-

1gnor1ng the *mission statement as a gu1de to’ dec1s1on mak1ng when he
-/ '
recommended the reduction of the houseparent pos1t1ons to the reg1on

ED felt he had to make the dec1s1on qu1ck1y using criteria 1mposed upon

o,

N
him by the region. He did not fee] there | was a mechan1sm in p]ace that

would allow for the d1scuss1on and reso]ut1on of both the reg1ona1 “and
~~

staff cr1ter1a““ Once the dec1slon was -made and the short term f1sca1‘

objective achieved, both program directors pushed for a process which”

]
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provide input into the new mission and strategy. ED finally agreed to a

meeting and process which would enable input from all levels of staff

and the parents.  He asked the Children's Services Program Consultant to.

'desigﬁ the process and chair the meeting.® This fnput was used

extensiVe]y'when»the strategic managers met.to fbrmulate_the new miséibn ‘

statement = resulting in a~high sense of commitment to the Statement by

all members of the strategic managers. A follow-up meétiﬁg to provide,

input 1into the formétion of agenc§ goéls ~and _objectives for: the-

following fiscal year. (i.e., April 1, 1987, - March 31, 1988) was

scheduled to ocgur by the end of Jupe.-\-This‘ meeting however, -was
postponed and never re-scheduled. R ow " .

The short time frame within which the fiscal goal was to be achieved did
. : Y ’ ] , .
appear to result in some misalignment within this component of the

political system. Prior to the fiscal restraints, both program
directors viewed the authority for formulating a mission s

.

residing primarily within the orgahizatibn} According to ED, during to

i

v ? . . . . .
- "[the .region] than“as somebody coming in and €xerting my own preferences

in terms of how thingsjshouid work" -(ED: 50). When he whs_intervigwed

in May, however,  he fe1tu—things had changed. "But now e feel

\\ financially we are-pretty’ trim and I'm not prepared to simply do the

region's’ biddihg on that. ... Now representing the agency in the region

is more of a priority than before" i Ibid.: 52).

tatement ‘as

: wou]dv%nvolve a11'1evejs of staff and‘representativéé of the parent to

Lhe pétiod prier to the fiscal restraints, "1 saw myself as more part of

{

i



Organization Structure ~©

Prior to the fiscal restraint, both APD and CPD were expenditure.

officers for tﬁeir unit: ‘Thatﬁis; they could authorize fhe expeoq1tureé '
. in their buogetea In practice, the Qrouphoome supervisors initiated the
“efpend{ture reguests ; With the' proora;r- direccor monitoring and
.authorizing the requests on a'reguiar basis. ~This was consis{ent:with
~thesorganic organization structure of the group homes and their uhitg.
With the fiscal restraints, however, ED required that he 1oitial all
, expenditurélreqoestg -’Eentra]izing the expenditure authority=unci1 the
end of the.fiécaT year (3 months) At the beginning of the new fiscal
" year ’(Apr{1 1) expend1|ure authority . resorted back to the program'
directors: This centra11zat1on of fiscal author1ty, though in 11ne with
the _bureaucrat1c _pressures, created an historical break from past

.practiceg. ‘Both program directors fe]t:s1ighted, as if they could not

. - " \ .
be trusted with exercising the appropriate caution over expenditures.

(
Prior to the fisca}‘restraint’ ED perceived the management committee aé
functioning -as a team' He fe]t dec1s1ons were made pr1mar11/ through'
consensus.  Both program d1rectors, however, were caut1ous of. ED's-
motives -and were unsure if, he ‘really' understood the workiogs.of the
‘»groop homes. Althaugh it was acknowledged that ED had finaf say, fe
relied heav11y'on the pro%essiona] knowledge and expertise of APD and

———

-CPD. " BM's 1nf1uence was based pr1mar11y oh her ao1n1ty to facilitate
the functioping of ;Ef group «homes by continually readjusting the
: budgetary resources ‘in accordance with the needs tQ find .in the homes.

-She also facilitated ED and the program directors with their functions
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et . . o
of “monitoring the budgets.  ‘Fiscal resources were viewed as a means to

L

13

the program ends. - .. ° RN

&
S

With the\éhs1aught of the fiscal restraihts, the,monitoring.and centrol
of fiécal‘ resources as a means, sudden]y became an end- unto itse]f
R Th1s shifted the ba]ance of pqyer .at the—-strateg1c 1eve1 to those

involved with these resources - name]y the executive dlrector and the

bus1ness,manager. . For example:
Researcher:y "0.k, but on the books you st111.have.the'expenditure
: officer authority?" W -

CPD: ~ Yes, but, I mean --- "

- Researcher: - "He [EDJ put in a process whereby he has to 1n1t1a1
. TR & o A

CPD: - "es" .

Researcher: "So theregs more monitoring."

S

¢PD: "Yes, l.can" accept that."

ﬁesearcher: “What I'm trylng to get at -- it seems that- the _
| funétion of the fiffancial wunit is .. just to . pull
: . together and give you 1nformation on how your doing." /

i

/CPD: , "They're supposed to be a resource check and thats not
| -whatsﬁhappen1ng e : -
Researcher:  "It's not’“ - )

CPD: KB don't feel that that s what's happen1ng

' Re%earcher: "How could they do that better7 How would it happen7
Whats your ideal?"”

/ - CPD: "My 1dé§§ - To ask me. for input. When you're going to
T g - be making a decision about my budget, about cutting
back my. budget, can you p]ease come to me and provide
some rationale as to why you've decided tq do it this

way - 1] v

Researcher: "So 1f,BM and ED are given instructions to teduce
- manpower --- " v

CPD: "They should be talking to APD and I aboyt how we

: - ’ . . &i
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might accomplish that. And 1nstead what s .happening . -

during this period is you'll get a memo that says 'I
took five thousand dallars-out of this budget' and 'I

teok this much money out of this budget', and you:

- don't even know at that point in time whether you have

~ five thousand do]]ars in that budget to give up" (CPD:
19). e
1]

Though the management team stTT] appeared to endeavor to make'deciéions

2

—Tn a consensus bas19’ B.M's 1nf1uence regardang dec1swons did increase

/

Q
great]y over the short term per1od By the end of the study period, a

balance of power was re-established but with BM retdining more inf]ueqce‘

than she had previously. _The program directors had also developed more.

extensireﬂfiséat'1nformation syStems than they had had previous]y Th1sg

«

resulted n some dup]1cat1on of fiscal mon1tor1ng but was in line w1th

the expectat1on that the autonomy of the group home superv1sors shou]d

‘ be 1ncreased since they knew best the needs of the1r clients.and staff.

. : ‘?5/
For example: ' B ;‘ T

Researcher: “What effect has the f1sca] restraint had on who
infTuences what you do? Has there been any change in
: that? N
- APD: "1 guess, recently I would probably have a different
~ kind of relationship with th2 business manager beécause
I feel now that it's more critical to be involved
knowing exactly what's going on as early as possible.
In other words the information she gets, whether it

sending to the regions. It is critical that I know
~ that my portion of it or Adult Services portion of it

comes from the reg1on or it's. information that she is

is accurate and is presented appropr1ate1y Where as .

. before when we were less involved in budget [ Hon\it
- think 'that I had that- close a relationship with’ the
business manager regardtess of the persons that we had

in that position" . (APD: 4).

]
i
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Human Resource Management

iHiétorica]]y, the C.L.S. had had'avnumbennof acting shor£ term directons
who had neen”appointéd by tnose inzthe bureaucracyf‘ C.L.S. wa§fwiened
by thoSe' in thev bureaucraey' as a “eadillac ‘service“ TheseA;fntefim
d1rectors were appo1nted from and by the bureaucracy to eva]uate the
eff1c1ency of the organ1zat1on ED was appo1nted to the d1rectors
$051t1on 1n the same manner ‘and ln1t1aj]y shared the; same ‘concerns.
Soon after he anrived, the former business manager resigned and ED
appd:nted BM tQ the’ pos1t1on ED acknew]edged hws lack of techn1caT
expert1se regard1ng the service de11very of the organ1zat1on and
therefore relied heav11y on the information 1n th1s area provided to h1m
Tby the program d1rectors. \
Both APD and CPD-had been with the organization‘a iendltime..'They,were
very commi tted to the pro%essiona] values under]in%ng th®  program
“delivery. This created spme tension. The prOQram directors viewed ED
’as_havjng the-power to .make ehandes but, in their eyes, not possessing
fhe practical e*perience,.and technical »knowledge' to realize thef
{mplications of these decisioni: ‘On the other hand, the nrogram
d1recté§s, in. ED's eyes,. did not have the‘sk1i1s on'did not place endndh
pr1or1ty on the ut111zat1on and control of the flscal resources.

. ~ Y .
Bothkprogram directors therefore, caUtious]y protected. their functional
areas.  They rewarded their .sfaff based on ﬁhe achieyement of
professional .criteria related to c]ient developnent.— They pnbmoted

group home staff .ﬁo supervisory positfons “based on the staff's
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demonstration“of superior professional - knowlegge  and experience.

- Professional excellence was rewarded with appraisgl” scores of four or

-

five on fhe five point government appraisal “system.

L ' 5 Py

ED however, éxpressed concern regardfng the number of high performance

appraisal score;. High sqp?gs were apcompanieg by doubTe pay increments
and also lowered sgéff exﬁecéations (i.e., those staff who were %eiping
théir ciients progress ata good' rate - fin Other words adequatgl<
berforming their job ,é expected -to ;ecéive’ scores of four or five,
instsxd "of three, the appraisé] score entit]ed "adequéte1y pe;formz?g

{
»

job duties’).  ~®
2
. T 3 _ : ,
ED wanted the higher scores to be reserved  for truly -outstanding
performance lbeyond the reqtirements of the job. 'He therefore

centralized the authbrity_ to give these higher ratings. He was

p%rceived~ by the 1program directors, howeveﬁ,v as not possessing‘ the

professional and technical knowledge to Take this judgement. Ihis‘4§sue'

.o

was not resolved during the period of the study.
. ) _ -

I3

Y

~With the advent of the fiscal restraint, the berformance criferia based

on client deVe10pment was set aside as the job of getting through the
* crisis period took priority. For example, according to APD:

"It became totally crisis oriented - dealing with, the budget. I
spent all of my time really either working, thinking or writing
relating to budget. And everything else just sort of sat. I mean
I did the regular signing as it came ‘across, but my full attention
was more geared towards the budget. . And I felt that's bretty much
wgat it was for the supervisors. and crew, and for.CPD and ED" (APD:
2). -

~

- L %
' LNy
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The formal performance criteria howeyer{ were not ’changed. The

rationale for not achieving them due to the lack of resources was now

deemed quite acceptab1ersinCe the overriding performance criteria became

\ﬁthe‘degree to which the fiscal goal was achieved. kGroup home staft,

however, were still promoted to'acting supervisor poSitions based on
o A ‘ - \ .
their professional knowledge and expertise. ‘ s

The government-imposed hiring. freeze, which was in. effect for the first

half of ‘the study period; meant that the couple of supérvisdrs that

-resigned during this ‘time period ‘had to be replaced with acting

supervisors drawn f%om the gkoup home . staff. Once the freeze was

1ifted‘ the department requ1red that those who lost the1r jobs bqpause'

- of the cutbacks be given pr1or1ty ,Matches ¥n terms of wage 1evels’were

made by the corporfate personne] branch | The organizatidn had to State

why the matched person would not be eligible for’ that pos1t1on if they

SO 'Lhought This eventually created a back 109 of vacancies within
£

!
long as possible - hop1ng that other organ1zat1ons in the departmenzgﬁ?
&
wou]d absorb these persons Th1s, in turn, put more pressure on thgy
A Y . ) R .
permanent group ‘home staff since “they had .to work more with wgse
; -

1
personnel who were not familiar with all of the clfents.

In May CPD announced that she wou]d be resigning as oﬂ. This

- the f1rst opportun1ty for promotion to the proc > director

pqs1t1ons in many years. CPD was cdncerned that RM mightgﬂm e someone

from the region directly into her position rather than allowing someone

to be promoted from within the organizatﬁon. ‘She therefore gave a @

*h
§

.C.L.S. as the managers tried to delay h1r1ng to. permanent positions as e
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. lengthy notice perwod in an effort to try and 1nf1uence the selection of

her successor She was. part1cu1ar1y 1nterested in promotwng someone.

e

whose managerial sty]e and profess1ona1\comm1tment was <1m11ar to her
- own. ED, however, viewed this as an opportunity te re-examine the
organ1zat1on structUre' of C.L.S. He therefofe decided to appoint

?

’§omeone in an act1ng pos1t1on for about six months. Botn he and .RM sat

7ion the h1r1ng pane] for the acting position. They awarded the position

to ‘@ supervisor from the group home that was being closed in Adult

Services hather,thqn one of the tWo candidates who had applied from 4

Children's Services. This may result in a closer working relationship

ang exchange of information between the two program units since APD may

fee} less competitive with his former staff. " ' e

The Cultural System

Missions/Strategy

‘ "
&

The values underlining the mitssion Statement both before and after’the

fiscal, reduction remainkg the‘sane In fact,. the one page descr1pt1on

of the values and principles of ‘the organtzat1on wh1ch accompan1ed the

m1551on statement formulation was 1eft unchanged. A1l of these values
were directed towards "the rights of the individual clients to respect",
"maximization -of their potential", "self determinetion", and'”the right
to live in the gommunity" (mission‘statement, C.L.S.). In fa;t the new
misston statement h1gh11ghted the developmental and profess1ona1
strategy of the organ1zat1on and spec1f1ca11y emphasized these major

values which were emphas1zed in the staff and parents input into the

%

-
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formu1at10n_of‘th$ mission .statement. ~ This appeared to be @ reaction to

the perceived means-oriented values of the executive faireﬁtqr. ED
seemed tgo agree tota]]y’wiﬁh these values. He did however intérpret
fhem as implying 'within the resources available'. In other words, he
believed one could respect the individual rights. of the cHen.tsa-v_‘,;.

regardless of the resourtes available.
| | - ’ o
Many of ,the-arguments presented during £he afterhath of the 1ntrbduction.
of the fiscal reductions were baseq on implicit assumpticns that' the
"powers. " that  be" were rep1ac1ng> client-oriented values . with
S , .
means-oriented values. The'sta%f éupervisors-and program directors were
concerﬁeg that the dfgnity Qf the clients might be Assignéd a secoﬁdary
: role to the. achieving . of thé "bottbnl iine" objective. This was iﬁ
reference to a statement made- by- ED during the initial phase of the
f*organizationa] reaction to the fiéca] restraint that, if need be} he was
| willing to except a 'maintenance- standard' in .éhe quality of care.
- Though he statéd many times after making thi; statemént~that pe did not
mean that the dignity of the c}ﬁeﬁts was to be compromised but that it
might tgke Tonger_ to achi%ye ‘some of the client gda]s, the .progkam
directors, supervisors, and many of the group hoﬁe stafquuestioned his
real commitment to the qgé11ty of the service to the clients. Some of
the uncertainty seemed to dissibate, howéver,A onice .the missiéh éhd
values statements were formulatéd and distributed. |
By ;the end of the study. pe:iod, atl four of the strategic managers.v
"seemed to agree that the values .underlying the miséionv wefe indeed’

:1ient centered. The means with which to achieve this mission were -to
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become thre focus.of thelagency goals and objectives. Thus consensus was

achieved as to what was the 'end' of the organiza*ion (the mission

-t

P

'statemeht)gand nhat waebthe 'meahs' (budgetary and othe resources). It
Was:agreed by a]]-that.althohgh the fisca]_resquzégehouﬂd affect the
degree'to which tre purpose might be achieved;for.each‘client, it would
not supﬁiant» the \purpose. 'Even‘ though ED agreed that the ;mission
étatement§'here statement? to we1gh decisions against", both program

e
directors were still somewhat uncomfortabTe w1th ED S att1tude that

1t s acceptable to me to do the best you can w1th1n th{/_gsources you
G

have. Their interpretation of this attitude was that ED m1ght still be

in the name of fiscal exped1ency

Organization Structure

o

The- managerial sty]eé of the strateg1c _managers appeared to differ

. 2
v :|

cbnsiae?ably. CPD saw her’ job a1most as a way of 11fe She was_very

comm1tted to the deve]opment of th1s population. » She spent many hours

in.the group homes themselves helping and. commun1cat1ng with frentline

as we]] as the supervisory staff. , She was very process and

-

part1c1patory or 1ented, 1nvo]v1ng her staff to a maximal degree not only

in dec151on making but a]so in. problem def1n1t1on and generamlon of
B

1nnovatﬁ9g &o]ut1qqs She was alsq quite idealistic, driven by the

pr%nmpl&q’.f no?‘m’ahzat]on and ﬁghtmg any trend that might msmuate

¢hqg to’ comprom1se the profess1ona1 standards of the quality of care A

1nst}hﬂﬁkonﬁli&at1on for this target group. Because of this style, she

and her“ﬁsuperv1sors often developed 1nnovat1ve solutions. . These .

soluttons sometimes,seemed inappropriate to ED and’ BM, since they‘Were
A , _
\
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so]ut1ons to oroblems wh1ch had been redefined from tht they perce1ved’;
]
was the or1g1na1 request oy -1
‘ . ) - } . . . vu‘ FY

APD, though highly_committed to the clients and the professidna1 idea];'
© Was more task orieqted invh{é approach. vHe tended.to re]ay,requests‘
direct]y to- supervisors as 1hformation ttems.. Wheh a]ternative
so]ut)ons were requested he sodght solutiohs hased bn the a55umption
that the or1g1na1 prob}em def1ned by ED was in fact the real prob]em

He favored working w1th h1s superv1sors on more of a 1nd1v1dua1 rather
than group bas1s. He was perce1ved though by many of his supery1sors as
.'favori : Qr'thréé of them over the rest. . For examp]e, he worked a

*

few sh1fts in only two of- these homes . dur1ng the short term f1sca]
cr1s1s Th1s was also born out by 1nterv1ews with h1s operat1ona1 level

e .
staff - the maJor1ty of . whom' had not met.him or saw  him very~

Jinfrequently.

C e - ) . - )

! ) b4 : °

This difference in 'managerial style was acknowledged by ED in the

foL]owing,passage:’.

L ED: . "When we. were going through the restraint p]ann1n@, we
3 ~ picked up a real difference between.APD's group of
- ' _-people and CPD's group of people. And in a sense,

- they both represented their groups hang1ng together
but in very d1fferent ways."

Researcher: "fan you_descr1be that7"

ED: S~ "Well, :;;ITY\ serv1ces we saw as .a group that was
: . ‘ prepared te say, .'o.k, this is what we_ have to do.
Let's start work1ng on it. Let's deal with it. Let's

- make aur suggestions.' - :

When decisions camé, they were * the ones . that said,

- 'that's the decision. Let's get with it now. Let's
N see what we can do.' . -

€
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CPD's group was much more upset There were things

o going .on where people wou]d fuel each other in terms
o of their unhapp1ness t
SuggestJons coming out of Adult Services vs Children's.

o . Services . were- also . very different.  Children's:
& . Services «was being much more radicel in their
- suggestions. In fact, some of their suggestions - my

perception was, at the time, that they were
ridiculous.  One of_ the suggestions was . about the
Admin.  Unit. I mean, 'let's get rid of the Executive
+ Director'. I mean, I didn't take that as a threat I'd
~ lose - I mean, if that was the best thing, sure I'd go
A . somewhere else. But it was ridiculous to say that APD
, ~ and CPD would be sort of ‘co-managers, and that sort of
. ' thing. Apd the suggestions?was,"oh;yes, it can be
- done". . R .
. . . //

+ -Afother sugge5t1on was to pr1vat1ze the place. Well,
that. word-just a Tittle while back [created a lot ot
commot1on with the ents] . but that came oqut

" again and again._ ... ever rea11y got to debating

o ' that issue because it just wasn 't feas1b1e ada1n in
b the short run"- (ED: 45) ' .

We

fED's\management style aispﬁseemed'to'be qujte,taék dnientated.'ATthough
he~Viewed himse1f as‘b61ng a participatively—oriented manager, he'seemed .

to view part1c1pat10n as -one of the means to’ achweve the task at hand

For. examp]e, when' RM requested an occupdtfona1 health and safety work\\h

*

_plan, ED drafted 1t h1mse1f and then asked for comments from the other

strateg1c-managers. He'a1so redrafteu the agencies five year plan and

/

presented it at a* re§1ona1 committee meet1ng that was. attended by both *

of h1s program d1rectors before they had a chance to see it. ’(It wa's

-

this 1atter event which mot1vated CPD to raise ‘her concerns regard1ng

a

.lthe decisior mak1ng process at the strategic level.) . " S

- oo
ED'appeared to view the progess of participati0h1a54a task as well. ”Forff*

examp]e, he 1ssued a memo request1ng a]] superv1sors and ‘the program

d1rectors to attend a ser1es of four. week]y p]ann1ng meet1ngs to enab&g

’



the superv1sors to part1c1pate in the 1dent1f1cat1on ‘of organ1zat1ona

issues and a]ternatlve_ so]ut1ons. g When the f1rst meeting, d1d not
: produce 1ssues wh1ch were new to h1m, however he cance11ed the other
three meet1ngs - apparent]y on the assumpt1on “that the supervwsors had;

'had their chance to part1c1pate.

Duking'the inteFVﬁew,_ED appeared to aCKn5w1edge the interaction betweeniv
his stated belief in participatory management and his need to get thfngs
done huibk]y{

ED: "I  was Jjust thinking ..., vreflecting on. the
development in myself. Yes, I am changing. Part of
what I'm .doing may be rationalizing but .what's
happened has been for the good. But you know clearly
somethings are changing, and the little hintsssl get
are - that they might be ({changing] in the right
direction.. You know, its better to be .decentralized

and have local autonomy than centra11zed - 'that sort -.

of thing."
Researcher: "You mean fn the current environment?" o~
ED:  "what‘I seem to be thinking is -that its inherently

better regardless of the environment. Basic theory.

‘would ‘tell you that people will get more satisfaction
and be happier in their jobs if they feel that they're
an important and critical part of ‘it and that
decisions that affect them are, at least in part, made
by them. -Though; you know, it's better to do it that
- oway whenever you can.

Researcher: "How:would that affect or change your current decision
» - mak1ng process?" :

ED: "Well, I think it would - he]p 1n terms of th1ngs 1ike
... mak1ng quick decisions for instance, or feeling the
- need to respond guickly without consultation, without
‘involvement, to requests or d1rect1ves that come from

you and come to ygu "

I th]nk I've felt that over the past,year and a half-:
(that when] somebody's asked for something, we [had]
to get it to them quick. It's too cumbersome to talk
"~ to a whole bunch of people. But once your processes
is set up and your expectation is set up and ycu get
‘the word out, people Being used to working on that
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kind- of thing cou]d come back fa1r1y quickly with,
their ideas and their suggestions. In some cases you

— . - might-.bé able to accommodate individual differences,

' Somebody says, 'I wanted to do this and will do it .
this way' you can say, ‘o.k, each of you do it your
own way'. In other cases, we would have to take.the
‘time to say, 'well, is this something that has to. be
done in a similar way by everybody?' " (ED: 16-17).

'BM's managerial style was very task oriented. -Thougp/committed to the-
client values of the organ1zat1on she had a very pract1ca1 or1entat1on.

Both her formal and 1nforma1 networks were geaved towards fac111tat1ho

however'

’ &

the mon1tor1ng_-and coilation of the budget. She was not

strictly govefned'by rules and procedurgs. She wds quite willing "to

s

bend the rules .and deve]op‘ innovative ways to endeavor to meet the
bureaucratic and fiscal demands ip‘imys which did not comgromise the

needs of the clients..
Y

" The fo]]owihg passage exemplifies BM's prattica]ﬂperspéctive.
Researcher: '"How are decision made in this organiiat10n7“

BM: “Well, in my opinion, I think people have always had
input or the oppartunity to g1ve input. But from whatﬁ

.-~ 1 hear, peopie don't feel that. " They don't -feel that“
they've had the opportunity to give their input. And

-I don't quite understand why they feel that way, when

its a very large agency. In -order to solicit one

hundred y opinions .is very difficult. And I

think t ED and the [management] team have done a

lot to try and get as much input. from the entire field

as they can. But people still feel that they're not

W getting enough opportuhity." . \;:>

Researcher: "Do you have any inkling .as to why they Eoel that
way?"

BM: M"Well, I think its the kind of thing that )s*arts at
the top and is passed on. It aces to the Pext level,
the next level passes it on to the supervisors, and
the supervisors will pass it on to the group home.
Now, whoever's in the group home at the time will know
about it. A1l those not in the group home never hear
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about it. So they didn't get $0 participate. So I
think 1its just because they're so many hands to go
through and. there's so many people that its very
difficult  to ensure that everybody is given an
- opportunity" (BM: 3).: . S
fThohgh the _manageria1' styles. differed quite markedly among these
strategic managers, their own styles did appear to be in line with the
’particu1ar job for which they were responsible. One of the effects of

~the fiscal reduction was the ﬁ?gh]1ght1ng of the d1frerent managernﬁ
N

styles as the strateg1c managers grapp]ed with the resu1t1ng problems.

I /

1
'l

The suhcu]tuhes of the. tarious units refTected these differeht
mahagerial' sty1es. The adm n1strat1ve un1t was quite task oriented,
while the children's un1t was ‘the most organ1c - to]erat1ng and
encouraging ‘conflicting pekgpectites~as information and concerns. from |
the group}homes travelled upwards tthugh a Variety of roots to CPD.
The Adult Service Unit though'bottom;up oriented; appeared to tolerate
less confrontat1on and d1vergence .6f views. The cultures of these
various units though were 1ntegrated by the fact that they shared the

client-oriented values and common mission-of the organ1zat1on.

N +
% Human Resource Management

s | ' _
As mentioned above, the pasic 1nd1vidua] va1ues of tﬁe strategic

manager;lwere’gervice oriented They all be]1eveﬂ 1n the d1gn1t/ of the
c11ents they were serving Profess1ona] va]ues ’e g using professional
know]edge to work for the good of the c11ent and soc1ety; were promoted
through the performance appraisal, consultation, and'staff"develppment

programs _inA the two program units. CPD and APD .deQelbped lTists of
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questions and. scenarios for recruiting which were geared to elicit the

types  of values held by ;he candidates for group‘-homek'supervisor ’
positiors. Only those 1'ndiv1'dﬁa_15= who.'blaced a high degree 5f
commitment to a community living -orientation (as opposed to an
fhstitutiona1 origé}ation) wéke hired.~ It w&s-bedauéq of, this value
orientation that both program directors were Concerned‘about haviﬁé the
personnel departmént arbitrarf1y place departmenta1 emp]oyee§ who had”’
1ost’ their positions due .to the fiécal ~cut backs into vacant C.L.S
positions. | .

“

~
Through this selection process, the vast majority of the staff in the

drganization adhered to ana supported the personal service professional
)

perspéetive.Al They viewed with suspicion’ those ‘impersonah service
’prOféssiona]s'ih the administrative areas whom thgy percéiveg/ff/fot as
totally committed t® these client centered values - especi§i1y'since
.thése persons 4erﬁ'91ewe8_as possessing én extréme1y'high concentration
of ﬁower within the organization. To counter this; there appeared to bé
an unconscious filtering of the _information avai]abie to fhe

administrative persons. The focus on -meeting the fiscal gocal,

1)
-

éspecially during the ipitial three months of the. study (January to

March), created a'conf1ict ahd confusion as to~whether the undér]ying
efficiency values of the means orientation would contjnue to dbminate
the effectiveness values of the client-oriented ﬁérsonné]. This was
noted by APD when he stated: |

"l think the dividing line is there. It is very clearly there,
that [from] ED this way [up into the bureaucracy], it's one
attitude; and from €PD and myself down, it's another attitude. And
T think ED has expressed on many occasions that things are jusi
going to have to change. We just aren't going to-be able to do a1l
the things we did before. ‘That kind of comment is pretty scary for
me, and for CPD, and a lot of the supervisors because they feel
that a lot of the things that we fought a long time to get in place

~ A
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are Jjust simply going to disarpear’ because we’ now no 1onger have .
.the money. to do th1ngs“ (APC+ 16). .

Therefore, to- prq;ect “the continuance of the qua)\ty of ‘the client

programs, the program directors appeared to estab]1sh an- informal

”

protocol which 'reqpired all 1nformat10n to .pass through them before

going to ED and the Administrat1ve Un1x, ED appeared to touch on this

-

~ when he stated: "I felt that I've been more pressed to make sure I
COmmunicate and they [APD and CPD] have felt that they shou]d _

communicate [w1th me J gz, 1 mean, I feel like I frequently drop 1nto an
. ) i - .
office to tdlk to somébody, but I don't feel tmat that happens back
quite so much" (ED: 4)% ' ,
. o A d‘ } .
. _

\

This filtertng of information appears to have occurred.bcth of an
informal and formal basis. As ED observed:
ED: ‘ "1 typ1ca11y, unless there's a specific concern by an
: individual, don't get memos from the staff,. the
o frontiine staff, and not to many from the supervidors.
ﬁ%;,_ I have an open door policy, and you know, supervikors -
: wily drop in when they want to chat about something~
deal with an issue but typically that «doesn't happen
., because I'm not their direct supervisor really. And [ --
guess my assumption has to be that most of what they

) . need they get from  their supervisor, the program
_ directors. L , _ -

There are lots of mechanisms for communication.” The
" extent to which it really happens and: important
information ‘moves back and forth, I'm not to sure
about. You know I-feel that there 1is some lacking..
there. 1 ran into this a lot more when I first came
\than I seem to now. But-there was a real emphasis on
the . chain® of copmand.  Like you don't g0 talk to
somebody else until you talk to me, you're direct
- supervisor first. ... I've seen supervisors emphasis
.this with, their staff. 'You don't go beyond me until
you deal with me first'. I've seen it happen at the
J program director tevel. “You talk\ to me first before
you just drop jn with ED.' ' :
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So“at first the open doot policy was welcomed and then
there were a fewuprbblems with 1t in terms of people

. _did, "in fact, did just call up or drop in. I haven't
o - seen that happen to. much recently: ... .

Researcher: "So your nothnvolvedlw1th the;1nformeltnetworks?”
ED: "No, no." .

e e e

Researcher: "What about you and BM or the Admin. Unit?"

ED: "Some of the supervisors will chit-chat more on a.
personal- level. with [Admin. Unit staff]. So I get
; some of my feedback that way. And again, .l treat it
as 1n§orma1, just be1ng aware of whats happen1ng” (ED:
20-21 . . , .

“This segmentation also - appeared between;'the Adult and Children's
7 : \ >, N 3

'Services.' As noted by Ed, “... CPD's unit and APD's unit Teatlyvcan be,

in many respects to very distinct units or areas. - 'We dé it this way™
f , ‘ _

we do this way' ., and never the twain shall meet” (ED: 18). This
//segmentatfon seemed to be reinforced by both their d1fferent manager1a1
sty1es and the difference 1n .the manpower resource a]]ocat1ons Before
" the ftsco]_restratnt, the 'Adg]t Services model! consisted of e]even
staff per.oroup home, where as the ‘Chi]dren's»Sethces;mode1’ consisted
of Een staff per.grouo home. . This was one of tne>reason5'ED'propo$ed
..one‘group home'model consistino of.ten persons per fome as a means to

‘meet part of the fiscal reduction gbjective.
L

.“‘
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CHAPTER 8§ -

THE MIDDLE MANAGERS "/

The managerial level of the organization consisted of fourteen grouo
home supervisors, the children's services program consultant, and the
adult services. program specialist.. All sixteen individuals were

interviewed.

Technical System o S o )

.Mission/Strategy . ) o o '

.

-The env1r0nment sz}qned by the fourteen super'd isors consisted primarily

vt(‘* .

of those agenc1e5 and other resources’: {e 53 general, practitioners,i
schoo{s, recreation programs, etc.) which provided the services required
by the seven c]ients ano their group homes They also focused on the
concerns expressed by the parents or guardians regard1ng their ch11d-u

For those ‘clients who had no Family 1nvo]ved, the superv1sors

4

_ estab11shed contact with the Office of the Public Guardian (for consents

and persona] d£C1SJOnS) and the ‘Off1ce of the Pub11c Trustee (for

-

-,finantial decisions) for the adult clients (over the age of 18), and the

Office of the Chﬂ'ren S Guard1an for the1r clients who were. still

-
-~

legally children.
Internally, the superv1sors concentrated on the strengths and weaknessec

of the staff 1n the1r own droup homes. As one superv1sor stateg, ﬂmy
211 ‘
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vexpectat1ons are that the %tatf woqu carry out thear duttég

would deve]op the k1ds

A. 32).

( ) p
3 R

With the advent of the f1sca1 restra1nts, the supervfsors tu{ned the%

attent1on tp the meeting of, the bureaucrat1c expectat?ﬁn& wh1ch were

"being 1mposed upon them. They spent much more t1me trqugaWo cTarwfy

organ1zat1ona] priorities and others saw as be1ng 1ncompaf .3
mission statement. For example: S e ;y¢~g

Researcher: "How was your job changed due to the fiscal
restraint? What effect did itrhave on it?"

Supervisor: "It vastly changed the priority of my job for a
- .~ certain amount of time. Whether that will continue or
not I'm not quite sure.” '

Researcher: "How did it change?"

"Priorities, ... all of a sudden financial management
became the number one priority.-

: [

Researcher: "As opposed to what before?"

‘Supervisor:

Supervisor: "The chﬂdreq§ the staff, the operational needs of the
' group home was put on ho]d

Researcher: "Usually you saw those as top priorities?"

Supervisor: "Yes."
Researcher: ' "Financial management was o .
Supervisor: "Its not low. Its not the lowest by any means, but

its not my only priority and all of a sudden the only
priority -was to live with in our budget. So that's
how I saw it" (P: 2).

Another supervisor spoke in even stronger terms,
. . A Y

"Its in complete opposition. It has cut down time for staff members
to work on IPP's {Individual Program Plans],” which is in complete
opposition to deve]op1ng IPP's which is ope of the goals. It is
r1d1cu10us' (A:v 29) . : '

’
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I want CLS as an orga%?zat1on to keep up their and to stick to
its goals, ,
because the goals are good (A: 32)".

rather than shooting out in different directions -

‘Pfogram, Consultant for Children's Servicesi;end the 'Progrém

Specialist for Adult Services scanned ;nﬁnmrily'the protessionat and

academic environments, although the Children's Services.consultant also

kept in touch with-a number of the parents. For example, he was'working

with a group of four parents to help them form into a society and apply

VJ

for fund1ng to estab11sh a four-bed group home for their children.-

-

Con5u1tants continually rev1ewed the 11terature and the*university

,,onment for “new _processes and techniques which wou1d aid the

‘fdeve1opment'ot this target population ~ Ifternally, they each scanned

seveh: group homes, making themselves available to the front Tine staff

and supervisors for casg corsultations and staff development sessions.

LS

" Researcher:

Y

Q-

Consultant:

P
i

"0.K. > could you describe the pos1t1on, the tasks that
you. -

0.K., the,princ1p1e responsibilities of my positiom
are to ensure that every client in the agency has a
comprehensive ifdividual program plan, and that that
meets all the standards that are in place for .the
individual program-plans. :

goy

Along; with that, I've been -responsible for
establdishing what those standards are and, the process,
for individual program planning because ‘none exists
within the provincial government and there is mo
standard one that exists in law in Canada at all.} So
we pretty well had to start from stratch and def@miop
.,our standards -based on ]eg requirements in" the
States - .

I ve done staff deve]opment,in order to teach that
process. So I taught things to do directly with

- individual ‘program plans. Then, more spét1f1ca11y,

- things to do with working thh familj /§o1ng
-assegsments, setting goals and ob3ect1v S, Nru n1ng
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teaching programs and evaluating the whole rystem and
monitoring it as it¥goes on" (D: 19). : :

Organization Structure

"ANl of the group hdmevsupervisors~reported that their jobs consisted
mainly of supervising of the group home staff, monitoring and initiating
expendituresﬁof the fiscal resources in their budget, recruiting and
"scheduling staff, coordinating activities within their group home and
‘between “the group .Home and the organizational headquarters, and the
performing eheir admin{étrative tasks. (e.gQ‘statis‘ical and budgetary
_reports, confirming number of hours worked per staff fgﬁ&%Eyrol &, etc.).
With the advent of the fiécal restraints, edch of the- fourteen
superv1sors were requested by their program d1rectors to work f]fty
shifts from January to March to ‘save about forty-five hundred-dollars
—
($4,500.00) per home in manpower costs. Each of the supervisors worked
at least their fifty shifts - with several gorking more (depending on-
the state of thejr particu]ar budget and the‘fkeds of their residents).
"~ With the reduced staffing complement, the supervisors were expected to
continue to wofk one to.tw0'shifts per week.’ Ode of the major results
o(,the fiscal restrai:t,_therefore, was,thaf supervisors spent much ﬁdre
time in the group homes than'they had previously. Most of this time was
spent in direct Care, howeVer,=resu]t1ng in a decline in the number of

o . G

formal supervisory sessions. For example: - . K

Reseprcher: "What impact has the fiscal restra1nt had on your
Jobpu

Supervisor: "Well, for the past - I guess_-since mid Decembef, when
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we  really began to reduce our costs, it's been

difficult because a lot of supervisors had to start
working front line again."

Researcher: "Did you?"

A 4
rd

Supervisor: "Yep, I did as well. And it was difficult for us to

- maintain the supervision, the quality of supervision

that we could provide because I.tried to establish my

hours -- before that, I Bried to establish my hours so

-1 could see almost everybody at all times. But when I

started working, say day shifts, I was finished at

three. And unless I chose to stay around, 1'd be gone

by three. And a% a result, I Tlost communication with

other front line staff. . So in a way, it was more

difficult for me to watch over each individual. 1

- worked really closely with those people 1 was working

with on shift, but not as closely with all of the
other peop]Q'ﬂM

The impact of the fiscal restraints was seen by most supervisors as both -

positive and négative. The following excerpts"were typika] of th%s

response: "
Researcher: "What impact did that have on the clients, do you
think? or-on your services to them?" - °
1’} - 3 o : ‘ .
Supervisor: "Well, both positive and negative. Positive for me in
the sense that I was able to be with the clients more
and ge® to know more about them and.probably see the

i

T Tittle frustrations that the staff might have -in ‘terms
of how cam we do this with this client to make it

better
Y q .
But in a negative way, I really feel that they need’ me.
there to guide them. ... I think the staff need me to
be more flexible then worKing a straight shift here
and there. Because [ might be working a shift and
then I'd be out on a dental appointment, you Kknow,
with that client. Or I might be out taking the client
to the hospital or delivering to [sheltered workshop],
and its started to impact the other areas of my job
[ became more like a front line staff. (M: 2-3)."

Supervisor: "Well, in one sense it's been good. Its made us a
: ~11tt]e bit more conscientious about how we deploy our
manpower, that's where the bulk of our costs are. .In
“gur particular casé, in our group home, that's
something we've-always been conscientiou$ about.
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I gyess that's a valus zhat I subscribe to - that it's

tax payers money and we're not frivolous with it. But

-—— . even more sSo now, to the point where now you have to
: constantly be aware that you're riding the edge a
little closer sometimes in terms of how many people
[staff].you're putting in place at a certain time -to
ensure the safety and security of the place - let-
alone the client developmental objectives. ‘

It causes quite a strain with us. But it can cause
quite a strain in any situation. ... I mean, if you
have a two-person 1ift in the back and -you've got a
third person out front, you've got people at risk

"right then and there., You've got people without
supervision. So that's-a fair strain on the staff-
members involved: (N: 2)."

3

Supervisor: "Well, if you go in and say, 'gee, we've lost all

these staff,and its terrible. We won't be able to do

any more programming now and we're just going to- have
“to do basic self-help care', that may be a
self-fulfilling prophecy. ... I still think you'l] be
able to do programming. It's just that it may-be more
informal programming. C

It depends to which programming it is. [f your doing

feeding programs, toileting programs - those types of
programs are built right in to the daily activity. If
you've got fo feed a client. The time djfference in
feeding a client with no program and feeding a client
with a program in terms of implementing the program,

is very small. The data sheets -are designed so that.
you're not utilizing a lot of ‘time. However, the
problem ocCyrs when you have-to @llow the worker the:
time to. %%&e]Op ~.new feeding programs - . for
modificationr, the data analysis, the decision points

mé@e with that" (0: 2). ‘ ”

o

[o03

The fourteen supervisors.were integrated into two units of seven group

 homes. Both Adult Serviges Unj the Children's Services ‘Unit heid
weekly unit meetings - altho these were postponed many times during

the three month short term crisis period since supervisors could not

N .

1eaJE*fhe group home.

_ The mission of the organizétion was implepented through‘a 'professional’

T v

service delivered via the group homes.*nghe homes were organically

A

»
’
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structured in order to enable the client to develop in ‘as -rnormal an'

env1ronment as poss1b1e After tne f1sca1 restraints were initiated-
the supervisors reass1gned some tasks -among the1n;scaff to compensate

for. the loss of one theraput1c ‘assistant 1n the. adu1t homes and the’

reduction -to half ttme of the full t1me house parent in a]] of the. o

homes The staff and the superv1sors were expected to do what they saw

had to be done to ma1nta1n _the home on a day-to-day bas1s Thus some

supervisors took on - d1rect care, housekeep1ng and  cooking

responsibilities as they were required. 4 R

It thus appeared'that most of the actua] impaCt of the fi%d}] restraint
“occurred at the superviSory and operétiona] staff levels. whdmost all of
the superv1sors worked extra hours to take up this s%ack n-order to
minimize the 1mpact on the chent\B ‘The fo110w1ng excerpt is & tybica]
example of how supervisors endeavor to deal with this dilemma.

Researcher: "What impact has the fiscal restratnt had on client
care’”.

[3

'Supervisor: "Well, frustration from the staff."

-

Researcher: ."In what way?"

Supervisor: Just seeing how mych money we have in '

: ' Certain areas of the budget, travel for one area. We~
only “have about forty-two hundred dollars for the
wholé year. The past year we had sixty- three hundred
and we st111 went -in def1c;§ "

“Researcher: “Tnave] for what?"

Supervisor:- "For cljent outings, appo1ntments ... . SO its
. affecting the clients in that way because any time
they [staff] 'want to take someone on an outing, they

have . to check with me first to see where it is,

"One of the clients wanted to -- the parents wanted him
to go home forr Easter weekend but they couldn't
arrange transportation. They wanted us to pay for
transportation, ... [ .just said, I can't. I can't
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Researcher:

~ -Researcher:

Supervisor: -

>
.

"Researcher:

Supervisor:

t

Supervisor:

'
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spend “ fou~ hundred do]]ars on one and not equally

'amongst ‘the others. " So as it turned out, he didn't go

home.” .And so its affecting them [c]ients]; to a
certain. degree ' ' :

"what about the strd@s 1evels in terms of the stajr?“

“Wel], r1ght now w1th 50 many-peop]e [staff] :gone in

‘the group home - [name of 'staff person] had two key

clients. Who's going to pick up their IPP's, it's
going to be me.. And I already have a key client as
well. . So I" m going-to have three key.clients. gAs

well as work1ng the . shifts, as well as  d&ing
‘supervisions, as well as dding my- ordinary supervisory

job. So you know, I'ma Mttle frazzled."
”HaVe you had to give upithen?” ‘ |
“I haven't skimmed: off anyth1ng m’

"You haven t? What about your adm1n15trat1ve
respons1b111t1es7" :

"I.st1l1 maintain those. The only thing that we've
given up is photocopying materials, and finance has
picked that up. Well, whoopty do! It doesn't take
nong to 'stand up and photocopy. : : :

‘Butuas far as do1ng_superv1s1ons, I haven"t rea11y_sat
down since about February and actually did like a

formal session.- Its all when¥ I'm work.ng with\ the
person, because I am working the shifts. Its all
informal. Once. the clients go off to schoo1 I say

f'1ets see your IPP and lets see what you've done

I used.to try and set two hours aside- and ‘meet with
the staff on a monthly basis. One to-review the1r IPP.
and ‘then one just 'o.k. I've noticed that you've been
doing" this' - 'staff perfdrmance things. And these
things haven't been able to happen because I've been
working these shifts. The staff leaves and I come in
the door. And vice versa. So that has fallen back.

