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# The purpose of Preventnon Program Management is to provide those individualg
who have current management responsibility for drug” abuse preyention p¢o
igrams  with practlcal‘ information on arfid practice in programming, managing
planning, -resource developmig and dealing witn the needs\of special populations
ror\the continued maintenance and growth of their programa -

*k : ) : :
“ AUDIENCE ' ' M

Y This» t"ammg p—fogram is designed for indjviduals, who carry operamonal or man-
Yaaenﬂe(.t responsibility for drug abuse pre\rent:on programs. .
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LENGTH OF COURSE . - f o )

- .
’ ~

Prevention Program Management \is designed as a [five-day course. ’

-

a . / \” . ‘\\ w Al
COURSE MATERIALS . $
> T . . . 5
Trainer Manuaﬁa K - ‘ ‘
o The Trasner Manuai is designed to be used In conjunction with the Partigi-
pant Marfus! © The Trainer Menual inciudes texciusive of, front matter‘) a

sequence of topical areas anc exercnses, nstructions fof conducti ng the
- vamm.@c(lvmes, and approximate tnmes ‘recauired for each act;wt;
14
¢ * Tne Trainér Manuat aliows for flexibiuty in the deljvery of Prevention Pro-
gram Management for specific training grouos. However, the tranm‘ng team
must-engage in a planning process prior tg the Lrammﬁ event.,

i . - -

.Par’ticépant Manual )
@ ° f’The P'artncup'ant Manual has ‘two primary purposes: (1) to provide the
artxcles that are essential to uﬂderstandnng the content’areas of the course

2. and (2; to provide the dlrec&r} tests, and other forms that participants
neet . '
> . ' R ’ T . - ’ !
a - The dirkctions in,the Participant- Mapuai are intended to supplement those
. given by the trainer(s;. ‘
N Kl - M »
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. INTRODUCTION -
 Rationale ' . . S | - .

Prevention Program Management is'a ‘revisior of ‘the Nationat-Drug-Abuse Center
for Training and Resource Development training package, Prevention: A
Cour'se for ‘Local Program Survival, developed by Ann Bauman in 1977.

- [y

These revisions reflect the gfowth and maturity of the prevention field during
the past 3 years, and are symbolized by the title change. No longer does the
focus of prevention nt'a,ed to bessurvival. The concerns of prevention profes-
sionals now center on effective managément and the operation of sound and valid
programs. The issues are maintenance and growth, rather. than, survival.

The content reVisions echo this development: the revised course is designed to
utilize Nformation and knowledge /derived from theories of generic management

and organizational devetopment, eey m—ietd;
additional opportunities to build upon the successes and experiencés of program
managers, and practical applications of prevention and management concepts to
issues of program growth. o

The Prevention Program Management training proéram is based on the assu?np-
tion that, once established, preventiorh programs are subjgtt to the same princi®
. ples that govern. all organizational life\ ~Without special regard to ithe unique’
_nature of programmatic elefents (e.g.,» change focused on’ the individual,
change focused on -some aspect of the social environment,~etc.), the dynamic
forces that impinge on drug-abuse prevention programs are the same forces that

-impinge on all organizations. toe

. , ’

This' course has been influenced by the theories of organization developed by
Weber (1957), Etzioni (1983), and Rice (1973), and extended by Wells (1974) and
others. These theories describe the primary goals and objectives that any
organization must achieve in order to maintain itself and to accomplish its tasks
effectively. = The major propositions of this group of theories are: C

] The 'or'ganization'must have primary tasks and purposes that jt{stify itse

existence. - N ' . g

- .

. The -forms and processes of an'or‘ganization must be consistent with the
* ,social structure within which the organizatiqn exists.
. Y, ) -
. The. organization and its doals and oblectives_must _be consonant with the

A

’

.

?

cultural efivironment in which the organization exists..

A}
.

"

o The ,o’r'ggapization must have a'me'ans of generating“and’ E] oc_:atihg’ resources
that is consistent with the goals_and objectives of both the organization
and the social and political climate of its community. ",

’ - ' - <. . - -
e . The organization must have the appropriate 'technology:(human competence,

technical skills, an
N M

faterial) to support the work of the enterprise.

=~ M L
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. / . .
.The arganizational form must include‘,clear‘ definition and assignment of
- work based wupon. 3 divLs/ion of labor in combination *with a division of
duthority. - . . “w , .

- ~

’

[ The organization must hav the?means to evaluate’ the effectiveness of .its
work. It must be able to}-‘vaIuate_MﬁggImsﬁmmeﬁﬁﬁme

.. of process);-and-from withaUt (impact on clients and community ).
" < _ ) . \

B . ~ . 0

Finally, the {raining program assumes that program survival can be approached
.in_much the same.way as dr‘ug-§byse_prevention-'-by focusthg on growth, at the
organizatignal, community, and staff levels., Prevention Program Management is
designed Yo provide both specific and generi¢ knowledge about drug abuse pre-
vention and skills to the individuals who are responsibile for the survival of
these programs. . S c '

[y

=g - \ ‘

Course Descriptiop - -

L

| -—Prevention Program Managemeént is a 5-day training experience designed to help

" managers of substance-abuse prevention, programs to maximize the efficiency.and
effectiveness of their programs. The course emphasizes the need to plan for
continued. growth by increasing resource utjlization in currgnt programs,
improving individual management and.planning skills, and exploring alternative
program strategies, funding sources, and efforts disected at special popula-
tions. . ! . ‘ . '

R L. . " . -
The intention of the courselis to proYide_practical information that has been
tailored and adapted to the experiences, philosophies, and' issues of the train-
ing participants. Theories are presented that will encourage participants to
examine creative options in programming, managemeny, and planning which will
make_a difference in their individual situations. s

Rrevention Program Ména@ment, like -the prevention field itself, depends_upoQ
theé energy and commitment of the trainees; the slccess of the training experi-
ence relies upon the willingnéss of the participants to share their experiences,
successes, and frustrations, their openriess 13 new program and management
opportunities, and their apﬂlicatjon of the experiences of the training to their
work environment. ~ :

. S Vo

S . ) e ——— . : . ) .~
Course Godls . . . 4 N
The overall goal of this course is to provide those individuals, who have curs
rent operational or management responsibility for ongoing drug-abuse prevention
. Programs, with thé knowledge and skills necessary to keep the pr;gr‘ém moving
— ahead. To realize this goal, the course will pr"O\(ige participants wjth the
opportunity to gain an understanding of: ) -
¢

’ .

e aEffective drug abuse prevention strategies.

. New directions in.drug abuse prevgntion.
S ' k' x ’ L .
®  Multicultural considerations—im dFug abuse prevention.

-

R




~

- L2

' e . Networking and inter-agency collaboration. )
, : ' o ‘
. ] Humén services management and organizational development. A
. - . ‘ ¢
" ° - Gr‘éntsrﬁanshi})\‘and alternatives to grants.-. - -

_ e ‘. New resqurces in needs assessment, planning, and , evaluation for drug
' abuse prevention programs. = . . o

d

- . ‘ ~ . - - * - - ‘
The course;, s also  designed to‘dev)elop and efihance participants' ~skills in:

N s ‘N B : .

. Community organization . .

° Prografh management : L ' , ‘

o Fund raising . ‘o . _—

| ° Public relations .7 :
| o Work?ng_With other agencies and organizations . -
0 Goal-setting : ' .5
} s N - .
| . Problem-solving .. - S {
f ) Resource identification arid utilization.
' - . \
- ¢ N 4
. . \ \{ N
Module Summary . '
. . ' . -

\'MODULE-I _ This module orients par‘ticipant‘s to the training program,
helps to develop a climate conducive to learning, and pro-
vides an opportunity “for participants to eXchange informa-

, LS . tion,* The pretest’is also conducted during this module.

MODULE |l " The histary of drug ‘abuse_ prevention and definitions of

* prevention are covered. The concept of critical tncidents

. . ~ that contribute to or mitigate again®t survival and .growth
. . _ of prevention programs is presented and explored. Partici- -
* - * pants are given the opportunity to share program growths .
o ‘ strategies. - o : - h

“

MODULES [1l1 & IV These modules relate ‘drug abu!e prev@ntion programming to,
i the body of Knqwledge concerning organizational develop-

: ) ment. . The - modules incorporate situational , leadership;
! ) theory, Sherwood's model of planned renegotiation, and
Y Leroy Wells' Ten Dgmains for Understanding Organizatioris

in "an “overview of management theory.- Participaints -are
given the opportunity to: examine their prevention»programs

. ) r—+aht of the managemént theory” presented.and to graphv
, , their own personal mahage%en!/leaqer‘sh'ip styles.' L
\‘ MODULE V. The concepts and applii:atidns' of needs assessment, plan-
. ning, and evaluation are ‘presented to acquaint participants |
with the program developmentiprocess. Time is allotted for®
. ' practice'-in developing program objectives a\na setting 'short-

and .fong-term. goals. *

- - -MODULE VI - " This module differentiates between . the cépcepts of inter-
‘/ ) agency collaboration and networking and describes tech-
‘ . L - niques and strategies that program managers can use te

AN




. : overcome obstacles and improve networkmg and collaboration
~ ~ efforts, Participants are afforded an opportunity to
vt develop a.plan for a prevention support network® within
their communltles : y
. v L ° .

MODULE VI The. core of this module 'is an experlental Iaboratory In
. ' ) which tegms have the opportunity to eslgn .a pilot preven-
.7 . * tion program for a particular tar‘ge,l’ popuJatlon Consider-.
’ able attention is given to explor'mgr assumptlons,-oplmons,
. 2 - and facts" that surrouhd wvarious cultural, groups .and the
' implications of these |ssues for drug aluse preventlon pro-

grammlng . - \ -

g -
* 1y

+

MODULE V11| This module br"ovides exercises and simulation activities to
, give spar'tlc:|pants practice in developmg a funding proposal

., - . and approachlng funding agencies. .+ Material - covered
‘includes pr‘actlcal\ informatior, on fund raising, how to-use

) approptiate resources in tr‘ylng to. obtain. support, formu-_

T : lating funding strategies, and proposal planmng and devel- .
) .opment.

- . * 0

MODULE IX This nilqdule is an application of the learnings of the pre=~
) ceding 'modules. It provides each ‘participant with an:
. . oppor‘(tpnlty to select g program strategy based on -his ot
her nghest-pr'lor'lty program need and to design {ah action
plan for implementing the chosen stratégy - .

MODULE X Symptoms and causes of burnout and coping str‘ategres to

. prevent burnout are presentéd in this module. It ‘allots’ . -
time for participants to review their action plans-and incor- .
porate appropriate "burriout prevention" strategies. The
module concludes with a&mlmstr‘atlon of the post-test.
. i .-

e : A :

Objectives . .

At the conclusion of this cour‘se, each par‘ticipant. will be able fo: . ’

>~ e List five critical incidents in the development of h|s or her drug -abuse
prevention program.

\

3§

-

) . C i
° Identify at least three "élqve,lopmen\al issues” common”to rgpresented drug-
abuse prevention programs. . .

-

° Describe at least one ‘successful "coping  strategy" for ' each critical issue.

- N - ‘ ' ' -' ‘}l ’ H ' &

. List three. major, 5-y€ar goals for his or ‘her,prevention program. . =

° Identify 1<, 3-, and 5-y93%ilestones for his.or her programs. J
- e Demonstrate his or her famtliarity with NIDA preventlon planning, needs

assessment, and &valuation -resources by. completing a draft workplan in
Une of the'three areas. » . . . L. “
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{ . B
Llst at least five other local organizations and agenC|es in h|s ar her _coln-
munity with whom the* potent|aI for collaboration exists. .

-

Describe the basic assumptions behind networking.". .

Develop a plan for a preventlon support network within h|s or her own
community . ¢
. , . . .t P . ~
identify at teast one program objective which might be achieved through -

_networking or interagency collaboration. ‘

» . . Ps

Identify at least five. pieces of lnformatlon that shou-ld be known about a
fundlng\source before an approach is made.

- \ -
Identify at least two eligibility crlterla that any private organlzatlon should
meet before approaching private or public fundors. :

PR P

List® at least six categorles that should be’ covered in every proposal,
Y o 0 e
Develop a community fund-raising strategy. ) * .

Identlfy the present stage of organlzatlonal development of his or her pre- .
vention program |n terms of current theory and practice. . “
Graph his or her own personaI management/leadership style as a preven-
tion program manager. . ’
¥

Describe a p|Iot prevention program for a specific target population of his ’
or .her c¢hoice’ deveIoped by a team effort in which, he or she participated.

identify at least flve cultural |ssues which need’ to be consldered in devel-
oping programs er special populations. .. 1« .

identify his or- her highest pr|or|ty program need and give three reasons
for his or h%r selection. : _ . ‘

Descrlbe a growth strategy which might most effect"velyd address that per-
cewed need. .

Write an action plan to implement that strategy within his or her-own Pro-
gram. and/or community . ) , .

.
¢

Identlfy at least three coping strateglefs wh|ch he or she can utilize for

personal gnd/or organizational replenlshment

4
)

List at least one person within the training and one person outsnde the )
group whom he or she can cail upon for support ‘

I3 -

.

.

" ’ . ‘ .
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ORIENTAT.ION, OVERVIEW, AND CLIMATE TIME.3 HOURS

MODULE. =~  scr7inc

* 35 MINUTES

S v

‘GOAlS - -

'
] .
To orient participants to the ‘ﬁn;ng program

P +

To develop a cllmate conducive to learning .

" To provude an oppor'tumty for partncupants to exchange mformatlon about their
progr‘ams . . . .

OBJECTIVES

<

At the end of this Module, participants W|II be able to:
~ AN
L .Descrlbe at least two goals ahd two " objectives that they have for the course
) !

e » Describe at least four different approaches to prevention.
* S

'MATERIALS

Name Tags

Magic Markers
Newsprint

Tape

Partucupant List

‘ Registration Forms
" Participant. Manuals
Pretest

Figures

Reference Sheets
wdr‘k‘sheet

00008 8GO OO
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MODULE .

<

OVERVIEW y

EXERCISE

TIME

*  METHODOLOGY

~—

REGISTRAT]ON

PRETEST

NAME CHAIN

INTRODUCTJONJ

SHARING
SUCCESSES
NEEDS, AND
EXPECTATIONS .

COURSE OVERVIEW

SUMMARY

*

30°MINUTES: .

130 MINUTES

15 MINUTES.

<20 MINUTES

45 MINUTES

20 MINUTES

’

10 MINUTES

.

INRIVIDUAL

INDIVIDUAL o
LARGE-GROUP EXERCISE R

LARGE-GROUP LECTUR’E/DISC?SSION

INDIVIDUAL EXERCISE AND LARGE-
GROUP DISCUSSION

LARGE-GROUP LECTURE/DISCUSSIOﬁ

- LARGE-GROUP LECTURE
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I: ORIENTATION, OVERVIEW, AND

MODULE GLIMATE SETTING-1 _ « REF%RENCE_

’ BkSIC PREVENTION LIBRAR:

- .

Resource Publications .) Lo {e <

-

Ardell, Donald B. High Level Wellness: An Alternative To Doctors, Drugs and

Disease. Emmaus, PA.: Rodale Press, 1977.
4

{ ‘ . ) .
Center for Human Servicés. Prevention Needs Wssessment Workbook. Rockviller~MD.:
National Institute on Drug Abuse,_P[‘evention Branch, 1979.

