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'lhls thesxs focuses upon the orgam.zatlonal quahtles that are
necessary .to the effective implementation of the comnunity development
prooe:s. / 3 group of 1ndiv1duals ‘whose primary obJective is to effect
change in their oondltlons mist also recogr&:.ze that they have ‘internal
organizatl,,dal needs that require their energy and attennon as well.
- /° . A systems theory context helps to demonstrate’ the rel.atmnshlps between

the organization and its environment. Systems theory also helps relate
the proc&as “orientation of canmmty development to the dynamlcs
present in an orgam-zatlon.

This aspect of community develqment”is then 1llustrated in a
casey study of an 1nter-agency organization m Red Deer Alberta. * The
caeé ﬁstudy examnes the nature of the organization across ten factors:
comnmmcatlon, 1dent1ty, leadersmp, cohesion, uniqueness and pmeamng, .
dec1510n—mak1ng, urpose ard goalAs, actlvities,' -';feedback, - and
creat1v1ty and growth. The impression. of group members about these
qualities prov1des an analys:Ls of the internal functlomng of the

~ organization and leads to some conclusions and prognostlcatlms.
| "1he use of an .in,ter-egency; organizatibh Qhere co~operation,
coordination, ccmpetit}on and dqrain are also impert.ant considerations
requires a more complex perspecf;ive on an organization's relarionship :
to its envirohmént. | -

The . conclusions show some weakness {or the orga.mzatlon in the
areas of clarity about its 1dent1ty and its purpose and goals. 'I‘hese 4
are in part explamed by the organlzatlon 8 need to represent each of
ite‘ members who have corporate needs and expectat;ons of their own.

iv
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CHAPTER I ”
Introduction

An understanding of the community dwolopnmt proeess can be

enriched by its consideration in the context of organization theory in N

particular and systems theory in general. . Both of these theories lend
congiderable insight into the n?nner in which cau:uniiy devalopugnt is

applied and should contribute 'a better understanding of the dmamics
which contribute to or -diminish the effectiveness of the commnity
development process. The integral linkages between these two theories
and their relationship to community development will first be
established in the body of the thesis, followed by a case study which
demcnstrates how they might be applied. to a cammmty deve].;pment
expenence. The consequence is the provision of a useful diagnostic
tool which can be applxed in other circumstances especially where the
organiiational dynamics of the commmity may be consuming much of its
' internél resources. |

The choice of an inter—agency organization to illustrate the

organizational factors in a system allows the thesis to focus more
precisely the internal mechanisms which are the impetus to
activities external to the poundar ies the organization has esﬁbliahed
for itself. Inter-agency groups are gdntplicated by a variety of unique
dynamics, not the least of which includes the convergence of interesﬁs,
‘and at the same time potential campetition for exter_nal‘ resdxrce‘s. The
mahagement of internal organiz.atibnal needs for things such as
communication, decision-making and leadership are particularly .
‘highlighited. | '



The Problomﬂ' \ . ' | 2
One of the ossentialm steps 6!_ conceiving of a commmity as a

social s‘ystcmV is in appreciating that +the community itself exists
within a broader and even more éomplcx system vhich profoundly affects
what occurs within the organization. ~ The uwnd crucial recognition
.should be that” a system (organization of community) has',ingor;ml
process-. characteristics which directly affect its abiility'to achieve
goals and objectives, This thesis will place emphasis upon the latter
of these ”tm i partichiar systemic factors (internal orqa;\izas:ional
charactoﬂstics) while givini; seéondary emphasis to a comnunity'.s
enviré:r;mental contéxt. : | N\
while Allport provides this elaborate and wordy definition of a

. system, "...any recognizably delimited aggregate of dynamic elements
‘that are in some wéy interconnected and interdependant and that
continue to opgrate together accorqlné to certain léws and in such a
way as to produce some characteristic topal effect.” (1955, p 469),
he also sumrizes his des;:ription of a system as "...sdngthing that"
is concarned with some kind‘ of activity and preserves a kind of
integration or unity". (1955, p. 469.1)' This bears a meaningful
resemblance to @ﬁ':&f'initiom o‘f--'commity development, including the
critical 1ngredi€ni:§ of community (integration or unity) and
development process (activity)., This thesis conceritra'tes on the
urxdérstarrding of the community as an organization, including the

\

1. Systems theory, particularly in its early development, tended to
focus more on "closed systems" where interactions with the enviromnment
were not dealt with because essentially all such transactions either

. Vtoqk;@place within the system or were irrelevent. With the evolution of
the- theory a greater focus has developed on opef] systems whe
relationship of the system to its envitonment is given much importance.
B . . : .

A

%—‘ .

4
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Tk ‘ .
characteristics .of 1nt§graticm necessary to 1uplcmnt environmnul.

c‘nanga or develq:nmt. 'lho concept  of camnity d’woqumt as a

_process is also £undamental. to its systems nature by’ virtuo of the

inherent quality of change, which Allport refers to'u “dynamic (195S,

p. . 462). Therefore, while emphasis is given vp the development of
organizational structure and internal integration, - thi\»e‘mot be
considered in isolation of‘ ‘the commnity's 5?” withit’x/ the
environment. 'me enviromnent is defined by Daft as "... all elements

existing outside the boundary of the organization that have potential

The - case of the Red Deer Community ces Network ‘will

illustrate this systems context. The Network i a collection of

\ _
community services who have banded together on the basis of some common

needs, to share resources and implement spe&mé activities designed to

ad.dress their mutual interests. It was developed as a consequence of a

‘deliberate, planned strategy and is the contemporery equivalent of

similar inter-agency efforts in Red Deer's recent past. The Network

‘prov1des an appropnate eéxample of an organization which is still

relatively new and therefore makes nost relevant study .material

accessible. It is also operating in a discernible envirmment i.e.

the whole comminity of agerx\:ies serving the pusiic'c educational -

recreational and social needs. The case study providesran exz;mple Ofé

‘ -

how the internal factors operant in an organization can be assessed,
weaknesses ard strengths identified, Td the implications for systemic
impact predicted. L - . V . s

The Network has the unique aq.ia.lity ‘of consisting of a variety of

otherwise independent organizations which opetar_.e in virtually the same .

R



g
envlr'omnent, 'I‘hus, the issues of power, control, co—operatlon and most -
vlmportamtly co—ordlnatxor*re mportant‘ 'I‘hese concepts also have

' vsystems mpl:.catlons whlch will. be illustrated through an. analy51s of

e

,,._‘&_

'the Network. o - !
A key ‘and pervaswe problem in the canmunlty development process .'
. is the need t\c;devote energy to malntaln the orgamzatmn in. addltlon“:
to that requlred to affect\change peyond 1ts boundarles. Whlle in the
. .name of efflca.ency ‘and publ1c accountablhty, orgamzatrpns strive to
'.‘convert the1r 1nputs 1ntQ> outputs as qulckly and economlcally as
‘possmle, there needs to be recognltlon that the organlmtlon requlres
' ‘lnputs to ,-ma1nta1n its own ‘mtegrlty_.‘ These inputs, 1n the form of’

energy devoted to commumcatxon and system oontrol, must -be- addltlonal'

to that devoted to ‘the generatlon of outputs which have an 1mpact on

the larger env1ronment. 'I'he Network as an example, must expend some of,

o the energy and resources 1nvested by part1c1.pants in the sustenance of )

the orgamzatlonal un1t. - If the energy is commltted to 1nternal

‘, A

" development, organlzatlonal culture can evolve and prov1de the system’

"wlth the 1ntegral strength 1t requlres to resxst natural d1sorgan1z1ng

tendencxes whlch arlse as -a result of factors such as membershlp .

‘attrltlon and fluctuatmg env1ronmenta1 condltlms.



.anthropology and- psy‘chology to explain the process at

malti-model approach frustrates umv'ersal underst.

. purpose of this Thesis’

*

The purpose of this thesis is, _using the Red Deer. Ccmmumty/

.Services Network as a as: study, to illustrate the use Of{
orgaﬁi.zatidnal development, organi. z.ational’culture'and systems‘theory

.in farilitating - the commumty development pro 3. 'Ih’ese’wWell

/

‘documentai concepts can provide a USeful framework for the/ further

comprehensmn of a canmunlty process. Oommumty devel ent draws

froa various. other more specific flelds of study such /As sociology,

Pk. While this

ifig it provides -

i , .
v for a more useful approach to cunprehendmg t.he w17e diversity of . real

' 11fe situations "where the ccmmunity develognéw' proc'ess' is being

L applled by 1dent1£y1ng areao of canmona‘llty and sha.red ooncepts "I‘he

3RS

~enormous . potential complexlty of csoc1a1. systens where ccmmunlty‘

development’ i’s"’a stra-‘:eq*" for change, has. led to the need for a large

SRR assortment of conceptual tools. :

‘T‘hls ‘thesis makes use of orgamz.atmnal and systems theory to
enhance an understandmg of the more fundamental aspects of community
‘devel.opment These address the basw structures of the 1,rocesm- the
organizational needs of the social system and its _relatl_onship to the

environment in which it exists. ~The case study‘w'ill illustrate ° this

approach. ... - ° R ‘ C '



Method |
The appropriate ° information on the commnity development

process, systems,theory, ,organiza.tional developme‘nt and . interagency

relationships - will come from the vliterature. The thesis will utilize

<t

' ——thig o develop a theoretical ba31s for the case study. o

the mternal characterlstlcs of the organlz.atl, n.

The - case study 1tself will use the personal experlence and

observatmns of the author, mtervmws, fxl,e‘ tlcle ‘research as

well as a su'rvey mstrument. 'Ihe’se w:.ll all y 1bute to a ;thorough,‘

descrlptlon of the hlstorlcal and enVLronmen‘ 1 ext ’of'the Red Deer

Commumty Services Network in addltxon to the more cr1t1cal analy51s of

'I'he the51s con51sts of four chapters plus append1c1es. 'Ihe'

: second chapter reviews of the cammnity development process and breaks

_ the concept into its component parts to#&mphasme the 1mm§gme of the

key concepts of 1nterna1 organlz.atlonal process and environmental .

-

context. " The. chapter concludes with the development of a llst of
characterlstlcs of organlzatlonal culture. The . thlrd Lchapter is
devoted to a descriptive case study of the Red Deer. Cammm1ty Services

Network. It explores- the unlque nature of 1nter-agmcy ~prganizations

~‘and the history of prev1ous 1nteragency efforts in Red Deer. The

constructlon ad purpose of the survey "instrument is explamed in

getail and the results are analyzed in Chapter 3.

The last chapter: contains the final analysis, discussion and
conclus:Lons _about the ‘Network. 'Utilizingoonceptual structures from
systems and orgamzatlonal theory and integrating them with ccmmumty

'

development, thls discussion will lead to the 1dent1f1cat10n of

-partlcular strengths and weaknesses.  Thus, = the conclusions will Dbe



[y

I3

drawn and fecqmnenda_tions made based on a commnity development
péi;s‘pect;i.v; whlch "lhas been enhanced by an 'anélytic framework ‘borrowed
. frdﬁ u’miéue but similar disciplines. | Conc;lusioné will also be drawn
about the merit and usefulness of the ,ir.xclusion of organizational and ,

systems concepts in community development.
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Limitations
Des;Site the use "of' a survey_ins‘trmngnt,. and'the_enph'aszs.on g
quantitati've analyéié sometimeé associateﬁ with’t‘ne "'systems ‘.approach', ‘
this thesis is largely non—quantltatlve in f:ature. @'xe survey plays a
s1gn1£1cant role in' the case study and contnbutes to ;J'-e description
‘_ of the Network. It also provides a mecham.sm by whlch the integration
of orgamz.atlonal and systems theory 1nto communltx develq:ment can be
‘ .111u3tra_ged. As a series of ratmg scales\, tl\\e\lnstrumemt
provides only ordinal data. 'Analy"sis is restricted to de\sch'\ié\tiye

statistics.

This' thesis does not research in depth the history of Systems
theory or of Organizational theory. ~The baéicbonceptsv of both are
explo.redland discussed relative to their applicability to the commanity
development process. | |

The nature of inte:gency\ relationships and of organizations
devoted to prcmotlngﬁ co-ordmatlon and co-operatlon is mtroduced fc.
the purposes of the ‘case study. However, thls study does not propose
“po‘ draw\irﬂuqtive conclusions about this topic, as it wox.}ld need to be
éo complex and carxprerxensive" as to warrant a thests 'dev;btelcl‘exélusively
"to that tqpic. |

‘.



~ Significance

Roland Warren first identified the potential -for both’
. orgamzatwnal theory and system theory as contributors to a more
comprehensive understandmg of the process of - camumity development
\ (1967, pp.( 86-90). " He saw the former as akq\eans of assisting a
practitioner in understanding the nature of hig working environment and
‘ partiCulerly the dynamics of leadershio. T~ In Systexﬁs Theory he .sees- .
promise in envisiohing organizational reletiorxship's i }'norizmteliy:
‘across the structure of the community and vertically: \in the power
relatimsMps between segments of the community, (ibid., .p.’ 90') '
| This thesis will attempt to further enrich the study of
community development by elaborating upon the ‘prwgss ccmponer\t of the
concept, as it is in this area where the linkage with a §ystems
perspective 1s~most profound A rev1ew of the cruc1a1 nature of
process in cammunity development as facilitated by the use of systems ‘
theory w1ll provide for a more complete understanding and in turn, ’
improved practical appllcatlon. Systems theory can provide the
conceptual - tools to illustrate the‘ fundamental tole. of | process in
cammmlty develq:ment, | and in terms of practical applicatioh can
emphasize the 1mportance of turning the process orlentatlon “back * -Snto
the mternal - organization. In the best tradition of systems ‘this
‘ evolves‘ into a symbiotic afrangement of the concepts, each elaborating
the other. The consequence is that. a new petspectiye on the cammunity
deyelop'ment process emerges which will 'contribute, to the ongoing
evolution of the field. With-this comes knowledge that a practitioner
might utilize in improving the process wherever it is beiﬁg

implemented.



) | CHAPTER II [ o

Community Development Process

" Introductio”

Community Development, | because of its general appeal as a means
‘of_ social change in such a 'diversity of oircmn'st,ances and settings
should be defined or clarified, Although there are .many published
(but personal) de_finitions ard opinions of camgnty development each
'reflecting somewhat uhique emphasis, there is also a large measure of

consistency about several Xey elements in the ooncept These are.

'eiabo:ated in the following sections of this chapter and culminate with

an operant definition for the purpose of this thesis.
Davie et al (1979) claim to ‘ha\}e examined more than . 200 before

commg up with their fm Commmity development can be described as a

deliberate democratlc aotlwty, focusmg on an ex1st1ng social and’

&

geographical grouping -of people who participate in the solution of

" common problens for theicommon good, = - (Davie, 1979) LIt remains

necessary to establmh flrst B phllosophlcal framework of commumty
development. - On the basls of a thorough study ofy the mstoncal roots
‘of community development, as »well as its relationship to _vanous ‘other
related fields of- study,,v it is myfbe'lief tﬁat canmunity, development .is
‘best" considered a__e' a concept that. enoomoasses a vast array of
developmental .act.ivitiee.  Some definitions of . community
development tend to be 80 narrow as to exclude a great deal of what
might by others be readily labelled ' community development, such as
those whioh emphasize a loce]:ity orientation for community, ¢ while
- others are so broad as tO exclude virtually notﬁing at all. In either
case, the consequence is a distraction from the ultimate ?objectiv‘e of

10 o .



»  attempting to utilize the practical experiences found within the field,

Pl

and the -theory found in the: conjecture of schalars to produce a
mivetoo;ly reliable body of knowledge.  Therefore, a‘useful ffame_work
will be .one ﬂﬁt ldraWs upon the expei:ionce and writings of others and
does not restrict the use of the theories and knowledge accumulated in
separate but related fi»lds i.e. organizational. development, social

psychology etc.

The inclusion of the term process is critical to the fuLl
understanding of the nature of commmity development, yet is frequently
» . : :

left off the term when it is spoken or written. Some authors include

it as a matter of principle, the most notable examples being Biddle &

Biddle (1965) while many others include it in their discussion but-

leave it off in their common usage of the term. As Davie et al (1979’)

:
]

E— ! ey
noted in their review ‘of 200! definftions "... they agree that

communi ty development is a process... (p.. 2). Whether or not it is

present -always in common usage is secondary to the assumpuon that is

integral to the concept. This conclusion is also fundamental to this
‘ 2

thesis.

Much of the discussion about canimmityi development centres on

~ o
semantic or context issues. In’ fact, for a concept with such a

diversity of applications imanimj,_,ty on definition is unrealistic. An

oversimplified descr‘ip_t-ﬁ.on' of the concept would dimini“sh its wide

appeal. -

<



Community Development - The Historical-Context

 Historically the term commnity development can be traced back to
19th Centuryvcolmial Europe. It was coined as a phrase descriptive of
a variety of methods for econonﬁc exploiktation in the colonies. / (Mayo,
1975). This evolved into a more pos1t1ve connotation in the 19th
Century as traditional colonial po:fbru began to w1thdraw from their
overseas interests. It has been suggested in fact that three of the 1 |
basic' elements of commmnity development; participation, democratic
decision-making; _and decentralization were ‘c‘onsidengd to be criticgl to
the success of eventual éelf-rulg in the colonies (Brokensha and Hodge,
1969). '\ |
Community development is still broadly practiced under that name
in the - third world by international agents such as the United Nations
and govermnment ‘pe‘rsonnel of indivj.dual comtries. While the objéctives
of these modern ¢ommunity development proponents may be somewhat more
consistent with those of the host‘ _natiori, it is nonetheless considered
" to be an effective strategy for change. It still has a strong top-down
initiative in practice, however, which suggests that even the choice of
community development as a means to an unspecified end, if made outsid}e
of the camunity* of. individuals being directly -affected, ﬁ” :
contradictory. Most . authors who make an effort to define community
development include the notion of local initiative (m theory) as being
fundamental. It may therefore still be pragticed in less than its

2 ¥
purest form, ‘which colonial overtones, in parts of the world where it
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was first introduced and where its colonial overtlids are emphasized
] : Jo 08

. over local inir_iativ_e. |
Domestically, —in North America,'
originally associated with social pathol ‘
poverty (Lotz, | 1977). It is necessar o consider ¥
economic conditions in industrial North America and Britian, The
bufgebn_ing industrial state was having far-reaching dcnsequences for
the previously working poor who were .nr.?w being threatened with the
prospects of being unemployed ard penniless. At the same time there
—-was emerging, among the upper c_lasses‘, 72 newarticulation of
philanthropy and charity as the solutions to the ifestations of
poverty. Peflman and Gurin (1971) saw the emergence of upper-c’l;ss
compassion and charity as a response to the potential for anger and
fear arising from wi§?§pread poverty. This p'\enanerm was given its
sharpest focus ’ durinl; and immediately following the depression of the
early to mid—30's. It was during this period, | however, when the
pressures on charitable response became 80 extreme that a movement

began to develop better ways of addressing the extent of the problens.

We saw that: .

"The early efforts at commnity organization were directed
almost entirely to middle and upper class philanthropists
and wolunteers, one of whose motivations was to find more
efficient ways of dispensing charitable funds."

(Perlman and Gurin, p. 3)

A

About’ the same time governments began to respond with statutory
prograxhs. This was the beginning of major growth in the social safety
net or what is referred to by some as the welfare state. The .

convergence of private charitable philanthropy with the programs of the
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welfare state in turn led to additional pressures for co-ordination
and planning. Thus, we see similar but different needs emergihg mthe

delivery of social servicee programs; that for efficiency and

\
organiutim which in turn . J.oad to the development of private non-

" profit organizations asg’ well .V,as " the need for planning and co-

ordination of government services; . wh:.ch lead to the development of
bureaucratic specialization and ce'xtralizanon.._

~ Community development ccncepts, whi-le present in the many
approaches to dauestlc social problems, took a back seat to soc:.al

planhing as an alternative approach in addr&sﬁing these needs. Jack

Rothman (1978) in his now clagsic article "Three Models of Community-

Organization Practice, Their'Mixing and Phasing" identifies Locality

o

Developtnent,' Sd:ial“ Planning gcial Action as unique methods of
implementing social change. These all bear some resemblance,  in
iarying degrees, to the community development process. ‘ ‘
He tends to most closely link Locality Developmefit to Community”
Development as ‘the letter is defined by Biddle and Biddle (1965') in its ’.

"self-help bottom—-up orientation. Social Plamning consists of more

centrally controlled top-down professional planning while he refers to
Social Action as the re‘fbrmul&tion of traditional ' power relationships
within the ccmmumty. Rothman (l978? also acknoaledgec that all three

models have a place in the del1berate intervention in a camnumty s

-~

social environment. (p. 43) "m{arefore, we can see that in the theory
as well as in practical experience there are a number of operant

stra_t.egies for achieving social change. The precise mixture varies

- greatly dépending upon a wide variety of factors, including the needs

and goals of the group and the contenforalp circumstances.
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one sfortcoming of Rothman's ty;ology is that it attempts to
force distinctions between processes that are only subtly different in
an .mcredibly ;&élex environment, i.e. the commmity. In garticularf
the difference ‘between “I.Jm&lity Development" and “Sc:cia.l.. ‘I;ctim“ may
noé be as extreme as they appear at fitst(&iame. While Sdcial'Action
assumes a mor; extreme confrontative #ttitude relative to the status
quo and Localityv Development a more passive raticrai approach, both are
more grass .roowt‘; in their approach to chalngé, They both emphasize a
self-help orientation based upon the exercise .of a latent cammfxity
power base (i.e. the people) whereas Social Planning is a technical
top~down approach exercise by inﬁtifutional power holders. mt
Rothman refers .to'\\ as a lack of democratic problem-solving ar;i the
static traditioﬁ#lmity in Locality Development, " is ot very
different from the social injustice and inéquity tfnt he describes as a
basic assumptich of Social Action. While ¢lear distinctions between

the two exist in a numbexr of other ‘areas, this fundamental orientation

* marks them as being together different from Social Plamning as a social

change strategy. - ' i

Another shortcoming is thit the typology implies \conc.urrent
utilization of strategies within a predefined community. ‘This risks
the usé of strategies that. could be construed to be contradictory. In
particular, the enpldyment< of social planners by the “power structure"

may be untenable to social activists who may experience the need to

‘challenge the values and goals of the power structure. In the same

vein, locality development workers may insist on campromises to

‘decisions made by social planners whose judgﬁent is founded on facts

and analysis. While the planning process incorporatgs feedback and the
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choice. batween alternatives, compromise evcntually can cause planners |
to question the value of feedback in their rocess, perhape to the
extent of abandoning it and relying explu_sively on-empctieiil indicators
and prescribed -olutibm ' ’

The real dilemma in attenpting to understand the -nature of the
camunity development process is in trying to :etain its value of broad .
a_;pplicatlon \.ﬂithout limiting it with specifit terminology. . In review '
of what has been written about cqmnmity' development, it is my

- conclusion that it is not so conceptuaﬁy dissim.ilar from other
dynamics present .in social systems to identify it as a completely -
independent field of study. In particulé.r organizational theory_which-
in. turn is closely tied to s;(stems theory and so;iia‘l-psyc}xDlogy is a
particularly appropriate complementary. field of study. 'Ih’is,'houe\'ret,
makes it all the more necessary to éétabli%h, ' _f;;r the sake of
cdi;istewy within the framework of this thesis, what the community

,developnemi ‘process means.

The most .cbvious and perhaps common efforts to specify the
- cammunity development proceés is to begin byl describing the coumunity
in geograph:.c or physmal terms.’ ‘This locahty specific or1entat1on
is found in the most popular of oommmty developnmt authors, Rothman
(1978), Biddle and Biddle (1965), Cary (1970), Warreg,(l%ﬂ and Nisbet
(1966) an® is perhaps even more common ~amohg- authors writing on
specific examples and case studi;as. 'Iﬁe nartow definition that
geographic criteria provides is one of the - few opportun1t1es to put

on a ccncept that defles most other




‘simplifications. Locality specific definitions are often linked to the ,
concept. of Gemeinschaft originated by 'Ibnnian (1963). 'ma camuni‘y-
in this context is characterized by commonly held”™ proximte residanLc
activities, values and is usually considered to be mller in lcqlo
than a city.  (Coleman, 1:966 ) 1t is also rather scntimtally
o asaoc1ated with the eluswe but romanticized notion of "sense oOf
-community”" in the Tonnies tradlticn. ’Ihis, at its suplest, is a form.
of mutual _1dgntification among residents of a pprticular' phyﬁical;y
‘discéméb]_.e location.
. Thi§ ierritoti.al factor is consi&ered .to be too | exclusivé in
nature to the many activities. that can w1thout it share more

e

substantial features with the community development process. An

Y

altematlve way of thinking about a caunmity is to look for the

crucial ingredient of organization. «Community members are organized

within a framework which links them in relationships which have'
functional criteria rather than tiesv them (rather ‘artificially) "within
/physical boundaries. These boundaries often capture many unwilling
members and memberg/who are socially unrelated in any other significant
way- ,,/ :
The ooncept of community suffers fra: the tendency to restncthit

" to ter;ltonal limits. It connotes-an assocdauon with a small town,
| - an urban ne1ghbourhood or a rural dlstnct w\uch, in the modern post-
industrial age in North Amenca, is no longer always appropriate. The
emergence of thg _spec:.ahz.at;mn pf' taska, as a response to"the greater
levels of technical and_ bureaucratic aopﬁisticatim, has lead to a
. farther reconsideration of traditional definitions.  In the soctal

services for e'x‘ampl‘ef, ‘the growth of the” social safety net meant the



T TR ‘ \ . 18
. ,‘\" * h ' T _‘, : .

development of new, ‘ larger ahd"canplex- forms of social p‘rograms eg.

®

S 11 employment programs, mental health programs, child development programs

i etc‘. » Each of these resulted 1n the appeax}.'ance of hlghly‘tramed

s'peciallsts ' accomparned by a burgeonmg bureaucracy ‘Ihis |
"'speclallzatlon : wgs occurmg in all soc1al ‘systems as more intricate -
‘strategles, solutlons and personnel resources are belng apphed to the .