* But all the other administrative duties are §t111

there. Budgeting responsibilities, going to schopls,

'school meetings, and meeting with CPD, unit meet1ngs -

it just seems to take a little bit longer to get some
of the things done because I'm doing so much’front

Tine" (K: 5-6).
}% ?%717

af,a
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Human® Resource Management

A1l the supervisors were graduates from- commun1ty co11eges or had’ an
'undergraduate degree  in  behavioral ana]ys1s ’ They ' also hadJ
demonstrated a4superior abi]ity to provide d1rect care and programs to-
these clients. A11 but one supervisor had started in a C.L. S orOup’5
home and had been promoted from w1th1n the organ1zat1on '
In-Children's Services, each supervisor~was'eva1uated;on formaf]y stated -
goa]srand objettives that Were'based on their job describtion and theirv
own professionalhdeve]ooment goals. These objectives werebagreed to in
..writing on an annual basis and were'reviewed quarterly’with the program
'director} As well, each supervisor met mdnth]y utth CPD to discuss his
or her progress'and/or spetific concerns in the home.

In-Adult Services, the quarter]y‘reviews did not occur on 2 formal,basis¥?
as regularly' as they” occyrred .in “the Children's Servioes Unit. The
lsupervaion‘sessions were a]so upbto theAtnitiative’of the supervisor

more'in the Adult Services Unit. A]] superv1sors however felt free to

/
I

contact e1ther of ‘their program d1rectors whenever issues arose.

. A1l of the superv1sors perce1ved a nnsa11gnment w1th1n the techn1ca}

P

system Thexr perception of this. m1sal1gnment was the p]aCTng of the
f1sca1 needs of the organ1zat1on above the needs df the c11ents They
3 perce1ved that ED in part1cu1ar had 16hored the m1ss1on statement when‘
cons1der1ng opt1ons to meet the new; fiscal obJe;tlve.; "... 1 don't.

think .a lot ofm[his]_statements could be made if you were 1n:agreement
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with the mission statement. I don't think ycu could say things like,

‘we'11 just provide attendant care and thatz good enough'" (B: 41). In
faet' many ~ .iewed ED as perceiving the formu'ation of the “~mis<ion

statement as merely another .administrative task. ’"Its“a"task’that’s

————

- done and put away in most cases" (Ibid.).

) r‘
1

The following passage was typical of this reédonse

Researcher: "Do you th1nk that there are some 1ncongruenc1es or’
© .. inconsistencies between . what: the mission statement
says now and the changes that have been brought about
because o7 the fiscal restraining?"

Supervisor: ”Yes. Because T1ke I said, a lot of group homes I
know have pretty much given up on a Jot of -their
client development. Not given up, but I mean, its °
pushed back qu1te a bit: :

‘I don't know all the differeént situations, but I think
a lot of people gave up too. easy. Its like saying,-
'well, we just don't have the staff for that anymore.
We're just not going to do it anymore' Because some
people don't see everyone 1in the agency as totally .
committed to the mission statement. Probably most

people don't know what it is ... '" (B: <2-43).

The Political System

Mission and Strategys

- On the whole, all fourteen Superhiéohs felt that though they_had some
input into the formulation of the mission statement, that it was up to
the stra;egic.managers and, in partieuiar;'the directoh_to‘formu1afe the
, mi551qn statementf There was a shared view that ED's requesﬁ for the
1hput was more ‘for show' then out of a genuine interest. - They
gehera]Ty perceived him as afready» having ;made;'up his mind before

'fedqesting their input on strategic decisions. They  expressed some

-
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frustrat1on over th1s, stet1ng “that they fe1t he should fbcus more on

their input rathe? than focus1ng almost solé]y, on RM an%} the'

. =
t T

* .'bureaucratic pressures.’

~ e
Lo , S N

>

In terms of the formu}at1on of the m1ss#on and goaTs for the un1ts,“’

there was a diff erence between the superv1sors in Chwﬂdren s "Services

y./

Unit and .those in the Adult Serv1ces Those in the Ch11dren s Serv1ces?

unit perceived' that they had, a great deal of ﬁnf%uence’ in" the

formulation of -the° un1t7 mission . and goa]s They had prev1ous]y
developed a unit mission statement based on the agency mission and haa

developed three annua] goais for the un1t They then had commun1cated

this mission and the goals to the1r group home staff in order to de51gn

"a work plan to ach1eve them, s1nce al] the goa]s were: c11ent orwented

)

~—

_{,

The supervtsors' “and’ .th53~tront11ne staff, then, hﬁdt deve]oped

bl

expectations that they were there to he]p the reswdents deve1op to the

maximump of - their potent1a1 w1th1n a pommun1ty env1ronment }he

“

supervisors ‘were 1nf1uenced by the. program d1rectors, the1r peers and‘x”

the1r staff. Nhl]e resources were p]ent1fu] they appeared to have
' - ~
developed ‘buffer zones between the c11ent oriented funct1ons and the

s co

administrative duties For examp]e, the¥ spent most of the]r t1me

,\

their offices at tige Headquarters rather than at ‘the group ho@es
Although thev consulted.y1th the1r staff on cases, and - usually p1tdhed
in when reguired, the vast ma30r1ty of the Cl1ent centered tasks'were
implemented by the operational’ ]eve},staff.' - s ‘_3’{

FEEE

R
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" The advent of the fiscal restraint and the resulting reduction in

’“:_manpower resources with no reduction in either the number of clients to

r

'be served or the time. in which the} requ1red attent1on, resulted in a.
redhct1on in . these ‘buffer zones' Manag1ng the group ‘homes now
requ1red an emphas1s on f1sca1 as we11 as client respons1b111t1es The

. m1sallgnment which ,may~' have ex1sted between meahs-or1ented

. admintstraton” Tie., ED and ‘BM) and the c]1ent oriented- personnel,

became more manifest. For examp]e A ]:l_f}_? o
Supervisor: ”I jUSt thought we were”- suppoéed %o be supp]y1ng a
. “home “environment and: teachig, you know, like helping

people to live better Tives." : N

.Researcher: "Who' 1nfTuenCes you in what you do and the way you do
- " your job? For example, who influences how you
pr1or1ze your work?" '

Supervisor: 1 guess I would start w1th CPD and ¢ [program
consultant]. Then there are my peers. in. the-unit
meetings. My staff and their moods and concerfis. And
I guess just my own past experience."

Researcher: "Has the fiscal restraint chan&%d'any of that?"

Supervisor: "Well, I think jits changed because we now get memos :
o7 that have to be done by a certain date and stuff. I
‘think as far as my priorities go, it hasn't changed
" but you have to get those things done."
. ]
Researcher: ™So who is influencing you? is the administration
influencing you more with the bus1ness end of th1ngs7
ED’?II - ] . !

Supervisor: "Yea:. And I think the reg1on too. [they] went for
- short periods of .time and when they started all this
~nonsense. It was November 19, or what ever, we had to
stop everyth1ng Like the budget was the priority and
'where were we. going to cuy this and that'. You know,
SO anytime we got a phone call then we were gathered
together'“.

Researcher:. “So you a]] part1c1pated7“

l'Superyisor' "I think that-we werg a11 present and that we even
o “'participated." - 6

»Researcher:' "I'm not sure what you mean by that."
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* Supervisor: "Well, you're ‘saying that we all part1c1pated as
. group -but I think we were there -as . .a group bu
d1dn & a]] part1c1pate“ (L: 19-11). '

’

‘The superv1sors in the Adu]t Serv1ces Un1f had been g1ven a copy of the
mission statement as an 1nformat1on item. - There was no p]anned process

at- the unit 1eve] to help them deve]op goa]s and lntegrate them into the

group hgge; Many of the" Adu?tr,Serv1ce. superv S descr1bed their
A )
meetings”as a means to recaive 1nformat1on fﬁ?/e;;i?T; . '
$° He [APD] ‘ddesn’ t have strong unit meetings. We don't really build
' at unit meet1ngs I mean, its more information shar1ng,"th1s is
the way it is, and these are the Pew changes'.:. But as far as-
sitting down, working someth1ng ‘out,Yand disCussing it and setting
+ goals for the unit, 1 would say not really “{participatory]. It
: just seems 1ike he passes 1nf0rmat1on down [to usW“ (M: 9).

AN

A:Organization Structure .

,
oy

A11 of the superv1sors had the authority to supervise and evaluate their
staff. Tﬂky were a]so respons1b]e for the 1n1t1atﬁon o;\e;bend1tures -
as long as these expendi tuces fe]l within their allotted budget. With

Lhe advent of the- fiscal restraints their: requests to spend their

4

budgets weré scrutinized much more closely, both their program directors
P

: .
‘and ED.- Even the 'direct purchase orders' for food had to be .reyiewed
and authorized by the Executive.Dfrector - though they were in the']ong
. { '

run told that their autonomy over' their bddget would be increased.. The
4

supervisors noted that even though they were told by both ED and RM that
they as supervisors would know best how to rea11ze the most eff1c1ent

and effective use of the1r_budgets 1n~ne1at1on to clients needs, they

’

were . continually excluded from the' specific cutback discussions which

took place in the region'and:at the strategic managerial Tevel.

N
i PR
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As. one supervisor summarized: (
Supervisor: "O.k., we'll start at the top. Admifistrative. :
decisions -- the -major decisions, 1ike budgetary’ are
made, I believe, by RM. He is a great influence and
then passes it on ‘to ED. Who then with BM works out a°
budget for all of .the group homés - which we're
usually consulted about - how much money we feel we
need excépt in open orders. This year we were allowed
to say how much we wanted in open orders [i.e., foodl.
And then it's past down to us that this is for what:
ever" (J: 4-5). . s .

A1l of the supervisors ackhow]edgedv that they weré primarily handed
" their budgets and told to';ﬁhagevwithin them. It was up to them to
figure out how, as they dealt with the various staff and client c¢rises
which occurred on é»day-to-day basis (e.g. staff and client illnesses,
séaff deve]oﬁment, cut backs in -pub]fc transbortation, énd S0 on).
'Although most supefvisors éxcﬁanged’information 1nfofma]1y.among each
other, there was. a definite .perception by the vast majority of
" superyisors that formally, téey were to conduct their busjness Qithin

the confines of their own unit. As one supervisor stipulated:
" When I first started in Adult Services, I crossed the
boundary. -APD has strong rules about Children's Services and Adult
Services, and that's very hard for me to do - to use him as my only
-resource person, because I think’'the more people that can help you,
. the stronger your agency. Thats just my philosophy. I believe you
should be working together and if that person doesn't have
information - go to APD first, but 'he didn't ‘really have the
( information, so I had to keep pushing and pushing until someone
did. And he always resisted me using other people outside of Adult
Services to gain” informatiorf. Becalse he.strongly believes Adult
Services is separate from Children's. ... It's his own personal
belief ... it's always been hard for me to understand" (M: 4).

A number of the supervisors who have beéen with the organi?ation fof_a

) _ .
long time and had experiencéd other minor cutbacks and changes, noted

- one particular difference during these ';utbacks. This time" there
xS . .
,

[N



appeared to be less of a tendency to 11sten to those who objected to the
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- cutbacks or, offered alternat1ve suggest1ons $

Researcher:

A

Supervisor:

G-

Researcher:

Supervisor:

-

- "How about the fiscal restraint issue? “The role that

the parents p]ayed here -- you're Yaughing, ﬁ;."

"Well, its so funny the way th1ngs have changed. . What
has happened now, -. and again its from the top, at
that point in 1982 83 or whendver it was, 84, the .
parents: had a s1gn1f1cant amount of power because
fiscal restraint was an issue at the time 'and people

«~ were willing to play the po11t1ca1 games or respond to

political pressures _ ‘ ®
. S

At this po1nt in time, because of the budget pressures

that "are being exerted from cabinet on all the

ministries from what I understand - " -

- "So its more of an economic crisis, as opposed to - "

"No, no. Its more of a situation where the people who

are making decisions about fiscal change know they're

. going.to be backed up at the upper echelons and are -

more willing to stand by whatever decision:they make
at this point. So a parent could run to the
newspaper, a parent could phone the Minister -and
bitch, but thig pérson isn't so worried about a red
docket [a- fi]e]gfrom the Minister, requiring urgent
attention]  goi up or down or anything like that,
because they know that what ‘they've ‘done is along the
lines of what cabinet wants with the fiscal
respons1b111ty '

And to me that's the basic change ‘that we see right
now. MWhat we have how, occurred in 1982 when the
Government was a lot more responsive, or an election
year maybe for that matter, a lot more. responsive to
issues, then maybe there wouldn't have been fiscal
restraint this year. I don't know" -(N: 12-18).

——— N

.Human Resource Management

Both program- d1rectors established the individual appra1sa1 cr1ter1a for

éach of their superv1sors in conjunction w1th ~tpat superv1sor The

supervisors were evaluated on an annual basis us1ng a f1ve point scale -

/
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rafging from an.unsatisfactory rating of 'one' to a rating of 'five' for

exc®eding job expectations in a]l areas. The normal rating for )

fu]fi]]fng all job requirements’was ‘three' .

The supervisors in both. units were split in terms of the perceived
fairness of their own ratings. Most supervisors felt the ratings were

fair and objective. A pumber of supervisors in both units hcwever, felt

r : - ' » .

that some of the ratings reflected favoritism by the program

c ) A

“directors. . , . o
/.

In general however, tho%e supervisors in the Children's Serv1ces urit
v
felt that CPD had a good understand1ng of the 1eve] of the1r performance

through .thefr repu]ar superv1s1on ' sess1ons, : wr1tten reports,{

part1c1pat1on at mgetings and her visits to the grdGp homes.  Those . P

J

supervisors in Adu]t services were ‘more polar1zed Several felt that

" APD had a good uqSersgand1ng of the1r Tevel of performance via hws/

meetings with them, h1say151ts to their’ homes, their part1c}pat1on'at
_ . { (o _ . '
their unit meetings, and their written work. Others. felt that he
' 1 S , '
basically relied on~their oyn sglf evaluations and reports to him as to
’ P

- the degree of the1r)success For examp]e

"No, APD doesﬂ't talk Io my . staff Well, he sees my performance in
writing staff ev“]uat1op [Tguess.” It's deta11ed He also sees the
reports I hand i . He sees, I quess, how I communicate with
others - my,cp/workers and people at the office. He's seen how I
communicate with my staff. He sat in a meeting. Or if staff just

‘come here or whatever dur1ng some courses. ... TR

I guess rea]]y no news is good news: No one's called him; I'guess;
> 1s one way to look at' it.  He mostly evaluates me on what I-
accgmp11sh that he sees, I guess, and that wou]dn t be, I guess,
¥ :

staff supervision" (J“12)
V)

* }

p)
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After the introduction of’fhe fiscal restrawnts, all superv1sors felt

-that they were not ab]e to achieve all of their goals because they no
longer had the resources to do s0. The1r attention to fiscal
responsibilities. superceded their origina] goals which were primarily

client oniented,-'

‘ "1 Ead very. general , goals in’ my EPA"s’ (Employee
-Performance Appraisals], but one thing that [ Was
hoping to focus, 1ike 90% of my job- was to deve]op nd
implement the IPP's for each client. A

The f1sca1.restra1nt has not allowed me to do that.
. We were moving along at a really good pace, but had to
~slow -down. I had too ¥many vacancies - staff were

gett1nd over worked, and I just sought of loosened. the :
;re1gns a little bit to g]vé them some breath1ng space.

But -thats a maJor thing ... the IPP is a basic
‘ organized way of the client's life and -future goa]s
and dates set, and we haven't. beeg ab]e to do 1; '

Researcher: "And you're still moving, but on a s]err basis?"

4 o

Superv¥sor: "Ne‘have‘stopped.“
Researcher: "Oh, you've s;oppéd'it entireiy?"_
~ Supervisor: “Yeah. . o
Researcher:' "Y6u ve stopped it ent1re1y and replaced it w1th

- what?"
Supervisor: "Well, right now there S /WO of my clients that, need
_ behavioral programs, so that was amended on an
- onhgoing basis, but S we're Jjust maintaining it.
Basically doing informal angrams like we were doing
_before. ..." (J: 12-13)." '

——

The supervisors speculated that those who would be able to~manage'both
their staff and parental concerns as well as stay within the reduced

budget would be given the best ratings. B

‘9
[ t

L

A]] oﬁgthe superv1sors perce1ved that promot1on of those staffed in the.'

group home depended on the degree to whlch the staff demonstrated their
. A : = ,

, . . . .
) . .



expertise and &now]edge Most of ‘the "supervisors themse1ves did not
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wish ‘to advance to the program director level. They preferred thevmore‘

client oriented rewards o* the group home than what they perceived to be

the more abstract outcomes of the program director‘s positions They

did however v1ew that po§Jt1on as more p011t1ca1 and adm1n1stratﬁve than

c11ent or1ented.

Supervisor:

. Resegtcher;

Supervisor:
Researeher:;
SuperVisor:
Researcher:
;Supervisor:‘

. worrying about the programming and c11ent; jgves and
_start’:looking at budget1ng [f you can stay w1th1n

Researcher:

Researcher:

Subervisor:

¥

Supervisor:
[0

As one superv1sor stated: |§ \\)

"We]] that wou]d ‘be ED interviewing [to fw]] 8
Program Director's position]. Well, I truly %e]ieve
it would probably be how well. you khow him and how
much he respects you as a person. Because he doésn't
know a lot about any of us and so he probably knows

‘some people better-than others just through talking to

them more frequently. But I don't know. That's ‘a
hard one. He wouldn't have a lot to-gg on."

"But would he focus on your ability to -" .
"Budgeting."” o

"That‘s what I was going to ask."

 “That's what it'wou1dbbe.“

"Budgeting as opposed to c1ient focus?"

"Yep. - Definitely Ypu'd have to be ab]e to\stop

your? budget then you're in there If you show ary
great ‘knowledge in that area, you're a pretty strong

candidate."

: ”O.k., how ‘about [a competition] for ED's oogition?ﬂy_

"If you can say 'yes' to RM, you're in. I don't think
ED has a lot of backbone and [ think that RM rea]]y
pushes him;" :
"Who ryns this agency?"

"RM does" (M: 30).

~

The above quote atso typ1f1ed major feelings regard1ng promot1on to the

Execut1ve D1rector pos1t1on' of the organ1¢atnon. 'tMost of the

-

supervisors perceived ED at worst, as a 1azky for the region, and for RM
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in particular. At bes:. they viewed  him as an a adm1n1strat1ve1y

_oriented profess1ona1 who d1d not: understand the rea11t.es of the, group
homes and thus did not understand fu11y the: consequences and the effects
of h1s dec1s1ons They therefore d1d not express much interest in being

promoted to that position.

B

The Gultural System = .

: Mission/Strateqgy

"¢

Atl supervisors v1ewed the organ1zat1on as a means to achieve c11ent
development in a commun1ty setting. Théy eﬁpressed a great amount of
frustration when theyh-v1ewed the= Bureaucrat1c etffciengy values
receiving more pr1or1ty than the1r.£rbfess1ona1 client oriented ones.

~ They perce1ved the: increase 1”, the 1mportance of eff1c1ency as _
decreas1ng the 1mportance of effect1veness and expressed concern that

c11ents now seemed to become the means for econom1c efficiency rather
than the ultimate punpose of - the organ1zat1on s serv1ces Many of the
superv1sors fe]t that this reversa] of means and ends compromwsed the

_,values under1y1ng the mission statement. For examp1e
P ) T
' Researcher ”That 3 your mission statement, bUt what belief is
¢ _ that based upon?" :

. Supervisor: "0.k., that.would be that everyone has a right to
R - life, to live to the1r fullest potential - meaning in
'_akﬂ areas of 1life. - Everyome should have emotional
sUpport, be able 'to go ‘into the community, to-
participate in activities, to have sgmeone care about

. them. >

.
s

An effect of the fiscal restraint 1s that sometimes
due to a shortage of dollars, we're® not @bke to
maxjmize, or to help:#he client to lead as full aglife
-as poss1b]e because we have a staff shortage where the
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clients can't go out on outing or a staff shortage
when all the programs to help them develop can be
carried out" (J: 32).. - :
o)
g

Orgénization Structure

)

Y.

With a few exceptions' most of “the supervisors demonstrated organic

ménageria] styles. They generéi]y worked with their staff to identify

client problems and develop alternative solutions. This was based on®%an

gy

: undeg1j?hg value that those working most directly with the client in the

group)HOme would know best that client's capabiiities and the programs -

and techniques which would work with him or her. : The response of this

" supervisor was quite typifa]:

"Researcher:

Supervisor:

* * Researcher:

Supervisor:
Researcher:

Supervisor:

"Could you give me examples of thimgs that they .
[staff] do influence you on and the things “that they
don't?" ‘ . o ' S
“0.k., things that they-could influence me on, like
right now when we're looking at our new scheculing,
are relocating some ‘of our houseparent duties. As to
who 1 may vreallocate .those duties to, [ will
definitely ask their input because it deals directly
with them. i _ .

But if it came to something at the office that in
essence they had nothing really to do with or did not
care to even no about, I wouldn't even bring it out

and ask them for unnecessary feedback. ..."

. L
“0.k., so what I'm picking up from you then is the
principle you use is that if it affects them, you try
and get them involved. If it doe3n't, you don't.
What effect has the fiscal réstraint had on that, if

'.any?“

"It's actually made that stronger." 'f

1) v ? -
In.whqt way? | &

"Because I've kept the staff upito-date always on the

fiscal restraint and exactly what I've-been expected

to do because that also reflects back on them. If

they .have to cover shifts, then they need to know that

~ we have to save money ..." (I: 5).

ES ' o >
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D1ffer1ng and ‘even conf11cttng perspect1ves regard’ng the. c11ents welre

to]erated and evem encouraged in most of the homes The‘supervrsors
Just1f1ed this approach w1th .the rationale that only by prov1d1ng a
'healthy debating- environment could the best interests of each of the

clients_be served. As one superv1sor noted:

"I listened to my- staff. I 1istened to them very carefu]]y [ts
funny, I have quite a mixed group of individuals - as is the case
in*most places. And I don't take the silence at staff meetings as
.an indication from them?pf approval of anyth1ng I'm.saying, 1
usually ‘head.to them, go individually with each one of them, and
even at’ sometlmes play:kind of a devil's advocate role and pry
their op1ntons and attitudes out of them. '

, .

Byt in the end I :;E}Jy Toa that'if they don't ‘have six of seven or
eight people at" the front line level who are satisfied and
: reasonab]y happy at their job, then you have - seven clients who are -
in the end, going to suffer. And not perhaps even any kind of
obvicus impact on: them, ‘but certainly, you know there's impact.
Its tough - tough, tough, tough Jjob to work at the group home - front

Tine." (E: 15).

A1l of the superv1§ors be11eved that the parents or 1ega1 guard1ans, and

D

not the staff had the u1t1mate say- reoard1ng the c11ent s program. ‘Each

- c11ent had a- core team;,' wh1ch was comprised of the_ significant

(S

profess1ona1s and persons ﬂgvolved with that c]1ent

' J§%§§1 parents or 1ega] guard1ans were not only"~
v’ “the only ones who possessed the‘author1ty
1n terms of consenting to the c]ient's proﬁ?am [f the parents d1d not
w1sh someth1ng to be part of their child's program, and could not be
_convinced by the others. on the core team, then that 1temvwas dropped
from the client's program, A]though'hoét“oiﬁthe ;1né“§;?ents 1istened
to and were persuaded by the arguments of the core team hembers, many
times their values were different from those of the.professiona1s.. As

4 ™
" observed by one supervisor: ®
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| "Well tc be honest, parents.want the permanency. They want the -

security that noth1ng is going to:happen to their child and they re
not ‘going to be thrown out onto the street. They want their
children to develop. = They wanted their life with their childréh..

They want them to be safe, emot1ona11y secure, and [undergo1ng a]
developing process.” (P: Z1). - .

P

. v o . ' !
As noted by " another supervisor,' different parents advocated} for:

different programs and services for their children.

2

- "They [parents] have d1fferent pr1or1€1es in  terms of what's
1mportant in their'own child's 1ife. One parent, for example sees’
a day program as being most important and not any k1nd*of technical.

, expértaseg

- educational or vocational type setting. So that's their priority,
and in terms:of. cutbacks, I guess their only concern would be that

~if their child comes out .of schoo] next year, do . they: have a p]ace
to go during the day.

Then_I haveaanoéi§r parent on the other hand, whose daughter Just
finished school Ya

five years and their’ genera]_consensus on the f1ve years was, 'I
guess it didn't harm her'. So thei® concern is the complete

" opposite. They don't care about a day progkram or any kind of -

~ technical, ‘educational or vocational experience for their son or
 daughter.. [The1r only quest1on is] 'are they fed, comfortable?’
- Life sty]e is not"even an issue with them" (E: 7). ' N

- v
Al1-of the supervisors interv1ewed erce1ved ED's managerial sty]e as

—

,primari]y'non-participatory A]though a numbe? of them sympath1zed w1th

the d1ff1cu]t1es created by h1s ]1nk -pin pos1t10n (1[e.,.represent1ng

‘the agepcy . in ‘the - reg1on and the 'reg1on in the agency), ‘the vast

maJor' y of superv1sors gerce1ved h1s efforts at -a part1c1p§tory style

. stated: ' o - . T
oL - b ) )

Supervisor: "ED from;gay’oh"ﬁag\h ver really taken a :
o : partic1p tory style of gement A e

Researcher:; “Do you ‘think he sees h1mse1f as tak1ng one, though?”

Superviéora' "Maybe in h1s own way. Maybe he- th1nks he may be

trying to, but he may think just because we're. hav1ng'

‘a meeting and we're a]] taTkJng together, that S

st June, was with the pub11c school bsard for -

on the part of ‘the staff. You know, so either an Lt

.

agement. as e1ther “a sham or superf1c1ak As one 'superv1sor/)_
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. .the1rv'r1ght to, as norma1 =a upbr1ng1ng‘ as vposs1b1e. ﬁd] of the _

Those supervisors who had the'expertence?of working under_both'CPD and

.superViSors plaoed on the fam111a1 “values oftthe:3]1ents as expressed
‘Progrags.kh*The sub-cultures of both. units reintorced"these value -~

"Human Resource Management - | »

at

’JJ

part1c1patory /But it's not unless decisions that we

a]l make have some 1mpact on the final decision." |
" Researcher: ”And Fyou don t see. that as OCCurr1ng7" c

| 'Supervisor: “No. But, -you know, I can understand h1s prob]ems to

[ can understand someone breathing down his - nerk

saying, 'we have to- do- this. and do that and this.
- Tive., RM]“ {M: 31 32). e .

'APD acknow]edged the d1fference in their managerial’ styles. On the.s -

'who1e ~however those managers in Children's. Services expressed more

feelings. of coherence :and be]onging than did those in Adult Services.

.

S 7 T | '
;A]though both~un1ts had . their ‘1oners both un1ts appeared to 1ntergrate

congruent]y the sub cultures of the seven group homes for wh1ch they
were respons1b1e This 1ntergrat1on was based pr1mar11y on a common set .
of . profe551ona1 va1ues wh1ch emphas1zed the pr1nc1p]e of norma11zat1on'

and the r1ght of each c11ent to develop to the max1mum of his or her{ -

- through the lolientSf and 'guardians; These\’va1ues were('vieWed 'asf'the

ujtimatei source of legitimation. and justification lfor"the7_c1%ent 3

7

S - P
® : | T

stances.

A1l of the superv1sors had been through at 1east two. years of educat1on

'wh1ch emphas1zed the d19n1ty of 1nenta11y hand1capped 1nd1v1duals and

RPSRE

Y.
LI

~ potential. - _4Another intergrating norm cons1sted of - “the- emphasws the-ﬁ{l?f




supervisors appeared to have internalized these values. They aTso

"believed strongTy that 1nst1tut1ons tunted rather than deveToped cTient

gcgyth These vaTues were re1nforced by the1r peers and the program

)

diréctors du#wng the<Un1t meet1ngs as they struggled through the var1ous

'1ssues creaﬁedvby t%ﬁ f1§ca1 restra1nts . \
.‘? : . l: . . N . .o
It was frOm this- vaTue .base thHat the superv1sors 1nterpre¢ed--ED's"u

;comments as contrad1ctory As one superv1sor noted

4Superv1sor; "He [ED}-says that IPP s are 1mportant programs are
“important. - But. then aga1n, he says that as long as"
someone, has a p]ace ‘to come to, ‘has 'shelter to come to
and - fr1end]y faces to come to, love is all you,need.
- Those ‘are ‘the basic things -and yet, IPP's. are more
/' ‘than bas1c Jit's seTf actualization. - ..."s
Researcher: ."Do ydu th1nk those values are shared at aTT ]eveTs .of -
. -?the organ1zat1on?” . . .
Supervisor: - "Its shared with the RPZ s [superv1sors] I th1nk
‘ .- 1t's shared” with the front 1lihe, .with: the RP3's
R ‘;“.[program spec1a]1sts and program consuTtant‘,and the
© .. managers. : :

. I As far as D is concerned he does know the 1mportance’
S cof it, “yet he .has also sa1d that hav1ng a shelter to

. CO nd.room to come to, its good. As far as he's
- concernedy that s good enough . . Iﬁ that's all -a
person can *then thats 0. KU/Epo, is- what he's

@ :. .. isaying" (A 28) i

R

ATmost aTT of the supervasors shared this perspeé%#ve They were
susp1c1ous of the vaTues of the d1rector, vwew1ng<h1m as more concerned
of, the W1shes and needs of the’ bureaucracy th;nlu1th the needs of the
c11ents§ They felt that” h1s vaTues therefore ﬁﬁ]owed h1m to JuStTTy the
acceptance of the ma1ntenande TeveT careﬁior the cT1ents 1f thats aTT
the budget woqu aTTow, rather tha)nU %aght1ng for the resources to y

!cont1nue w1th the deveTopment and tﬁ@atment of clients.




This

misalignment

ST L ST S >
betWeenﬂfthé values' of. the director ,a‘d he

N 4 4Jl

J ‘/

W

profess1ona1\staff was v1ewed by the superv1sors a§ be1ng a sourte ot % m-»

-stress The f0110w1ng,~ response : typ1f1ed_, the fee11ngs off= the
superv1sors~ i;' T;",e y‘i' R -;-.Q;?ﬂ,x"

: ’ . e . LT

T "I'm fee11ng mofre. twred my 1f ' r1ght ‘now. . 1 realIy éhJoyed

- working in this agency.- and I st111 do enjoy it,
gort and more pressure

fFons put :on 'you. aS ypu. had befgre, except: now you have to
in the group home, and it ig rea]]y hard

less

be1ng.recogn1zed,

the organizatiOn.

‘ .
For example:

Researcher:

‘Supervisor:

So hard Just on the shifts
working . 3 ‘day shift,
.thep you're at the office.
Jugg]1ng other meet1ngs or cance111ng them aéwneed bes" (J: 8)

<

but” 1*m: feeling-
Meaning that you ve got the same

You know, one day you m1ght be
the. next day you work an evening. shift and
And in- between, of course,  you' re .

X
Sy R ) X
. N )“ .

.

When these fee11ngs of - pressure were comb1ned w1th a fee11hg of. not

3

some of %he superv1sors started consader1ng 1eav1ng

This 1n 1tsélf created Some cogn1t1ve d1ssonance

e . R ‘ a‘

g . N ; o -
s L

"You use your-job descr1pt1on then, as your basmc

[performance appraisal] mark 'in terms of a
if you met ,your job descr1pt1on Then

‘three'
if “you feel

-

that you've done more - than your JOb you argue for a-

higher rat1ng7“ . : RO
8 L . ok

"Yea. I've never argued"though you_ know,’ because
--. .There’'s been years when -l think I've deserved a,
lot more. And I've had things I've done that I knew

surpassed many other people within my frea, .but' I just.

+ figure I'm used to not gett1ng the recognat1on SO 1t

Researcher:

- Supervisor:
Researcher:

Supervisor:

doesn't matter " . 'Y
”what do you get out of th1s Job if your not gett1ng
recogn1zed7" ) »

"Not a 1ot. Not a lot." .

"But you'revdoing»it. you're'COntinhing why7“.

"Just waiting for somethlng else to come along 7 no.

" Before 1t was - I'mean,.l truly do 'enjoy what I do.

Like I S have strong comm1tment to these cT1ents

And 1 know the day I 1eave Ts gaing to be a crusher
for me because [ really dorcare about them

A

=

And.I‘do S
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- . see people around me, and it scares me because we ha&%
h been a lot of people who' are having a hard time. It's
2 R been ‘a- 1ot of stress and strain. A Tot of people are
' ' ~looking for a way out." ' .

Researcher:. "What scares you about that?"

( ‘4 ’

,Supervjsor: "Because I fee] that we might be left with peop]e who
c o truly don't have the same philosophy that we used to
..~ <  have, ‘the one that gave “the clients the best life
L % poss1b1e _

- And it's almost like the stronger- ones are leaving and ,
A “maybe the weaker-supervisors - not saying that - theyo
.~ may be strong in their skills, but maybe .they're
*  .weaker in that they listen to everyth1ng that's told
to them and they'ré not interested in a part1c1patory
ot style of management Then they will just say, 'yes,
-.5%"’ . yes, yes, no. Mostly ' yes to wRatever anyone says.
. And I don't believe you can do that all.the time. I~
. really believe sometimes you have to say, 'no, lets
’ talk about it and try and see - maybe ‘there's another
- way. Lets not get too radical'" (M- 22).

n

In summany, the superv1$ors viewed misalignment in a]] three systems

W1th1n the techn1ca1 system, they expressed concerns regarding the
e?fect of red1str1but1ng the houseparent tasks among* the . frontline

staff They’were a]so ®oncerned about the effect of the1r resumpt1on of

-dtrect care dut1es 1n add1t1on to the1r current managerta], superv1sory
.;and~adm1antrat1ve respons1b1]jt1es, They expressed concern regarding
fhowfdecﬁsidns were. made in the organization - pakticu]a}1y any decisions
;that they perce1ved ED” made ,.regarding where. and how the fiscal and

':'manpower.resource§ were reduced. A]though they v1ewed ED as primarily

.. representing thefregion in the organization (rather than visa versaj,

most of the supervisors also perce1ved the program d1rector< as a]so not

, f1ght1ng hard enough for con51derat1on of their 1nput in the dec1s1on

mak1ng process - although some did acknow]edge sthat this time the
bureaucrates appeared\to fee]"they could take a much stronger stance
than n prev1ous budget cutback attempts s1nce they fe]t they had’ the

backtng of the m1n1ster

(AN
L]
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The superv1sors on the who]e, would have preferred more cuts in the
strateg1c manager1a] adm1n1strat1va areas, or the reduct1ons on a more
'1d1osyncrat1c base - 1.e.,‘a110w1ng each group home superv1sor to work
out with his own staff where to make the. cuts in their own group home. :
They v1ewed RM™as pressuf1§§£ED to deve1op an. easy and uniform way of i'
ach1ev1ng ‘the 'f1sca1; reductwon objectjve' rather- than; the . more

‘decéntralized approach.” . - 7 . &%

) superVisor therefore perce1ved that the ba]ance of power was
b ¢
sw1mg1ng strong1y over to those who espouse more means -oriented va]ues

This m1sallgnment 1n the cu]ture of the organ1zat1on created uncertainty
among the superv1sors They perce1ved ED as being w11P1ng to to]erate
tustod1a1 care if need be. This shot as the heart of their belief in
normalization and de1nst1tut1ona11zat1on From their perspect1ve this‘

wou]d resu]t in the re1nst1tut1ona11zat1on of these clients - someth1ng_.

that' they had spent years trying to undo.

There appeared to be misalignment between the systems as well. 'The
values pandgfprinciples, as former]g stated in the mission statement
) oa,

document, were a]T_ client focu%ﬁﬂ These were re1nforced by the
subcu]tureéyuhdbh.existed both in- the group homes as well as in the
program seruice unﬁts. The SUpervisors'viewed'the cuts as;affecttng'the
quality of services,_to the c]ients.‘ They therefore viewed this as
incongruent with tﬁé%stated mission. |
d .

They perce1ved the organ1zat1qna1 dec1s1dh mak1ng mechan1sm, ‘therefore
as more/pureaucrat1cr(1.e.,-mechan1sttc; than'gouldtbeﬁgustjf1ed and

/. \,\\ @

e
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~-legitimated via the cultural system. Thss m35a11gﬁﬁeﬁ§ appeared as a

rift in expectat10ns between the superv1sors and ~the means or1ented‘

professwona\s to ‘be .the major var1ab1e under1y1ng the superv1sors Agg
concerns that the changes .in the techn1ca1 system m13ht Eesort in the Ve
 organ1zat1on reverting to a custod1a1 and 1nst1tuf%0?a%‘¢rather than
;developmentaW'model of‘care in"the long run. 9o e
v g | | | |
" The ankiety and uﬁcertainty created. by this misa]ignment;Ain addition to - YIL

.the stress created by the extra work and 1ow staff moral in the group
-homes,~ resulted in the number of superV1sors undergoing symptoms of

| _stress (e.q. t1redness, ”be1ng frazz]ed" etc. S --toathe pq1nt.where:
some were start1ng to look for other emp]oyment Thisein turn, placed.

~ them in the dilemma of abandon1ng rather®than remaining and continUing’ '

to advocate for their clients.

S : i
A : . i \A’..v
. :
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CHAPTER 9

s
r

/3

THE OPERATIONAL STAFF | /AR F@

The " operational levei of  the ’organizét%On " consisted of the
@@hqbi1itation praFtifioners;?-(RPl),",thérépehtic assistants (IA),"
.jhstitutibhai atfendanfs (IA),;tﬁé‘houseparents, and.tﬁe.wage persohne];
0f the thirty;fbdf (;4) pérsohs}frbm thislleVe1 that-Wéré interviewed, . -

. thirteen (13) yere 1nterv1éwedA‘individuaT1yv:(repfésenting? a]l-vofl the

f posit%onsimentioned above), the.Fest wefé interviewed eithe; {n’pai:s;dr'
in - grdﬁp which  ranged from three (3). to eight (8) mémbefg. :Thé -}.'

| researcﬁérlleft it up to the Staff themse1ves to decjdeJhow, where’; ahd.

~ ip what numbers they wanted:tq bé;intéfQiewéd. _ -

e . . . . .
¥ B . . .
W : : . ¢ . .
. ) ' - B i
‘ i

- The Operational Level

Prior to the fiscal cutbacks, C.L.S. operated with two staffing models
at the operational level. The- chj]dren{s mode ‘cdhéisted of nine
persons reporting to the group home supervisor. Three Rehabilitation

.'actitioner'dnés (RP1), three Therapy Assistants (TA), one full time

fi sfch_)ne half time Institutional Attendant (IA) as_nigﬁt staff, one full
‘l ';ﬁé and a half timé;hdusepérént. Each children's home then consisted
of nine operéfionaT level staff‘and the group home -supervisor. The
adu]t_homésfhadbén extra Theraﬁy Assistant (four 1nsiead of threq)'to '
- “help wifh_ fﬁe’ 1ift1ﬁg; i The adult homes therefore, cohsistéd of one ©

group home‘supervisor and ten operational Tevel staff.
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After the f1sca1 reduct1ons£ the extra Therapy Assistant position from | )
Adult Serv1cés waS'gemoved. The fu11 time house parent was reduced to '
ha]f time and the money used to h1re @ wagz person to increase the |
f]ex1b1hty of the man- powewrr’afs!eurces ‘.és extra‘ person was avaﬂable( ’

to he]p during theahégh aci1v1ty per1ods wheg;ﬁhe res??%n <

-up and go1ng to bed.

The Technical System - [

v

Mission/Strategy. ' ’ [

t .
s '
A . -

The vast majority.of the operational level staff perceived the mi%sion .

of the organﬂzatioh as focusing on the deve]opmentt and care of the.

clients within a community setting. For example, the following response.
. e/ ) g o

was quite typiéa]:

Re@earcher: "What is the mission statement For C.L.S. in your
own words?" S

© !

® Staff: "... As' I see 1t, it 1s to promote the 1ndependence'
. : and self- enhancement of dependent handicapped client

N within the ‘community: for the purposes of demonstrating

to the .community that these are valuable and worth

while people to soc1ety“ (0-A: 17) ) . R -

o PR

A number of staff however, appeared somewhat confused efterzhavéng dealt
" with the impact of the fiscal restraint. For example:
Researcher: "What is the missions statement for C.L.S.?"

Staff: "0.k. I believe the mission statement is - o.k. to
’ stay within the budget, to ensure that we have quality
care for the clients, which would be number one - " ’
Researeher: _?Which is number one, stayihg within budgei?”'

'Staff:h “F“No, the clients - the quality of care for the
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-clients. Thats number one, and then stay1ng within
the = budget. [(Also, tol . adhere to the Master

Agreement." . L .
Researther: :”0 k., so the purpose of C.L. S .as an organization
e : -1s to what7" -
.
Staff: "We]], it's the d1gn1ty and r1ghts of the c11ent

Well it's client care - to ensure the teaching of the'f

individuals to the best of their -abilities. - Helping
them to  become. ., . independent = ‘as possib1e.,
"Normalization. ° And then, researching. potential
res1dent1a1'and vocational optiondw': - o

. " )

Researcher: “To jntegggte them into the commun1ty?ﬂj
. staff: "Yep" (0-H: 25-26). - |
The envﬁronment scanned by the operational 1eve1 staff consisted mainly
of the parents’or guard1ans, and the teachers or other profe531ona1s in
the schools and workshops 1n wh1ch the1r c]1ents éttended sessions. The
purpose of their context centered around theg’ssessment of clients needs
“and ‘the development 1mp1ementat1on and evaluation of programs
A1l of'the TA's and RPl's nere assigned at least one key c11ent' They
deve]oped a 'core team wh1ch usua]ly cons1sted of the c11ent S parents
or.guahdians (if app11cab1e), and those profess1ona]s work1ng d1rect1y
with the client at the schoo1 or she]tered workshop. The purpose of
th1s team was to define the goa]s for that client and to appfdve}and to
eoordinatevthe_program and resohrees required to achieve those goals.
'Most of the env1ronmenta1 input for the operat1ona1 level staft,
| therefore, was channelled through the core team. A1l of the‘memhers of.
’th1s team, and ;n part1cular "~ the 'key worker' from the group home
cont1nua11y scanned the env1ronment for resources that would be of usé’

to their part;cu]ar key client.
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staff ‘viewed the fiscal restraint as ching1ng the

' pr1or1t1es of the m1{g:;n statement to requ1re more of an emphas1s ﬁn

theémon1tor ng. and contngl of ~resources, most of the staff did nct see

the re?tralntaas chang1ng the mlss1on Statement. - One group of four that

\

were intervfewed'tegether however, viewed the restra1nt as negatlvely

affect1ng the poss1b111ty of moving cTﬁents 1nto a Tess restrwct1ve

environment,

Staff A:

Staff B:- °

Staff C5///ﬁ

. Staft A:

"eraarcher:

Staft

S{aff g

Pesearche

Staff * B,

Sta", D:

. Staff A
;

OSta ff B: \.\

-

~ .
' N

-

Actua11y with the fiscal restra1nts, a lot of what

they [management] are really pushing us to do is, you -’

know, in the C.L.S. five year plan. You know, like

get all our clients out into the commurrity."

-

“?eahy/‘f-b1ew it'“

"Yeah, 11ke they re ask1ng us to put in all these
proposa
least
they!

g »environment and what not, and
e not real
hing to go by."