2 )
Center for Human Services. Prevention Planning Workbook. Rockville, MD.:

National Institute on Drug Abuse, Prevention Branch, 1978. ) . R
. . !
oﬁ:;nter' for .Multicultural Awareness. Administered by Developmen'c\OAssociates, Inc.
Multicultural -Drug Abuse Prevention - (Booklet 1). Rockville, "MD.: National
Institute on Drug Abuse, 1979/ ) ¢
* ' ' 1
Center for Multicultural Awareness. Administered by Development Associates’, Inc. s
Needs Assessment (Booklet 2). Rockville, MD.: =National Institute .on Drug
Abuse, 1979.° ’ : .
. AN :
Center. for Multicultural Awareness. Admi}ster‘ed Development Associates, Inc.
Multicultural Strategies (Booklet 3). Rockville, MD:: National Institute on Drug
! Abuse, 1979. .
—

Center for Multicultural Awareness. .Administered by Development Associates, Inc.
J Funding Strategies ¢(Bboklet 5). Rockville, MD.: National Institute on Drug
Abuse,/,1979. T ’ ‘ . : ‘ ™

-
-~

Center for Multfcultural Awareness. Administered ‘by Dé\'/elopment Assoc‘fates, Inc.
Building in_Evaluation (Booklet 6). Rockville, MD: National Institute on Drug
Abuse, 1979. ¥ e

Natiopal . Center ' for, Algohol Education. Decisions and Dninking: An Ounce of Pre-

vention. (DHEW!{/Publication No. ADM-77-454).  Rockville, MD.: National
Instjtute on Alcohol Abuse and Alcoholism, 1977: . .
National® Center for Alcohol ‘Education. Decisions ard Drinking: The Power of Posi-

tive Parenting. (DHEW Publication No. 'ADM-77-453). Rockville, MD.: National
Tnstitute on Alcohol Abuse and Alcoholism,” 1977." :

B

National Center, for Alcohol Eduéatién. Decisions and Vr:inking: Reflections in a

Glass. (DHEW Publication Mo. ADM-77-452), Rockville, MD.: National InstitUte . '

* on Alcohol Abuse and, Alcoholism, 1977. Y
» National Clearinghouse for Alcohol Information.  Alcoholism Prevention: Guide To
“ Resources and References (DH-EW.V;Rt'Jincation .+ No. ADM-79-+886) and Refer-
ences'.. Rockville, MD.: Nation#f Institute on Alcohol Abuse and Alco' :lism,
1979. / . : ) N . . 3%
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‘National Institute on Drug Abusé, Prevention Branch. Primary Prevention in Drug

"Abuse. (DHEW Publication No: ADM-76350). Washington, D.C.: U.S. Govern-
ment Printing.Office, 1977. . . . ; '

National Institute .on DE‘Ug Abuse’ Research Monograph Seriés. Rockville, MD.: > 0
- National Institute on Drug Abuse. 7 , - L .

'NathnaI Prevention Evaluation Resource Network. Prevention Evaluation Guidelines.
In publfcgtién: Rockville, MD.: National Institute on Drug Abuse, 1929.

Public Health Service, Office of the Assistant Secretary for . Health and Surgeon Gen-
- eral. Healthy: People: The Surgeon General's Report on Health Promotion .and
Disease Prevention. (DHEW Publication No...7955071) . Washington, D.C.: U.S.—
Government Printing Office, 1979. . ) .

Pacific Institute for Research. and Evaluation: Pyramid ‘Project. Balanciniﬁ-lead and
" Heart: Sensible Ideas for the PFevention of Drug and Alcohol Abuse. Lafayette,
CA.: Prevention Materials Pr‘elss, 1975. ¢
Pacific Institute for Research’ and Evaluation: Pyramid Project. Teaching Tools For

Primary Prevention:: A Guide To Classroom Curricula. Lafayette, CA.: . Pre-
. vention Materials Press, -1979. - . T

.

. . . \ . ‘ " N N

Resnik,. Henry S. It Starts with People: Experiences in Drug Abuse Prevention.

(DHEW . Publication No. ADM-79-590). <Rockville, MD.: National Institute on
Drug Abuse, 1978.

7S , ) ~
Audiovisual Resources P
. ‘ L

N'atjonal°‘lhstitdt;e of Mental Health, Drug Abuse:Film Collection. The Social Seminar

Series. Washington, D.C.: National Audiovisual Centepr (GsA), 1971.

+ .
PR a

.

Local Resource$ ) ¥ : . - -

s

State plan--availdble from the State Prevention Coordinator in the Single State Agency

[

State’ Media Directory--available from the telephone company business office

Local dir‘ec;cor'y of ‘Cor\nr'nunity' agencies--available through United way
Statewide substance abuse;,g}if‘ogr‘am director‘y--évailable through tﬁensingle State
. Agency : s ..

.

Technical Assistance Sources

-

PYRAMID Project (West) 3746 MH, Diablo Blvd., Suite 200, Layfayette, CA. . ) .
. 415-284-5300 ' ‘ .

PIYRAMID P\r'oje;t (East)‘7101 Wisconsin Aver;ue, ‘uite '1.006, Bethesda, MD.

I -301-654-1194

>
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Center for Mu,ltlcultural Awareness, 2924 Columbla Plke, Arllngton, VA 2%204

703-979-0100 ) _ . T
] ‘ B
National ‘Drug Abu’Se Center, 5530 Wisconsin Avenue) Chevy Chase, MD 20015
301-654-3582 : . T ‘. .
~ B

Regional Suppert Centers

Single State Agencies ‘ S

& ' P _ | - \ ‘
Professional Associations’ . ’ . s . »

National Assocnatlon of Prevention Prof'esslonals, 176 W. __Adams S‘treet, Chlcago L, !
. - 312- 782 3479 / . ) ) g e

National Association of State Alcohol and Drug Abuse Dlrectors, 1612 K Street, . Nw,
Washlngton, D.C., 202-659-7632 ) . . . ‘ .

‘OTE For mformatlon on mlnorLty coalntnons/assocnatlons, contact the Center: for

Multlcultural Awareness ' '

/ . . - DA
) - . r . ¢ -
/ » . L4 an

3.

) ’ - ’ -
Newsletters B . B
.7 . ; -
Traln ng the Human Resources--publlshed by the Natlonal InsIn;ute oo ‘Drug Abuse, .
d Manpower and Tralnlng Branch, Rockvnlle, MD. 20857

& I3
L3 ~ .

The Pr"e\/entlon Resource Bulletin--published by PYRAMID Lafayette, CA., under ¢
“contract to the National Institute on Drug Abude, Preventlon Branch.
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. _ _PREVENTION, PROGRAM MANAGEMENT e

LN -+ YpReTEST 7 <

S ' General Instructions— S

A »

Consider the following -questions a‘'"preview" bdf the,

< . . . . -

training you are about to .begin.”  They will include

terms and concepts that may be unfamiliar:td you now.

‘ S This test js meant to measure your, current »kno'w,ledgé
of the material that will be presented in® this” cqurse.
Thus, if you do notiknow the answer to question’” go
on to the next. Do not linger over quegtions or“guess
. at the answers. ' . N

-

Q ' ) ‘
ERIC. 7/ 22 - L :
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10.

“11.

. ining the problem.

"MULTIPLE CHOICE ° ,

- ] w“

tTRUE and/FALSE .

PERY

The ?ollowing‘statemen;s are related to aspects of Prevention Program Manage-
ment. .Please circle either "True or False" on the answer sheet. .REMEMBER:
this will not be graded, so please do not.guess; skip the item and go on to the
next. - : ' _ . ) .
Information - giving approaches ht.!zve been pr‘eviously'_ shown to result
increase rhther than decrease in drug use. )

in 7an

A survey co;mducteﬂ in 1974 by Dr. Robert DuPont concluded that, the prevention

. efforts as they exist in drug education programs in schools have been effective.

H

Program management theory suggests that,effective managers should not need to
spend more than one-third of their time oh planning and evaluation:
Since funding sources are generally intefested ip the least expensive method to
get a job done, alternative approaches shoudd be considered and ‘the choices jus-
tified. . - ‘. .- ¢
. . 14 >
Trainers must attend to differences which may reflect differing values or norms
of various cultures represented within the training poptlation; however, urban-
rural distinctions need not be addressed. -

-

Primgry prevention is a constructive process designed to intervene in patterns of
drug use and experimentation.
- * ./

In following action planning procedures, one would use the Sherwood,

which assists in program planning. -
N

del,

@

Staff burnout in the human services field occurs in less severwsforms because its .
onset is recognized sooner and experienced, effective prevention warkers are
readily available to deal with the problem. - T * ’ '

1;"’" > ) 4 . ! ' ’ )
The Program Deve{l&opﬁ'ment Logic Model, ds developed by V. C. League and Karen e

Trisko, outJined Gne of their planning tools as "De-mystifying the Planning."

Even after, the time .drugs becofné an_integral part of one's lifestyle, he/she
should still be considered for a prevention program. , .
In general, burnout emangégs from the individual's inability to cope when under
pressure to meet daily dem nds.
v 'é,:" ’ N P
A good proposal for funding would concentrate on a problem statement for exam-
- : v

4

. ) ’ - S
An_ essential skill that an effec.tive manager should possess is the abllity to antic-
ipate his or her staff's readiness to complete a,task. ) -

\

‘
- »

L}
v . ‘ . '\ -
’ ’o\ - -
Choose the correct answer(s) to the following. questions and circle the appropri-
ate letter(s) on the answer sheet. More than one “answer may be selected to

complete the question. . ¥ ‘
* o - >
] 4 . ¥4 ) '\ ! s,
. :“;ﬂ’f;ﬁ . \' , -
C 19
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\ -
14. All of the examples below are types of networks except:
& -
- . R . . * ~ -
a. Person=Family > : ) &
b. Organizational ’ . — . .
c. Letter . ‘ NS , . . .
d. Human Service . . ~ N

A .
- . v

15. Networks are intended to he:’ . .

a Process oriented, member supportlve, decentralized learhing systems
b. Task-oriented, com ive, decentralized learning-systems

c Centralized learnin systems, process-orlented mind- bundlng
d Ngqne of the above g

- .

/16, Which of the fo'ﬂowing statements is an assumption? . . N
, a. Alcohol is the predominant drug chosen by rural populatlons
b. Low income people drink because they have mo optlons, either social or

economic. ~ .
c. Thirty percent of the people living in the lower East S|de of New York Cjty
* . are Hispanic. ~

d. Alj o_f the above.

’ S . o .
Y. Obstacles to collaboration are: - ’ . > -
\% ‘ ' ‘ ' : ‘ . /'
- a Individual ‘ .
b: - Situational - =" ~ ¢
c. Cannot be moved,, aV0|ded or negated N
d. &\Susce.ptlbl’e to exter‘nal ac‘tlon A .

8
18. "When preparing to address or actuaIIy addr‘e?smg a local fundlng source, you

. should: = - . , -
_— - E R -
. a. Use your board of directors to help you gain support for your programs or
to prepare for your presentation. !
b. Read local newspapers and attend public meetlngs to learn appr‘opmate pro-
. cedures and protocol. *

c. Make your programs "saleable" and ugynderssandable” to'the publlc
; 'd.  All of the above. ‘ ..

~

~
19. Select the three sets of behav%'rs lden'gfled in the Managerlal BehaVIor‘ model
below o,
a. Transferring Behavior, Shaping Behavior, Climate- Settlng Behawor
b Climate~ Settlng Behavior, Structuring Behavior, Transferring Behavior
c. Structuring * Behavior, Climate-Setting Behavior, Mind-Setting Behavior
d. , Structuring Behayior, Transferring Behavior, Learning Behavior
. * : ' * »
20. All of the items listed below are effective approaches for evaluating a mass 'media
v campaign of d prevention program, EXCEPT: ¢ .
. T, -
a. A control group composed of a random sample from a similiar community
nearby.
* b. A narrow-target audlence sample not yet exposed to ‘the media pr‘esentatlon.

- ~ - N
i . .
- 24
20°

4




-

c.© The pre- and post-test control group design. ' - ) R v
d. A mail survey to a rahdom sample of households drawn from the phone Boak
in target areas. - ) . : ‘

#21. Con)‘plete the following statement. o b
~ -When planning a progra}n evaluation, the... .
\ .
- . ) ~ Ld . - - . - . LR
. . Program staff should help to develop pbjectives and criteria. .
Program staff participation inevalua ion planning violates the objectivity of
the evaluation. ) ..
Evaluation data :collection should be buiit ,into ordinary pr‘oce%ur'es of the
¢ program. v ‘ : -
d. Evaluation data ‘'sh - be collected using special procedures., K
‘ ' N . .
In measuring program objectives:’ ot o

-

~

One should-use a single measure for each objective. )

Multiple measures for objectives shpuld be used whenever possible.
Measurements of impact should be scheduled only at the beginning and end
of the program. ~ * . )

Measuremént should be schgduled according to thé time during which you
expect program gffects to emerge. ' :

. r

MATCHING’
.
Match the appropriate item to the statements prdvided. More than one answer

may be selected. e . v

e ’ '

Match each of the terms “below with the following examples that ‘best fit each ,

term: J -y
. . S
~ P . - N - v e -
a.. Objectives : .
b. Criterla
c. Measures. - . )

® - . v

/
23. “Increase the amount of interpersonal contact among the socially  isblated elderly
in ,three apartment complexes g )

- + -

24. -Fifty percent of the persons over 65 living in three apartment complexes

25. Cost of serving the elderly

LY

26. ldentify. all Hispanic élderly in need-.of* hg%lt;\ care n

B. Match the cor'r'ec’;c? type of eveluation te the following statements {alow:

ab.\ Impact .. - ’ ) .

t

-

b. Process
c. ,Outcome_

)

27. Information on client change

N

i
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Mfor‘matlon on program organization, oper‘atlon and ’m'ar]agement

?‘\';‘r

‘ﬁ@eduently need to satisfy accountability purposes .
o

El;;mmate\s ‘alter‘natlve explanati’ons of results by éxger‘imental control

Cén supply diagnostic and m;er‘pretlve data abbut a program
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PRETEST
t ¢ Answer Sheet Py

“Circle the correct response(s)

l. TRUE AND FALSE

11.

»

12.

13.

ll. MULTIPLE CHDICE

True
True
True
True
True

True

* True

True

LY
True

True’

Truefé&

True

True \

False i
False / (
False

False
. &

False

False

False

False

p

False | )

False

False

False

False

S—

14.
1.

16.
£ 7.

-

18,

—_
O

o

oo
-d

23

-

20. a
21..a b ¢

22 a b c

23. a b c

24. a b c.
5. a b c
26. a - b c

2.. a b c

28. a b c

29. a b- c
30. a b -

31. a b c

4
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'YESTERDAY, TODAY, AND TIME: 3 HOURS
: ) , * 30 MINUTES

. Il. PREVENTION:
MODULE " ‘Revavrio

GOALS

To expose participga 51 critical issues and common problems that affect the sur-
vival and growt® of\prevention programs, while building upon their individual

experiences with their own, pr‘ograms

A
L}

To share successful growth strategies and discuss new options

<

OBJECTIVES-

At the end of this Mod\le, participants will be able to:

° ) List five critical incidents in the development of their drug abuse preventlon
programs .

Identify at least three "survival issues" common to each of the drug-abuse pre-
vention programs that ane represented

Describe at least one successful "coping strategy" for each critical issue
Identify at least one resource person within the training population who has
dealt successfully with a similar -survival issue. — .

MATERIALS

Newsprint

Magic Marketrs.
Reference Sheets
Figures
Worksheet

oW t‘)zuv”

RN T
2
)’m’\wf




| MoDuLE |

OVERVIEW

EXERCISE  of

METHODOLOG

THE HISTORY OF
DRUG ABUSE
PREVENTION

DRUG ABUSE
‘PREVENTION
DEFINITION:
OPTION #1 ~

DEFINING DRUG
ABUSE
PREVENTION:
OPTION #2
GROWTH OF DRUG
ABgéE

PROGRAM
LIFELINES

-

REPORT OUT' ~

OVERVIEW OF THE
GROWTH AND
HISTORY OF
DRUG ABUSE
PREVENTION

]

PREVENTION
TODAY

ORGANIZATIONAL/
PROGRAM
INTERVIEW

_REPORT OUT

10 MINUTES

30 MINUTES

45 MINUTES
1T HOUR

30 MINUTES

1T HOUR

A}

<

30 I}GINUT,ES

30 MINUTES

30 MINUTES

LARGE-GROUP LECT®RE/DISCUSSION

A
INDIVIDUAL AND LARGE-GROUP
LECTURE/DISCUSSION

o4

FINDIVI-DUAL/SMA,LL-GROUP DISCUSSION

.
.
()
<

LARGE~-GROUP LECTURE - .

INDIVIDUAL AND DYAD EXERCISE

LARGE-GROUP DISCUSSION

LARGE-GROUP LECTURE/DISCUSSION

° 0

LARGE-GROUP LECTURE/DISCUSSION

. DY?\D-GROF> EXERCISE

LARGESGROUP DISCUSSION

-~
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x Il PREVENTION: YESTERDAY, TODAY, AND
MODULE TOMORROW-1 ~ : REFERENCE.:
AN OPER'ATIONA_%FINITION OF DRUG ABUSE PREVENTIONE = -

prs
-~ as conceptualized<by
the National Institute on Drug Abuse's Preventiori Branch

N +

The fundamental objective of drug abuse prevention is to assist youth to develop
and mature into healthy productive members of our society. Toward that end, pre-

_ vention .involve's the process of "enablement," in which prevention professionals,
lay-persons, family -members and friends who are concerned, help youth creates
positive attitudes, values, behaviors, skills and lifestyles that will enable them to
mature into happy and competent citizens who need not pesort to the use of drugs.
The desired outcome of prevention programs is the reduction, delay, er prevention
of drug use behavior that is not within the parameters of medical therapy and that
disrupts the Aformal developmental life cycle leading to human competency.