’ need'sv;nof Oli'r urban technical society. Colelaan (1966) in partlcular,

: sa’w this spec’ializing "force.as a tlisorgan1z1ng one. With 1t came

- a

' other dlsorgamzmg factors wh1ch he 1dent1f1ed as mass commumcatlons,
rap1d change, - the growmg 1rrelevance of ex1:t1ng constramts abnd
'hierarchaI 'structures ‘of policy’ ~develognent and in partlcular,‘ new
‘i'nequitable distribution& of power. These dlsorgamzmg forces must}
" have counter-balanclng forces in- order to malntaln some form to th%
system. In the absence of these counter-balancmg forces, the eventual
tendency was to have the development of a multltude of seml-mdependent _
sub;ystems, each with the 1nternal pressures to develop self—sustalnmg
meehanlsms. - Catmunlty development, } 1f ,1t 1:; restrlcted to a locallty
a—spél/fi'c’orientation, could be corwldered as = one of the foremost
counter—balarxcing measures ,to ldiSorganization.{ If .our conception of
| r,.camm:nity is"brOadenedf to ihclude organiz.ations of people- in. other
relationships, the pramise and potential of.the' community development

process is greatly enrlched g

' The nature of the word "orgam.zatlon" can be as confusing and

obtuse as community. OrgamZatlons in the simplest k sense reEr to
cqnbmatlons of people wlth ccmnon, objectlves. These include proflt
qmakmg éqnp’anles_- 1arge and small pOllthal groups, fraternal and
‘serVik'cce groups,,-l groups servmg or con51st1ng of age - specific

Ty : SN
¥ \ RN
. Rl
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Syroupmgs of people 'who can be characterlzﬁd as bemg orgamzed but_

R 19

‘populations and countless others. There are also; however, many other ; :

s .
which - may not be actlve on an ongomg basis anq/or which do not have a.

-spec1f1c name Tabel or t1t1e assocxated with them. The key elements
of common objectlves and drdinal - identity among ‘members rerram,

hc-wever.\*«‘ Ordmal 1dent1ty is ..he referenqe point of - ml =Y whose

.1dent1ty is con51dered only within the context of the Jmuzatlon o

ThlS 1dea‘.15 consistent with F. H. Allport s (in Kat; and Kahn, 19787

Event-Structure Theory in particular the cc; pt of "partial
: N

9

mclusmn" (Katz and Kahn p . "Partial mclusion...Q" refers to

" the fact that o:gamzatlonal membershlp and role behaviour generally

include only a piece of personallty. f Organlzatlons are thus co:po\sea/-
not of peo‘ple,v but.of common“behaviour segments.” (p. 7) When applied

to conuminities, " this points out that vindividuals are members of many

B conmumtles smxultaneously and that each consumes varying amourits /of

~ ones personallty Communities in turn are not llkely to have more than

Vi -

a minor part of an individual and, the part that qualifies a person -
as "member" is affected bymany other involvements. -

It is crucial ' to an understanding of the cammunity development

. process that the nature of "community" be identified .fivrst in

. 3 . [ ]
consistent, rational terms. The label "community" is used in such a

diversity of circumstances t?at if there are no qualities to the label

which ideritify it as unique from other@rdupings of individuals its
meanmg begms tio get diluted. - The key ingredient to the communi ty

prooosed here is that some form of organization exists which enables . .

members to define for themselves whether or not they are within the

-

Jpounds of the community on the basis of a conscious decision, = rather



than an. acc1dent of physwal proxlmlty to others. 'I‘hat is not to say

“that nelghbourhoods or villages or towns or even cities cannot become

commumues- only that they cannot be con51dered as such‘zhi employ the
community develc‘:pnent process without some form of organization. This

means that once individuals begin to relate to one another for the

,purpose of ach1ev1ng mutually 'determined ends in a co-operative.

fashlon, they can be considered to be organized and a commumty

However, a dozen 1nd1v1duals living m close proxlmlty to one another,

but whose needs,, lifestyles and attrlbutes result in them living

lndependently from one another,- cannot; real-lstlcally be determmed a

"canmumty. The ccmmumty development process has no role in the llveg;

\

. of these 1nd1v1duals until they organize their communal interests and

o likewise individuals have ;no contribution to make to the ccmmumty :

. /
. organization.

development process until they have made a commitment to the

~ ‘There are four key elements to the definition of organization
(Bedeian, 1980; Daft, 1986): o f ' k' s
1. Orgariizat‘ions are social structures composéd of
individual human Beings, |
- 2., Organlzatlons exist for a specific set of purposes
and goals such as meetmg mutual needs, |
3. Organlzat;ons employ a number of activities as means
| toward the achievement of their goals, | 4 |
4. d&ganizations have an identifiable boundary which is
visible in terms of its definition of wnat (and who) l1es
; Iw:.thm the boundary and what (and who) is external to 1t.

(Daft, 1986, p. 9).
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‘These also become key elements in view of the need for organization in

[ fS—

communities. 'This does not lead us to the inevitable ¢ usion that

orga-nizations._” and comunities are equivalent entit es.  Many
organizations, such as institutions, profit-oriented c? |
churches ~ would not necessarily_ be considered to.be cammunities.:
These types of ofganizatibns 6‘£ten consist of people organized around
the need to do th;.hgs for others rather than themselves. Likewise,
the word "cat'nnunity“‘. is used and will continue to be used as a noun fo
describe virtually | aﬁ;rthing that includes mdré than one human
participant. The necessary link bétwéen them is the use of the
ccxmmipity.development process which, if pres'ent,. makes an organ_izaéﬁn

-a community (perhaps temporarily) and implies a degree of org

,in a commumity.

A

’ ;Develgment
- ”Pevelcpnent is a;lother of thqg» words, that is so broad and vague
as toI be'of“‘limited value, ‘Itsh many cor-;notatio'rlxs and associations with
particular sectors of human activity = (eg. ' economc development,

: pefsonal»develognent, -resource development ) ’make it neceséary to define
its“nieaning in the Community Process. This is | development - within a
social T system {(labeled a cdmnugity) and possessing the elements of
organization outlined above. | |

%}e . mdst wﬁvgréal of notions about develgpment is thét it
inplies?‘zchange. Change fran what is - to what 1is objectified as
preferable. | . |

In'some of the earliest conCeptions of commumty developuie:;t,

both the assessment of present corﬁit'ionsls and the preferred future,
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- outside the camnunity. In Cox et al (1979) -a 1955 Unlted Nations
definition of camnumty development suggested that 1t was a mechanigﬁ |
by which national or central government policies were 1ocallzed in
. fact much modern 1ntematlona1_developnent which includes procedures or
_ ‘strategies éalled ’cammnity 'de_velopnimt continues to‘ bring about :

changes in specific segments of society as they are deemed desirable by
those outside the "community". While this may not be consistent with
idealized commwnity development. which requites that community members
decide for themselx)es the need for and direction for change g we do. not
exist in an ideal social ?nvironmént.. A degree of ‘cutside leadership

or _initiative continues to be present .in mmuch cdum:hity d.e'vequnent.
pr ictice botl': domestically and internationaliy. Howevef,' if caﬁnmity
-development is appropnate ard ssuccessful in a commnity, the ‘process" '
| will quickly 1ntegrat:e local leadershlp and m1t1at1ve supplantmg the: -
role of outsiders. This has lead in sclne ‘cases to a qulck
reconsideration on the part of centralized authorities of the value and
~ risks to their positions ‘imxerént in community development (Hyman,
- 1973). | | )

whether the change Iis initiated internally or externally, it hasv
been conceptuallzed as being of three types in a social system, (Ihv1e
‘et al 1979)

1. A change in the physical resources of a camnmlty. S

| eg.. Infastructure, enployment, praduction,

2. 'iA change in the decision making and problem—sollvir'xg

processes in a cammnity eg. political power.
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3. A char:ge in abilities and skills of individual

Cammmityme:nbers. ‘ | S . o

bl (Davie et al, 1979, ’pp. 34)
In all cases the process begins with an inprcirement orientetion. That
is, there is somethmg wrong or weak about what is in a camunity that
can be changed tol sanethmg that is superior.  Walker (1961) noted a
| 51m;lar;ty in this process to the one that individuals undertake with a * : '
therapist in psychiatric‘ treatment. pevelognent can be considered to
be a type of community therapy, ’althOdgh this can empete_"wa greater

than necessary emphasis upan patholegy'in a community. Improvement

o may mvolve addraesmg an 1nsuff1c1ency rather than a sickness. The

status quo may in fact not be health—threatemng, but, from the view of
commnity members, what could Be is preferred. An awareness of a
shared need or. problem is but the first step in the developmental

process (Davie et al, 1979).

AWARENESS AND EDUCATION -

The awareness stage is metal to the entire grocess, not Q
'only because it initiates the process, but also because 1t is sometimes
the most difficult to aéccmplish. If it is not achieved, the process,,
cannot continue. This stage mcludes ﬁ\ovmg from the awareness present
in the mlnds of a few to a stage where the awareness is shared
throughout the community. The onus is on the leaders, visionaries, or
facilitators to assure that the whole comm.xmty is exposed to a
'learmng process whlch changes the state of member consciousness
rela;tiye to their environment. The extent to which this consciousness
is shared by cammunity members detemi‘?es evehtual success in future

stages of the process. ,.
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Perhaps t'he most profgund" philosopher on this stage of ' the -

@Proc_ess is Paulo Freire (1970) who, ali:hough concentrating upon change
'in the poiiticai and power structures of an oppressed society, proposed
that this is ACCanlisﬁ_ed ‘throug‘n the "educetion" of the common man.
Freire suggests that an ixixdividual's conception of himself is imprdvéd
| thrwgh - a - process of cmscientiz_aeeo which is tramBlated 'to

mean..."learning to perceive social, 'pblitical and economic

contradictions, amnd to take actmn against the oppresslve elements of

/

reality " (p.‘ 19). Only once ttus awareness has been achleved is
progress and change in the status quo poss;ble. " Friere goesl on to
lmk the process of orgamzatlon with educatlon as a joint | means of

. achieving transformtlon in a cannnm.ty or a soc1ety (1970 P 180)

-~

The manner m whlch thls educat:.onal process is 1xuplemented

" varies dependmg upon ‘the nature of the 1ssue requlrmg illumination
and upon the dultural factors operative in a commmity. Fundamental
- issues in the very structure of a cammni_ty's political decision-making
order may require a long tem, multi-faceted straregy which employs a
variety of cognitive and affective rechniques, .whereés ‘a relatively
simple .change to a commmity's physical irrfrastmcture may only?,_{:equire

7
. . - . ’/ . \
the circulation of facts and figures to raise the awareness of members.

. - _ ‘ .
Amother major factor which affects not only the process of

.learning, but the entlre development process is that of orgaruzatlonal

or inférnal tulsure. Thls should not be confused w1th the dominant

V4

environmental culture within which coimunities and organizations axist

4

. : ‘ s . s
and interact. Culture when reduced to its simplest elements can exist

um.quely mthm 1nd1v1dual camunities as well as in the social

envirormment. The env1romnenta1 culture most catmonly referred to a
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territorial or locality orientation. Organizational culture is not
~unlike the common connotation of the term but does not include this
f'geographic component., Edgar Schein (1985) defined cult\pie as:

"a pattern of basic assumptions - invented, discovered or

developed by a given group as it learns to cope with

its problems of external adaptation and internal

integration .- that has worked well enough to be

: considered valid and, therefore, to be taught to new

menbers as the correct way to perceive, think and feel

in relation to those prdblems."” (p. 9) ~
Schein suggests that culture, when defined this way, 1is applicable to
ordanizations and to subgroups within them and forms a very critical
and pooxfiy understood aspect of group dynamics. In particul.air, culture
constructs ‘the filters used by commnity members to comprehend the
- messages they receive (Schein, p. 13). The camminicat_ion brocéss is of
course fundamental to the potential' for learning and increaeed\
awareness in the community.

Cultures, like cammunities, are notﬂby definition créatéed-
automatically ‘by the artificial process of drawing a boundary aroun® n

‘collecton of“indiiriduals and labeling them a group or a cammnit: -« .,

~

organization. | A culture evolves slowly as the collective .awa;renee; pd
people is transformed into shared norms and values which eventua .y are
integrated into group activities. Cammunities,when | defined .
organizational terms,' are subject to the daminant cultu;e of‘ their® . .
énviromnent and of the cultures of the other groups to which members
belong. This is in part what Allport was referring to as partial
inclusion (Kafz and Kahn, ,'1978) which is discussed in more 'c}gta_il‘ in
~ the section on community.’ | |

' To raise the awareness of a need, problem, injustivce,, _or
" ‘ g L
v ! — "0 >
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insufficienéy in a community, it must be recognized that this is

basically a learning process. As such it can ‘be accomplished by a
variety of , methods dependihg tpon twb critical factors. First, the
medium or the means by which the information is transmitted or shared

must reflect the relative complexlty of the content. Second,the

" the culture of the community and that the culture and camnumty are

potentially transformed by the process.

Activity

.~
If a coamunity is to develop and change is to ‘take place,
awareness must be followed with concrete act).on. /Where actlon begms
and ends 1is usually the most oﬁvious ccmponent of the community
development 'prdcegs becausé there are Wsi@l activities taking place ‘
whlch are observable and sometimes measurable. Action, in the Nucleus
Process Stages of Biddle and Bigdle (1965), is a culminating stage in a

process continuum. There is, however, a great deal of preparation

that is necessary before activity can be initiated. In order for the

process to continue to the action stage, the issues require focus, the

_organization requires more formalization and the actions require

planmng . .

Awareness of whit the problem oF need is does not mean the
cammunity has proceeded far enough m the learning process to enable it
to focus on the issue. The information may have been dehve.red and
filtered by ‘individual members but it needs to be integrated into a
group urderstanding before it can be acted upon. - There are referénces

to this process in each of Biddle & Biddle's (1965) pre-action stages

-



27
(pp. 92-98). In small informal projects His process may pe )
facilitated I;y conversation and non-structured sharing .opportunities.
In more formally organized structures i£ may entail an elaborate plan

to clarify perceptions and adopt unified positions involving various

ot
vt

group development techniques. The means by which this focusing is
accomplished varies not only with the degreesof group structure, but 'is'
also determined by the organizational culture as discussed in the
s preceding section.
Also necessary du’fing- this period is a group decision on the
degree of - formalization heceséary to act upon their awareness. The
. - ‘
options in this‘respect are almost limitless; from a highly structured
format where every community member knows his role, to a completely
non-structured community where leadership and decision-making is hig‘niy
dynamic. Again this varies from group to group with no particular
degree of structure being any‘n'\ore appropriate than another. . Even ‘in
“the most looéely structured group, however, there must be some means of
progressing from the awareness/planning stacje to-action. This process
mainteénance role is likely to come from the leadership, whether that
leader comes from a structurally defined pos-ition or from the emergence
of a strong pérsonality endorsed by the membership. The isgue of
‘1eadership in the comxiu;nity dévelopment process is discussed in greater
detail in a laﬁer section. |
The last pre-action s;:age involves adoption of a process of
planning. This process is widely documented, particular}y in physical
and land-use planning, but it is.essentially similar in the context of
the community development process. It also varies in sophistication

with the group and the task but the steps are chronologically the

. W
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. same. -Once the g;“!mp conscigusness about a need or problem has been
accomplished, the following steps can be undertaken: '

1. Articulatiqz_ of the neéd or pfobiem .for group affirmation.

2. Development ft)f alternative strategies for resolution

of problem or; to, mest, need.’
3. Selection of-one or more of theraltematives.
Y4, Implex)nentation. o L.

5. Evaluation and feedback to step one.
The first three of the above steps involve a sub-process of group
consultatioh and decig{‘an-making vhich is facilitated or constrained by
the structure est\ablished by‘the grouwp. The first is i:er‘naps the most
difficult to do in that it calls for the determination of goals and
objectives. 'Ihase naturally emerge from the purpose or the issues that
have been brought to the commmity's attentﬂion‘bu.t are articulated in
such a way that all know when they have been achieveﬁ. It is likely
that a number of goals and related cbjectives will be estamisred"af
the beginning of the real manifestations of what to this point in | the
process has been mostly talk. Group agreement is necesséry on the
validity and appropriateness of the goals if menmbers are then exbected
to act on them. This affirmation does not come easily to most groups
but, as stated earlier, it is a prerequisite. The discussioﬁ, ,
negotiation, conflict and conciliation inherent in- this step
contributes to the develbpment of group culture and unity in the 1long
term. This group decision making . process is utilized again when
strategies are developed.and chosen. . |

There are usually a ;&mber of ways in which' resources can be

combined to meet objectives and address needs. Each of the potential
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strategies or actions has to be evaluated in terms of their potential
fors 1. success (effectiveness), 2. economic use of resources
(efficiency) and, 3. the possible side effects. This evaluation will
lead to the immediate elimination of some alter@ti'iree and the eventual
'assessment that there are prot;ably ‘sevéral strategies that ar'e roughly
equivalent when all factors are cmsidered'.,_vé

Some communities are equipped with the resources to implement
several strategies but most need to make a c‘noiéé among those estimated
to be similar. The proce_ss of choice is again\’;""a{r test of the
community's cultur; and unitj}. In authoritarian structures the choice
is likely to be made by centralized p‘owerﬂl'xolders without consul\t:én:\ion
.of tﬁe membership. Such decisions are made on purely poh-ti{al groundé\'
or on scientifi¢/technical grounds as in Rothman's Social Planning
Model (1978). In the camunity development process, however, the

choice among alternative strategies is made after thorough consultati
e . ] l . .

with those whom it affects. ¢
The flow of this planniné process moves the ¢community into the
acti;n stvages‘ where specific activities a.r%\ implemented to change
| corditions in the direction designed by the grouwp. In the social
environment these activities tend to be labour intensive and somewhat
more difficult to meagdure" than econamic or resource development
activities. In Friere's philosophy for example, the procesw
conscientizacao involves activities which contribute to learning,
Hleafning ‘which in turn liberates. people ’_from oppréssion (Freire,
1970). Both learning and liberation sugéest a greater | subjective
assessment than  does the development of a well for a remote village.

Whatever the nature of the activity, it 1/5 presumably one that takes

Bd
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place in an environment of support and co—operation.. - This is achieved
as a consequence of the pgrticipation' of community me:r;bers in the
process. - | A

Neither good planning nor support, however, guarantees that t,)he
chosen’ sfrategy was the appropriate one in terms of its effectiveness,
efficiency or unanticipated consequences. A means by which these can
be assessed itllllSt be built into the process ard agreed to'in order for
feedback to be integrated back into plan. In an ideal organization
these indicators would be aApart of the goal stai:emmts, empirically
measurable and formally adopted. In most social systems, however,
assessments are created after the fact, are highly subjective and-only
tacitly approved The beginning of the evaluation .stage of the

<

planning process leads to the continuation of development.

Continuation

Biddle and Biddle (1965) labefed these post-activity periods in»
the process as "New Projects" ad "Continuation". They describe the
first as following the'evaluationyof previous activities with a view to |
deciding upon involvement in future related issues. They also see this
;ncluding the enlargement of the membership/power base and
par‘ticipation in increasingly more camplex problems and needs (ibid.
_ 1Q0-101). It can lead to the potential for more ooni:roversy as well as
co-operation with other organizations.  Continuation according to
Biddle & Biddle depends to @ large degree upon the "health" of the
group and i.ts ability to sustain internal leadership. The major flaw

with this concep_tiqn _is that it does not harmonize these latter stages

with the earliest steps in-the overall proéess, particularly awareness

?

and pte-activity preparation. While continuation may be desirable and
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o appropriate it may. ,on the other "hand, vbe appropriate for the- process

to terminate. In either case this determination should a. ‘.'u'umral_ o

part a_,ﬂmmity davelopmmt procou. “ .'rhq abili of the group
to make decmions and inplanmt them should be applied to.a review of

2

' .activitteS» and how thgy have impacted the internal system of the
organ’i‘zation and ‘its 'relationshi'p «with the environment.  Success
usually g‘r’;grgizes the membership to undertake other tasks. Failure,

™~ e » "
- especially if it can be associated with a specific decision, can be

equally motivating. Whatever the gutccmé the group exéerience must be*

m *

systematically int'égi:ated into a new awaremess from which further. -

a,ctlvity may Or may not emerge. A more specific feédback mechani sm

enables subsequent dec1sxon-mak1ng to be more precise. Correctiors to

the particular r-mterpnges of an organization are made possible-or in

' the extreme case an alternative may be chosen to replace a failed or
| completed activity. |

The circuitous nature,of a commupity development ‘procé‘ss is what

distinguishes it from other Torms of group activity. While a certain

amount and type of achievement is possible without the feedback-ioop it -

is unlikely that there will.be any growth or maturity experienced in

the (cammmit:.){ without it. A process without a loop can be sustained

for a lorig time by leadership, contrdversy or a large reservour of
resources but, by defiﬁition, it has an end. The end of any process or
community is Unot a particularly undesirable cutcome if in fact that is
a‘del;‘.b.erate choice on the part of the pa.tticipantsr. But, i.f termin-
ation is the desired choige, then that must come sbout as a result of a

post-activity assessment. Processes are not in-theory designed to be

camplete when an activity is ccmpleted " Same awareness must be -
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‘ac;ueved about the Nmpact of its efforts relative to its purpose. This

reV1sed awareness then should lead to* subsequent act1v1ty whlch may

"1nclur1e termnatlon of process and dlsbandmg the camnumty

A

.4 Process \
4{3":- T——T-_ ) v ‘( :j

= ’I‘he concepts o"f process and systems a?e mtegral to camnumty; ? B

\deyel@ment becau.se they suggest a dynamlc state. Development, as' -

—~

dlscussed above means a conscious movement or change.

N

Open Systems Theory has very functlonal agphcatlons to

K

cmmunlty development- | as 1t'does to orgamzatlonal theory. - Roland
Warren (1967) makes reference to both as havmg potentl,al for ‘use in
studymg« and cauprehendlng conummlnes. _ General Systems 'Iheory was
concelved as belng a umversally appllcable means og reducmg all study

‘in scxence to fundamental elements and thereby un1fy1ng the sc1ences in

/
2

thls regard. (Katz and Kahn 1978) In fact its oonceptual nature
also holds great promise for canprehendmg soc1al Systems, s rcomplex
and dynamlc as tl'!y may be, although *anpranlses are necessa.ry on the

demands for t.‘ne absolute rigor and experlmental validity t‘nat the

physical sciences are able to achieve. = )

» Thé essential ingredients of a system are remarkably similar to.

. that of a canmumty. Daft {1986) defines a '“system“as: w®

= "...a set of mterrelated elements that acqulres inputs
from . the enviromment;,’ transforms. them and discharges

; \out_puts into the’external ‘environment." (p. 10) R

"In' Boulding (1956) social syé&éms-_, ” which includes or:mmunities,‘ are
rated: ;“as b‘e'mg;the nost complex of systexns. ) Although thls complexity |
bmakes‘v ooncl'usions and predictions based on the study of “cases®

difficult, ' the relatlve simpllc!-ty of an- open systems model and 1ts
>

aocanpanymg conceptual tools make 1t con31derab1y easmfﬁ to try. ,
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. Adapted fram Daftj. 1986, p. 11.

- In Figure 1  society is the cltimate env1rornnent in w‘mch(
e

'cmltles and organlzatlons are creat;ed and J.nteract’ with one, .
another, and is also that which they seek to modify. - Communities draw
into ’them,' as inputs!, human beings and otﬁer economi¢ or physical
resourcee as their purpose demards. 'I‘hese hunan and physmal resouroes‘
.are subjected . to an internal process whlch transfoms them into
‘outputs. The outp;n:s in tur are designed to modify_ the environment in
which the cammnity exists. = ThHe extent ofl environmental change is of
'co-urse dependent  upon the objectives and reso&rcesb of the system
’relatlve to the 51ze and rigidity of the soc1al env:.ro%nent. y Broad
~social change is beyond the ambltlons of most ‘cammunities w‘no seek
only to achieve realistic cerrectxons to their immediate  sphere - of
fnfluence. This in fact is likely to be enother organization.or eystesn
‘within which the community vhasdeveloped as a subsyéﬁem. Friere, whoee
~‘visions a.re socxetal, seeks to have camnumtles, on a localized scale,
_develop for themselves a means of liberating thelr mnate abilities,
,.produce aware' and enllghbened 1nd.1v1dua.ls, and ehmmate‘oppreseion in

~ the environment. Most communities simply want to harness the energies

N
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and awarenss of their individual members',,yi.ﬂun_ a sociai enviromnment,.
£ocusv their abilities'on a perceived need or . proble;h,-’n ‘undertake ‘a
course of action and produce a change. ' ' R L

There are, in any social system, two processes taking place;

* one 1nternal ard the other external (Shein, 1985).' The external
' process is essentlally the one descrlbed above where the” process

" defines’ the context for the’ relatlonshlp with the env1romnent. Centrol

?

over the outputs of this process to a large extent is lost to the

t

subsystem once they enter the enviromment, as they 1nteract w1th and

ﬁare modified by other syste:ﬁs. The outputs may or may not have “had

other,%desued 1mpact on the env1ronment and future 1nputs drawn from it

'may or may not be dlfferent from the ongmal as a result.

The internal process addresses the need to establish and_-
maintain an organlzatlonal culture and is' in some respects ' more
1mpsrtant to the understarxilng of . community develo;ment. The fai'lure
to address this mternal process and develop strength and mtegrlty in
the canmumty leags to an i ffectual ext%rnal process, whlch in turn |
undermines the apparent purpose of thessubsystem s ex1stence.

Katz and Kahn (1978) introduce’ the ooncept of entropy in a

social structure. Entropy is borrowed from the physms term for a

'natural tendency of a sygtem to dlsperse into an ever-increasing state

of disorder and inertness. 'Ihelr contention is that the same forces
4D

- are actmg upon soclial systems and that systemic survival is dependent

upon reversmg this entropic process (1b1d., o 25). What they call
@ .
acqulrmg negatlve entropy" (ibid., p. 25) might also be conceived 1n '

B
terms of developmg counter—entroplc skills. The strengthemng of

.orgamzatlonal culture and 1nterna1 1ntegra?10n as per Schein (1985)

a
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are means by which this can be acccmplished. - "The factors affecting
internal integratien as outli'néd by ‘Schein will therefore contribute
to a checklist of canmumty health which will be used in the case study

m the next part of this the51s.