"They 're JUSt kind of say1ng ‘do it', and there's not _
‘really the facilities out there. " :

~ "They want that to be our priority goai.“

"What?" .,
"To breakup -"

"To have them [i.e., the clients] out of the group
home and into the community. At least into a less

restrictive environment - whether it be a four bedroom

home or a two bedroom group home or, you know, with a
foster family or what." . - . :

: "But are those other facilities out there?f“

‘"NO n L _ : : ) g LR

“They want us to create them but they. are not w1111ng

' to Qive us the ‘money - is:what they seem to be doing"

(O'F: 6). - . '4-, »‘

< ‘ _ o

SR
(IR}

UF,

‘R
[

evegything to get them [clients] .into a

giving us any - gu1de}1nes or .-

"The fiscal restraints blew that." .. o ff

SR

g

b
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The staff a]most ent1re1y perce1ved one strategy to meet. these c11ent‘

needs - to ut111ze the1r own f1sca1 _resources or the resources of those

nuho felt a persona] ob]1gat1on to supply resources (e 9 , Darents and

ts‘re1atgves) 0n1y one - of the group homes 1nterv1ewed was act1ve1y

——

»expTdY1ng the possibility of ut11:z1ng vo]untg%rs to supp]ement the

ayedﬁptaff

LR .
‘Urganization Structure ) _
. : . ‘ ‘ . . S

) . o

A1l of the operational level staff within the oroup~homes focpsed:on thet

>, . {

' elient - Although the R.P. l's had = two years of community college .

¥

2
spent several years 1earn1ng on the Job Both the R. P 1 s. and the

T A's- were respons1b1e for d1rect c11ent Care 1n the group homes

Their tasks included 1ook1ng after the bas1c needs of all of -the c11entsf

—(é:g. dressing, feed1ng,i to1]et1ng, shelter) during their sh1ft,

arrang1ng. and tak1ng the1r- cl1ents‘ to dental and ‘dpttorf

'appo1ntments, dFses§1ng the1r c11ent s needs, writing deve]opmental

programs, and meet1ng w1th pargh;

47context of the c11ent 5" core team For example: .

Researcherﬁ-,“Couﬁd you descrlbe your j

@ SR

Staff: _Q@7”My job is, in general’tto care for the well bewng of -
: .. seven dependently. handtcapped lients within a group
dg? home setting and‘a community se§t+ng~)
* f

Researcher: ”Cou]d-you 1ist the tasks that jOU have to do?" .

,“There are’ the custod1§? aspects and then there are
the program aSpects " - . ‘ o

: "What are the custod1a1 aspects?“'

“CuStodTa] aspects are the daily up-keep for each of

er

education, their respons7b111t1es were identical to the T.A's who had*

ﬁ%nd schoo1‘representat1ves w1th1n the



Researcher:

Staff:

Researcher:

Staff:

“44

‘those seven clients 1in terms of persona1 hyg1ene, in

terms of making sure that they are fed and clothed;
they're bathed. Just the basic human needs.
Providing them with food, shelter clothing."

”And the deve]opmenta] tasks?"

“They are to carry out. the programs or procedures as
prescr1bed by each key worké& "

"So you are a key worker as well?"
"Yes, I am a key. worker for two c11ents, but T'm a]so

responsible for carrying out the. /programs  and
prooedurqé for all the clients during my shift. So 1

write programs and procedures for my specific clients,
;but  I'm - responsible for 1mp]ement1ng everybody's”

programs and procedures for all seven’/ clients" (0-A:
1). f ' '

Those staff who are assigned keyacljehts, developed a 'core team'

tpnsisting of those pérsonsfwho were significant to~the'cﬁﬁ€ht:

3

Researcher:

Staff:

Researcher:

Staff:

Researcher:

Staf¥:.

Researcher:

5

Staff
Researcher

Staff:

. "Ang: you work within a coré team?" .

'?*“We re supposed to meet month]y

~

"Who else”is ﬁr : . core team?"

"There is mys f“ﬁthe parent, the guardwan, the
teacher,. and the social worker."

"Ande.uat are the roles of the various people on the
cokd tegp? What do they do bas1ca11y7“
‘;‘% { e ‘ i

' ”AﬁT decisions made “a$s to what happens w1th the client
iy baSIQ gLy & gore team decision. Of . course the -

payer 51 Uard1an‘deC1s10n is the final one. We work

tqget er on com1ng up w1thmgoa1s for the client,"

1
wa often do you meet?"

\g:":'

-

\re you rea]]y’ The core team meets menthly?"

‘"Oh I meet ‘with the parents and i@@cher, the core -

‘team u5ua11y meets every four months" (-pP: 1),

I S

5 Ty - N -
o » “‘. R N
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The core team therefore, was the major goal settino and -program

: . :
monitering unit for. each client. Aﬂthough thec-key’-worker had

signifﬁcant input into these decisions, it was c1ear that the f1na1

<

deciséon was up to the parent or guardian. This was to ensure that

‘famjlia1'va1ues and the parents concerns were used‘to guide decisions,
- a$»opposed to theindividual or professiona1 vajues@of.the key worker or

the organizational or societal values of the other members of the core

team (Christie, 1986).

. The houseparents focused on planning the meal menus, shoppfng for food,

housecleaning ‘and  laundry. Most staff, however, ;vieWed “the

‘>

houseparents' much more than-housekee%ers' The operat1ona] Tevel staff'

were almost unanimous in their concern regard1ng the manager1a1 decision

to reduce the fulltime houseparent u;éml?t1me 7 3'
Researcher; “Why do you think they got cut7ﬁ*

Staff: "1 guess the only th1ng 1 can thwnk s because of the
direct care of the clients, they just do things like
~cooking and cleaning. They're not important things,
& you know. They're very time consuming." B
Researcher: "You're be1ng sarcast1c in. terms of ”nat important”,
'?ll
eh? St
Staff: "Yeah, ecause they are very important. Housepgrents
' are very important persons in this home."

-

Researcher: "Are they 1mportant in all homes?"

Staff: “"1 hope so, but in this home our houseparents are very
important. And I think, to, the clients know that the
houseparents are there - like; the person who makes
their. focd- and everyth1ng [t's sort of, a nice
family, like a family. She's like ‘the mother

Researcher: "And so why-dtd they cut her?" : &

Staff: "Good questionﬁ I guess'they were trying to eva]uétei
o roles. I mean, here .they cut a houseparent and then.
-they figure we'll have two ha]ft1me housepavents
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where fhny cou]d have had one fu11t1me hodseparent and
we Could have had a wage person on the weekend. You
know, because they could get a Tittle more informal on
the weekend. But .during :the week, she plays a big
role.” . ' _ S . P

Researcher: “You mentioned you thought it was that they evaludted

roles." ' P | _
“,'Staff: | "Well, I think they looked af eVerybody and’ thoaght |
S who was - who they con51dered to be the least .-
1mportant in the home." . ) . ‘ ‘

ReSearoheri' "Ah based on their knowledai "
Staff: - "Yeah, their knowledge who they felt - . 1 do not
ST Feel that we were consulted. - Well, we were, but we

gave our feedback but I don't know where 1t went - out
the w1ndow [I guess " (0 H: 24).

.

The homes, theretore; funttioned? as organic 1ntegrated units with
.everyone. work1ng on a peer bas1s and endecvor1ng gb\run the homes in as.
qptéi]za manner as.poss1b1e. In most homes everyone pttched in when:
they saw sonething had-to be done - eq. :somt houseparen;s he]ped with
feeding, d1rect§ care staff “and superv1sors helped w1th the ]aundry,

r’ : —

. vcook1ng, and bed mak1ng

~ The b1 week]y staff meet1ngs also ‘resembled »a"fami1y meeting w1th

=
everyone prov1d1ng 1nput regarding. the deve]opment and eva1uat1on of

B g3

‘cllent programs and general procedures of the*.home. -Th1sv,structure
'appeared to be quite congruent with organfzatfon's stated mission and
strategy. L —_— - .
. . . . N . \ / -
5 ., i s .
W1th the advent of the fiscal restrai t, the superv1sors were requ1red.
tqw fi11 the-shifts in the home that wbuld ‘otherwise requ1re a wage
_person The operat1ona1 staff stated that th1s resu]ted in a 1essen1ng

“of the t1me they had to spend w1th thejr superv1sor rev1ew1ng the1r

s .
»



S

deveTopmentaT pTans and. goaTs The reduc tion in Wanpower resources aTso .[

3 . »

~
l’

‘resuTted in a cut back 1n the number of out1ngs for each of the«chents~ ,

f»s1nce if one staff took a cT1ent out for an eventng, that Teft onTy one

T a b

.7‘or two staff dn the group home to care for the other s1x S ‘_"'h_gvi
.'In add1t1on, once ‘the fuTT t1me houseparent was’ cut tofhalf twme thed;'
”_quaT1ty and t1meT1ness of the meaTs started to. vary due to the var1at10n :
n the cook1ng skills of the staff S1nce the or1entat10n of ‘the dgrect

"'care staff was to focus on client. deveTopment awd care,-the cTeanT1ness

of the homes were v1ewed§gs secondary, resuTt1ng in an apparent drop in
'the generaT state: of neatness and cTeanT1ness in some of the homes,u One'

3 'houseparent who was angry at be1ng reduced to han t1me, feTt that

Jnanagement shoqu have Tooked at- themseTves f1rst ‘_'

: ?Wu . Researcher "Do you th1nk that: there was a better. way that they ;
. . - [management] could. have cut if they wanted to ‘cut {@”
T~ o © . much money out?" . . e : .

' Hduseparent_ "Yes, they. cguld We don t need for each group home
. - © one -supervisor. They had ‘it before,” they mgnaged
three group homes.  And look how much. pay they get!
, So if “they cut’ the b1g superv1sors, the b1g bosses,
L you know? . P )

:_.I onTy get’ —‘Tast Decel er'theyvton me I-got a raise’
"and now -] get yearly-/$21,000.00 so, Took what the
superv1sors got' They got a - lot more.

_ Do we need’. that APD ED. or RM7 Those are . three
‘bosses, why are . there three bosses when. we only need
one? ... That-is a waste of mdney ‘We don't need

. those 1d1ots there! They\dan t do noth1ng .anyway." £

lw
o~ v

.

~In the vast maJorlty of homes, the staft trTed to make up for the Tack
~of resources created by the f1scaT reduct1ons, by takfng work home, or

' return1nd on the1r days off to heTp w1th spec1aT events (e.g, bjrthday.

il ¢

™ "." " : o , " . ,'I-
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The staff 1n one of the homes tnterudewedtlhoWeVer,,

started tb Took for other. resources

“

Staff

Researcher:

Stgff:

' Researcher:

- Staff:

W
Staff:

c»7.  Researcher:

: éﬁihow are you fwnd1ng out\or gett1ng 1nfo'

V“To take the cTtents out7"

“... We've started to recruit volunteers. That's how
we are going to use the resources to compensate for
the staff shortage for recreat1on .

erms of the need for volunteers to “the o/

‘"Through the VoTunteer Act1on Centre I've. aTready ,
. got two volunteérs started. [They] will be starting-
~this month. Actually, a girl - we were lucky, a girl

‘called her ‘[someone. at the Volunteer Action Center]:
~and wanted ‘to- volunteer. - So we -called "her up and
"1nterv1ewed her and everything. And then a .staff' s

51ster But I'm going to be - just through friends.

"I've talked to a -few friends who are willing to- cohe
in. . And the Volunteer Actid¢n Center. <Also, through
the YWCA. They have the Le1sure Program where they

‘y111 recru1t for you."

"What do you see the voTunteers do1ng in your home7” g

MOur bas1c purpose for the voTunteers is recreat1on

Is to [have them] come in and assist in the recreatton
for the clients." o :

]

) "Yeah yeah We part1c1pate in sw1mm1ng every

Thursday night. . "Shopping, or just staying in the

.‘group home and have a leisure act1v1ty As opposed to .
. the personaT care ‘type of - come in and do the basic

rout1ne bf the group home staff. They're purpose
would ‘be to come in and ass1st w1th recreat1on” (0-C: -
3- 4) : B

e

Human Resource Management L ;

S , A - o R , '
- The RPKs‘were the'higheSt paid of the:operational level staff. The

: m1n1mum requ1rement was - the compTetaon of the .two year Rehab111tat1on

Pract1tloner course offered at the commun1ty coTTeges throughout the

province.

Through their educat1onvand'pract1cums, the RP1's developed

Egéhskjlls:io assess thééneeds and.destgn_deyeTopmentaT programs for the:
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vmenta11yA handicapped The Therapy - Ass1stants and Institutional’
' Attendants needed only h1gh schoo] educat1on They 1h1t1a11y focused on

ma1ntenance‘ care and 1mp1ementat1on of the programs designed by the :
others in the home unt11 fhey, the1r peersaand the1r supervagor fe]t
| they were. competent to des1gn c11th programs onﬁh@§1r own, h‘

| o’
-The salary as well. as the educat1ona1 requ1rements were therefore‘seenv
as commensurate with the roles of the various. staff pos1t1ons

: Researcher "What s the d1fference between an TA'and a TA and an
2 : RP1?% :
Staff: ,'"An Inst1tut1ona] Aid is someone who can carr/ out
programs but not design them. A TA can design them
/' with supervision and assistance from an RPl and the
& supervisor. RPl's can design with input Xrom . the
'Eij supervisor. ... S L -

Yo‘r"RP 'has to have a degree -  a ‘diploma’ o
ificate = a two year certificate or d1p1oma A TA
can have grade 12 plus working w1th the clients.’ 3"

Lo

Researcher: "Is there a numberﬁof .months that they have to do’“ L
Staff: . "Yes. And then your IAl can be grade 10-or above -
2. . And then [we have] what we cdll wage staff.: Theysfg

generally on call they also dg cover off positigns: Af 7

somebody, say, was on maternity’ leave. or sick, they

a;ou]d be slotted 1n, say, for a few mopth"" (05M 1?)

. . TN ’y. .
] . “ . ". ' "{‘ : . A,‘Av-ﬂ.'

" The standards and processes for the c]Lent programs#were deveﬂoped by

‘the Program Consu]tant and 1eg1t1m1zed through th% organ1za%1on S, po]rcy
on the Inde1dua1 Program P]an ? P P - Learnvng Theor} technodogy was'\

F

; E . S
utilized to “Took after" the c11ents ' S f ) d";'I.'}' ,T
Researcher: "and by "}ook1ng after“ them dg you mean z G f each S
: .child has.a .program,. they re the ones: 1mp1ement1ng the
programs .on all of thé ch11dren?“ L : ‘

Staff A: ."Everybody involved, yes.“". j o

)

Staff B: “And our programs run, if ygd haye:five schedules, .
: ' . . [ o



.

“'The I.P.P. pohcy reqmred#, that e@@h C%t

-programs. ALl I P.P's were rev1eWed5by .th

i . . K ’ \ 730
that kind of thing. So a11 of us have to implement,
and like every two-minutes there's a buzzer going off.

We' have approximately elevén programs running ‘right
- now in this home. We do not have time - with two
gzople, we do not have time for one-to-one- w1th any

1 .

ient." ?’

| Staff C: - "Yeah your 1ucky 1f %gu get time for fwenty minutes."
'»Reseancher: “So you've got re1nforcements to g1ve - ﬁ

Staff A: "You have toileting t1mes go1ng off wnth seven at all

S - different times. ‘You've got feed1ng programs going
on. You've got- DRO 'programs Tike VI schedules, say,
in approx1mate1¥;,very on the average. of every seven.
minutes. 5 G 5 .

Researcher: "DRO is what*ﬁ} ,? |

Sgaff'A: "Its called D1fferent1a1 Reinforcement of the Other
| ST behavior. What yoqu're doing is giving ‘the client
\\ . tons of reinforcement - hoping the negative will go’

away.. Right? Like -if you want to ‘teach the boy not
to sit‘down you encourage him-to stand up. So dt's a
behavior that isn't concurrent with the other."

Staff B: 'So the buzzer rings on an avérage of a 'V fifteen',
so ) _ 7 ,
it could be every three minutes. ~You would have to go
Y - .to that client get a positive reinforcement [such as]
’ edible or a pat on the back, spend two minutes with
. him, meanwhile leaving one staff with six others.
. (O—M: 13-14). :

¢

?;ﬁaVe'“five,_deve1opmehta1

fsupervisdr and Program

* Consultant in Ch1]dren S Services and ‘the " Program Spec1a]1st in the

Adult Services unit. They also- required the consEnt of the parent or

guard1an be.ore they were implemented. The_ staff were eva]uated

3

accordance to their compliance to these’standards as well as the degree '
to which' they cooperated- 1n,'the‘ homd.  The redictions. in manpower
resources resulting from; the. fiscal reductions put a strain on the

)

achievement of the program goals. Most staff however, stated that their
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superv1sors wou]d take t&? new s1tuat1pn into cons1derat1on during the1r

o N
v

‘evaluation. . o - .f

'»Researcher:v "Has the budget cutbacks had any effect on the
. -criteria used to eva]uate you7" o

Staff: "Well, yeah I would th1nk it would - it will.”

_ Researcher: "“Because it will increase. the amount of. tasks you '
‘have to do now?"

- Staff: "Yeah, thats bas1ca11y why And at the\tgme t1me,

- ‘ because we're. to be evaluated on our ‘performance and
our achievement w1th the key c11ent ‘And towards -
programming and teaching sessions, we' re going to have
so much less time* to do that. Now ‘that [will], you -
know, certa1n1y affect the way that they .evaluate your
job. : ‘ '
Un]ess it's actually a put down on your EPA's, well,
Jyou're responsible to do this and we expect less from
youﬁv like right now for the RP1's, they expect to
Have five programs . each year for their key client.
Which is not-a lot, if you consider the amount of
7tasks that need to be taught

But I mean five programs cons1der1ng all the tasks

- that need to be cut down, by steps, and from step one
~to which ever st¥eps you need to do. So if they do cut

. down on the amount- of programs and the amount of time
. you actua]]y have to spend with the client and.put it
toward' the houseparent duties, we]], thenh you know -"

Researcher:_ "0. k., so that'1l effect how your performance is,
' - eva]uated” (0 D: 5).

. LN
[

® o : : o Ty
In Chi1dren's Services;- staff development ocdurred primarily.on a case
consu]tationvbasié-with the Program Consultant. In Adult Services, the'
Program Specialist designed classroom sem1nars to update the sk111e ofi
the frontline. The reduction in f15fa1 resources resulted ,t theha
e11m1nat1on of these staff deve1opment seSS1ons | 0n1y those sess1ons.;
'requ1red by the' regu]at1ons and standards dﬂ the department and
government- (e.g. first aid knowledge,Jproper 11ft1ng‘tethn1ques, etc.)‘

PR

were continued.
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Recruitment and orientation of stafttinjthe group homes was condUcted byf
" the group.thome superv1sor There was very 1ttt1e movememt t
- operational 1eve1 staff between group homes._ Pr1or to the fiscal "
| restratnt‘ the wage staff usua11y worked in more than _one home andfn
prov1ded an operational 1eve1 veh1c1e for exchange of: 1nformat1on W1th”
hthe advent of the restra1nts, the group " home superv1sors tended té
protect - their wage staff because of the h1r1ng freeze Thus the«
exchange between homes provided by the wage staff Was reduced ‘

3

_The Political System

]

Mission/Strategy” ' o . o R

.

Many ‘of' the. operationa] ) . staff statedf'that they‘ hadntt rea]]y

thought about what the m1551on of the organ1zat1on was However when
asked what they were try1ng to accomp11sh in the group home, all of the

staff made statements that were in line w1th /Qhe forma1 mission
N

. statement. Many staff mentioned that the1r recent 1hput into deve]optng

a group- home m1ss1on statement as 1nput. tnto thE‘ mission and value
E] ‘14 .

statement sem1nar was the . f]FSt time that they remembered contr1but1ng:
to the organ1zat1on S m1sswon statement. They were not sure, however

, 1f management actua11y cons1dered their 1nput  For examp]e
“~
' \Researcher. "Nho formulates the mission and goa1s of the
organtzat1on7“ ‘ :
Staff: | "I Know that ED has said, we]], we 11 get one staff
' v from every group home and the supervisors to try to
- establish goals' and that sort of thing. So I'm not:
sure what - [' m not qu1te sure what happens after‘
that." - ‘

Researcher: "0.k., 50 he gets'your dnput; “But do.you_actua11y

,a‘. g
SR . -
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-make decisions?"

- Staff: - "Oh no. I wonder if he rea]]y does take our 1nput o
. o into consideration when the government is. telling him
to do one thing and he gets from us ta do another
_ th1ng So who's he going to 11sten to? :

. I think we shou]d be involved. Myself 4 think we:
" should be. 1nvo1ved in a decision of what it'is because

.2 . we're the ones that are doing it. And if we make the -
- - decisions- than we shou1d be comm1tted to fo]]ow1ng it
'f(O K: 17 -18). : :

';‘Q‘Orgahizatjon'StruCture '
R R

“‘A1T-operationa1”Teve1 staff interviewed, knew who.their.superViéor‘was”
- and who the1r superv1sor reported to. Thoée in Children's Services
- ‘ 4‘4, - : v :

appeared to be somewhat more fam111ar with CPD and the program

e

gmnsultant .than those nﬁ the Adu]t <Serv1ce5‘ were regardino the

. “ ’
~’gorrespond1ng pos1t1ons. oA]most none of the staff at this 1eve1 had met

"4}he d1rgctor except on what they felt was’ a superf1c1a1 basis. Most had

: %n]y se@n the director once and many dwd not even know h#s name

. -

'f"(‘ﬁc‘g‘ e

Except for .the effect of the recent cutbacks, most of the operat1ona1

staff dhd not know. what the strateg;c managers d1d nor d1d they perce1ve
: SRR -1

a need for them Th1S wag'part1cu]ar1y apparent in the Adu]t Serv1ces

for examp]e, wh11e d1scuss1ng the organ1zat1on structure, the researcher

,rece1ved the fol]ow1ng response,L n;y-i o 'PZ’_ e
Re§earcher "0: k Iy who 1s above your superV1sor then7“ H. .
S Staff: "'APD Vo IR,
» B . : . : ) 1 ’d &9"
_Researcher "APD - what s hvc Job7"[\ R S

o oo T e
~Staff: . '“Don t know // ‘ R

© Researcher: “You4don't know atiall?,~Hasghe,been;here?fi__-t<~‘-' .

-2

. - . L. . . s
P v N . . - B .
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staff: . "... In three'yea;s I've seen him twice. It Waipf
‘ - staff meeting, and one it was for an openhouse“din ner
’ at Christmas - last Chr1stmas actua]]y .

Researcher: ."So he is. tname of supervisor]'s superv1sor but you

‘ don't know basically what he does?" o j,_
Staff: . "Well yo§§know the only th1ng that 1 have sgen “From
. ~him is aUthprizing - you know over Fsupervisors name].

Like [superv1sor] will give.us, '0.K. we can do it but
"1 still have 'to get APD's permission'.. And- then APD
goes to somebody else or whateveru, That s bas1ca11y
what happens" (0-E: 8). _ ,

This Tlack of knowledge regarding what . the_,hanagers appeared to, be
related to the fact that they have not had many opportunities to talk

with the staff. Th1s led to fee]]ngs of m1strust“

Staff A: "Well I don't trust them [the managers] W 'g\‘
_ Researcher: "You don't trust *hem7” " )"/ B
A / : z l
’.AStaff A " don t believe in them because I don t see them I

don't see what they do. We don't see what they do,~
[they don't see/what we do " _

"/

Staff B:. ~ "In the six years ‘that I have been here T haven t seen
. _ a heck of & lot of improvement. I've seen a- ot ‘of
ot . changes, -'in fact its going down hill instead of

-better. ' _ ’ : AT

You ;know, when [ started, . money was plentiful and,
hey, we could buy anything we wanted. 'And we did. We
got six-grand -left in the bank and we've got to spend
it w1th1n a month-and we would ' v

Somet1mes the k1ds got everyth1ng And 1t was for tﬁ%
clients. We had taxi vouchers and we had vans. We
could phone them up and say 'hey we want to 90 here'.
And they would come and p1ck us up and off we'd go and*®
7 the clients were happy. Stgff was happy. Programs
. " were. smaller. ‘And it was. more for ‘the happ1ness of
% the c11ent ‘than. the comfort :

4

Now a]] of a- sudden its shov1ng them to bed at 8: OOpm )
SO we can get the, paper work -done - because we have
‘timelines they have to.be done. It's more for what
the paper work is and it's no more transportat1on, and
no more staff deve]opment

LI



So in the 514

‘clients at ally, 3

Yk 15y
‘s that I have been here it's .going
down hill. And, Y don t see any benefits for the

’~<

getting to be a;'

many v1ewed him as mere]y puppet1ng the wishes of the bureaucracy

Researcher:

Staff:

Researcher:

Staff:

Researcher:

Staff:

Researcher: -~

Staff:

"How about with ED? Do you know what he would be

involved in in terms of the regional management?"

IlYeahll

"Q.k.,‘dovyou think 1t“scparticioatory at that 1eve1?ﬂn

-"Oh, "I would hope 1t would be but [ just - you know,'

aga1n, trust my own fee]wngs - 1 think ED is more of a
"yes" person because he's not rea11y a]] that. fam111ar
st1{1 with. the agency _

1 think a good exampTe of how unaware. he is with the
agency is when we were having that big problem with
transportation for a client .7. . And yet Bob was

- saying 'oh no, we don't have any problem with .

transportation‘

That just showed to me that he was very unaware of

what the needs of our c-1ents are.," : A

"0. K , what are 1nd1cat1ons that he is a yes ma"7“

“

"Well, its just a fee11ng Its Just because of things
like that, and him not really coming up to the group

home, and I don't th]nk he really knows what we're
‘rea]]y a]] about "

"But who.s he saying 'yes' to?"

"RM I think RM tells him 'this is how it's go1ng
to be', and he says, "0.K.'." (0-H: 23).

B

Others viewed him as appearing at the group'home only when there was a

problem. As one staff.person stated, %we see ED when there's a crisis.



That's about the extent of it" (

in that same home viewed him as mo

Staff A:

Researcher:

Staff A;

‘Researcher:

Staff A

R 256
M: 17). Howevér anether staff person

roachable.

"He's sort of right in middle managem53t> Smack ih

‘between the fiscal side dand the employees' side. * You

can see ED at any time you waht though, if you have a
problem. The agency does prefer that we use the
proper level: [supervisor] and CPD and then ED "

"So he has an open door policy pretty wel]?“’?
ﬁYes?'he does."

"But. not many people use it because he's over there

- [at headgquarters] and you guys don't get over there."

"Well, cogmon sense sayS-you'Walk up:the ladder -
instead o 'jumping up it" (O-M:918);

t

Many of the group home staff suggested that he not on1y spend more time

in the hom‘rbut a]so get to know the homes by work1ng ‘one or two shifts

a.year in

Researcher:

Staff A:

Researcher:

Staff A:
Staff B:
Staff C:

Staff B:

Bhe group home. . - - ©

s e

"I mean he ED is administering us. He is
adm1n1ster1ng this organization and. that shduld be |,
where’he starts. He, shou]d know this organ1zat1on,
what it does and how.".

"How does he get ‘to kndwgthat?"
"Front 1ine" |
"By  coming and working‘a'shitt?“gf

"Take a few shifts." . _ R \

"I don't know."

3

"It would take more than one shift."

"I think it would be pretty difficult for him to come
dn-and actually work shifts, but I think there's

“definitely got to be more of a. thing of giving us the

opportun1ty to .come and let. everyone along the
(organizational] line know exactly what we do. What

| night duties are all about. What being an IA is-all

about. 'What a typical day is like. What our jobs are
like, our frustrations, our achievements, our happy -
times. They've got def1n1te1y know."
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. Staff'C; . "And the’ particular.nature of the clientele we have.

o You know that it,is.a very expensive group Qf peop]e
to support in group homes i S

Staff D: "He s not part1cu1ar1y approachab]e“ (0-K: 19).

:These concerns regard1ng management, however, were rot. of great concern '
to most of the group home staff or a day to day basis.: Rather, they
:perce1ved the1r fe]]ow workers and the core team -membérs as hav1nq a

major. influence on them in the heme.  For examp]e

-~

Researcher: "Who 1nf1uences what you’ do- and the way you do 1t7 Do

~ you work as a team. together, or is it the’ superv1sor,’
or are you on your own7“‘

Staff: : "Malply‘yourupartner, everfﬁody wotrks=in teams of
10, So that L woud d say.your co-workers® (o-g: 3).

Researcher: “who 1nf1uences what you do in terms of your Jjob and
: : the way you do it?" ’

Staff: ‘"I guess the cpinion of all group home [staff]
' - - zTh1ngs that we decide at the staff meeting, we ‘11 do."

Researcher:. “Sg you work as a te;m qu1te a 1t;"

Staff: " "Yeah. Sometimes it can be - the. supervisor just
makes a decision,.and its really not something where
anybody has input on ---. we have to do it. Or it
might g0 even above her. It might come from ED or
somebody. But most]y we sort of dec1de at our staff;f
meeting" (0-B: 3)

D)

The major power issues ¥f concern to the staff were the client focused
“issues that were being expressed by the parents.or guardians, and the

organizational and procedural issues being . expressed wnby _their

vy

supervisors,
Researcher: "How are decisions made on the core team?".

Staff: "Well, we're taught that the parent actually has the
' . final say. But what'we do try and do is write goals
that the school, the home, -and ‘us agree on. So we
always try and. come- up w1th a consensus. ... "

' Researcher: "So do the parents stil] p1ay a rathen pass1ve role



‘ 4”than expected [1 e. ,] you re. gett1ng paid to do your
"job and-they want you to do it - as opposed to them

-~ being really jinvolved with what happens - ‘as if [the
. home] was part of the1r fam11y7" _

Staff: "In our group home, that's true" (0-B:- 3).

Researcher: "Do the pafents pretty we]l consent to whatever the
' " key w0rker sungests7" .

Staff: .”We have to have all consents from the parents bef re
' we do anything."

)

'Researcher: "So they techn1c(11y have veto power, they can say
'no’ L0

Staff: . ”They have total power

Researcher: "Do they. really? O K., but 1n practice do they Just
- usually .consent to- rwhat you re suggesting, the key
- worker?" e S

Staff: “Yes, usually, yes* (0+0: 10),

Therefore, although the staff acknow]edbed that the parents or guardians

of their clients had the final say as to ‘the developmental goals and'

programs for their ch11dren, in pract1ce, mapy parents went- along with

the suggest1ons of the professionals. ) : | ’ .-?r

\ : Lo

- After the reduct1ons due to the f1sca1 restr&#nt the group home staff(«
became accustomed to the superv1sors spend1ng more time in the homes,y/
In fact’ they appeared to deve]op an expectat1on that the supervisor
woold spend more times ‘in the »hbmes on .client and home centered

activities and issues instead of working out.. of their'offices at the
central headquarters. ér-%, h

_.__; " R A / I

Researcher: "What' effect has the fiscal restra1nt had on who
. ' influences you in terms of the decisions that you have
- to .make. In terms of what you do? Has the fiscal
réstraint changed that at all .[such as] putting more
. - emphasis on listening-to parents or not listening to
o them or youw supervisor or what ever?"



o

\ 3
- you're needed, and wanted, and it also 8

.75Q, :

Staff: S "Well probabky to the superv1sor because he 1s “around
‘ more. :
, i .
Researcher: . "The superv1sor is around more so she has. move

influence on what you do?" . , . '

.,‘

Staff: - "Yeah" :(0—'F: 6).

Human Resource Management

The IA's and TA's did not .view' themselves as‘ being able to advance

beyond their cdrrent.jobs in ‘the Organization. For‘them.advancement*

, . . _ . _
meant having ‘to go back.to school for two years.: Most however, were

\ou1te content with the1r jobs, “the kids, you know make you feel 11ke
: s "

'5H_L worthwhile that

you are-doing something worthwhile" (0-K:

The RPl‘i perce1ved that their advancement to an RPEilisupervisor).

pos1t1oé%depended on two- factors: 1) a demonstrat1on'of4good'client'

programing skqlls and knowledge, and 2) being perceived as a competent

Teader by an outgoing supervisor or unit director. A number of persons

interpreted this latter ooint as a gign of favoritism, while others did

not. ;

-~  Researcher: "0.K., you've told me that the only way a TA can get

‘ ahead is to go back to schoul - from what you've said
. because 'you need a degree or something." ,

Staff A: . "1 th1nk that-that kind of carries through a]l the .

. ~ Tevels depending on your degree when you .come 1n "

Staff B: "Thats a real st1tk1er because a lot of government
.agencies [§tate] 'yes, you have to go through proper
channels and you have to apply for :the pos1t1ons and
you have to have the educat1ona] requirement’ and
experience requ1rement or what ever ‘ .
Sometimes it has hot happened exactly that way, but I
mean there's nobody that can say exact]y ‘why. But.
- . . j L3

13



LI A. . ) . . . o p 2§)O :
‘ sometimes it just doesn t happen that way. - But.most - .
of the time you have to'come,through apd interview.
You have to apply for a position higher. - You have to
have the education, and the exper1ence " :

' ‘Researcher: “Anl the way up’“‘ - o ;;
Co < . = )
- Staff By "Yep. When I was hired on, that's what I was told"
S 0-M: 200, S R
) c % :.”" i o ' ' o . e
Many of the staff hOWever, had no des1re to ‘seek . promot1ons ‘As’ one
R R : T

-

group of RP's stated

‘]’Staff_A:, | ”I vessat in that pos1t1on [RPZ superv1sorJ you know
T Sox per ona]]y, ' don't [want to be promoted] A

'ﬁfResearcherga ”why not v .i g - 9' s
‘-StaffeA; o MIt's an exper1ence - like at taught me a- 1ot I will
: * not’ say that it. didn't, bt 1 didn't care for the

hour to sgit -myself, -I-didn't like the upper
maﬁ&é%ment and have they Tower people - you're in the
m1dd1e, and . I didn"t tare for that ~Mind. you, T

B | 1earnt qﬂot v ' \\;

Staff. B: "y th1nk a: Fam11y berson m1ght be more - concerned w1th Z N
gett1ng ahead.  You know, ‘to the RP2- [supervisor]s -
Because you 11ke % n1ne to f1ve type. JOb and a chance '

to move up: v »n B _ o . S “n' E

Se,

»;StafT A:“;. "You see, and I 11ke the front 11ne | Because g m1ssed

- Ji;v~ that., - . missed- actual lymworking with the c11ents :
J themselve§ because that! ﬁﬁ%éat 1 wanted to do v '
L -J.. | - ’ .
o g%aff B:  "It's rea]]y not’ much _more money You are tak1no on a
ik o lot of respons1b111ty and a 1ot of stress to. have that
T _ Pos1t1on o . N SR
.Staff A: "I made less in. t\@supervieo_ry pjos;itio‘n than 1 made
B ... .in-a group .home to But . its also - I mean if you

SN -want a nine to five- JOb .and your weekends off, then
L 1t S gréat. You know that way. K :
T SR I found that 1 had tlme for noth1ng edse bu* work A
Y. ot w7 wast there until five-thirty, .L'd ‘go home and -makdil.
R " supper. .and 1'd have to do eyerythlng that I°m1ssed out: ,g~s
Twoisd o0 during the day, and, then try, to de altl your bank1ng
&% and evervth1ng e]se It d1dn t su1t my 11festy1e S

e :N;{;i, [But] were I more concerned about mov1ng up; - I wou]d
T def1n1te1y cu]tlvate a fr1endsh17 with" people a Tot,

' .
o . 3 . .
- P .o . T 4
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knew (0 M: 22)°

.

h1nhcr up then I am You d rather h1re someone you.

C e

: '*:h\i; .

The staff at thig lével, viewed_the_superviSOrs as the ones who evaluated .

.based

b_them based~om;their mutualTy'agreedé'annUa1ygoalsi_ Thes:ggoa1s were

primariﬁy-,oh'ithe-'responsibi1ities' Qescribed in the1r jobﬁbe

descr1pt1ons supp]emented by a few- persona] and profess1ona1 development

goals

A11 of these. cr1ter1a were c11ent or1ented Most staff v1ewed

the“e‘fect of the. f1scal restra1nt as pr1mar11y 1engthen1ng the time

pe“1od requ1red to meet the1r c]lent goa]s many a]so quer1ed whether'

the standard of care wou]d eventua]ly reduce to a ma1ntenance level over

t1me

cons1derat1on

cYLe

Ihé

d1rector a%, 1hf]uehc1ng the1r final rat1ng ,of the1r performance

°

Al expected that the1r superv’?ﬁgs wou]d take the restraint 1nto '

:resources'was beyond the staffS' control.

when' do1ng ‘their ~evaluation sxnce the reduction, in

v" %f@ﬁ

AR

staff hOwever, a]so"viewed: thew managér 'and' partiCUTar1y the

Researcher‘i

C Statf.A:x

| Staff B:

L.

m

‘Staff D

LA

: superv1sors gé be1ng under pressure not to award the h1gher rat1ngs

= Staff C [—~’(?héy d te]] them.what to 1ook for

appraTsal as de11neated 1n the fo110w1ng passage, the staff v1ewed the

_,‘A.
.

"Who- influences the way you "re eva]uated? You sa1d

that you mark your own comments.. DBoes anyone e]Sevv'

.1nf]uence the way that you are. eva]uated7"

.:‘"I th1nk the. d1rector would 1n some way." B R
.y(. . . . 2 e . . . . '.". [P

. e PP
BV dh “n L : . ,: ‘7 . ‘N

-y

“Wei] ]1ke I know of %icase where a,g1r1 wasn t g1ven .

paat 'f1ve’ *which™: is the “tops .. You . kind” skip

- ipcrements .or . tever, and yet she was .an - exce]1ent-~',

s

-worker and eve th1ng And yet: Just becaUSe ofs the

"jcutbacks, “they didn't want “her to- move “the = two’

- Cot

~ Reséarcher:

-'"To save money7" .

; U1ncrements up‘pr whatever M ;auc' P .;a

LS
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"~ Staff D: . ”Yeah, and the h1gher ups - don t they d1scourage
supervisors” from. giving anything more -than 'threes
now? 'Three' is just. satisfactory work." .

Researcher: "Why do you think?" e i' N .
~Staff Di ‘ ”We11 I'm not sure of that Well now.yOU'don’t get a'
RN pay 1ncrease fop even. a four. I'm not sure what it
is, it's from the cutback <or not. ‘They don't :
J . ’encourage anyth1ng more than a 'three'.! |

L Researcher: "So a three Tis “do1ng your, job'?"
CA o :
G . .{ .. .
‘ Staff C: - "R1ght, -and do1ng one more to your JOb #ccording to "
o - the defﬁn1t1oﬂ N e R,

" Researchér: ”And if you fee] that you ‘ve done more than your JOb
you used to get a !four' or 'five' and now you don't?"

Staff C: = "Yes." . S o e e
Stafff: ~ “And also what 1t is, is 1ﬁ\you have 'four', it gnly

has to go as far as CPD, the Servicé D1rector who says -

'0.K. I'11 approve: th1s - Byt if it's 'five' it -has

to go all the way up ‘to "ED kind“of ‘thing. . And- then

you get into this 'oh I really don't want- to bother'
" him about that!. You know, 'he'll probab]y say ‘M

- S and everyth1ng 11ke that. '

5 So the h1gher mark that you get the’h1gher you have
.+ to go.  So they're- Just say1ng 'well, ‘why. _bother?
' 'lets Just g1ve you this' A S
. ‘Résearcher:. "So theré s an organ1zat1onaJ process 1nvo]ved that
: - ¢ requires’ jthe “higher. the  evaluation mark the higher
" it has to go in the organ1zat1on?“ ' o

- Staff D:f’t'L"Yeah which s val1d you* know, 1ike’ thg;e is noth1ng :
e L wrongd. with that. “It's just-that, you know, ut makes'
R B zpeople not want to go that h1gh "o ,

*Staff D: ”«, "Well,. not the .individual® but the person eva]uat1ng
o - you has to go through th1s and this. to get to there !

_hesfeé“rc@r.s "why not7",

Lo ¢7Researcher "“You sa1d espec1a11y now because bf \7Ur f]
-_.// [N “.l".'.‘.-
e Staff D ’3”It s Just everybodﬂes 1ncrease 1n the workioads .
’ AR too." . : .. .. ’ : L -
‘“‘Researcher; "So the\‘ncrease in work]oads -'sort of, 'the '
. supervisor has enough. to .do as 1t\1s than to have to
_go and put up w1th th1s yet' 7V A :

£ .
[
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Staff D: “Yeah." S
Researchert "Do. you except that?" ‘
Staff.Cf B don t thnk that any of us rea]]y have been here »
. . long enodoh “to gét there " ,
. Staff A: - "Well,.the last group home I was: in, 1 argued with .my .
. evaluation and I didn't get anywhere with it."
Staff B: - "Yeah Tike- then they 11 rea]]y Took through the books‘

~and say, 'well did you really do a11 this and this'
and real]y evaluate you."

Researcher: _”So 1f you rea]]y start d1sput1ng the fact then
o . 7 they'll start going to: takwng out the fine. tooth comb
_ . and going. through it?" -

Staff B: ° "Right,'[even] 100k1ng Under your .1’;1'ngernan'1_'s'l (0-F:
e ey _ SETRETIR AT

The Cultura} System o v o Y

-

Mission/Strategy . «.

A]moSt all of the staff in the ggoup homes stated they were do1ng the1r ¥

5

JObS because the c11ents deserved a chance - to 11ve in-the commun1ty and

'to deve]op to- the best of. the1r ab111t1es One except1on however, wa.»f

v i

&
a* houseparent who quest1oned-whether Qur1ng times: of econom1c{restra1nt

<

h P

cou]d be ‘more product1ve to soc1ety 1n the 1ong run-,

ﬁasearcher "So they wou]d take some of your needs 1n}o
: cons1derat1on7"i' L .

: RS ;l
the government should be channe11ng 1ts resourc;? tg he]p persons’ whq_ )

./“ et

. : . ‘\ - " ,. :
Houseparent 'Sure. me too .y yOu know > I m not on]y a dust qLoth Cee

- f here for every Tom, Dick’ and Harry.” . they should -
s i f reconsider’ my- needs to. “Not onty. here what can you
e E 't do héré? - ‘No what ‘can you save here on' tho

’h . :cl'_ients'?“ R o .' : . B

Researcher‘ 7“What'do you~mean, what -can; you, save"'l _
4 . S

Houseparent ‘“What y0u ve done anyway You can not make them, . . S



”'§mart'“ y _ |
Regegrcher: "Are . they. ot 1mprov1ng a bit over the Tast years7.
~ éif) ‘No? = You've not seen any 1mprovement7" o ‘.

Houéeparent: “No, 1o. The Government works very funnyiways. Let's
’ w o .say a fam1]y with four or five kids on welfare.
B . They're normal kids. Theyfre functional. .

_ ‘What did that "woman get on welfare?- Pretty near
c . peanuts. I know. "I 'was. on welfare in [a city "in
- ~ « Canadal.with my son. I know how you have to *jiggle-
" your money around- anq +hen/you want . to feed those kids.
nutr1t1ous food ‘too.  You~ can' :

ious. .1 say that's
ition. I said, -
o v -,
" Here, they want to make dumb people smart people, -and
here.[on welfare] they try to make out smart people,

dumo peop]e - because they don" have\enough nutr1t1ous
1 VOU . : - B

" Here'. th§y<jeed them over nutr1
enough'“ The clients blow up from n
'my god that's enough '

‘o

{ L F e

Why don"t you g1ve it ‘to them [those on we]fare]? Put:

L _ o them [the clients all in an institute. Thats the best
VR “._place. Then -thé -Government sees mohey ‘Becaus€ ‘you

: : don t 1mprove noth1ng v S

\‘ -
v

Researcher -'"You think that' s what thev want to do ﬂ TS'save ,
mﬁn&}y"" o S ‘ . ) RN

. . X A
*Houseparent "Sure “Send them back.. And then fam111qs = the1r : T
fam111es, some of them are rich, - They don'tipay a red - -
_ cent” for their children here. But“they”makeTtths to_;j o
- ,h ; Europe and everywhere : S '

P

o . . : Lo . -

S

I work\11ke a horse. and b cannot make 1t I'm te111ng
you the'truth. .I wish-1 can go and visit my daughter
-too. In [a country in Europe]’ and my s1ster beforew
she dies. I £an 't afford it . _ e
3 —~ _
= But them they- go mo Hawaii, to EurOpe, everywhére.. oo
,;;’_ "And what o they do for that kid here? Nothing! Let
o3 el them payr-for their «kids.- ‘Its: not the Government .that
ot F . myde them, ‘the parents. made them JThey think they. * .