Over the last five years, the concept of drug education has expanded beyond pro-
rams that provide youths information or advice concerning drugs and their use.
The current conceptual framework for drug abuse prevention programming at NIDA ~
has evolved from *the many prevention programs currently operating at the
State and the community level. This ~framework for* prevention operationglly
defines drug abuse prevention along a continuum of health care programs. The
four prevention modalities are information, education, alternatives and intervention
programs, with each program type best serving youth at different stages of the
drug abuse problem. Treatment ~and. rehabilitation programs complete the con-
tinuum and focus upon the drug addict and the recovering drug abuser./l/

‘ -t

Prevention Modalities are defined as féllows:

> »

' Information Modalities--Approaches that involve the production and/or distri-
bution of accurate and Objective information about all types of drugs and ‘the
effects of those drugs on the human systems. Examples include drug infor-
mation seminars, pamphlet development and distribution. )

Education Modalities--Approaches that focus on skill building through use of
well-defined and structured affective learning processes.. Examples of shills
that are to be enhanced include values clarification and awareness, problem
solying, decisionmaking, coping with stress, and inter~-personal communica-
tion. The affective learning pmcessi:s‘ that are used focus on helping people

who may be deficient in the above “jentioned skills, but may also serve to

reinforce already existing skills. Examples include role playing, peer facilita-

tion, and cross-age tutoring. .
bl

A

v

K . .
/I/ Bukoski, Dr. William‘J., "Drug Abuse Prevention: A Meta-evaluation Pro-
cess," paper presented at the American Public Health Association Conference,
November 4-6, 1979. ° ‘ -
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.

A atives Modalities--Approaches that provide growth-inducing experténces
through’ which individuals develop increased levels of confidence and self-
reliance. Enhancement in these areas is provided through social, occupa-
tional, esthetic, affective, and cognitive _.experiences. Alternatives-based
activitigs are designed to provide exposure t\a variety of rewarding activi-
ties that offer positive alternatives. to drug\taking behavior. Examples
include human service /dellver'y in the communit restoration, conservation,
and preservation of the’environment. \ . .

Intervention Modalities-~-Approaches that focus on the reductlon, elimination,

. 8\_Qand/or delay of drug use, drug use-related dysfunctional behavior, and other
problem behaviors prior to opset of serious, chronic, debilitative behaviors.
These prevention approaches are able to provide assistance and support to
people during critical periods in their lives, en person-to-person communi-
cation, sharing ‘of experiences, and empathic listening could contribute to a
successful adjustment of a personal or family problem. Examples include pro-
fessional counseling, rap sessions, and peer .counseling.

Prevention settings are defined as follows:

-

School séttings are those in which the major percentage of activity takes place
’ within a school..system, and where there are direct linkages to, and involve-
ment with, school officials and functior!s, often during normal school hours.

Occupationat -settings are those in which the activities take place in an- organi-
zation tha(\has legal status as a profit or non-profit making corporation,

! ~ partnership,\ or other form IIy -defined .income-generating entity.
Y,

Family settings are those in whjich the.major focus is on strengthening family
relationships. The family is seen és\the group through thCh the desired
outcomes should be addressed
A .
Community settings are those in which the majorlty of activities are prowded
under community auspices, and are concernéd with activities thCh impact on
‘ both!dnv:duals and the comrgumty as a whole. /2/ '

s o - ]

+ ‘

. g /
- "
. .

N

/2/ NIDA, Prevention , Branch, "State Prevention Coordinator Grant Program
Guidelines,"-May 1980. . .
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PREVENTION: YESTERDAY, TODAY, AND

MODULE '~ TomoRRow-2 - REFERENCE

v

-~

DEFINITIONS OF PRIMARY PREVENTION . o
/ N -
» .. . .
l. "primary drug abuse prevention is a constructive process designed to pro-
mote personal and social growth of the individual toward full human potential
. and thereby inhibit or reduce physical, mental, emotional or social impairment
which results in or from abuse of chemicdl substances.", ¢

--the NIDA Drug Abuse Prevention Delphi, 1975.
. ¢ N .
2. YThe purpose of prevention is to i.ncr'eas\e the likelihood that individuals will
develop drinking-related behaviors that are personally and socially construc-
~ tive. Negatively stated, prevention programs are aimed at reducing the num-
ber of perSons whose alcohol-related behavior adversely affects the way they

carry on the roles and respohsibilities ‘of everyday living." Y

3 ’ - .
’ “ -from ‘Planning Prevention_ Programs, National
Center for Alcohol Education,

3. "Primary preven%n of drug abuse is a constructive process designed to pro-
mote personal, social, gconomic and political growth of the individual toward
full human potential; and, thereby, inhibit or reduce personal, social, eco-~
nomic or political impairment which results in or from the abuse of chemical
substanees."

- . ' --the Center for Multicultural Awareness, a
- ’ project of NIDA's Prevention Branch \

4, "Primary prevention encompasses those activities directed at specigically iden-
tified vulnerable high-risk groups within the community who e not been
labelled ;-as psychiatrically ill and for whom measures can be undertaken to
avoid the onset of emotional disturbance and/or to enhance their level of posi-

, tive mental health. Programs for the promotion of mental health are primarily
educational rather than clinical.in conception and operation with their ultimate
goal -being to increase people's capacities for deaking with crises and for tak-

ing steps to improve their own lives.” .

--Stepben E.,Goldstc‘m, Ed.D., Coordinator for"
. ) -Primary Prevention Programs, National
' Institute for ‘Mental Health ,

. " : )
5. "The Alcohol,, Dfug Abuse, and Mental Health Administration "(ADAMHA)
. requires the description of two types of behaviors - behavioral antecedents
and consequences - which are useful in designing primary prevention activi-
.o ties, particularly with regard to health promotion and disease pr'eyfntion.

® Pr‘ev‘entio%f of behgVioral antecedents refers to interventions to reduce
_high risk behaviors such as teenage drinking, smoking and expgrimental
~drug yse, which increase the probability of developing physical, emo-
tional and behavioral problems. - '
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®. Prevention .of behavioral consequences refers to interventions to prevent
the deleterious effects (consequences) of high-risk behavior, such as
accidents resulting from drinking which driving, or suicides or homicides
resulting from emotional disorders, excessive .drinking,| or substan{ce

abuse." " . . \
s _ .* -ADAMHA Pr‘eventlon Pollcy Pape\r', August I7
. , . 1979 o } A >

an identified length of-time and for sp ied- groups of people‘, are able to
measureably reduce the likelthood, frequency, seriousness, or duration of
chemical use problems by means other‘ than referral or recour‘se to. the chemi-
. cal dependency tr‘eatment system or correctional services.

6. "An aggregate of communlty education a;dpzocual action progr‘ams which within

Cooa

b g

L]

--{The content of th|s definition Was developed

. by, the Mlchlgan Office of Substance Abuse
; Services prevention staff.) a

. 1. Primary prevention of social and behavioral problems is accomplished through

ongoing processes that provide opportunities for individuals, small groups and

organizations to increase: 1) knowledge or awareness of per‘sonal and collec-

- tive potentials; 2) skifls necessary to attain_those potentials; and 3) creative

use of resources to the end that all people fiave the—ability to effectlvely cope

with typical life problems and recognize, reduce,or eliminate @nnecessary or

debilitating stress in the community without abuslng themselves or others and

prior to the onset of incapacitating individual, group or or‘ganuzatlonal prob-°

lems. *

LS . °
~e . L)

-~(THRe content of this definition was developed
by the Human .Services Training Institute,
Michael B. Winer, Association Director, °
Spokane, Washlngton ) TN

8. Prevention includes pur'poseful activities des|gned to promote personal (emo-

tional, intellectual, physical, spiritual, and social) gr‘owtr; of individuals and

.- s“tr‘engthen the aspects of the community *environment which are supportive to

[ them Tn order to preciude, forestall, of Tﬂm’ed—tﬁ—develﬁpmentbfmmrznd

other drug abuse problems. . | .

P

.
.

--Wisconsin State Drug Abuse-Plan
< w *
9. Another way to break down the concept of health promotion is to consider the
community as well as the individual. We are accustomed to think of an indi-
. vidual's health, both in®terms of treatment and building resistance, but we
. can extend thls to the community. Often people succumb to ill health in part
as a result of forces in the social context. Such could include unémployment,
insensitive institutions, including schools, or prevalent attitudes which rein-
force. unhealthy behaviors. . If this is the casefgthen it makes sense to design
programs which deal with these factors. .

.

|
s |

--Mermont Alcoh@ and Drug Abus‘te‘Division

’
- i
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. 'PREVENTIONESTERDAY TODAY, AND

MODULE = TomoRROW-3 ‘ REFERENCE,

J ) T

CRITICAL INCIDENTS IN THE GROWTH OF
DRUG ABUSE PREVENTION

""Scare Tactics

"Drug-specific" information and education programs
Mokatorium on prevention activities

The Delphi

~

°Pr'?'o'gram&wto develop'a‘nd reinforce 'positive behayior

“

- community-based alternatives
- integrated cognitive.and affective education appr'oaches

ritical historical 1nc1dent
!
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i

MODULE 1:

-
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-
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INFORMATION-—-—-EDUCATIONV—-;-ALTERNATI

VES = INTERVENTION

oo RREATMENT == REHAB | LI TAT ION

. NON-USE
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EXPERIENCE
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RECOVER!
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MODULE 1. PReEVENTION: YESTERDAY, TODAY, AND TOMORROW 2 . FIGURE
) %~ ‘ "
. +
~. 2
. »
.. PREVENT4ON PROGRAMS _ ~s
) - /
. Ay
T :
- b . .
INFORMAL | ON _ ALTERNATIVES - R
b
) L ;

e Accurate information

-Legal and illegal drugs
~and their effects,

. =
e Target specific for maximum
results .
. / .
EDUCAT ION
\

. e Process to help individuals
develop skills to help themselves

-Decision%aking skirlls
-Values awareness

-Commurii cations { .
~Self-understanding
-Pareﬁt-family involvement ’
-Curricula

-Counseling

36

. - ~
e Constructive activities. that meet
developmental needs -of youth

/

+ o Ownership and self-investment

e Constructive peek pressure

INTERVENT.ION

e Specific assistance ani{igbﬁbrt for
youth usually at high sk
=Counseling

-Hot “1ines oL

-

-Cross-age tutoring

-New peer group creation
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R 1. PREVENTION: YESTERDAY, TODAY, AND ™/
MODULE ~~ -~tomorrOW-1 . . * ‘ ‘ WORKSHEET
LS - -

~

-

DEFINING PREVENTION

) L~
Prevention is -
 J

Prevention programs are

b B3
‘ ' ? ° . ~ .
Prevention is different from "intervention! because

s

L 4

\ A

wy

-
-

Drug abuse preventioﬁ is different from drug education because

N “ oy
\ =

2 . 3 _ -
-2

. 1 ‘ . X -
The age range for whom asprevention program is likely to be_most successful is

: 7
An example of a "drug abuse prevention activffy" that isn't called dr
prevention T

=

-
‘ »
< \; f

Indicators thft a prevention program is worki'ng might be

N7

P -

Based on the above, my definition of drug abuse preveﬁtion is

/ “ .
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FIGURE

<

o

T EMEOWERMENT &3
S J SYSTEMIC &

=8

MULTICULTURAL DRUG ABUSE PREVENTION--AN IMPLEMENTAT I'ON DESIGN

‘ a
. . ; |
PRCCESS OR Py : ~ .
comorment £ KNOWLEDGE . SKILLS > RESPECT
oF . . N R < 4 W\
| PERSCNAL | COMPUTATION SELFE
COMMUNICATION
5@3:1A¢. Vﬂill“ﬂ@? &ﬁ .
i DECISION-MAKING
st E&NOhilC- SELF:DEVEICPMENT | - OTHERS
- o ANALYTICAL i
s -l pounca. MANIPULATICN
QONTENT CGATEGCRIES N )
. " ‘DIFFERENCES | DIFFERENCES | DIFFERENCES
KEY CCNCEPT shioy
DR INFCRMATIA] - )
- MAJCRITY " ALTERNATIVES ALTERNATIVED ALTERNATIVES
CRLE AB.E< INTERVENTION | INTERVENTION INTERVENTION
PREVENTICN . ’
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4| MODULE

11l: PROGRAM MANAGEMENT THEORY AND

; . 4 HOURS
PRACTICE TIME:. s vinuTes

GOALS . : ,

V-
To relate the growth .issues being experienced by drug abuse prevention pro-
grams to the body “of knowledge concerning organizational development and
human services management

£

OBJECTIVES -
F .

/

At the end of this Module, participants will be able to: ) _

Help participants identify the present gtage or or‘ganizatiorial development of
their prevention program in terms of current theory and practice

Describe the basic’ functions of management as applied to human service pro-
grams. )

MATERIALS ' ‘

eqecocoee

Paper

Pencils

Newsprint

Magic Markers . C

Participant Manuals - .. . .
Worksheet . )
Figures - ) . ' _.
Selected Reading . -

q’l




MODULE *\, . OVERVIEW
EXERCISE . |'.TME | - METHODOLOGY'

2

UNDERSTANDQ 30 MINUTES LARGE-GROUP LECTURE/DISCUSSION
THE CONTEXT OF . L

YOUTH
PREVENTION . ( :
PR%RAMS N

TEN DOMAINS FOR MINUTES INDIVIDUAL/SMALL GROUP/LABGE GROUP
UNDERSTANDING R 4 EXERCISE/DISCUSSION ot ]
ORGANIZ AT IONS . . '

THE NATURE OF MINUTES LARGE:-GROUP LECTUR-E/DISCL{S'SION
MANAGEMENT

MANAGEMENT -~ 120 MINUTES || LARGE-GROUP AND SMALL-GROUP
WHAT IT IS * |LECTURE/D}SCUSSION .

MANAGEMENT ' 0 MINUTES LARGErGROUP AND SMALL-GROUP
FUNCTIONS . ~ LECTURE/DISCUSSION

REPORT OUT . MINUTES LARGE-GROUP DISCUSSION
A SITUATIONAL MINUTES LARGE-GROUP LECTURE
APPRO®ACH TO °
MANAGEMENT ‘ . r
STYLES OF MINUTES' |LARGE-GROUP LECTURE/DISCUSSION
LEADERSHIP. . . R .

ASSESSING THE - MINUTES |LARGE-GROUP DISCUSSION
READINESS :
LEVEL .-

SUMMARY MINUTES  [LARGE-GROUP DISCUSSION

(
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MODULE

PRACTICE-1

I1l: PROGRAM MANAGEM

ENT THEORY AND
. N .

* WORKSHEET |

Instructions:

6.

10.

.

LY

-

r

" bf the domains.

4

Origins and history
v

Major tasks .

Social structure ‘

’

Boundary management =

oty
Culture St
] .
. t
Social process RN
Y . N

Technology

&

T

t

How an enterprise ‘generates,
allocates and utilizes resources

&

L]

- Effeci:iveness and efficlency

4

(output)

»

Demographic ’Eﬁﬁ;acteristics :

-

L.

PROGRAM DATA

TEN DOMAINS FOR:UNDERSTAND!NG ORGANIZATIONS
(Adapted from Leroy Wells' article,

Ten Doémains for Understanding Organizations)

Analyze your program in terms of the ten organizational domains listed
- below. Insert data specific to your program.in the boxes to the right,

1

i

g

<+

.

J
*43
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MODULE PRACTICE-1 ~ FIGURE
MANAGEMENT FUNCTIONS e <
DEFINITION

FUNCTION o

CTIVITY
L AchviTy.

1.

PLAN (Predetermine
course of action)

.
o~

—

Forecast

Set'oip]ectives

Develop strategies
Progra’m

Budget
Set procedures

Develop policies

<

Establish where present course
will lead.,

r

Determine desired end results.

b3

" Decide how and when to °
achieve goals.

Establish  priority, sequence
timing of steps. )

Allocate resources.
Standardize méthods.

Make ' standing decisions on
important recurring matters.,

2.

e

ORGANIZE (Arrange

and relate work for.
effective accomplish-
ment, of objectives) -

.
hd .

~

Establish organization

Delineate .relationsl"mips

\

Create position
descriptions

Establish position
qualifications

Draw up organization chart.

Draw Iiaisof\ lines to facilitate
coordination. .

t
Define scope, rel‘ationsh‘ips,
responsibilities, and authority

Define the qualifications, for
persons in each .pbsition,

"3,

B

STAFF (Choose

competent people for
Ppositions in organiza-
tion) °°

>

Select

Orient

N -

Train

‘Develop

Recruit® qualified people for\
each position.