The Community Development Process - A Definition

3

Prev1ous sections have discussed the ccmponents of the ccmmumty

devequnent,process phrase apart from one anot . 'I‘hey are cambined .

here to provide yet another deflmtlon whi
e =
elements of the process, thereby ‘gqtabhshmg the basls for subsequent

tegrates the various

utlllzatlcn w1th1n the text of thls thesis.

| The Ocnmunlty Develcpment Procéss is t.he' means by which a group
'of . people, who are characterized by an intérnal organization with a
collective sense of purp_osezvarxi direction, undertake planned acti\)ities
to acccmpllsh a change m‘:helr environment. °

This 1is substantlally a systems defmltlon | of ;i cammunity

deveiopment and cambines the key elements of:

1. Agenerallzed concept of ccmmumty which is not necessarlly
1oca11ty orlented but recognizes the fundamental
characteristic of internal crgam_zatlcn.

2. A conmnity wide awareness of the ‘issues or needs requiring
action. ’-

3. AriAihtegrated participatory' planning process for the

% : devélopment of activities.
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4. A process of acquiring inputs and generating outputs for
the purpose of changihg t.he environment.

-Wnile the rest of this '9e31s, in particular the case study,
w111 euphaslze xts internal svstematlc functlonmg, the relat;.onshlp of |
the social unit w1th ;ts_ environment is also 1mportant. The particular
aspecvt of this relationship t‘nat is of concern here is the ability of.
the organlzatlon to manage this relationship so that its 1dent1ty~
remains secure. The somal environment because of ‘its complex1ty g\d
overv(helaning ‘mass can 1mpo_se ‘formlaable pressure on any of its
subsystems.. Schein 'describe_s the internal organizational mechanisms
used to sustain ‘the subsystem in an environit\erxt as "External ‘A;iaptation
Issues” (1985 p- 52). o ' ' : o

'I'hese concepts of open systems and orgamzatmn, are highly
usefui.- in explammg ‘_the processes that-operate in a commmity. The
community, as it is defined here, is’ subjected to the same obstacles,
internal and exterrial, in its developnental act1v1ty as any other
organization“‘ The extent to which it 1s able to develop appropriate

means by which to cope w1th these obstacles, = is- a measure of its

success both as an organ1zat1on and as a ccmmunlty If 1t can be

'determmed that a social structure has aoqun:ed these means,, and if

they are consmtent with tradltlonal oomnmmty development pr1nc1ples,

it may be concluded that the community developmem: process -may be

implemented. This is not to say that organlzatlons cannot and do not
exist and function without - t:he conummty development process. It does
mean that ;those umque stnuctures called oamm;mtles must exist as

orgamz.atlons and develop their own’ éulture, technologles and means of

“potential continuation - for the canmumty development process to be
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successful.  Success in this context refers to a cawmnity's ability to -

implement the process according to certain principles rather than on

the measured success of outcames, eg. environmental change:

These basic principles, which can be tested in a given social

!

system are as follows: o " ‘

The comnunii:y must :

1.

Achieve a means by which members can communicate with one
another in order for awareness to be raised and the process
facilitated,

Define boundaries-which identify who is in the communi ty

@nd who is not,

participate in decision-making,

pevelop an internal order of power and status so that
members can determine the role and responsibilities of

themselves and others. This especially includes the role *

of leadership,

-

Provide for the development of intimacy, friendshi'p and
love. '

Develop . a sense of meaning and value t.hat transcends

‘articulated goals and that identifies the organizdtion as

uhique and explains the unexplainable.

Provide a mechanism by which community members may

The development process must:

" 7: Articulate and focus on a purpose that is shared by

Y

community members,

. 1



. 8. Develo‘ﬁ specific goals to which the 'puxpose and future

&

| activities relate, _
9. Provide a means by which goals can be achieved,
10. Provide for the evaluatlon of act1v1ties,
"11. Assure that the outcames of activxty and procees
" evaluation are integrated into ﬂxe.sub_sequent activities

. of the conmunity.

'mese prmc1ples will form the framework around wmch an

analysis of- Red Deer Camnumty Services Network w1ll be developed

"Each principle can be assessed and evaluated relative to the Network's -

- internal operation and ability to function in its greater social

environment.  The internal or organizational factors are those which
fall under the obligatibns of the ."commmity" while the development

process refers to any interactions that take place with the environmeht

. as a consequence of internal activities. - These are activities which

originate. with the community and are the result of a deliberate

planning process, including definition of goa\ls,‘ strategies and a

_ mech*sm for evaluatlon.

'Ihe above points will be developed -into  a series of
orgamzatlonal factors whlch will be used to determine the qualltles of
the cammunity development process present in the Network. The method
by which "t}:is’ is - accamplished is _explained in greater detail 'm: the

next chapter.



& I CHAPTER III

A

The RedoDeer Community Services Network - A Case Study

Intréduction

.

. "'hls chapter will stud~y the case of the Red Deer Oommumty
Services Network as an example of a new and developing community of.
human servmg_' agfanc1es. This g,tudy is a descriptive process whereby
the orgar}izatim is exposed in terms of its h'istoricél perspective as
~well as direct. quantified responses from active’ccmnunity members.
Data generated by a questionnaire serves only as a means of further
describing the Network's £unctlon1ng as it is percewed by those who
participate in it. Thus, while some formatlfre or proces evaluatlon is
thereby 1nherent, summative or end product conclusions are neither
possible nor appropriately sought. The purpose of the case sttde is ‘to
identify the characteristics of community process and organizational
dgzvelopment present in the Network with a system; - theory h-approach “to
community development. This approach was discussed in Chapter II. As in
any case study the intént is not to prove or disprove theory but to use
the theory as a conceptual modék in the description of what is
perceived to be an operating developmental process.

A complete description of the Network requires an understandmg
of its inter-agency nature. While the Network exists as an autonomous
organization it does 'so enly because it serves the needs of other
agerxcies. It cannot be sustained wit?nut the ~active - ongoing
contribution of agencies who exist primarily  for thelr own purposes
and view participation in the Network as congistent with their ~om
goals. ¢ It cannot be considered a sub- system of any one other .
organlzatlon but it'may serve some subsystem functions for many é§ )
boundary spanning, some xlnanagement, maintenance and adaptatmn

—
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- functions. There are some unique aspects of inter-agency organizations
that need to be consid;red when thting the Network into its -social
context. |

| This chapter will describe | the Red Deer Community Services
Network as a cammiit); and organization that is undertaking a
developmental process. The s,tudy emphasizes development in the.

~e

[4
Network's internal integration as well as its environmental adaptation

-

features.

Co-ordination and Co-operation - Int-er-Agency Dynamics

Organizations, like all social  systems exists within
environments which influence the‘\:" nature of the organization and its

activitibes. " Social and héalth serving agencieé occupy a. part of an
‘; environment which is extremely large and cmxpl@x; that is the human
beings within an identifiable, locality defined space. Thus, ~ while
N :

"geographzq’:‘:alA poundaries which define target populations are not always -
exactly coterminus there is often a targe degree of commonality,
especially around urban centres. | In Red Deer for example, some
agerbies serve ohly people living within the City limits while others
ty as well, and others target all of
ug&tantial degree of common

environment shared 'by these agencies if only measured by the number of

serve the immediately adjacent

Central Alberta. There is neverthe

their potential cliénts. In most social services every human being .
is. a pbtentialkcli,e,n_'t and therefore an othct for their organizational
outputs. | ' |

| Besides clients, " the other énvirmment‘al 'caupoﬁer;t vthat

organizations share a need for is resources, resources that are



absorbed by ofgariiz.ations in varying degfees and cambinations according
to their size, purpdse and goals. Competition for cl‘ients and
environmental | comonalities are not exclusive to social service.
oréanizatiohs however. Connnerci”a‘l organizations often competée for
market sﬁa_ies and to a lesser 'Qegree the resources they need to -
produce and‘distribute\ or market their cammodities.

The virtues of co—oéeration and co-ordination havé some strong
‘ quasi-emotional aspects to them when they are applied to the human
services. There . is. an implicit mandate imposed (énd to same extent
self-xmposed) upon human welfare programs because of two major factors, '
efficiency and .mherent v’alue. _ Most social services are provxded
directly by government or bjmorx—govermnent organizations on a not-for-
profit basis. In the caée of gover_nm'ent thér'e is internal pressure to
max‘imiz; préddctivi£§ and. ""eliminate waste ih fesponse to the
growing | publlc outcry regardmg onerous taxation. Co~ordination
and co-opératmn between government agencies and w1th non-government
organizations are ‘. viewed as mechanisms by which the government can be
seen to be efficien\t‘. | Non-government égencies, méét of which are
dependant on goverr;ment ‘support to some degree, almost always include
in their proposals fc;g: funding how, when, ~and why they intend to _co—
ordinate their actsi&%tiés‘with others. The implication is that they
require all tie supporf. that they are requesting because they have
taken measures to as;hfe .::hat those they receive Are stretched ta their
maximum eff1c1ency. | |

'mg other 1mperat1ve for 1nter-agency co-ordmatlon seems to be
a psychological one. ~ As Levine et al noted, “The co-operatwe,theme
which perfgades ;. much ‘of Amei:ican life is even more prescfibed for

-
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personnel of non-profik agencies whose raison d'etre.is the pranot;ion
of public welfare, (1965, oo 11-86). Somehow there is afl expectation
that tﬁose involved in serving the social needs of-a oaitinunit)"(l_smuld
be models for the synergetxc aooompliahmmt of their goals. Whether
this almost . orgaruc inclination of agencies in the. social services to’
co-operate with one another is rea.&; gr assumed- is unknown, but 1t is a
' factor none-the-less. Given the human relations perspective one might
expecf. in the training of personnel and in the value base that attracts
volunteers to serve as board members and pollcy maker, it may not be

an unreahstic assumption. 'Ihe inclination, however, may or may not’

prove to be adequate in"meeting the realities of inter-organizational

~ co-ordination.

'I‘hex"e is also an interesting irony that eiists in relation to
the merits of co~ordination and oo-operation when the private and
public sectors are cdrpared. wurren (1977) in particular noted that
while co—ordipation in the public sector is an expectation, it is-
potential grounds f/or criminal prosecutlon in the private sector. -
While the passion for productivity and eff1c1ency is imported from the

p;lvate sector, from where much of the cr1t1c1sm about the waste of

tax dollars originates, it is the public sector who ' must regulate

certain parts of private sector against collusion with gmti-trust
legislation. While the consumers of privately produced goods are
protected from too much 1nter-organ1zatlonal oo-ordmatmn, the -

agencies of social services are expected to at_tend to their clientele

* in a co-ordinated manner. That is not to conclude that_co-ordination

is bad in the case of publicly provided services, only that the blanket

application of values to bdth the public and private sector should be

approached with cauf.iol‘l-
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Whatever the motivation, be it psychological, ‘ecanomic, or
otherwise, to participate in co-operattve affairs, org_a/nized efforts to
facilitate thenm ‘ seem to emerge in t}‘:e human‘ services in every
commmnity. In Red Deer, for example,' there have been three major
organizations of thi®'kind siﬁce 1960 and numerous minor ones, which
tend to be more specific and short term. There is a type of common
managerial sénse about trying to maximize achievement of the goals of
. an ones own agency by workifng ;vith those whose goals and domain are
similar. Altl'xot;gh there‘is'(sane feeling that ‘irﬂfvidual organizatiéns
seek their own continued viability above all else (Warren, 1977),
participatién in shared ventures can be viewed as an appropriate means
of accdnplishing just that, |
The systems—-proéess aéproach to organizations and community
development also ‘effectively illustrates the ocontext within which
inter-agency efforts unfold. Figure 2 shows a simplified vt;rsion of
a _soéial environment where two organizations are\ operating
simultaneously. 'I'né - social  environment would typically be
geographically defined as described earlier. »Suéh an environment would
normally 'contéin a large number of organizatiorm, imeasurab]:(
camplicating this simpiified model. The resource and clientele pools
" would not be as self-contained as they appear in the mcdel. The
principles of systems dynamics are, hcwevei:. consistent and are helpful
in urxiersta?)iing the environmental and organizational factors preéent.
Each individual organization (A and B) functions independantly
as a system, " in that it begins by drawing resources from the
environment into 1its internal process in types and ‘ qua}t’tit‘i;s

¥

consistent with its own goals. The remainder of the internal process
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which includes the transformatioo of the'iqputs into outputs and ’ their
mésoremmt, .is also- ;_iirectéd by the organizations _purpose, Agogl‘a and
objectives. It is the points at w‘nicﬁ the agency's system interacts
with the environment that 1nter—organizational cammonalities emerge in
particular the client and resburce pools

Several authors (gliren, 1977; Hasenfeld and Tropman, 1978;

Levine and White, 196 ne et al, 1963) theorize that ~one of

the key ingrodients i ronmental harmony and inter-ogency co~
Operatlon is the definition of organizational damain. One of t.he
pnmary functions of an agency 8 environmental adaptation mechaﬁisms '
must be the establishment of its own domam and the ‘discovery of the”
dcmai’x; aspired to by other agencies. In the systems context this is a
‘boundary spanning- role which attempts to reduce uncertaint; &n an
orgamzed environment, thereby makmg internal dec1910n-mak1ng more
reliable. )

The two examples of potential domain overlap in the model are
in thei acquisition of res‘ources and the delivery of odtpots to
clientele. Agencies in the social service sector obtain their inputs,
primariiy. fﬁn:iing, but also to same extent vol(mtary and’ profeés;mal”
personnel, from similar “sourcas in ‘their couimnity i.e. governments,
service’ clubs, specml 1nterest groups. ,SimiIariy, th:.are is likely to
be a degree of overlap m/./the segment of the pq)'ulation‘they seek to
serve, Thjs is caused by the likelihood of multi-need families and

’ Aindix\/iduals and different therapeutic appvroaches or values integrated
into organizational goals., Different ‘orgénizations find themselves
treating differenf needs within the same family or treating similar

needs at different times or with unique methods.



Agencies x'nay'la.lso find themselves in a position of ting -
' wltl’\ others for the necessary énv:Lromnental ccmponents, if

.,’

unsuccessful, perhaps need to recon31der their mtemal criteria a

strateg: 2s 1f they are gmng to contmue. 'I'he mstablllty this and the

B soc1al sanctlon agalns(t\can@tltlon in the publlc sec;:or pressures
AR
' a-gencnis to seek out domaln consensus. - )

Domain“cmsensus_\ consists of three basic steps. First the-

agency must establish for itself the limits @ its own domasn. Second,

~the Wagenc'y mast p’art’icipai:e’ in a process of diScovering the ddnain)s

-

sought by others. Third, the agenc1e,s must enter mto negotlatlons ‘and
ba:géinirp in order to carve up the - resource a.nd client p1es in

mutually acceptable patterns.’ This three-step processisv ne_cessar'ily

i an ongoing one given the dynamic state of the environment Which may

ihcludefrom time to time® the introductiOh of new agenciee. '7 While,

the flrst step is- l.argely an. m’ternal process, the second'and 't":hi:d,

may be fac1l1tatea by mteragency forums of ene ty‘p)?? or another.
Canprehendmg the nature of another agency is hotffa.n easy

task-\especaally when it is viewed as' a potential catpetiéor for

resources | Levm et al (1963 pp. 1193) emphas:.ze that this must be a

. . . e

canprehenswe procedure if it is gomg tobe. of s t -value in

negotla'tlgxg dax\aln consensus. ~ Agéncies t to rely on brief

superf1c1al descrlptlons oontamed in directories and llStS. " 'I'nese

documents are produced more for thelr publlc relatlons and marketmg

: valqe than for promoting an. understarﬁmg of an agency s goals ‘and
operatrons ‘ 'I'he latter is cons;(dexﬁéd necessaxy tosucgessful and :
" lasting mter—agency relatlonshlps. An mter(%ency forum if 1t is

gomg to succgedam fac111tatmg damain .consensus in a camnunity must -
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‘provide. opportunities for = the meaningful exchange of organiza«tional :

values and philosophies.
Negotiation and t‘):‘u:gaiin_ingr can take place once matual aio:ar(eness
has been aohieved. © One should ‘not  expect in a complex sooial

. 4 . { :
environment, that this will be a process of limited duration.

" Agreement upon ai shared approach to the dlstrlbutlon of resources and

allocatlon of target populatlons is difficult enough to achleve in

<

bilateral c1rcx.nnstances‘- ‘:”)a final conclusion 1is not a' reasonable

(

‘ expectatlon in a soc1al system with a multitude of ac}encmsp

»

' Recogm.zmg that negot1at1on is an ongoing - process, "an ‘inter-agency

orga‘l&\i’ tLon can at best set as a goal for itself the prov1slon for an

_"’ng relatlonshlp between agenc1es that facilitates the process.

. VM
j,'l‘he issues of power and. control over access to resources are
l‘ry . . . ]

also crltlcal g‘p’ the fupctlonmg of ‘an enviromnent-' and: the .

By

KB

'relatlonshlps between vg;anc1es. Hasenfeld and Tropman (1978) -

}'}aracterlze thls%dlstrlbution of power as a political econcmy | where |
agenoies vary sig'ﬁificantl'y in the amount they possess.- Where
organizations share a camnon pool of resources, for 'example -a limited

amount of government grant money , there is bound to be an unequal

. distribution between them. The pattern that this dlstrlbutlon assumes

is derived rom' the uni ev'stature and abilit’ies. of 1nd1v1dua1

agenc1es. Those with a high degree of status as%dlctated by . tdhdinon,

publlc support, size and ‘prev1oas success as well as-those w1t?(

sophlstlcated polltlcal s.cllls are more llkely to be more daminant.

~ The manner in whlch these power relatlonshlps are managed is critical

to the functlomng of a.ny 1nter—agency 1n1t1at1ves in a commumty

'I'here are two bas:Lc ‘types of power relatlonshz.ps between

H.;
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organizations, = and in fact’ within organizations. .(Hasenfeld and

Tropman, 1978). The first is vertical o‘r" hierarchal and is where

authority and decision-making is centralized and flows down toward

‘

" others at the will of those holding - the power. The ,negota'tion 7o'f

chaﬁge or the mamtenance of the dlstrlbutlon of power in thls type of

env1ronment reverts, accordmg to Hasenfeld and Tropman to three .

' chfferent mechanisms. There are dellberate efforts to dlsrupt the
‘_structure through the use of threats, manipulation of the rules or

' conditions,' arxi authoritative directions to oonform to the will of

those with power. £

'I'ne second type of. power relatlons“mp is léteral or

D

Pbrizontal.’mls ‘is charac;tenzed by co—operatlve postures between -

agenc1es even if there ex15ts betweén themz unequal access to

4
resources. Under . these cenditions bargammg and negotlat:.on toward
-

shared goals are the operatlve strategles. 'I'hls\ is a preferred style ‘

if a canmumty of soctal serv1ce agencnes is gomg to be oon31stent
w1th a hlm\an—relatlons st%leé of interaction and ‘an efficiency
On%%’é . 5

e vlr@\at an.‘inte,r—;cjency organi’zation ‘might be able to enéourage a
eb-operatwe sp1r1t in the relatlonshlps among 1ts constltuency is a
noble but difficult task. 'I—b»ever, there 1s a’ rlsk that an  inter-
agency orgamzatlon can tr1v1allze 1tself @oncentratmg on issues of.

relat1ve1y minor mportance and not estabhshmg for itself'a goal of -

pranotmg a co-operathve atmo§phere in the exercn.se of power (Warren,

,Q‘ RN

 How an inter-agency group

co-ordination ig also critical” g fulfillment of a meaningful role

sout achieving co-operation and
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. in the environment. The mter-agency organization must, hke the other

corporate manber\é 6{ a"'"'"\.)y, ' establish itself as ‘an orgamzatlon

before carvmg .ou L9 ,'{{ﬁ;‘tself a damain in ‘the env1ronment which is
consistent with its goals and objectlves. ' Chapter 2 dealt with the
orgamz.atxon s problems of. _mternal mt‘egra't_:ion‘ and if.é exgén\al
eia'éptation issues (Schein, 1985). The means that it selects, however,

¥ to éccatpiish its goals are uniquely- constralned by its 1nter-agency 1

B N

~nature. Thls mlque form of environmental *act1v1ty, _ 1n order . w*

» v

maintain ' internal integrity, must aevglop goals in a manher “that
z ‘ ac'hievesv consehsus among members ) . thereby .presumably being' non-

competitive with ’ﬁany., 'I‘his’requii:e’s that.'t'he.‘y be general er;ough to
| } gain widespread aéceptance but - not be ‘Qat,e,red ‘ddun to the extent that

.

they are tr1v1a11zed ' <

. —€o~ordination 1s\a concept that 1s often assoc1ated w1th the. |
role ard inhere_nt ggals of inter-agency efforts b_ut is also elus;.ve in

ter’ms.‘ of'.def'initi'on.,‘_ Hasenfeld and Tropman offeij,-a-éimple' definition ?‘

in the context of inter-agency efforts:

J ) - , : :
*Co—-ordination occurs from our perspective, when an internal
agent, such as a nGil, central bureau, inter-agency
committee or the ike, is set up to facilitate

organizational interaction and activity." - (1979, p. 274)

. ~ 'I'he‘ process = of nultiéagenCy -consultation‘ and co-ordination is gfeatly

'simplifi'e'd ff)r .eaéhﬂparticipa’nt when it vis facilitéted by a ccmnon'

nvé;utial oféaﬂiz;ation. Oo-ordinat:ion is attempted in one of two ways

deperda.pg upon the phlllsophlcal model that daminates the ~environment.
(Wﬁk and Ro.tmnan (1971). | |

,5 g » oIncan’ env1rornnent ‘dominated by he1rarchal rela{:i.onahips',

1nstrumental forms of power and hlghly spec1a11zed functmns co-

o



%brdination "‘relges on the use of”v rules or other forms of regtaiatioﬁ.

. 'Ihle ratlonallstlc model (thwack and Rothman, . 1971) is- what one mght _
expect in an 1nst1tut10nal or trad1t1onal env:.rornnent. In these ‘
envxronments co-ordination between spec1ahzed and somewhat 1ndependant
eystems is requlred and per formed accordmg to. prescr:.bed proceddtes. e
In order for an inter-agency organlzatlon to impose and enforce .
systematic control of thls magmtude 1t mu& have achieved a level of
authorlty and oontro‘l thatrcanes only from long-held tradition, control

é

over resources, Or exgeptlonal success. v‘

The more 11h§iy alternative in j.he social service commumty i\s

the human—relatlons n’bdel (L1twack and Rothman, 1971). This model. 1b

x%haractenzed by an emphasm on: the geherallst approach, i&ollegieﬁ\

relations, and less structured decision-making (ibid, PP- 251) 'mey\ ,

' conc}d@e that the rationalistic model is"_more effec‘t_ive where tasks are \
more certain and predictable,: wh;'Lle the human relations model is better
in a . less predictable envirorment.  Co-ordination in the hunan-
.relationss phllosophy is- accomphshed through mutual awareness and
negotatlon and is more 11‘kely to be consistent w1th Rothman s model of

‘Localrty Development rather than Social Plannmg or Social Action

B L]
A .

(Rothnan, 1968).
,Ir‘x"ter-—agency organizations in general should be conceived as

natural outgrwths of a complex but basically hmnanlstlcally based
environment. Their basm purpose is to hcxlltate, through the most
‘.env1ronmentally and orgamz.atlonally appropriate means, a proce’ss
whereby autonomous agencies can co-exist in a harmomous and eff1c1ent
- manner.. . -These . individual agencles by virtue of the fact that they

exist in the same environment are likely to draw from cammon pools of
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resou'rces and éérve similar or the same clientele. In order for these
. ageﬁcies to achieve their individual goals, it is imperative that they
gain a meaningful awa.reneé's o'f"the damain of others and how their
decisions impact upon the rest of the environment. Thus, while the
means ' by which an inter-agency organization - may choose to' pursue
. ?ﬁvirbmental stability and an atmosphere where negotiation can occur,
f_fﬁere i's_ an implicit assumption that the promotion of d_o-ordination and

' cb-op;aration are central to their purpose It is also important that
the - inter-agency | organization iéentify its.qwn place in the array of
agencies and e,st;ablish'a solid organization basé for itself. It is
thereby unique from other organizations in that it is 1egi'timized and
empowered by their w111 but is also, as an en@*iro'nmengal unit, another
actor in this complex community  of relétionships.

i

..



History" of Inter-Agency Organizations in Red Deer )2

) Since 1960 there have been three distinguishable orgamzatlops
which could be accurately described as inter-agency in focus. While
there have been many examples of oo—operatlve initiatives in the
ensuing period, they have tended to have a narrow focus and be ad hoé
in structure. The three major organi'z.ations were wnique in that they
were iarge (i.e. 20-50 mepber agencies) formally uctured and mbre
enduring. The last of these three, the Red Deer Camnumty Serv1ces
Network, is still very 'active and in the focus of this case study. A
brief 1ook back at the two early efforts helps to put ‘the Network into

a historical perspective,

The Red Deer Social Planning Council:

This orgamzatlon began under the .. name Red Deer Comxmmn,ty .