S ;'“; mﬁrove rcd‘rt sée o I VE been 1ong erfough- here"f‘lgn
SR 04 zozm 2 R R S S
A o W ¢ '."'l" . SRR .H." -':":“_l ,.“" .. " q“ . T ‘
o ~ : ; PR AR S T i .l .
'This‘hquseparént hqyevern wis an. extreme exCEpt1on1! ﬂ11 ¥ - the other
&

- . ,
. * . IO B
- . LN k - e .

staff 1nc1ud1ng al] of the other houseparents 1nterv1ewed (who had also e



o » . : "bS _
been cutback to ha]ftime), fe]t the clients not on1y deserved but had a .f.»

r1ght to th1s chance to 11ve and develop in the commun1ty

243

‘The overwhe]mwng response therefore, reinforced:a perspect1ve that those
‘11n al] Tevels within the organ1zat1on beljeved both in the d1gn1ty of
these 1nd1v1duals and the1r r1ght to develop and T\ye within a commgn1ty

sett1ng

do you see afe the values. under1y1ng ‘the m1ss1on
gurpose of CLS? What ‘are the, vatues underlying
)said that the_purpose was to .help. clients
R to  the aximum .of their potenttal, (I'm
et o Nrizing) . What va]ues are those h;sed on?™ '

~ Researcher: 4§

Y

Staff. A" :1zatﬂon, for, sure " .

ﬁh. 'Staff B: ‘"Norma41zat1on » Yeah, .the facgsthat y;,“
, - : comen1ty he1ps - eh, 4ﬂ the home Sett1;

we work
—/g: o ;with deserve _respect, have earned respect, ‘and are'
s w . .

%tatf-ﬁ:'. . "] guess the va]ue would be that the e A

‘capable of a lot of deve]opment Otherwise, we-
wou]dn t be doing what we're do1ng, I don t th1nk o

" Researcher: "0 . do ygu th1nk those vgéigs are shared all the
o o way- through the organ1zat1o :

Tt

l - : - e

Staffyf e st P S

3 : Stafﬁ‘B ~i;Z§h~ [ wou]d say they are,,gutt!‘m JUSt assum1ng . -' '

mp an ;-:,., et . .

Reseipﬁher "‘“they’Ere? lncludrng ED’""' - L“‘ L ,1". e s
| Staff B: "I th1nk you tru]y be11eve that, but&ﬁe 1s hot downg
: . it" (0-k:18). - RRPREE o
e -*.'_, S PG #" »-&f.‘f- L

; o2 x 5 ' i :
These bel1efs were re1nforeed 1n the day to day entounters 1n the group

L
a

.home as weH ‘ag durmg the B’?Yeek]y staff meetmgs Ihese va1ues L

became ev1dent dur1ng Qs d1scuss1on w1th a number of staff from one ofi

tﬂe group homes IR ,,'”‘ T
- Researcher:v ”Is there any other issue that you th1nk ¥s
CT ’ 1mportant7“ ' . o~ A



i

‘v

[

Staff A:

Researcher:

Staff A:

Researcher:

Staff A:
Staff B:

g? cot ‘ | | . > 266
~ "Yeah, I think it's "control of parents'." -+ = .

"What do you mean by ”eontrol of parerts'?".

3

~“Well, the ‘Government has set.pp_institutions and ,took
atl the control from parents. Now they're trying to

give the control-back:to the parents and you're into
grey areas. N . : v

You're over?apping‘in reSpons1b111ty ... in the past,v
they set up Michener Center [a Provincial. institution

for the mentally handicapped], ‘took ail the control

from, the parents, -and now they're trying to give the
control back to the parents A P

v

Just a change of ph11osophy~or att1tudes these days

So, you re running into a lot of grey areas;s you're

~running “into problems,  conflicts. And  that's .
~something that hes to be dealt with."

"Is that a value change? That'now society seems to

_ have changed the value from ‘we can look after these
:guys. Put them away in institutions and don't WOrrg .

dbout them. Pretend that they're dead'. Now, [it's]

}'they re still part of your fam11y and we can he]p you
S raise youw ch11d'7”

Mes.t

4w

o A

”And I a1so th1nk it's part]y mot1vated by econom1c
reasons.” The Government, not just in. Social Services,
but right -across the board, in any area, wants to - putr

P S the kind of contro1 back w1th the peop]e who have to
S ..dea] W$th it. Lo o . .
" The economic reason is in benefits -rless staff that
: the govexnment'has to -pay, less expectaf1on placed on
- “quality.-. Well, maybe that's badly put. Meaning,.I'm
: saying that if they're not involved then they can get -
B -.away with shoddy work or someth1ng Tike. that. But 1°
EON ‘~don”t mean that. I mean it will Ccost the. government;
less to dole.the money .out :to people who apply for the' _
. Money~ than 1t .will for them to un it -phemselves" .
'(O K: 23-24)" - : S N ?F*:" PEE
el Ma‘f" f’“ﬂj4 B R AR
.« Orgapization Structure - e o T TR
- NQ" - ’ Py ’ A."
A - P - . -

-
« -

Most of the superv1sors 1n the group homes were: perce1Ved ‘as peers by

v 4

,./

- -

‘the group home staff The1r pr1mahy funct1on was v1ewed as enab11ng the |

.0
- - ~ .
e

)
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,staff 0. deve1op and care for these clwents 1in the1r (1. e ; khef;;

Ic11ents ) home by ensur1ng that ﬁhe staff had adEQUate knowledge and;ﬂ.ﬁf

R}

resources ' The staff v1ewed the superv1sor as both g 11nk betweenst

f

- themse]ves and the rest of the organ1zatwon and as someone whose"y o

[

knowledge for programm1ng sk111s was syper1o? to the1r own.. When the‘

staff perce1ved the1r superv1sor as not Sewng profess1ona1' they ra1sed

bd -

“the concé?n

o v .

‘ResearCher;<'UWhat about the- group home superv1sors jobs; .What
P L are the1r Jobs?" . :

Sac P . : Al
- . v -

Sgaff{"‘f'§ "Author1z1ng \~And you know, complying as she can with

. T - our requests: for“typ1ng letters, and money - reguests,

: _:“and talking for’us, I suppose, .whéen it comes to
\':gett1ng agreements for t<4%s and th1ngs like that.

or as accurate as - she was in programm1ng skills."

‘Researcher: ”So she wasn t accurate in programm1ng sk111s7“

,_~'Program wise, L‘ve never had any. feedback from- the. -
.fSUperv1SOr 1 d1dn t think that she was as.- 1nformed»

Staff: = . "She d1dn t know enough " f;ﬁ'  o
_ ; ' . % .,“.'-". W'al s
Researcher: “Oh you mean no knowledge"“ > ﬁ o .
- Staff: = "Know]edge for programm1ng skx]]s " v"_;n.
. Reseahcher:"”Not goed7“‘. | _ .
Staff;v ~ "Not for a superv1sor . You would expect a superv1sor -
', . to be there and be: able to tell you, yes, that is the

way you should be- going about‘ﬁt', or.'mo, it is nog'.

.And" that's. not what happened. I mean, there's a Tot -

of " 'well, maybe," or 'I don't know'. And T don't P

really apprec1ate that from a’ SUDervasor

I

v,

ff.‘_’You know. 1 would certa1n1y apprecxate if she coyl d be . *

';.' B - able to sit.down with me and aw, .. Nno, that's. the May""
Tl I see it, and that's not the way | want yod to 4o ity

v period, Instead of tieing on )ng own and -Say," nerz,

Sif L do it, she probablv won't saywanjthznr SAnywdy.
T And if 1.don't do it, sne DYObBFMj WOn' L say anytn:ng,5

eyt s st e
Researcher? “You re prettJ well 0N your own. '

U

Staff: ‘Wei‘. oy »nxn she go cd ‘or eo"‘n anend nelnorg

Vs
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aut w1th houseparent dut1es, mak1ng 1unches, tak1ng
clients -out. Which dis good when you're certainly
short of Staff and she's there to be ab]e to do it.
It S perfect

.3Bu. ;.,‘for\some people she's not a supervisor. Well,
., she was more “of a:friedd, ... coming in here and

.. wearing frontline staffls. c]othes ... coming out and
o /; “advertising whose clothes. she s wearipng when she's

*. .actually supposed to be:.a supervisor and wearing

o - frontline clothes. I meaA; the relationship between
' “the superv1sor and the staff at that point in time,
ctfs -t

‘Researcher: "You get the fee11ng that she S favor1ng
: other?"

s

Staff: “0h, she is" (0-D: 7-8).

e

This perception of favoritism, however, was a minority view and

appeared to be asresult of staff w1th bureaucratwc expectat1ons tr:”

1
as buffer between them and the rest of the organ1zat1on

- : L4

Résearcher: "What is. [superv1sor] S management styie7"

Staff A: - “Just to do your JOb an myou re a]] r1ght "

Staff B: -, "Yeah, yeah and he bas1ca]1y -

- . -

A ReSearcher; "You do your JOb and_ you re-a1] rtght. Meaning -7"

- Staff;%: . "Well, as 1ong as.you do your work and vou ook qftér‘
- ‘your c11en £s properly then your, - : : :
. Researcher: “”“e s Dret,a caSy 901n%h ﬁalm*then?”-v S .
BRI e e | o e
o Staff 4o Yeah - SRR R N : : '
’ ’ o : \I‘ I Lo b ..~n> B N A ve \,,‘ : . .
" Hesearcher: “Oh, that'sfwhet,you.meén,? . CoLo 5 W e
‘ \7. . . . ,\ v._‘ ) ~~ , .l . .1 ;:‘
LR CVEeY ) yeah.  He pi&LPS ex ettct*uv(_aca«:hat,‘ahn{ﬁe .
Lo Tdeesnit shgtuer up. our s ves witn ST of e Senp
. Edvme 15 oo0d and pac. )

LGW, whicrn
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v . - But at the same time, we don't get -a lot .of,
: unnecessary flack for things ‘that really don't have a

bearing [on us now], or may Toccur] down in the

future. We may hear about it -then, but we're not
- going to hear about it earlier."

Researcher: "So he'acts as a b“fferﬂé'bit?" o .'.fgsf A

Staff A: "I think so." | i o e
Researcher: - "And you see that as useful?" Lo L
L T

Even :with the fiscal restra1nt the sub-cultures of each of the home$. *

J"‘<

'supported the view that the -client came f1rst the staff hpercejyeo_

e 1

themse]ves.asfvts1tors in the clients' home. They wete there as g EEans'
to’achieve‘the t]ients goa]s as defined and consented to by the parent
or guardian An example of . th1s is the1r react1on to the no smoking

: policy. A]though many werewannoyed.at the method usedtby the mqnagers'
"in'terms of'formulating the:deeiSﬁon' a]lbstaff ecknowieoged'that'they':
7 wou]d stop smok1ng in the group homes s1nce4none of the c11ents smoked

They perce1ved the group homes as s1m11ar to pr1vate homes of non

smokers - S1nce» they would not th]nk of smok1ng 1n a pr1vate home '

w1thout f1rstzask1ng the1r hosts, they felt that they shou1d not smok‘”
in the group homes wwthout “the c11ents consent. S1nce mgst of the
_-parents or-guard1ans of the c11eni§ fe]t that a smoke free home was 1n

-'tne best 1nterest of the c11ents, the. staff det1d§d tY atfnowTedce *helr
wxshes ’lk__ - _h; L @ ’;, I 'f ﬁj‘_y; - .v.:

o . o P ' S

’”ost ar 'he sxa" ccknow}edged hct thev oro no‘ vnow 'hv'~uloes af the

dlrec Or "~As no'ed _f" 'he auo .aoove thev viewed P1n moweveT, 3

[N

-

.,;)l“,ﬁ‘.&.r";/(/v\« uabt,x 3..!Cé ,'.'\r:yn,.ut - meamm, '-ha ihei!.,_‘. fplte re. m}’.:‘ “ :;ut

-

the_interesz: ot ‘he"eg*uv dra deg ar'ment he‘ rputhelxt:efwﬁisﬂofv:he'

¢ PR
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clients. Many felt that ED should d velop a f1rst hand awareness of the

problems, issues and work1ngs of the homes rather than re]ying on

et

he.
1nformat1on he rece1ved through attendance at formal staff meet1ngs and-: -

from his managers

Human Resource Management

it‘ appeared from thev'interVﬁews, that those persons nho had been:
"selected to perform the operatibna] 1eve1_functions of theforganﬁzation
possessed va]ues that were in line with the. values under1y1ng the
mission statement The deve]opment and soc1a11zat1on process. w1th the
staff, occurred almost exc]dsive1y within'the context.of the group. home
in which they worked As a result the1r expectat1ons were home - rather
than organ1zat1ona11y focused Staff therefore d1d not haye Can
’awareness of thei events; and'»Cu]tdFES of 'the other hbmesttor the
ohganization as a whd]e;' Most of the staff put'more’pridrity on.the
sense of sat1sfact1on they were rece1v1ng from the c]1ents than on the-

r

forma1 appraxsa@ system - a]thoﬁgh many acknow]edged ‘that they were

be1ng mueh better pa1d for the1r JObS than their: counterparts in the

-
v o

. prgvate sector.,

¥ r
e 3 i . Lo 'i . . ] . . .\-. . ) n o .
T S o ’ : ‘ v
Their. belief _in what they were. d01nc wd$ not antcred bv the ‘1scal
s ,‘ . o . . .. - . [ o ‘
restraint, In fact several staff méntxoned that tﬂ83,18‘t ranagéﬁbn*
R e ‘ 3 . R
was-ustng-thetr,Strong-conmntment.td the,cl‘ents as. & means of dealing
wiph the {u:back‘anc“rn ouffes Thay felt managemert krél tnzt -ha,
LN R Ce R L ' -
: \",‘%‘: LN R . ) o ) o
\ "N SERRCS r ol .-.h»: cneeas to be done Cav tne olipnn awen YO e
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,ﬁ}nos itne Operat1ona1 level, then, viewed their most relevant rewards
"m1ng from the cl1ents, the parents or guardians, and their peers

ther ‘than from the forma] appra1sa1 system They'v1ewed the output of

the organ1zat1on 1n terms of the 1ntra psych1c and soc1a1 development of

.the1r client w1thﬁm the group home env1ronment and perce1ved the1r ‘

'rewards Tinked to th1s development.

Staff:

Researcher:

Staff:

% 2
o™

Researcher:

Staff:

‘Researcher:

" Staff:

" Researcher:

(W)
i
-t
'y

oY)

Resegreher:

. Outt1ngs have . suffered very.much. They are

pretty basically, you take your c11ent out on your own
t1me " <

4 : .
"Oh rea]ﬁ?, after you finish work you mean} or your-
. days off?’§

~MIF you ar%?w1111ng to do that, a lot of us did it a

lot at Rirt.until we finally said, 'hey I think that
we are being taken advantage off'. We 'sort of got the
feeling that management was getting the idea, that -we

were able to accOmp11sh our goa]s _ )
It was 11ke we were taklng paperwor home, we were
tak1ng oyr pregrams home -and” we, we¥e “doing’ everything -

~at home.. And we didn't want them to get the jdea that

we coqu accomplish, you know, our jdbs in what looks
like - it looked we were doing it successfully with
the budget cutbacks and actually we were doing a lot,

[in fact] most of the work on unpaid t1me "

“On unpa1d time?".

. "Yeg M

"So on.your own time7“

- "That's right. So ‘we sort-of had an agreement and e
haven't been able to stick to it completely, but we're - -

not qoing to be ‘doing things on our own time. Just

' because we want to show management that itls too .
- much.™ : AR S

"What is.the cost of that? I[s there a cost. to the

client then?".. -

_ S f. . . . .
"In terms of leisure, in terms of getting cut into the

community, in terms of the whole. normalization of
.being ir a home in the connunl.y /es !

e

“You saxd that you haven't beer’ able to stick to it
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o

entirely, why ‘Weot? ";Did- you mean by that that you
still are do1ng th}hgs on your own time?"

Staff: "Yes."
Researcher: "0Oh." 7/ o ’
Staff: - "If you know, how can you 1gnore someones b1rthday,

- . and. th1ngs 11ke that?. You can't!" (0-A: 2-3).

In short, those at the operat1ona1 ]éVe1 viewed _their\ most relevant -

rewards com1ng fq‘m the c11ents, th;fparents or guardidns, and their

peers in the group’ home rather than from the forma] appra1sa1 system
.They viewed. the output of the 0rgan1zation in’ferms of the 1ntra-psych1c

~and social deve1opment of the1rvf11ent w1tb1n a group home env1ronmentn

and ,perte1ved the1r rewards 11nked to = this deve)opment._ The1r
expectations of - themselves, the1r Jobs"band "0 the1r supervisors
PO IR -

'deve1oped as they encountered and ceso]ved the da11y prob1ems of their
:

clients. The environment wh1ch they ‘scanned and within which  they
operated were client centered.
- _ e
- &

The mwsa11gnment ev1dent w1th1n the cultura1 system as ‘perceived by the
operat1ona1 staff appeared to center around the perce1ved means-oriented
-values of the nwnagement (and espec1a11y the director), ‘and their own

tlient- orwented values which they viewed as. legitimating. the 'true'

kA

mission" of the organization. sh1s s exemprtied' nothe following

passage wh1ch was part of a grodp 1nterv1ew held i ol

P

_ homes. ,
' o . P e —

Researcher: "[Do you mean that? the bad name for CUS is because

: of the management pre cblem rather hdn what °s j0ing an

- ' \l'(h *he f'l ‘)nt-“' ~ .
Seafi 4 "And the way “hat the oroarizaticn is run. [‘
P ' poorly run. Arg that is caused by manggerent]

Do ey . WY : L st N -
Seheariher: cculd you give me an ¢ unolp of now i tw pooriy eur

Y8y mean the emphast g dn paperwork irsteac of peapln’

o am
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tod

Staff A: "Yeah, like here they are, their mission is all for
- the c11ents mainly, but they don't do that. Like all
» the paperwork, like you said before, it 1ooks good on
‘paper but they aren't really tak1ng time. They don't
“know- these ‘clients. They don*t ¥now them personally. -
~They don't know their behavior. ... They don't even
know ~ their hair colour. But yet “they're planning
their 1ife for them." S '

Staff B:  “"Yeah, that is true."
" - Staff C: - "“And there is no individualization, like. they re do1ng
> . £t for all the dependant hand1capped [but eactt child
v S s tota]]y d1fferent "
° - s . | .
Staff A: : “And it is the. a1m1ghty goa]s & we‘don'twreach our

- goals [supeFvisor] doesn't reach her  goals.
[Supervisor] doesn't reach her goals, then CPD doesn't
reach her goa]sﬁy And I don't Know if it goes up to ED.
It must if CPD doesn't reach her ‘goals. So.get them
papers in and let's get these goals on a rollf" . ‘

»

."So the goals are the paper -4

& supervisor for the group home, say, has tq have
'semany programs done in this amount of time. [She]
to have all the IPP's done by; say, October. If
rson doesn't have them done, that goes aga1nst
superv1sor with her: meet1ng w1th CPD "

N

by’the time that you get at 1t the goaT becomes o
.. paper,: producing the  paper rather  than
a;ementing the program?" . :

; ﬂ ght "
© Staff B: . "It doesn't seem to matter how wel] you interact w1th
' . the child. Like I brought that up at my supervision.
. You kxnow, some people can interact with thefkids and
‘get them to do.things better than other 'S, that dpesr t,
matter here It doesn t matter.

6

' Do you Bnow what I mean7 So what if the chents don t

Tike yoy as a staff or you don't like the c]1ent' "
Staff B: .'”But you got your paperwork done, &ou can stay here."
Staff A ”You ve got your paperwork done, and so what if you

can't keep this client under control or whatever,
you’VE'got'your paperwork done and thats what counts.

Y suggestedvon my last EPAS [performance appra1sa1J
that they take that [1nto] consideration. 'She deals
well with clients', 'she interacts well w1th c]wenrs .
or what ever, or 'she doesn t



Researcher:
' - evaluate you, comﬁass1on wasn't one of them

Staff A: -

Ed

B - 374
.. . _ . : . §l%.

You ve got to be- compass1onate in th1s area. You've .

got to have compassion. You've got to feel for these

kids.  You know, and if yow'don't you might 'as well .
_not be here because they know 1t The .cliénts know'

t (1}
"0 k., but when. 1 d1scussed the criteria used to
"No, and that 1s the who]e thing. That’s the wrong :

th1ng about it. .Like we're getting all .our goals and-
everything [15 really’ based] ‘on the paperwork" {0-L:

- 34~ 36)

-
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CHAPTER 10 o
T e e
_ THE EXTERNAL -STAKEHOLDERS

.y

The Bureaucratic Pressures

L

To determ1ne the nature, 1ntens1ty and sources of the fiscal reduct1ons
affectwng C L.S. the reseancher intexviewed those. 'bureaucrats who were
*1n the d1rect line between C L.S ‘and the prov1nc1a1 m1n1ster Th15»'
,1nc1uded the Reg1ona1 Manager, (RM), the Regional Director (RD) Othe‘
}hss1stant Deputy M1g1$ter for Serv1ce De11very (ADM)’ and the*Deputy )
M1n1ster (DM) for {the Department The comments fron~ these tfbur'

1nd1VTdﬂaTS"were——tUmb1ned to deve]op the group perspect1ve of the

~. S

econom1c pressures. . ' : c e - 'ﬂl ‘ '_ -

Al participants in)this éroupvviewedvthe Treasurylbqard of government
as the cburce’of theg}nsca1 reductﬁon. The fiscal reduction directive
was apparent1y'based on the:ProvinciaT Treasurer rapidly coming to-grfps
with the deep financial prob]em created by the drast#c fa]] in the wor]dﬁi

- el
prices for oil.  Aprarently, the prov1nc1a1 budget had been based on the

prbjectidn’that e wor;q'pr1ce of 011 would remain around th1rty five
dollars ($35 00) per barrel, when the wor]d pr1ces dropped to less th%n

ha]f of that pr1ce and rema1ned there the roya]t1es requ1red to balance
the prov1nc1alabudget were .drastically reduced _The strategy chosen by

the government was to both-increase revenues through 1ncreased ‘and new

taxes, and to reduce expend1tures by slash1ng the current year S budget

vl .
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“The - Treasury Board apparently devised a new process to realize the
reductions. They identified ‘target feﬁhctﬁon goals with “apparently -

“little bf no input from the various departments- affected. . The

_Minister'S'and'Deputy'Ministér's were iéforméd'of their'reduction'goall
ur ) - ‘ l“ . ".‘ - . . [ . . .
_Researcher: "What effect have the fiscal restraint had on your .
I job? SRR S

' Respondent: "Substantial, the fiscal restraint, and I don't think
' ' " that. people fully realize yet what the.impact of that

N f »-restraint will be. This s not a one time episode, .
o nor is it a Provincial episode. It is part of what.

_Yeveryone in the country'is experiencing in the level
of Government - particularly those outside of Central

ST ’ -Canada.  So, .the "short term fiscal . restraint has -

.7 forced the peoplé I work for to rapidly come. to grips

with the . very. dégp financial problems that the

Province has.

That has’ broduced, in the first year, real strain on
the processes for decjééan making in.this government.
Strain in the. sense tha

often thinks of in a Department like. this had not been
.dealt with in- decision making. Not . in -this
department, but ih the other department. (Treasury).

" So, there is ‘not debate about “Services for the

Handicapped,‘ there is not debate about the traditional.

program line; there is a debate abdut how’much money
- we've got and thow much money needs to be cut from

D

t .program lines [which] one -

current expenditures. And I think-that it is fairly .

obvious that it was a broad -axe ‘approach taken this,
yeak.  The processes of decision making in this

" government in the budget support, the analysis ahg.so
on, that traditionally went on in a growth economy

.. have proven themselves to be simply not ableito_éope-"

_with the cutback restraint... ." “ .
' Researche%: “So, the Treasury Branch réé]]y drove the éhanges?" -
f?ﬁgspondént:' "AbsoTutely” (BEB: 1-4).

E o . ) ‘ ; .. !

‘Bgcéusé'_Of _the growing -Income Security -case load' (see Table 12-in
"Chapten V‘abbve), the Department found that it had‘oyer'expended its
origipﬁ]‘budget. Wheh théy\requested additional funds tb'meet their

‘commitment, they were told by Treasury to reduce, their expenditures by,

e - . .
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' approximate1y three hundred m1111on dol]arsﬁover the ]ast quarter . The
| Deputy Minister was a]so 1nformed of what- programs he ‘could not cut. as

well as areas in wh?ch cuts were to. be emphas1zed (e.g.‘ Pol1cy and
/ , v
'Program P]ann1ng and Corporate Headquarters) . '
Researcher. "So, I gather wha® you're say1ng*1s that the-budget
' becomes the first priority and then the programs. The
effect on the programs then, are looked on almost as.
‘an .after thought  if, you've got to hit a certain
percentage of reduction, now how are we go1ng to do
it? Is that the process7" .
. - X
Respondent; "In this part1cu1ar pro% SS.- we weren 't asked how to do
A v it.  We .were told. A%re was no bottom up po11cy
: proposa1s that were accepteq because the cuts were so.
. huge in this Department., My - estimates were three
‘hundred million dollars short of my. sps)d1ng So’ we
weren*t into a process whigh 'said, 'if you gave us' the
following parameters we wou]d ‘go oyt and change and
shape policy' v, As you can see, benefits to s1ng]es
[on Income Secur1ty] were Just cut." s D

Researcher: "But, were you to1d what programs to. "cut and to what
o, A degree7" o ’

Respondent: "Yes."

Researcher: "0h real]yg so the decisions were. made beydnd -

Respondent: "Oh yes. - 1 was told to - very c1ear1y - that if I &
didn't come “in with a headquarter's reduction that was,
r . substant1a1]y higher than the region'- *“

Researcher: "0.k., but you weren't to1d what to cut -at
.. headquarters7“ . . R v

R

-—

Respondent: . "Yes, policy- and program“ (B-B: 2-3).

- . . . . \

‘The Governirent's direction 'was to achieve these. goaﬁs. by reduc1ng .
s -

' jnonjdl:egt care manpower as much as poSs1b1e (Premter S preSs re]ease,

" .November 17, 1986). The sen1or managers of the Department therefore, ‘

. endeavored to seek solut1ons that wou]d accomp11sh the f15ca1 goa] and _

still m1n1m1ze the negat1ve 1mpact on both the c11ents gnd the M1n1ster

) N N T

" \Respondent: "Well, the primary concern that [ had throughout was



. -

\’g%' N that L d to meet a- target that was be1ng transm1ttedfjﬁ' <
A L tame" hrough the bureaucrat1c system, but that I Knew "~
= ~ 7 had. beéen. set. pd]1t1ca11y So there was  hever- any"
ro .'- o ;thought of apﬂea11ng the target A1r1ght7“ Die R
. Reseanoher::.“O K o r" .

Respondent:” "I kgew L§d1dn 't "have to ask, { knew that "that'
' decisign had been taken in - cab1net and that there

would’ be certain reductions. And 1 knew that our.*‘

¢ Minister: would have participatéd &nd would have

L s tdefended the Department the 'best that- she could, but

Sthat the decision was ‘made and therefore no “point in

T .appea11ng jt. So'the question in-my mind became, ‘how .
© . i can we do that with minimal impact on the-clients, and’

_ ¢ the m1n1ma§ impact, frankly, on . the -Minister

elh': = v ;pub11ca11y That is, 'how ¢an she get away with this~

~ o"with the least impact to herself and the least impact
1o the clients'. - Those are the two things that b kept
-4n. mind"" Lp -E: 4 5)

. "‘ S
~

”.agement Committee was used to dev1se scenar1os wh1ch

A

.fascal target w1th1n the criteria prov1ded To ach1eve

\.

N
EIN
.\,

TR 3espondenﬁfi,/ﬁa; the cuts were- go1ng to. occur21n the Ename]

Region.x There was: 901ng to be a public “impact and I

-

‘”l.' . =" . thought that I was in the best position, you know, in

the Department to know- what that impact would be and
- what the 11ke1y commun1ty reaction to 1t would be.!

Researcher: _"And . you were given that informal 1eeway by them
T [h1s bosses in the bureaucracy] as weli?"

.
A

Respondent: - "We]] yeah. Nobody, nobody questioned what we were'~l-

.o - doing and the package that we presented was eventua11y
: ' excepted comp]ete1y I mean, down to—the last penny"

| (B-E:5). -

14

Theretore though these persons were’ forma]]y in a line re1at1onsh1p to "~

~

one anotn°r, Jin: pract1ce they commun1cated and shared 1nformat1on on a

s
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co]]eg1a1 basis. - The po]1t1ca] system used to generate the f1na1‘

. alternat1ves, there?bge, was qutte organ1c among the top managers

Conf]rct1ng perspect1ves were: d1scussed and encouraged to ensure that

' the effects of the cuts were v1ewed in as'broad a light as poss1b1e

‘ﬂ
A1l the” execut1ve managers appeared to have a c1ear and ' cons1stent

suggested solutions.. The 1deal as descr1bed by one of these managers_

_Was "to prov1de services to c11ents wnth1n the resources ava11ab1e inva -

manner that the Government w1shed" (B E 8)

X '

i.

ways of qggg1n1ng and prOCESS1"9 information. \\\ S )

/

o~ 'Respondent. "What 1nformat1on I needed desperate]y in the last

ak,
- . was po]1t1ca1¢$?format1on Where the po11t1ca1 and I
- + ... mean small 'p' and hig 'p' politics, were tak1hg us..
T ‘T needed to know what the processes were, because the
u , ~ processes that had been estabkished -and that 1I'd

year |
B}

- weren't ¢here, and we didn't have the budget process

. ~ " that we had in prev1ous years. ,

Co Most Departments didn™t get a real day in court in

front of Treasury Board. We did. We got several days

. in-court, but they weren't the same kind of days. The

A rules were different so most of the information that I
‘ »  needed was as to process and to new rules of dec1s1on

- making, new kinds of 1nformat1on 5

L - One of the big issues was what kind of “information we

™~

'were - going to give up. We were asked by Treasury

v " Board to provide reams and reams of 1nformat1on And
- with the support of the Minister, we said 'no, to hel]
with you. We' 11 give it tQ you 1n our’ own good time.

You ve got to realize that there ‘are some major social
issues that faced me and not the least of which was
the size of the unemployment and growing we]fare
problems" (B-B: 3).. e

‘Each of the executive «managers requested the input frdmfthdse reporting

To acrieve this, the. executive management found that,they required new

operated in since I've ‘been in this Government,

’

L ‘ . : - o . : T ’
to.hdm. ‘He then screened out. those "suggestions .that were not-'in line

'_understand1ng of the cr1ter1a that were go1ng to be used to Judge the1r ”

~

t
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E 780,

w1th h1s percept1ons of the cr and passed the :

. l""f ' . -‘ -.
rema1n1ng opt1ons up the 11ne toﬁﬁn Li *WE,; ebated and comb1ned»1n L
‘ T e L ot _
the executlve comm1ttee go*&k& §f“"

egjnnlng, 11ke there was

that if I came up with a
oit1d; be‘accepted. No ong
suff1c1ent1y deta11ed

e

Respondent "In 2l );Tﬁf

SRR

i ite ;ﬁbniﬁ%mappen was that some of the
‘?~g”j ol d B mngt make, - that - some
gjgag@ ghtm not ‘be acceptable -
,'jl:i-iﬁﬂ 11% and, 1 might then be
Ve Mgommenda ions" (B-E: 1- 2)

owﬁbpt1ons that ED presented

; 3th him, that [reducing” the
: o houseparents to ha}ﬁ}a e] was the preferred opt1on‘from :
ri < W@@etspect1ve N

‘c’ G 4, Y g
. }/ég". ')? . .
1.¢ N ,:0‘-‘ ] °
"(‘Sgﬁé &~ ?n“ QQ ’ ~

At ]
~,“ YA o d
Y o D

o fRespondentﬁ'-"Well both, asyfaﬂ%g fﬁ'm coﬁ6§$h%d R Was the most
‘ comfortab]e opﬁxon}ﬁé*? .

Respondent théﬁﬁ ' e
' and m“:”d1 /cu%swn:t‘

' »
Researcher:

" Researcher: nga

. —— P N ‘%) °
. . L . QJ;J,
Respondijt: “.ﬁ% f% "r. ) y
e ..\ ] a° 0 1 ,{)\i‘
“-Researcher: % ’

%ﬁ wagﬁﬁygpqrted by C_L*SJ from

1* Respondent;' "1 don t think any chan , any reduct1on would have
. q§? been supported" (B-A: 6? ' o
q

iive managers then,

. ¢ R \ ’ -

was' the Minister As one of the Executive Managers st ted

_ "1 guess what I'm say1ng, "is that smart senior managers make damnv

. sure that they're doing things the way the Minister wishes, And.if
‘they suspect, as I often suspected the. communlcat}on process, is -
the bureaucratic communication processe§ in the Depafrtment. were
extremely poor, that-they couldn't rely-on the messages that they“
were getting, and that they had better develop their own sources -of-

information - Informa] sources of 1nformat1on wh1ch js what I did"
*(B E: 8). ,
A .

4 S , ) . . E "
Pl N _ S ‘ Q\w N ‘ N K
¥ . :

DN - ‘.. -
_=The. focus of the 1nformat1on process for the exec
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9 Thi s\co11eg1a1 sty]e of 0perat1on was also’ 6erre1Ved by these managers

For examp1e, as one of the executive. enahahers . J.l

!

SR we Can make a- 1ot of it work Just by gett1ng ‘people bas1ca11y /
-"to‘talkito ‘each other.

It's alot easier to be mad and- pissed of

i~fyw1th someone that you don'tgtalk to than someone who's eyeball to

L “eyeball.

ind “of - approach them and try to: use those sorts of
vissues.’ to get geop]e 'sitting  across the table from -each other.
- Yeu'1T find most’ of. the t1me, a1ot of the bullshit d1sappears when _
[ {;ou d“{that" (B C‘ 10) . .

g Th1s style of management\seemed to carry on past the part1cu1ar task of

'a;ach1ev1ng the f1sca] reduet1on obJect1ve
:‘;process was used to dev1se the goals and plans for the next f1sca1 year.: o

Researcheri

: Researcher:

Respondent;

The f1na1 changes to the techn1ca1

total

primarily

| Resbondenti;t
3 ... that:1 thought. we'should aim for in 87/88"

- w1th [DM

"be doing" (B- C 7)

vureaucratic politicas

organ1c

—

- -~

For examp]e, th1s collegial . .

\
PR

£

<‘"So part of your job is to set the ob3ect1ves for the
.ttheg1bna1 D1rectors7" . -

o o
-"What\I d1d th1s t1me is 1 sent them a *two- -page memo -
And T sat
down* for two days with .the Regional Directors .to look -
at -how v1ab1e a goa1 ‘that was nd how well they could
operat1ona]1ze »it. . And ended up having to

@[neaot1ate d1scuss a couo]e of the things, changing my
"'mind with_new"information®

By in 1arge evervhody's
say1ng, yeah thats what we neeo to ao' "o

"But do ou estab]1sh that, or do you check that<out
f1rst, in terms of another direction?"

"It was 1nterest1ng. I was going to check it out with
[DM] first, then I decided not to. I decided that I’
would be better off to get that validated at the .
regions before going back to [DM] whwdh is what I'11

system therefore, went threugh a
system within the Depaxtment wh1ch was

at the top, ‘more mechanistic near tne wiadle

management \evet, and Mn the case of €. L\D R organ1c at the operat1ona]

level..

™ below.

Y

This departmental

.political .system is outl1ned in f1gure 13

1.
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- Figure 13. - Departmental Political System used to Devéﬁop

Technical Changes Requi?ed by the Fiscal Reductions.

.

The f1sca] pressures place %E C.L.S, was therefore f1]tered through the

various - levels of the bureaucracy )The vmanagers at each 1eve1

1nterpreted the significance and effect of the‘requests for«the 1eve1'

below.:

Dur1ng the period of f1sca1 reduc¢1on, however, the requests

seemed to vary from day to day

t

~:;ts because of the way that decisions are be1ng made&>~e@ﬁ*ng from

e Department to-us - that s caused the problem. It's thNis week
it's turn right', next'week, 'it's turn left', and the next week,

'it's turn right and turn 1eft and_don-t worry if you get sp11t in

W

half in trying to do that role

So part of it has been some lack of cons1stent leadership in terms
of -fiscal policy . in interpreting what Treasury ‘wants,,
interpreting how the Reg1ons are going to respond to the cdrporate
directions. It's been so frustrating. ... within an eight week
period we had at least a half a dozen major shifts and each time
that had an adJustment or-a change" {B-A: 36- 37)

The response’ CQQSiSIedt-Of a1ternative technical systent-changes which

woqu‘aécommbdate the”pereeived request. Since only the alternative

which that line manager,deemed to heet_the criteria to the greatest
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degree was 1ncorporafed 1nto the mf,ormafmn sent to the Jiext teval, the

R}

many changes in the requests created a fimg of frustratmn and

" insecurity’ by Qhose m1dd1e managers in th ureducracy who were not»

pr’i\)y to all  the 'mformat]on._ i'As_one of the executive | managers

[ 4

' descr1bed o T

"We]](there was certainly a ot of stress the further [1n the L
‘organization] you went. There was a lot of stress throughout I \
think there was a lot of concern further down, particularly in the

: [f1sca'l] exercise because peop]e were concerned about their jobs.

h"1gher up in. the organmtwn, the more- mformatmn we all had
* about. what was going on, and what's the real effect was going to .
be.  And so [we‘-'had% relatively less concern for our own personal -
positions. That is, ‘those of us that could see that we were going . .
to survive. A lot of the senior people didp’t, and they were = '
: stressed throughout" (B-E: 10) ‘ "

The - eXécu‘ti've managers in the Depa.rtment app‘eared. to. > have Tess.

>,

4

. d1ff1cu1t_y with the means or1ented prem1ses underlying the fiscal
(y k : ) . 4 o
reductmr)( request '_Accordmg to -one . of the more - senior executi\ie;i;« '

managers, the Government, and particularly the-- Treasury Board viewedd’ﬂi
programs pr1marﬂy as a way of: spend1ng money .

Reseatscher. "Yeah, but it wasn 't perceived as ways of spendmg
SRR money [when the programs were being deve1oped] by . the
eopl the front Vines. It was looked at as ways 7
to accormbdate needs that they. Rad’

: *h.s-'\"f' T
Respondent: -"[they were] stﬂ] ways of spend1ng money. You had.a
S0« . government that wanted it spent. But I can tell you
-t that* the program planning, program design, program
S pohcy in this Department and 4n-the [previous] one 1 .
7o 4 left in conitrast to those set of processes which take
o place in the East [Eastern Canadag are non-existent, ~
Most of it is throwing money, ... . There was no
sense qf . at the program was really\ trying to
' YAY -'fa y kind of quantifiab'le way

‘o

i 2t th Serv1ces for the Handicapped That'
¢ %8~ evidence of no program planning. Not '
.. , anythm‘ other than throwing a lot of money, and

' sometimes a lot of money paid off. There is some ° -
good real'ly good th1ngs world c]ass things that have -

i
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e ? happeged “as a result of tﬁ\ ' Bu’Et I wouldn't say
. - that/ they were & produc of grass roots po1icy
: "deyflopment and so on. That was too much good- tame

. * K (- : 5-6). ; s . ‘(_, .

_}It apoeared ‘;from this"person‘s parspective, - that vthose, in'.the."

Prov1nc1a1 Treasury Board v1ewed government programs more as a means of

3

spend1ng money than as a service meeting an expressed need. When t1mes

were good and resources. o1entifu1 spending money seemed - to be 2
a Y

. priority. Th1s execut1ve, however, - d1d not v1ew th1s s1tuat1on as

°

particularly 1ncongruent, s1nce the monetary resources also enab]ed the

\v

_"Department to carry out its programs,

" "1 mean, the Department 1s‘hﬂhy things. It's there to protect and
monitor, and so on; but it is [also] there to ‘move mohey because
the money is what lets people in bur business who are closest to
the client wants-and needs, get_what they want (B-B: 21).

This balance was alsod summar1ze¢ by another EXEEUtTVE who stated
A
"During the-[past] two years L.Z netéd was important and continued
* to be jmportant. Budget was -important and continued to- be
 important. ‘Well, I see the priority changed in terms of the amount
of . my owrh time, and the time of the executive committee that we
weré spending of the budget. For several months it became a1most
‘:n all consuming exercise. ) ' :

- .1 don't mean to 1mp1y that we staxted pay1ng moge attentj the
funds of the programs and less attention to the neefls of the
clients. Those needs are%st111 1mportant We just had to think of-
how many of them we could meet" (B~E: 7)..

E—

wo o . ‘ | ' .

)

Thenefore& those prog;ams that were deve]oped dur1ng the ‘gOOd times'

)

which were not essentnal to the missions of the var1ous government

departments were re-examined- -and. tr1mmed and once t1mes 'turned tough'.

These non- -essential’ programg were e1ther reduced or term1nated ent}rely '

in order to save money . ‘ééh;

‘g. ' % = e S v

w
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. As summarized by one of the-' executive managers, the impact o¥. tfie
. . ' N el " N
SRR ‘. : . SO AL
. restraints. at least ‘“created some sensitivity at the - regional,
T . N . . . o ‘-. - ,. - ‘ ‘ ’l. * Ce '. ‘ "
" Fcorporate, ‘and- administrative levels about the amount of money we were
invésting in “certairs -kinds of program options. Ne;haQe had to ask
S : . . }

: . ; Ll - Lo
ourselves the question of 'can we support this as an entity? Do we.need -~ ;
to explore other ways?'" (B-A:223). T S TR A -+,

’ .9 ' l ) .~v‘ R .’, ‘
» 3 ~ . & A 2.

‘In fact,” one of the -senior eXéi:}ixes Jiewed the cutbacts as an
opportunity rather than a threat. o - \ o .
: Lo e T o . Lo
"I:think that it 4s an. opportunity to get -the values [of the
Department] pushed further. “I'm optimistic that ... there is’still
a small commitment to get, power to clients. [That is] putting
purchasing power into their hands - separating our basic services
that any person who is regarded as handicapped -and our specialized
_,° .services --to push things te a more community based Tevel, to break
~ %, ‘~down the many empires of service qelivery. - . '
. A ‘ ) :.-‘_. v N J :
+% The value base here is a power -of . clienfs, w%ich/ means' *
‘ disempowaring the economic interests - including places 1ike C.L.S.
: .~ Where there s an economic vested jnterest in 'service provision
\k that is in many ways ‘contrary to clieqt empowerment (B-B:-9).

’ . y . .
- ....it is a complex set-of thifgs that have lead to people saying,
: ' want the choice". And the bottom line' in the choict is 'l have -
_ to have the purchasing power'. There is no choice. The dollar .
. calls it in the final analysis. ... we are structure onjented ...

‘This year it is my hope that all the rehab. centers will loose the f\

variable cost of their budget, and that variable®cost will be given ’
. to & client who may choose not even to go'to a rehab:center. He'll -
. just '@ ind play Bingo with it. g ‘-

lhat's part of(the revolution. It's the horror that a business man .

Ras at night, saying ,suppose I open my ;gstaupant:tomorrow and no

one comeS'. We 1n.the5puman'ser@ices proq§§sioh have never had to .

worry about’ that" (B-B:719). _ k\? R

- ) i . . - )3" \ »‘
This 'means versus ends' degzte which created so much stré&s at the
ménageria]'and.opgrationa]hleveﬂ’in C.L;S.,'appearédAto.create less of a
.conflict at the senior executive management level in the‘Department.