=

"Familiarize

new . people. with
situation. '

. Make m"oficlent by instruction
and practice. . :

Help imprbve knowledge, atti-

tudes, and skills. -
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Figure 111-1 Continued’

.
-

s

DIRECT (Bring about
purposeful action
toward desired
objectives)

Delegate

Motivate

Cobrdinate

-

\

Manage differences

Manage change

i

«

Assign responsibility and exact
accountability for résults.

Persuade and inspire people to
take desired action.

Relate efforts in most effective

combinatiqn.

Encourage independeht thodght
and? resolve cohflict;. ., .
Stimulate creativity and innova-
tion in achieving goals."

. ~—
5.. EVALUATE (Ensure Establish reporting Determine what critical ‘data are
' Progress toward needed, how and when.
objectives according * :
to plan) Develop performance Set conditions that will exist
i standards ~ when key duties are well done.
/ - Measure results , Ascertain extent of deviation
T, from goals and ‘standards.
Také corrective Adjust plans, counsel to ~a;ctain
action R standards, replan and repeat
cycle.
~ ‘ Reward Praise, remunerate, and digci-
f ) pline. .
A} *
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PROGRAM MANAGEMENT THEORY AND

e ¥
MODULE PRACTICE-2 _ . . FIGURE
} MATCHING MANAGERIAL STYLE TO GROUP READINESS LEVEL @
. | . : .
QUADRANT 1| ' " QUADRANT 1] !
Structuring Behaviors: /\Structuring Behaviors:
MODERATE MODERATE/INCREASING
. . : y 4
Climate-Setting: HIGH ClimXe-Setting Behaviors:
J
MOBERATE/DECREASING
- [Transferring ‘Behavi HIGH | ¢ .
. { ~
MODERAT CRElASING . .
QUADRANT | , . QUADRANT 1V
Structurjdg Behaviors:l HIGH - Structuring Behaviors: ow
Climajé-Setting Behaviors: “HIGH 3 Climate$ettingjeh5viws‘: ow, -~
‘[TrAnsferring Behaviors: LOW Transferring Behaviors:| LOW
. P . l PUNSES PN . PT T O3 " /
LOW REAblNE§S * AVERAGE READINESS 4. - HIGH READINESS
LEVEL LEVEL ' LEVEL
- :’ }\ ,
L 3 ' . e
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I1l: PROGRAM MANAGEMENT THEORY |

MODULE " FRATice" " SEIECTED READINGSJ
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By‘.‘w- i e o e ,,.__,

Leroy Wells,_Jr..
Yale University
chool of Administrative Management

¢’ - -

P
G —

This unpublished article is reprinted, with permission of the author, from Yale

Un1vers1ty, School of Adnugfratlve Science.
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TEN DOMAINS FOR UND/EK‘STANDING ORGANIZATIONS
- i ‘ ‘,{ . . .
. ] * Leroy Wells, Jr. - i RN
Toone Yale University SchooLofLéé:Iministrative Scierice
INTRODUCTION * * /o 3% % o

oty 52
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D - 3 "
This paper will describe tél;zuﬁomains that .are useful_ in understanding
organizations and institutions. The use of these domains allow for a more .com-,
prehensive apptroach for understanding organizations. * An attempt will be made
to synthesizg aspects of a psychoanalytic, social, psycholo ical, psychodynafnic
and soctological theories of organizations. The ten ddmaths discussed are the

following: S . / R
I) <« Origins and History- ARV N )
2) Major Task(s) ’ o
3) Social Structure -
4) Boundary Management . . )
5) Culture . Ty .
6)  Social Process . o0 . Ve
7) Technology "« | AT S .
8)

® )
KIMS ’

Effegtiv%ﬁéé“&arjd Efficiency, (outp!
Demegraphic Characteristics SPUR .

: % M - . '
. y o Lt 4 qi’ i < < M
.- & - " & Py % O B
» v o _?é, s TTU N
¢ & ’3,"%’;‘;‘6"\,Lf‘;

}

- .
&,c ¥ .
e ‘{" = .

+

Hdw~an_Enterprise ‘genérates, )allﬁ;es and®ytilizes resources
) Co

' Ko —\\ﬁf/y . S o - N b l ' ¢ .
The primary purpose, aé:%tgeted qbbvg,f is.to d’leytelgpnamor‘e scomprehensive
approach for the understanding’6f. organizatidhs, L?I"h‘ey tgn ~domains, stated
above, refer to complex, interrelatedt pehSpetctives or vantgge points from which

organizations can be examined. 4 LI N ) ,
- X . & v \-:,_‘fa(,' ' .
The approach taken here is a synthesis Whd e)f(;saﬁsjp@ on the following
theories of organizational and humahf behavior. : . n -, -
. . “ R ..q ’O

)
—

2)

(1963).

The sociopsychological constructs for unlde?"f;té‘rr&f ; organizations-and
groups as ‘discussed by Newton & Levinson {1973% 1 keles & Levinsgn
vy b ’ - . feos ; ) "A\o: .

The open;  systems theories of ogganization, am¥: ‘human behavior °
(Barker, 1973; Miller, J.G., 1965; Rice and” Miler, I967; Katz and
Kahn, 1966; Rice, 1958, 1963; Trist and Eme,r‘V/IQ,SS; von Bertalanffy,

1968). ' . .

) . a ) ‘& .m fr‘ —>
The psychoanalytic works of “Turguet, 1973; ,Bion, 1961; Slater, 1966;
Levinson, 1972; Freud, 1949; Menzi?i, 1960;/ Rioch, 1970; Kiein, M.,
1959. ‘ .

~

i

;&' .

&

A




The social psychologZal principle of organization .and behavior™as. dis-

cussed by Argyris, 1964; Schein & Bennis, 1965; Branford, Benne, &
Gibb, 1966. ) :

5) The literature by (K&vel, 1970; Malcom X, 1965; Allport, 1958; Fanon,
1967; Hernton, 1965, 1971) on the issues of racism, prejudice; oppres-
sion and sexism, provides pertinent data to examine how the demo- gfg,%
graphy of an organization can influche its dynamics and behavior.

_ These areas are complex interrelated per‘*s?ectiv,eg or vantage poin‘cs, and
are essentially heuristic; they are. not yet - adequately conceptualized and the
boundaries between and among them are amhiguous at'many points. However,
,they have some utility in providing a more systematic view of organizational
dynamics and phenomena that must yltimataly be taken into account, for a com-
- prehensive undeq;standing' of organizations. .

- DIAGNOSTIC DOMAINS ’ s

The order in which the domains are described below, ‘are not indicative of
their relativé importance. However, at times, contingent on the dynamics of an
. organization, various domains will emerge to the foreground of the organiza-

tion's structure and processes. . ‘

-

*1)  History and Origins of the Er.mtemr‘ise:

The history and origins of an énterprise is important information for
the diagnastician. H. Leyvinson (1972), suggests that the diagnostician
o mfist discover the background of the institution, changes in leadership,
- key development phases, major crises of the institution, age, type of insti-
a tution, .size, affiliations, and product-history, i.e., changes in the organi-

zation's ‘goals, technologies, services, employee and clients. Another aspect
of information concerning “Ristory of the organization is the dynamics . sur- .
‘rounding its -conception, i.e., the founder. How it was formed? How did
N~ the social structure develop? Was, the formation planned? These guestions
_asked, what was the condition of milieu at the time the organization was
conceived: The history-taking process is analogous to the process that a
psychoana]ytic-oriented psychotherjapist might ask His/her client.

H. Levinson states,” "The consultant in organizational life provides a van-
.tage point from which aspects of the enterprise behavior can be understood. In
sum, the organization is a product of its experience, i.e., histopy.

- 2) Task(s) of the Organization: f

- nA task is the end teward which work is aimed (Miller and Rice,

- 1967 Organizations and groups have multiple major tasks fo perform,
ust perform a primary task--the task it must

however, the organizationy m
. perform to survive." .Otheh tasks, are given lower priority and resources.
T . At_times the lower priority \task supports the .primary task--for ekample,
" the recruitment of medical doctors in hospitals. Newton and Levinson write
that the definition of the primary task has important consequences f~a
group. or organization. The definition of primary task provides the basis
for decision about the mode of work and technology that will be employed.
Definition of primary task may also form the basis for the creation of social

.

Q \ ~. 5149 ’ ' ' © .
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» Structure and social processes. Selznick (1956) suggests, "“an appropri-
ately defined primary task offers stability and directiop to an enterprise
protecting if from adventurism or costly drifting." * Definition of primary
task alsp generates conflict, if the vision of a primary task is located i
top fhanagement, it will be subject to distortion, fluctuation, and confu-
sion. Simply stated differently, if members of an organization are not
clear on what - they are supposed to ‘do and how to do ambiguity and
unclarity regarding primary task has major consequences for the system.
It provides the setting for competing, incompatible goals and non-task

behavior to emerge. N

N

At times a group or its leadersHip may allow End foster ambiguity apd con-
fusion regérding the primary task and act in non-productive ways in ¢rder to
defénd against anxiety, -conflict, and pe’r‘hapws pain that is related to the pri-
mary task. /I/ Lo . A

Al

¢

How an organization defines its primary task and the mode in which it {s’
“carried out; often provides the central dilemma(s) for the organizaticn..

The definition of primary task provides an essential ‘criterion for the eval-
uation of the organization's performance and effectiveness. Therefpr‘é, ambigu-
ity surrounding the primary task and task priority has consequences for the
evaluation of the organization's export product.

An analysis of task(s) of E{:e enterprise provides potent insight into the
phenomena of the.organization. . ;s

Social structure prévides the vehicle to cér‘r‘y out the primary task of the
.enterprise. Unclear and ambiguous sturcture jeopardizes the enterprise.

-

An analysis of social structure, (i.e.., division of labor, division of author-
fity, and the accountability structure) is a central aspect of understanding
organizational life. ' ‘.

3)  Social Structure of the Enterprise:

The social structure of an enterprise provides the framework of the
organization. It sets the forms and patterns and various devices for inte-
grating and coordinating the organizations activities. Two essential aspects
of social structure are the division of.labor and the divigion of authority.
The division of iabor, is the way in \Xhi‘dh the work of the enterprise is
distributed among its parts. Within ‘the’ division of labor, organizational
positions are created. Positions refer to social structure, and are mote or
less permanent, thei are subject to change when the organizational struc-

ture, changes. Rofes are another aspect of sociatystructure, and refer to
the function of“the positions in the social system. Levinson, (1959) empha-
Sizeg/ the distinction between role and position and-—suggests that if one
los€s the idea-of position and thinks only in terms of role, one tends to
over-emphasize process, actiVity, function, and obscure structural proper-

-~ ties from which organizational life emerges. N
Division of labor also refers to the differentiation of the organization to
accomplish its task. With differentiation of an enterprise into sub-system(s),
the need for integration of the various sectors activities are necessary. |f
N . . L

- * >
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integration of the enterprise is r‘equir'ed, then "manager's are given responsibility
of integrating the activities, authority is required, i.e.; the legitimate right to
make demands, exert influence and give directions, and to. apply sanctions. In
order to achieve integration of the enterprise, stratification occurs, that is

hierarchical arrangement of the ‘positions. This hierarchy, i.e.; a division of
authority is another central aeépect of social structure. :

The’ division of authority relates here to the patterning -of subordination
within the,or‘ganigation and its sub-system(s). Within the structure, authority
is invested in positions.and not i individuals. If a position has the responsi-
bility to coordinate and supervise subordinates, it then must have.authority to
accpmplish this task. Oftfan a position car‘ries more responsibility thap -author-

ity.

The way in which the individudl uses the authority invested ,in him/her,
provides important irjfor'matibn about the nature of the-:social structure and is
related to the culture of the organization.

[ -

The structural characteristic of.an organization has consequences: 1) for
its management; 2) how members see, understand, and relate to their work.
Ambiguity regarding authority and subordination provides ‘the setting for frus-
- tratione and confusion. When individuals are not clear about accountability and
responsibility, they are likely to indulge in non-t@slc behavior. When  the
structure “is incompatible with the primary task of the enterprise, the system is
in for trouble.

Socialb structire provides the vehicle to carry out the primary’task of the
_enterprise. Unclear and ambiguous structure jeopardizes the enterprise.

. An analysis of social structure, (i.e., division of labor, divisior of author-
ity, and the accog‘ntability structure) is a central aspect of understanding
organizational ljife. '

4) Marﬁgke;ment of Boundaries, Internal and External: -

_ The division of labor defines boundaries, and the division of authoer-
ity locates responsibility for regulating and controlling them. The concept
of boundaries is crucial from an open system perspective, E.J. Miller and
A K. Rice (1967) suggest boundaries should be considered a region rather
‘than_ a line.”” Boundaries serve two major functions for an open system-.
\ First, it has a separating function: it acts as the demarcation between the

organization and what ‘s external to it; and serves to define the varjbus
internal operations of the system. Second, boundaries have a transactl I
gz function that exists to enable useful exchange between system and environ-
ment. From an open system perspective, survival is contingent on contin-
uous exchange with the environment. The interaction of the enterprise
can be thought of in terms of permeability of the organization's boundaries.
The degree of and kind of permeability will affect the adaptation of.the
organization to its environment. Too' porous a boundary invites a chaos
and disor‘ganization,/ whereas rigid po'undar'ies become barriers causing
death through entropy. :

. g y
Miller ‘and Rice (1967) state: ‘"management of an enterprise requires three
kifds of boundary control:" M\
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1) Regulatiort of task system boundaries (i.e., regulation_ of the whole
enterprise as an import-conversion-export system and regulation ‘of constituent
system of activity). o ' . - )

. 2)  Regulation of sentient system boundaries, (the boundaries of the ,
groups to which individuals belong either directly through their role in system .
of activity or indirectly through their congegquential role-sets and personal rela- \)
tionships). . ' ) @\ : )

<

> »~ 3
3) Regulation of relations between task and sentien systems. .In gen-- .

eral, management of boundaries is crucjal_§n leadership /for an enterprise.
Without adequate boundary definitions of task and sentient groups, organiza- .

tional boundaries are difficult to define. If a beundary is not located ade-

quately, individuals' will draw.it at various places and it will lead*to confusion
- inside and outside. In the individual, this leads to mental breakdown, in anp
. enterprise, to inefficiency and failure. -

As stated above, the boundaries of an organization’ are the ar'e:a in whieh™
organizational, ernviromment transactions occur. Boundary structures refer to
the procedures, rules, personnel, organizational sub-units, etc., which carry
out the modification or transformations which occur in environment-organization
exchanged (Berrier, F., 1968). . ) : -

Boundary structure can be "con%éptualized as being of three types: (a)
* position or role related; (b) sub-uhit; (c) inter-organizational. Posjtion or role
related boundary structures are those in which pectations about role perforly-
ance are determined by’ réequirement from outside as well as by require S
from. insidethe organization. Thé sub-unit bound ry structure refers to over-
all hierarchical organization of boundary sub-unit positions. The third type of
boundary structure is inter-organizational and refers to links both formal and
Informal with other organizations and wir‘onments (Astrachan, 1973). .
A

The way in which these boundary structures are managed provides infor-
mation about the organization's coping mechanisms. The coordination am‘Bng and
flow of information across various boundary stsuctures denote management
responses to boundary control issues. S

Astrachan further asserts that boundary structures can be classified as ,
either programmed or heuristic. Programmed units have little autonomy and also
no wcapacity for response to novelty in the environment. More heur‘isticA unit§§
*have greatér freedom of action to respond to” novelty or turbulence Tnh thé
environment. This author does not view modes of response as either the pro-
grammed or heuristic. Rather, programmed-heuristic modes of response forms a
continum. ’ N

P . - -

,-, Both extremes of the."gontinuum jeopardize the organization's. health and
produgtivity. Overprogrammed responses tend to be rigid ahd unchangeable, -
v@f&gﬁ'boundary (as mentioned ~above) ibecomes a barrier and leads to death
" “tHrough ‘entropy. Too heuristic of a r‘es’@mse jg_?par'dizes the integrity of the
organization’s boundaries, thus becoming s%% porols and fluid that it would be -
hard to define the organization from thé” environment. How an .enterprise
understands and tend its boundaries provides insight into how the organization
manages its processes. ' .

* . -
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. 5) Culture of the Organization:

. R £ L. T e ‘ L
Culture is an aspect of an organization as it Is In communities and

societies/~ .
- ;

The culture includés traditions, values, and philosophies of the organiza-
tions. The organizational ideology and ethos are aspects of the culture. Sym-
bols, slogans, customs, taboos, and _prohibitions also represent the cultural

- properties of institutions.