Wel fare Group in 1960. It an when "....a small group of 1nterested
\ '
individuals concerned s¢lves with unmet community needs."  (Social

. » : ‘
Planning Council News Release, September 1966,  Appendix I111.) From

1960 until 1965 it was an informally structured ‘collectioﬁn, fef people,
both lay and ‘profeséimal who “...undertook studies, 'prepared briefs
and expressed concern about what was happening in their ca,mnunity-. "
The Community Welfare Group U an active leadership role in the
deVelopneqt of new services in the City including the Famiiy Services
Bureau, the Cloth’ing' Bank and 'Christmvas' Bureau. Another of the
interesting activities that tﬁe Group planned were “community think-
| ins", - m}ere citizens were invited to came and express t‘riei:r concerns
and igentlfy areas of need. It was at one of these pzblic meetings in

1961 that t.he group was first asked to study the concept of a social
bl _ ’ o>
. . N N
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planning body. After some study, Thowever ,. the Group ‘decided in
February of .1962 not to proceed with the idea. However, 1in the spring
"of 1965 the idea was raised agam at a publl.c meeting and with 46
dlfferent agenc1es rep}resented the concept had emugh)impetus to‘
develop. By June of that year the Canmumty Welfare Group was calling
itself the Social-Planing Council of Red Deer and District. '

The fi_rst. constitution of this drganization was’ adopted at a
general meeting held January 31, 1966. It outlined the following

objectives:

"(1) To promote ﬁ‘r& és'tabllsment and development of commumty

. services. .

(2’) To provide a vehicle and nucleus facilitating co-ordination
ard co-operatibn among social agencies.

(3) To re(s,ear;:h and evaluate social problems and resourcés with
emphaéis 6n planning for improved social services on all
levels.

(4) To gather and disseminate information of social problems

and néed‘s@,

(a) to promote publié awareness }ar@a—iderstanding of thenm,

(p) to make available to social agencies such information.'

‘(5) To recruit suitable and capable individuals, both
professional and voluntary to ensure leadership and person—
nel essential to the attainment of these ob.jectives.

(6) To carry on such other activities in relation to the

_foregoing ‘as may be deemed advisable.

AR



-~ . 54

The function of the Social Planning-Council of Red Deer and
District is to promote understanding of community needs, to evaluate
social needs in the canmunity and to plan how these needs can best be
met. The Council will bring together representatives from public and
private organizations in.t‘ne field of health, welfare, education and
'recreation to study and app}ly their combined experience to attain and
maiﬁtain the highest possible standards of bcdmnunity services."

although these ebjectives appear to be general and unmeasurable,
there were specific activities designeé to meet them. Primarily the
sub-committee structure was' used to focus the interests and skills of
particular agency persozmei and citizens on social issues. 'me‘Counc;:ilk
~ had, at one time in its history, seven standing committees and wp to 17
short-term committees each dealing with a topical area which could be
traced back to the objecétives. ~ One “such example was a short-term
‘comuittee .formed to study the implications and pqtential of the
Preventive Social Services éregram being proposed by the provincial
government of the time. The Social Planning Coi.meil, wiﬁh the work
done by its committee, encouraged the City of Red Deer and its
immediate mqnicipai ‘neighboi‘lrs to join together in participating in
this program. ‘That initiative in 1966-1967 1ed>to the development of
the current Famly and Comnumty Support Services Board and Depar tment
v&'y&h is a major funder of social pi'ograms ard a camnm1ty development
agent. Other camuttees were mvolved in developmental activities
rela_ged to: Family Life Education, Volunteer Bgreau, Homemaker
Services, Day Care, Aging, and others. Some of these came to fruition
in terms of orngoing cammunity services, others did not.

while the activities of the sub-committees appear to have been

sufficient to sustain the Oouncil until May of 1972, they all appear .to
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have come. to an end under thls structure about that time. 'Ihere is no
documentatlon about what specifically, 1f anything, 1led to the demise
of the Social Planning Council, although in retrospect it may not be
that diffiéalt to surmise. In ﬁarticular, it may not have been what it

H

falled to: do, or keep doing, as much as it was that it did its job too

well and pexshaps ‘was somewhat a victim of timing.

l

FrOm a systems analyms,' based upon information included in old
i

correspcmdence, minute files, and interviews w1th participants in that
process, the Counc11 appears to have failed to meet its internal: needs
as a system itself. Its sub-systems, the sub-cammittees, became what
: . : Q.
could be label&d production sub-systems (Daft, 1986) which in effect
produce services or outputs for the organization.v (In this case fhey
were providing specific planning and co-ordination services.) These
sub-systéms, in the case of those that grew to be ‘service providers

(eg‘. . anemakmg), stopped looking to the Council for other system

functions, such as boundary spanning, maintenance, adaptation and

managa\nent, and instead developed sub#sxstems of their own. The

. service sub-committee or sub-system formed a formal organization of its

own which the Council did not replace in its own system. Perhaps the

most fatal of these examples was the emergence of the Red Deer and

District Preventive Social S'ervices Board which whilg it was enoburaged
by douncil, began to assume some of its functions. = The P.S.S. Board
had  the additional feathxes of legislated authority and £inancial
resources, to mplement its decision whereas the Council rehed on the
communal expertlse of its membershlp. By 1972, however, t?ﬁs

menmbership had ‘eroded down to four individuals and had: falled as a

'syste‘m to adapt to an environment which had became increasingly more

complex.,
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The Inter-Agency Forum:

One of the last formal agt:ivities of the Social Planning Council
was the aponsofship of a "Community Thirk-In". In May of 1971 one of
these think-ins focused on the proposed integration of ‘,health and
social services and with the input o_f 55 citizens led to the formationh
-of a steering committee. This committee assumed the leadership for the
devel.opment of the concept of integration and facilitatioﬁ of agency
co—qae:«{ﬁ\on to' this end. Although there is no evidence of articulated
terms t;f reférerbe, : purpose of goals, .. the organization had begqun to
refer to itself as the Inter Agency Forum. This procéss led to the
ongoing inter-agernj meetings which began formally in January of 1973.
Over .the period of the next 18 months this group, meeting mcntﬁly and
averaging more than 21 people each time, began to structure itself. It
did not however reach the extent of formalization i.e. incorporation,
constitution, articulated purpose and goals, that the Social Planning
Council had, but thgre was a;'x apparent need among agency staff for 'the
opportunities prévided by tﬁe Forum! One effort in 1974 attempted to
~ derive specific dbjectives for the group. This mdluded descriptions

of the Forum purpose as bevlng: a means of community input, to create

an AID service, to avoid duplication, to integrate agencies, to avoid -

neglected areas; to facilitate élient input, to develop a community
conscience and co-ordination (Appendix IV).. These objectives, rather
than being ritually adopted and forming the basis of fut\;re activity,

appear to have been the product of a brainstorming event held at one of

the meetings.- 'I‘heré was no systematic follow through op geveloping

subsequent strategies. Despite this obvious shortcaning,' the Inter-

Agency Forum continﬁed . to meet regularly and draw about 20

participants each time. The failure to ‘implement a formalized’ planning

v
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process did not seem to inhibit the development of new programs and |
organizations in the City, eqg. ”Red Deer hction Group for the
~ Physically Disabled, Big Brothers, Big Sisters and Adult Day Centre.
Although the actual c'cntributions of the Forum in the rise of new
programs is not c-lear, the minutes show that the organiza;:ion did
provide’ a \ij_flac'i_litative role at the minimum by acting as a
comnunication; network. The Forum kept thorough minutes which
included a "points of interest" section which kept participants

‘informed of cammunity and agency activities.

Consistent levels of participation in the Forum were sustain
until the fall of 1976, four years after the Steering committee had ‘
began, although the c{verage attendance had shown signs of diminishing a
. year earliér. There are several expressions of disappointme'n‘t :
'througho’ut. 1976 and éarly 1977-about the sagging inte:est. ‘InFOctober
of 1976 another effort was made to review the purpose and idégtif_y
roles for the Forum. These are not for t’?e ‘most part unlike those

listed earlier, although the people are different from those who
| brainstormed in 1974, However, the organization was plagued by the
same f:ailuré to come up with a plan to integrate any objectives inpo a
. process whereby they might be addressed w1th planned action. Meetings'
'~ focused rather than on wg%yities meaningfully related t‘o their
expressed potential involvemenﬁs, on a eger(ies of "incestuous-like"
presentations where participants would take turns explaining their -- ;
recent érojects. Attendance.' ;'at' reetings dropped off céramatically :

through the first half of 1977. AT R . _ -

LN

A final revitalization eveant was held in the "tavern of a Red

Deer Hotel in September of 1977 but a "sizeable number" of attendees
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seem to have hel‘d a wake inetead ﬁmle ppaps came out-of that meeting
to get together four times a year thereafter, there are no records of

o subsequent neetings taking place. L
| Although the Inter-Agency Forum never ach1eved the formal status
and the apparent project development accomplishments of the Soc131 |
Planning Gounc11 it did Sustam itself for almost 70 meetmgs.. The
absence of formal structure and a precise plannmg process did not seem
to be major inhibiting factors in the early and middle stages of -this
group s history. ‘
While the forum sustame:l\tself on 1ts‘ potentlal and the

. ~\‘\a :
agency—centred interests of its pa.rtlmpants whleh formed the;basm for

the emergence of a colmmnal orgamzatlon, it fanle& to tak

step into development. 'Awareness of a central pm:pb‘be ,wq 8

ﬂ’;,

a limited extent, although members seemed to sh;\re somé ‘

means helps to resolve mternal group issues (l98$ﬂ_pp 59—66)
31‘ ‘

&
ot

The Red Deer Community Services Network

-

c.) ‘The Network is, the latest of
R.»” ,.:v\\ £ ,
" organi zations M'

AN
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relatively brief because it has been in existence a relatively short
periéd of time but its presen.t;. vibrance makes it vqui'te accessiblé to
Observation and study. ‘

. There are no r;qa_rded attempts to organize social . service
agencies"_ from the ciﬁy—vi:de spectrum in the period between 1977 when
the Inter-Agency Forum dtéq and‘ ,1‘352. There were four meetings
attempting Vto*igvitalize an” interagency process beginning 1h Febf'uary,
1982, The first meeting attracted’ twenty people from 'fourteen
different agencies, a record- which diminished in each succésai\fe'
meeting until only four individxxalg appeared for a meeting in June of

[4

1982, Those four people, . ‘in a discouraged frame of mind, dqc;ded to

"
* .

PR ) . - ;.':\ C +

postpone future meetings 1ndef1n‘1te1$-{‘ - n
. ¢ .

In the summer of 1982 five individuals from different agencies

rﬁet to discuss how an effective interagén;:y._ ofganizatioﬁ could be
developed witbmt'repeating the experience of earlier that year. This
small group calling itself the Red Deer Interagency Development
Committee initiated a’ procéss of leading such an organization to a
,f:oint where it ocould ‘:Seccme~ self-sustaining. Altfmg}; this process was
not. elaborateiy documented, Jcs was to begin with two fundamental
steps. First was the agreement on a four-part wrpqse. statement "jlaé
follows: ¥
(a) To function as a network ofAmar(xagemeni: and supe/;'visoxy personnel,
representing various agencies/organizations who will advise and |
recommend projects and activities or seek the development of

resources to serve the needs of the community.

bl /
2

" (b) To actively review and respond to current dissues which ha‘ve'

impact on the social, educational and health needs of the
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conmumt,. Examples of these 1ssues may mclude leglslatlon and
- i
3

: ®
. : practrces of thé.Federal, Provmc1al and M.mmxpal Govemments,

oo o d ' o
. as well as any event or, 51tuat10n w‘m.ch a maJorlty of commttee

members deenm appropriate for aivocacy and address w&th thep

purposé of lobb,ymg for change, prov1d1ng support or seeklng

",act1on on those 1ssues or- 51tuatlons.
() To rawte and fac111tate profeSSlonal development opportumtles :
. ca p

. for the" Board and staff of~all member agenc1es on a cost shared

baSLS o o

? ’ . : o - . . —l—

»(d>).> . 'I‘o serve as#a forum for. presentatlon and exchange of 1nformatlon‘

orI the on-go;mg progress of member agenc1es. .

) 'I'he se@nd step related to part c of the purpose _ 1nvolved ‘the

"'proposal for organlzmg four- workshops for the staff and volunteers of

o potentlal members.
%rthwhlle educatlonal opportumtxes for agenc1es as . well as
agency oersonnel m an actn;lty w1th direct tanglble beneflts but also"

_to begm brlngmg peopl,e together for the pursult of common mterests. -

fThe strategy lassumed that agenc1es havmg ~seen the value of the

a In the proposal that was submz,tted to funders the

comm1ttee outlmed tl'fése workshops as the opportumty to prov1de

‘demonstratl ' to part1c1gts : the value of co—operatlve effort.

'I‘he oomm.ttee v1ewed the /fxgorkshops as a dehberate strategy to. 1nvolve

L

: workshops flrst hand would be more 1nc11ned to work ~together toward the

S

@

*

/
contmuatmn of conmon act1on. *. The commttee from the begmnmg

. .
consxdered thls as being a slow 1ong-*term prms. R -

'I‘he prciposal for fundmg was successful- toar workshops were

held in 1983 and regular meetmgs began after the last workshop in

Nove;nber. . Te camuttee had grown to seventeen people who planned an .

o

|
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‘organization'al'meet‘ing for January‘ of 1984. At:‘that time‘tuenty'- four
: people from elghteen 18 dlfferent city agenc1es developed a strpcture 1‘
of subcomnlttees to follow through with plannmg activities for 1984
and con51der1ng the future form of the orgamzatlon. This I;rocess .

pﬁ%ulted m- the planning of four more workshops in 1984, the electlon

of a .’sla‘te of executive officers, choice of the name Red Deer Community

- Services. Network, = endorsements of a. nun/ber of ‘"policies" and, an, .-

" apparent group-will to survive. o C . ’ ’ R

/
In 1984 the Network planned and c}elivered three' more Qﬁﬁ{kshops 5

v

"and a Christmas social event. It mamtamed accurate records -and a / .

mallmg list which had’ grown to forty Seven agenc1es by November. It

’ averaged seventeen people | at /1ts nme meetmgs that year.
'%grgamzatlonal costs were covered by the minimal membershlp fee that}
_ was collected whlle the def1c1t costs of the workshops were covered. by

o:s

,event-type funding from the Urnted Way and Famlly & Octmmm1ty Support

Serv1ces. - ‘ " :

In Séptember of 1984 a 'decision was made to pur'_sue' ongoing |
fundmg for all organizational act1v1t1es m 1985. . These included more -
' ‘workshops a major conference, ; sponsorshlp of a public debate and

"payment of costs related to mamtammg the group. In the past

N iy
1sh1ng to overburden any“members, the Network chose

q .,
to remburse non—-personnel expenses ’gﬁe Networh received approval for

,md1v1dual agen%:js ‘nad absorbed the costs of prmtmg and mallmg for
not

example, and

. its 1985 fundmg ‘need’ from Fam1ly and - Cqumumty Support Serv1ces.' SIn

*1985 the Network - accanpllshed all of its. planned act1v1t1es and‘ .

L4

'averaged twenty four people at each of its ten meetmgs. Eart1c1patron T

AR

by members was dlspersed ‘among _}‘l‘B‘Wlde vartety of.tasks‘_ag_sociated
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w1th organizing these events. The NetWork utilized a subcommittee

astructure to meet the demand on orgamz.atlon regources. ~ _While most of |

these subcommttees met on an ad ‘noc ba51s,‘ one standing committee was

- estabhshed to deal w1th 1ssues related to volunteerlsm. At the end of

.

1985 the Network established several more ongomg commttees to each "
take responslblllty for the plannmg and 1mplementatlon of events in -
1986«. 'I'here was a.lso a‘complete turnover in the ‘execu_tlve ‘comnw}lttee
'whenthenewyearbeganmJanuary' .

.. The regular monthly meetings of the Network tend to have a more

-
+

-inst-:_gmental B qr ' busmess orlentatlon . combined wr-th. struct:ured
portunltles for agencxes to share news. Most of the actual planning-

_;and orgamza.tron occurs at the canmlttee level although the meetings

© -
include formahzed endorsement or mod1f1 tJ.on of the suggestlons and

work of the.gvcamnlttees " Although | the monthly meetmgs play an

mport:ant role in the orgamzatlon, they dre not the excluswe focus or

-

“motivation for oontlnued member mvolvement. s o
In the almosf. three years that have passed in- the Network s
’hlstory since the orlgmal four part purpose was canposed by ‘the
Development Comnlttee, _ there has not been a review or evaluatlon of |
vorganizational- goaJJls Smularly there has not been any reconsideration

- of the pollc1es adopted in June 1983.
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The purpose of this' . case study is to determine the extent to

virnch the Red Deer Communlty Serv1ce Network, as an orgamzation

engages the “communi ty development process and thereby mcreases its

resxstance to orgamzatlonal entropy. While it is not possmle to

ascertain the def1n1t1ve reasons why the Social Plannmg Council and

’

the Inter—Agency Forum succumbed to entroplc tendenmes, it is“

»
possmle to be more spec1f1c about the: camnum.ty development proce,ss
*
' _qual1t1es of the Network. 'I‘he bﬁc pr1nc1ples outlmed at the emd of

o chapter 2 form the basis of a questlonnalre wh1ch was admmlstered to.

4
: Network pax.‘tmlpants. The extent to wh1ch members conf:lrm that - the

l

orgamzatlon has adopted these pr1nc1ples either dellberately or

’madvertently, contributes  to conclusmns about the Network s

v . : » .,,,‘ A

effectiveness as an Organization. - The questlonnalre further tests .
Leg ,‘ *

member 's perceptlon of effectlveness relatlve to change m its

o n

" ;enylromnent. The two group 1mpresslons taken together wrlI to
as'certain whether or not group efzfectlveness is attnbu,table to those
principles.‘"’ This thesxs is not concerned as much about why or 1£ the
orgamzatlon 1s contlnulng as whe%r-gr not those reasons are related

to the ' pr1nc1ples of the canﬁumty development process 1dent1fled

earller. . . e R ,--"’.'i;f
' W . ‘ gt 8 T

[P

The outcanes of the questlo“n%f@ are ) combined w;ththe -4"

S

| practlces and procedures of the Network prov1ded by the' record
_documents to draw conc'lu510ns about its* nature. 'mese conclusmns,
whlle focusmg on the commumty development process aspects ~of the

orgamzatlon, prov1des some 1n51ght about the future prospects gora the‘"

5090:.

group's continuation. * - o

o
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Dillman (1977) 1dent1.f1es four .differ ent kinds of information

‘that questionnaires can elicit from r&epondents.t Of these four:

] A

f*ﬁ attitudee, beliefsf, behaviour and attriﬁutes, the latter three are
. . RN e -

Bought from Netwp’rk member's via a questlonnalre. " Beliefs are‘the most

: .numero 3% o’f questlon 1n this case whlle behaviour and attitude
& ¥ .

ﬁactars are more supplementary in nature.

: « ' 'I'he bellef questions on this survey attempts to find out what

k

paft1c1pa.nts thmk about various aspects of the ‘Network. No

1mpl1cat10n about what -is ng‘nt ‘or wrong is 'assoc1ated with the

?
reﬁg‘)nse to any of thesé issues, but the results show the extent, to;
whlch group congrulty has emerged. I - ' mh
The behavmur questxons seek to discover the actloris of'

irﬂlVlduals -as they r'elate to the Network. It is important to assess
| the level of part1c1pat10n and canmltment to confirm t‘nat the questlons'

L

about bellefs are vahd representatlons of the group.
i Attrltmte questlons ask respondants to provide information about
tx;iepnselves 80 that the group as a whole can be charactenzed . These,
" lgce behav1our c‘naracterlstlcs, . also allow some bellef questlons to be
‘canpared two-dlmensmnally with the attributes of respondants. For' -
- example, 1t may ‘be t_hat people who have been involved longer’or more
‘in‘tenseiy believe di‘ffermtly ~ about things related to_ *—Néthork‘
| functioningv, than do more reéentlir_ joined or relatively’uninvolved i
N_members. . | S ‘ s |
- Except ﬁor the flrst three behef/behavmur type questlons, “the
'questmnnmre .__;1s canpose;_i o}f a serles of Likert-type scale questio@sf

‘which ellicit, rankings on various aspects of Network functioning. The
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questionnaire is - adapted vfro'm Schein's 1969 "text on l?foéees
COnsultatlon. The principle behind dbtaining this type of data, .which
is all ordinal in natufe, is to add a degree of selfedetemi'ned‘
‘assessment on the level of organization present in the Net‘work... .This
data provides 'ox‘ql).r an enrichment of the overall study of the Network
case and is not used i;o prove or disprove theory.

‘The data analysis is limited by the t.ype-‘of data to simple
descriptive statistics and mn—paramétic t;ests.. 'nm‘e’se are sufficient,
however, for the discussion and conclusions'about. the organfzatidnai _
qualfif_i,e's of the Network as viewed by the mrtbera. The extent to which
there is agreemenﬁ about rank among members and the actual avezfage rank
“helps establish the degree of organizational cultur‘e that .has developed
and the presence of the cammnity .d'evelopmént process. As discussed in
chapter two, the integral essence of these two concepts permits their
si%ltaheous' measurement.. A

in the scaléresponse questions, the rank order of "answers is
always in the same direction. That is, the lowest or poorest rank is
an atswer of 1. iq each case whi_le the optimum rank-is an answer of 7.
The rﬁanner in | which * the individua} questions ress part&%ar
organizatior;ai and oonnmxhity development princiéles is outlined in
detaii belan As average is a ranked cholce of 4 for each question, a
final analysis which compares QWR?JP ranked

nommal average prov1des an 1rﬁ1cat:§%xf§t”of thol
kK 4‘ o ® 8
a. pr1nc1p1e by prmc1p1e ba51$. Subsequentl

e relative to the

set of questlons prov1des a quantltatlve.butf subjectlvely mterpretpd‘

”_‘analYSJ.S of the summary posmmn of the Network relatlve to the over,all' '

s "‘

optimum i. e. an average ranking of 7 on all ten factors- — S




FACTOR I - COMUNICATION. -

© 1. COMMUNICATION:

1. 2. 3. 4. 5. 6. 7.
Poor internal . ' . Average _ v Well developed
communication » communication
Bew opportunities : ' ' : between and

A among partici-
_ pants.

Efféctive'camm_\nicariou in an urganization is essential primarily
to its'. internal ‘fun‘ctioningc If a comunity is gomg to emerge as the
context 'for development, awareness of the issues ‘must be achieved and
_consensus’ reachad Also, in order for it to. achieve an organized
status and thus an appropnate context/agent for developnent activities )
there needs to be the Jomt establishment vQ)f p.xrpose and goals. 'I‘hese |
mast be evaluated and cqrrectlon vintegrated into subsequent activity.
}ili of these group tasks require that. imiividuals be ‘able. to
ccxmnumcate and do so in a manner that all feel as thoug‘n they have
.equal iccess to the group Thus, w‘rule a ba51c ab111ty to mteract via

a. common %ianguage is necessary in order to do 1n1t1al testmg of

assumptlons and valu%ﬁ' the group proc&ss and leadershlp must

facxhtate yan ongofng‘. opportumty for members to develop a m

7" - 2

' g:;gups establlsh unlqueunternal sys“ggem of gcuﬁmlcatlon shcl\ al

3 )argon or’ group symbollsm,

" and pranotes membershlp 1dent1fmat10n :

. 5
A

R . R ©k s L &
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LN
\3'{:“@' | .
' FACTOR -2 - IDENTITY ‘2;;.":
S|
. R RN L
‘2. IDENTITY: ] . (T ‘ . ) ~ /,;"’ & '

‘ lo 2,. . ﬂ 3.' 4' 5. 6. “ ‘ 7
Boundary between , o . Organizational
who is in the vy g boundaries clear
Network and who ° . : Easy to tell who
is not very - i . is a part of
unclear, or not » R . Network, who is

present.l o ‘ ‘ ‘not. .

Knowing wl*b is included in £he group and whcs is not is one. of
the most important factors in group development. As discussed in the
discussion of cammﬁity in Chapter Two, it has been one that is the
most" Vrieglected in cannunit;y development literature. Becaqs‘é it is
difficult to articulate in maﬁy‘ commnities where humanitariaﬁ a

pri;cipleé are being pursued, and there is a reluctance to be obviously

excluding some people, communities have been defined, by default, ~as

“having territorial boundaries. - Inclusion is defined by what side of

the street or river or imaginary line that one lives in. \While this is

too limiting and impractical, as discussed earlier, it does recognize

the group need to be able to

)

feel the‘securivty and sense of identity

. that comes with‘knowi.ng who fellow members are or are not.

g

FACTOR 3 - LEADEBgJ:l—E{? |

3, LEADERSHIP: .

w2 3. 4. 5. . 6. 7.
" Group need for C oy ' ‘ Leadership needs
- leadership unmét” - met and evenly
~ —orl¥too concentra- . . ~distributed.
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This particular factor addresses how a group feels about and deals with
| its internal need for leadership as it applies to the distribution , of
| status power and authority,  While all members 'feel in:iividt;al needs
for power and status (Schein, pp. 72) the means by which it is shared
among them or could be is more important than who actually possesses it
at any given- time. As discussed. in the section on mteragency
dynamics, a horizontal pattern of power relationships where members
perceive roughly equal access to the decision-making process, is
considered an effective organizational ‘posture._

‘ .
community development strategies where community members are considered

This is also true of

as egqual and the opportumty for part1c1pat10n by. all is a goovernmg
assmnptlon This factor also assumes that a group recognizes its own
needs for leadership from certam other manbers,\ perhaps on a dynamic .
| basis or perhaps concentrated on a simple charasmatic 1nd1V1du£W‘
commitment to a particular style of group proceés and activities is
related more to an organization's goals and objectives 'than to the will

and values of #he leadership whose primary responslblllti is rather the

maintenance of group culture, ' ’ ;? "
. : B
R
FACTOR 4 — COHESION - , e
4, COHESION: ‘ N
Y .
lo N 2- 3- 4. 5I Gov ‘ 70 .
Members distrust- Optimal cohesion -
ful ‘and non- ‘ feelings of trust
sharing. Respect & Friend-
Atmosphere liness.

Unfriendly.
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. The group's need to establish mternal feellngs of trust, friendship

and respect is referred to in t}us factor as cohesion.. Organizational

" theory and community development both recognme that in order for the

bords. between members to strengthen, there must be opportumtles for'
peOple to develop these feelmgs. ' While same formal orgamzatlons
choose to omit or ignore t‘ms factor, it is essential that group norms

be established that en};ence the human relationship as well as the task- .

related connection between members.