" -This was partly- because the executive managers viewed the fiscal



<restra1nt -as a

-

negat1ve1y 1mpact1ng effectgveness It was‘also due tp’the.faet that the

;2 P
Pl

execut1ve managers perce1ved the M1n1ster ano the g"vs nment as their

c11ent.

an

 Mindste

to ‘transla

AIn fact these execut1ves v1ewed the f1sca1 reduct1on as motwvatwng and

A

accountable - way In. the words of. one executwe, "it T% the -

s JOb to

‘that

They were there»to help government deliver its serv1ces in

o . S S 287
‘*means of inereasing efficiency without, necessarily

ref1ect the pub11c s needs It S the off1C1a1 s job "

into programs:that proque_serv1ces (B-E: 21)

s

justifying a re- exam1nat1on of the departmenta] programs

®

B

oA

i Respondent;j>¢1 don't think there's a dlrect connect1on by any

°

Researche?:

resources spent on various s and the 1mportance of

-M"s there a clear relat1ons;;g/between the amount oﬂl‘
1

-~ those goals7"-

Respondknt:

Researcher:

o

" don t know

M'm 1ook1ng at. e1ther funded non- goals or non- funded
~.goals." 1 : - :

~means. I thinR there are things we're not spending

'Researcher:

money on that are really important goals. And areas

‘where they're not really important and we're Spend1ng
.an awfu] lot -of ‘money. _

C]

I hink jts part of what we're always trying tb ook -

R

at ya—ferms of efficiency and éffectiveness of 'the
" programs. It's part of the kind of questioning that

takes p1ace these days: And the restraint atmosphere
has" given .us- an opportunity which" 1s legitimized,
because people ‘understand that we're -in_’,this
s1tuat1on o o - ' ‘

.Some of examp]es are the kinds of dec1s1ons ‘made in

Calgary and Edmonton in the last while with services
operatin thirty, forty, fifty years. . -[These
ser1ces% were called into question, stopped and

diverted into areas probably a 1ot more cost effect1ve
"and eff1c1ent " S

"One‘effect of the fiscal restra1nt is re- 1ook1ng at
what services you're prov1d1ng How, in-terms of it's

.9

re]at1onsh1p to other services, you're prov1d1ng them, 49
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and then re- examﬁ/gng the . pr1or1t1es aga1nst~\a new
economic scenes o
f’Respondezif "Its ;epr1or1z1n§ Its an oﬂportun1ty actua]]y (B-Cf' ”
. - 21-22 _ R

S vt ™ ' - : M

R

The fiscal restraint therefore, was viewed.bthhe executive'ﬁanagers as

ar 0pportunity for each of the programs‘tofre-examine‘thejr purposes. >
- . - . - .
“They forgot what got them there. How did C.L. S. get to there? It -
wasn't  just the.fact that there was money. laid aside. There. was
1eadersh1p, and there was a value'base. )

" T would say go pack. 5o your grass roots. I mean-boards grow,-and.
before you knoW it ‘the Executive" Director ‘runs ity and the board
gets foget e or a chat and they forget what they started. ?

So C.L.S: has FE&aked' 1 guess in sport terms or whatever. And,
in order to get going you 've got to go back - to.what made you a
success in. the f1rst place" ( :-23)..

The fiscal _pressures ‘which were- transmitted to C.L.S. via the
bureaueracy were perceived as ‘real. The pressure, ho%Ever,.Quas a

dynam1c one in that its 1ntens1ty changed frequent]y over a period of a

few months. This created ‘a h}gh]y unstab1e env1ronment for C L. S

- resu1t1ng in a h1gh degree of uncerta1nty, stress and frustrat1on among‘

2

the C. L S managers and staff

Tw

The Parental Pressures :
~ In order to develop the perentfs perspective the researcher 1nter9iewed ’
f1§teen parents. These parents represented eleven of the residents 1n'
c.L.8. (i.e., four 1nterv1ews were conducted w1th both parents present)

The representat1ve of the (Hn‘fren s Guardian (who 1s respons1b1€‘f0r

eleven ch11dren)¢and the Pub11c Guard1an s Representdt1ve (who is 1ega1

1; guard1an of e1ghteen adults) were, also -1nterv1eweq. Of the fifteen

-3
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"parents,. all but four sat .on the Parent AdV1soryv Committee. They‘

.——— - .

‘v]representéd seven of the fourteen group homes. The Pob1ic_ Guaroiah

‘Representative also sat on the Parent - Advisory Committee. _TheA,
- Chi1drents.Guardian, however, did not. | '
T : » . S
The maJor focus of a11 the parents and guard1ans was undoubted]y their
ch11d A11 v1ewed their roles as mon1tor1ng the services being prov1ded
to—the1r ch11d dec1d1ng wh1ch program were in his/ her best 1nterest
and consent1ng to the1r implementation, and advocaﬂ*ﬂg on h1s/her beha]f
to the group home staff if 'they fe]t some important needs were beﬁng

unmet. The fo]]ow1ﬁg—«€6mments were qu1te typ1ca] of the parents'

percept1on of their roTe. : o

- Researcher: "[what 151 your.r role within the organ1zat1on, the
: .funct1ons you play?"

Parent: - "Well I hope that they [the staff] are looking at us a |
o loving, responsible parents, and I think that that is -
s “ our driving force. These are particularly in the 'case

of our son. He has to be taken care of twenty-Your .
hours a day. [He s] very dependant. .

T think. %hat it is very 1mportant for us as par“nts to
see that the people that are 1in charge of "his
development and‘we]fare are do1ng:a responsible job"

{ .(P-B: 5)
Researcher: "Could you describe your JOb for me as a parent in
o ' c.L.S.?"
- ' ° A . , ) .-,.
Parent: ‘n"I feel that we should be as active as possible in

finding out what is goingTea within [C L.S.] as far as

» : policy direction and, in fact, what is going on in the
k¥ ' group homes. And to spend as much time as-we can with
our son. We obvioysly made a commitment to "allow him
- to be raised by Social Services, but I feel that it is

our resEons1b111ty to still take a very act1ve part"

(
A]l parents’ and guard1ans were members of the1r child's 'core team'-.a

LY

- team cons1st1ng of the key member in the group home, the group home._j

«
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superv1sor, and the teacher or other pro.ess*onals work1ng w1th the;_‘
client. The parent or guard1an was}the ultimate dec1s1on-maker~for.the

- team._ As one parent stated Meveryone has to go through me or nothing

goes. ... It makes me feel I'm still part of his Tife." (P-D: *6).

',,Another parent v1ewed the core team as one of the major. meahs to -

'exc#gnge 1nformat1on regard1ng the1r ch11d

Researcher. "And your ro]e on the1r [core team] is to consent to
' - whatever treatments7" o o -

Parent: - \"Yes we would keep a. constant d1a1ogue regard1ng what
o - his obJect1ves are, what he is achieving; the progress
~he is making" (P B 3)

) Other parents however although . acknow]edg1ng the1r role on the core

B

information on the1r child and gu1d1ng the1r ch11d S deve]opment

_.team, primarily fol]owed the suggestions of the1r key worker and the

.

“other members of the core. team

.Researcher. "So you have f1na1 dec1s1on mak1ng reaHy7 You. have
s to decide.. They .can't  do anything without your

consent _ Are you just involved with the-programming - ..
‘of your daughter or is there anything else,-advocating

for her, coming up with different program 1deas, or do
you 1eave that pretty well up to them’" 5
Parent: "I Ve pretty we]] left it up to them, I don't: know [
- feel that magbe they're more qualified than me.. They ,
~ always discuss ‘it with me and everyth1ng, and with the -
. teachers and everyth1ng" (F-AC 1), )

{

Most parents however, d1d view the Ind1v1dua} Program P1an (I.P.P.)

format used by the front11ne staff ‘as’ another means of obta1n1ng

if'

. Parent: - . "You see up unt11 then, there was someth1ng going on
'  but we’ cou]d never put our hands on it."

A}

- Researcher:_ "So the I. P P “has brought it together and shown you
' howsthey're achieving -." - ¥

;;ﬁg‘ Parent: "{ think it focused the actual objectivall and the kind -

of techn1ques and approaches. and so on that he [key
wprker] is using. And it is obv1ous]y a payoff to see

%
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that he has certainly met some of the objectives that
he has set up in the time that we have observed him"
(P-B" 4). . .

"What do you see the 1.P.P. as accomplishing?"

"I.think 1t'$'good‘for consistenqy.' Like, my son has
behavioral problems and I think that he needs this.

‘consistency. - . -

Like, I felt that one of the.reasons he couldn't Tive
at home was. because I couldn't look after him

“twenty-four hours a day. And yet in the [group home],

the staff change every seven and one guarter hours.
\ o ,

-Sometimes there's just wage staff on. Let's say a

permanent staff s in the bathroom.with another

“client, well Darcy may be doing ‘'something that he
shouldn't be doing.

The I1.P.P. is good because if everybody's done and
studied their I.P.P.'s, and knows what the program's
about, they should know what the client is or is not

supposed to be doing at certain times- . '

... and I can't believe the remarkable change in him.-
Its just - it's incredible what they've done with him.

Right from the very beginning, his eating habits,.
starting to control his temper, everything Tike that.-

. And give them full credit, you know, because)l just

couldn't do it" (P-D: 1-2). . .

A1l of the parents and guardians also apprecfated'the phi]bsophy of the

. e
‘group homes which

number of parents

was to involve the parents to the maximum” degree. A

stated clearly ‘that this approach he1qf?3them to deal
- ,.\')

.with their feelings of guilt about not being able to look after tham at

. home. ‘The- following two examples '111ustrate the = intensity aof the

parent's feelings.

Pareht:‘

Researcher:

-/

"Unfortunately there is probably a very small
percentage. [of parents involved], but I don't know
exactly. I only know from my own group home,. ... I
know how many parents are involved. ... but 1
understand why parents aren't involved, but its still
uhfortunate,™ ' ST B

Ilw!‘y not?ll .
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“Why?  Because they expected to have a normal healthy
child and they didn't. ~And they're devastated and

292

they will be devastated until the day they die. .

Some of the situations are really disqusting you know.
They were doctor error or very often doctor error. [ .
know that they, I don't btame doctoys, but still, you

know, god it's too- bad. ;

And so they're living with the gui]@.--They;re-living

with their trauma. Their families have broken up.

 They've often lost a husband, other kids. ~So they're

just a mess,

And ‘they've had their child often at home for a long
time.  They've suffered greatly because it's a
twenty-four hour job. A twenty-four hour a day ‘job
and they, you know, have been under a lot of stress so
they aren't all that we11gmenta11y.

A1l of a sudden they've %ihaJiy'gotten their k{d;into
a group home. And I khow with me, I practically had
to declare myself insane before I could get my child:

in. And that's pretty hard. To want your child to go

~in is one thing, but to. actually have to push your

Researcher:

child out the door is a .completely different -

-situatioh. -And the latter being one that hurts for a.
- longer period of time at first. - : :

And so then, you finally get your child in, and then
you .don't know what to do- with your self because
you've /got twenty - you know, I mean you've got this
time, that you've never -had for well, for myself it
was aJmost twelve years. And for a lot of other
people it is even longer. ) .

So then you've got llpther4 mental breakdown ‘state
because you don!t know .what to do with yourself.
You'ye never been able to sit down and have a cup of
coffee without - you know, what do you do? Let alone
other things, like normal people do, like tennis, and

- goYf and visiting neighbors and going out in’' the

evening. Oh my god, it's devastating!

And so what do you - how do you cope, 0.K.? Probably
or alot- of .people, the only way they can cope is. to
orget that child because they can't balance -it. If

‘they don't forget the child, then they won't go on

with their own lifes. "If they don't go on with their
own lifes ‘then they might as well bring the child back

‘home again. You know, so they've go this interaction:
going on. ' The best way they can cope is to forget."

“And that is why they‘don't'rea]1y det involved then?"

A A

-
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Parent: = . "R1ght, it hunts to much. The whole thing is it hurts

to much. Or they'll get involved just a little bit:
But don't tell “them anything that is goirg wrong,

because it "will burst their  bubble, and. they'll go .

- . crazy again. So they keep the1r d1stance ... (P-H:
/ 7-8). ; | .

- Parent: "Well, first of all, I think that I should exp]a#hr |

that - and I think that you'll .probably hear it from .

all ‘parents - they'll all say the same thing, whether
their - son -or daughter 1is “five or whether they're

thirty-five, anybody that has a child, .,. all of us

. have ‘some sort of gu11t about \ that [group home ]

+ _ situat¥on." o .
Researcher:'-"The guilt - you mean in terms of not be1ng able to

Took after them at home?" i

) .5%

Parent: "Not being ale to Took after them at. home. Mgybe not
o - being able to visit them-as often as maybe we wish to
v151t them. . And stuff like that.

¥ I feel guilty in my own case cause I feel guilty, and
I've gotten used to living with it, is that I couldn't
look after”him. You know, its ‘hard to say ... ‘he
doésn't live here,'. And everybody's going 'you awful
~ woman!'-. You know." \ .

Researcher: "You think So?ﬁ,

' Parent: - "Yes. Well, I've had-it. Yoh know., But I wéu]d Tike

to be more 1nvo1ved in he]p1ng out in the group home. -

I don't want to be supervising or to be giving
anything, but I would like to be goin§ - I go there a
lot,., like every Thursday, I go - I take [son]
swimming. If I don't feel like swimming, we go to the
park or we go to the store. ,We go on little outings"
(P-D:h2-3). . '

The that tbese parents had the f1na1 say on the “core team and

through the 1.P.P. process he]ped them to fee] that they were. still in

their guilt. =
AR
™

;‘ A1l of the péfénts.éhd gdaf&ians interviewed, welgomed and supported the

family oriented.athosphgré and approach'3n;the“group'homes;’ Mény stated

‘control of their child's 1ife. Th1s also helpéd manyuof them deal with
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that 'their Chderen perceived - their group homes as more"their -real

homes They apparently v1ewed their stays at the1r parents “homes as

—

v1s1ts, and were ahgays happy .to return 'home

~

1

-

, Parents.and guardians stated.that¢th y were most influenced by their
child's 'key worker! and, to. some extent, the group home supervisor -
since it was these people with whom they communicated most often about
their ch11d s progress and program The parents also v1ewed the

hhouseparent as a very 1mportant component of the group homes Swnce
most parents visited the1r ch1ldren dur1ng the weekend, and stnce the
superv1sors and’ key workers usually had the weekends off, the parents

'rece1ved a lot of 1nformat1on regard1ng the1r ch11d'from the houseparent

working of the weekend. They therefore expressed concern regarding the
reduct1on of the Tu11t1me houseparent to*the ha]ft1me pos1t1on Un]ike
'ED and those in the bureaucracy, the parents v1ewe the role of the
'houseparent as extend1ng beyond the housekeep1ng respons1b111t1es in
their JOb descr1pt1ons -

3

Parent: > 1 know. that just hav1ng Lillian ) '
: [houseparent]there fulltime, thi$ was our Monday
through Friday fulltime [houseparent] - and the kids
knew her, My boy used to come in and say 'hi' - She'd
let him in the kitchen and he' d open all the pots It.
was good home cooked food, ‘and, you know you knew she

knew what she was doing.

she a houseparent, but she was also -involved with the

kids. ‘She took them on Christmas putings. She'd come

‘ : on an outing if _she had fo watch a couple [of

' ¢hildren], or take a ch11d to the bathroom - she did
a]] those - th1ngs

_ 5 Another thing I liked about her was that not only was

.Researcher: _"Rather than just her own job?"

Parent: . "Yeah, she just didn't cook and clean. ‘..M (P-D: 4).
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Nhen another parent was asked who she thought m1ght take over the duties

of the houseparent, she app11°d as - fo]1ows - FEEEN

Parent: "~ "The houseparent s1tuat1on7 ~we11, 1t s not taken
over. Yoy can't replaCe ‘that situation and that is
very unfortunate because\the kids rea]]y need that."

' 3

Researcher: "what was 'that function' » Do you mean the cook1ng

- and c]ean1ng7“; \
.

Parent:  “A motherly role."

Ta

‘Researcher: "Sucn as7"'\
Parent: "C1ean1ng, cooking Tﬂwd@ts on the head. I meen

help-with the child. But basically it was an' older
female, motherly type, and she oftén just added that
which made a house, a home T

Researcher:~ "0. K . 1f she is not there to cook and clean as-much
) : now and buy groceries, who's going to do it?"

Parent: '—%’"we11 it isn't. It's not done " Part of the -
‘atmosphere is gone% (P-H: 11). .

N 3 | ‘ o y

[
.

A1l of the -parents interviewed stated that they had sseen real

. ¢ . v
improvement in the development and ‘behavior of their children at

C.L.S.. With the advent of the fiscal restraints, they expressed -

concern that the qua1ity d% services might drop because of two factohs.
F1rst, some parents felt that the volume of work wou]d be too much. As
one parent stated, '"Staff are going to have more work to do, so -they are
not going to be ‘able to tage as much time on the programm1ng,‘ So the

end result is .going to be that the kids are going to loose out probéb]y“

(T-A: 5)2, Other parents expressed concern regardihg the affect of lower

staff morale on their child..

Parent: ~"... as soon as staff morale goes down, those\kids

: ' affected: greatly - more than normal -kids woulg& be,
- so-called normal kids.' They pickup on those vibes. They

get very upsef"-(P H 22).

v .
- N . o, o ¥ -

R
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.Some parents felt that because of the close relationship between the

~ .. s . ' I «
staff and the clients, that the clients were particularly sensitive to-

the louered staff morale.. ‘ 7
"If;s funny thatg you_kndw;_the morale - 0.K.. fhe worry that the -
staff felt as to what was happening. . The concern that they had
‘with thé clients. I mean, in that month and a half [January and
‘February/87], I saw my son's behavior go up. His behavioral
problems go up. -Because one drastic thing about these kids is that
theykmaybe handicapped, he maybe retarded, but they're not stupid.
They can sense change. They can sense mood change. They know when.
something's not right,: And they react to it, you know" (P-D: 5).
: ’ , hY , : '
The parents,  therefore, were concerned that the impact . of the fiscal
restraint might result in a regféssioﬁ° from ;he deve]opmenta] and _:

"behavioral advances made by their children. .

Because of the close working re1qt10nship between mdny of the parenis
E2 - .

and staff, the parenfs were included in the emergent network of many of
- the staff. *A-couple of the parents stated.that theyvhave'indeequeen'
- contagted' by staff once the kumors of cutbacks. occurred. Those_pareh§§

who were contacted became quite supportive o%'the staff.
. ~ B
+- Parent: "For instance, I had staff phone me in the evening
that Had gotten really upset. They felit they were
-going to lose their job and they.were talking about
~ striking, walking - stuff 1tke that. ’

Yet, [though]’I‘did'[repeive] Tots [of calls], I gﬁ@ : ¢

some of my part was to try and calm them down becaus
I thought a strike was a drastic situation, 1 felt
that if they striked, it would be over for:sure. S0 I:
tried to make sure that they wouldn't do that. o

Yeah, there's some étaff that 1 feel very close to,
and T will go out of my way to try and help them out."

!

Researcher: "Was the letter to the Minister to try and balance -
. that?" - ' 4
Parent: "Yeah, you've got to understand too, nqt_oniy'withﬁ

.
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Researcher:

'Parent:

Researcher:
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that - that's part of it --but alot of our prob]ems

have been very oriented into rumors and ‘a. ot of
conjecture. N : .

And we could never get anything concrete to any

allegations, [to] what the staff are hearing, not only
_from what we are working with ED and the 1etter but
,,tbey were hear1ng alot of dlfferent things." :

"Some of it was true and some weren t?"

'Some weren't, yeah." [ —

“Is there still quitedgpd active rumor mill, from your

perspective?"

§Yeah, I would say so~ I'd also say that over 70% of

that rumor mill has turned out to be true. So the way

Friends of C.L.S. look at this is that we do nct._.

ignore rumors at all, uptil they are’ proven to be

~untrue" (P-D: 34-35).

Most parents, on the other hand d1d not rece1ve any calls from staff '

even though they sensed that the staff were concerned

Parent:

Researcher:

5arent:

Researcher:

Parent:

-~

Researcher:

It-hasn't" (P-I: 12-13).

"If the Staff feel that he ED really doesn't
understand the .implications of his decisiops and yet.
he has the power, are they using the parents? Could
they be wusing the parepts to balance that power
situation7' Do you see what 1'm saying?"

' "They haven' t because I think they fear for the1r
jobs."

"They th1nk that if they do they wou]d

"They-re-11ab1e to be repercussions. [It's] 11ab1e to
get back that someone told."

fO.k., so you don't see it happening?"

Therefore, some parents were -informed ofﬁ%he rumored cutbacks by the

staff and some were not depending on the re]at1onsh1p between the parent

and the staff.

The rumors, however, trave]e qu1ckﬂy améng the parents

once the word was out to the parents.' The parents were very susoicious
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that the government m1ght be try1ng to abd1cate what they v1ewed as the.

government's soc1eta1 respons.b111ty‘ to provide serv1ces to: th1s“

population. - Many parents connected thése cutbatks with ‘the previous

(o}

attempt to pr1vat1ze C.L.S. o '
, [ R
Parent: - "o 1 mean, somet1mes I don't catch everyth1ng [at
: ‘the meetings]. But boy-oh boy, when you "talk
privatization my ears are - you know!"

Researcher: "And your concern was because you thought that was the
' first step of getting rid of C.L.S.?"

. Parent: » "Yep" _ .o, R
Researcher: " In the sense of gett1ng rid of the group home, the
. : serv1ce7" _ ’
" parent: . "Right!" (P-D: 15). B

This same parent elaborated on her comment further on in the interview
e m aga1nst privatization of C.L.S. because I also feel that
the government has not done very few th1ngs right in the Department
of Social Services im general - ‘and especially with thes -
handicapped. And once, Just once, they have actually done
something right. And théy've had full support by parents, which
,ﬁéver usua]]y happens, that they should be proud of this type of.
service" (P-D: 26). ,
~» : S .
.- ) ‘
A number of the parents also had had bad exper1ences with pr1vate

agenc1es In their exper1ence, pr1vate agenc1es wanted to focus on..

higher funct1on1ng clients. Since their chxldren compr1sed.one of the

{most difficult c11ent groups to deal with, the parents found that-the

major1ty of private agencies did not wish to allocate their resources to

a.client group or to -individuals that requ1red a h1gh staff/c11ent
/ .

ratio. These parents perceived these organ1zat1ons as being more

tnterested in tryﬂng to keep their costs down than in trying to develop

- and care for- them\ chﬂdren

Researcher: "What is the fear that the parents have with

E pr1vat1zat1on7" o L , L
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Researcher:

Parent:

Researcher:’

Parent:

" concérn, that you can go to fhe Minister and-you have

l 299
"That the’r ch11dren s lives w111 be turned ups1de

“Well, moved ouz of where they are and- into. someth1ng
else. y Into ‘a total different setting perhaps, and’
that may hot get the care that. they re getting now.

w0

.down overnight." v o . )
Wn-what way?" - | B - S

And .that the parents may{ have to follow these strange .

stringent rules. Some of the ‘fears are probably.

.abstract. You know, those ‘are the kinds of th1ngs

that come to m1nd "

"Why do they th1nk that keeping things- as 1t isy athat
keeping C.L.S. in government is better than
ivatizing?" ) I

-ause: governmént I guess, can be monitored easier
than _private agencies. And :that if there is a

somebody to voice your concern to. . With a private

@

e

- agency they can potentially cldse the door on you and :

.Researcher:

Parent:.

Researcher:

Parent;

Researcher:

Parent:'

‘“For remaining within-th% system'”

say goodbye" (P-1: 14).

~ 5

"What was the conCe?n-[regarding privatization]7”

one, that serv1ces weuld be reduced/and second1y,
that ‘the cr1ter1a cou]d change

5
¥

- "0.K., the cr1ter1a’Tbr sErv1ces7" S g

"So the entrance cr1ter1a could change, all of a

sudden your son, for ‘examp1e; may not meet the
criteria and then you' re back wondering ‘what to do
with him?" : ;

/

"They" "say, awe11 he doesn t meet our cuiteria anymore.
Takg§h1m hore and make other arrangements' "
"'l i 'v

Researcher”@i"ﬂo_y ;§§h1nk that was based on reality, or was that

" Parent:

Researcher:

Parent:

Researcher:

_«aﬂmEt uwg thax.was just a fear that wasn't founded7"

o t%%@ﬁ%;p*was well founded." B
‘ “"Do _YOU?," . H o
*Yes [ do.” - \ | \
"Based on what?" o \
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- . » '
Parent: ~"Well.if you 1ook at thegadm1551on criteria for some of
‘ the priyate group homes that there are fiow, none of .

them wolfld take Lisa [daughter]. None of “them would
take my daughter” (ffK:~32-33).‘

The parents therefore feared that. once the government allowed “the
pr1vate seotor ‘to take over C.L.S., their children m1ght well be
vdisoharged from the'program inapproprfately into their own homes or to
an 1nst1tut1on A Those parents whose.ch11dren mere admitted to C.L.S.
'from an institution attr1buted much. of the1r children's progress to the |
' de1nst1tut1ona11;at1on process. . They:>d1d not “want the1r ch11d
'reinstitutiohalfzed ‘Those.who;had admitted their chf]dren to C.L.S.
dﬂrectly from ‘their. hqm“new they could not- ]ook after the1r chﬂdren \:ff1

at home a1one and also d1d not w1sh the1r ch11dren 1nst1tut1ona11zed
™~
- One parent»descr1bed her VJS1t to an institution as fo11ows-

Parent: "It's a horrow. I toured the whole place and it was
S s1cken1ng, sickening that these people are  treated—the
way- they are. 1 mean sixty to a ward. And, well, .the -
day I went it was eighty [degrees] above, and they were
all -locked in this ‘1ittle room. “And there were only two
girls [staff] there" (P-D: 38-39). .

) . 0 ‘ . ’ : .
. It ~was for this reason that the parents quick]y organized into a

non-profit socfetyt,and lobbied the Government d1rect1y dur1ng the

previous privatization attempt.‘-Thfs resu]ted in-a tota1_retract1on of

9

the pr1vat1zat1on—p1an for C.L. S

Researcher. "wbat do you see is, the purpose of Friends of
o CJL.S.
Parent: "Well it was formed dur1ng the, pr1vat1zat1on scare a -
o couple of years\back to fight that specifically. And’
now it appears to be more alopg the lines - of a‘f :
watchdog, to see, you know, what is happenring: What °
- are fhe policy setters in C.L.S. doing? What's the
',;//T—ﬁ\\\ trends of the government? Are ‘they planning on going
more towards privatization? More cutbacks?" (P-1: 1).
. RN s
- . - ~ o
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’ The parents, therefore dec1ded to reta1n the Fr1ends of C L.S. Society

as a ﬂobby1ng group even after ED estab]1shed the Parent Adv1sory
Comm1ttee (P A. C) to fac111tate commun1cat1on between the strateg1c
anagers -and -the parents The parents v1ewed the parent representat1ves

on the P A. C as reportlng back te—the Frwpnds of C L S which they
< = R

perce1ved as being compr1sed of a]] the parents whose 11dren were in

the group home (B*A 2) The parents v1ewed the Fr1ends 0 C'L S. as"'
. ’ N

thevmaJor support and 'therapeut1c group to wh1ch the e]ected ‘parent .

representat1ves reported
Parent: ’ '"They [the government] get too busy and they get to
S g passwng the buck %0 that' you can't get to them. This
is why we finally- set up our organization. And we are
having trouble. enough as.an organization making them
-+ understand. One  person, well ‘this 1is what was
_ . happening, dxfferent parents were go1ng to them and

« . gethng nowhere.'

sy

-.;‘

Researcher:. "So.that's why you fOrmed the Frjends of C.L.S.?“v.

[ ’ R . <.
Parent: . "This was one of the reasons that we formed an ‘
organization. And we have not gone to the press, we
have not gone public, weé have tried to keep our
interaction between the Social Services -~ well ED and
th1s management group - management and ourselves.'

‘rResearcher: "Also the Minister?"

Pgrent: "As far as Connie Osterman [M1n1ster ot Social
- $ervices] is concerned there is no use even talking to
her.  You can't get near her, you phone and phone and
phone and phone and you get noth1ng It all has *to go
through the other channels. And the trouble is” too -
many channels and you loose the whole content ‘and

~ context of what you are trying to get through,

" Neil webber [former Minister of Soc1a1 Services] you-
could get to. We had a meeting with Neil Webber and
we had a very successful meetin In fact that's what
stopped pr1vat1zat1on" (P-E: 10? E

Another'parent désér;ﬁed the difference between'the P.A.C. and the

g

Fr1ends of C.L.S ﬁaé go1lows . | i - g .

71 S
"?> L g
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"The‘Adv1sory [Comm1ttee1_tends to be task oriented.

It's more of a select group becausg, there's. only -
supposed to be one - group. home. - So”it tends’ to try_
and - be task ori d. Friends of. C.L.S. 1is-a

“therapeutic. group. You Know, you can cry to Friends
.of C.L.S. sort of thing. It's sort of a support group

of parents in which you can rattle on. Jnd on and on
about your part1cu1ar ch11d

[In} the Adv1sory [Comm1ttee] we're trying to get away

. from that because that is.one of the big problems with
- parents - is that they want to weep and wail about
~ something that has- happened to-their particular ch11d -

- wh1ch redestroys anyth1ng constructive happen1ng

"In terms of he1p1ng adv1s1ng ED7“

- "Yeah, its fa1r1y new’ and 1ast year 1t d1dn t wdrk out - .

very well at a11 "

4y not?"

W1 think that ED was very defensive. He felt as
though we were trying to take over his position. He -
wasn't apprec1at1ng ‘the  fact the parents have

'SOmeth1ng really un1que to give.

C.L.S. has a1ways pushed, adyocated des1red parental

“involvement and once that group was started it was

realized that parental: involvement that they wanted

- "consisted of taking your child. home for the weekend,
-buying your child clothes, and giving them money

~ Well,~those sorts of . th1ngs were things that I thought"~
. were being already dealt with and I guess. they aren't
~always. You know, I for one do not take my child home

on the weekend, hopefully, I Qou1d do that granted
but T don't, I'm real]y awful."”

“e never said that."

~.

"Well I say that. ‘Anyway, the thing is that they

"wanted ~ parental involvement, . but once ' it came

constructively with -ideas on- how to run this y

- organizatijon, he ED was very defensive ... " (P-H: 6).

As- noted by the parent above, once the rumors of fiscal restraints andi

group Home c]osures started c1rcd.5t1ng among the parents, the parents

o€

,chenne]]ed thejr quest1ons and—con;erns t_rough the,P.A.C They v1ewed-;
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ED's responses, however, with Suspicjon. They felt that ‘he was not

being entirely open or honest with. them. :
A
Parent: - "This is the way I Took at 1t People that we worked
. " wijth - within C.L.S. and above - that I thought were -
really good and we "had a good working relationship,
actually odt and out lied to us. And I felt that I
could never trust that person. Even if it's a little
fib, you know, I'd rather they would have said, 'l
- don't know I rea\ly don't know whewe we re going or
what we're do1ng

~— 50" I—have—difficulty work1ng uhth [those] people -

- there are. about ‘four or figk of them within the
government - on]y they' re h1 ,  They're not in the
group home.' IR

Researcher:  “Are you ta1k1ng Just gengra]]y; about the director
. level at C.L. S , or the régional manager, or.- ?"

‘Parent: "I would say the director and up" (P-D: 8-9).

Many of the other parents interviewed also stated that D had:‘
interpreted the1r queries as an attempt to become involved: 1n the
managing of the organjzet1on. The parents, howe»er, v1ewed the1r own.
quéstioning'as an éttempt to.ensure t(dﬁ‘the secur]ty and quality of

care for their children was not about to be compromised.
Parent: . . "Well, it isn't that we demanded that much at
‘ meet1ngs We definitely.did when we heard - we didn*t
. hear through the committee that these cutbacks were
coming. we got it through the med1a and through the
newspaper.'

Researcher: "Is that why you say that commun1cat1on broke down’“

Parent: “Yes, There is a communication breakdown and there is
T a time that I think that ED should definitely say,
'0.K. 1ook, this and this is going to ‘come down'. And
then we can ask to see how this. is going to work -
% [e.g.] with taking away a fulltime houseparent with

% taking away this, and taking away that.

Thert were so many things that -they were tak1ng away.
I have walked into that group home on a weekend where
there is only two staff working with seven adult
clients. That I don't like!" (P-F: 2).

S ;o »
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The parent§ resorted back to the Friend's of C.L.S. as a means of making

.. N\ _
their concerns known directly to the provincial Minister of Social

Services. ’ R » .

The parents therefore viewed their concerns as fcentering around the
qua11ty of care for the1r ch11dren

Parent: "1 mean, here are children, our main condern is 'what
- is it going to do to their daily lives? What -is it
going to do to their I.P.P. programs?' You know, the
other sets of th1ngs that are part of the1r daily
routine.' .
Researcher: ~"So it prov1ded another issue for parents to organ1ze
o around and d1scuss?" S

s Parent: “Definitely. g mean’1f you had a son or daughter _
: . Ehere, I would 1mag1ne that you wou]d act s1m11ar11y
PrB: 5). .

On the. Whole the parents felt that'the 1oss of.group home staff and in

part1cu1ar the reduction of the houseparent pos1t1on to ha]ftxme would

have meant that‘the same amount of work had to be done by a reduced

‘number of manpower and wou1d result in. the 1ower1ng of the $tandards of

care for the1r ch11dren A]though they we1comed the fact that the

-

superv1sors were now spend1ng more tlme in the homes, they were
S el
;.

'concerned that the staff would have to Tower the1r standﬁrds of care.

For example, parents expressed concern that staff m1ght have “to resort

‘ to T V. dinners 1nstead of home cooked meals, that they would reduce the

number of- out1ngs and cut back the deveTopmenta1 programs for “their
ch11dren ‘due to the resu1t1ng lack of time. The fo]]ow1ng parent s
response was qu1te typ1ca1 *

are frustrated about is ﬁﬁe

' Parent. w,' “0ne of the th1ngs that "
ST . “@dﬁw'that they [manag

[
a e

Al

_ mt] havel-cut back on the: i*
_.'11nes Youuknow, the regular front11ne istaff where
- the- & o rwork s
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s : iseing done they are now expect1ng\two people to do
o "~ the work of three. -

In many, cases you've got a day when the k1ds are all
home and you've got two people on staff. This is -

" ridiculous! It takes two people to lift some of those
pat1ents
When you take M1ke to the bathroom, there is no
supéervision left for the other children.’
'vj ”
Researcher: "Yeah?" ' .
Parent: . “And what's going to ‘eventwally happen is someth1ng is
Co going to go wrong and then the government is going to .
: be faced with a law suit. But I think that is what 1s
\\ . - .going to-have to happen before they w11] smarten up"

(P-E: 7).

~The parents,,therefore, became a political force in the organization's
envfronment. ‘They Were an ‘ntereét’group'preSSing to retajn the statps
quo for their chi]dren because they werg very pleased with the progress

"their chderen -had made in C.L.S. They a]so v1ewed £.L.S. as a
permanent home for ‘their ch11dren and thvs expressed surpr1se at the
notion that.the1r child might graduate from C.L.S.

Parent: "I mean five years later I'm finding out that.one of
C.L.S.'s intentions was to take kids that are
dependently handicapped and work with them and get
them to the point where they. could go back home.again,:
you know, I mean who ever knew that! M

. .
Researcher: "So your expectat1on was that this was her
- [daughter's] 11fe7" '

Parent: "This was her permanent home And that was every |
‘- parent's expectation without fail. Nobody ever
cons1dered tak1ng their child back home.

Well, the thing is if that had been the1r 1ntent1on
they would have mentioned it. I would have told Don
- [a former manager], 'forget it! If you want to take
kids and put them back in the1r home, you're choosirg
- o the wrong population here'. You know kids have got to
) o be higher functioning than that. .

So I mean these kinds of things - they needed to give
some sort of an orientation. What is C.L.S. about?

‘ *
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What do you warit frem me? _Nobody even told me they
wanted twenty bucks a month or whatever. 'Nobody told .
me what was expected in tefms of medical care, dental
care, nothing" (P-H: 9). :

c

The parents thbrefore,'viewed their children's developmental programs as

merel} a means of enhancing their quality of life in the group homes.
. , : . . . o : S

The vast majority of parents,” therefoke, did not expect their children

to move out of the_homes. ™any fe]t,that'fhey had either been misled by

P

T . : : o S . ..
“the management of that management just did not share this vision.

Parent: - "I want a pgrmanent home for Darren that offers the
~ kind of lovisg ' care that he needs. 1 can supplement
~_that, but as I get older I won't be able ‘to replace -
it. - o - :

And§§ need the assurance that he is not going to be -
just cystodially looked after. This is RM's idea. I.
know thH¥ 7¢ what he feels --all we need is custodial
care. Now that is not. true! Maybe all RM needs is a
minimal salary to make him realize that perhaps- there
are other things in life that I think they" [the
children] are entitled to. : B

I would like to see them have as good a life as they

“ can. Adequate care, but more impo antly, good
: emotional care" -(P-E: 27). ' A

.
The parents therefbre, perceivéd that the cutbaéks.sﬁbuld.have focused
“on thé‘manageriaT“%nd strategic manageria1.1evels‘of the organiiétion
(theséxwe}e also' the 1évels wifh-whith they were the least fahi]iar).
FOr-examp]e, many did not see the hegq %Gf both a Program Director and a
Director above the home_supervfsor. \BCcordfng to one parent:

Parent: ~  “Parents get lost - by the time you figure out who
- they [management] are, what they're -supposed to do,
: and the next thing that you know they're gone. {50 we
o . - start all over again.. See, you never know. I -don't
waste time trying to find out who is thare :and who is
not. If I have a complaint T tell my complaint.”

‘Resegrcher: "Tell who?"
Parent: T el the staff._'l c6mp}aih and 1'11 reinforce it - - .

i§ »

]
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by say1ng p1ease but that in'a commun1cat1on book [1n
the* group home]" (P-G: 8 9): S 0

These concerns were communicated both direct]y to the Minister'through
the Friend's of C.LS. and to ED via the P.A.C.. |

\\

The'orgahiiatipna1 response to this pressure‘was to review, revise and;
reaffirm the P.A.C. as a representat1ve means for parenta1 1nput“
- During _ the P A.C. meet1ngs wh1ch were held during th1s time both the
parents and ED appeared to welcome the strengthening of  the parenta?
power 1# the P.A. C itself. ED appeared to be qu1te happy to re11nqu1sh
the cha1rmansh1p of P.A.C to the cha1rman and vice-chairman e]ected by
the parent representat1ves. ‘ Otherj parents however, viewed this

differently. ) , .
"He [ED] wants to take over. He can't handle the fact that Kathy
is actually the chairperson. He wants to take over,. and I think
it's important that Kathy be the cha1rperson (P-H: 33).

A . ‘
Thus the election of a parent as chairman and vice-chairman was viewed

by. the parents as more of a vicLory’ for them ‘in an fongqing pdwérlw
- struggle.

Parent: "To tell you the truth, I think that maybe C.L.S.

1tse1f as an organization, is a little resentful to

' have this watchdog organization breathing down it's

. ‘neck. It probably has enough problems interndlly with

- budget issues and. cutbacks and staff layoffs and
things - let alone having to deal with these angry

parents. You know, so what they have done in the last

couple of meet1ngs is kind of come in and run the

meeting." : .
»

Researcher: "What? The Parent Advispry Committee or C.L.S.?"

Parent: “C.L.S. has come. in and sort of - they haven't really
- it hasn't been & .two way, you know a cooperaf1ve'
) ‘ effort. It's been, you know, C.L.S. sort of running
_ ‘the meeting, te]]ing them what it's going to be and

&
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much." ‘

“So it has been a bit of a conflict model?"

‘"Yes, and they have .,also been trying to break itiup,.l

think. They've been trying tp insinuate that the
people that are running the Parent Adviscry Committee

" or the ones that are active in it-aren't really a good

representation of the rest of the parents.”

" "Do you think that they are though - running:thev

Parent Ad:ij?ry Committee?" . o _
"People otdjheJCOmmittﬁé aren't a good representative.

_not really opening‘thé door to them tqrcontribute very

The thingTis they are ‘the same faces that have been

around for a couple of years. They are the more vocdl

members of the group.- They're the members that want:

to be active, and they're the ones that, you know,
will get under these guys' skin. So-'we tdgk a vote at

our last meeting and: we'Yre happy.’wi,t’h‘,d em. We're’

glad that they're there doing that" (g?{;%;),

It-éppeared therefore, thgt-although the organizational po]itital system

1Y

was re;aligned to facilitate the formal communication between the

strategic .managers and the -parents by , strengthening “the 'parental

involvement . and control of the P.A.C; the parents vfhemse1vés

strengthened their position by re-legitimating the current parent

'representatives on the P.A.C. and by voting to retain the Friend's of .

I

C.L.S. as another-megns:to influeace the bureaucratic and pofitical:’

~

- policy makers directly. - _ y : . R

-

\

In summary; the parents had ‘become a,significant politiEa1 pressure in -~

-

-

manifest via both the P.A.C. andﬁiﬁé Friends of C;L.S,. Their major

he organization environment of €.4.S. Their interests were made

concern was to provide support for the status quo for theif children.

This concern was based ‘on a fear oﬁ. lbsingvfé good - thing, guilt{for

havihg and not being.ab]eltd care for a handicapped child, and fear of

[ ]

Q

L]
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having to. deal with a pr1vate agency- wh1ch might weV1 eveqtua]]y send

" _their child home aga1n The uncerta1nty created by these fears‘}ws

° ll

exacerbated by ¢ breakdown in the commun1cat1on between the parents aﬁ%

,4. :.,

‘the strateg1c managers which, -from the perspect1ve of the parents

-‘ -

. 1ncreased the1r feelings 3j,a lack of trust in the.strategic managevs.ég?

:They part1cu1ar1y vie d ED as both not understand1ng the1r ch11dren ah&’;;i

as be1ng more concerned with living within the - agency budget ancﬁ.

»

,fo]]ohing the orders he receivgd from the bureaucracy, than ‘1n the |
'We]fare of the children themse]ves. They were afraid that if thef’did
‘not make their cbncérns-pknoWn via all the means they had .at -their
disposal, that their children would receive a much 10Wer qua]ity of
serv1ce or they would eventua11y be asked to take the1r children home

§nd ook after them themselves - a task for wh1ch they felt they had

neither the know]edge energy, nor resources.



RART IV: CONCLUSIONS AND IMPLICATIONS

* CHAPTER 11

. THE CASE STUDY AND: THE, FRAMEWORK

Q

" ‘Analytical Summary’ - -

Not
4 ouly were economic resources plent1fu1 due to the roya1t1es generated by
sky rocket1ng 0il’ pr1ces and a boom in the agr1cu1tura1 1ndustr1es of
the prov1nce,‘ but an elfct1on of 2 Conservative Government which.
h19h11ghted a p]atform-of socta] reforms resu1ted in a high degree of’
currency aﬂd-]eg1t1mat10n for the deve]opment of government -based humanh
service organ1zat1ons which enabled the government to rea11ze '1ts':
campa1gn 'prom1;es. Ihese pol1t1caJ 'and econom1c. forces were
complemented by a cultural force wh1ch was based on the belief that theh'.
professions w1th n the soc1a1 sc1ences had developed to the degree wh1ch.
" allowed the megtally hand1capped td how be treated and trained in ‘the ‘;
community." It was felt that the values underlying the concept o
| normaiizationwcou1d be achieved‘by Sﬂlncating'sufficieni resourc d
this area. "Norma]izatiohﬁl " became 1tthe: 'key ' ralue - and
ndeinstitdtionalizatidn" the key objective. |
The devetopment of C.L.S. provided an exce11entﬂvehic1e.totreconc11e é;
both ?he Cdnservative political phj]osophy‘ofjencouraging familieé“tc '
;3 1bok after their own affairs-and'the prOfessional.phiﬁOSoph& of
U T e 2 ~

»:ﬁ“ ¥ o o ‘Wzl‘,

.
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normalization to . achieve  the  promised social, reform of
de1nst1tut1ona11zat1on C.L.S. would show that even'the most dependent .

of the hand1capped could be maintained and developed w1th1n a commun1ty

setting. Fam111es would no longer have to send their children away.