A major aspect of culture i~ the “mythology of the ~organization——TFhe -
mythology of an organization is enacted by folklore .and organizational iimage in
the. minds of the imdiwiduals associated with the organizatioh. Do they View it
as an extended family, controlled by a benevolent father or nourishing mother?
Is it experienced as a profit-making machine, without moralg>or a potent noble
enterprise devoted to amelioration or psycho-sdcial pathology?

.
Y

The culture of an organization entailg accepted ways° of leading and, follow=
ing;, norms regarding related to males and females behavior also are part of the
culture. . )

Potentially, the culture can be a source of strain-for the enterprise or a
source of strength.’ . ¥ .

©
-

Little is known regarding the cultural properties of an enterprise and- how
the matrix of the individuals' native culture of the organization relates to social
structure and processes, tasks, and goals. Newton and Levinson suggest cul-

s ture and social structure tend to be relatively congruent but in a changing .
social system the fit will not be perfect. Over time changes in one’are likely to
produce changes in thé other. When_culture and goals are not congruent, it
may be a source of strain. . * .

An analysis of cultural ﬁ?'operties of an enterprise provides another piece -
of the puzzle. t

6) Social Process of the Enterprise:

Social strtcture provides the framework for enterprises, i.e., division
. . of labor and division of authority. Social process is related to the actual
working, dynamics and functions of the enterprise.
within this -domain, social processes can be .analyzed on four levels: (1) the
group ‘level; (2) the interpersonal level; (3) the intrapersonal level (Klein; et
al., 1973), and (4) the inter-grou level. Each refer to a behavioral system
conceptually différent from, and r‘el'gted to the others.

Group level processes refer to the behavior of the group as a social sys-

tem, as an organism; and the individual relatedness to that system (Bion, 1959).
The concept of basic assumptioh greup provides the conceptual framework for
understanding an aspect of group-level phenomena, e.g., dependency, fight/
flight, pairing and fusion (Turquet). Group level phenomena provide the data -
s about ‘the group transference and counter-transference that occur in the enter-
. prise. " Primal. horde themes, sibling rivalries, group fantasies surrounding the
authority can be operative at the group level. This .perspecfive of group level

*  has emerged from a psyehoanalytic framework. )

.
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-~ —-0On_the other hand, the interpersonal tevel of a social system refers to-the - —
+ member to member relations that exist in the enterprise. Social psychological
principles provides a potent vehicle for understanding the interpersonal pro-
Cesses. The issues of crossed communication; the various roles members take N
in group settings, e.g., maintenance, properties of an organization are another, -
aspect of the social psychological configuration. In sum, interpersonal level
“entails the roles individuals take, the communication and interpersonal styles
within the organization. As well as, the style and form of management behavior
and how it influences the response, Fotivation and_performance of subordinates.
o The Tntra-personal level refers to individual relatedness to himself, fantasy
live, management of anxiety and impulse. The focus here is on character.
thaits, unconscious motives, modes of ego defense, ego ideal and life goals. A
person will find one br‘ganizationaL system more congruent than. another- with his
inner structural requirements, i.e., how it gratifiés his wishes, provides ful-
fillment of value system and does not tamper with his/her wvulnerabilities
(Inkels, 1963)." The intra-personal level is cgncerned with how an individual -
and his behavior fits into the organization. J '

The intergroup’ phenomena provides a perspective to comprehend inter-
and intra-organizational relations. Analysis of intergroup phenomenon provide
such data about; competition of an enterprise; the degree of cooperation and
conflict that exist among the various sectors; how sectors may be scapegoated;
how the groups develop stryucture, both formal and informal; and the dynamic
of inter-organizational rel '

Since behavior is ulti-determined, any social system can be examined and
understood in* terms of any, or all of these levels simultaneously.
. . A

More generally, social processes characteristics include rhythms of work,
themes of work groups} the dynamics that interfere with the ability of a work
group to accomplish its’ tasks. \ ' 3

Social processes are connecting fibers of the enterprise providing the
cement of dynamite of the organization. An analysis of social process will
- reveal how the enterprise is holding together or splitting apart.

s 7 Technology of the Institution:

-

.

.

. The technology component plays,'a major role in determining the self-
regulatory properties of an enterprise. It functions as one of the major
components of the organizational system. Thys, it influences the degree
to which an organization achieves its goals. aterial, machines and terri-
tory make up the technological component (Emery and Trist, 1960). ’
Homans (1950) asserts that social systems exist within a three, pa?‘t

environment: cultural environment (thé norms, values and goals of society), a
physical environment (the terrain, climate, etc.), and a technological environ-
ment (the state of knowledge and skillé available to a system for performance of
its task). He further postulates that the various environments are fully depen-
dent. Therefore, any change in either environment will produce changes in the
other. A chang\e in work technology will pr‘oducﬁ/changes in patterns of inter--
action, i.e., the Tavistock studies on the J6ng wall coal mining method
destroyed some of the primary work groups. Workers' problems might come

¥
.
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from a technological innovatiori and redesign of work and how it affected the
psychological -contract between wdrkers and management.  Hackman (1973)
asserts the way in which the jobs are designed has a significant impact on the
motivation and performance of the employee. He postulates that task signifi-
cance; task variety and task autonomy are important dimensions. '

The technology of an enterprise is in part, determined by primary task
and its external environment and is an integral part of the enterprise..—

8) Resource Generation, Allocation and Utilization of .an Organization:

)
-
- "How an institution generates, allocates and utilizes resources reflects

the ability of management to surviver and cope with the exteranl turbulent
environment. . .

Recruitment of, éompetent employees to carry out the task of the institution
refers.to the institution's adaptability and foresightedness.

In-house training programs for the employee to reflect the enterprises con-
cern for generating resources. :

2’

These are broad problems that can be divided into two ‘major' areas. The

"first, a policy of recruitment, training and alfocation designed to get the best

performance out of the workers. Oft-time a major dilemma of organization arises
because policies and practices which insure organizational effectiveness may
often leave an individual's needs unsatisfied and compounded and create prob-
lems above and beyond the one the person brought with him/her.

The second iskallocationLand effective utilization of organizational resources
(human, technological and enviropment). Does the organization mold the indi-
vidual to fit the positions? Or, changes to provide optimal organization-
individual fit. An analysis of hoW an organization utilizes its resources pro-
vides insight about management style, the function of boundary structures and
coping-styles. ' :

9) Effectiveness and Efficiency of the Or‘g@ﬁization:

‘

. By effectiveness what is meant is the extent to which the organization
is able to meet goglli and primary tasks that it sets for itself.- For exam-
ple, question of high or low -production and quality of product. Efficiency
expresses the relations between the outputs and the cost necessary to
attain it (Inkeles and Levinson, 1963). . <

In addition to the achievement of goals and sub-goals of an organization,
Etxioni (1960) asserts the organization must fulfill four major functions for sur-
vival: |) effectiveness, coordination or organizational sub-units; 2) the acqui-
sition and maintenance of necessary resources; 3) adaptation of the organization
to the environment and to its own internal demands.

_ ' Lawrence and Lorsch point to an optimal degree of differentiation and inte-
gration in those parts of the organization that are critical as the best criterion
of or‘ggnizational effectiveness.

' - -O '
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Finally, E. Schein (1970), asserts organizational effectiveness hinges upon
good communication, flexibility,. creativity and genuine psychological commit-
ment. These conditions are tgtbe. obtained by |) recruitment, selection and
training practices that stimulate’ rather than coerce people; 2) more realiStic
psychological relationship based on a more realistic psychological .contract; and
3) more effective group action. ) o ‘ ‘

Sereery

The organizational consultant must look at how the other domains discussed
effect the enterprise's performance. This vantage point from which to stand
gives a view of the organizational exyobtfprodess.

- - -
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. IV: MANAGERIAL STYLE AND PLANNING FOR . 2 HOURS
MODULE CHANGE - - TIME' 35 MINUTES
.‘( - N
-GOALS . i i————

.

-

To enable participants to :relate their own program issues to such concepts as i

situational

LY

leadership theory and Sherwood's Model of P\anned Renegotiation.

OBJECTIVES

.

A

o

At-the end of this Module, participants will be able to:

P 4
7

‘Describe the elements of a "planned renegotiatlon" proceschh partuc:pants‘wﬂl

use to deal with organlzatuonal change -

Graph their own personal management/le rship styles as preventuon program
9

managers

~MATERIALS . - ‘

oo 0:000 e

Newsprmt .
Pens .
Pencils- e '
Magic Markers :
Participant Manuals
Worksheets
Reference Sheets
Selected Reading

v - |
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MODULE 1 ,

OVERVIEW .

. . . - - )
". 3 . - . 1, - - . .
1. APPLYING THE 30 MINUTES. | SMALL-GROUP AND LARGE-GROUP
-SITUATION: ‘ EXERCISE/DISCUSSION
\ MODEL “ . o .
/ ' [N PNEEE— ‘ . -
2. SCORING THE 20 MINUTES INDIVIDUAL EXERCYSE
MANAGERIAL <, .
STYLE PROFILE 1 i .
3. PROFILES 25 MINUTES SMALL-GROUP DISCUSSION
4. THE CONSTANT 15 MINUTESv LARGE-GROUP LECTURE/DISCUSSION
i . IN PREVENTION K .
¢HANGE ‘ o ' .
Y.‘-:"?_ ) .,
5. THE MODEL OF 20 MINUTES LARGE-GROUP LECTURE/DISCUSSION
PLANNED - ‘ C,
. RENEGOTIATION . )
' 6. APPLYING THE- 30 MINUTES | SMALL-GROUP EXFQRCISE )
) CONCEPT OF : ) i
. PLANNED' . -
RENEGOTYATION v
" 7. SUMMARY 15 MINUTES LARGE-GROUP DISCUSSION
1 -
’1 A . ' ‘ — »
/ o
, § : ) ¥
. A - )
- N
‘ . \f;-
v v —
A T4 —
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V. MANAGERIAL STYLE AND PLANNING FOR ‘ -
MODULE © CHANGE-1 . R WORKSHEET
., SCORING THE MANAGERIAL STYLE PROFILE o
| e .
. STEP I # ~ g '

Use the chart below to transfer your answers from the prablem sheet by circling the
letter you selected as your preferred option.. Add the number of circles in each

column and record that number in.tRe column total box. .
Problem Column | Column I~ 'Colu'mn i Column |V
7/
1 A C B D
2 B C D A
. 3 C A 1. D ) K 'B
.4 B ) AT C ™~ A
5 c B - D A : .
L ] Py .A
B Ke D. A I
70, A c B D 1
8 B D A C ¢
\ » T e
s c B D A .
S0 A B e D a
o~ 11 Y c| B D
12 ~ D B’ c s A'
Column Totals : h .

’

Step 1l:

4

In the diagram below, place the number you show as a total in Column | in the space
marked Quadrant {. FoMow the same procedure for Columns™*il, 111, and IV, ’The.
diagram is complete when there {s a{ number in ;each quadrant. ' - i

-

-

Quédr‘ant{ . ' Quadrant ||

+

Quadrant 111l Quadrant |V

- . . N
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Step Ill: - “

Once again, use the chart below to transfer your answers +from the
circling the letter you selected as your preferred option.
. in _each column._ard record that number in the column tetal box.

Worksheet 1V-1 Continued

3

t

5 .
problem sheet by
’Add the. number of circles

|- - problem Golumn |~ .Column 11 Column 11l Column IV
- ( o, - D B C A
2 . \ A B .. D C
-3 >« C B \ A D
4 ’ .”5 A C D
5 A D B C
6 A D B c
.7 i A c., D’ B
1 .8 B . D A s
9 A o4 B e
10 A D c B’
A 11 A c b B
12 D. B. C - A
Column ‘I:ote;.;'s ! ", )
' SR multiply by s
. , ' =2 -1 +1 +2
- * “Total = v ‘

.
Y,
o ‘

Step IV:

~ The next step is to do some arithmetic.

multiplication as indicated.

multiply 2 by -2, ‘and your answer would be -4.

column.
R Yo

Step V: \

Now add the figures in each column. !
Column 11} is 5; Column IV is +10. Your total score will be +11.

?

>

y:

Take the numbér in each column and do the _ ,
For exampgle, if your total in Column | is 2, you would
Follow the same procedure for each

For example, Column | is -4; Column Il is 0;

N/
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Worksheet 1V-1 Continued

1 . - T,
‘Steg 0 / b
Using the scale below, locate the number which™torresponds to the total you recelved

. after the-addition of the flgurés in Columns I-IV. Place an X on the scale at the
correspondlng humber. , -

o p
S N N S B I I D B D)
- =24 -20 "-15 -10 -5 0 +5 °~ +10 +15 +20 24
¢ o .
- Interpreting the Style Profile ' v
1.  The problems on the profile are written in such a manner that if answered per-

fectly, there would be three responses in each quadrant.

~

.
.. .
S

) 3 3 ,
Ll "~ Quadrant I Quadrant 111 ,
. ’\: \ . »
- 3 3 > ) e i
Quadrant | Quadrant |V o ’
,, A
' \ : .,
2. It is rare that -anyone's score sheet loeks that way. What usuajy happens is
that the distribution of the responses wnII reflect a preferred style ‘and a .
back-up style. For example: . © .
' 6 i 4
* Quadrant Il e Quadrant |11 .
/'_ - » \2 ' 0 .
) @Quadra‘nt | Quadrant 1V
%} ! ' 3
The person's preferred “style is Quadrant Il with Quadrant Ill as a back-up

style. He/she also has the flexibjlity to use Quadrant |, but less often.
He/she does not naturally use Quadrant V.

3. What this part of the profile reflects is the person’s preferred style, and an indi-
: cation of their flexibility to use other styles when appropriate. .

"4.. No value judgments should be placed on your results. It is simply data to be
examined in the light of a particular theoretical model. - - :

aee
.{ﬁ .
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Worksheet V-1 Continued . )
. . . /

5. Stép IV on the scoring sheet determines an effective rating based on the nuifBer
of responses which fell in the +2, +1, -1, -2 columns. Those responses in Col-
umn IV (+2) are considered to be the most appropriate.

’

6. The effectiveness rating could range from_-24 to +24. It is quite possible
that a lower effective s rating will corre with a strong tendency toward
one participant quadrg.s For example, if a p n has a score of 9 in Quadrant
Il, he/she will have

lected thatjoption at lg#st 6 times when it was not the
most appropriate response, therefore, a lower gffectiveness score.

Ky
)
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IV. MANAGERIAL STYLE AND PLANNING FOR

rMODUlE | ./ CHANGE-1 'REFE_RENCE'
/

) 'THE MANAGERIAL STYLE PROFILE l\

L]

2]

DIRECTIONS: Read. each problem description carefully. Then look at the o tions
offered as a response to-the problem. Select the option which MOST CLO Y.
REPRESENTS WHAT YOU WOULD , DO if you. were the manager in the situdtion
described. Circle the option you select.

. . N
The prevention team leaders in your prevention program appear to be having
serious problems getting the job done. Their performance has been going down-
hill rapidly. They have not responded to your efforts to be friendly or to your
expressions of concern for their welfare. . I -
Wr)at wouldlyou do? g ' - o . ¢ o~
« .- 3
. a. Re-gstablish the need for —foHowing program procedures and‘ meeting the
expectations for- task accomplishmerit. ’ ’ :
. . . , oo
b. "Be sure that staff members know you are available for discussion, but don‘t
pressure them. . ‘ ’

-

c. Talk with your team leader and then set performance goals.
. ' - " .

d.. Wait and see what happens. .

s

~ -

M LY
During the past féw months, the quality of work done by staff members has
been incréasing. Recordkeeping is accurate ang ug-to-date, You have been
careful to make sure that all staff members are>aware of your performance
expectations. What .would you do? .

v
L]

Make no changes. - ° o :

Continue to emphasize the importance of completing tasks and meeting dead-
lines. . ) - . g
. Be supportive and provide clear feedback.' Continue to make gs,ur'e that
Kstaff members are aware of performance expectations. .

d. Make every-effort ta let staff members feel imporgént and jnvolved in the
. decision making process. - .
Performance and interpersonal relations among your staff have been gpo‘&. You
have normally left them alone. However, a new situation has developed, &nd it
appears that the staffwkis unable to olve the problem themselves. What would
you do?

&y T . .
a. Bring the group together and work as a team to solve the problem.

b. Continue to leave them alone.to work it:out. -

<

°
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. Reference Sheet I1V-1 Cdntinued
' 4

.

. : b .. ,
c. Act quickly and firmly to identify the problem and establish procedures to

correct it. . .

* d. - Encourage the staff to work on the problem, letting them know you are
available as a resource and for discussion if they need you. -

4. You are considering a major change in your prevention approach. Your staff

has a fine record of accomplishment and a strong commitment to excellence. They
are supportive of the need for change and have been involved, in the planning.,
: What would you do? . . -

a. géntinue tone the staff in the planning, but you 'di'r'ectmthe change.