FACTOR 5 -~ UNIQUENESS AND MEANING

5. UNIQUENESS AND MEANING: | R

1.2 3 4 5 6 7
No sense of - " . : Group unique
meaning or - . meaningful.
group spirit. . : . : Spirit obvious

and shared.,

This is a difficult notion to explain and to identify in an

organization. Schein notes that

“Organizations are capable of developmg the equlvalent of
religion and/or ideology based on the manner in which -
critical events are managed.” (p. 80) o

in every group challerges arise faor which-there may be no immediately
obvious or discernable explanation or solution. Groups, if they are to

survive, need to develop and integrate a sense of meaning and spirit

" which sustains thém in the face of events over which they may feelb

powerless. Occurences such as*this may be met in a group's early

status with either withdrawal or dis:plutioru, or with a strong internal
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sense of meaning and spirit which holds the challenge in abeyance until

4

internal resources or mechanism can be marshalled to meet it.  More
mature groupe as they meet and overcome these tutsidechallenges
develop a sense of tradition and confidence which becomes a group

”

ideology and makes it a powerful entity in the environment.

FACTOR 6 - DECISION-MAKING

6. DECISION-MAKING: = ' . . -

1 2 3. 4 . 5’ 6 7
Group indecisive s  Consensus sought
decisions made - C and tested, high
by few, -no ' degree of parti-~
opportunities , : cipation in
for ghare in " decision-making
decisions. . process.

Ed

In order for an organization to become fully integrated and begin its

activities in the environment, it must have first established a means

.- DBy which decisions are made. This is critical to each of the previous
-~ ‘ .
Ce /f}ve\,f\/act;oQ\ in tl:xat nong of thqn will have reached its Optimal ‘state
. . .
until the group is able to reach the point of consulting the opinions
. \\J - .
of all members and determining a unified position. If the group takes
actions which reflect the will of only a few, long term viability of
‘the organization is doubtful. Those who feel unconsulted or ignored
will withdraw support. . Although this is an obvious and easily
.‘ux}derstood condition of success in a community, most find it difficult
to achieve the optimal’ stéi:e. '

The “next four factors. refer to the organization's relationship

with its environment. Once an organization has achieved a degree of

N
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internal integration, .it is prepared to undertake activities which may ,
(2]

appear to be internal in nature actually gwe direction and meaning to

this relatlonshlp. ‘

FACTOR 7 - PURPOSE AND GOALS
7. PURPOSE AND GOALS:

1 2 3 a4 5 6 7,

Confused, diverse : ‘Clear to all,
conflicting, ‘ shared and accept~-
— ,unclear. : ed organizational

activities are
consistent with
goals.

Mot only must the group reach a dec,‘lsion' about why it exists but it
must have achieved a }rlatlbershi}p wide comprehension of this. A group
may- consider f.his tS be obvious and common sense but inherent  in any"

such assumptions is the w_eakness that it may in fact be wrong or nbt as
"common" as presumed. The proces.s by which’cohsensus_arﬁ’ clarity is
. achieved is imporﬁant to the groups int_:er_na.looperationé but a unified
sense  of purpose .is also critical to those who represent the
organization in the environment. The plannmg and inplanentatim of
.groups activities 1is intimately connected@ifto the comnmnal sense of.
pﬁrpose'and related goals. I1f goals and purpose are not clear or
consensually endorsed, the organiZation's identity is invalidated as

those out51de the boundaries become confused The internal str:ucture

is greatly destabilized as well.

e , ’ .
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FACTOR 8 = ACTIVITIES _ .
8. ACTIVITIES: | v
1 2 3 4 5 6 T
ineffective, » ‘ ) Effective, Goal-
unrelated to ' , related, meaning-

goals, not i ' ) ful.

‘Activities are the envi:ouxnentally obvious maﬁiféstaﬁi;oﬁs of a group's
purpose. If an B‘rganizat‘ion is going to affect change in its social
environment, it must initiate actions wﬁich are the product of an
internal planning pfocess. . These should . be consistent with{its

-articulated goals and be designed to achieve a measurable objective.

(7
FACTOR 9 - FEEDBACK v
9. . FEEDBACK:
1 2 3 4 3 6 7
No means of receiv- : ~ "Feedback
ing feedback on group facilitated
functioning -ar. ; . ‘ o or integrated

activities.- Feedback

not integrated into

subsequent decisions.
e A ' -

p=

~ The planning process must include the provision for activities to be- -

‘measured against their predetermined cutcames. This measurement should

be e}{s{:%,apl'ished beforehand but does not necessarily imply an objectiire‘ .

LA

or eﬁbi’iical assessment. The principle is to reach a conclusion about .
- . ‘

‘the effegtivmess' of a’* activities relative to the jlvestment of
. [y -~ -
%

-
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" of its resources. This conclusion needs to be integ;atqd into

subsequent group decisions and correétiOns nade 1£ necessary.

FACTOR 10 «SREATIVITY AND GROWTH

' .
. . .
* .’: .o ' . 4

-8
S .

o 0. CRMIVITY AND GROWTH: .

[P LT " ] ) ) . .
"‘ul,' T2 3 4 5 6 7

a » v w L s .

Qo Mémberscand ‘group : B Group flexible seeks
+5, 7. in a mat;. operate B o B . new and better ways:
L ‘rOutme]..y, persons .. . - “ ., . individuals changing

_,.”’ stereotybed and ", % R and growing; creat-
, ¥igid in their’ roles - .- ‘ : ,ive individually
"‘ B i Y . - -
- : no grogrds;s b SN | o "supported.
;:5:»5".% a"\- o f‘\’_‘ ,‘ . ) ) ‘,'i -

. L K T E . M

¥, ! ’, “ ¢ I R ] ) by

) " ‘\ ' - L " ¥ oL .

Vi IT o,rgamzatxon is ultlmately successful in achieving its goals and
- l\‘ v

ob ectlves' and there are no cha.ng% to these, it is reasonable\v to
éxpect that it vhll change ‘and grow. ’I'he mtegratlon of feedback
pro\udes one means by wh).ch this growth can be directed . and fac111tated

. but the mternal functlomng of the group must prcvxde for the dynanuc

. sta'te of group process. Thus, there must be° an atmOSphere‘ vihereby
members “are encouraged in the partricipationu and creativity as it-

'rela‘tes to their contribution to the organization. —_

-_—
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4.

v
‘f‘. " he questlonalre was admmstered to all of those ttendmg the(
‘ February 1985 mee’f:mg of the Network.. Those attendlng for the first
trme *that day—- or guests were asked not to complete ~hhe queﬁtmnalre. k
The, 1-nstrmnent )was then dlstriﬁuted to several 1rd1V1dqels who were not
. at the February meetlng but who have been regular part1c1&nts. The -
result Was that 25 people canpleted the form, whlch 1s about the i .
7\ : average number of regular part1c1pants based on a re\uew of the mmutes

" over the last year
e

v

of the 25 completlons,. o&r half (56%) we from people who had

¥

. been ,mvotfor more than a year. and 60 per cent had’been mvolved in.

plannmg orgamzatlonal act1v1t1es ' for the Network. Only 4 of

those ccmpletmg had been mvolved less th%.n tk‘ée nmths, whlle only 6

‘ :

»

sa1d that they attended meetmgs only. " '. f .‘ . ' . ‘ L

. This can'bmatlon of respondants is consldered to begn aocurate

reflectlon of - the *organlzatlon.f The scores s"hould therefore be,

L w
-~

cbnsxdered as qulte an accura.te acoount of the V1ews "of membe.rshlp.‘

»

B ﬁrelatlve to the charaeterlstlcs bemg tested. Wh%.le there always !

ex1sts some potentlal nsk of the Halo Effect on a. result of the strong h o

‘P - =1

posttlve feelmgs about the orgamza’é.’lon, the specific:.;y and clanty -
- g

| of the extté?es én t{%e scale\‘questlons should have mmlmzed thls. ’»

Thls assuniptlo?(' 1s vallda.ted by ‘the lack 5f central tendent'y/ in. the .

‘_‘,o-.g 9 res vfruch of::en reflects a &egéee of. ur;certa;.nty QX unfam111ar1ty =

ﬂ

ks
: ,In fact, the canbﬂ'xgi §cores dezronstrate an absence of central tendenqyw\

=,

‘/" (m = 5. 308) 'I'hus, there shoum be confldenée that the~mstrmnentfq s ax é

o

o rellable ‘and valld sburce bf (mformatla}x aboutrthe Network.

X Yoy 5

Tablelshowsthemeana?h mode soores for each of the lO

c‘harac%erist}cs relatéd to the Network smgmmtlahl culture. -




Table 1 S R R

' Ratmgs of Eactors

Red Deer 1ty Services Network N R ’
. A R s L AR
. . ‘; . ! ',.i'f;‘f*"' .
- BT X . {
 CHARACTERISTIC MODE &f*,,» P
Communication ., . 5.0 5.16° . . -
L Identity . " 5,0 4.28
.t Lead#®rship . 5.0 . 5.16 -
_ ",; . Cohesion . . 6.0 5.68
o ~Uniqieness | 5.0 Lo 5.24 \
| . Purpose and Goals 5.0 . 4.92
" Decision Nhkmg 5.0 5.40 g
Act1v1t1es 6.0 5.92 .
. Feedback 6.0 ‘ 5.68 ke
- . Creat1v1ty *6.0 5.64
6.0 3 5.31

e ? Y Y " w;» ] . ' « LA
S e v‘“ Yy

3 N na-w"‘ﬁ. AEIRE AR AT

ST

-

N v a ’ . . )
'I‘rie maxnnumt pr)551ble score in all scales wasi7 and mlnlmum l, -

with.a theoret1ca1 vaverage of 4. O. In fact the results show that the
,J\average score was over -4.0 in eaoh of the 10 characterlstlcs and s,
L

hlgh as 5 92 " The real average for all ten 4chairactennt1cs was 5. 31 '

well above the expected and the modal score was 6. O p,lacmg the v“v,—., .

g ~ ~2
= ',,Y:tulatlve account nearer to ‘the maxlr{xum than to the t’neoretl’c‘al
R .
age. T o erall 1nterpretatlon of these results must be that 7
part1c1pants bel1eVe that each"Qf these characterlstlcs em&: 1n a .

N posn;we manner in the organlzatlop . v- R 0\%/ o
T An even great‘er m519ht ‘mto the orgamz.atlon is *provided: ;

3

| thm ‘\results of the survey are consmdered one characterlstlc at.a*.';me. ﬁ;.
- ,,For the itéms %mesmn, J—AGE}VHH.&S and Creat1v1ty, . there -were' no -
. atmgs at- all lower than a 4 O, whlle all of the otlxe:s have some, if |
“‘-..l‘\ ;;elatlvely Jsmall, measure of negat1v1sm. When cmsldered 1nd1v1dua11y,_

Lo C
' ‘\ 3 the scales prov1de 1mport;ant 1nformatlori abou,t the nature or the
|orqan1zatlon s. Strengths and Weakesses. \ o

N A _;rl_r«_r_,;,,,,r._,_.:,,_,, R P T
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C e

YRR

oommnlcatlon, as crltlcal as 1—t is to orgaruzatlonal development
\k'.n

- and process, scored‘as one of the 1ower of all averages.. Belov the
.actual average for all 10 factors. : Whil‘e'still ‘above the theoregical
» average (only 2 of 25 rated below 4.0) there is reason to believe that

the orgamzatlon is Stlll .far from opt1ma1 in terms of the

, .

_’cammmicatlon between and among part1c1pants. »  This- is lfurthe‘r

reflected 1?1, and perhap.. llnked, to the relatlvely poor marks afforded

-

Factor 7 - Purpose and Goals.b mscussmgris related to the developmentﬂ
| | of group purpose ard goals contrlbute to growth a.nd ciarlflcatlon in
.t stem of oomﬁ\umcatlon. Perhaps the fa1lure to artlculvatev ;md re—'

'evaluate the group s purpose, relyxng 1nstead upon an assunpﬁn of _-'. k'

uanled purpose leads to lazy habrts in camnumcatlon.g, V. ' X

3
A

Identlty ;
3 ~ * )
, Identlty was the lowest“ scormg of all factors, being rated on
L
average at more than 1 f&ll ratmg pomt belw the total average and -
]’u% barely above the theoretlcal average. 'Ihere were in £act 32’ per"
"cent of t}\e respondants who rated the network at 3.0 or below and it
"was the only factor to recelve a RY 0» rating by anybody. VIt also had

i respdndent rate the Network s Identlty factor at 7 ‘or opt:unal. The
- .

. :"‘relat],vely 1ow _average score reflects a degree of cmfualon about: ﬂ’

_ boundarles of the orgamz.atlon among many menbers. It is d1ff1cult at @f

‘U

: tlmes for people to know &ho is and who 1s not ‘a fellow melnber.3 WhJ;alej

A Gfﬁ '

. the data does not prov1de mformatlon on t‘ne poss:Lble causes og’%thls
gy

; ambxgmty, it seems reasonable to assoc1a3:e the lcmer score with thése

for wmmumcatmn and Purpose and Goals. 'l'rns cluster of factors rely 7 .
\r ' . :‘;’

Y'Y

upon' a-, concentratlon o.f’.',, orgamzatronal effort to ach1eve a-

“_\,ooki_bis"tentlyv mtx% fe'eling ' about them Identrty could be clouded
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by madequate communication ,and poor or dated purpose and. goals. ~ The

'frequenc{ Of new faces at the monthly meetmgs is also undoubtedly

s

' resolution would

contrlébutmg vto%a sense of amb:.gulty as to who belongs and who-, if

anybody B does not.i ’I‘he relatlve mformallty about how business is

- conducted and recorded would also promote an . 1mpressron that the

leadérship authority. In partlcular, on the rare occasfon wheﬁe a
. . . ' P , . l,‘ ’
and votdd upon there is no clear record

.5

maintained about who id li_glble to vote and who‘may ot. Although the

or.anizatfu’)n tends \o) operate by oonsensus "(there i's no record of a
split bvote on any is"sue), theré is a policy w‘nlch ‘restricts VOtlng
pr’ﬁ/lleges to one vote per, agem:y?ahd only to those agenc1es Hao have
pa1d the1r annual fee. This pollcy is not, however, strlctly adhered

I
to and would not llkely enter into the resolutlon of a confllct 4\.t‘;'xless

other . less formal forms of negotlatlon had failed.. Thus, it is not

-

' surprlsmg that Identlty, when measured the ablllty to dﬁtmgulsh

Network in fact seeﬁs to tacitly encourage a degree of amblgun:y asa .-

1/
between members and non—members, resulted in ‘same degree of doubt. The

means of not wishing to be, .or appeq.r to be exclusive 'of- any

1nd1v1dual or organlzx'.ion. This 1s ev1dent from“the rather passlve

approach to membershlp enforcement, where people attendmg meetmgs are

) encourage‘d to Jjoin by pa}n.ng. the1r /$10.00 annual fee but are “not

admonlshed or restrlcted from 1nvolvement 1f they do not.

3

-The- real obscurlty of organlzatlorhl boundanes lles, however, in

~apl-

a ‘more fundamental weakness of the.orgamzauon, a- weakness that is.

-

mherent in the nature of ;.nteriag '

‘ -

been an attempt to resolve the unspoke questlone about where Network

begms and wherey its constltuen

- -
¢

' whétlér wa}B 6rganizatfions 'irscludirig' all of their staff, vol;;_mteers

B S Lo 4
< L - °
N -

'boundanes, . if present, ‘are not enforced by, statutory control or

El

-

£

a

"N

\ organi’zatlons. ‘There »hasv never,

stops 'I'here is sanedoubt as to
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and ' board dlrector‘s are members  implicity, ~ with appointed
representatwes,, or. whether individuals attend having assumed some

degree of representatlve authorlty. . These 1nd1v1duals may in fagt be

serving a’ '~ boundary spa.nnmg role for thexr “own orgamzatlon/enployer, a

PR w'. : .
w1th ‘their 1nvolvenent in’ Network .ﬁalrs being 'a means of

L]

to the o;ﬁaruzatlonal goals of the Network.. It is not possible 1n the
' Wi

l

dbntext of th19 dnscussn.on to prov1de any valldatmg data w suppbrt ,

thrs poss1b1J.1ty but g 1&,p0391b1e to note , that there has blen no

effort on~) the p%r\t of the Netwo:k to@lanfy the expectatlons of 1ts

members relat:we to that of then: Aﬁn agehc.y. In "%c;:t to undertake
. ‘ [

‘ such an exercise. -would probably requlre an excessme amount of time and’
energy and be fraught wlth organlzatlonal-threatenmg dynanucs as

"well, The Network ‘s very exlstence depends upon its ab111ty to remam

* non—threatenmg to other organlzatlons by not presxmung to speak for

%"

ci

] .
1ts members as a- v?nole on issues where confllctlng postures are

i id I

; possmkeT - Itacannot owlpus‘ly Be seen to be SUPEDrtl"e of all agenmes

g
1(‘ in takmg a standq on a partlcular 1ssue it is put into a pomtlon of

LN

oppomngonamember. e o ,

There is another mherent problem in. the ach:.evemen& of a clear

1dent1ty for a‘ 1nteragency orgamzatl'og'f‘ ’ The or“amzatmnal

Y

boundarles are &lear because the envlromnent in whlch it exlsts 1s so )

[

‘unclear. | The Network has never clearly defmed from where 1t is gomg

to draw 1ts reeources and to w\‘m 1t is gomg to dellver its outputs.

'-I'he name suggests an obv1ous geographlc 11m1tat10n and although Ehere L

'is an obv1ous hmnan-sernces £c as el éven this is not defmed by

the or1é;1ml 4-part statement ofpurpose Thus, (/ the boundarles of the )

organlzatlon may be dlfflcult to dlscern because there 1s no rer'erence

¢

accmnplmhmgxthe goals of their employer rather than from a carmitment »

.-

ooy

\b
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N L.eadership' U , R S Q; '

po:mt for the envxronmen in which it is supposed to exist.

where they exisf as 'an i}xdividual relative'

discernible orgam.zatl AP ~1es. As mentloned !@rller, there. is

] L4

,among Network part1c1pants of the."

"floating niembership" a , v_‘ It allows 1nd1v1duals to use the forum

i ﬁltA sprovldes while not ‘cdmg,ttmg them to anythmg which: l) may ,

'_ confhct w1t}1~ the goals of thelr own orgam.zatlon 2) mayeswsorb some

; ‘their own resoarces or those for _which they ccmpeté in the

env1ronment or 3) may devel a focd.s at hes outsxde t?\at of their
1 - ,'1 g w © .
own purpose. A non-de&vned 1dent1ty 9lso can. be successful m

r,./

promotmg a sense of general ﬁm whlch does not exclude any,o\ne on

any ‘basis. The benéflts of these approaches tend, ‘rmever,v to be

4 -

i : :
relatlv y?immedlate in thempromotlon of & new orgamzatmn. They

prov1de the 1ure to scmethmg that prcxnlses more substance -in Fhe lorig

term. If the organlzatlon is gomg to’ endure, it nust provxde members
dith a g sense of 1de§r?€1ty w‘mch is at once not threatenmg and strong

“ A sense of tment, prlde and ownershlp m the Network as a | %/

)

U

‘\ - and dlstmct orgamzatlon must emerge 1f it is to succeed in. survival s

e

where its predecessors atrophled.

The 1eadersh1p of t‘r{e Network was rated pomtlvely with 76 per .,

cent of: rspondants soormg it at 5.0. or above, 5 bemg the dnodal

sgore. | Thls questlon was orlented on. the perceptxon of the. group to
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both the orgamzatlonaa. need for leadershlp and the approprzateness qf 'Y :%

o style. 'mere is no 'dlstm&mn possible relative to these two,:,sub—

1spues but  the. overal} j\twe score is presumed to address both Im

L3

[} -'P. - o . ) . AR AT,

gqual- meéasure. - '

. .
+ . -

A

3" “participatory style i éhaxing éo):er
3

» there was a trio of members who acted as Cha:J:man v1ce—Chalrman and

leadership.‘ The structure

and practlce of the Network appears tor 'ractlge such a style.. ‘Although

a Secretarerreasurer for ‘the flrs‘t year and a uhalf, here was

The community development apptoach emphasizes a horizontal or

)

orgamzatlﬁwlde partlclpatlon in, £he planhing: a.nd ‘loanent of "the -

’many acthlties' t‘nat took place in t“nab \permd. 'system of

e —~

7y

N subcaumtteéB took on primary re\po?isib:.l;ty for.. the dellVery of Eﬁese o

A

¥
activ1t1es, . mvolvmg in’ each case a degree of paﬁlmpatlon and
‘ y N

RE

leadershlp on the part of subcam‘ulttee members. Tms 8 le forces on

each member a rolg requ1r1ng dlrict 1nvolvement and in a spec1f1c
subject area in which they have@bme 1nterest and expertlse, _while

s nor. ccmpellmg anyche to assmne larger orgamzatlonal leadershlp if

.

t‘ney are unprepared or unwlllmg. B o
| 'I‘hls style of leadersmp by the executlve and endorsed b,y tbg

part1c1pants re‘hects a ccmnltxhent to a democratlc and part].ClpatOry :

" . splnt. . 'nns is also a ster vhich is cclnpatlbl@é,uith the nature of

\

the orgamzatlon in that a ooncentratlon ofQ power and status would )

o
i

'\ ultjmately be percexved as threatenmg to individual members. concern

,} could leg1t1mately arise that; a 1eader could focus the resources and

o .\0

purposes of the Network in %‘*manner which favour his employers, elther° |

L & .

deliberately or innocently, over that of Network as a collacuon. . A“

participatory or shareq 1eaqersmp approach is also the best in terns

/’ . : 0

!
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of s:.mple practlcahty. Odnc trated leadeafship would involve an
g e%‘

erous allocatlon of pei:sonal time and energy from P°°P1° whose

¥

7

il

»®

R . (* ‘R ’ " - ‘
_partners~ BT R Lo T mey
. ” . . B

Tt

'I

prx,mary q@mtment remams to thelr ‘own agency. An excessive

.""f" ,‘ te g g
gyexp?ﬁg%&nﬁy an 1nd1v1dual would not llkely be. justlflable for an

employee of a non—proflt or govermnent agency. :

: V ’J‘( o PO

Y ) oG, A - ‘- "ﬁu R ﬂ‘..

. L i R s "
Cohesiont «‘ . ¢

-

o
]

cohesmn was among the hlghest rated of factors, seoring a mea“’n ,

f;_,_-el group of 6.0. This, at the superf1c1al ].evel, ‘may

'surprlsmg glven the less favourable score for Identlty and

an assumptlon that for coheslon to develop a sense of 1dent1ty must be

T -

present, & : N

It should first‘be noted, however, ~tha't Identity did not score poorly )

-

overall only somewhat less well than the others. ) . o

Cohes:Lon in this context refers to feehngs of trust, respect and G

.

- friendliness - among part1c1pants. 'I‘he fact ‘that these are reportedly

H

~y§re§e;r‘1/t is pef_haps ore .a \reflectlon of a de rate short term

g strategy by Network unders than of universal goodm.ll. The attltude

of non-exclusweness and mfomahty are responsible in part for. . these

. feeliﬁngs- ‘whigh

ore xencouraged as a means of “sellmg" the '-concepb of

! ~inter'agency“ ration. The assmnptlon be1ng that if 1ndlv1duals can

develop trust and frlendshlp w1t;h ,othets with smular (and even

'canpetltlve) mterests : the fom)datlon will have been 1a1d for more

ineaningful and lastihg form§ of o‘o-voperatmn. i It is easler t:o

acoanphsh mutually defmed objectwes 1f you trust and 11ke your

v .
LY -
3 oY

= V&w“@sﬁ;ﬁ-"ﬂ &

~

-~
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It is difficult to ascertain the reasons. for the relative success

a organizatmnal factor. Hdwever, . it is likely that the

J.eadershlp style and the garucipatory*approach to assummg

'me atmosphere of the &onthly

-

]
‘I‘ms factor attempted to ascertain the feelings of respondents

m:veenmgfulness and spirit of the Network.. . Scores on. thls L
. :

factol:v wei‘e aabout average felative to the other factors and above the
f

3-

T theoretmal a.vefage. The modal score was 5. 0. ' ‘ T

’ v

» f 'mls is.a r ther obscure aspect of orgam.zatlonal cnﬁture to

- Itqs M accordmg,to definition, that °
PN P il . ) e s

4 N -

remains _submerged in an organization until such time as a sigr‘xii‘:iczmt‘

K3
a

attempt to measure

w&

event arouses its presence. It then emerges in thé form of energy, or
b N
some other mamfestatlon of orgamzatlon caupetm\ce,... to meet the

: \ chal].enge or explam the group 8 emotlonaL response
’ 'I‘he Red Deer Conmunmty Services Network has 'not experienced
events such as this often enough to be aware. of -or perhaps to ‘have
fully developed such':a s;nnt.‘ 'Igb smgle most movmg event occurred
: at the conclusmn of the conference. that the Netwrk orgamzed in the
" Fall of 1985. This event, r.epresentlng the culmmatlon of months of
" fpl.anning, nsk-takmg and grat1fymg success, perhaps” represents ‘an

: exmrple of the meanmg of t}us conr.:ept, and suggests thax: it remains

N o

i€
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" about average relative to the scores of the others, Its averag'e of 5.4

decislons take place in subcomrnlttees wi‘
: L]

present in the culture of the Network awaiting the nged to re-assert

f o '

its value, -

[y-

Decision M

-&‘g

Decision making was another of the categorles that was rated ,

and mode of 5.0 lefg it in the middle of the pack
That this factor did not score hlgher is perhaps explained by the
very smilar scores dchieved by those ‘most related, especi-any

Oommunicatlon and Ieadership .{these both scored averages of ‘316S

The method employed in reaching the decisions' necgséa;ry/ for hoth *

»
)

internal organizational integrity and envir.onmental relationships 1is

very dependant upon ‘effective internal communications and ',managementv of

the pracess by, the 1eadership. According to the soale optimalldecision.

making invo!ves a conmitment to’ consensus ‘and - a high degree of -
L)

particmation. , (bservations of Network meeting/sjh ve shom that most

ecommendations that are

@

forthcoming from them or the executive rarely challenged or questlioneq

by the membership. Members appear to always be given oppor.tunity to

respond or participate in decision orjented discussjions by the chairman

, \ 4
. and the absence of any overt reaction is obviously.frustrating to those .
: shantat #

‘making proi:osals. This dearph‘ of meeting participation in decisions

dmaint:'ainecl and may exact a cost related to meeting participation.

may be associated with; a 'h,igh'degree of trust or confidence in the
. : & -
process (as reflected by the high score for cohesion) or by the more

practical objective of all participants to conclude Network business -in

" one hour, once per month. This time constraint is remarkably well

. ’
L]

s
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‘This is not to suggest that decisions are avoided or made
poorly. 'lhe ‘elaborate ‘'structure of standing and ad hoc subconmii:tees
refocuses the bulk of decisions to these smaller Subgroups of Neﬂbrk
members. 'lhds," ‘there would be general awaraness amorg perticipants,
*ﬁnd”st of uihgm particiﬁte in one or more of the subcomnittees, -of the
decision making process involved in these groups As a cqnsequenée,

. When recommendations are presented to the whole group by one of the

subconmit_tees there would be genera‘l ‘rv(—t\he process
:4‘- - W v ' ; .
ertaken to reach that point and% consensua rsement might be ¢
& L ' ' LI B

¢, . : : L
,::Sfused with apathy. e Ty " LI

L4

Oovdxkall, there is an apparent peed to clarify the dmisionmking”’”"f"‘ i

process e ially in 1light of the similar scores recorded for the ’
v .
associated factors communication and leadership. / '
. . _ .
Purpose and Goals 1\ ° : | }

This factor scored the second lowest average among all f.actors-'
L

) and was the only one q;her than Identity to score below 5.08. Although

,this ev*e at 4.92 was stifl almost a f'ulllpoi_nt above the’ theoreti'c '

of 4.0 and the modal group vas-5.0, the mediocre sdore on-thisg
-, b ' \ o

' mo's‘tjc itical p‘f factors should be cause” for. concern; -

) e originsl four part purpose statement gave some direction to
the ori nators of the Net'work but their -ongoi value, has to be .
questioned There is no record of any subsequent endorsement or even
review of these by .,ubsequent and significantly different, ig/terms of

) Nposition, Network membership. Those ratingjhe organization on this

factor were not.prepared to label the purpose and 'goals as confused,

diverse, conflicting or unclear but similarly th%e was no one prepared .
.= [} .