L4
-~

They . could not only remain involved with the1r child but could also

continue to dirett_thet child’'s development.-

C.L.S. then, developed a technical syétem which enabled the clients to _
live and develop in the community. The parents and gderdians became §§§-
integra]_part df the organizetiona]‘politica1 system in the group homez
(opefationa1 e%d managerial level). The cultures within tde group homes
supported the ideal that these were the homes of- the cliedits and the
role of staff ‘was to enable fhe'c1ient to deve]opfto the maximum o%‘f
their potentid]._ The group homes,Atherefore,_deve]oped very organic
technical, ;po1it1ca]» and cultural systems. . The differing and evep
contradicfory values of the elients' families were aekng:Tedged and
tolerated to a h1%? degree. Conf11ct1ng perspectives were tolerated and
in fact encouraged on the 'core team' to ‘generate, innovative programs
and meanigfo meet thesneeds of the c11en£. The I.P.P. S enab]ed each
client to. have his/her own tailor-made \program; j The criteria for
success were psychd1ogica11y and socia11y based. : o
C.L.S. was. structured to facYlitate these highly organic -c?ient and
fam11y or1eﬁted processes. The differentiation of the two units'enabled
the sharwng of common concerns amongusdperv1sors who were grapp11ng with
}‘Ecmnmon issues and resources (1.e., children vs. adult c11ents)i Each

unit also identified a person to scan ’Ehe professional ‘and academic*

db“’:z‘]a\'?’
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env1ronments to ensure that the most up-to- date relevant information was
-

'ShanneTed to the superywsors and staff. -The idiosyncratic manager1a1
styles of the two program directors reinforced the differences between
the two units. However, mahy of the supervisors of both units kept in -

~touch with each other on an informal rather than formal basis.

The types of persons -0ccupying the off1ce of the ei%cut1ve d1rector for
the_organ1zatjon also went through changes.” Dur1ng the 1n1t1a1 phases,
the forganigation was directed by individuals who were motivated by

visions of not only brﬁnging the mentally handicapped c]oser to their

-
fam11aes but also in enab11ng them to integrate 1nto normal society.
»17

They be11eved in what C.L.S: was ‘doing-and actively defended requesﬁs

for more resources and the over expenditures of the agency to those in -

the bureaucracy. >

£
ot

. '_‘

As other organizations 1n the vo]untary non- prof1t sector deve1oped

' s1m11ar programs, ‘and as economic resources becamg‘less p]ent1fu1 those

in the burﬂaucracy began to q1est1on the eff1c1ency and effect1veness of

AN Tv\/m.

C.L. S Numerous evaluations were conducted on C.L.S. These eva]uat1ons
"‘revealed that' C.L.S. was indeed a very effective organ1zat;on, in the
sense that the c11ents were making remarkab1e progress But as the
~economic env1ronment became more restr1ct1ve, those in the bureaucracy'
quest1oned the efficiency of this organ1zat1on. The categor1es they.
used to\#gpserve the outcomes of C.L.S. appeared to _fall 1ntol_two
categories:‘ inter-group'criteria.(i;e.; how does tHQS target population
oompare with other. target populations in\ similar situations), and

inter-program criteria (i.e., how are other organizations were dealing

f‘f" ’ ) o
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programs had

with s1m11ar popu1at1ons, the - ‘number of clients other \

graduated' the ‘cost per- c11ent in these programs as compared to those

in C.L.S.).; " These criteria ,then, duffered~ great]y from the

psycho]og1ca] and interactional outcome chiteria uti]i;ed by the

e

%?’ ' . a d \ : ‘,. ‘ .

The’ barents, on the ‘other hand, were encouraged to and became more and )
o .
- more 1nvo1ved 1n guiding the services of their 1nd1v1dua1 ch11d As the

i

hﬁ& member of the core team and the on]y member of the team ‘with veto -
power, the parents reta1ned control over their child's 11fe Each child
then was developed and cared for in a_manner ‘consistent \w1th the :
familial- ahd parental values - as opposed to being socia]ited using

“professional or institutional va1ues‘(Christje, 1986).
’ )

’ The guardianship Tegislation introduced in 1978 by the Province phovided
? process through which parents cou]d reta1g§£uthor1t¥ over the persona1~

decision mak1ng of their dependant adu?ts once the courts determined the

-

" areas 1in which the 1nd1v1dua1 was unable to mgye decisions in his/her

{;}:est intere§ts.- This Tegislation enabled the guardian of this
7 Xindividual to se” the family's and individual's ‘value sy;tem to
| determin® what was in the best ,interest of. the depehdent 'aduTt -
(Christie;‘1984). . The organic orgahizatioha1 political system at the
operational, meneEErﬁal ahd'program unit 1eyels wehe zn alignment'w;th
this legislation. |
et | ;
Over t1me, the parents and guardians _developed aﬁQ expectat1on of

remaining involved -with and advocat1ng for their chq]dren to the degree
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: to whiéhnthey feTt they t0qu., They also became comfortable w1th the - =

N

:expected them to rema1n 1n the homes 'on a permanent basis. _When they

level ‘of serv1ces the1r children Wwere receiving, and, on- the who]e,f

, perce1ved. threats to these expectat1ons, they/ qu1ck1y organ1zed to"

ascerta1n more complete and accurate 1nformat1on - They 1obb1ed on' -

_beha]fgpf the c11ents and themse]ves to ensure that the best interest of

the clients, as they perce1ved them to be, were made Known to the

. Adec1s1on makers ) Though they agreed that the econom1c times had changed,'

and more’ eff1c1ent measures had to be undertaken by the organ1zat1on,,'“

v

) 3 - 0‘9'-'
, they d1sagreed w1th the solution 1mpqsed by the bureaucrats., ; ) .

‘The announcement by the goyernment of the new.f¥scal targets'reqdire&___

the 'strategic? Tevel Amanagers within the departmental bureaucracy to

‘quickly develop alternate nays “of meeting “this imposed target. The »

guidelines they received still a11owed for many optidns The short time

framg within which decisions were. %o be made,'requ1red a mechan1st1c~

&ecision making structure w1tth.the bqreaucracy. The va11d1ty of the.

v

predicted outcomes of the various alternatives, however, depended~on_the
- accuracy of tfeir information. : - C-

A . o <
. _

To obtain accurate 1nformat1on, the strateg1c level bureaucrats required

. the 1nput of those proy1d1ng the serv1ces Thus an organ1c strategy was

chosen to obtain this input and & mechan1st1c strategy was selected to

actually fdrmulate the decisinn. Those providing the input were not

_ & ‘ . R g -
entirely aware of the criteria that were being used to judge - the

adequacy of the various alternatives. Also, as this information sifted y

A“
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upwards through the bureaucracy, the m1dd1e managers removed those

a]ternat1ves which’ ;hey perce1ved as not meetlng the: cr1ter1a for
selection. An- add1t1ona1 confound1ng variable was that the broad

criteria provided -by the Government for thefse1ect1on of appropr1ate.

reduction scenarios djd not-change. How thesg’ cr1ter1a were,1nterpreted'

for specific scenarios did change, howevex, as the bureaucratic

strategic managers received the input.

The deciaion making process then,became an‘ﬁterative process at the

1‘ bureaucrat1c strategic manager1a1 Teve1 - An organtc” stratégy thus
‘iemerged which resulted in -the - top three manager1a1 1evgis- of the
bureaucracy operat1ng on more of a co}Teg1a1 rather than mechanistic
basis. ‘ The Reg1ona] D1rectors, Ass1stéht Deputy M1n1sters\\ and the
'v'beouty M1n1ster operated- - decision making team ‘§1nce‘ the
-_ram1f1cat1ons of the f1na1 deoision.‘deoended fon .the"co11ective
41mpact it had in the various programs and regtons 0n1yﬁtheiRegiona1
Directors and A.D.M.'s had the information that could predict the
v‘impiicat;ons~for;their areas. | |

..S1nce d1fferent solut1ons had d1fferent ram1f1cat1ons and since ‘the ﬁgi
‘§d1fferent ram1f1cat1ons requ1red d1fferent types of 1nformat1on, the%&ﬁ

bureaucrat1c strateg1c managérs met qu1te frequentlycdur1ng this per1od*

-'1ssu1ng request&»to their pﬂﬁ@rams for d1fferent types of 1nf \’tﬁﬁ%

.as d1fferent qoest1ons arose: From the perspect1ve of the C
managers, these ~fiscally related,,quest1ons .emanat1ng from their

organizational environment heightened the sense of untertain
o R L ./ , -~ X
their organization. I : ’ N 18
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To try and deal with this uncertainty, RM requested ED to devise  a

: var1ety of alternat1ves for a var1ety of scenar1os Thus ED was S

”1n1t1a11y requested to qu1ck1y deve]op a]ternat1ves for five and ten
percent cut scenarios. Later, he was asked to deve]op a]ternat1ves for
three percent, e1ght percent and twe1ve percent cut’ scenar1os ’ S1nce ED
h1mse1f a]so felt that he did not have suff1c1ent knowledge to predict
the effects. of cuts, he requested the input - of the other strateg1c

_ managers and those at the manager1a1 ]eve] who in turn requested
1nformat1on from the operat1ona1 level staff In a very short time,‘a11

members of the c11ent. core teams' became aware:of the .request for .‘

'.information.(including thévparents). - |
_ v R o, B -

‘ , . b T
*A great deal of uncertainty uas created by the request for input.. The
C.L.S. statf' who. were accustomed to the organic decision making style q
used - for c11ent prooramm1ng in the group homes, w1shed to 1nr1uence as -

-well as prov1de 1nput for a decision.  Both the operat1ona1 vahd E
manager1a] Jlevel staff perce1ved ED ‘as hav1ng the power to influence the

ultimate decision. They ‘were uncomfortab]e, however, both w1th ED's
commitment to adv0cate for- the'organ1zat1on and with the 11m1ted degree
of know1edge they perce1ved he possessed regard1ng the effects of a "
number of the opt1onsvon the clients. - They percered him as favor1ng a-

J reduction in the number. of houseparents wh1ch they v1ewed as part of the d

- direct care staff Th1s_a1so became one of the_maqorpcon?erns of the

- dpa*ents.

'_The”suggestions as to where to make’ the cuts, appeared'to be based on the
'Qdegree to wh1ch persons understood what those in other roles did. - The

' .'operational 1eve1 staff supported cuts 1n the managerial (e g.v
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supervisor for two group homes) and strategic managerial positions (e.q.

dhave'the programhdirectors report directly tovthe regioh eliminating the
eXecutive director). The managerial level staff basicaI]y supported the
_ status quo.  However when , pressed, they viewed - cuts’ ih ' the '
administrative support area (e.g. financial and‘personne1 clerks and
secretaries), the'orogram eupport areas (e,g.‘e1im1nat1ng the program,
consultant and program ‘specialist), and”the strategic manageri T'area
(e.q. e11m1nat1ng either the program director p051t1ons or the execut1ve
director pos1tjon).

The -étrategic ‘managers were divided. The orogram' directors proposed
cuts in the headquarter pos1t1ons (e.g. reintroduciug~pr1vatitation by
ie11m1nat1ng the. headquarters and having every two group homes run by a
_commun1ty board) ED supported changes which would reduce the manpower
d1fference between the adult and childrens serv1ces unit (the ‘adult'
homes had one extra T.A. pos1t1on to aid in 11ft1ng) and . the amount of
houseparent resources, which he v1ewed as not being 1nvo]ved in direct
c1jent care. He a]!% proposed some -reductions in the administrative
: eupport staff. | |

'The “major motivattng 4variab1e underlying these Fdiffering' or oppoeing
: suogestions'fordaccommodating the tmposed-fiscat.reductionvappeared_to
be the threat of strategic chauge. 'Ail of thevoartjcipantébexcept>ED and
| the bureaucrats believed that a ’chahge from:'a_ deve1opmenta1 to a
maintenanCe focus jn the organiZatton'wou]d have a'deleterioue effect op
the residents. vThey,'therefore recommend' changes in " the other
_ orgahiiattona] compohents' (i.e: "organizational structure and human

resource management) to allow C.L.S. to conttnue to 1mp}ement the

'
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developmerital mission and strategy within the fiscal reductions.
Lo Ny . DS R :

L

TP

b 0

OnCe ED announced that his scenar1o had been chosen (by RM on. the adv1ce o

<

of ED the parents dec1ded to take a more confrontat1ona1 strategy
Th1s was perce1ved by those in -the" bureaucracy (and’ part1CU1ar1y in ‘the:
’ regTOn) as an attempt by the parents to 1nterferé w1th the management of

the organ1zat1on. ' L

t

, ‘ . , ,
As a result of . th1s confront1ve strategy, however, “the. organ12at1on S

&

p011t1ca1 system was re a11gned. ;>fhf4 re]at1onsh1p between the

_,

‘organ1zat1on and the parents as a co]]ect1v1ty, was rev1ewed rev1Sed !

and formalized. Different channe]s of commun1cat1on were deve]oped for
4 {

d1fferent reasons. The parents were encouraged to dea] d1rect1y wmth ?

their key worker and group home supervasor regard1ng their: concerns

<

: about thelr 1nd1v1dua1 child. A parent COntro11ed* news1etter. was
P o

1eg1t1mated and supported by theJorgan1zat1on to prov1de a-weh1c1e to, ;

d1ssem1nate 1nformat1on and d1scuss organwzat1ona1, parental, and group
1home‘1ssues The cha1rmansh1p -and contrb] of the agenda for the Parent
Adv1sory Committee was assumed by parents. F1na11y, parents agreed that
1t wa5“1ndeed up to the managers to run the - organ1zat1on but they

requested ED to acknow]edge and cons1der the1r 1nput when making

’

decls1ons The parents howeverl/d1d decade to reta1n the Fr1end s of

o

C.L.S, as a means of advocat1ng directly outs1de the organ1zat1on on a
po]1t1ca1 bas1s N : ol 'f ' ’C R tit' ;m"

Figure 14 below summarizes the e euentsL,dynamﬁcs'andvstateq mot1ve$ .i,
~utilizing Tichy's concepts. B S S
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G1oba1 and National S1tuat1ons (Recess1on)

;;,,;,;,/f57P011t1ca1 Dec1s1ons tE Reduce Projected Prev1ewed DEf1C1L 'i

- Parental
. Uncertaint¥\\\\\\\\Econom1c‘$ressures For F1sca1 Reduct1ons and Rest:a1nts

(Through Bureaucracy) RPN

L . :A. . k ."é".i,.-v_v . -. .
g .
\\\\\\-\\\* Staff Uncertafnty Q—-—Pﬂ]1t1ca1 System AdJu§tments

- Organizatios Structure
(Centra11zat10n of expend1ture _

Cultural | authority.)
~ Pressures } : - ?uman Resource Management
. Staff positions modified,
- Financial/ :::::::::::£%> ‘ reduced and aboTished)
Bureaucratic o e
""'277' Technical System AdJustments -
- Professional/ ———/ |- Organization‘Structure (redistribution of
Client- 0r1ented"‘ B tasks, changes in some organ1zat1ons -
processes) &
:::::E:7 - Human Resource Management (restrictions

- Parenta]/ “::::::

Security i o : on who to hire, changes in skill
‘ ‘ ' requirements JOb standards, and appra1sa]
| criteria)
- J -
0 Political System ‘ R >
R - Mission/Strategy (staff and parental input)
G— 0 . v _“ .
R Technical System '

E G - Missijon/Strategy (formuTation and
N A ratification by strategic level managers)
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Figure 14. Chronology'of-ﬁvents'

In suimary, F1gure 14 demonstrates that the economic pressures 1mposed
J.upon C.L.S. emanated fromyﬁ po11t1ca] dec1s1on to change the sfrategyf
‘.wwth1n the pub11c sector 1n an attempt to dea] w1th the effects of th
f.nat1ona] and wor]d w1de econom1c recession. The effect within C. L.S.

{was to qu1ck1y deve10p, wkgh staff 1nput four scenar1os as alternatives

2 ' L)

N
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to'how resources coqu beﬁrea11ocatedato continue within the current

mission and strategy of the.organ1zat1oné:“The'degree'of appeal for each

1

of the four scenarib; differed among the - various groups within the

.organ1zat1on. Uncerta1nty was therefore generated as- to which scenario

~ would be chosen "The chgsen scenar1o had 1mp11cat1ons for who was going

to rema1n within the organ1zat1on and. who wou]d be askéd tp leave ‘or

reduce their ervices! These added to staff uncertainty - partﬂcularly_f

. at the operational ]evel's1nce these’ persons,had,the most-toq]ose,and

the least amount of-.organizational power.
¢ .

-

.The c]ose relaﬁ;onsh1p between the operat1onaT 1eve1

;parents which was generated by a long term 1nvo1vement of pareﬁts in the

serv1ces of their ch11dren resulted in the pazents be1ng 1nformed of the

potental = changes before the strateg1c 1eve1 managers re]ated the

~information to them Th1s created an. 1ncrease~1n parenta] uncerta1nty -

resu1t1ng in an attempt by the parents to f1rst1y seek more 1nformat1on

from the strateg1c managers, then attempt to 1nf1uence the .managerial -
decisions and f1na11y to d1rect1y influence the M1n1ster who they
perceived to be the. 1nst1gator of the change and the person w1th ‘the

power to exempt or minimize the pressures for fiscal reduct1on on C. L.S.

one of the maaor causes of uncertainty among the parents and - the client

oriented staff at all three»1evels of .the organization was the fear that’

-

‘the mission and strategy lof<5the5 organization might change from a

¥ TN

developmenta1 to a custodia1' focus - a change" which _they could not

]egttimize with their current strongly entrenched values.

Once the dec1s1on was,madeéfs to who was stay1ng, who was 1eav1ng, and

who Was be1ng cut.back to meet the f1sca1 target (1 €., a prOJected .,
. [ | N .
7 L .

R

. B0

K
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deficit of eighty five thousand dollars ($85,000.00)), tasks were °
redistributed and organizational ‘processes "changed on an immediate,
snort'term and 1ong term basis. “This in turn;‘resu1ted in a change~fn

the descriptions, sk%]]s reguired, and - appraisal criteria-‘used to
- evaluate tnose in all three 1eyels pf_tne_crganization. L“r
- ¢ '
An1s1ng from these techn1ca1 system changes, quest1ons were raised as to
the effect they had on the mission statement Staff at a]] levels
requested to prov1de 1nput into ‘the formu1at1on of a{ new “mission
~ statement. thistinput was utilized by the stratégic level managers to-
formulate a new mission statement which rationalized the changes that
had dccurned, reconfjrmed the original purpose ofttne_organizatfon, and

;get the directton for the development of goals and objectives for the up

coming year. e

The Propdsitional Expectations

1The major fgcus of this -study was to :examine the 1npact of' an
exogenously generated;(fiscal reductipn on lgroupé of :organizational

stakeho]ders. using Tichy's 'sana1yt1cai 'fnamework. Proposttiona]_

expectat1ons 1 proposed the fo]10w1ng “ ‘ 'iQ

“a change in-the economic force of the organ1zat1ona1 environment

will require the strategic level managers of the organlzat1on to
first focus on decision for change w1th1n the technical system".

Q
'S

The' results of this case, ctudy.sugport this expectation. The order of
occurrence, however, appears vto be somewhat .different than what s
implicated by Tichy in figure 6 above This f1gure 1mp11es that chaﬁgﬁ?b
“in the organ1zat1on env1ronment wou1d tr1gger changes in the mission and

strategy of the organizatiop wh1ch -then - create 1nteract1ve changes
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among the organization ‘structure and human - resource managemegf
. : * 7 '

‘components.

e PR : ( S
In this situation, the strategic level managers focused first on~thanges~
.in the differentiation of tasks w1th1n the organ1zat1on structure '
Imp11cat1ons for the m1SSTOn statement of the organ1zat1on were exam1ned
after the fact. It was in  fact the implied - change in the-’
mission/strategy of the,organization from'deve]opmental tovmaintenance
care that was uhder1ying the arguments nade by the operational andlh
manager1a1 level staff The uncertainty created by the‘shift in tasks.
-which were necess1tated by the manpower reduct1ons was f1na11y ‘reduced
when all stakeholders were 1nv1ted to provide 1nput to the Aew mission

statement and the new- m1ss1on ratified 1ncorporat1ng this. 1nput

In this-case,ltherefore,vthe mission statehent apoeared to legitimizev
the;neu redjstribution'ot tasks within'thehtechnicat system rather'than 2
guide the changes‘ In: fact, one of the greatest concerns expressed by
- those at ‘all. three 1eve1s of the organ1zat1on was that changes w1th1n
the‘ﬁechn1ca1 system were made by the executive director to accommodate
the econom1c reduct1ons d1rect1y w1thout any reference to the mission
statement. The threat of an implied change to the m1ss1on statement

therefore became a major source of uncerta1nty;

‘Exd%ctat1ons two stated:
“nThe impact of the changes in “the techn1ca1 system will. requ1re tF
strategic -managers to focus on the p011t1ca1 system : to see if this
system needs to be real1gned“ - &

The results of the study 1nd1cate that the h1gh1y organ1c po]1t1ca1

system was in al1gnment w1th the organ1c mode] of service de11very 1n '

7
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the techn1ca1 system. The political system-was designed to examine the

- client's needs from many perspect1ves ahd develop 1nnovat1ve programs
@

that wou]d best meet his or her needs at th1s stage of deve]opment The - -

expectat1on derived from th1s system was that everyone, regardless of
bureaucrat1c rank ‘or role, was encouraged_tovprov1de their 1nput no

matter how conflicting or conﬁradictory.'

]

‘v

The reduct1on in f1sca1 resources, however, required a s1ng1e speC1f1c
solution in a short t1me frameﬁ It “was directed from the top down. as
~opposed to the bottom-up f1ow.of,1nformat1on-and dec1s1ons ut111zed in
the c]ient oriented service s9$tem. The 1ach of. powerr to make or
; 1nf1uence decisions as perceiveofby the operationalland managerial level

staff, resulted in the generation of a fair amount of uncertainty.
J C ' ,

b . ,

L

Formal awareness of this un'cerﬂt.aig$~occurred'approximapte1y five and a

half months after the imp]ementation of;techhica]’system-cha es. It

was identified by CPD atl the management ,téam ;peetin where she

The. other strategic managers, eyer,>appeared veticent to tackle this
prob]em directly The pB]iticaL'system was
w1th the organ1c expectat1ons of the staff and. parents, however, through

two processes. F1rst > ED gradual/y became conv1nced that = the

organ1zat1on had becqpe aSa1ean as 1t could be with its current mission

and programs. The on1y other og}1on that he felt was ava11ab1e was to

start c1os1ng down group homes He invited thevtwo program directors to
-attend reg1ona1 p]ann1ng meetings w1th h1m and with their support

%tarted to advocate for the agency (ﬁ e.,-represent the agency in the *%

. o

rought more 1in a]ignment%?
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region rather than the region in the agency). .

- Secondly, thg role, structure éhdi'influénce of the Pérent Advisory
Committee was' re-examined, qué}uéturedlaﬁﬂ legitimdted.. The parents
took over the chairmanship of the “committee and established and the

. 6rganizafiona11y legitimated formal cohmunication mechanisﬁ (i.e., the
newsletter) with the rest of the bargnfs. This reinforced the
perception that the parents on the P,A.C/ were représentativé 6? all of
the parents. .They also c]érifiéd the,dfstinctioh bet&een édvising‘the |
managers of C.L;é. and their ¥03é of advdcatiné“fof the organization as .
a whole. Ihé former they allocated to the P.A.C.; for the Tattgr tﬁey
retained FriendiS 6f C.L.S.

é v
a

The. strategic manégers, ori the other hand, reaij;ed thaf the cohce?%s- .
| that'the'pérents chénneTed through the P.A.C. we;e to be used as inpus\
in decision making. They came fo.be1ﬁevé that the parents’ were not
“attempting to colléctively manage the drganfzSEion but ‘were rather
.seeking_a.veh1¢1e'Which”wou1d f&;i]itaté.iﬁéir inpuf ahd'é]Tow them t6
question the managers and hold them"actountable fof their decisions.
The parenfs, therefbre;_did e*pect\ghg gtrétegic managers to_explaih the
reasons for their decisions relative to'the<parents} concerﬁs if Ehéx

- did not make a decision congruent with the parents' suggestions.. The

o

second expectation therefore was supported. , \ R
M ' L
‘:?."":Z. o ' . . B . _L“ .

. :‘-’_1;;, o

Expectation three was as follows:

"G?Ven a high value -consensus the cultural system will uhdergo the
Teast amount-of attention and change as the group of stakeholders
.in the organjzation try to interpret and justify their decisions - °
utilizing thé same values and assumptions used préviously to .
“provide a sense of historical continuity and evolution™.. -

r



Th1s expectation a]so appears to be supported by the resu]ts of the

study. A1l of the stakeholders involved agreed that care of the clients

was paramount. D1fferences occurred regard1ng the 1nterpretat1on of

~

what would be an ‘acceptable standard of care. ED perce1ved that t
Jtechn1ca} changes requ1red by the fiscal restraints wou]d on1y Tengthen
the time period required to meet “the deve]opmenta] goals. He also did
not view the houseparents as direct care persohne], but rather as a
Juxury for. the group home staff. He justified hjs actions by
' 1nterpret1ng the drincip]es df normalization to mean that ever§bnev
should pitch in to he]p with the cleanind, Taundry and cook1ng just like

H

they do in a normat family.

The staff at the operational and managerial leve1 as well as the two

L4

program directors took - exception te—-hws perception. They viewed

'hbrma]ization through the scre;ns prov1ded by the1r profess1ona1.?‘4
pagad1gm From the1r perspect1ve the qua11ty of services provided for
the clients was at the m1n1ma1 1eve1 a]ready Although ready to look at '

~ changes in processes and the ared1str1but1on of tasks‘ withih the
technical system, they %Est1f1ed their: recommendat1ons for managerial

. . Y .
_and “support servite cuts on the belief that®the c11ent should come

first" - which to them meant conp&huing to develop rather than just:

maintain the residents' abilities..

9
-

The results of the case study also showed that C.L. S as an organ1zat1on
was-highly,segmented. This segmentat1on resu]ted in, a 11m1ted f]ow of
‘1nformation‘between group homes, betweep units and between °the three

levels of the Qrganizafion.'_This was reinforced by the sub-cultures'ofT

the organizational units, For example, each group home ran as a

&
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“complete unit. The supervﬁsors were 1nvo]ved in the estab11shment of

client as well as staff goals, recru1tment and appra1sa1 of Staff, and -

staff orientation. Thus incoming employees would only be exposed to

their own group' home. Their perceptions of the rest of the

organ1zat1on were created from the information they rece1ved from ‘their

col1eagues, the superv1sors or from the re1at1ve1y rare v131ts of the
‘executive and program directors. L -

P
S

. . : , g o
_ The managerial styles of the two unit directors was?also different.

B

o

CPD's style was quite organic,, supportingkgroupidisphssipn and group

decision making. APD's style was.more task: ohientedf} Thdhgh ‘they both
e

believed very strongly in their profess1ona1 va1ues; the1r different

R
manager1a1 sty]es were ref]ected in the sub- cultuﬁés of the1r two units.

~There was also a cu1tura1 split” at the strateg1c 1eve1 Bhth program

directors v1ewed ED and BM as non—profess1ona15 in the sense that they

were'not trained in behav1orayﬁana1ys1s. They appeared to be qu1te

N

seleetive 1n,term$’df‘thevtype of information they gawe ED. Although 'ED

stated that he" had an open door policy, he mentioned that very few of

<3

the. superv1sors seemed to take advantage of it. This appeared to be

Just1f1ed part1¢u1ar1y in the adult sefvices un1t by a be11ef that ED
‘A:_
“3‘m1ght m1s1nterpret the 1nformat1on he had rece1ved d1rect1y from . the
t’" - " ty
:f ﬁbuperv1soﬂs and therefore not act in the best interest of the c11ents

. el } .

P e T \ e e
G ) R

é - P Y .

11 stakeho1der groups stated the budget cutbacks as .a maJor 1sshe '

dUrrng the study per1od A]though their stated reaihns d1ffered to some»‘

f:degree, the1r reasons were based on a concern fof the welfare of the ,i

'*51‘e"t3 ’“The Dersonal service, profess1ona1s feared that the Qua11ty ofif"
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service would be é&llowed to deteriorate from a deve]opmenta] to

maintenance 1eve1, . Their aparehension’that budgetary problems wou]d be
resolved at the expense of the c11ents develepment and -a 1hwerin§ of
their qua11ty of 1ife was also based on the h}stor1ca1 be11ef in C. L S.

that the d1gn1ty of the client was.linked to enab11ng them. to develop to

the maximum of their potential.
v v

2

<.

o

,Although the1r concern for the c11ents d1d not always filter through to
‘the other stakeho]ders the impersonal service strateg1c managers he]dj
the same basic be11ef. They also fe]t however that the efficiency of

viee to chents could be ‘drastigalTy improved with ,on1y a

mpact on effectiveness.

< )

The fears of the personal servieesprofessionals'and the parehts were
allayed somehhat by‘the "new’ mission statement. This‘statementvboth
reaffirmed the prev1ous mission and. 1ncorporated a value statement which

- was im line with the current and past organ1zat1ona] beliefs - thus

providing a sense of hlstor1ca1 continuity.
S . _

- e
P

" The fourth proposition was as follows:

"Those stakeholders that fall outside of the hierarchy .of the
organization (i.e., the parents and legal guardians, and the

bureaucrats) -will endeavor to influence. changes in - the

organizational systems first directly and if ‘unsuccessful, then

indirectly through trying to ~influence the po]iticalv forces -
reTevant to the organization". ' -

.The results of the study reveal that the economic forces as 1nterpreted
through the bureaucracy did affect\the techn1ca1 and po]1t1ca1 systems

'dwrect]y. The CLS strateg1c manage;§ were not on]y g1ven a spec1f1c

=~

target for fiscal reduct1ons, but the changes they made w1tth “the

S s



- technical system,aiso had to be approved by‘those in the bureaucracy?28
. o] |
Representatives of theybureaUCracy met direct]y'with both“the_strategic N
fand managerial 1eve1 pemsonnell'in the organizatton These special
meet1ngs were- designed to d1ffuse m1sconcept1ons and allow the staff the
'opportun1ty to prov1de 1nput d1rect1y The bureaucrats also met w1th
b.the parents ag a group to clar1fy with them that they felt that the

14

parental role as dec1s1on makersvfo the1r ch11dren did not’ entitle them
to extend that function to the_orga::;;t1or, | |
The parents on the‘.other hand, trieq_-to' make clear their concerns
regarding the effect of the restraint on the qua1ity of care‘for.their
‘chﬂdren They first tried to ihﬂljence the changes in the
organ1iat1ona1 system by - contact1ng the staff supervisors;: and
' Execut1ve D1rector d1rect1y The parents then, tr1ed to 1nf1uence'@$
d1rect1y as a group in a confrontablona1 meet1hg After perce1v1ng

to 1nf1uence the po]itical

'"7ﬂ%J;rect1y- The Minister however,

10 4
=

‘ ,Jﬁ;yafﬁ
rather than meet1ng with the pareni&_;@ﬁ%ﬁt]y, ut111zed the resources of
.. .Eu

_ the bureaucracy to c1ar1fy and deal w1th the Cbncernsqput11ned by ‘the
parents This resulted in a meet1ng between representat1ves of the
reg1ona1 bureaucracy and the parent groups 4 |

N '
After approx1mate1y Six. months, the reallgnment of these forces appeared‘-

to be re- negot1ated - The organization estab11shed mechan1sms w1th1n the'_

»

techn1ca1 and po11t1ca1 systems to accommodate the concerns generated by

Y :

both the’ po11t1ca1 forces of the parent 1nterest group. and the econom1C'
g) .

forces, ‘transmitted through the bureaucrary The results of- the case
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study therefore; Support this eXpectation.p

Conclusions and Cnﬁtique OffTichy's Theory'

..a )

_ Accord1ng to T1chy, strateg1c change is "non- rout1ne, non- 1ncrementa1
-and d1scont1nuous change which alters the overail or1entat1on of the
| organization and/or components of the'organwzat1on (T1chy, 1983: 173},
Strategic ‘change s necessary when the organ1zat1on can no 1onger.
-~ controi - the pressures of . the' organ1zat1ona1 : env1ronment
sa:’jtactor11y respond to ‘the’ pressuaes the organ1zat1on env1ronment
their current techn1ca1, po11t1ca1 or;lultura1 systems Nhen th1s
' occurs, the organ1zat1on must "be transformed if it s to? rema1n

eﬁfect1ve or.survive. T o ST

-

This ransformat1on deve]ops around three themes 1); Rec.gnizing" the =

need for rev1ta11zat1on wh1eh occurs when the strateg1c managers attempt

L)

'to alert: the organ1zat10n to grow1ng threats from the env1rénment 2)
’creat1ng a new v1s1on whereby these managers strugg]e to focus the "
' organ1zat1on s attent1on on a v1s1on of the future that 1s exc1t1ng and,'

--pos1t1ve,.and 3) 1nst1tut1ona11z1ng change where the managers seek to -

‘1nst1tut1ona11ze a’ transformat1on to ensure that 1t w111 surv1ve venf

when and if the stratqg1c managers 1eave the organ1zat' n (T1chy andgh

Devanna, 1986) . Transformat1ona1 1eaders 1n 1tut1ona11ze th" 151on

'by re-weav1ng the "strateg1c rope wh1ch cons1sts “of the techn1ca1
pol]tlca1, and cultural “strands" in, Such a way that the Byreaucracy in

| Targe comp]ex organ1zat1ons is- made to dr1ve the organ1zat1ona1 goa]s

(Ibid: 216),



According -to chhyfthe motivation to commence this re-weav1ng process R

fis"provided by the  growing uncertainty createdloby the; m1sallgnments
'w1th1n and between the . organ1zat1ona1 systems ' Thts caseﬂstudy confirmsh'”
. B <~
_-that th1s uncerta1nty d1d create stress. and - anxiety in the C.L.S.

management and Staff. To reduce'thisianxiety;yboth managersiand'staffuy

_endeavored to devise innovative procedural and structural changes to .

~accommodate the reduction in fiscal resources. e I

. -
v

T1chy, however, appears to imply - that the change process 4is a top- down'
process 1n1t1ated and resolved by the strateg1c managers In th1s case

;-study, the change and re-a11gnment‘processes were 1terat1ve processes
- that 1nv01ved those at a11 1evels of the organ1zat1on ' :’g“f

o .
: ¢

“ This process. Valso appeared to ' make more mantfest"funCtﬁona1 'bufferg e

iones \{T1ch had been created 1n the organwzat1ons when resources were
P1ent1fu1 | These "buffer zones | a]]owed the means or1ented vd\- .
c11ent or1ented sub cu]tures(and profess1onals to co- ex1st 1n re]at1ve

- harmony For example,. SUperv1sors had the t1me and of fice space to"'

':c011ate and report the f%nanc1a1 and stat1st1ca1 aynformat1on to thee N

',strateg1c managers and still conduct thejr superv1sory and other group“.'

-+ home re]ated dut1es | S ii-

S | o o |
. L : . . . P : C)'
'Th1s study reveals that the day ~to- day work of the staff at a]l three

11eve1s,‘~however, appeared to encourage a dr1ft1ng apart of the'

‘ expectatlons of , the organ1zat1oha1 stakeho]ders.: S1nce the everydayéa i

.fhexper1Ences ‘of these 1nd1v1duals d1ffered, they deve1oped deferent'

’ processes and structures to accommodate'the pressures they v1ewed as7‘;"
_ P ,

s o
1mportant. These pressures were d1fferent for the operationa1 staffj'
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.
e ? Y

“than - they werﬁ for the managérs and strateg1c managers 'Each'leve1 in.

:7the organlzat1on therefore created d1fferent methods to deal w1th these
' B

; d}fferwng techn1ca1 po11t1ca1 and cultural pressures In fact at

g-.

t1mes, one, 1eue1 s so]ut1on created add1t1ona1 pressures for another_ i

1eve1 (e. g , the program d1rec¢ors pec1s1on to standard:ze the program

format 1nto a fgrma11zed I. P P protess wh1ch created a 1ot of paper

S

work for the group home staff and/therefore reduced the t1me they cuuudﬁ

.._v

rspend’ﬂ1th the c]1ents).

‘

,,, .

-“i,\._'__‘

Those at each 1eve1 theréfore'deyised'dffferent“strategies to'dea]JWith L

: these pressures : These strateg1es often 1nc1uded protect1ng the1rf

«

'_everyday wor]d exper1ences by f11ter1ng the 1nformat10n commun1cated to

’ those in the next 1eve1( ) Through th1s process, 1nd1v1dua1'

expectat1ons of the techn1ca1, po11t1ca1 -and cu]tura] systems gradually

Mt

drifted apart '5[ in a c1ass1c examp]e of the 'Bo11ed Frog 'Sygdrome

(Kanter: " 1984).

. L Cele St ‘. L . iy A
. /.J’ r o , \'.-. PP . . . B ..,,_ .
> ) e . . . A

~The 'buffer zones fac111tated the rat1ona11zat10n a i;;d ex1stence of

these d1ffer1ng expectat1ons “ For’ e«ample, the sue;rv1sors spent many
RIS

hours 1n the1r headquarter off1ces and away fromgﬂhe no1se and demands,,

’-'D | .

. in the group home to perforn\the1r adm1n1strap37ve§ tasks

S
.‘u :
v

f N1th tHe onsiaUght of the f1sca1 restr%1nts, these buffer zones were .

&*'o'.-' r "

5

1dra§t1ea11y reduted exposwng the m]salwgnments whwch had evolved w1th1n
3 <

ol L}

theo technlca] p011t1ca1 ‘and cu]tura] systems The expectat1ona1‘

dr1ft'°wh1ch had occurred in the ev01v1ng everyday exper1ences of the:h‘ -

> management and staff was’ suddehTy man1fest Those in a]J,leve1s,of:the

. -
.‘J' TrW

.‘orgahizat1on were shocke@‘byithe d1srupt1on. There was no- longer ‘the

,.7/A S . ' \U_.,o
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_t1me or resources to meet- both the percewed ﬁdmmstratwe and c]1ent

needs 1n_the manner, :1ch a]] had become accustomed

'S
' -5

Sd R

L ’ £
The changes requ1red in +he techn1ca1 system requ1red ‘new expectat1ons

- Th1s 3l so called tnto quest1on how these dec1s1ons were tg,be made .- -

Q

_i.e;} whether ¢he current dec1s1on mak1ng and resomrce a11ocat1hg
processes were adequate to make the requ1red changes Concern also

"deve1oped regarding the cu1tura1 system The deve]opmenta11y or1ented :
va]ues used to Just1fy and 1eg1t1mate the ;11ent focussed dec1530n

4

mak1ng processes and the serv1ce de11very systems were beang Quest1oned

t

- by the Execut1ve D1rector. Th1s was heresy to the t]1ent or1ented
y_staff, ’ T ’ ’J'h | ' | ;'7'. _‘..'_,y. .

R

The m1sa11gnments between these systems appeared as an .expectat1ona1
‘fr1ftf. Staff feared that no 1onger would the reduced 1eye1 of care be
: eonstrued as deve%opmenta1 and/or de-1nst1fut1ona11z1ng They feared
.:that a value based on 11v1ng w1th1n the means would supplant the c]1ent
_based va]ues under1y1ng the mission of the organ1zat1on ; They feared . \f
| ‘that the lack of cons1derat1on they perce1ved ED and ‘RM- had,g1ven the1r T..td
~input might evo]ve 1nto an organ1zat1ona1 trend whereby they wou]d bev |
‘exc]uded from prov1d1ng 1nput 1nto ‘future 1mportant dec1swons lThe ??
parents also honed :ﬁn’ on thesef expectat1ona1 r1fts,~ demand1ng ‘

7 eXplanat1ons and assurances from the strateg1c managers,\bbreauqrats,""
L] Lo
. e \

“and the M1n1ster.

Tichy's‘ theory does not dtstfnguish \between ‘these two types Tof a8
_misa1ignment Based on the analys1s of this case study, howeVer, this"m:;

distinction appears to be-approprlatevand useful. Uncerta1nty BEanating» o
S A ) Bl &"q g ‘ A- - “ .
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from w1th1n system m1sa11gnment ('expectational drift') appears to be.

the resu]t ot the soc1ah§zat1on processes 1nd1v1dua1 emp]oyees undergo

-

wh11e conduct1ng the1r everyday dut1es 0rgan1zatvons which do not

1nc0rporate th1s ”1earn1ng ong_the Job' _information' dinto - their

- organ1zat1ona1 1nforﬁat1on systems may be less effective than those who

11 . 1

éo because of tgp reduced congruence between 1nd1v1dua1 and JOb S1tuated. -

» expectat1ons _ -

14 Y

n

Strateg1es wh1ch mag address ‘eXpectationaledrifting' 1nc1ude thorough

: or1entat1ons and 1nteract1ve staff development sessions which focus on

7

£ .
- job expectat1oqs and sk11ls The purpose of these sess1ons wou]d be to

1dent1fy and reduce any- cogn1t1ve d1ssonance (Festinger, 1957) between
the expectat1ons of the staff and the1r perce1ved demands of the1r Jobs,ﬁ
as “well as. to 1ncrease the skills requ1red to perfomn their duties.
These sess1ons should include top1cs wh1ch h1gh11ght expectat1ons and
sk1lls not on]y in. the techn1ca1 system, but a]so the p011t1ca1 (e.gu,

I

how organ1zat1ona1 dec1s1ons are made and .the sk11Ls requ1red ‘to

o contr1bute or. deve]op strateg1es to contr1bute to th1s process if they,

o so.des1re).and»cu1tura1-systems (e:g., why‘we are in this business, the

- societal need met by the organization).

O

_“Expectationa]‘ rifts' create uncertainty -due‘/fo the ~misalignments

'~ betwéen the systems® This -is analogous ton'cognitive dissbnance“'on'an'

o . 3 ' -
organizationa1'or grpoup level. For examp]e the values inherent in-the

organ1zat1ona1 culture or the' under1y1ng norms may no 1onger congruent]y
(

s Justwfy or 1eg1t1mate in who1e or in- part what' the organ1zat1on is

do1ng (1 e., techn1ca1 system) ar how dec1s1ons are made and resourceS'a

j a]}ocated (1;e§,kpol1t1ca1‘system). This may manifest itself in the

° - : ’ ‘ : e



334

:eva1uat1on of d1fferent 1nformat1on,sysdﬁms for d1fferent purposes and'

the unconsc1ous screen1ng out and/or md&hnterpretataon of 1nformat1on as -

1nd1v1dua1s endeavor to Just1fy and 1eg1t1mate qsgan1zat1ona1 act1ons
and act1v1t1es Th1s could be part1cu1ar11y hazardous dur1ng the

~current pfedominantly unstab]e organ1zat1ona1 m1}1eu (Kanter and Ste1n,.

' 1979 373 386).

This case study 'demonstrates 5that Tichy‘s perspectiveQ can .also be

app11ed to organ1zat1ons undergo1ng ‘non- strateg1c change. Throughout

the t1me perlod of this- research C.L.S. did not undergo a §%rateg1c

change as def1ned-by T1chy Instead the strateg1c managers adapted the _

organ1zat1on to the pressures creatéd by the fiscal restra1nts by‘

ad3ust1ng ‘the organ1zat1on strugture and human resource management.