3

& L. . o
b. Announce the changes and then implement them with close supervision.-

"c. Allow the gf‘oup to be involved in developing the change, but don't pres-

. sure.them. . R ‘ )
d. .“Let the staff managé the change process. ) - .
5. You are aware that staff performance has been’ going down during the last °
several hs. They need continual reminding to get tasks done on time and
seem unconderned about meeting objectives. In ,the past, redefining procedures

and role ex ‘ectétions has helped. What would you do?

a. Allow your staff to set their own direction. . -

, @ o

bw Get suggestions from the staff but see that the objectivés are met.

c. Redefine éoals and expectations and supervise carefully.
«d. Allow the staff to ‘be involved in¥ setting the goals, but don't pressure
them. : .

kY B
6. You have just takeh over as the director of an alternatives program that had
been running smoothly under the previous director. He had the reputation for
running a tight ship. You want to maintain the quality of the program, but you
would like to begin humanizing the environment. What would you. do?

a. » Do nothing at the present time.

b. Continue with the administrative pattern set by the previous director, moni-

- toring the staff and- emphasizing the importance of task accomplishment.,
c. Get the staff involved in decision making and planning, but continue to -see ’
that objectives afe met and quality is maintained. A ..

. ®

d.’"" Reach out to staff members to let them feel important and involved.
777 You are considEr‘ihg expandif’ng your school-baséd prbgram to incorporate a new
> community-based program. ¥our staff members have made suggestions about tHe
proposed change and are enthusiastic. They operate effectively on a day-to-day

[

basis and have shown themsglves willing to assume responsibility. What would .
yo(™do? et :
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a. Outline the changes and monitor carefully.

b. Reach consensus with the staff on the pr‘o\?osed changes and allow the staff
members to organize the implementation. > ”

c. Solicit 4nput from the staff on proposed changes, but maintain control -of
the implementation.

B

d. pet the staff handle it. - - .

Staff have been working well. Interpersonal relations and morale are good. The
quality". of service delivery is excellent. You are somewhat unsure of your
apparent lack of direction of the group. What would you do?

‘a. Be careful not :to hurt your relationship with the staff by becoming “too
directive. I
. - - ,
b. Take steps to assure that staff members are working in a well defined man-
ner.
4 d °
c. Leave the staff alone to work as they have been. -
d. Discuss the situation with the staff and then initiate the necessary changes..

o

The Director of the Single Stateflgency has appointed you to replace the chair-
man of a task force that is long overdue in making requested recommendations
for state prevention grant priority. The group is not clear on its goals.
Attendance at meetings has been poor. Frequently, the meetings are more social
than task oriented. Potentially, they have the knowledge and experience to
complete the task. What would you do?" .

-
L4

a. Let the group members work out their problems. {

'

y .
b~ Solicit recommendations from the group, but see that the objectives are met.

c. Redefine apdaclar‘ify the goals, tasks, and expectations, and ca”r"efully
supervise progréss toward task completion. : .

d. Aljow group-involvement in setting goals, but don't push.

. Youy team leaders are usually able to take responsibility.. However, they are

not responding. well to your recent redefinition of performance standards. What
would you do? . .

a. ' Supervise carefully to assure that standards are met. ‘
b. Solicit input from the staff on performance standards. Incor‘dbr‘até their
- suggestions and monitor. their progress toward ‘meeting the stanc{lards-.
c.  Allow staff -involvement ‘in the redefinition of performance st,afndar'ds, but .
. don't push. . ’ ;
d.  Avoid génfr:ontatior;. Apply no pressure and see what happenjé.
-y, - .. , . - N .
K] ' } ) ' -
- 7 S -
. o v : ' .
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"

O

Reference Sheet 1V-1 Continued
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11. 'You have been made supervisor of a staff of eight group facilitators. The pre-
vious supervisor appeared to be uninvolved in the affairs of the staff. They
have adequately handled their tasks and responsibilities. Their morale is high.
. What would' you do? -
a. Become active in directing the staff toward working in a clearly defined
manner. .
b. Involve your staff .in degision making and Eonsistently reinforce good con-
tributions. . »
c. Discuss past performance with your staff and then examine the need for
new procedure. Co . ’
d. ~Continue to leavé the staff alone.
12. You ve recently become aware of some internal difficulties in your staff. They
had Deen working .well together for the past year. The staff has an excellent

record of accomplishment.
mance goals. All are well
What would you do?

a. Allow your staff to-deal with the new problem themselves. - «
* »

b. Tell the staff how you prbpose to deal
necessityc_for' these procedures.

c. Make yourself available for discussion but don't jeopardize your relationship
, with the staff by forcing the issue. , '
' ¢ . ) ~
d. Act quickly and firmly to nip the problem in the bud.
4
. . /
é Lo 9/
\ -~
s 4 €
<
kb / —_—
. .
,‘ ~
., (; %
¥ ~

Staff members have consistently met their perfor-
qualified for their roles in the program.

7

»
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with the situation and discuss the

-
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PLANNED RENEGOTIATION:
d A NORM-SETTING OD INTERVENTION

N o

Organizational development has been described as '"an educational process
by which human resources are continuously identified, allocated, and expanded
in ways that make these resources more available to the organization and, there-
fore, improve the organization's problem-solving capabilities" (Sherwood, 1971).
The concept of planned renegotiation describes a procedure by which controlled
change can enter an organization in such a way that resources become more
available to the organization. It is derived from a clear and simple” theory of
how roles are established and changed (Glideweil, 1971).

The theory itself is a norm-setting intervention because it is intended to
become part of the normative structure of an organization and as such to be-
come part of the language, rhetoric, and expectations of the members of the
organization. Furthermore, the use of these concepts in successful . problem-
solving leads to the learning of behavioral skills by insight, reinforcement, and
imitation. As we often like to hear Lewin (1951) say, there is nothing as prac-
tical as” a good theory. Where the concept of planned renegotiation becomes
part of the norfms of an organization, it can constitute the heart of an OD
effort.

THE MODEL ’ N

The model describes how social systems--that is, relations between persons
and relations between groups--are established and become stabilized so that
work can get done and how change can enter the system. The model is cycli-
cal, and it includes four phases:

A

(1) Sharing ‘information and negotiating expectations. When per‘sons'/{)egin
to establish, a relationship which they expect may endure over some period of
“time--as brief as a pre-employment interview or as long-lasting as-a marriage or
an appointment to the W.S. Supreme Court--they first exchange information.
They are essentially tra@ng inforniation about themselves and establishing
expectations--yisually’ implitit, and unspecified-~about how a "member" of this
relationship or| a member of $his group is going to behave (S%Goffman, 1956,
p. 162, 1961, /pp. 105-132; Thibaut and*KeIIey, 1959, pp. 21-25; Blau, 1960).

Once a sufficient exchange of information occurs, uncertainty is reduced.to
an acceptable level and the behaviors .of the parties are more or less predict-
able. If the ‘relationship is seen as,‘endur‘ing sometime into the future, then
commitment to these shared expectations takes place.

A -

(2) Commitment. When: commitment to a set of shared_ expectations takes
pla‘(:e, then each member's role is defined, and each member knows for the. most
part what is expected of him and for the most part what he can expect from the
others. The strength of each individual's commitment and the range of his
behavior encompassed by his role are both measures of the importance or cen-
trality to him of this particular relationship. Th® mere important the relation-
ship, the more evidence of cbmmitment is required and the more. behaviors--
including attitudes, values, and perceptions--are embraced by tHe role expecta-
tions. With commitment comes stability. ; .

- © e eu_p— T PR . —
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(3) Stability and productivity. When there is commitment to a set of
shared expectations, these expectations govern the behavior of group members
and provide stability, within the relationships; that is, for the most part you do
what | expect of you and forpthe most part | do_what you expect of me. This
stability 'in the relationships leads to the possibility that work can now get
done. While stability does not guarantee productivity, it is necessary for
productive work to occur. The energy of the principals is now available for
other things since their relationships are sufficiently predictable that they no
-longer required sustained attention. )

Commitment to a set of shared expectations, then, governs behavior during
a period of stability; but invariably, sooner or later, disruption occurs (Blau,
1967; Homans, 1961). . ) . .

¢4) Disruption. Disruption occurs because of a violation of expectaticns
by the -principals or because of external intrusion into the.system. It is as=
sumed that disruption is inevitable; only the duration of the period of stability
varies. because (a) information is never completely shared during the initial
perivd when expectations are negotiated and ¢(b) individuals, groups, and
organizations are viewed as open ‘systems (Katz & Kahn, 1966), i.e., they
change as a consequence(vf tr‘ansaction‘? with “their environment (Glidewell,
1971).
k4 N . e

Disruptions may be external in origin, such as a new person assigned to a
work group, a loss of personnel, an assignment of a new task or highe¥ quota,
a budgetary cut and reallocation of resources, or reorganization of persennel
and subsequent reassignment of duties. The first child born into a marriage is
an example of a new input into the relationship which is likely to lead to tfie
violation of previously established expectations. Disruptions may also be internal
in origin, such as, the sharing of information which xwas not made available
earlier when expectations were being negotiated. Persons also change as a con-
sequence of new experiences, training, and education. When’the changed
person returns to the unchanged role, expectations may be violated leading to a
disruption of the'relationship. i . )

-

kd

It is at the point of disruption that change can enter_the system, for it is
at this time that expectations are no longer fixed. New information can now
enter the system, and the renegotiation of expectations can occur. Once again
the system recycles through: (1) sharing- information .and renegotiating expec-
tations, followed by (2) commitment to a set of ‘expectations which governs
behavior during a period of (3) stability and productivity, when, for the most
part, you do what | expect of you and | do what you expect of me until

- (4) disruption once again occurs because of a violation of expectations by the
principals or because of: external intrusion into the system. with disruption

- change. can once again enter the system, as it cycles from renegotiation through
disruption, and yet another opportunity for, renegotiation (see Figure |).

The-paradox is that the very moment the system is most open to change
there afe strong inhibiting -forces working to return things 'to- the way they
‘used to be" because of anxiety accompanying the uncertainty which character-
izes the system.at the time it is:in a state of disruption (Lanzettd, 1955;
Korchin et al., 1957).

L.




= .

When a disruption of expectations occurs, uncertainty follows--because |
can no lorjger depend on' your doing what | expect of you, and my own role is
also unclear to me--and with uncertainty the principals become anxious. The
anxiety i$ uncomfortable. The quickest and surest way to reduce that anxiety
is for the relationship to return once again "to \the way things used to be."
This is often a ritualized commitment to prior expgctations, such as a perf:unc‘
tory apology, handshake, or embrace, without adm tting into the system the new
information, which is now available having given rise to the .disruption. This
new information would form the basis for renegotiating the expectations govern-
ing the relationship. The relationship remains closed to change when the par-
* ties deal with the uncertainty and anxiety produced by disruption by returning
to the original level of sharing expectations without renegotaition: for example,
the pledge, "it won't happen again," or the admonition, "don't let it happen
again," or the reaffirmation of the way thinggtused to be, "let's be gentlemen,”
or "I'm sorry, |-was wrong, everything ijnowwokay...nothing Jis changed!"
(Postman & Bruner, 1948; Hermann, 1963).

-

It is during the period of disruption, when the, parties are<yncertain about
their roles and the future of the relationship and are therefore anxious, that
the system must be held open if change is to enter. _If new information is
allowed to enter the relationship and is treated in a problemsolving way, it can
provide the -basis for renegotiating the expectations governing the relationship.
The newly"r'e\negotiated expectations are therefore more likely to.be in line with
the current realities of the situation, and once commitment occurs, the period of
stability is -likely to be more enduring before the next ensuring disruption.

If the parties share this model as a part of their language and their
mutual expecfations, these concepts are likely to help them by increasing their
tolerance for the uncertainty and the accompanying anxiety which surround
their relationship while expectations are held open during renegotiation.
Through continued use of these concepts, the behavioral skills of the parties
also increase, thereby facilitating the renegotiation process.

_The theory predicts that disruption without renegotiation leads to .an
increasing frequency and intensity of disruptions. When each disruption is not
treated as a new source of information and a new opportunity for adjustment of
expectations and change, but rather ‘as a disagregable state that cannot be tol-
erated due to the urgency to return "to the way things ‘used to be," then the
source’ of the disruption is mever satisfactorily remedied, improved, or even
ameliorated. If the problem or difficulty in the relationship is never addressed
directly, it is likely to persist and add to the intensity of future disruptions
precipitated by new problems ‘entering the relationship./I/ The more inflexible
the system--a two-person relationship; a group, an organization, or a commu-
nity--the more likely a final disruptive event will be explosive and destructive. -
Such a relationship is likely to be terminateg in a manner which is destructive, .-
to the parties involved. : M

1 »
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e

! The intensity of future disruptions is not likely to be increased where prob-
lems or difficulties in a relationship are handled by reducing commitment to the
relationship. In this case, an apparent "return to the way thindgs used to be"
is actually a withdrawal of commitment. Over time such a strategy leads to an
atrophied relationship. (In the Marriage Grid (1971) by Mouton and Blake, this
is a. |,l orientation, e.g., "Home is where | eat, ‘'sleep, and keep my things."):

~
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Whenever disruption occurs, the possibilitx of terminating the relationship |
is always an alternative solution. T2rmination is more likely to be a construc- .
tive, proplem-solving solution when it is a consequence of renegotiation. Termi-
nation is more likely to result in the destructive loss of resources when one or
more of the following are present: (1) the’ disruption is onplanned and explo-
sive, (2) the system is rigid and inflexible, or (3) the parties have little or no
prior experience in renegdotiating adjustments” to changing conditions.
PLANNED RENEGOTIATION ,
& v
THe model states that relationships tycle through (I) the sharing of infor-
mation and negotiation of -expectations, through (2) commitment to (3) stability <
ahd productivity to (4) disruption and the possibility of renegotiation and there:
fore change. It has also been assumed that it is difficult to hold the system
open -for renegotiation because of the uncertainty and anxiety that prevails at
that time. These concepts then provide a way to introduce controlled change
by anticipating disruption and renegotiating expectations in advance. This is
known as planned renegotiation. ‘ L

4,

~ 7

." Where this simple mode} of how' roles are established and how they change
is available to the parties and where they have skills in sharing their reactions,
feelings, and  perceptions about their relationship, change can be introduced in
a controlled and systematic way - through planned renegotiation. This is less
stressful than renegotiation ‘under conditions of disruption. Both the model and
the. concept of planned renegotiation thus become parts of the relationship so

. that "whenever | feel a pinch," that pinch is shared and the possibility of

' renegotiation is raised. A pinch is a signal of the possibility of an impending
disruption, and it describes a‘sense of loss of freedom within one's current role
« (see Figure |). The felt loss of freedom may be due to a sehse of expanded
resources or to subtle constriction of expectations by others.. In either case,
there?is the possibility of resources lost' to the system. '

L

/-\ Some examples of pinches which raise the possibility of renegotiation are:

"| think | am now ready to go to New York on a buyin'g trip without

\ you."‘
"] find that | am defensive with §/ou because you judge others so
- harshly. | don't want you judging me that way."

"While | will c'onti;\ue to do all the drafting work, | would like todo
some engineering work on this project." .

e

T "l think that | somehow have to know all the answersgbecause no one
: in this group ever admits that they don't know something. | there-

~ foré bluff my way along." . //
of

"We are always glking about_,how.br‘ight we all are; and as a conse-
i ' .. quence | am ,'eco[nihg&more' and more cautious aboul\ the ideas |
- ‘ choose to share lest they appear anything but brilliant."

rdd
-

begin saying, "no:" to you,’ or you have to stop adding
workload. | will be unable to meet the commitments | have al-
ady made unless something 4s’ changed." .

.
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~ model and developing skills and procedures for its use and (2) working on the

"I' like you’} lot, and | suddenly realize that | am very hesitant to.
disagree with you for fear that you will then dislike me." : .

When the qtestio,n of renegotiation .of expectations is raised at that point
in the relationship when one of the members feels a pinch, the pafties have
more choice ahd/ more control over change. Theyare subject to fewer negotia-.
tions "under firy/e," and they are less often victims of crises and pressures to
return to the way things used to be. b

IMPLICATIONS AND DISCUSSION : .

Planned renegotiation is likely to be a successful norm-setting intervention
in an organization where there is some prior commitment to the concept of
organization development so that persons are neither so closed that differences
are ignored and inappropridtely smoothed over nor so competitive that differ-
ences are exploited hy subversive rivalry.