N . - v 3 - . o
. . x
e .
» . q »
s Lt M ‘ ) ) ' . ! . .
. M T, . ‘, )
N o . A ' N . e [ ES .
. . . - ' <. - x’ ~
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to-identify them as obtiinai. ' '1his leads one to the ccnclesion that
although it is likely that most participants would bé unaware of the
recorded purpose of the'organizadion, afost a‘lsomassum.e that they musti ‘.
exist, ° and that they probably have some conception ‘about their nature. -
This is perhaps more u% a result iof a deductive process about - inter- |
agency organizationsv in generil, instead of a deliberate internal
process of goal.clarificationz 'I‘hus,‘ most members can feel some
‘ nfidence that their purpoee fbr being a member of this organiz.at(i i
is not. unlike that of anot:l‘léfr fel,low member . . | \

If members are mamtaming their 1nvolvement on the basis of an
assumption, there must be som‘e:, remfo}canent of these aSsumptims |
canmg from somewher# and their 1ndiv1dual goals for part1c1pation must
be bemg met., NThlS_ remforcement comes logically from two places. '“'Ihe
first possxbility ‘rests- with \fg\strength of wconcentreted and
charis'matic leadership, which ‘carries the orgamzation along on

the strength of 1nd1v1dual passion. The second p0851b111ty, .and the (‘_\
more likely in this case, 11es w1th the success of the act1v1t1es which ‘__u |

the Network Pli&’s and delivers to its environment. This aspect of thev

organization is discussed in more deta' in the next sectmn bat the

core on activrties (was the hlghest of dny, and therein may. lie..’

.\?,_‘

interim s%stltute for . -a c].éar gi‘axp sense of purpose and goals.“"i@'il v

The sustamment of the organizatim wa.thoub attention t%its‘"‘ .
[} 2

...w e

purpose will depend upon an aiternative source of direction. An extra-“ -

«

rdmary degree of dependence upon the charismatic will of an.,

7&

individual results in failure if the indindual for some reason falters

~or departs.: Snnilarly, undue reliance upon continued "

failurgy of any individual activity as being conceivably dgves;tating to

£



w

the orgatization as a whole. This dependence upon the
activities to give it meaning has the more subtle inherent thr

confusing those outside the organizat, n. Outsiders become

and dxstrpstful of somethi?g whi §

_c_iirect;ibn, as if it is cnly a matter of time before it blunders into a

2 ]

_coIlision.

_ 'The original strategy of the Network founders geens ' now to be oh
N R - , . .
the »mge/of - being too successful. The ooncept’ of

aci:ﬂ&‘ies as a means of giving somethmg concrete and

v .
potential participants to relate to whlle having hem rience .the
: 8
, value of co-cperatlve effort has now ouhgrom its usef ss. The
Rea '
co. seduction uems to have- succeeded- (ww t.here neads to be atéenta.ot@ald
4

to thel term meaning of the relationship. AR \

Activities . .
e —————— - e w

. - /s
As noted abcve this was the best rateci 'of ‘all factors,. scoring
an average 5. 92. 'I'here were no ratings below 5. 0 and 26 of the\ 25

'*raters qave thlS a score of 6. 0 or 7. Or o e,

-,

“In ﬁhe context of ldeal orgarfizatlonal devquxnent act1v1t1es are

B ‘

? ? '. .
% the means by\which goals azd qehx,eved and E Wh;l.;ch purpose i‘s mamfest

) #
R Sy . p‘b« . "
Py ﬁ’ ! *+ p.‘y‘ f.

%
k{ 3in the. cammmity.; wm.le t‘nere‘afe spec1f1c chectwes asséoa.ated m.th

’ A the indxvxdual act1vit1es, llke _the number attenqu and 'chelr

1

]

-5,

\
‘ .satisfacticn, the ultimate mission of envxronmmtal act1v1t1es is thee

w

achievement :Jof corporate goals. 'I'hé'relatwe success of the Network m

/

t.he planning and dellv of act1v1t1es therefore, suggests a degree of

N o8

perceived canpeten?e qxﬁ thls area, . wm‘é;e the poorer score in Purpose
A L . ‘ o :
: Azarional : mpllcatlons of

i
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. a it . ry .
' and specific positiVe reaults, may or may . not be accatplishing the L

greater goals of the group. The nature of the ecale 4id not determine

thi.s, and althmgh the optimal score posxtion ‘for Activitiee includes

L. . A
o

v, the concept of the activities bemg Goal-telated and meaningful“

there is no questiqnai:edata to evaluate the relaticnship between

Activities and achievement of cbrpor’ate goals. ' o ,

\

The most impor:&.nrr aspect of the high ratingg on this factor. is

t:h’e/ Mnt of group culturg that is necessary to accanphsh it.

: Whlle orgamzatmnal purpose and gqéls d1d not recei e as high mrks.
the 1mportance of the act!vmtxes 1mp11es that some'direction is bemg
glven and that orgamzational resources and envuom'nental mputa are
bemg marshalled and applled in a sucoessful manner. Some group7/are-
successful in conceptuallzmg their philosophy and clearly articulAting

Rl

their purpose _and goals without having the. means by vhich acti/vities i

““can be 1mplemented to address them. R 0 // S {
'I‘he NetWOrk s act1v1t1es are clearly its Bttength as per;gexved by

) A , ) ' V4

the menbers s but underlying success in this area ig a str17tg.rev._ Whlch

facilitates their delivery 'in the environment. LA / o o
. o T , / ’,\ ii . o / E ! :
Feedback - . . e T - S 3 |
Ll ‘; ?' \'1%13 factor also scoredf ‘mghly. ~ The average of 5.68 t1ed whth'

Cohesmn as the seoond hlghest among all 10 factors. ,
'I'he opt1mal scor€ for this factor was 'described as havmg
f\eedback facnn:ated or 1ntegrated. ; Ordered as it~"was inlnedlately' ’

fo owing - Act1v1tl.es, " ‘there may~have been an asstﬁtption that thia. s

! L4 t ‘v P =
o ' / 3 '
Lo referred prunanly to evaluatlve feedba:ck on - the 1rxiw-1d\pl _
! . t
actlv;tles. 'I‘he bvaluatlve process that each subcaquttee mdertak‘a ¥
: . ' \

with reepe‘et to its activ;t,lgp, .as well ab U:.s report to ‘the whole

BN
- [v'.
4 ]

. - . . . . ' 1
. o . ; - S . . ° - o oy
{ f : o s . .



"group, 'would b something that most members ‘would . be very famihar '

.with., It ‘also is furt‘ner evmence of the mternal structures referred
above v}uch g:we ‘the orgaruzat).on strength and respect.
' A

'I‘here is, how‘ever, no - record of a more global approach to

orgamzatlonal rev1ew and mtrospectlon. Nor does there -appear a

-record of dlscussxon about expected st;andards or achlevements t:hat are .

- the result of an, orgamzatlonab process but QWthh would apply to. -

1nd1v1dual sub—groups and planned act1v1t1es. " Thus, llke the purpose

and;goals, the orgamzatlon seems to continue feeling successful more o

as a result of their collective assumptions 'rather than specific

‘articulated expectations. o

‘ Creat1v1ty and Growth

'I'hlS factor also scored relatlvely high with an average of 5 6

and 6Y) being the modal ratmg. _ - e

) ) o
be effective in supporting irﬁividuals in .their. 'creét:ivity. . The
dlverslty -and number of act1v1t1es that the Network 1s 1nvolved m

provides substantial opportumty for members to pursue ‘ spec1f1c

i'ntereets.  This® diversity may also be oontnbutmg to the lack of

clarity about identity, the ptxrpose and goals. With t’he Network

plannmg workshops . debates and conferences wlth varying general

,themes, and w1thout a conswtent and frequent refocus on thev

orgamzatlonal purpose, there is reason to belleve that the strength of

| ~ . the Creat1V1ty factor is reflectmg negatlwely on some of the others.

An mvo].vement in an assortment of activities puts extra empl'nasls upon

the group's other internal processes, in particular cOtmnunication and

rpose and Goals. : : f o :

-

Thesé results suggest that members consider the organization to

P
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Reference is also made in this factor to fle)fiblllty and growth
- Again, ‘the dlversxty of activities is llkely tp /reflect mpomtwe
rating- regarding group flexibility. Although thére are some consistent

‘qual1t1es abo.:t how_ the act1v1t1es are planned and dellvered (i.e. fees

. are oons.lstently low, -the musewn and l1brary are oft , the 1ocat1on,

speakers are usually from the provmce and pa1d a mmlmal honorarlum)

~

these tend to be 1nstrmnental 1ssues/ and the toplcs and plannlng,- ‘

camnltte&e vary oonslderably. 'I‘hlS and’ the f:ollow—up dlscussmns at

general meetings are undoubtedly be1ng v1ewed ‘as "flelelllty"

The issue of growth is moré dlfflcult to. explam.‘ thle there 1s"

llkely to be an J.mmedlate assumptlon at first glance, that grwth"

\

refers to the ‘number’ of members when in fact the 1nstrument refers more

&

ssspecifically to an opportumty for individual growth.. The nature of'

‘\\ Network events tend to be/ orlented toward improving individdal
rcanpetenmes through t;ralnlng type opportumties and thus could be
contributing’ toward profe/dsmnal growt . | ‘The other form of growth
- which appears to take place in the l*letwork is of an- 1nter-personal
nature. In keeping wlth the name and the concq:t of 1nteragency

,organizations 'there‘/ is an inevitable growth in the relationships

between’ 1nd1v1dua}s who, while working ¥or independent agenoies, are

thrust* mto workmg relat1onsh1ps with. one® another around Network

)

events. 'meee mrkrng relatlonshlps undoubtedly sp111 over 1nto other .

contacts that individuals have with one another out51de of their mutual

./

- . . / ) . R - ‘. . » . . .
commitment’ to their common organization. Presumably their “own

organizational dbjectives are thereby enhanced.

-~

e
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Canparlsons between Respondent Type -

b

The results of the ratmg scales were also sub)ected to further
analy51s whlch ccmpared the differences between- : T
(a) those who had been involved  in the Network for less than 12\'\

months to those who had been mvolved longer:;

BN
(b) those whose involvement was restncted to attendance at meetingz
| J;nd events to thOSe who participated in the plannmg and orgamzing, ,
‘ ’(c’) those ‘who 1dent1fy themselves as the chief executives of \Eh!% ‘
orgamzatlon and those who do not. -
The purposeqof thebe comparlsons was to determine whether or not "
f;he degree of ] nyolvement in the organization, as measured by both .
length ‘and type of this inv;olvement, resulted in s1gn1f1cant1;(
differenttt ratings. The hypothesis in this case is that those whose
involvement was greater would rate the organization h1gher. 'nus is
based on the assumptlon that they would have been exposed over a
'1onger duratlon and more 1ntensely to the benefits of their membershlp'
%ﬁ apprec1ate to a greater degree the cultural element-s of the‘.
orgamzatlon. ' -;‘ |
For the most pa.rt, this in fact happened and the hypothesis is
supported Of the twenty possmle canpansons, nineteen showed greater
averages for those who had greater mvolvements, ten of thesé over .5 .

of a grade larger.
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‘ L -
‘ . Comparison of Averages . .
Length of Involvement by Factor
[ [ l » \
Less than Greater than .=
12 months =~ 12 mpnths | Difference .
Communication 464 ‘ e ‘_“5.29 +65
Idéentity . 4,45 4.14 . - W31,
Leadership 4.82 5.43 .61
Cohesion : 5.55 5.79 .24
Uniqueness and Meaning 5.00 5.43 .43
Decision-Making 5,00 5.71 W1
. Burpose and Goals 4:.73 5.07 .34
~ Activities ’5.63 6.14 . .51
Feedback 5.64 5.71 .07
Creativity 5.18 6.00 . .82
Overall average 5.3l
, ' 'rable 3
‘ ' Comparison of Averages
Extent of Involvement by Factor
' ‘H'Z‘Lé"g: . ' |
AMEETING ONLY ~ PLAN & ORGANIZE . DIFFERENCE
b ' ’ "’f‘;{,"’j’.’ . . v
Communication 4.9 5.33 .43
Identity 4.1 4.40 .30
Leadership 4.7 5.47 .77
Cohesion . 5.4 5.87 47
Uniqueness and Meaning - 4.9 5.47 | .57
Decision-Making 5.0 5.67 . © .67
and Goals 4.8 5.00 ° .20
ivities - 5.5 6.20 .70
FWCk . 5;73 ) nl3 ’
Creativity - 5.1 6.00- .90
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*.  one factor, Identity, resu],tedjib@n opposite result which fs
not suréneing given the nature of thie. ngfﬂicular characteristic. d\e

b
might expect t;nat newccmere wouldumot be fuliy aware of the “boundary

between membership and mn-membership as it may, be defined by either at

mformal ore formal bor‘aer. Havmg not encountered any quasi cermonial

: eVent which markeﬁ their crossmg, they may be anticipating its
eventual arrival I.ong standmg menbers are- more aware of the fact
that ‘$uch clear boundaries do not exist.,

e There were four factors where more inwolved n,\embers were
'cons’istently more positive, in their rating.“v "Oolmmmication,'

v

Leadership, Decxsmn—making and Creat1v1ty all" resulted in scores of

v more than 0. 5 of a grade greater for the groups that had been mvolved

lorger and in planrnng‘. ' | . .
One might expect that Oonnmnication would scdre significantly
- better for those whom the opportunities to do so: were greater. By‘
v1rtue of their more extensive mvolvement 1t should be expected that
they would have seen each - other more often, | this - interaction .
facilitating familiarity and fo'ster'ing- better -communication betWeen
these membersb at'viast. , o . i .

' The cambination of Leadership and Decieiorx-_jm;king makes sense
because Of the fact that they are both . related to internal
organizational process. 'Ilheiry higher rating fram the more involved
mertbers may be attributed to  more: familiarity with the cultural
4responses '1nherent in thls process. They would be more acquainted with
the conventions and norms of the Network whereas those who were’
_relatively_new may not be aware of t‘ne historical developments or more

subtle factors affecting decision making and authority.~- 'mis is

similar- to the more cawplex issues affecting societies where cultural.
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norms provide an almost autanatic guidance to the course of social
-

levents..__l G.udance whic‘n oocasionally eludes “the mderatanding of
vmitor; and new—comers. This eifect is emphasized by the scale and ’
newness . of t‘ne indiv1dual organization where ; those . who have been
involved fran near the beginning have had a mgmficant influence upon‘

. the development of theee cultural responses. ‘Whether this mfluence
was deliberahe or a naturp.ﬁ consegueme of gro}:p process is unimportant

Pl

to the newccner who is more likely to be‘cautioqs in ‘.an unknown"

: eettmg. It is logicai\ lhat the:.r discomfort with the process would

be reflected ]n 1ower ratings.
¢ | An explanation ‘ for the large difference ' in the ratings for
creatiuty and Growth is also-"apparent. This difference was the
la!gest for any factor,“ being almost a full grade greater. ‘This
factor, more than any other, refers to change over time. 'I'he fones
with t.he 'most experience with the Network would be more qualified to
assess any change. E‘urther,» he amount of growth experienced by some
who haVe been ‘invoived ‘for'a longer period .is almost ine\_ri'};ably bound
--to be greater. 'meé would have also been exposed to a larger number of
creative opportmitie,s. | |
o ) ’Ihe other variable by which respondents fvere compared deals with
" whether or not they were the chief executi\;e of their* cm
organization. Of the twenty five respondents, eight identifieci
u themselves as such. ‘This attribute was asked to test the as'sumption
t'riat chief executives would be more critical of the Network.
, ‘While the cause of any difference cannot be fully ascertamed

with the type of data that was gathered, 1t is not unreasonaple to

expect that p&)ple who have reached ‘higher levels of authority in the1r



~own organization would have differ®nt expectations of another and
t‘nerefore be 'harsher Judges of its cultural charactenstics. L Table 4
sﬁows that this in fact was the case for exactly half of t'he féctofs
iwhlle on the ot’her half they rated hlgher than rm—executlves. In ai; '
but two factors the variance was relatively small. The assumption then

is not borne out by the results. Executives who part1c1pated in the

' survey did not di ffer significantly from non-executlves.
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, Communication
Identity
Leadership
Cohesion
Uniqueness -
Decision Making

Purpose and Goals

Activities
Feedback
Creativity
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Comparison of Averages 2
Executives -and) Non-Executives by Factor

L
!

i

. ] EXBCUTIVES NON-EXECUTIVES DIFFERENCE
5.13 4,82 -.31
4.00 4.41 .41
5.00 5.24 .24
5.63 5.71 .08
5.25 5.24 -.01
5.38 5.41 .03
4,13 5.29 1.16
6.00 5.88 -.12
5.88 - 5.59 <$-.29
6.13 5.41 -.72
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Summary
Inter-agéncy organizations, like their -constituent members,

*

éxist in odnplex social envigorm\ehtsm which both enables and cdjlsttaing
the organization's activities. | The environment provi.des the résources
which are transforﬁ\ei into actions or products which in turn are
directéd at the envi»rom\ent. 'l‘he inter-agency organizatlon attempts to
complement ‘the activit:lés of individual agencies by facilitating co-
operation, co-ordlnatlor\ and communication between those with similar
environﬁ;mtal needs and ob'jectives, “

Inter—agency organizations are very cammon in cammunities -and
cities where there are a number of social service providers. There
are likely "to be niany . occasions  for those employed in similar
vocaﬁion_s ‘by similar agencies, to recognize the potential benefits of
regular catumnica}tion. This in turn proyides an‘ opportunity for
‘agencies to become more intimately aware of the domains of their
coonterparts and explain their own. In this manner the greater social

-

goal of eliminating waste and maximizing productivity, particularly in

.; 95a

(%

government funded services, is addressed. There may be other more

subtle pressures on social ser\}ing agencies to co-operate as a. resu1£
of their humanistically oriented training and day?-to—day activisﬁies.
These insinuate a x:bre lateral or horizontal style of power
relationships between individuals = and therefore the same ;tyle is
perhaps to be expected betweer; agencies. This styie is certainly a
critical requirement to the development of an enduring inter-agency
organization. .

The Red Deer Oommgnity Services Network is an example of a
current and a successful interagency organization. It is the latest of

§



three ' ‘such etfort\q in Red Deer in the la‘Bt 26 years and, relative to
the earlier two, atill in its adolescence. . The previous undertakings
of this type endured fbr 10 and 5 yeam respectively before expiring.

The emergence of the Network as a viable o¢rganization is the

._result of some deliberate plaming on the part of several key

individuals. . 'I‘hese people, recognizing the opportunities an  inter-

agency group could providg/)/end h&ving experienced the failure of some -

efforts, proceeded to analyze\\the reasons for failure and pian an

alternative course of action. This alternative cme‘isted'of sel],ing' .

the concept of CO-operatic:n by\ providing “Low. eoet,' ‘_highéquality
training events for potential members. The event was to be the carrot

which attracted people with similar needs and service orientations. It

was a tangible benefit which demonstrated the benefits of joint
B { N .

planning; benefits which included economies from sharing resources,

and quality, which came from "capitalizing on the spec:.alwed knowledge

VH"’»Q

contacts and technical expertiee of individuals. The other benéfit,

which was to have the long term consequence of promoting oontinued co-

- operation, ‘was to fac111tate an atmosphere of oper;, ocmmmication at

\
such events. It was felt that if 1nd1v1duals from different agenc1es

attracted by a professional training opportumty' were brought together
on several occasions, they‘ would begin to recognize the mrit“ of
ongoing communication with one another. 'Ihis/stretegy appears to have
‘been an effective one as the organization ‘did develop as a formal,
~ unique, entity with many of the same people who attended the events as

original members.

With the passage of time, most of the originators of the concept

had left the organization. The leadership need of the organization was
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filled by others who retained a conmitment to the concept of delivering
tangible benefits to membere and ths community  at large. The
| activities, however, began o take on an additional meaningfdlness in

themselvea continued to play an jmportant function by virtue of their
outputs, their planning and delivery also provided the opportunity for
. participation, involvanqxt and the expreaéion of individual interests

by members. In addition to two standing committees, there were |

planning oomnittees- established on an ad hoc basie for each event.
This structure contributeél to a large amount of personal coontact
_between members as they participated in one or ‘m'ore of the couui\itteea,
which in turn facilitated the enrichment of professional relationships
between individuals. " .

The effectiveness of any organization is °dq>erxdent upon the
emergence of a form of culture to provide meaning and integrity.
According to the ratings of 25 of the participants in the Network,

there is a favourable level of culture evident on 10 different

factors. Although there was a positive rating on the Network's

development of these cultural characteristics, some scored

significantly better than others with, not‘surﬁrisirxgly, Activities and
Feedback scoring the highest. There were, however, some outcames which

suggest that the Network is not as close to the optimal as it could be

when it comes to its sense offldentity and its Purpose and Goals. The

implications. of this for the organization as a whole and its
relationship to thef, community development process ‘are examined in

detail in the next chapter.

r
sy

the develcpnent of the organization as a whole. While the events



- CHAPTER 4 . .
Discussion and’,concluoiom \

»

-

This chapter co:ncludes the diaéuhsion on the Red Deer Community
Services Net\york' based upon the results tl':At have emerged from the case
study. This discussion evaluates the Network's organizational
attributes in the general context of an integrated conception of the
community development process and orgmiﬁt}aﬁl mltqfé as developed
in Chapters 2 and 3. This discussion is further elaborated by
consideration of the unique nature of inter-agency organizations, arxi
with the drawing of several carclusions, prognostications, and
recarmendatims relative to the ongomg development of the Network.
Finally, the thesis is closed w1th a brief review of the value and
potential coqtributlon of organizational theory to the improvement of

theory of the ccn'lm;nity developrent process.

.The Red Deer Oammity Services Network . : -

. According to the opinion obtained from part1c1pants and from
observation, the Network possesses, in healthy measure, the qualities
of a vibrant organization. Alt}'r»gh same of these quahtles are
etrongér than others, the weakest do not threaten the overall integrity
of the organization in the {mwdiate future. -

The Netwark n&‘s c@.’ved out for itself an envirormental role
which 1is ultlmtely very difficult to malntam, despite its
orqanizational fortitude., As an agency which attempts to satisfy the
needs of its individual ﬁ\e_tnbers, “"it must deal with the reality that
eaéh member in ﬁhis case is a corporate member with c;nplex
organizational demands‘s and needs of its own. In order for the Network

98
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to/ sur\&w;.‘ it must ‘continue to meet nember cxpocud&- ang in doing’
80 develop its own unique place in the compléex envirenmant oy

‘int'egr‘ating its i.ntor}u;l character amd ruponiivmn%ln othcr’ words,

J
the Network's organizational culture, must equip it to meet ,

environmental (external) demands fand Organiut‘ic;ml (1ntatml)}
oget;tli_ml démrﬂs., The effect:of organizational entropy, ‘the nat.urali
fendency é’owatd.disorga'niution. is magnified ‘for an inter-agency group
;,mosé undg:lying purpose is to promote unity, co-cperation and ocb-

)
ordination among agencies with diverse and sometimes canpetit"ive

'inte'rests. "This was discussed in detail in the * section on

i :
rdination, co—-operation ard inter-agency dynamics. . ({

- '- -
\ In order to sustain itself as a‘n organization in the pursuit of

long-term unifying objectives, the Network has been fo:

/
izl

uniqu_g contradictions. - First it promotes obscurity in its iden
With the unspoken provision of not becoming as important as any of its

individual members, the ‘@tmrk encounters identity problems of its

. own. The desire to remain non-threatening in terns pf its authority

and power restricts its ability to define its role and emerge ag g:ﬁc
primary environmental official in a particylar arena. The Network's
efforts to respect the territorial inclinations of its members leaves

no. room for it to carveé out its own piece of the turf. Thus, . the

obscurity and vagueness of membership criteria, expectations upon

‘megbers andthe clear ,de{fiﬁition‘ of purpose and goals is inhibited. 1In

the long term, however, . the survival of organiutic‘rial ?ulture demands

attention to these needs.