’ components of the techn1ca1 system and the organ1zat1on structure of the -

po]1t1ca] system. A]though th1s did create uncerta1nty w1th1n the

' cu]tura] system regaf%1ng the reversa1 of me§h§ and ends, these concerns

RAgd -

WnnD

were reso]ved through;a re aff1rmat1on of the past m1ss1on and strategy. o

- - N b . - . . R .
~ ‘ ‘ . . K - ’ . e
a

A]tﬁbugh the changes ‘were non- rout1ne and perhaps even non- 1ncrementa1

(1n the sense that they 1nvolved the reduct1on rather than expans1on of o

f’
staff and other resources) the change was rather: sma]l (on]y a 1. 5%

reduct1on of f1sca1 resources)aand was cont1nuous and congruent w1th the.

h1stor1ca] evo]ut1on of the organ1zat1on A]] fourvpropos1t1ons were
- AN
therefore supported even though the organ1zat1ona1 change wh1ch occurred

v dur1ng the time" frame of the rgﬁearch was not techn1ca11y a strateg1c

. C

' change in that a]l aspects of . T1chy S theory were not fu1f111ed

' -

o ' - R L o S
‘The six.month time frame of this study, however, is a 1imitation of the -

i
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“research. For examp]e, after the study had conc]uded the researcher had

‘ attended the parent genera] meet1ng in October 1987 tc pres@ﬁﬁ'aid
‘va11date the resu]ts of the study with the parents " At;tmns Egéiffa?‘
'*many parents,open]y comp1a1ned o ED regard1ng the c]ean11ness of the-
hohes ~and expressed concern' regard1ng the nutritious value and
t1me11ness of the mea]s in certa1n group homes, The parents ‘of other
group ho;es, however, stated that these areas seemed to be well u1th1n
5norma1vstandards. Th1s might we]] be an indication that at {east wn}
some Of the homes a fud1time houseparent may be requ1red. This 1n turn
bmay requ1re a new strategy to enhance the reai autonomy of each of the
' group homes .. Th1s may eventua]ly result in a strateg1c ohange (e.qg.,
pr1vat1zat1on of the homes or a complete decentra11zat1on of most of the
authority .to the group home level thus e11m1nat1ng severa] 1eve1s of_'
management). The study, therefore, may m1ss»the\more extended cyc]es in
the 'organizatidnal .envﬁronment (éeg.,. the'-fifty;five_ year ‘eCOnomjc'}
cycle) asfwe11 as the'lo'ger term effects of the organizational changes.

N o -

= TheA purposes of the study "however were fulfilled. | In short, the

:7,.-

exogenous]y generated f1sca1 :reduction 1mpacted the organ1zat1ona1
- stakeholders by deve]op1ng in them the' fear that a strategic change
might occur that was fiscally orlented “ - to the;'detr1ment of " the
_residents T1chy s framework appearS"to} adequately faciTitate “ther )
| examination of thls 1npaCt.' An ethnographtc analysis of the resu1ts:
revea1edvthat'a11 substantive areas had been adequately categorizedeand

the1r effects ekplained. Even though Tichy's Theorvaas generated.from.‘
data from the profit and fee- generat1ng non prof1t sectors, it appears
to~be equa]]y‘app11cabﬂe to_government sponsored and. run human serv1ce i

?

organizations. d
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The theory appears to adeguately 1dent1fy and exp1a1n the eft:;ts of two

contraven1ng- forces at work w1th1n bureaucrac1es Th heory was’
usetu] 1n egam1n1ng how the bureaucrat1g organ1zat1on endeavored to
fulfi11 Jits raison d' etre :of h“do1ng the b1dd1ng of - [po]1t1ca$ﬁ
associations"‘(Jaque;,1976)'and at;the;same”}jme “oonst1tute one,of thi-
major houses of government with power totinitiate;_amend,,and_vetoh
act1ons proposed by other branches (Lipset 1968 309). This study’__

reveals how th1s bureaucrat1c organ1zat1on rea11zed the ends that the.

““’_'

po]1t1c1ans d1rected it to ach1eve It a1so portrays - the symb1ot1c L

‘ re1at1onsh1p wh1ch exist between the p011t1caﬂ and bureaucrat1c 'houses'
of~government For examp’»%e,,the perceptwns of the M1n1ster 1nvz$’dz
‘were to a great degree, a]though not exc1us1ve1y, f11tered thrdugh the
expectat1ons and values of those in the bureaucracy. The response of
the Minister to the Jetter from the parents was therefore based'a1most\j
501e1y oh the tnterpretations and recommendations of ED and those he

reported through in the region.

‘is based on -the metaphoric' perception of an
organ1zat1on "as a "dynamic J1g saw puzz]e (Tichy and Devanna, 1986)
“His ideal ef¥éctive organ1zat1on is one in which each of the three

__systeps effect1ve1y and eff1c1ent1y hand]e the 1nformat1on and dec1s1ons.

rew)ﬁﬁ'j by the correspond1ng pressures 1n the organ1zat10n env1ronment

Th1s 1s accomp11shed e1ther by 1nf1uenc1ng the - exogenous]y generatedy,n

forces d1rect]y or by chang1ng one or more of the components w1th1n each
of the systems "deally an effect1ve and eff1c1ent organ1zat1on is one'
: 1n whwch a]] of the cnmpcnents 1n each of the three systems are all 1n.'
| a11gnment w1th each other. This . means that there 1s a ba]ance of t1me

and resources expended both w1th1n and among the systems | Th1s 1nvo1ves

. .‘,‘v



a cons1stent and congruent spread of these reso es 1n order to

su*f1c1ent1y deaT with the uncerta1nty created by the’ pé?ﬁsurqu%n the e

' onggn1zat1on env1ronment Y ;&.

Cpyt

o Lo D ey ety
A problem with this perspective iglthe high degree of 1nteract1on wh1ch’- |

; occursfamong these wariables;‘ h change in éne component may or may,npt:"
Tmpact on another componentﬁ A’change nfthin one systen hay or néi}not_
.reqU1re a change in another system The theory's predictive value 1s-,
1ucreased only when thpse forces relevant at that time are creat1ng -a.
s1gn1f1cant 1mpact on the organ1zat1on, or when issues which are deemed“,
important to the or gan1zat1on at that point 1n t1me can be descr1bed in
terms of thev Oncerta1nty it is creat1ng in one or more part1cu1ar
cOmponentSI ey | i '

The expeﬁ?ence der1ved from this research 1nd1cates that organ12at1ona]
stakehoners are .most cogn1zant of techn1ca1 and even political 1ssues
The . under1y1ng vaJues and assumpt1ons wh1ch the stakeholders use to

’Just1fy and 1eg1t1mate the1r concerns are not as consc1ous ) They

.however, can- be obta1ned both through probing questions and through an
1nductjve process from data-generated via a part1c1pant,- observat1ona1'
methodo}ogy.A/Thos once proh]enihaS'been"identified andfptéced with
the frameWork'of Tichy's nine categories (i.e., the three components of

& the three systems), options .in termsJof,minimizing or maximizing the .
impact on_the other combonents and ‘systems can be easily generated.

- A second majer criticism of Tichy's “theory 1is that it assumes that
organizations are ontdlogically redtistic (i.e., that they exist as .
realﬂties exterha];g»to ' their stakeholgeré), f epistenologically

. -
y
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p051t1v1st1c (1 e., that the- know]edge of these organ1zat1ons has a

..,‘

views human nature as be1ng determ1ned by the env1ronment

PR . . N . ~

Theﬁiad1ca1 human1sts who v1ew 0rgan1zat1dns as” stJect1ve‘ psych1c(
.pf1sons would d1:agree w1th»the$e assumpt1ons _.This is a]so true for
the 1nterpret1ve analysts‘ 'whOj perce1ve ordan1zat1ons as "a
| man1festat10n of man s conStruct10n of social rea11ty The advocates of
thJs 1nterpret1ve parad1gm m1ght suggest that - since the 1nd1v1duals |
,'thEmse1ves are creat1ng th1s reality, it is well within thenrvpower toi
_change hese soc1a1tre1at1ons through an act of W1]E%‘ *or examp1e,
.Gareth Morgan (1986) has SUggested that our theor1es and exp]anat1ons of»
Organizationa1~ L1fe are based on _metaphors that léad us to see addl

understand organizations in distihétiVe yet partia] ways.

MOrgan reports that the use of. these metaphons severely infidence the
.cognitive and percept1on patterns that pervades our understand1ng of the
world 'generelly. These metaphors exert a format1ve influence on
sCience, oh 'odr 1anquage, ,on how we thjnk, and- on how_:we exdress_
:ourselves‘ on a. day—to;day. basiS: ..They; therefore ~highlight certain
'aSpects'jdf an organ1zat1on at the~ expense ~ of 'bther: and even
COntraven1ng aspects For examp]e descr1b1ng organ1zat10ns as 1f they'i
 Were mach1nes des1gned to aeh1eve predeterm1ned goa]s and ObJeCt1VES as
l;ismooth1y and - eff1c1ent1y as: poSS1b1e,, may concea] 1ns1ghts that are‘e
'“bPought forward by v1ew1ng organ1zat1ons as cu1tures where values
,b811efs and other patterns of shared mean1ng gu1de organ1zat1ona1 ]1fe
| Wbrgan (1986) in fact has 1dent1f1ed e1ght d1fferent metaphors thattcant;

be used to descr1be and ana]yse 0Pgan1zat1ons.

'rea]1ty unto 1tse1f ﬂhd is t ere capab]e of be1ng transm1tted), and B



Tichy's theory therefore, appears to be abpropriate and useful in
situations-whereQ%he"3ocieta1 social relations within the organizational

, v L : L . , .
environment remain essentia]]y intact - that is, when the fundamenta]_

>

expectat1ons of these relat1ons rema1n unchanged @ For example,-s1nce

" the industrial revo1ut1on, organ1zat1ons in western soc1ety have. been

expected to vdeve1op and proflt _within an env1ronment which -is

econom1ca1]y or1ented As argued byrRamos (1978), the market'system

meets only ?Pimited human needs and prescr1bes a particular type of -

9

society in which individuals are expected to perform in accordance with

purpos1ve 1nstrumenta1 criteria. This differs significant]y from the

aﬁrar1an and fueda] SOC1et1es wh1ch predated th1s era. Tichy‘S‘theory,

therefore, facilitates organ1zat1378/731:Tiz\;:;;:nt1y evo]v1ng western
sociétx :to adapt to the Ehang&ng .economic nical, po]1t1ca1 and -

' cu1tura1v pressures. . /u?/'framework appears to be appropriate for

ana1y51ng and p1ann1ng for changes within these organ1zat1ons whether

,they be fdr\prof1t fee-charg1ng,' non-prof1t, or non-fee-charg1ng.

govr ,.eﬁf U o.gan1zations.

\
A sociological criticisn of;\T1chy S framework 1s that it is dev1sed

exclust vely for. the organlzat1ona1 world and therefore does not cons1der |

dynamfcs of societal change - i.e. why the pressures to which |

organizations must acapt are changino Since- it s based jn
functionalist theory. it not on]y shares the strengths but a]so the'
Neaknesses of that parad1gm - For example, the emergence of soc1a1

movements ara ~ontrava111ng po11t1ca1 forces are not exp1a1ned From an v:

x\‘

‘organ1zatvona1 perspective, the theory focuses on the ana]ys1s and;“‘

_ adaptat1on of the organ1zatnon to " re- establwsh an equ§11br1um and

consensus,'w1th these societal movements. 'The generat1on._of these

.
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movements ;hemse]ves« 1s not explained.  The theory also assumes

'vorgamzatmns mus? conforrn to rather than contrad1ct these soc1eta]
forces Iﬁ, 1s ’based on the prem1se that to survwe one mt@t vadapt or

conform to vt%esachanges rather than aHowihg the contrad1ct10ns to

mamfest »them#]v«cs to .the po1nt where they become obv1ous and incite. ~

revok&mn to ﬂ"ee man from, what others p‘ercewe, is the coercive

n_atug‘e of - the economic. domination and _or1entat1_on of swestern'
L3 . . N . o . . s

'post-vindustrial society.



CHAPTER 12 . .- : o .

'HUMAN SERVICES.AND FISCAL CRISIS IN ADVANCED CAPITALISM

" Peculiarities of the Casé Study -

- This study of the 1mpact of managerial dec1s1ons on- a human serv1ce

¥
X .
“organization wh1ch is exper1enc1ng a negat1ve change 1n the economic

' pressure' w1th1n 1ts organ1zat1ona1 env1ronment' was character1zed by
‘certain peculiarities. As in. most human service organ1zat1ons, the'
maJor strategy ut111zed by C. L S. to de11ver 1ts services was based .on

the concept of vprofess1ona11sm The maJor a11ocat1on of resources, :

. therefore, was deSigned to facif e the,de11very of s?fV]ces through

. ! . ‘r_ _ B m
the personal service professionals mes. LT '
The ‘technology ‘utilized by these professﬁonals,' howeuer; was quite.
Wt s ab111t1es and d1sab111t1es were'“

- simple and un1form After a rea1'

estab11shéd wh1ch ‘were considered

\A’“

assessed deve1opmenta1 goa]s %@r,
_feas1b1e for ach1evement w1th1n a'}yneff’yéar perwdﬁ o These goals usuaHy“ :

cons1sted of 1earn1ng essent1a1‘ﬂ1fe and 1nteract1ona1 sk111s to the =~
’ 2 . /& TR )
degree’ to wh1ch they were. capab1e A11 goa]s were stated .in Qperat1ona1

-

terms A»plan cf act1on was dev1sed th ugh a process‘of task ana1ys1s

‘Once ‘the serfes of tasks 1ead1ng to the goa] was def1ned, a schedu]e of
»

. | .

pos1t1ve (and in some extreme cases, negat1ve) re1nforcemeﬁts were -

estab]1shed to shapelthevres1dent s behavior. .- Lo . R
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On the who]e, each grouphome profess10na1 developed th1s 1nd1v1dua112e

k]

-program plan (1.P.P. ) on the key c11ent a551gned to them Each sh1ft

Wéth1n the group home,_ however, was norma]]y staffed with on1y two E

workers. Every worker therefore had to be fam1]1ar with and 1nmﬂement" )

not only his own program, but-the program for all’ of.the:res1d%nts.
# . . . ] : ) . T

. The on]y other compet1ng profess1ona] paradigm had ‘been the medicad
mode]s ut11lzed by nurs1ng staff who were emp1oyed by C.L.S. when.thea?
) organ1zat1on f1rst commenced. After about four year ‘ however;‘ the
inurses were removed from the staff. and gener1c commun1ty resources
Cutilized. Th1s was perce1ved as a further deve1opment of the pr1nc1p1e.-

of normalization.

. : - . ' _ & [
. e S : By o o

The results of this: study may have been: d1fferent, therefore, if the
“technolegy “utilized by the profess1ona]s i' th1s human service :
: organization were. mdre comp]ex A1§o the redlstr1but1on of tasks. :
‘created by the reduct1on in manpower in -the group es may have been»'.
“more comp]1cated in a- human service. organwzafﬁ;:/:::re the technncaf
system‘was more organfcf(1 e., more than one way to ach1eve “the ;ask)‘j
and the staff. roles more dﬂfferent1ated (e.g. spec1a11sts rather than

the more gener1c staff funct1ons)

a.

" The organizationa1 po11t1ca1 éystem in this‘ caSe ‘study' was . a1so
-.relativeTy'unprob1emat1c A]though the issue of how. the cutbacks were

. go1ng to be dec1ded and the uncerta1nty as to wh1ch of  the f1sca1

gobJect1ves the organ1zat1on was going to have to meet (these scenar1os -

" ranged from 3 to 12% cutbacks) raised . the anx1ety of a11 staff 1n the;'

. U
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short run,- the re]at1ve1y organ1c p011t1ca1 system in C;L S. appeared to

and the strated1t managers more ‘un1ted the1r response, more

forma11zed confrontat1ona1 methods may. have been used (i.e., forma1

comp1a1nts through the un1on, wa1kouts, etc. ) : These d1d not occur‘

','between the strateg1c managers and the operat1ona1 1eve1 staff 1n$L S.
'for the fo]10w1ng reasons F1rst, the operat1ona1 1eve1 staff were

concerned w1th ng secur1ty Many of them were concerned that if they

' overt]y obJected too’ strenuous]y, the1r pos1t1ons might, be e11m1nated as

“part of the cutbacks §fcond1y,Athe staff fe1t they had the support of »

)s

f both the parents and the1r superv1sorsi They knew that the parents wth\

.advocat1ng on.. the1r behalf d1rect1y to the po11t\?Yan concerned' and

that: the1r superv1sors were represent1ng the1r _concerns the best they

~ could through the formal organ1zat1ona1 system _ Th1rd1y, the

*

" The. balance of'power-among organtzationa1 groups, although first tilting

P

supervisors felt assured that the1r program d1rectors were represent1ng

the1r c11ent related concerns at the management committee to the po1nt

where the cohesiveness of the strateg1c manager1a1 group was severe]y
,stretched F1na11y,» all staff viewed the econom1c ‘reductions as a

".prov1nce w1de phenomenon It was perce1ved as rea11ty that was

affectxggqnot only a11 aspects of the pub11c sector but the pr1vate

.

‘ sector as ,we11. Th1s wa; not perce1ved as a s1tuat1 n-in wh1ch

fmanagement*was trying to 'con' the emp]oyeesgof the organ1z t1op,

~

X

t

towards the means-oriented profess1onals soon 'achiewed a  new

,handT%»th1s_uncerta1nty;_ Had the po11t1ca1 system been more mechan1st1c .

<

. equilibrium. Had ,thed political system not been organ1c enoUgh-\to.

.include the bparenf and- {taff. in .the_ reaffirmation of the m1ss1on |



"r,statement, and had the parenta] input- not been strengthened i:ﬁz
.1? reforma1izedgv1a the P.A.C., the rea11gnment of the po]1t1ca1 systém’may |

| have been more _dramattc .- For examp] had the c11ent or1ented:='
nrofess1onals v1ewed the outcome. of the changes as be1ng deletar1ous to
the c11ents, they may very well %gge engaged in a wa]k out to pub11c1ze ‘f
thetr concerns Th1s ~may wel] have 1ed to a pub11c confrontat1on/*;

between the M1n1ster and ‘the operat1ona1 staff w1th the parents
pub11ca11y support:hg the 1atter Th1s, in turn may have resulted in a.
strate?&c change such as pr1vat1z1ng the«organ1zat1on or perhaps evens'
'5‘e1qm1nat1ng the servwce if it was perce1ved ‘that the general pub]wc felt N

thls human serv1ce orgaeﬂzat1on was too autonomous~and or that it cost

too much relat1ve to_the new economic situation.
. L o Y

The va]ue consensus w1th1n the cu]tura] system 0 th1s organ1zat1on was
part1cu1ar1y h1gh Had the cu]tural system bjin ‘more * organ1c, thust
a110w1ng greater acceptab111ty of . d1ffer1ng or even compet1ng va]ue

” systems, the outcome may “have been qu1te d1fferent The deepest ‘and

most emot1ona1 concerns ra1sed by all ]eve]s af e&q’#, centered on the

poss1b111ty that the1r be11ef in the d1gn1ty and rlght for deve]opment
of these re51dents m1ght be comprom1sed In fact, it was the' staffs

comm1tment to these 1deals that mot1vated them to put in an extra"’
effort 1nc1ud1ng many hours of thelr own t1me,‘to ensure’éhat the

qua11ty of serv1ce d1d not deter1orate durlng the short term.

R IR
o
b . . : . [ ‘.

Because of the h1gh va]ue consensus the means Vs ends d1spute wh1ch
&
could have erupted between the 1mpersona1 and persona1 profess1ona1s was :

,resolved w1th the best 1nterests of the c11ents in- m1nd . The

> a”

\.1ncorporat1on of these bas1c va1ues 1nt0\the'm1ssion statement and ED s

' s, [ |
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' olesy & ;yds advocat1ng more for C L.S. wh11§§a;

Ctr ansformat1on of 5ples
ww,attendwng.reg1onal meetings- 4 By more towards represent1ng C L.S. in-
the reg1on rather than visa versa) are 1nd1cators that ‘the h1gh va]ue,

'fconsensus was reta1ned and perhaps even re1nforced over the 1ong run.

. Societal Conflicts and Contradictions L t '. B f
The.Specific/case study of th1s research demonstrates a successfu1 short

term organ1zat1ona1 adaptat1on "to ”a;' spec1f1c change : 1n the ;’
organizational environment - The app11cab111ty of f1chy S framework in -

;tfa61]1tat1ng the™ analysis and" exp]anat1on th1s ~changé has been"

\

demonstrated - even though. the changes were more 1ncrementa1 than

0

- strategic in gpe shg?tf_term (s1x months) for. th1s ‘human - service
;" organ1zat1?n As mghtioned above, T1chy s theory of change vand’
"~_]eadersh1p has been dev1sed exc]us1ve1y for an organ1zat1ona1 wor]d As

such the researcher has" not attempted to cons1der~the overa]l dynamics

(3

of societal change where soc1a1 movements and’ the balance of political

9

forces play /a strategic role. were the changes in the organ1zat1ona1
environment to wh1ch €.L.S. and other human serv1ce organ1zat1ons had to

fzgadapt-1nd1cat10ns of a larger’ socnetal-change? _
N - . 4 . ) ’

'S1nce funct1ona11st theory focuses pr1mar11y on the COnsensual aspect. of
SOC1eta1‘§deg§ﬂopment the emergence of contrad1ctory forces are more
d1ff1cu1t to anaTyze ‘ The externa1 soc1eta1 pressures to wh1ch'?

' 0rgan1zat1ons ‘must respond w111 therefore be exam1ned us1ng a cr1t1caT
' perspect1ve which’ does not make the onto1og1ca1 assumpt1on of soc1eta1
[4 ! .
' order The cruc1a1 .question here is why the government comprom1sed and«
. .
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why ‘this pa1t1cu1ar case d1d not 1nvolveﬁ¢he 1deo1og1c§?$§ontrovéagi’
otherwtse assoc1ated w1th ‘the crisis of the we]fa?é‘state | From the::;
: perspectwe of the cr1t1ca1 theor_y of the state, as we w111 see, _the"
‘ severe1y menta]]y and phys1caﬂy d1sab1ed cannot be d1rect1y Tinked to J’<
.the tens1on between accumu]at1on and state 1eg1t1mat1on _ Rather the;_
rationale for theanorma11zat1on strategy (WO1fensburger, 1972) rests on

basic human values wh1ch are outside the contested areas where remov1ngv7
,1nd1v1dua1s from. state d%pendence 15 a pr1mary source of soc1a1 com‘hct_"i

As noted in the 1ntroduct1on, some are 1ndeed questioning whether thef )

in advanced cap1ta11sm

-current econom1c crisis s an ‘indication oé the need for strateg1c
')

‘ changes in the we1fare state itself. Foi!examp]e,.accord1ng to o' Connorf

the services and’ 1ntervent1ons providéd by the welfare state has‘q:"7
increased dramatica]]y in the twentieth century. - oAl
. L. ! . 3 44- .
"Every econom1c and. soc1a1 class and group wants the. governhent EB-“.
spend more and more money -on: more  and, more th1ngs But no one -
~_wants to pay-new taxes or higher rates on olg taxes.” ..."#Society s-;
» demands on local and state budgets seem1ng1y are un11m1ted -bug "
- people's willingness and capacity te=pdy for- these demands a ear
to be narrowly limited.  And.at ‘tWe ﬁedera] Tevel “expenditlres.
increased significantly faster than the. growth of t&ta] product1on
(0'Connor, 1973: 1). . g ‘@?_ . ‘ P
' R SR S Tal
’ ,Accord1ng to 0' Connor, the we1fare state must try two fu1f1F1 to basfc :

0

and often mutua]]y contrad1ct3;: funct1ons It must endeavor both to

o

ma1nta1n'10ru‘create the . con 1t1ons dm wh1ch pr9f1tab1e- oap1ta1

accumu1at1on is poss1b1e, as we11 as: ma1nta1n or crease the cond1t1ons‘-

for social hanmony (0' Connor: 6). ’

.k

Thus the welfare state f1nds 1tse1f in.a dilemma. If the statedopenly“
&

)

uses coercive forces to he]p one class accumulate cap1ta1 at the expense
%]
9y i



. 346
of other classes, 1t 1oses 1ts 1eg1t1macy and hence underm1nes the basis

of . 1ts 1oya1ty aﬂd Support A state that 1gnores the necess1ty @f
ass1st1ng the process of cap1ta] accumu]at1on, however, r1sks dry1ng up
.the cource of 1ts own power . —-f.e. the economy s surplus product1on

-~:,¢;

'tapac1ty and the taxes drawn from this sur“

Jurgen Habermasdcohcurs with this View'poiht. Accord1ng to Habermas,
01973) this dilemma has not lead to' a _manitest. crisis "because the

economic system' has forfeited 1its functiona]’ autonomy' visa-a-vis .the
N :

state". He exp1a1ns th1s process as follows:

"Econom1c crises are sh1fted into the p011t1ca] system through the.

reactive-avotidance -activity of the government in, such a way that -

‘'supplies of leg}tfmat1on " can compensate ~for deficits and.

rationality and extensions of organizational rea11ty .can compensate»
“for those 1eg1t1mat1on deficits that do appear" (Ibid.).

g

These governments have Just1f1ed the1r 1nterven£1ons 1nto these areas by

_'react1ng to the criticisms put forgard by §he vg? _s.classes ' They -

;_have a]so tr1ed to pred1ct probab]e crises add & Trateg1es wh1ch

//.

 would minimize or avo1d*the1r occurrence. They“%ave Just1f1ed these
~actions by citing that they are acting in the pub11c interest and to

preserve democracy Habermas, howeverw warns that:

"The less the cultura) system is capab1e 0of producing adequate
“motivations for politics, the educational system, and the
‘occupational ‘system, the more' must scarce?meaning be replaced by

consumable values. ... The definitive 1limits to procuring
‘legitimation are inflexible normative structures that no tonger

provide theaeconomic-politjcal system with. 1deo1og1ca1 resources,
but 1nstead confront it with exorb1tant demands"  (1973: 92-93). -

‘e

wh‘This, Habermas conc]udes, w111 result in a 1e§?t1mat1on crisis which

“can be avoided in the long runm on]y if the latent class structures
of advanced-capitalist society are transformed or if the pressure
for legitimation to which the administrative system is subject can
be removed. The latter, in-turn, could.be achieved by transposing -
. the integration on inner-nature in toto to -another mode of
socialization, that is, by uhcoupling it from norms that need
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justification" (1973: _93-94).‘

In the case of C.iL.S. the government prevented what cou]d have become a
‘rather nasty pubhc 1ssue (1 €., government preymg on- the hand1d4
to support the oil 1ndustry exp1orat1ons) They also made -their point

"that "belt t1ghten1ng - was requ1red by a115 segmentSA.of the sociéty

dup1ng these tOUgh econom1c times - by reduc1ng the C L.S. budget by a-

token amount The government ‘backed down from the1r request to reduce
the C. L S budget by hav1ng tﬁe bureaucraey rea]]ocate the cuts to a
less content1ous area. Thus the under]y1ng norms of pub11c expend1tures
“as a whoTe Was sustained i.e, that accumlat1on has. u]t1mate priority - -
yet, at the same. time, 1egwt1m1zat1on was susta1ned by re- aff1rm1ng the
| consensual va]ues wh1ch hold that the prov1nce and. not the family hasl
dthe pr1mary respons1bj11ty for ‘those citizens who, by an- acc1dent_of
birth}' do not have the ability. to be 'eCOnom{ca11y producttve
_contributors to §oc1ety (A]though some . econom1sts have argued that.
:: every public- dollar pumped 1nto health care. systems, represent a do]]ar.,'
\\~earned_by'hea1th care profess1ona1s (Evans, l984)). -
‘C]aus Offe perceives this d11emma as one of the major contrad1ct1ons of ;}
the we1fare state.. He views advanced cap1ta]1st socteties -as be1nn;;t
compr1sed of systems structured by three, 1nterdependent agt d1fferent1y
organized.. sub -systems. The sub-systems 1nc1ude thes . structures of
socia]izat1pn (such as the househo1d) wh1ch are gu1ded by normat1ve |
ruTes, ‘the cap1ta11st economy which " is determ}ped by commod1ty
prcduct1on and exchange re]at1onsh1ps, and‘the we1fare stade wh1ch is

. Lo . - J. R
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1

‘to be ‘'negatively .subordinated'f

' accumu1ati

-organ1zed by the mechan1sms of 1abor -and adm1n1strat1ve power édd
‘coerc10n He 1nterprets the welfare state as "a multi- funct1ona1 and
- heterogeneous set of po11t1cal and adm1n1stratgve 1nst1tut1ons whose_'

purpose is to manage the structures of.soc1a11zat1on and the tap;ta1}st ’

economy" (Offe, 1984: 13).

ESR

”

Accord1ng to Offe the prlmary contrad1ct1on in the we]fare state is: theil

fact that 1ts various branches are compe11ed to perform two 1ncompat1b1e,'

- functions v1s-a-v15»'the economic sub-system: commod1f1cat10n' ahd’

'Ifare state po11c1es are supposed “f

decommodification. On one hand, the
.;3 the process ofr_cap}ta]1st1;m

The administrators of the welfare state therefore‘ have a -

( S g
se]fHA)nteres ' in 'giving preferential treatment to: the cap1ta11st

ecbnomy because the hea]thy fﬁn2t1on1ng of this econom1c subjéystem is &

' 4cruc1a19'cond1tjon 'for “the . 'mass 1oya1ty to the we1fare state and '

- LS
[ S
@

'1ndirect1y,'the vital source of its revenues. 7 - .4
In this case study, the prov1nc1a1 government decided to give precedence“‘
to reduc1ng its deficit over a five year per1odlrather than increasing

services. The government argued that once the def1c1t was eliminated,

the monex 'be1ng wasted' to service these 1oans' could then be

rechanne]ed 1nto services. It was bank1ng that the maJor1ty of the
c1t1zens in the province, who were no longer, accustOmed to. the prov1nce :

betng 1n debt ‘would agree w1th them dur1ng the next elect1on The

4 sma]] amount of the reduct1od in the C L. % budget however, may have.

-

a1so been an 1nd1cat1on that the government d1d not want to be viewed as

meet1ng this goa] at the. expense. of those who 'deierved'A society's

S~

g e
T

C
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‘ /Offe po1nts out that the we]fare state is “also required to ’both'

o f
1ndustr1ks P
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. . protection.

~ L L ._-‘»__
W Ped

}‘1ntervene in the econom1c sub system and create through non-market. or.

‘7‘decomqu1f1ed'-means the pre cond1t1ons of its successfu] funct1on1ng '
Ly
I;Tﬁe processes of capita]1st1c accumu]at1on cannot be reproduced through

,\w‘ . 4

. the s17eﬂt compuls1on of econom1c re1at1ons since the movement off
; pr1vate cap1ta1 1 systemat1ca]1y produces co\]ect1ve1y-expertenced '
" outcomes - such as, the decay bf 1nner cnt?es, the po]1u¢1on of reg1ona1

. econo- systems, and a rise in unemp]oyment Tevels due to modern1zat1on of_

[
-

S

S '?L;EB"'
~ These 'décommod1f1ed means incTude” such strategies as humamk,rights

& N : -
1eg1s]atﬁon, 1abor regu1at1ons,ﬂand po]]ut1on 1aws Offe'(1984) notes,f

R4

3

however,f that ~ th1s decommod1f1cat1on process ra1ses the C1t1zenry s

’ »expectat1on of what the we]fare state can and should ach1eve

"It v1s1b1y Bssumes respons1b111ty ?or a much wwder gamut of
functions . - from  the: management’. of' humian physical -resources to
securing’ the. commodification process, akening its ' scope; and
compensattng - for. its 'disfunctions. w%UnaMe to effectively
execute deci®ions for which they c]a1m responsibility, . welfare .

state adm1n1strators become. v1ct1ms of the1r own ffa]se prom1ses'"
(1984 23-#). 7 y Lo |

s 4

c_y -
.‘V'

Lo LT e, . K
v L e Sl E 2

'vAccord1ng to Offe we]fare state po]wcwes then,.are requ1red to do: the

F‘J

'1mposs1b1e- "They are forced to reorgan1ze and :e{?r1ct the mechan1sms'

™

of cap1ta11st ‘accumulat1on in order to a11ow those mechanrsms to_

L]

spontaneous]y' take ‘care of themse]Ves (1984 16) Thus at any onel‘

‘po1nt 1n tlme, ?the we]fare state seeks to ma1nta1n the dom1npnce ofjj

i

,cap1ta1 to chaT]enge and erode 1ts power, and to compensate for 1ts

: % . g T R L
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>

disruptive and disorganizing conseqoen;eﬁw'(1984: 16).

State pol1c1es are therefore v1ewed as dependent upon the ex1st1ng
matr1x of social power, which in turn is seen to be constant]y subJect

to transformat1on by the act1v1ty of social powefﬂgroups and movements:

PO PP

. In this way, we]fare state 1nst1tut1ons are viewed as both the med1um_=
and outcoge of struggles over the d1str1but1on of power w1th1n the

realms of society and the state (1984. 26).

0ffe R4 identified three’ social movements that are resisting' the:
continuance_or expansion of the welfare statg. “The New Right, which 1s

supported” sections - of- large eapita17~in .the traditional m1dd1e a

. P ' )
classes, advocates for the . recommodification of social 1life. ,,;t '
promotes 131ssez faire coa]1t1ons to decrease the scbpe and 1mportance

_ of decommodified political and .adm1n1strat1ve, power by resusc1tat1ng_,
'market forces' (1984: 1234125). | -
: :

(R

An ekample of this strategy was-the:new1yde1eoted Conservative'federaT
government's discontinuance»of the National -Energy Progranf ﬂThe’programv
had. been imposed upon’ the oil producing provdnce df.kaerta by'tne
former Liberal federa1‘ government when the wor]d pr1ce for 01l sky
'rocketed and the manufactur1ng compan1es 1n Centra] and Eastern Canada
were faced ) w1th costly energy _ b1d1s : Unfortunate1y, the‘
recommod1f1cat1on strategy occurred Just as world 0oil prices were
p]ummet1ng Many of the oil companies went bankrupt and ‘the. others had ‘
to reduce, their product1on and s1ze drast1ca11y to dcope with these ‘

=) : LB

_ unbuffered market forces Th]s was a major contr1butor to the econo fic
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“erisis exper1enced by the prov’uc1a1

services. \\The fiscal reduction exper1enced ok "'S then, - has a root
_ in this. recommod1fy1ng strategy of the

~government.

The strategy of 'corporatism', a greater reliance upon statejSUpervtsed
' corporatist' forms of policy-making in adm1n1strat1on, s a vsecond
poss1b1e respdnse to the present contrad1ct1ons of the we]fare state
1dent1f1ed by Offe. Thr0ugh th1s strategy, the commod1f1cat1on processr’
would be rev1ved, and fiscal and p]ann1ng problems of the we]fare state
alleviated, by exc1ud1ng excess1ve1y po]1t1ca1 demands -and 1nst1tut1ng
wstate;superv1sed and  informal modes_ ~of barga1:1ng oetween
'representatjves of key interest groups such  as labor and capita1o
'(Ofte, 1984 5290-292)c’v He views this strategy‘ however,‘ as tending
toWards disequilibrium, since the capitalists' power to invest or'not
';nvest typically tips the bafance of power in their favor to.defjne
which iSSues'on demands can.be negotiated and whjch.must be excluded as

- excessively controversial or unworkable. (1984:28).

The th1rd form of. res1stance*0ffe 1dent1f1es 1s denocrat1c soc1al1sm

This strategy supports an alliance of democrat1c soc1a11st forces which

cou]d gain the support of sect1ons of the trade un1on movement and the
- new m1dd1e c]asses. Offe suggests that :f this occurs, it m1ght
effect1ve1y reconstruct we]fare state cap1ta11sm 1nto an ega11tar1an..
we]fare soc1ety whose needs would be autonomous]y determ1ned through

o decentra11zed and pub11c1y—contro11ed forms of social pcoduct1on and
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- political organTzat1on (1984: 29). Acc0rding Offe such factors as the
. dlsplacement of terr1tor1a11y deflned po}itica1b‘ jnstitutions ‘,by '

functional forms of representat1on,vthe de;activation of rahk-ahd-fi]e
membersh1p by the bureaucrat1zat1on and profess1onal1zat1on patterns of .
’party ]eadersh1p and recru1tmeht/)tend to great]y d1m1n1sh the trust ‘
popu]ar]y accorded tovp011t1caT»part1es. The resu1t1ng cyn1c1sm and
distrust:’wou1d ,teno to “promote the growth of 'aotonomous sociaij
movements. These movements would éd%ress various problems, and -issues

’ :(e.g. urban renewal, ’peaoe, envtronmehta] decay, services to the
handicappea)rthat haye been marginalized or screened out by the official:

party and state prO(fiures of consensus-boj1dini7 -(1984: 30).

Accarding to Offe, li ese movements: would facilitate the growth of a

. democratie and socie;g:t .welfareg society. By frequently engaging in
direct forms of SOCfal“action, these”movements'EEticuIete and defend -
such “'post-material' values ;as gender idéntity, “dehoeratic rights,
"benvironmentét safety, and the rights of the 'hanoﬁcapped > These
movements are also supported by groups whose cooperation 1s centra1 to
the qverall management and funct1on1ng of welfare oap1tgl1st systems
rather than 'by only the peripheral of marginal soc1;1 strata. Offe._
viehs/these‘movements not only as a consequence of the general erosion
of mass loyalty to welfare state capitalism, but also the result of the .
relative displacement of potitica] parties as an important focus of

~political consedsus-building. ‘

Therefore, if political parties are to retain their 1egitimacy in the

: " _ .
eyes of their citizenry, they must develop policiesof reform that make



“could effectively call into question “the old and uneasy compromiSe"‘

- btween capitalist' production and administrative. surveiliance " and

- control. In other words:
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"possible a new type of democratic socialism. -This democratic socialism

4

“"Welfare state po11c1es of reform have the unintended effect of

breaking their own -spell.  They encourage social struggles to
develop. new forms of mutual aid within a socialist civil soc1ety

mobilized: aga1nst the - power of private. eapita] and  the

1ntervent1on1st disciplinary state (Offe: 32).

-

The reaction of the Minister of Socia] Services and‘%hé bureaucrats to.

¥

| the parents 1in thws case study, appears to exump11fy these strugg1es in

o~

/‘\
wh1ch the we1fare state attempts to re- estab11sh an equ111br1um between

' {tg three sub-systems ' - the. structures of socialization (i.e., the

parent group), which are guided by the normative ideal tnat the state

has a responsibility to use some of its resources to care for the

handicabped' the ca‘Jta1ist'ecdnomy‘(i é., the oil industry) the wealth:

on which the prov1nce is dependent via tax roya1t1es to finance these

serv1ces,'and the we]fare state, whjich cons1sted of profess1onals and '

bureaucrats who ‘managed the resources and programs in accordance with -

v

government policy. - o

Daniel Bell "provides an alternative view of current. western postﬁ

industrial society. He also divides, society into three distinct realms:

the social structure (pr1nc1pa11y the technp econom1c order) ' the
v T : A
polity, 'and the culture. Rather than v1eW1ng society asa unified

system organ1zed around a s1ngle major pr1nc1p1e, as does Marx, or the

dom1nant value of ach1evement as does Talcott Parsons, Bell (1973

1976) perce1ves modern soc1ety as an uneasy amalgam -of the three |

4
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distinct rea]ms:_ Each of the -realms are ruled by .contrary ax al

prfhcip]es,- The eX1a]:priﬁcipIe.‘or the ecohomy is'efficiency; forethe

polity, ebua]ity; and for the .culture, 'se1f-realization (of“
Cself- gratffication) Accord1ng to Bell the resu1t1ng d153unct1one.have,

framed the- ten51ons and soc1a1 conf]1cts of western soc1ety in the pas£i>

one hindred and f1fty years. - I

,Bell also. perceives e shift in post 1ndustr1a1 sbcfetyf from
JmanUfacturing to service”'driented work, and 2 new centrality of
theoretical know]edge in economic 1nnovat1on and p011cy In'his view,
the contradictionhs of cap1ta11sm 1nvolve a d153unct1on between the k1ndb
of organization “and the norms demanded jh'-the ~economic realm
(bureaucratic énd_ hierarchical) where value is 'meaSuredv in terms of
ytility, and the more holistic norms of se1f-rea1izéﬁion'that afe now
eentral in'the>cu1turei “The twd realms which had historically been
joined fo pfoduce a'sing1e Chafacter structure -_thaf of \the Puritan and
of his calling - have now beeome 'unjoihed. .Thei pfihcip1es \q!b the
veﬁonomic reatm énd those of the cuTtUre.neﬂ lead people ih contrary.
- directions" (ée]], 1976: 15). In additfon,,the segmeetation'of a persoh
{nto( roles as required by  the- . techno- econom1c
realm direct]y clashes with the cultural ‘system wh1ch empha51z vthe
. achievement of the whole person.
fThev‘meané vs_ends"ebnf1ict which occurred in_C.L;S. is syhptoméfic of
.this clash. The ‘persone1 service profe;éiona1s 'feared that 'living
within fhe budget' ﬁight replace, fhe deveTopmenta] gOé] of the

organization - that the pfincip]e of efficiency would overtake the
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‘holistic principle"of efféctiveneSs An examp]e of the resu1t1ng"

segmentat1on of persons into roles i's. the var1at1on in the perspectwves

~of the houseparent raole. The means -oriented profess1ona1s 'view the

.houseparents as so1e1y_fu1f11]1ng a houseke%£1ng, 1aundry'and cook1ng‘_

function., The :personal service professionals. am

them in the :more,vho1istic "motherly role.” In thov eyes, the

houseoarent was indeed part of the directjcare persbnng] and " not a

Tuxurious support.service that'was appended to the group hoﬁes.

"

Be]T; advocates a new form of 1iberalism in post-industrial society.w He’

disagrees with Habermas' argument that there can

phenomenon as‘ a set of 'un1versa1 genera11zab1e Jan
based on the assumpt1on that reason wou]d dissolve: v?

result in the estab11shment of some fundamental harmony Instead' Bell

, argues that 1q§¥nwdern soc1ety, there are 1nev1tab1y multiple p]ura]

[
intertsts "because we all ‘have mu1t1p1e attachments and identities"

. (Be]i, 1980: 243). Secondly, he argues that “inevitably, there can be

no mutual reconci1iation of all values". According to Bell, 'in. a

La unitarian

Kl

the,parents'viewedﬁb.

p]ura]istic.society,‘ﬁalues often conflict so that moral issues become -

ones of  'right' vs ‘'right'. He therefore argues with Habermas that

1hdividua1s must be free to express their needs and wants undistorted by

ideology.

"For the basis of a free soc1ety has- to be the estab11shment of .

- those 'social rules and institutions that allow men to negotiate
freely - and” from equal conditions - their needs and wants and
values. But this is also the bas1s for the priority of liberty,

for while no single value can be absolutized" without itself
becoming a tyranny, the priority of.liberty assures the society of -

the largest possible opportunity. where other values,’ such as

_economy, or fairness, or efficiency may be. negot1ated" (Bell -1980:

243).

e
B

.(‘.
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' conquer1ng Or negot1at1ng) and -tec
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The case"study exempfttfes'ﬁthe' tensions created when the ~axial
* . R S
pr1nc1p4es of each of the sodTetal realms' are 'pu111ng 1n d1fferent a

<

d1rect1ons The parents,'seek1ng se]f rea11’at1on for the1r ch11dr-“,‘d
[] .

v1ewed the fﬁscaT restra1nts as a fhr at in-this area: The Prem1er s
X ' .o- v v .

ca]] ‘ol greater eff1c1ency within the pdb]1c sector was’ a resu]t‘of a--

_reduct1on in work1ng capttal created by the genera1 econom1c recess1on b

.‘andﬁ, 1n partxcu]ar, the d:;stfc fa]ﬁ 1n\/ol1 prnces F1na11y, tnef:

¥ =
m1n1ma1 cutback 1n the C LeS.. budget,‘appeared'to have been an attempt.

% -
. by. the po11ty to arr1ve at an equ1tab1e so]at1on between the concerns

expressed by the parent 1obby and the pence1ved econom1c rea11t1es of,‘

the. prov1nce T I A P A
. ' . . » G“l"‘

B . . - A LI . . ©
\ . L . .. S ’ . . . . .
: .- . . o . . . I
. . . . . . .
v e :

T . . 1 . . Lt
The authors d1scussed ab0ve have attempted to Eﬁ%ga1n ‘the ex1stence,_‘

p

evo]ut1on and 1mpact of the dynaﬁrc forCes wh1ch ex15t 1n western post_»

1ndustr1a1 soc1ety As 1mp11ed by these authors, these fdrces seem to:

- e

1nteract on a c¥c11ca1 bas1s These forces, in generala appear to fa1].