On the other hand, peopie need concepts to guide their behavior. Organi-
zation development efforts often involve skill training in interpersonal relations,
or process consultation, or prescriptions to do things differently, such as "be
open®" However, they are trained in interpersonal skills without an adequate
theoretical framework that provides awareness of themselves and make more data
available to the system, but what can they do with data once it becomes more
available? The planned renegotiation modet supplies a framework for building
more productive working relationships with information generated through organ-
ization developnfent efforts. T

. ?

Similarly, participant management systems need more information from all
levels of supervision in order to function effectively, but once the information
is generated, how is it to be handled? The planned renegetiation model pro-
vides a frameworkyfor allowing new information to change the system where
such change’is agreeable to all. parties involved.

" The theory underlying the concept of planned renegotiation is clear, sim-
ple, and straightforward. Theoretical elaborations have been purposely avoided.
It is intended that the concepts become part of the language of organizational
life. Persons can be trained in the skills of planned renegotiation. It is impor-
tant that people learn to detect pinches before disruptions develop. A pinch_is
felt by an individual, whereas a ‘disruption is experienced by all parties
involved- in" the relationship. It is therefore incumbent upon an individual who
feels a pinch to take responsibility for raising the question of renegotiation with
the other(s), rather than asserting that it is someone else's problem-or rgspon=
sibility. At the same time, it is important _.he understand that when he experi-
ences a pinch, this is going to make him anxious. When a pinch is shared and
renegotiation considered, then others become anxious as well. People get

———anxious both because they are never sure whether they will personally be bet-"

ter off after the renegotigtion is completed than ey were before. When people
work with this model, they learn that anxiety becomes controlled and tolerable
when there is & commitment to problem-solving. There remains nevertheless a
risk each time the relationship is opened fqr examination and renegotiation.
’ e .

In the first few attempts at renegotiation within the model; people are
simultaneously working on two problems: (1) trying out a problem-solving

.




pinch that gave rise to the renegotiation. #Over time both skills and procedures
develop, as does confirmation of the model and its usefulness to the parties

involved.- (or its lack of usefulness).

Based on' the assumption that "most people in organizations prefer a fair
negotiated settlement to a state of unresolved conflict," Harrison (1971) has
developed a very sound procedure for changing role relationships. It should
be useful-to those who would like to try planned renegotiation in a formally
structured and specifically programmed way. Harrison calls his procedure "role
negotiation." It is agdetailed program for exchanging expectations and demands
for the behavior of others in terms of what each wants others (a) to do more or
better, (b) to do less, or (c) to remain unchanged. These expectations are
written so as to be clearly understood by both sender and receiver. When one
person makes a request or demand for changed behavior on the part of
another, .he must specify a quid pro quo he is willing to give in order to get
what_he “wants. The process is complete when an agreement is written which
specifies the agreed-upon changes in bghavior and makes clear what each party
is expected to give in return, including a discussion of possible Sanctions for
noncompliance. The procedures are cledr and simple, if a bit mechanical, and "
they require a consultant in the early stages to establish the rules and to
moderate their .use. ) . .

There are various other ways organizations might make use of the concept
of planned renegotiation. An organization might design a "renegotiating arena,"
where the principals commit themselves not to leave the field until a satisfactory
set of mutual expectations is established./2/ A skilled third' party consultant
might be available to them (see Walton, 1969). .

The question is sometimes r‘aisec'i, "if planned renegotiation is encouraged,
won't this lead to the termination of some relationships that would not otherwise
terminate?" Yes, it probably will. Where relationships are terminated by
choice, this is likelygto be an outcome which is more healthy for the “individuals
and more productivé for the organization over the long run, than to retain

members who are &ssentially "captive."
: \

While the theory of how roles are established and changed seems to be
interpersonal in focus and appears to -concentrate on the modification of behav- -
ior in one-to-one situations, ‘the concepts also describe the relatidirof a person
to a group of the relations of all members of a group to one another, e.g.,
task group, committee, subordinates reporting to one supervisor, family, etc.

’

~a

-2The method, "Meetings for Two" .in Fokdyce & Weil (1971, pp. H4-16), is a
highly structured session designed to provide the opportunity to renegotiate
expectations in a two-person relationship without the benefit of a theoretical
model. While a third party is not required, the procedure is so highly stryc-
tured that the presence of a third person seems almost essential =

»
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Relations between groups are also subfect to di_s_r;.tptién and renegotiation as

well, e.g., relations between departments, pranch offices, or project teams./3/ .

Rather than’ a theory of interpersonal affair‘s,‘ the theary is better
described as a fescription of the establishment and, change of relations between
elements of a social" system-persons or groups. The theory is more encompas-
sing than it first might seem; it can -include some of the major realities of
organizational life, such as the power of economics and .legitimate authoritytand

- _the Tcompetition between persons or grolps for scarce resources. A subordinate

<

f‘—’u‘

— third party consultant to others in conflict. N .

o

.

can certainly raise the question of renegotiation with 'his supervisor and can
help his supervisor learn to use the model. Issués . of q‘uthor‘ity can be subjects
of renegotiation. Where individuals or groups are highly competitive, renegotia-
tion can take the form of more open bargaining rather than secretive, and some-=
times subversive, rivalry. :

While all of us need concepts to guide our behavior, it would seem that the
model of how roles are established and changed and, the concept of planned
renegotiation would be particularly useful for those who frequently enter and
work with temporary systems (Bennis & Slater, 1968). The more fluid and
changing the system, the more important it.is to be able to develop means of
producing information rapidly which then permits people to appropriately influ-
ence one another and to accept appropriate influence. Furthermore, working
with this model even within an enduring and established relationship is likely to
help a person develop those’ behavioral skills which are effective in life in tem-
porary systems. These concepts are also those who play a mediating role as a

SUMMARY ] ‘ | .

{ .

This paper is based on the assumption that people need concepts to guide
their behavior. A clear and simple model of how ‘{r‘oles are established and
changed- is presented: relationships gycle through () the sharing of informa-
tion and the negotiation of expectationfs, then (2) commitment to a set of expec-
tations which governs behavior during a period (3) of stability and productivity
"‘When, for the most part you do whe¥ | expect of you and | do what you expect
of me, until (4) disruption occurs and the possibility of change enters the sys-
fem. This theory itself is a norm-setting intervention into an organization when
it becomes a mart of the ‘normative structure, {dnguage, and expectations of
members of the organizatfon. . - /

a 3

~

The concept of planned renegotiation is derived® from this model and repré-
‘sents a procedure by which controlled change can enter gn orggnization,
thereby freeing and expanding resources for problem-solving. xﬁ‘s enhances an
organization's internal flexibility, which is one important criteridh of organiza-
tional effectiveness (Schein, 1965). f ' ’

° r) ., ’L
* With a model such as planned renegotiation, peopte have more ‘choice(fn
their lives and are less likely to become victims "of the way.thlngs‘sed to

/ .
be... ." , L4 _._/

03

. ° \
3Se\\/er‘al persons have reported that this modl is also useful for negotiating
change in the behavior of a single person (intrgapersonal change). _ Persons hgve
talked to thémselves about themselves and held dialogs in a Gestalt fashion
between "how | am now" and "how | would like to be," followed by commitment

to a new set of expectations, stability, disruption, and r‘enegotiat"ron. .
. , . X . 78 - . . . . o
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MODULE .v: wmaaGemenT TOOLS .. TIME: s houds

GOALS P ;o

L / o ) ‘
. To familiarize participants with thoe\‘concepts‘of needs assessment, planning, and
evaluation to prepare them to wo k cooperatively with prevention evaluators.

O < * © .

OBJECTIVES . - LT

At the end of this Module, participants will be able to:”

.

© @

L7 A

. Identify the three basic phases of a rneeds assessment process N
. Write clear, 'Spe'cific;and measurable program objectives
[ . ) <
] Enable participants to list the five components of a logical program development
process ] . S . .
. 4 . 5 L
. . y ° . . e
° Acquaint participants with the three types of evaluation described in NIDA's
*prevention Evaluation Research Model .
] Enable participants to list 1-, 3-, and S5-year goals for their programs: v
o ¢ o
° Pencils ' ’ . \
° Newsprint - . e e
° Magic Markers v ‘ ' o
e . Participant Manual , ) . \ - o o .
. Worksheets l .
. Figures ) ® 3 ’ . L
° Reference Sheets ' 3 o . -~
. Selected Readings., ¢ , .
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- | MODULE v QVERVIEW) . °
: EXERCISE TME 7 METHODOLOGY .
o ‘ ) . . , I(l:, .
T. . INTRODUCTION 5 MINUTES I:ARGE-.GR'OUP
4 . ‘ * 7t
2. THE REAL/IDEAL 30 MINUTES ~ INDi’\‘/IDU)L EXERCISE Y o
3. NEEDS‘ ASSES%MENT 10 MINUTES LARGE-GROUP 'LECTURE/DISCUSSION
4. GATHERING NEEDS 20 MINUTES= | INDIVIDUAL/SMALL-GROUP EXERCISE
' " ASSESSMENT .o : ‘
v .« DATA 0.9 . '
5 PLANNING 20 MINUTES LARGE-GROUP LECTURE/DISCUSSION
6. WRITING SPECIFIC 30 MINUTES INDIVIDU/'\'L EXERCISE <
. PROGRAM . : _ .
) ¥ OBJECTIVES . . s )
"1 . FuTure PLANNING |30 MINUTES I‘NDL,VIDUAL/TRIAD EXERCISE %
. ‘E‘.VQALUATION *. 130 MINUTES’ %L,ARGE GROUP LECTURE/DTSCUSSION
- i ‘f G ‘ 1
9: EVALUATION -l 25 MINUTES LARGE GROUP EXERCISE/DISCUSSION
. RESOURCES 1 .
, . b ' * .
. 10. POLITICS AND - 20 MINUTES LARGE-GROUP DISCUSSION -
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INTRODUCTION

Thls self-instructional module is designed to help you learn how to write objectives
thgt are clear and specific. - ’ o

When you have completed this learning patkage, you will be able to do the following:

- 1. Distinguish a goal from an objective; .
2. Identify program ob;ectlves that are specific, measur‘able, and time- pgased, and
3. Write program objectives that are specific, measurable,and time- phased - \
If you are confident that you alr'ead?/ knrow hv to write specific program objectlves,
please take the pretest. _f When you have finished, check your’
results with the trainer.! If both your objectives are approved by the tr'alner', you

will have met the objectives-of the learning paakage.

°

Or, if you prefer, skip the pretest and .turn immediatel.y to the instructions.

- . . ' ' a .

* * * * * %

/
&y
¢
INSTRUCTIONS , N\ .
/ N
, . |~ . :
A\ . ’ " .
Complete each part betore turnlng to the next oar‘t Read thHe material and answer
the question in each pzrt then check your answer. : 'y
\ ] .
Now begin. 7 ' ’
‘ . ' ' l . .
JRET Co : ox ok ok ox N . "
What is thxjiffer‘ence between -goals and objectives? o L,
A goal is a general ‘statement of .what we intend to .do. Because geals are stated in
gener‘al ter‘ms, they can-be’interpreted in many different ways. L. % - ’
- / .

An ob!ectlv is- much more specific than a goal. A well<stated objective teaves little
doubt about exactly what will be done, how this will be measured, and when it will be

accomplished.’ . . . . e . e
. . . ’ . 13
- O. « P
- A ‘
, ) V . * ° s -
- . ‘ ‘ ' 1

° . ' a . ’ - A s . T em a
‘VQ . ‘. . . e . LY a . . . . . ‘U

‘s :the folldwing st'a.atement a Qoal or'; an .objective? ";Drug abuse -will. be reduced."

. . . . .

- « ’ R * 2 » > e " . -
Answer: : L % ..

o 13
. . . - . O
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Worksheet V-2 Continued

1

& ' -

-

.
*

If you said goal, you were righ%. The statement is too general to be a good objec-
tive. ’ ' . -

N ' . .
If you said objective, take another look at the statement. Does it téll you how drug.
abuse witl-be-measured, or how much it will be reduced, or by what date?

4 . . . .
Is the following statement a goal or an objective?
) A .

"The incidence of arrests for drug abuse in Cénter City will be reduced by 10 perc

cent within one year." .
- CL " ,_." \ <'

Answer: . . , - N

* k * *x * k

02 ) R

’ ) . . I
If you éaip _obiective,' you were right. The statement clearly specified what the-
- result- would be (incidence- of arrgsts for‘drug abuse in:Center City will be reduced),
how this will be measured (reduced by 10 ‘percent) and ‘when (within one year).

In the space below, write the difference Aetweeg a goal and an objective. «

. v . " . . . ~ ’-' »
v - . ) (B R

‘ ¢ -

- s
. - - ’-

- * ) N . L] m'
List below ‘the three essential characteristics of a useful objective.
1 g 4 «® '
- 7 s ) \ . ' X ] . .
2 ’ . ( .
o ] ¢ Phe . )
3. ‘ . - .
’ . -' -
Nlow_ go to the next page. ‘. N e _— C : 0
. ST : . ) S I
. % - - coe e
Yy o~ LY
) v ¢ D . ¥
Lo a . ‘ - R
4 L
' x k k *x k ok - R
~ ; "
. R ,

°




Worksheet V- 2 Continued -
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AN |

The: ‘hree essential characteristics of a useful objective are the following:

v

1.
2.

3.

It is expressed in measurable terms.

A

It states specifically the result to be accomplished.

- ' »

R

It identifies when. the result will happen. - —

-

*

Let's concentrate on the first two characteristics of a good objective:’

1.

2.

I.t states specifically t‘he result to be accomplished. } )
Tt is expressed_in measu‘rable terms.
. 1 _ro . . ? ¢
. ‘ | -
. . ) ‘ N . e
Put an X in the box besidg each of those statements below that: )
° Speciflcally state a result; and - |
® Are e?,é/pressed in measurable terms. ‘ ad
@. "/’- i - .

N

4.

wn

8.
9.

10.

-

() Establlsh drug abuse referral systems in the five largest police departments

in this State.

.
- +

.~ () Provide drug abuse prevention training to school teachers. -

() D ign . four weekend recreation activities to involve 25‘ inner city youth.

() Reduce drug abuse to a level acceptable to _the publ|c
Y onduc‘t a campalgn “to increase public awareness of substance abuse related
M roblems. i . .

e ‘-. .
>

.,

3
( ) /Increase by two the number of community groups voluntarily contrlbutlng
/goods or servnces to the drug abuse preventlon program.,on a rEgular basis.

-( ),/ Reduce by 20 percent the number of drug .emer;gencies at the hospital

i through drug education in area schools. s

.- A%

IS \

( L_ Explore formation -of a State drug abuse prevenjgon program association.

(R v

( ) Initiate an assessment of substance abusg preventlon problems in ‘the com-

munity. ' 0 .

(. ) Establlsh a peer group rap mé@tlng for junlor h|gh students that is accept-
*  able to the students.

A

[4

.

-

¢
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Worksheet V-2 Continued . "

You should have placed .an X hefore statements 1, 3, 6, 7, 10

" -
~

Take another look at any you missed. Do those statements tell you specifically what
the expected result is and how it is to be measured? :

. . S ¥ ¥ ¥ x {‘4 /
. '
L) ’
4 ‘ b . ’ '
- .

The third characteristic of a useful objective is the time frame, which states ex.actly
when the result will happen, or by what date’ it will be ecompletely accomQIished.

- M -

Which of the following statements specify a clear time frame?
. " . .

1. As soon as possible - S

"

2. By the last day of each month

3. \Irﬁmediately . : . .
4. When-feasible . - ) ’ . v T e
. 5. By July %, 1977 . WY E S

-¥
Answer: *

- ! ) A ' " &
Numlprs 2 and 5. specifically” state by. what time or date we could expect a resuit to

happen. The other statements don't tell us how soon is "possible," when is""immedi- _
ately" (today? this week?), or how soon "feasible" is. K N ~

Useful objectives must specify: when a result will happen byK stating a date or giving

the number of days mogths, or years. c, .o . .
List again the ;hrée\:haracteristics of a-useful objective. > ’

.o - . ’ ’ T ’

: .o a .
1. , . . ‘ \
2. ' : |
“’ . P ’ - -
. *

-




WOF‘ksheet_ V-2 Continued . ' . S e e e

t

Now try to find> each of the three characteristics in the objective below. >
Objective: - -

Provide ‘40 hours of in-service training &nnually to all elementary school teacher
within five years. ‘ . ) M ’ .

1. Underline the parts of this objective that state the intended result.

2. Place aarognd the parts that are measurable.

. \ . .

3. the time frame. : ' ) ~——

fe,
¥ ¥ % ¥ ¥ X : -
. A ] - . ‘

Your answer should look fike thls

Pravide [40 hours]of in-service training_iannually&to[all elemeptary sch®ol teacher
within five years: C ’ _

L]

Now do the same with the following objectives. ‘ ' \v
- 1. Underline the specific result intended. " )

~ -

2., Put aar%und’ the measurable parts.