R

-
Related tg this obscurity of the orgartizational boundaries is

the recognition of the need and inevitability of the Netwo;k’s role as

———

e
-
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gmstrument serving the corporate needs of 1nd1v1dual members. Without
the internal resources to meet the specialty needs of its own, boundary '
| ,spanning for example, agenc1es part1c1pate in the Network to
‘ economze. . In agenc1es whlch are small and euphasxze service del:wery,‘
_the" boundary spannmg role must be fllled by magager/generallsts
henever the opportumty pregents 1tse1‘ﬂ Whlle thls role is one
:where the Network successfully has ‘met - 1ts objectwe, it could sufferf
= mternally in’ the .long -~ term from the llmted mvestment of some :
md1v1dua1 mertbers whose partlclpatlon 1s based on selflsh objectlves.
The Network has attempted to bulld 1n safeguards agamst the
consumptlon of its own resources for 1ndlv1dual purposes ,by puttlng_
: empha_sla ~upon the planning and .delivery of membershlp servmg
act1v1t1es. - The planmng and orgari:.zata.on of s;ach activities have o
" become to - a 1arge degree the means by which members achleve their ’f'
- 1nd1v1dual goals for communlcatlon and networkmg. : There are not
spec1ally planned : routlne and overt mechanlsms used by the. Network to‘
‘accaupllsh co-ord1nat1on and co-operatlon among members. ' Instead with
an emphas1s upon spec1f1c, functlonally orlented act1v1t1es, members
. ‘are forced 1nto regular meanmgful oontact w1th one another. | |
" There are some mherent dangers in thls method : There is ‘scme‘
. -rask that, wlthout predefmed objectlves,; the :act1V1t1es themselves
'-.will over'shaddw the organization, losing . the pr1nc1p of
.‘partic1pat10n ‘and 1nvolvement amidst the need for success. ' 'I‘ne ~other
_rl‘sk is that the act1v1t1es may begm to fail or be less successful

.
-w1th the result of dampemng enthu51asm for the organmatlon. In a

Ced

-

.. more - fully mtegrated orgamzatlon, ' resources may be aVa1lable to

. ‘recognize’ the sources ‘and deal w1th fallure, whereas failure {n this

: <
' ’vcase nay be attnbuted to more. fundamental organlzatlonal weaknesses.

. ’
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In fact, the Red Deer Comminity Services Network has met with'poor
\Qesults in some of their activities and ever had to cancel a couple.

However, a ~cont1nued p051t1ve view of this partlcuia.r aspect’ of the -

-

orgamzatlon 1mp11es satisfaction with the process, in part__icd;a’t_ the

i!

plannmg and feédback mechamsms

The othe‘r maJor strength’ to the . Network s approach to planmng '
arxd delivery pf act1v1t1es lies with the diversity and wide appeal of .
most of its prdjects.. ;I“nis variety has led to an opportunity for most
. 1 : . ' :

" participants éo have been involved out of personal interest instead of
an obligetion,i"; a .much fnore ,succ'essful ; nreans ‘ of ‘/suvstai.ning
part1c1patlon. ‘

The 1ssue of, leadershlp is also 1mportant to an understandmg of o
the organlzatlon s development. 'Although participants rated the ‘

| dec1310n—mk1ng and mvolvement opportunities hig}{ly, there is . little

~doubt ‘that the‘ Network has relied upon. the efforts of several key
md1v1duals to prov1de contmulty 'I‘his is espec1ally obv1ous in light /‘ |
of the genera.l absence of clearly defined purpose and goals. Althougl/
there 1s an obv1ous commitment to democratic dec191on—mak1ng and to
active involvement from all .members, : there is inevitably an extra—‘
ordmary level of passmn among ‘- some md1v1duals for the concept or

, purpose of the Network. 'I'he or;‘:nal and most persxstent of thls has B
come Aprlmarlly: from two sources. First ‘has_ been the influence and

direct - leadership of Family and Community Support Services which has
both the mandate, under provmc1al leglslatlon, and the resourdes, in
terms of . manpower amd fmances, ' to be involved m co-ordination
actly}t_les; ~ The second source of leaderehip has came from the Red Deer

AID Service (Advice Inforniatioh and Direction) which, because of its

" . . : ) i
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referral orientation, has regular contact with many different
agencies. These two organizations were represented among the four

foundmg merbers of the Network and  although the leadershlp has
'undergone a transition since the beglnnmg of 1986, FCSS and AID
contmue to be prcnimant menbers of the Network. 'I'hroughout the
Vorg_anization"s history, the 1eadersh1p of several ‘key people has
prov1ded contihuity, a cons:.stent comnltment to partlca.patoryv
involvement and a shared workload. Thls is, however, a potentlal.lyl

<"

hazardous arrangement of power in the orgamzatlon. Without clearly'_ﬁ,:f_“i-

“ m, goals, objectwes and strategles and an organi'

N

camutment to the pr1nc1ples of partlctrgétron, there could be

abuse. If a 1eader were to emerge on the basis of - a strOnQ

eloquent will, there is a risk that power and authonty would emerge 1

Ly a concentrated and threatenmg manner.  As dlscussed earher, the
: Network rehes upon a, non—-threatenmg, relatlvely cdoscure power base to
) sustam 1ts support from individual agencies. The embodiment of power

and authority in a smgle or small group of'persons would qulckly erode | v
the foundatlon of the Network as ‘members escape the influence of yetb.
* another ccmpetltor for environmental resources, and ove\r vmom there is

. reduced membershlp control.

'I'he need for organlzatlonal mtegrlty cannot then be substltuted
“with strong leadership in the long term. v'I'he Network must recogmze
its need to de\ielop"internal ‘mechanisms by which organizational purpose
and goals are developed, evaluated and enforced. It, Alike any social
system, " wages a constant battle agalnst entropic dlsorganlzmg forces

and must encourage the 'growth of organizational culture as a counter-
) : ) _ _

entrOpic:? “f‘orce .
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Future Growth and Developnient - A ‘&stems View

-

In keeping with the; process or systems orientation of this

 thesis, it is possible to consider the future of the Network as an

organizational entity. The Network attempts to act as a device for co-
ordination and integration,in the cammunity services environment. As

an organiiation it absorbs and stores inputs from the environment which

it converts to outputs. It also, as an organization, 'needs to cénsume :

inputs to sustéin it‘s_ involvement in an internal dystemic process.

The internal systemic process operant in  any orgénizati.on
implies a state of dynamic movement. If an organization becomes -s:at;c
and fails to absorb environmental inputs, it will succumb to entropy
and dissolve. | There ‘ap‘pears. to be little risk of this to the Red Deer
Community Services Network as the organizatior}\ caontinues to be involved
in a 'variezy of boundary spanning activities. There is an ongoing

process of definition, planning, delivery evéluation and feedback,

" which would seem to. assure 'continuedvexistence. The Network, in this

way, continues to fulfill certain environmental needs.

There is same question as to whether the need in the environment’

£

e /

that the Network is filling is that for co-ordination and

integration. While it is quite successful at co-ordinating the various
; .

functions, tasks and roles.in meeting its own organizational needs,

there 1s no evidence to suggest that it ~is ‘acting in such an
instrumental fashion for the broader environment. And, while there 48
an indication frcxn. members that the brganization is achieving a degree
ofl'iritegration through shared norms and values (culture) ‘there ié no
evidence to suggest ‘that 'is promoting the ‘same conditions in the

broader enviromnment. In order for the Network to play such a role, it

FerN
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would require the endorsement of a mandate to that effect from other

wenvircrnnental entities. This has not been the case.

~ Although there have been several :ef,forts‘ at envi.romﬁental or
cdmmitywide‘ co—ordiéﬂ:kion among service groups, there has been no‘
obvious articulation Of what this really means. If .the Network has
contnbuted to greater co-ordination and integration in this
envirormment, 1t has done 8o as a re;sult of mformai internal processes
or as a byproduet of its act1v1t1es. To 1dent1fy envuonmental co~

ordination as a purpose for an inter-agency orgam.zatlon is unrealistic

.both m terms of concept and in. terms of resources. The envirornnant

as a system is much too complex to co-ordmate or mtegrate with thq
inconsistent investment of resources and commtments from voluntary

partlclpants. The best that the mter-agency ofgquzatlon can hope to

achleve is co-ordmatlon and mtegratmn within its own s;@tem.

Organization and the‘ ccxmmnity Deyelcpmer;t ‘Proc&s 4_ , S

The 'defihitiog',‘ of the commmity development process found
earlier in this thesis provides a basis fo\r its conception as: ‘having
the prerequlslte charactenstlc of orgamzatlcn among the people
utilizing it as a means of environmental change:— This definition
deliberately precludes the inference that the change sought by the
organlzatlcn could be Judged Es:mvely or negatlvely, only that the
change 1is one they sought collectlvely. In fact, by defm;tmn
camm’mit‘:y develqmcht hi;t@érically and in its world-wide application,
challenged the status quo - be that good or bad. Therefore, this
thesis is based on an understandinﬂg of community development which

recognizes that the inherént good of the process comes from the
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2. an envirdnmntal .change as a result of the activ':'.t’ies.

« ) . 08

internal organizational change which occurs as a result of:

1. a commitment to an organizational process resulting in collectively

directed activities, and

While the second benefit cannot always be guaranteed, the first; if the_

principles of the procesls. are adopted, can have a positive impact for’
o .. : .

partiqipants despite the risk of failure in achieving significant

vironmental change. Tt is this first aspect of the process which
eqviror .,

- has received emphasis here. = The need for internal organizational

integration demands attention by the community development process in

" the quest for change of greater magnitude in the economic, social or

l political mileau.

»

is organizational integration can be understood as a form of

culture emerging in the group. Culture gives a community the systemic

. fortitude and strength required to’'respond to the dynamic state of the

relationship to the environment.. Changes and fluctuations in the’
environment are inevitable, as they are in the organization and the
develbpment of culture allows for the successful articulation of these

changes. There are systemic’ responses developed which make molehills

out of mountains by providing a cultural interpretation of the

changes, an interpretation which" is coherent to organizational
participants.

This is not to suggest, however, that the organization exists

.only to sustain itself. The development in'community development

refers to both the emergence of culture in the organization and to

change in the environment. The extent to which environmental change is

'~ realized depends largely upon how success is ’defined, "“which in turn

stems from the definition of clear purpose ’and"",goals. Development as.
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B proceas defined 'actii/ity implies change; change\which is directed by a

predefined objective arnd is evaluated agamst this expectation. - The

‘\

organization 8 cultural attributes must ensure that the process of
purpose, objective, activity, eva.luatlon and feedbdck proVJ.des guxdance
to deve_lopmenta Oomm.mity development is a technique of change which
is utili‘zed‘ in various scales in a variety of social condltions.
Although the degree of sopmeticatiom formality and structure may vary
greatly between them these organizational quaht{e; are necessary for
the acoquplisl'nnent of change.

Failure "to  .recognize the requirement for organizatjpnal
development subjects che group to entropic pressures with which it
cannot realistically cope Entropy as a natural process of death
'through. disorganization (be it cells in an organism or people in a
group) can be countered with ~proper regard for the health of the
organism (or organization) There are undoubtedly those who feel that

it is improper to place extra—ordma,y emphasis on this aspect of the

community development process becauee of the risk of a.( inappropriate

‘_.prolongmg of the group's exlstence beyond its ongmal purpose. While

" this may be a problem in real1ty, tt should not be theoretlcally,

because an orgamzatlon should reach an-awareness, through evaluation
™~
and feedback, of having succeeded in its purpose (or not being able to

succeed) and dissolving itself.

) -
'I‘he greater risk of failing to recognize the importance of the

. orgamzatlon 8 culture in development is that of reducing the process

to one of anarchy and/or tyranny. msorder is a reflection of the
inability of the culture to adequately contend with the pressures of
entropy and ultimately is destructive to the purpose of  the

organization. 'While there may be some hope that out of the disorder
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will emerge the opportunity for improvement or' restructuring it is .
| ultik:ately;; the end of organized action and‘_ma,rks t.he place of starting
over. )

*  The other risk of failing to promote cultural strength in an
orQanizition is that weakness creates a vacuum in which' ooncentrated
leadership can develop. This allows ir'xdiv‘iduals or small subgroups to
take control ov/er Jthe‘ purﬁése and activities of the group without being
directly accountable. ‘ While this may not be necessarily bad and
acdountability may be being tdcitly appliéd, the consequences agéin are
'ultimately -fatal -for the organization as a’mecha‘mism for community
development. It becomes in fac£ a host for sometimes subtle, ‘sanetimes
obvious, tyranny. ‘ |

Conclusions
‘ The case study of the Red beer Community Services Network has
illustrated an analysis of the organization, its culture and
development. These are ingredients which, - with some exceptiong, are

not typically 'emphaéized in attempting to understand the community’
de;‘zelopment process. - ” )

" Both systems theory and organizational theory dre valuable in
camprehending the foundations and context of commnities and their role
in affecting change. Systems theory forces an analysis of the whole
situation, the organization, its environment and the dynamics of intra
system and inter system rel.ationships: Ozfganizaticxxal théofy, ‘which
is integi‘élly linked to open systems-theory, provides an opportunity to
examine \;arious qualities Iof groups‘ as they relate to the planning and
stﬂaging of activities. " It also introddces the coawept - of

organizational culture, which 1S an appropriate and useful synthesis of
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various organizational attributes. It is a micro scale application of
t‘neoxzies and explanations used to describe society-wide culture.
The Red Deer Community Services is an orémiz.ation which is both
a product of and utilizes the community development process. It meets '
the systems definition deVeloéed éarlier in this thesis in that it:
1. sustains the ongoing characteristics of internal .
organizations, |
2. operates on the basis of a shared need for co-operation and
co-cgrdination, |
3. uses an integrated participatory plar;nmg process for the
development of activities. !
"7 4, accesses the resources provided vby-manbers and elsewhere in
the environment to generate activities whicﬁ are intended\
to change the environment (by facilitating co-operation and

adding to individual competence).

Altljnxgh the case study has focused upon the first of these four
elements of the definition, the others .have also been addressed
because, in the true sense of proceés and systems, they are integrally
linked. On the basis of the infor_matioh generated by the case study
the Network can be considered. to be successfully defined as a’ community
development aQent. In particular, the case -study has identified
_specific areas which 1nfluence its ability to sustain the process.
Using ten different aspetts or measures of orgamzatmnalr

qualxty, it was determmed that the Red Deer Community Services " Network

~ is developing cultural strength, although there is reason to pe



impaired by the group's inter-agency nature and the implicit desire N
a degree of vagueness, identity. and boundaries nged to be more cleariy &

' A : Te V _
defined. R W LA

The other area requiring attex"xtion is the cr.itil
purpose and goals. Although ﬁhqge were articulaﬁed earlier in the
organization'vs ﬁistory, passing time and attfition in the leadership
have resulted in their confusion. It is thought that most members have
some confidence that their assmuptions’about the general purpose is
sound, based on the%r uxxderStanding of the traditional role ®¥f inter-
agency groups and on their experience -with the group's act{vities._
While this may b? adequate, it is not optimal and an organization wide

; process of defining the purpose and specific goals would contribute’ to

w
o P

a solidification of the group's foundation. ' i

The overall positive results on the oghejr cultural Jualities,
suggests - that the organization can address these issues succ;ssfully.
It is very important for inter-agency organizations in pa.rtiq‘u“iar, to
maintain a strong cultural foundation. There are extra-ordinary
entropic pressures on a group which attempts to cmtinuously se;tisfy
the diverse interests and demands of members which are iMepédmt
entities in the same general environment.

The problem with identity and purpose that was identified in the
Network is not uncommon in camwmanity orgahizations and activities. The

community development pfooess often neglects t;hese important aspects of

~
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organization on the basis o‘f the d%_nocratic attitude of not wanting to
be seen excluding anybody or in not narrowing the frame of reference to
the degree t'hat participation‘ is inhibited. This neglectful approach
limits effectiveness in the 1cr;g-term and tarnishes the image of the
community developnmt‘: process ovorall Participants can be frustrated
by the incompleteness of the process leading to diminished comnitmmf:.
Observers and other environmental mtitie§ came to view the process and
the organization with suspicion and cauti‘on_

“  people who employ the commmity development “process would be
well gerved by Seing more aware of the organizational needs and
qualities of the groups with which they work. Increased engi;asis on
developing internally will improve success on effecting meaningful

i

change in the environment.



Allport, F. H. Theories of Perception and the Concept of

Structure, 1955, wWiley, New York.

Attkisson, C.; Hargreaves, W; Horowitz, M; Soronsen, J. @ Evaluation of

Human $eéervice Programs London: Academic Press, 1978.

T

Bedeiaxla Arthur G. Organitatims Theory and Analysis, Hinsdale,
91:Dryden, 1980..

Berowitz, Bill. Community Dreams. Impact Publishers, 1984, San Louis
Obispo.

H

- Biddle, W.W. & Biddle, L.J. 'ma Community Development Ptocessx The -

Redis-covery of Local Initiative. Holc. Rinehart & Winston, Inc., New
York, 1965. v G

\ Boulding, Kenneth E. General Systems 'I'heqry: The Skeleton of Science,

Management Science 2, 1956.

Brokensha, D. & Hodge, P. Commmity Development: An Interpretation.
‘San Francisco: Chandler Publishing. co., 1969, :

. x . - - :
Brown, J. Douglas. The Human Nature of Organizations. AMAOOM, New
York, 1973. )

Cary, Lee J. ed. Community Development as a Process. Uhiversity of -
Missouri Press, 1970. -~

Chekki, Dan A. ed. Camlumty Development : Theo and Method of
Planned Change. Vikas P@hshmg House, New De . ¢

Churchman, C. West. The Systems Approach. Delta, New York, 1968.

Coleman, J. S. Community Disorganization. New York: Harcourt, 1966.

Cox, Fred M; Erlich, John L., Rothman, Jack and Tropman, Jéhn E.
Strategies of Community Organization. 3rd Ed. F.E. Peacock Inc.
Itasca, Ill. K 1979. ' -

Daft,, Richard L. Orgamzatmn 'I‘heory and Deslgn, 2nd E4. West
'Publlshmg Co. St. Paul Mn. 1986.

- Davie, Lynn E. Community Development in the Oo-operatwe- Extension
Serv1ce Journal of the Community Development Soc:.ety, Vol. 14, No. 2
1983.

¥

Dav1e, L.; Patterson, T.:; MacKeracher, /6 and Cawley, R. Shapes -
tute fo

Shared Process Evaluation System Handbook Ontario Insti
Studies in Education, Toronto, 1979.

D111man, ‘Don A. Mail and Telepheric Surveys The- 'Ibtal Design Meth)d

John Wlley & Sons, New York, 1977/.

111



%

Freeman, Linton. Patterns of Local Commanity I.padetahig. New York,
The Bobbe Merrill To. fnc.. 1968,

Freire, Paulo. Pedagqy of the q:preased ~ Seabury Press, New York,
1970.

Goulet, D. The Cruel Choice. New York: Athenemn, 1977.

Goering, Paula and Rogers, Joy. A model for \Planning Interagency
erdination, Canada's Mancal Hsalth. March, 198’5 .

’

Hasenfeld, Y. and Tropman, John E. Interw zational Relations:
i nization in COX

Imlicatiom for %itx Organizers y_Organ
et al, . . e .

Hynam, C.A.S8. A Unique Challenge for cammty mwlm The
Alberta Experience, Community Development Joumal Vol. Number 1,
January 1973.

Kahi, Alfred J. . Theory and Practice of Social Plaming Russel Sage
Foundation: New York, 1969. ‘

Katz, Daniel & Kahn, Robert. The Social Psychology of Ot@nizations
2nd E4d. John Wiley & Sons, 1978, New York. -

Kramer, Ralphi M. and Specht, Harry. Readings in Community Organization
Prastice. C7 2rd Ed. Prentice Hall, EEI%_ Cliffs, N.Y. ?575.

Levine, Sol; White, Paul E; Paul, Benjamm D Commmity
Interorganizational Problems in Providing Medical Care and Social
Services Amer ican Journal of Public Health, Vol. 53, No. 8.

¢

Levine, Sol; White, Paul E. Exchange as a comeptual Framework for

the Study of Inter-organizational relationshlp. Admmzstrative Science

Quarterly, 5, March, 1961.
Litwak, gene, Hylton, Lydn F; Inteorganizational Analysis: A

Hypothesis - an~ Co-ordinating hgenc:.es. Administrative Science
martetlx, 6, March, 1962. ] _

mtmk, Bugene and Meyer, Henry J. - A Balance Theory of Qo~ordination
Between Bureaucratic Organizations and Community Primary Groups -
Administrative Science Quarterly, Vol. 2, No. l,( June 1966.

Litwak, Eugene and Rothpan, Jack.  The Impact of - Orgamzatlonal

Structure and Linkage on Programs and Services m Strategies of
community Organization, Oox et al !gs.f —3rd Ed., F. R. Peacock Inc.

1980,

Lotz, J. Understanding Canada. 'I‘ofonﬁo: N.é. Press Ltd., 1977.

Mayo, M. Community Development: A radical alternative? In R. 1y’

and M. Brake (eds.), Radical Social Work. Nes\’!ei; Pant Booksi
19750 . M




-

.

" Harper, 1963.

o | . - \113

A
- <

Merton, R. K. & Nisbet, R. (A. Oonwuporary Social Problems.
Harcourt, New York, 1966.”

Morria, Robert. “New concepts in com\mity Organiution" in 'I'hc SOcial

Welfare Forum, New York: Columbia.University Press. 1961.

Nisbet. The st for caommunity: a study in the ethics of order and
freedom. New %’EE, 5?!'613 University Press, 1953. _

Nisbet, Robert A. The Sociological Tradition. New York, Basic, 1966.

3 Peeéers, T. J. In Search of. Excelleme 1982.

Peeﬁeru T J. A Passion for Excellemee 1985. v

Riley, Matilda white. Sociological Rasearch I - A Case Agproach
Harcourt, New York, 1963. ,

Perlman, Robert and Gurin, Arnold. Community Orggnizanon and Social -
Planning. John Wiley & Sons Inc. NewYork, 1972.

o,,.'

Roberts, H. Ww. Ccmnumty Developmenb/ Learning and Action. Toronto:
Umversity of Toronto Press, 1579.

Rothman, Jack Three Models of cqnmnity_o;ganiunon Practice. Social

Work Practice, TO%8, New York, Columbia University Pregs, 1968.

schein, Bdgar H. Process Consultation: Its Roleé in oﬁmiution .
Development . Pddison—Wesley. Reading, Mass. 1969.

Schein, gar H. ~ ganizational Culture and headerahig &oesey-Bass
Publishers, San Francisco, 1985. )

" Schneider, Louis. Classical Theories of Social Change. Genera.l

Learning Press, WNew Jersey, 19/6.

Schtm\aci'xer, E. F. Small is Beautiful. London Abacus, 1974,

Taylor,» Ethel. Personal Interview. . Januaxy 24, 1986. = Former
Chalrpersm Red Deer Social Planning Council.

'I'hanasm, George F. The Professional Agproach to. Caununi_y Work.
Sands & Co., I.cndcn, 1939‘ .

'I'runpson, James D.; McEwan, W1111am Jes - 2r_g§mz.étiorm1 _Gpais and -
.Enviromment: Goal-Setting as an Interation Process. American

50c10Togxcal Rev1en, 23 February, 1958. o .

- Tomies,’ Ferdmand Community and Society: (Gemefnschaft and
Gesellschaft).  Tr. (from Gorman) ed. by Charles g Locmis.,  New York,

.



RED DEER COMMUNITY SERVICES NETWORK

b -

, aan

/

14 ,

¥



115

© RED DEER COMMNITY SERVICES NETWORK . . *
o ‘,i *“_" & T .
: K s .
 QUESTIONNAIRE . =
¥ i . : N 7

; . ,
1. How long have you been afgending Ne % meetings?

1) Less than 3 ponths. *

"
o

"2, 3 to 6 months.
3) 7 to 12 months.
4) ‘more than 12 months.

4 . H. ‘ . \’7

2. To what extent have you been involved in the Network? '
1) ’Attend meetings only. z
2) Have atte'rid’ed Network sponsored events.
, 3) Have actively vparticv:ipated in planning’and organization

of Network activities.

3. Are you the chief executive of your organization or agency?
(eg. director, board chairman)
© 1) Yes.

2) No.
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~. . Would you please rate, .in your own opinion, the Red Deer

" Community Services Network ‘according to: (Please circle the choice

_ that best estimates your beliefs)

Z_l.. COMMUNICATION:
I '
l. : 2' 3‘

Poor_ internval
. communication.
Few opportunities.

- 2. IDENTITY:
lc R 25 . 3-

‘Boundary between
who is in the
Network and who
is not very
unclear, or not .
present.

3. LEADERSHIP:

lo 2- . . 30
Group needs for
leadership unmet

- or ¢too concentra-
trated.

.

g

4.

Average

4.‘

{_

5, © 6. 7.

Well developed

. communication
between and
among Partici-
pants.

t

5.« 6. T

Organizational
boundaries ; .
clear. Easy to
tell who is a
part of Network
. and who is not.

5. 6. 7.

Leadership
needs met and
evenly distri-
buted.
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.. 4, COHESION: .

1. 2. 3. - 4 5. . B
Members distrust- : | .~ Optimal .cohesion ~
ful and non- : feelings of trus
sharing. ' Respect & Frien
Atmosphere ‘ liness.

« /v—///
. 5. UNIQUENESS AND MEANING: : o
1. 2. 3. 4. 5. 6. 7.
No sense of _ - Group unique and
meaning or : ' \ meaningful.
group spirit. Spirit obvious
and shared.
6. DECISION-MAKING: . ‘

1. 2. 3. 4. . 5. 6. 7.