S &

into three categor1es. cuitura1, normat1ve forces which generate act1on[

and&pressures based on emerg1ng 1deals, po]1t1ca1 _neg0t1at1ve forces‘l

t e

wh1ch are based on. power (be 1t dcm1nat1on or reso]u 10 through

1 : ..n,

i0- econ9m1c ﬁorces wh1ch appear to

It

. ) "'i “: ' NF“ -_.'. \l', . N . )
- / . A' - N s ‘ . 3 . .
H1story has shown that soc1eta] tr nsformat1ons have been mot1Vated

\
\

and/or 1eg1t1mated by each of thes areas Some soc1et1es have been’:

:changed marked]y by c tura]]y based 1deals (e g. Juda1sm Chr1st1an1ty,fd

Islam1sm, Buddh1sm, Commun1sm) Others have been changed by the power

- accrued through new forms of organtzat1on (e g Roman emp1re, the.

.
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Naon1eon1c emp1re, A1exandr1an emp1re, etc.). St11] others they have’

been changed by revo]ut1onary advances in techno1ogy whlch has a1so1 )

-[_affected exchange value (e g bronze age,, 1ron -age, nuc]ear age,

bcomputer age) Regardless of wh1ch category prov1ded thé 1mpetus for

':the soc1eta1 change, however,_ the forces ex1st1ng fn the :other S

{zcategor1es have ‘had to adjust to- 1991t1m1§!!aa"d comp]ement the new
. .'

~

.etrend L1kew1se the organ1zat1ons ex1st1ng in each of these soc1et1es

- ;would also have to adJust to dea] w1th the forces generated wqthln each.‘
. . Ny . . TP

of these soc1et1es A : 1y;?q,r

I ‘ ’q : o - ‘ ¥ - T - o c

.'DanieT“Be11'hagfrebortédfﬁhat'the“focus of reality'in'pOSt ﬁhdUstria1;'h
_ @soc1ety is chang1nq from bewng nature based' to be1ng SOCial%y.based'.
| In nature based soc1ety men sought to re1ate themse1w=s to the - naturaT_v

wor]d through tne1r poetry and 1mag1nat1on.’ Rea]wty became techn1quesiq‘

'~w1th tools and.th1ngs made by man g1ven an 1ndependent ex1stence outs1deﬂ‘~

U

. h1mse1f 1n the re1f1ed wor]d In soc1a11y based soc1ety,‘ soc1ety .

J l -
tse1f beromes a" web of consc1ousness and a‘gorm bf 1mag1nat10n to ber.
" . AR
i rea]ﬁzed as a soc1a1 fonsfruct1on to a]]ow men to 11ve more and moreg:

outs1de nature and 1ess and 1ess wnth macthery'and th1ngs (Be11 1973 -

L. 1~ .
PR ,-“\.- .*DA

k o). R ‘y»
¢w' i .435'; - _l-? - . B l~ ':5‘-"gf ;fi?'d

f-nTh1s new focus on soc1a1 rea]1t1es has resu1ted 1n an 1ncrease in. the.{a

'organ1zat1ons form1ng and contr1but1ng to public po]1cy H T w1{sonv'
1:;(1985) warns that the po];t1ca1 processes thCh so effect1ve1y enhancedfﬁj
: the deve]opment of 1ndustr1a1 soc1ety,.may not be appropr1ate for thef'

;servnce or1ented post 1ndustr1a1 soc1ety The be11ef 1n sc1ent1f

'ffbknowledge and’ ;the a1tru1st1c nature of the profe551ona1s wh1ch arel g

- e P ,' R e Lo



-viewed as having -aquired this knowledge, has resulted in a tendency for

“fhe.'citizgpfyyfio"bés;jve1y. expect the public policies formulated by
' N v . L S
those who are perceived tp proggé; the relevant expertise. This, tendency
° - . SR B e
has resulted in public policy without public understanding.- It has been
legitimated and reinforced by a belief in the. rationality of this
expertise at the expense of the 'bottom up' interest ahd'SUprrt'py
s citizens and publiés. Accofrding to wilsén: N « : o
- "In faét, governments and leaders are increasingly ?espOns%bTé'fOrp
_the sorry state of public knowledge and understandihg, aided and
abetted, it . must be said, by commercial and/or political .
constraints:-and -the sensationalist nature of mass,media. Public
enlightenment ‘and understanding is .not some spurious after-effect ..
‘to be 90vepnmenta1]y engineered if it is to be taken accoyat of at -
~all. Public policies-will quite simply be less intelligent in.the
absence of thedialectic that represeritation alone can mediate
_between participatiop and Jeadership” (Wilson, 1985: 2) '

.
4 '

. . .
HN . .
{ . .

This 'has. ‘resultéd | in a digequilibFium. ‘between political ~and -
techno-ecoriomic development. In ardér to- reinstate %hjg;equﬁlihirfum,;ﬁ

- ~ -

. — R I L e , R -
Wilson argues: = .- - e S S S

~© "That -only, (public controls —and effective ..supervision- of
# . représentatives, complémented ‘by direct ‘action where this Jis .’
' ~ appropriate. and comfiorts with thé’nu]e,of'Waw,ycan,[We] actunly‘
- - 'succeed in- realizing  -a. much . needed equilibrium between --the
7 political: development. on' the one. hand and ‘the .economic- and
'+ . technological development an: the Othen"ifwi}SOn,L985:vZZQ);< R I
- e T ) R K R h - "__"‘.".'.-"' . RO

-

x?'.Thﬁfpéan$~to?athieVe-th%g;gquﬁ1ibrjhm4js %hfoughV“poTjtdcaf?maqagémeﬁt".J]

-’,Accqrdingitq-wilspni», L o T 0 ; ) “s'- ST bY
0 "Political management is the collective - self-care, for public
things, coupled with the continuous requirement of.determining just

what these things are-at any given time. Ideally it sees process .
‘as primary, the activity itself as. problem-solving . rather .than

" decision-making, "and the system is-ultimately experimental, if only
because ‘in collective 1ife -there' are (and can be) -no final

so]utions" (1985: 3). B e X o -

- This;étudy'demonStfqtesihow painfu1~tﬁis'prdceé§\han;bé. %Those working -
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g at each level of the pub11c human service organ1zat1ons needed to

.'ach1eve the goa]s and de]lver the serv1ces rqqu1red and demanded by thg’

9

'f&chang1ng expectat1ons of the c1t1zenry are’ often faced with. seem1ng]y:
‘ycontrad1ctory tasks. They must somehow address the chang1ng needs of of
~ 'both 1nd1v1dua1s and 1ndustry Th1s research shows that these needs may
| be perce1ved d1fferent1y‘by those funct1on1ng at var1ous organ1zat1ona1'
Jeve]s ; The1r percept1ons ’are co]ored by the1r everyday work
exper1ences and the1r understand1n9 of Qhow dec1s1ons are made \and.

justified. The‘ inclusions of these percept1ons as 1nput into

obganizational problem“solvinaﬁ isi‘1mportant &T‘Chy s

"'fanalytical framework can fac11 process ?y 1dent1fy1ng the

“organ1zat1ona1 systems and components thdt may requ1re re- a11gnment at

K3

the strateg1c manager1aJ and operat1ona1 1eve1s as “the soc1eta1 forces’

" din the organazat1ona1 env1ronment cont1nues to. change : DR
- ’. Lo - - N ”f- . L ’ ’. ' ‘ _ a v ': B
J P A MRS ‘ S I ST 4-/
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What is your job?

L How have they influenced g:hat you do?

eWho evaluates you?

;nffHow 213 your performahce evaluated?

How doesvone_get.ahead in this organization?

(VT

\- ' IP".

What effect has the f1>ca1 restra1nt had on your Job'and the tasks )

you have to do? : 1,
i ' - -
What 1nformat1bn do you need to do, these. tasks? . Q

How do you get this information? (forma11y and informally)

Who' 1nf1uences what you do and the way you do it? 1

. \

N
N

-

: !fwho 1nf1uences the way your performance is evaluated?

< ’ '

f‘_Wha; effect has the Fiscal restra1nt had on who 1nf1uences the way
~'your performance 15 eva1uated?

ffﬂwhat 1s the cr1ter1a used to eva]uate your performance7

.fkwhat effect has the fiscal- restraint had on the criteria and ‘the
A-’way your perfommance 1s evaluated (i.e. how have they changed?)?

fDescr1be the structnre of the organ1zat1on

what are, the va]ues and assumpt1ons under1y1ng the structure7

1
o

~what effect has the f1sca1 restra1nt had on the organ1zat1ona]

structure (i.e. has’the organ1zat1ona1 structure changed? If so
how’) oo RO 3

: what effect has the f1sca1 regtra1nt had on the values under1y1ng v
“+ how the organ1zat1on is des1gned7

_ o /
Nhat'are‘fhe“values underlying who gets ahead in the organi7a{10n?
LJ

" WRat effect has the fiscal restraint had on the va]ues underlvwng

who gets ahead in the organ1zat10n7 :
What is the mission‘statement for C.L.S.? °
What effect has the fiscal restraint had on the mission statement?

o

.~;'11Nhat effect has the f1sca1 restra1nt had on who 1nfTuences what you
sdo and the way you do it?



10.

11.

378
who formuTates the m1ss1on and goals of the organ1zat10n7 T

1 . .

- How are théy formu]ated7

s

Who 1nf1uences the formu]at1on of the M1ss1on and . goa]s7

What effect has the fiscal restra1nt had on who 1nf1uencé§ the
mission and doals of the organ1zat1on7 (i.e:, the way the mission
and goals are formulated)? _f\ :

What are the. other va]ues underlyrng*the organwzat1on and it's
mission? e

What are the va1Ues underlying youm'ono§ham7

How are. these va]ues cons1stent or 1ncons1stent w1th your.own
va1ues7 _ "L e

.-;:o.

What effect has- the f1sca1 restraint had on the va{Les of the

L‘ organization? - li.e,, have the values under1y1n pthe organization.
‘Mission changed)? Has there been a change in the importance .

attributed to each of- the values? (i.e. a change 1n‘pr1or1ty )

Are there relatively durable small clusters of fr1ends w1th1n the
“organization? Please 1dent1fy them :

Are there 1dent1f1ab1e @1usters of people wﬁo cooperate in order to
exert influence? If $0, who? Around what 1ssues7

-

Who shares 1nformat1on w1th whom? What types of 1nformatlon7

*

"“How extensive and active is the 1ﬁforma1 &nformat1on network7 How

accuraag\;: it? ‘ _ o
How does is informal network affect you7 (i.e. the way you do

your job, the-way you feel about you%ajob the way you feel about

the management of. the organ1zat1on, the way you feel about the
organ1zat1on)

How involved are you in this informal network? .
What are the three most important 1ssues ‘faced by the organization
over the past year? _

.

What are the three most 1mportant issues’ you have had to face in

the last year?
»

How- have these 1ssues affected your work? {5: - f

How have these issues affected the way dec151ons are made in.
C.L.S.?

, How have these issues affected the values of the ordanization?

¢ -

A



12,

. 13,

- 14.

. units?

-

»

How have the values of the org

has the way decisions are made

How- has your work effected the

What are your expectations of:

' 3:
anization effected these issues? ‘How -

in C.L.S. effected these 1§sues?
se issues? :

\ - _
this organization? Your unit?: Your job? The management? Qther

\

Has the f1sca1 restra1nb changed any of these expectat1ons7 Which™

ones? How?

What'do you see as being the m

Is there a clear relationship

on various goals and the impor
to which 1 1s achieved?

Are'all

" ~the organ1zat
the goa] 3¥ar . )

Are the?goa.s 4§d}usted with en

How satisfied do you think you

work? With each other? With

How satisfied are you with the

What changes do you think shou
organtzat1on7 Wny7 ’

o
v

ajor outputs of this organization?

>

Yol

E

between the amount of resources spent
nge of the goal? AOn the adequgty

jon working towapds at least one. of

v1ronmenta1 changes How?

r db—workers are with their own
their careers? '

se? ' .
L,/
1d be made to improve the

P
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" CHRONOLOGICAL LISTING OF MEETINGS .
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'\ﬁ

February 17

v
/

. DATE

)

January 20
anuary 20 *
anuary 30

February 19

February

February
February

March
March
March

. March

OB W

March 7-
- Mafch 10

March 13-. -

March 17

March 18

26 -

2
[N

27

March 20

March 24

March 25

April 1
April 7

April 10

CApril 14

~ Aprills

LApril 21 -

April 2
April 24
April 28

May 4

N tﬁ 3

May 5
May 13
May 14

|

- |-

: Adu]t Services Unit Mee&ing,

MEETING N
Management Commi ttee.
Restrictive Procedures Committee.

?

-Manage ent Meet1ng
Special.Meeting between RM. %nd the Strateg1c Level

381

Managers and Grouprome Superv1sors of C.L. S.f to upda;e

- situation. e,
Adult Services Unit Meet1ng O
Management Meeting. ' tz .

Children's Services Unit Meeting.

-Special Meeting between RM. and Strateg1c Managers to
- —discuss the 'Challengeg we have to face". ‘

Adult-Services Unit Méeting.
Parent Adviscry Committee Meeting.

Restrictive Procedures Review Committee. Lo
Childrens Services Unit Meeting. .

-Adult Services Unit Meeting.

Fi¥st Planning Meeting between ED. and Group Home
Supervisors. L

Parent Advisory CommYttee Meet1ng

Management Meeting.-
Adult ‘Services Unit Meeting.
Management Meeting.

Childrens Services Unit Meeting. : ~

Adult™ervices Unit Meeting.
Management Committee Meeting.
Childrens Services Unit Meeting.

- Childrens Services Unit’Meeting;

Jpec1a1 Meeting between ED. and the Group. Home

‘Supervisors to review their budgets,

Adult Services Unit Meeting.

Special Mission/Values Statement Meeting between the
" Strategic  Level  Managers, . Managers (Group

NCTT—

N

Home

Supervisors) and Representatives of the Operational Level
Staff and Parents to provide input into the formu]at1on

of th? M1ss1on Statement.
Children's Services Unit Meeting.
Management Meeting.

.anigement Commi ttee Meet1ng

Special Meeting between RM. and: his Disectors of his
three facilities serving handicapped persons (C.L.S.
two institutional fac111t1es) regarding the problem of

increased absenteeism,

Management Committee Meeting.
Childrens Services Unit Mee®dng,
Parerit-Advisory Committee Meeting.

4
ECN

_Childrens Services Unit Meeting. ' .
Adult Services Unit Meeting.. /(/§\\‘_7__f“\~\\\\\\‘

—

\"
and

L



DATE,

May 15
May 19
Regiona]

to 12
»safety,”
_iMay:ZO -
May 22
May 26
May 26

durme -2°7 7
~ Regarding -

June 3
Statement

Specia1'
June 5
secretaries
Jnne 6

» agency .

fiscal

'MEETiNG S B 382
Adu]t Services Un1t Meet1ng o v -
Management Comm1ttee Meetnng with Represéntatives - from

-\

'"and Governmental 0ccupat10na1 Hea]th’@na Safety Personne]
. ~

-

reyiew C. L S.'s comp11ance to 0ccupat59na} Health and

LY L o .

' QRegulatlons for staff.. L S
~ Childrens“Services Un1t Meet1ng

- Adult Servites Unif Meeting.

.

Management Meeting. . . -~

Childrens Serv1ces Unit Meet]ng

Sqec1a1 °Mee,tTng Between Strategic -Leve1 3Bagers
updatjng‘the Five Year Plan. . .. g\

“Special Management Meet1ng, to relate the )new Missioh

P

'baéed.on the Staff and Parental hput frﬁmjthe April 14
. . @ '

]
N 2

Meeting. A e— » | . =T

Specia] M eting between Strategic Manageks“ and theiy

C
to d1scuss new te]epho;e ans%er1ng respons1b111t1es ahd
pracedures. >

'Spec1a] Management Comm1ttee Meeting to review last years

goa]s and estab11sh ‘preliminary’ agency goa]s for this

o @

year..

o
oo
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" APPENDIX D

Y EXAMPLE OF CHRONOLOGICAL LISTING OF MEETINGS AND ISSUES
: (January 20, 1987 - March 13, 1987)

>
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;

DATE. - - MEETING

Januaﬁf 20 Management

-January 20 Restrictive -
Procedures
Committee

[

January 30 - ASU

Febrdary 17~ Management
' Meeting

a

’ISSUE%'& COMMENTS

‘appears cooperative,

wr

(2]
0
s

.
<

Qn

e

Meeting with house parents not yet
arranged - wait until pink slips. . A
Parents had a meeting - don't know

results. - No ‘one around headquarters -
supervisors working in home. - Budget
goal (a deficit of $85,000.00) - we must
make it. - Research study - everyone

This is the. committees first meeting.
Sometimes was -"spent on the mechanics
of the meeting (i.e., who should -be

*chair) and defining terminology. The

rest of the meeting dealt with proposed

. restrictive procedure program for a

particular client,

Request feedback from business mahager‘
re: achieving goal of $30,000.00. -
Refresher course change to one day. -

Each group home to develop own schedule.

- - Full time house parent being reduced

to half time. Ideas for S.T.E.P.
proposals requested - ASPD sent ‘a memo
to 'ED “em1nd1ng him of the needs of
med1ga1 fragﬂe Clients. ®
Regional manager request meeting w1th

all staff.on Thursday morning - "I think

- he wants to make himself available and a
_target to staff directly. [ don't know

why HE feels%the needs to do that".
Supervisors feel the main push is qver.
- Supervisors continuing - to monitor
budget. - Parent Advisory meeting will
occur -on. February 27 at 1:30pm. - "with
[regional . manager] and [regional
director] there,. I'm not sitting at the
front". - "He has been quite candid with
them. He just doesn't agree with them." -
"They [parents] fear this is the first

move with ending up with nothing".

"Its been answered many t1mes but they
aren't listening'

"1 fee] better now that the program will
cont1nue than 1 have over the last two
years" R :



DATE . MEETING &’f ISSUES & COMMENTS

- Policy review on eth1ca1 considerations
© for behav1oura1 programs. - Holidays
will be on a' first come first serve
basis. - ¥he pink slips for the House
Parents still have not gone out - "don't
know why. I can t guess wny". - "The
, : house parents are really op edge ...
Ts [Regional Manager] said tha¥ they would
: know within five working-days, and it
didn't happen". . K '
"- New group home schedules - “"supervisors
have been calling “personnel regarding
schedules” Personnel proposes . a
> meeting. - Smok1ng - "I told the office
' gf the Public Guardian I'd be, doing
omething . about this". - Decided to
conduct a staff - survey. - Deficjt -
Executive Director reviewed -the reasons
for the originally projected deficit of -
$400,000.00 - most of awh1ch appeared
- beyond their coftrol. -~ xecutive
director wanted to find a way to express
his thanks to staff for their efforts.
A memo - was suggested but he wanted -"a

party®. No final decision was reached.
. - Budgetary compar1son of group homes to
date '
February 19 between - The regiona] manager ‘spoke for most'of
T ~ Regional : the meeting, the: meet1ng*was -called to
Manager and try and keep the supervisor 1nformed the '
Strategic - ~about what is going on and to get their

Managers and , input on issues. RM (Reg1ona] Manager)
..., . . supervisars of tried to reinfonce that the supervisors
e CLS. . were critical to the organization. "The-’
e houseparents apparently felt they were
, - the fixed point of responsibility for
‘ S " the group homes.  This was supported by
the parents, because they see the house
parents more .than sthe group home
supervisors. ... We manage the program.
We have not given them [the parents] a .
veto right with thée program - just their

- own child." - .In “talking about the
_ reductions RM stated ! the cabinet made
Sl , . ,the decision. The region had a quota.:

We had a dollar figure ‘that we had to.

. - meet. . C.L.S. was only cut half the’

'« amount ‘than the regional average. ... !

p . Regional Executive Committee met every
day for ten straight days. Our




DATE

MEETING

t.

. ISSUES & COMMENTS

b

s

! decisions  were  changed - by = the
Departmental Executive Committee, and
. then  the Minister and Priorities
Committee ..
-~ of the current economic climate. The -
;pgoy%ncia1 deficit is tied to the price
.of- 0il.  The balance the provincial
budget requires the price of oil be at ~
thirty five dollars a barrel. All the
province can _do is either increase
~revenue or decrease expenditures. ... e
will be getting instructions from
‘treasury in June." - RM encouraged. the
sSupervisors to  get  involved in
suggesting and developing .innovative
. changeS. However he made it clear that
he made the decisions. ."ED (Executive
Director) created scenarios. I' chose
this one it is -not up to the management ..
of C.L.S. to restructure. ... I have to *©
.make the -decision that effects you with
your  advise." When one of ° the
supervisors stated that RM appeared to
be contradicting himself, . RM . replied
"Are you in the real world? . The Minist-
er affects my world. -1 will impact .on
your world. F have to -make decisiom
- that affect you. [ will be accountable
. for' those decision®. We never have,
~compiete autonomy. - The only way to'get
complete autonomy is develop a private
board". - He also reminded everyone that
-other legislation affects them. "There
is always the financial act, the public

- /7° service act, and so on.". - RM stated

that he wanted to increase the autonomy

of -the group homes and encourage them to -
"be as innovative as possible. - RM also

requested -that~~communication between:

them remain open. "I want you to be @

brutally-honest with me. [ts important
that you know that 1 want your \input.
... Lets ‘meet -in two months. In*early
CApril", - °RM did most of the -talking
throughout this meeting. Only one staff
_person spoke out. The,general reaction
"“was "We heard this all beforéd, just the
. "positive picture and not the effect on

. the" client." When asked about the lack

of staff interaction at the meeting the
- general reaction was that "this s .
learned - :

\
°

. This reflected the reaility -.

[N
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o

- DATE

February 20

s -

February 24 °

MEETING -

ASU

- Management
Meeting

-other positions".

Y T s

. ISSUES & COMMENTS ">-- S

' behav1our it never used to be but whabs '

.~ the use” O

- Staff freeze - "[Regional manager‘ said

‘that it is not a good possibility that

jthe freeze will ‘be 1lifted" - House
Parent update - no . new information. -

Schedule rev1s1ons - submit to Executive

Director.” - First aid course - regional .-
,,'off.ce will. pay costs for first aid and
~"C.P.R. - courses.

'Execut1ve Director to send-out a .survey

.“Smoking -policy -

to staff. - Budgat. - Adult services has:
ach1eved naif of the- target - We are to

~do our own budgeting -. "next year we

“will examine our forecasts at least conce
a month", = New economy for group
homes. : '

"my personal feeling ‘fs_ that we can't

change much". D) *- Parent Advisory
meeting next Fr1day "you can attend if

you want to". -

Executwve D1rector sent a memo ‘to the

~ Regional Manager: out11n1ng the reasons

for the, deficit - "even [Regional:
Manager] was surprised". - Notificatig
of®house parents - "the, Deputy Minister .

_ -sitting on the notices -and I'm not sure
. why" "he wants us 'to consider the

pos: ibility of “hbuse parents “assuming

is nervous about the number: of people
Teft ‘without a job" “the region- is -
still pushing for all of ‘this to occur
by this week-end". - Supervisors job .
descriptions = "we need to look at the
job descriptions again "in "1ight ‘of the

new . organizational ~model for - any
up-dating".
"have- we ~done enough .to this- poantV“

"all that is significant is the bottom,

line". - The deficit is running ‘in -
manpower; surplus -is in- supplies and
services. - Division ten has not yet’
settled. - There appears :to be some
money in fixed ‘assets. - Supervisors

Seem to be stock piling in, food - “they
have a fear that if they don t put. it in
the open orders, they will lose it". -

- "the Deputy Minister

Expenditure projections -



DATE -

February 25

MEETING

- CSU-

-

a U
O .
oo

ISSUES & COMMENTS

-

- "We have to. make sure the money .is in

~the right -place". Transportat1on'

budget - give it to the group homes -
budget. - "In general principle, all -
the money spent by. the group homes
should be in their own budget". - Long:
distance telephone calls placed in group
home budgets. - Schedule sent to
personnel - "may be confusing to send

. the schedules with out know1ng how they

work", A

DATS s refus1ng “to transport some of .
- our  people - "I've just seen in the
‘newspaper- that DATS is refusing top go

out to [Rundle Park". - Could be a
problem.” - Problems with yellow cab -
"they are charging us the time it takes

_to help take grocer1es out of the cab"

--Use another company

.Expend1tures -to-date report -
- supervisors confused by the inaccuraciesk®

in -the report - they were told to

- contact the business manager directly. -
‘Bob's holiday schedule’ form. - Meeting

to be set up with personne] to discuss

the new 'schedules - Restrictiye
~ Procedures .. Committee will ~review a
“proposed . po]1cy .on restrictive

procedures. =-. Send - the director -the

“status of your staff .regarding their
- first aid ‘certification - she needs them
.. to send them to Occupat1ona1 ‘Health and

‘Safety for -the.agency. . . - .Copy of the

"‘D1rectors ‘memo .-to, -the’ Reg1ona1 lbnager_‘

regard1ng the 86/87 budgét -deficit

" Program Director réinforcedthe fagt the
o supervisors have ~ obtained ~ an
" extraordinary accomp11shment - Director
Lo is try1ng to. set up 2 work plan for a

U new - organwzat1on = :'send. -your. ideas

“directly to him. - Goal next ‘year will

- "be . to live within the' new budget". ‘v

© The notices for. the. term1nat1on for the .
*Shouse parent positions is still on the

Deputy  #inister's desk . - "“Deputy

" Mjnister. is asking- if - there .are -any
‘other jobs for them". - Job descriptions
”_wi]1 have;to»be“reviowed_for the _



DATE.

February 26

CMEETING

k]
between

Management -

Committee
and RM

v

ISSUES & COMMENTS

W
0w
s

superv1sor5' and house  parents. -
Discussion on how surplus money énd .
fixed assets could be used.: - “In next
year's budget more items.are going down
to the group home". - Booth display for
Rick Hansen - rally for Rick Hansen.
Family singers avarlable for singing in
- group - home. - Get your open order
requirements to the business manager by '

Friday.
- Vacancies - the Regional Manager '
nervous about whether we will be

'is
able to

fill or vacancies 1n the' new year. He

“wants to start now" - "I-need to

ook at

the new scheduling first". - only one
vacancy out of eight was proposed to be

filled.

- New schedules for three of the group
" homes were e distributed with the
jgperv1sor presenting the advantages and
sadvantages and the cost savings of

the schedgle.

- The puéﬁ of the meeting was for RM
to updat® the strategic managers and:
coordinate their expectations regardings:.
the meeting with the Parents Advisory

Committee (P.A.C.) tomorrow.

- R gave an update regarding the
"1 Ak M.  (the .financial person from
the. regional office) took all 'ybur

.advise".

budgeT

- RM reinforced the idea- that the .group

homes must become more’ autonomous . to
allow them to reflect the unique needs

“of the clients,” however one

of the

program directors noted "we have become
more similar" since the same staffing
1. (ten positions per home) was
1mpoSed,on all the homes. RM's response

- was "you have evened it and now you have

to uneven it". The managerial

process

required to 'do this was questioned and

discussed but not resolved.

\



e

DATE ~ MEETING

February-27  ,ASU
A

-~

ISSUES & COMMENTS *

400

-0

Most of the meeting focused on the
perceived concerns of the parents and
what the role of the P.A.C. should be.

ED statea "I believe they' won't a veto

vower". However both program directors :

were not convinced. = "Lots of t1mes, we
don't hit all of the parents” ‘“there
were alot of parents [at the meetwng]

- that 'did- -not speak out ané - were

perplexed" =

RM - stated ‘"we must define our

partnership. ... They are not clear of

thei® expeetations, and not just their

formal -involvement. They see  the

frustration of the staff aj well".

RM did acknowledge thdt the parents

have a legitimate role as an advocate

and reference group .in the home but they

felt they were to dependant on the

staff. - |

The - representat1veness of the  P.A.C.

appearance . was also brought into

question. "Who are they representing?
Are they committing ‘the other -

parents to a particular pcint of view?"

ED felt "there is a core group of people

- who are energetic and bright. Most of

the others don't care. They deal
directly with their core worker and the
home [about their child]."”

Both program directors however felt that
parents just wanted input.

The relationship between the parents and
the staff was a]so questioned by RM "It

is no longer 'mommy knows best'. It is

now "the staff know best'".

Issues from passed management meeting

were raised- for information - those
requiring fixed assets were told to - see
the business manager directly. -
Transfer of some funds to group home
budget. - Get your schedules to the
director for.him to send to personnel. -
.DATS © maybe requ1r1ng attendance to
accompdny the clientsiiHas anyone heard

*of this?" - no. -g:Vacanties reviewed -

"I would kike to" recru1t to all RP1
pos1t1ons unless you have concerns. ...
['11 talk to you individually". - The
director "put together a memo to
[Regional Manager] outlining the deficit



DATE - MEETING

™

February 27 Parent
' Advisory
4 o Committee

‘ ISSUES T TOMMENTS

to date. MNow you can also add-the RP‘

position the [Regional Manager] took

yesterday". "I guess we got away easy" -

‘"] picked three ' homes for Joel to

concentrate on for his sgudy. I sent
you memos" - \"I've  Ireceived -the
document [Reg1ona1 Manager] sent’ us on
how to get around the position freezes.

I'11 discuss it when I talk with each of
you". - Schedules - '"get them into me".
- The director "has set ‘up a series of
planhing meetings we can discuss the
budget and schedules- there". - ™Are
these concrete task meetings or just

.shoot to the bull?". - "When are we

getting the budget?" - business manager
"got the ufdofficial: numbers yesterday.
She said it looks about what she had

‘anticipated". - "We gave up fourteen

full -time. positions, and received back
fourteen half time positions. We gave

. up eight full time t.a positions and

gave up stock keeper". - "The purpose of
the planning meeting is to Jook at:
moving around the resdurces we have left
to match the client's needs." - The day
workshgp "is asking for

clients to stay home when they are short
staffed [i.e., staff calling in sickl.

I told her no. It's b]owxng our wage
budget".

The director wants to know what would
happen if the adult. day program closed
down all at once to allow their staff to
take holidays at the same time. - "That
would eliminate any client

outings".- "I'd rather see the c11ents
change envfronments”,  "I'm concerned -
about helping a program thats going to
the community anyway and adversely
affecting the program that is staying".
The purpose of the meeting was to
discuss the reorganization plan. and
budget reduction with the parents. RD
(Regional Director) and RM  (Regional
Manager) attended this meeting to
address any of the parents' questions.



DATE . . MEETING

b4

1

-ISSUES & COMMENTS . B »

questions. ~ ED (the C.L.S. Exécutive‘
arectar) chaired the meeting.’ :
summarized ebents to date giving a
rationale for the .decision to reduce
each group "home by .5 house parents.
"We rejectea closing a group home.
Instead, we thought we could make a new
model work". -t
RD reviewed the budget in g]oba] terms.
"The -86/87 budget totalled six million

one hundred ninety six thousand two

hundred thirty eight. The 87/88 budget -
totalled six+ million one- hundred

thousand seven hundred sixty  four.

Thats about a ninety six thousand dollar”
cut which is apgrox1mate1v - a drop< of
only one point five percent". SN

Parents questioned . why more
administrative rather than group home

wtaff could be cut. “Fhe positions were

reviewed by RM, : -
Parents wanted assurances that the

‘changes were a "interior. renovation and

-not a structural change"” : .
_Parents stated their coneerns. . "We are

worried about the future of - our
children. ... -We . are looking for

stability. ,Is C.L.S. being dismantled
from. within? We are looking for. some.
comnitment and belief in-the program [by
the managers and the bureaucracy}”.

RD, RM and ‘ED all assured 'the parents
that the changes were. des1gned to meet
the budgetary restrictions by 1ncreas1ng
the flexability of available manpower.
Parents were asked for their opinion
regarding -a no smoking policy in -the
group homes. A1 parents agreed that
their should be no smoking. -

The role of the P.A.C. (Parent Aéy1sory
Committee) was discussed. As stated by
one \parent "you had given dead lines.
we ﬁad concerns. It seemed to us that
you' were going ahead with out our
concerns. [ agree that the management
responsibility rests with the  Social
Services Department 1lets clarify ‘our

’yoles. Like with the smoking issue, you

asked for our input. Now you go ahead

-and  make the decision." This was

reinforced by another parent "We were
saying things'and you were-saying

4



.

DATE- >

‘March 3

~
i

March 6

MEETING

et

Resttictive
Procedures
Committee

ra

ASU

1]

ISSUES & COM@ENTS

403

' th1ngs and .it was a]ready dec1ded, SO we

had- to get proact1ve : TN

"+ - The purposg ‘of this meeting was to )
. ,review the changes.to a particular

chkient's program to. reduce aggressive
behaviour  that -were made at the first
meeting. The authors of. the sixteen
page document (operatijonal level staff)
were not present ‘but represented .three
of the-program specialists and the group
home ‘supervisor - (managerial level).

-"A11 in attendance except ED were focused

on the technical aspects of the program

" (eg. definitions, specific proceduresb

etc). ED's role appeared to be more to
insure that the proper documentatwon had -
occurred.

Staff transaction‘forms fbr genéra]

illnesses. - Check distances from
headquarters to each 'group home for
mileage claims. - Planning, meeting

scheduled for this afternoon <+ agenda:-
difficulties schedules, goals for 87/88..
Review attendance .records for overtime.

Business manager prepared open orders

for February. - Permission received for -
bulk hiring-of five wage.staff for Adult
Services. - Adult day program - only

‘have eight of fourteen staff working and
“need help - Adult Services will help

them by providing them with wage help as

much as poss1b1e ‘Director sent a

letter to i.a.2's 1nd1cat1ng the removal
of(one hour paid meal’break. - Program
Director receives seven schedules and

they have been forwgrded to personnel

for review. - Athletic club being set up

for special olympics. - Jpel. will

contact you for interview times. -

Program director will be meeting with a

food delivery service for peopie who- are

disabled. - Physiotherapist contract

expires the end of March. Would like to

develop "a much more specific - contract.
with them.” - Meeting to discuss



——

" DATE

o

"~ March 6

* MEETING

'P1ahnihg »
. meeting with

all the
supervisors

ISSUES & COMMENTS

'y

404 .

schedu1es ‘arranged for March 30 5
ED sgnt1menta1 to a]] superv1sory staff
notifying them of four planning meetings

(one  per: week).- No ‘agenda was

"distributed.

ED chaired the meeting. He started by

stating "felt there was an obvious need
to -share the needs and pians for next
year. ... What I wanted to do in this:
meeting was to sit down and '
stimulate each othér regarding the

"issues and - concerns. I would like to

develop a comprehensive list of “the
issues, problems d&nd concerns that we:
face because of the downsizing, cutbacks
and reorganization. - We need to meet
more frequently."

ED did not have anything spec1f1ca11y

planned for this meeting. He seemed to
expect the supervisors and managers to

- give him a Tong 1list of issues. The
2 children's services unit gave him three

pa of written issues the day before.

Howevar, he did not focus on them. It
s¢éemed’ as if he just wanted to list the
issues, not address them ‘at this
meeting.

He,repeated severaﬂ%¢1mes that the tough
dec1s1on had beéaﬁmade Several times
he asked for” staﬁf to list the issues
which resulted from these cutbacks.
However, almost every time his question
was answered by silence. When ever the
supervisors raised’ an issue that
required an authoritative answer, he
tended to reiterate something that RM
(his boss) or RD had stated.

There appeared to be  consensus thag
these were not the Jast cuts. That
there would bée more cuts in the com1ng

- year.

The Children's Services Unit supervisors
and consultant tried ta focus-on thq.
need to reexamine the walues and mission
statement of the organization. ED's
response was that he thought the mission

_statement would stay the same. However

he was willing to look at it.. Several
times the supervisors. re1terated that

. the mission statement and values should

be taken into consideration if budget

.cuts occur-again. The implied feeling

\
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,iselation of the godls:. and 4M1ssrafp
statement of: the organ1zat1bn i - T A
- [The other-three meétihgs” ) b1€5, were. ?3%
scheduled were eventua]]y all. caﬁbelf%d
oRe week at - § “tife. ERL stgted thet .. i
“since no .new -issues” arose dur1ng th1s»

cont1nue w1th them e X

4,,'. :
.,5,.4 o

- ED distributed a coepy . of the term5qof
-~ reference for the P. A C.. é@scu351ons s
céntered around clar1fy1ng th@ purpose, o

objectives and procedureés-to be ﬁb11owgﬁ
by the Advisory Committee. '55'1. g

-.Specific issues were ra1sed é@y,mf

“parents  and - alternate. iﬁ?&éﬁhﬁt“

~suggested for ° problemsi -ty
transportation (reduction of g
throughout the - city ;-far harfhtap
persons), and staff sﬁortages R

- Parents decided to write a letter of =
~ support requesting that mo further front
line staff be cut.

- ED. distributed copies of the reg1ona1
five year plan for the dependant
handicapped. . The" parents decided to
study it before commenting ' ‘

. . [4

- Continued discussing schedules and there
advantages. - "I'd like to thank you for
the flowers you sent me. They were
really brautiful." - "What would you

~like to see happening in.the, planning
meetings?" - discuss budget ("we weren't
part of the planning process for our
budget"). - Look at job descriptions. -
Review 1last years goals. - Five year:

- plan. - Parking issue. - Offices. - "We
need to look at our values and mission
statements" - should be a result of
group discussion - "everything else will
be compared to it". - "Bet the mission -
statement was just thrown out the window o,
when they reduced the budget". - We're
managing but its effecting staff moral.

- "Some of the goals we didn't even look
at last year. ... We ignored the:
organizational goals and did our own.
This makes a farce of the planning

1"
process”. ; i
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The director "has said he is prepared

. for us to be a custodial model". - The

- Director "said the only goal for this.
year will be to live within the budget.

Thats crisjs management!" - "We should
develop the purpose of the program first
and then look at the budget ard what it

would allow us to do." - "We need a
commitment froM management. Are they
going to dump it?" - "We will _need

strong organization 1in the meeting.
They should be well-planned before

hand". - "I checked during the break
with [the business manager] and .the
budget is not here yet". - Rick Hansen

is  coming betwsen 4:30 and 5:00 at
gateway park. "Two of my staff have
made a s1gn It says ‘You give us hope
and” we give you love'. " - Letters were

"sent " to the house parents concern

expressed‘regarding‘the,wordinb.
Discussed who should go to the
"alternatives conference Program
Directors gave top priority to those who
were willing to pay their own way to the

" conference.. The Director stated that -

~the Regional Manager wanted ten to~

order . to get everyone -commi

fifteen people to attend the conference
from C.L.S.. - Discussion regarding how
to meet manpower requirements ‘while the

" hiring freeze - is still in effect.

Decided to hire through wages "otherwise
P.P.T. [Personnel’  Placement  Team?

-procedures come into. play"

A lengthy discussion occurred regarding -
a planning process according to .the
director “"about last Friday's meeting, I
don't know what 1 was expecting, but
there were issues sighted and. ! wa
aware of most of them. ... I would 11

all levels of staff to be involved .y

working within the limits. ['d”Jike to
hear your thoughts'and suggestions about

the process. . I don't think we need to

stay with the Thursday meetings. I s{ﬁ.
them up as a p process but I'm no ‘long
feeling as panicky, The big item i
that, the schedules- should be ready by

" April 1. A... [Regional Manager himself



DATE

March 11

MEETING

CSu

ISSUES & COMMENTS

" the veto v

/
said he is prepared fo’a11ow us to make

our own scheduiea". v
Discussion occurred regard1ng the best .

way to obtain input into the -development

of a strategic plan 1in case more

cutbacks are requested after & lengthy
discussion it was decided to have one of
the program consultants run a half day
workshop with representatives of parents

and the staff as well as .maragement to

provide input for the formulation of a .
mission statement then "we need to
determine the goals, then the tasks and
evaluation - measures". [Children's
Services ED]. It was also decided to
involve the parents "letsyinvite -them to
be part of the organiZational system.
You don't see it myth in government
operations - but if's o.k. with “me.
[Regional Manager apfl Regional Director]
would want to k that they don't have
e . though'. [Executive

Director]. ;
Discussion also occurred regarding “the
group home budgets. -"My supervisors are
concerned with the budget and the

~ schedules" = [Adult  Service  Program

Director]. "We won't get the budget
until after the g0th - when it s
released * 1in the house [i.e., the
legislature]". [Business Manager1 "]
need time to sp11t up the budget after I

‘got it".

Planning meet1ng for tomorrow is
cancelled since pexsonneY can't make it.
There will be a ne day workshop on
vaiues and goals.

New expenditure report just received -
"E.D. says it looks good".

BM  (business  manager) interrupted -
meeting te ask supervisors if they
wanted her to do their ledger shéets
1ike she did last year. All supervisors
agreed.-

BM examining costs of -foods on a per
diem base per group home and comparing
with*community agencies.

Six people have applied to attend an up
coming conference. "Pebple who%re
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paying their own way will be our first‘

priority. We wi]]» have to cover off

staff are trying to work it around there
days off" (supervisor).

Permission received to hire five persons
on wages - discussion occurred as to how

the number was pick®d as opposed to the

~number of wage positions they really.

needed. - permanency of the positions
questioned - "we could hire temporary
cover off positions, but it is hard for
permanent positibns because abolishes
have first choice".
promises because spmeone can step- in

(i.e., the P.P.T.. process]." "We.should

really make them put -their money where
there mouth is regarding -atonomy"
(superv1sor) ' B '
The house -parent positions will be
terminated as of May 28. - "You may not

"Don't make any

.their positions in the homes." "My -

\p‘

be able. to hire. They may give you

someone. ... Lets be proactive and push
it a little, if we know who we want."
(PD). ""We reteived a commitment from RM
regarding atonomy. We should nush it in
these situations". (supervisor).

“The. hiring freeze may be 1lifted on

April 1" (PD). " “If we don'g have our

wage - staff, we - will have to  pay
overtimeg" (superv1sor)

Discussion on what criteria should be
used to evaluate the new time schedules
(eg.” union contract, 'staffe satisfaction,
budgetary implementation, etc.).

[<]

_Restrictive Procedures Committee - "I .,

would like you or the author to attend

and present . the -program fon your

" client]. It only makes sense"

Need toxget staff sat1sfact1on survey
out to Staff before the new schedule

starts was discussed. _ éﬁ/
Discussion ¢ regarding results of e

smoking survey, . "I would sure like to
see the smoking’. survey. [ bet
management made the decision even before
they 'sent out the survey" (supervisor).

_"Yeah, one of the comments was 'when do

we start urine tests'".  (another
supervisor). : -
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B.M - "did anyone want me.to do their
ledger sheets like Tlast yeak7" -
everyone agreed,

Day projram mey be closing dur1ng the
summer. Implications were discussed.
0.K. to start hiring wages.

Maybe some staff development money to
send people to the conference. - "I just
assumed that with the restraints that we
couldn't go" (supervisor).

Planning meeting time changed

Pay community pharmacy wants doctors and
not group home staff to phone in
prescriptions.

Vacancies reviewed. W1th RP1 pos1t1ons;
"because of the P.P.T.., I suggest that
you -put in a wage staff unt11 times .are
better". »

Vice President from a food service saw
PD.  Supervisors told they could try it
out. c
Supervisor mengioned that - one  cab
company has two cabs with wheelchair
lifts and are sti]] charging regular
rates.

Fixed ‘asset needs rev1ewed since the1r
was still some money left. C

PP distributed information re .job
sharing. _ ' ' S
"Whats - this memo from ED regarding

. IA2's?" (supervisor).- "I don't know, I

just got it" (PDY.

Discussion . regarding problems with

des1gn1ng schedules. Decided to do them

separately and then present them to ~

their own group home Staff. ts

d1ff1cu1t to the schedule before they
ﬁg%you the budget.™ (supervisor). "We
1s0” have to hammer this out with the

unwo (PD).