Grdpp indecisiye ' ' ' 4 . Consensus sought

decisions made - and tested, high

by few, no degree of parti-

opportunities »  cipation in

for share in : o . decision-making
, decisions. : Qé; process.

7.. PURPOSE AND GOALS:

1. o2 3. 4. 5. 6 7.
Confused, diverse ' . 'kClear to all,

. conflicting, ‘ shared and |
unclear. , ‘ accepted orgari-
' izational
~ activities are

consistent with
. goals.

2



functioning or

8. ACTIVITIES:

L. 2. | 3

Ineffecti ve,
unrelated to
goals, not ,

1. 2. 3.
No means of
receiving feed-
back on group

activities.
Feedback not
integrated into.
subsequent '

~decisions.

10. CREATIVITY AND GROWTH:
l. - 2. 3.

Menmbers and

- group in a rut;

operate routinely
persons stereo-
typed and rigid
in their roles,
no progress.

118

i 60 - . 7. )

Effective, Goal-
" related, meaning-
fLIL. K

_ 6. A

©  Feedback facilita
ted or integrated.

6. : 7.

Group flexible

seeks new and

better ways;

Aindividuals = . o
- changing and

' growing; creative

individually A

Pl

>

supported.
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3.

.. prepared to meet them.
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FCSS FUNDING PROPOSAL

Project Name: Red Deer Community Services Network

History: Interagency qrganizatibns have a long history in Red
Deer. It is apparent that informal meetings have taken place for

at legst twenty five years and the development of such important

services as the Family Service Bureau Counselling
progha are a result of early interagency efforts. ‘

Unfoftunately, interagency groups have also had-a-history of early
dissolution. The present network was most conscious of this risk

and deliberately planned its events and programs SO that membeTrs

could  realize tangible benefits from their on-going
participation. The Network was created in late 1982 .under the
leadership of the John Howard Society, Red Deer AID serfice, Fcss
Department, Alberta Social Services Consultation Unit, ~and the

Status of Women. This cover group applied for, and received

funding from FCSS and the United Way to deliver four workshops in
1983, The workshops were instrumental in attracting new members
to the Network and the unqualified success of the program has led
to its continuation —four more workshops will have been completed
by the end of 1984. The same funders have been involved.

The FCSS Spec':ial Projects Funding Committee informed __the Network
this year that continued funding could not be provided within the
terms of their program and we were encouraged to apply for regular
funding. ~ In light of our stability over the past two years ard a
new, more formalized structure; and in light of our growing
membership and obvious success with programs; we are intending to
even further expand our role and our profile within the community.

Need: The history of interagency groups within ouwr commnity
amply substantiates their need. Historical lack of success seems
to lie with the fact that—they remained informal and more
importantly that they were not active in programming or projects.
The success of Network workshops and the excellent attendance at
meetings throughout the past two years, substantiates that a
commmnity need is clearly being met. The Network clearly assumes
many of the responsibilities that might have fallen to a Red Deer
Social Planning Council and while the Network does not suppose to
substantiate for a Social Planning Council it does fulfill a
crucial community function. ' '

Community Services Network activity can be deemed preventive in at
least "two respects:

1) As a regularly scheduled forum, it provides opportunity for
individual agencies to keep abreast of community development,
. thereéby enabling members to anticipate problems and be

~
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2) . Professional development workshops are presentegi to both
‘ volunteering and paid staff of organizations--—thiy education
function benefits clients of all the agencies who part:.cipate.

I
LY

Goals and Objectives: A

o

1. To provide a forum for the exchange of .ideas and information
relevant to the community.

2. To enhance relatlonshlps betweén ' agencies who might not
,othemse meet.

3. To organize professional development opportunities to meet the
" needs of the community locally (presently these are avaxlable
only outsuie of Red Deer).

4. To organize and present a major conference in Red Deer.
Besides establishing a theme relevant to the entire ccmmunity,
it would serve by its preparation, to link member agencxes and
identify the community Services Network. -

Delivery Model/Staffing: Monthly meetings are held during which

time presentations of common interest are made, community needs

" are discussed, and comittees are established to develop tang1b1e

projects to meet the expressed- needs. ‘

Executive officers have been elected by the participants in the

- Network and all activity is conducted on a voluntary basis.

BEvaluation: All workshops have been (and Wwill be) evaluated
individually. These, with the conference, will provide the major
indicators of success or failure of the Community Services
Network. On—going participation and attendance of member agencies
will also be a factor in determining whether we are successfully
meeting a community need.

1985 Spring Oonferenceo The conference accounts for a large part
of our 1985 operatmg budget.

It is proposed that a well planned, high proflle and rewardmg
special event in the form of a Central Albe¢rta interagency
conference could!be highly successful. The purpoges of such a
conference are:

1. To provide the oppoft\mity for local agency personnel (staff
and volunteer) who are constrained by budget and time to:

a) be exposed to high quality educational
delivered by leaders in specialty fields

b) regenerate their enthusiasm and commitment

c) came together in a common location (with the byproduct of
sharmg and enhanced interagency communication)

rtunities
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2. To economize by having well qualified speakers and educators
come to Red Deer. ‘
. A\ ,
3. To raise the profile of the Network both within 'the service
commnity and in the public eye.

We feel that in order to achieve these goals’it is critical to bring in
speakers with national or even international credibility. Many
individuals who work on the front lines of agencies or who volunteer
their time never have the opportunity to attend events of this nature
and caliber. Quality obviously has a high price tag and, although we
have been financially succesq('f“’ with our workshops, we feel that FCSS
help will be necessary if the cost is to be kept within reach of most
agencies. ' '
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RED DEER COMMUNITY SERVICES NETWORK
Proposed 1985 Operating Budget

EXPENSES

Copying and Postage
1Z mailings @ 50 ea x .32 = $192
3 pages x 50 copies x 20 occasions x $.11 each =330
Printing brochures, flyers, posters, etc.
Room rentals (10 meetings @$10 ea) g
Workshop expenses '

Room rental : $150
Supplies (coffee, etc.) 50
Speakers fees ° 1,000
Conference ‘expenses :
Room rentals 500
Speakers fees - 3,000
Promotions & advertising 700
Printing 500
REVENUE

Membership 30 @$10 ea
Workshops 120 @510 ea
Conference fees 100 @$20 ea
Conference sponsorships -

DEFICIT

123

520
800
100

1,200

4,700

$7,320
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COMMUNITY SERVICES NETWORK

Lo+
*

In the past year these agenc‘ies "have been involved in the
Community Services Network:

[
]
f

John Howard Soceity * = - .
CARE Immigrant center
Red Deer AID Service
Family and Commmnity Support Services
Youth and Volunteer center
United Way
Block Parents .
Community Relations, ASSCH -
Red Cross pey
Girl Guides X
Red Deetr Regional Hospital Centre
Consultation Unit ASSCH ~
Canadian Mental Health Assoc1at10n
Unemployment Action Center
Boy Scouts
Salvation Army ’
s Central Alberta Women's Emergency Shelter
Catholic Social Services
Michener Center :
Community Corrections
‘Family Service Bureau

Many other community organizations and agencies have attended the
workshops sponsored by the Commmnity Services Network.
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RECOMMENDATIONS TO INTERAGENCY COUNCIL

Establi@ a more structured organization by: -

a) Electing an’ executive (i.e. chairperson, secretary/treasurer,
vice~chairperson) for cne year terms each at the June meeting.

b) Appointing standing committees on egs. programs, volunteers,
newsletter, planning. Plan and propose relevant events
policies etc. for adoption by Council.

c) Having regular meetings (probably six .per year with  two
additional membership events. Stay with the 2nd Wednesday of
the month at noon. . ' ‘

i

~
I

Establish a consistent location for meetings eg. library or other.

hY

Charge a membership fee which woul_d "entitle members to voting
privileges, priority enrollments in programs and reduced fees for
eVentS. . ~

Establish an annual budget for operation of Obuncil including
programs (major responsibility for this falls to program and
planning committees in conjunction with the executive). :
Members should be an established organization which serves the
public in some way and be non-profit. .

Each member, organization, or agency shall have one vote.
. - ' 4 ]‘ )
A quorum shall be a member of the executive and six members-at-
large. \
y ) .

That the general purpose of the Interagency Council remain that of
providing tangible benefits to its members in the form of
education, communication and shared resources.

@]

That the planning committee be established immediately td develop
concrete goals and dbjectives for both the immediate and. long term.

— d

10. That in order to establish autonomy and uniqueness we change; the

name of our organization to the ~

Community Resource Council
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. ¢ SOCIAL PLANNING COUNCIL OF ) - |
RED DEER AND DISTRICT ©
PURPOSES AND OBJECTS: \
.,__../ .

The primary purposes and objects. of the Council shall be to, tesearch
into, plan and develop proposals to fulfill the existing and future
social needs of the citizens of Red Deer and District to contribute to
their general well-being. . The Council shall.be independent in these
_objects:  hbut shall cb-operate with interested individuals,
- organizations, agencies and governmental departments in attaining anhd
ma/in;ainih‘g the hig‘nest possible standards of community services.
To this end, the Council shall, tob-‘the extent of its ability and
resources, attempt: S ‘
o . =
(1) To_ promote the establlshment and develq:ment of caommunity’ '
‘sermces : : , o ’
i \ "\
(2) To provide a vehicle and nucleus facilitating ooordmation and
co-operation among social agenc1es. _ ‘

¢

(3)  To research and evaluate social problems and resources with
emphasis on planning for improved social services on all levels.

(4) To gather and disseminate information. of social problems ard
needs ‘ R

(a)” to pramote public awareness and understanding af them,
(p) to.make available to social agencies such information.

(5) To recruit su1table and capable md:.v:.duals, both professional
and voluntary to ensure leadership and personnel essennal to the
attainment of these objectwes.

3

]

(6) To carry on such other activities in relation to the foregomg as
may be deemed advisable. ‘

+

T



128

NEWS ,RELEASE

January, 1966.

f¢ﬂ1“*(j’ THE SCCIAL | PLANNING COUNCIL OF RED DEER AND DISTRICT

‘ The iSocial Plannlng Oounc11 of Red Deer and District are holdmg
a general‘ peetmg om January 3lst, 1966 at t/he)South School Auditorium,
'4418 - 48 Avenue. Mr. G, A. Eyford, Assistant Director, Depa&tmmt of-
Extension, Unlversn:y of Alberta, will be. the guest speaker.

 The cons%tutldn of the Soc1al Plannmg Council w1ll be presented_
and! discussed, which if adopted, . will enable the Social Plannmg
Counc11 to carry out the followmg obJectlveS° : :

() To promote the establls}unmt and development of cormunitywv;"
servxces. ,
#
C{2) To. prov1de a vehlcle and nucleus fac;lltatlng coordlnatlon and
S co-operatlon among social agencies. ._
- {3) To research and evaluate social prob‘lems and resources thh
‘ v emphasns on planning for 1mproved social -services on all levels.

(4) To gather and dlssemnate 1hformatlon of soc1al problems and
‘needs, 5
(a) to promote publlc ‘awareness : and mderstandmg of them,
"(b) to make. avallable to social agencies such mformatlon.

(5) To recrmt suitable and capable 1nd1v1duals, both profess:.onal :
: and voluntary to ensure levershlp and persormel essentlal to the
attainment of these objectlves. : / ;
} .
(6) -To carry on such other act1v1t1es 1n relatlon to the foregoing as
may be deemed advisable. . 2l

Ct The function of the Social Planning Couyncil’of Red Deer and -

 District is to pranote understanding of community needs, , to evaluate .
‘social needs if the commnity and to plan how these needs can best be
met. . The Counc:.l will bring together representatives from public and
private - organizations in the field of health, welfare, education and
recreation to study and apply their combined. experience to attain and
maintain the MQWSlble standardsnof commumty services.

: ere is no fee for membershlp in the Soc1al Plannmg Council.and
‘ any individual, orgam.zatlon or group who mshes to attend the General
Meetmg of the Oounc11 is. cordlally invited.

{e
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The Social Planning Council of Red Deer and District will replace
the Red Deer Communhity Welfare Group, which was responsible for several
projects including thé establishment of the Community Clothing Bank,
the Family ' Service Bureau, the Christma$ Bureau, the Directory of
community Services and ~studies of social problems such as "Effective
Social Welfare Services” pt a Local Level" and "Adopt:.on in Alberta"

At the present t1me the Social Plannmg Counmk"are studying ’
preventive welfare services required in this area.and are preparing a
brief to recommend the structure that will provide the most effective
method of planmng and mplementmg preventive services.

The Planning Oounc11 are also sponsoring the play, A Man for All
Seasons" to be presented in the Memorial Centre at 8:15 p.m., January

. 29th. | The proceeds will go to the Family Service Bureau, which badly -

needs addltlonal funds to prov1de a full-time counselling service.

Members of t’he Board of Directors of the Social Plannmg Council
are: Dr. E. V. Dolinsky, President; Rev. T. J. kroetch, Vice-

" President; Mr. W. D. C. de Balinhard, Treasurer; Mr. W. H. Irvine,

Secretary; Mr. V. Barry, Mrs. K. L. Ford, Alderman Mrs. L. H. Taylor,
Mrs. P. Sherwin, Mr. C. D. Cousineau, Mr. D. Heppurn, Mr. L. Hewson,
Mr. w. Hl bhbb, MI.'. Dt bere, Mro Ro leta. ‘ ‘

Respectfully submitted,
SOCIAL PLANNING. COUNCIL OF RED DEER
AND DISTRICT. E

 (signed) » d. Irvine
W. H. Irvine,
Secretary
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THE SOCIAL PLANNING CGJNCIL OF RED DEER AND DISTRICT -

NEWS RELEASE
‘ September 26, 1966.

s ' ~ ' » -

THE socm PLANNING COUNCIL PLANS AND CO-ORDINATES SERVICES

Sound, meaningful service to people, services that change‘a'nd' grow as
the community changes and grows, must be researched, planned and co-
ordinated if they are to keep abreast with individual, family and’
comunity needs. . This is the momentous task for the Social Planning
Council of Red Deer and District. ‘ .

This worthy organization includes some 24 member agencies and
several individual membérs who are concerned with recognition of. needs,
evdluation of present services and, when necessary, planning and
inaugurating new services to meet community needs. ,

_ The Council originally dealt primarily with welfare problems, but
»"ié;%:r;adually broadening its scope to concern in health, education,
reckeation and employment trends as they affect the social well-being
of community members. -They are vitally interested in any service that
will enrich family%life and enhance individual potential.

The Council began in 1960 when a small group'Lof interested
- individuals concerned themselves with unmet coammunity needs. They were .
then ¥nown as the Red Deer commmity Welfare Group, ’ and from 1960 to
1965 undertook studies, prepared-briefs, expressed condern about what
was happening ' in our community and gradually had several new services
established, including the Red Deer Family Service Bureau, the
Community Clothing Bank and the Christmas Bureau. ' K

By 1965 Red Deer and District were ready for a full-fledged
Social Planmning Council. In the spring of 1965 a pubkic meeting was
called with representation from 46 public_and private dgencies from all
‘the fields of service. At thils -meeting*‘ Social Planning council

came into<being. o A ‘ .
_ The Council attempts to have a full working knowledge of all
agency service presently offered in this area, and an understanding of
unmet commnity needs. The research and planning services of the -
Council are open to any agency or indiyidual who requires them. When a
project  is to ‘be researched, vol%mteer citizens who are vitally
interested in that particular field are involved at committee level,
and several dozen volunteers are presently quietly working for our
community and carrying out this important function. Present committees
of research include The Prevéntive Social Service Study Committee, the
Volunteer Bureau Committee, and Family OCounsellors and Family Life
Education Committee. As these cammittees coamplete their work the

community will be enhanced by their researched recaxmendati@q;.

'v& N
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. The work load has now increased to where it is necessary to hire
a Social Planner with a broad knowledge of the Social Service field,
This step is of primary importance in the Preventive Social Service
field because of the new service requirements that must be introduced
at each municipality level, such as Home Call and Day Call Programs.
The planner can give leadershlp and assistance to the vast planning
task requlred for our area. -

Present Board members of the Council are:!

Dr.

E. V. Dolinsky, President

Rev. Thomas J. Kroetch; Vice-President -

Mr.
Mr.
Mr.
Mr.
Mr.
. Mr.
Mr.

W. D. C. deBalinhard, Treasurer

‘W. Harland Irvine, Secretary

C. D. Cousineau
Robert W. Cundy
James Foster
Donald W. Hepburn
Les Hewson

g ¥
e

Mrs. W. H. (Celia) Love

Mr.
Mr.

If -

Warren H. Mabb
Donald Moore

Mrs. L. H. (Ethel) Taylor '
A ‘ ‘ - :ﬁu ‘. E L

all services are to serve the peop . with the best posslble

co-ordination between agencies, and in the y-up to date methods, a
strong, vital Social Planning Council is of prlme importance. -

A

o
Res’pec;.‘fx;l]:; submi tted

SOCIAL PLANNING COUNCIL OF RED DEER
& DISTRICT ~

W. H, Irviné,
Secretary
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SOCIAL PLANNING .COUNCIL OF RED DEER AND DISTRICT

Notice of Annual Meeting and the Order of Business

-

. w —

3/ MEETING: Thursday, May 18th, 1972

'I'he Snell Gallery, Red Deer Public lerary

8:00 o'clock evening

~

ORDER OF BUSINESS:

Call >to Order and Welocome: President,,M'r, NDon Hepburn
‘ &‘ Commi ttee Réports of chairman or alternates: |
1., Christmas Bureau-
2. Committee on Aging.
3. Family Li-fe Education
4. Others |
Financial <Statement
. Report ofv.Special Comnitee of Four o
Réport of the President |
Election of dfficers
‘New Busi)n&ss

Adjournment: |

[}

MDRTION OF THE COMMITTEE OF FOUR:

“That, since it is felt that a Committee of- -would be a
workable number to carry on the work of the Social Plannmg Council of
Red Deer and District; to study, co-ordinate and research social needs
in the Community, inconsultation with resource persons, to disseminate
information to the public, and to stimulate action and programs to

answer such social needs; it is hereby recommended that the Social

Plahning Council of Red Deer & District appoint a Committee of Four and
charge them with the responsibilities as outlined above; that this
~ Committee be Mrs. J. Goin, Mrs. A. Hill, Mr. G. Graham and
vesessessess, and that the Secretary of the Cduncil be a351gned to the

Committee as an ex-officio member. Or to do othermse as the Social

Planmng Council, in its wisdom, deems best.”

A



APPENDIX IV
INTER~-AGENCY FORUM
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INTERAGENCY FORUM -

CQMMENTS :

1. The Forum is not a formal organization. It exists at the will of
those who attend. It is neither a Board of Directors mnor a
committee. ‘ '

. 'I‘he purpose  of the Forum is to brmg together agency staff and
provide an informal setting that will promote person—to—person
.and agency-to—agency cammanication. v
For those who are seeking greater formallty and sophlstlcatlon, I
suggest’ that you are looking in the wrong place. Te Forum is
not a proper vehicle for problem-solvmg, staff training, labor
management disputes, or general axe-grinding. It brings us
together. Action is your responmblllty. :

2. Some kind of program is the essential excuse for meeting. Bear
in mind that "great" programs are scarce because of their

 subjective nature. What bores you to tears may be right on for
someone else. Be tolerant. Your turn w1ll come.

3. Your Executive Committee is servmg on a volunteer baSIS. : 'I‘hey‘

‘ have no authority— only a mandate to:

a) call meetings |

b). provide-a program {when posmble)

c) . send a meeting report to all participating agenc1es (with the
help of Preventive Social Services).

RBECOMMENDATIONS : K

1. Start on time - end on time. 12:15 to 1:15 p.m. is sufficient.

2. The following should be regular agenda items:

a) introduction of new staff people.
b) farewell to departing staff people
c) new poljmies adopted by agencies )
d) new pr ms initiated by agencies.
3. The generation of program ideas should remain everyone's

responsibility. Don't leave it to the Executive Committee. They
are just as busy as you are. If you have a suggestion, Dbe
prepared to take part of the responsibility in setting it up.

Dick Chrr, Interim Chairman



2.

3.

Is

a)
b)
c)
d)
e)
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A. INTERAGENCY NEWS BULLETIN SUMMER '74

it of value to you? Yes 36 ; No

Very much so

Tremendous help ‘
Partly, or sametimés

Definitely most informative and helpful
Limited value.

Wwould you like to ~see more of these editions? Yes 33 No 6°

a)
b)

Keep up—to—date'. re: staff, etc.
Very time consuming.-

How often do you feel they should be published? Not at all 3
Once a yeat 12 {Twice a year 19 .

a)
b)

c) .

To bring us up-thSate on changes or new programs.
At least once a year—— more often and shorter news
bulletin may also help.

(Twice a year) if possible due to staff changes.

B. CONTENTS OF MEETINGS

What would you like to see take place?

a)

b)

c)

Speakers 20

1) Who can speak but also who knows how to involve others.
. I don't lean easily by listening. ‘I learn better when

1 am experiencing S
ii) Occasionally

Agency presentations 19
i) Minimal
ii) Partlcularly when significant changes in pohcy or
services are made,

iii) Rotating e

Local issues 21 ; Suggestions welcome:

i) Ample time for exchange - person to person level for
those attending
ii) Coordination of services and case conference idea -
innovative ideas on how to really help people and also
. help and support each other-——more input on new methods .
and more educational content



Historicdlly (two years)
person executive committee which has been

iii)

iv)

v)
" vi)

vii)

viii)
ix)
x)

d) Other:
i)

ii)

iii)

meeting.

l'

Do you feel this is adequate? Yes 28 ;

136

Possibly one person from each agency could be -
responsible for advising Forum of any changes, also
this person might serve as a catalyet in creating
agency interest in the Forum. ]
We might do well to contact persons involved in new’
or special projects from other cammnities in an »
attempt to learn new approaches to doing our various
jobs.

any of the above -~ not the same every time

Continued information of agencies work and areas of
co-operation and coordination of services

Agencies might air their specific problem regarding
local issues and receive feedback

Re: local issues, people with disciplined knowledge

‘of subject matter, please, i.e. less junk talk and

nmore prepa.ratmn on part of speakers
Presentations by agencies of local issues and
programs in areas where mutual cooperation is
enough of an asset to warrant the time spent.
MORE PARTIES!

Non-structured meetings where we can truly meet and
enrich each other

Futurist presentatlon on projections-social, demo—
graphic, etc., over the next ten (10)
years in the Redcbeer area, with SPECIFIC suggest-
ions on how this will affect the silent population
and funding sources of both public and private

agencies -
Good films, i.e., Drug and aAlcohol Commlssion have
same very valuable films. P

" C. STRUCTURE OF THE FORUM

the Interagency Forum has run with a three-
appointed "by the general

-

No O

a) 1f more than three, might be difficult to get them together.
b) But its been the executlve that's been grossly 1nadequate

If not, what Oot:her suggestions do you have?

a) Someone needs to take responsibility to call a meeting - when

and where, etc.
also all the work should not fall on three people.

- and have contact people to feed ideas to, but .
I like the

idea of shared responsibility and shared leadership.

¢

>
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" b) Let's not let the thing burgeon into a full executive and a
full work load

c) Not interested unless méetmgs begin on time, have an agenda,
and are properly chaired. Also, will seldam be able to attend
meetings if on Fridays

d) Perhaps greater awareness of who these three people are, more
clarity on purpose of Intesagency Forum

e) It's not complicated, let it be.



APPENDIX V

QUESTIONAIRE DATA

- FREQUENCIES
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TABLE IV-1

D LENGTH OF MME ATTENDED
o N .

Less than 3 months
3 to 6 months
7 to 12 months
More than 12 months

— Wb b



" TABLE IV-2

)
;~\~-~~‘mcm~rr OF INVOLVEMENT

Pl

Meetings only
Attended Events
Planning & Organization

140



TABLE V-3

CHIEF EXECUTIVE OF OWN ORGANIZATION

Yes
No




AR

-
® .

K '
L ]
\

Y
Minimal 1
2
-3
Average 4
. ) ‘ 5
-7

Optimal

.’Mean = 5.16

TABLE IV-4

RMMSQHAEM@NN

- Mode

wn

NDYOPNOO
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Minimal

Average

i

TABLE TV-5

RATINGS ON IDENTITY

-

- Mode

L]

UV

n
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O

. Minimal

1 0

2 1
-3 1 -

Average 4 4

5 ‘ 9

. 6 7

" Optimal 7 ¥ 3
Mean = 5.16 o Mode = 5 -



L

RATINGS ON COHESION
Minimal 1
2
3
Average 4 '
5 <
, 6
Optimal 7
Mean = 5.68 '

‘Mode

bHONOOO
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TABLE IV-8
RATINGS ON UNIQUENESS AND MEANING

Minimal

;P

1

2 0

: 3 » 2
Average 4 > 2
5 L 12

. 6 Y 6
Minimal 7 & - 3
Mean = 5.24 - Mode = 5

A s
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TABLE IV-9
RATINGS ON DECISION-MAKING

Minimal

1l 0

2" 0

3 1

Average 4 2
- 5 11

. 6 8
Optimal 7 3
Mean = 5.40 Mode = 5
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TABLE IV-10

" RATINGS ON PURPOSE AND GOALS

L

Minimal 1 0 o
2 - ‘ 0
3 * 2
Average 4 6
-5 10
6 6
Optimal 7 1
Mean = 4.92 L Mode = 5
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; 3\ TABLE IV-11

-

RATINGS ON ACTIVITIES

Minimal 1 0
2 0
3 0
Average 4 0
5 -5
6 17
Optimal 7 3
Mean = 5,92 PRI *Mode = 6
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TABLE IV-12

RATINGS ON FEEDBACK

Minimal .1 0 N
2 0
3 1

Average 4 0
5 8

‘ ' 6 13

Optimal 7 3

Mean = 5.68 Mode

1)
N <))
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TABLE IV-13

RATINGS ON CREATIVITY AND GROWTH

I

Minimal

1 0
2 0
3 0
Average 4 2
5 8
6 12
Optimal 7 3
Mean = 5.64 Mode = 6