3. the time fr‘ame.. ’ i —_ > N

1. Develop pr'eventnon program objectlves that are consistent wnth the goals of the
program within one year.

[y

~
. =

2. Estabﬁib a rgcordke mg system for prevention actnvntles acceptable tc?WlDA b'y,

the begmnmg of the ne budget year. 4
. ! \

&

3. Provide 30 hours of trai ing to 350 shop.foremen in identifying and cog,g,selmg
potential and. actual dr‘ug buser‘s by September‘ 30, 1979.
. : oL N e 7
. * * * =
The. gnswers are: . / ) ‘

.
° s

7

1. Develop r'eventlon pr‘or‘am obJectlves ‘that are consnstent wath them@f the -
\ Brearam(@thin one year> S To S

¢ - AN

2. Establlsh\a recor‘dkeegmg system for preygntion actlvntles ]that is acceptable to
- NlDA('g'y e Degin nln§' T the next buage% year‘) . .
——— A - - . A4

L

- 7 r

ing and coun=-




o~

Worksheet V-2 Continued

M e

-~

N

i e i ——

)
+

Write two specific program objectives for your prevention program that you considgr
o

important.’

yoeur objectives,

.
-~
' -
L
.
’
-
L3 i .
v
~
N
B
14
\
-
A ~
. Al
.
.
!
=
*
‘
'
. .
O
.
., @ ~—

e

"

J

[\
PR M
Your trainer will give you instructions for checking the specificity and

-

-

4

.

-
~

~

usefulness of




MANAGEMENT TOOLS-3

' WORKSHEET. .

Vv

st

N R

*

3-year§

,/’ . _
"PLANNING AHEAD" . ‘ c
¢ PR *
; RESOURCES RESOURCES . - s .
GOALS OBJECTIVES * AVAILABLE NEEDED ASSUMPTIONS
i r - .-
1. /
~* L °
2. P - Q . ’
A
// t ]
3. / . X ¢
v ’ - <
ST Y
1 ' N “ .,
o / .
2. _ e _ i e
03 ".
3. / :
o, ~
/ ’ I-
1/ . :
| 2. [ , °
3. . / . -
e - #or .
. . v
» : R R .
/ oY & 9‘1

94



2 !
» —F ) .
Deve rkplan and budget ; .
LR . - -~ . ,
. . ’ ‘. A
. - 1 L)
¢ » -
L s [ Kl N
fe Y s
A “ . 5!
L[4 ; N ) ‘ "
Vo ° *
- ] A :! " »
. A -7 ,
- - . . ‘t
v ¢ N ‘o" vl . ? ::,...
~ ¢ B
* . “: ¥ - ° .8, '*:?
" Da’:a‘ . . 'L O L e
d A ¢ o
A %50 L ¢ 2
- L * e 9 R o~ .
s 3 'g_ ) . 9 .y o
rs 3halyze Data ¢ . 15- o, . - u’//{
P N LI I
. (AN 5 . S 5 . M I
P , ¢ K] "'ax# I l« 1%'::' ’ R L. .‘.“‘." Q: o2
] 2 *, 0y ‘u ‘ - o s ® 2
o . * | ogvelop mat’,‘eraalg « )7 . ) }Cpngr* ?5 Vnto s
3 Ld .
. reports and ovleflng Sl o "ormat‘k.pxal to . L
. . N . . 14
- . packagess , S&annems % )
APRR e M P y Y
LS - D % 9-- L ad R 3 . . Ce
.. v "3 4 .t »
Q ) " : 1 t e \ .
-ERIC i, v : , 95 \\ K o, :
s Y ‘. S iy ¢ 7
- T R ' » . . =
R ‘ v . . .

MODULE V: MANAGEMENT TOOLS-1

-

P

FIGURE

s
NEEDS ASSESMENT PROCESS

T

/

Decision 1s made tQ canduct
a needs assesspent study

7

Defme Lthe purpose
. Jof the needs
assessment

s e

lIdentify data requirements

°

identifv desired re- |

- N

Define the resources

available for the needs
assessment

Select a data .

ports’ and analyses

P

Jcollaection =ednnigue

- Key Informant T

CommunltK SurveT .
Demographic Analysis
- Inferentlal

- Program Lata

Indicatar:

b 1 : * .
. Orgapize tne effort

t.
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MODULE v: MANAGEMENT TOOLS -2, * 1% ,

FUNCTIONAL ANALYSIS

» L. .
& L. . ¥ OF THE PREVENTIQN - . Dpetermine purposes .
. N PROG\RAM‘ PROCESS . of/assesgbm.\ent L

. 2 - R 1:6

™

°\

Determine measure-
ment *strategies
' 4

Needs

Evaluation
Assessed

. | Component
Irdentify evaluation \Designed

help needed é’élhect dati

Ld -

‘e .,zmalyze ?data °

N

NEEDS ‘ASSESSED~—STATE LEVEL |
Data usgd to: -
*=,! o Refine philosophy. E .,
e De&termine appropriate ° .
goals and objectites ' . ,‘ .
e .Identify appropriate $SA -

L

and TA
Needs
Identified

Statements
Generatéa

obesign ééséssment

¥

«
L = .
°
: - i
. y . 3 . ¢
4 ° > s ' t"’ <! L
- k .
' ”

. kef ine .teéﬂﬁn.ques\

”

L3

o : v roles; and~activities °
1dentify needs for ougaide,- e Plan” programs e ' LI Deternune phllosophy of,
help °, ) . > v ¢ . fb‘@ntl‘?n" N
e Training NEEDS ASSES ‘! Determine role of ssa “
, _ . SEP~-LOCAL LEVEL
° Technleal assm?:a.nce- Data used to: . . Assess [olo) unlvty condg.tzon
. N L] s - v r
e Ensure-the zrglévgnce%i _ ' ‘{\na;’lyze g datee i
pf programmmg . S .
® 'Respond to,funding- . ° ® s
guidelines , - -

PN

DetermmMpp op’rmate e U5
goals ’ «obyectlves Ry gndff AR
" auprograp activities ¥, o

’Anéiyze rg?ourqg-; ﬁé,eded
© for tasks - 3r~ *
.t¢ * Humdn ° @ .E‘manclal
Y Mitenal? & Otherstis
Idéntxf@ avallablé

- &'

Express as Jobs to be

resource,s co o’
] A ' R
L.t Activities) - Objectlve
R %2 Generated ) 4 - Generated 4 ) -
s ‘ | . . T |
./ 5. ' Bredk down objectives into % Break down goal statements into milestones

specific steps to be . .. . o
" _undertaken . ExXpress milestones in measurable terms
) "Mllestones express observable condltlons
] which lead to accmng;tlshment of goal \ /

"

T accomplished oy

(I

v

i
S
>
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| CONDUCTING A COMMUNITY ASSESSMENT - Lt
. . \ ) ‘ .
4 P . = v
NEEDS ASSESSMENT . . T, :

In the Evdluation Theory section of thi¥ manual we presented the
"Evalugtion. Cycle". That cycle is one model that .can be used
to guidé.mostvprograms in the development of their ewaluation
strategies. We refer to the cycle at this time to focus our

MENT. This section of /the manual will ,degl expressly Wwith that

" attentidn on its secogz’ component -,CONDUCTING A NEEDS ASSESS-

*

topic.” Much of the copntent coveted is based on material adapted
from: o . . ) R :
l. Warheit, Bell and Schwab, "Planning for Change: Needs t
Assessment Approaches," 1974,- .
. 4 . '
2. Hargreaves, Attkisson, Siegal, McIntyre and Sorensen,
. "Resource Materials' for Community Mental Health Program -
Evaluation, .Part II - Needs Assessment and Planning," 1974,
- J ?
3. From the University of Denver, "Analysis and Synthesis of .
Needs Assessment Research in the Field of Human, Services," -
1874. - . s
4. From recent research . conducted by Don Cahalan and Associates
in Analyzing our National Drinking Practices.

£y

.\ 0 ~ N - .
A Definition (Warheit, Bell and Schwab, 1974, p. .4)
"A needs assessment program is a resedrch and .planning acWkvity
designed to determine a community's..... health services, needs '
and utilization patterns.” ' ’

o4 . ?

(University of Denver 1974, p. 3)
A needs assessment also determines the extent and type of dys-
function that certain individuals or groups experiénce in a :

<

.

community. S ‘ ' . .
' . . R l‘t . . ‘lc H
onde determined, services can ‘be developed to, improve the level
» 0f functionihg for those people. T e )

When conducﬁing’én assessment, we must first déveiop a, tool that -
will measure the problem and thén use the information collected
to provide needed sgfvices. , r ‘ B

(2

»




SOME USES OF A NEEDS ASSESSMENT .
(International Encyclopedia .of the Social Sciences, Gruenberg

1968, Morris 1957)

1. Knowledge .regarding time-period comparisons or trends. - This .
information helps to distipguish problem areas that are in- ’
Y creasing from those that for the present time seem to be
* stabilizing, and finally those that are diminishing.
! 2. Community estimdtes of the sizg,,location and distributidn
.  of conditions aid in planning programs for tHe community and
€$h identifying possible points of intervention. '

3. Frém qccumulated~records of the ages at which individuals
contract a problem, individual risks can be estimated and.
high priority target populations for preventative or treat- )

- meR¥ services may be identified.
)

R
~ 4. Knowledge of the attributes of cases not in ftreatijent .en-
larges the clinical picture by making our concept jof a. \
disorder less dependent on the clinician's Iimitegdl perspec-
tive on cases. ' g .

r .,
5. Occasionally, new problems may be identified..

1
6.. The working of services can be studied in terms of their
success and failure, their selection of cases for treatment

‘ and the effects on the people they seek to serve.

, 7. 1In -the search for causes of disorders, data on the factors
associated with the distribution of a disorder supplement
laboratpry'and clinical data in clarifying the causes of
(alcohol related problems). : _

; ) - , ,

-
o

(Warheit, et. al. 1974, p. 12)

8. Proéidas data for the developmeﬁt/mod%fication of: agency
based programs... . . } X

°

9. Provides management informat%pn data for administratiyve,
purposes. : .

10. ?ﬂ”?enetratién Rate" can be established: ’ . "
1= thbéf of different clients identified by alcohoi services
Number of individuals assessed to need services © -

’

This measures adequacy of performance.
« ’ . -
. L ’ 6
\)4 ‘» v 1 O 1‘
) o ‘ Tol , , .
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, THE IMPETUS BEHIND NEEDS ASSESSMENTS RESEARCH

(University of Denver 1974, pp. 4-6) ' > \'r

" 1. Soc1al planning and resource allocation should be responeave .

tovthe problems and needs of the&populatlon

. Id h

"2. Thése needs shbuld be ascertained thrdugh an objective "pro-

cess. (They should not be just a reflectlon of what serwice
providers see as needs ) * - A

.
,

3. 'Changlng governmengal and organlzatlonal policies and pro-
cedures are demandlng assessments for further fundlng and

prport ' h ) -~

WHEN SHdULD YOU DO ASﬁEEDS ASSESSMENT?
(Harggeaves, et.a;.,\l974‘p. 11) . .
\ - )
1. The most advantageous time...to undertake an asséssment '
- program is in the very early stages of program development.
Thls assists in: .

‘ " a. deflning goals ' ,//

developing a program plan

selecting program activities ,
.evaluating these activities to see that proposed .
lnterventlons correspond wrth the needs

[o TN I ¢ J )

2. Asseggment gshould be considered when programs are thlnklng' '

-), about modlfylng current programs or adding new services. ,*'
, 30 Durtgg times of ‘rapid social change within a sétvice area.
For *example, changes created by major population shifts F
’ major economic cha:ges or natural disasters.

. —
STATE OF THE ART . '
(Hargreaves, et.al., 1974 p. 19).
1. Technologf,in the area of social service research is in the

state of infancy. )

2. 'Methodological difficulties: A

*,a. Lack of reliability of measuring instruments.
b. Problems associated with data collection.
c. Lack of uniformity in classification of health
problems. For example, when is a“person an '’
"alcoholic"? ) . :

¥

(Parker G.-Marden, 1974, p. 2) -




. 3, In a review of 1973 proposéls that had been fuhded by N.

N.I.A.A.A., Marden found.that 43% of the 385 studied lacked
¢ any,estimate_df the number of iroblem drinkers and/or al-

but did t say what it was based upon. The remaining 28% °
listed a methed whicl was geperally a simple statement of a’
proportion of the population being -alcoholic. (These' ’
. ____figures are usually based on percents develop&d by Jellifek.)- °
{ , This review points to the reality that many estimations of,
eeds in the field of alcohol abuse are mere hunches or
uesses based upon experience or subjeqtive‘analxsis,'or‘are

gkoss estimates that, tend to be impressions of local needs.
. . , /4 ‘

<
»

coholic pgrspns. An additiona 18% provide@d an estimate,
n

«

4, Hargreaves observés»that while assessment data may be imper-
fect, it is better than no data at all. ‘ i

~

.~ PLANNING THE ASSESSMENT PROGRAM— ___~ CL
 (Warheit, et.al., 1974 pp. 16-18) ” . o e

The first step to take after making a commitment to do\é\qeeds
assessment is- to appoint steering committee. Its membership
should consist of administ ative, clinical, board and citizen -
',represéhtatives. This broad based participation increases the *
i1ikelihood of a successful project.;L ' P
-, Once the committee is .formed, a project director should he nameg. .
That person will be responsible for superv;s}ng'the entire .
proiect. . ; v J
Once established, the steering committee and p oject director
must first deal with tasks related to the def nitions- concept=" .
ualtizayion, and operationalization of the obj ctives. of the
program. Regardless.of the type, of assessment project being

considered, -a series of iuest%ons needs to be asked. Thd fol-

{ lowing 'st'is tygicql. L x . o ..

1. wWhat do we want/need to know?

.
-

N "2. Why do we want to know it? - Y )
3. How.will the information be used oNce it is obtained? , -~ .’
4..' Where can we find the déE; necessary to answer our research
questions? . g . ) . I
‘ v . . -, ,
- ® 5. . How can we obtain this data? . - S5 ‘ ]
. . ~ 4 s Lt . : . ¢

6. What useful data dources already exist at the local, staté:
and- federal levels? . .

a~

. oo~ L
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7. How can we most advant%geqnsxy compile, analyze and present
the data? - ~. N R

8. Should animzther agenc1es in the communlty be.;nvolved in
the progr Why? Why not? How? .

. 9. .What will the\program cost? . -
- -

10. -How long wi it take to complete°

11. Whéfe can we flnd the financial and personnel resources
- necessary to conduct the ptrogram? - : -

12. %hich of the avallable needs assessment programs %ill be . ~
. most efficient for our pq£poses° . .
, A
13. what are the relative advantages and disadvantages of each .
. of these programs? . '
. s .
l4. How much.assistance will be necessary from spec1al consul—
. tants? Where can we find them? .
.- ¥ <

LSL What techniques and processes are available whereby the

flndlngs can be translated 1nto programs designed to meet

human needs?’

) . .

'In response to question numbér six, we have included a list of
possible sources of secondary data (i.e. data that has already
been collected and is on record somewhere). ; } .

Ed

BEFORE YOU SPEND YOUR OWN MONEY o )
(Hargreaves, et.al , 1974 pp. 12-15) - 3
A local (alcohol) program should undertake a thorough prellmlnary
search to Jidentify information coliectlon efforts and data
analysis already completed'in its commuplty and their usefulness ‘
.and availability to the local program. Using existing data can
save time and money when compared to "starting from scratch."

1
Possible sburces of 1nformatlon and assistance 1nclude~ /

secondar data . ¢ . e
( Y ) ’ . , . -y

’I. Federatlons of Social and/or Heal th Ag i les

4 R T -
- *

]
These ordénlzatlons may compile health 1nd1ces such as
+ . ., varicdus nmortality rates or 1n¢1dence and prevalence rates
for a certain disease.

'
<
\ S “a L4 ’ -
‘ o
’ . R .
4

. * 2
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- 3 ) hd : - . .

. . ' A
. 2. City Planiing Departments ) .
£ ‘ T : _ . . W ?
These departm%:ts have detailed inf;ox:mation of data by ¥ensus °
tracts as well’ as other descriptive information about o

‘commuhities. Some. may also havé population projection
studies which may be: useful for' long-range program-planning. -
. . ) ] -

3. HeaIEh Departments .-

b

\ - * . - -
Health departments have disease surveillance units.:

’ ’

4. Mental Health Associations
=

They may* help in locating appropriate indicators and identi-
fying (alcohol. program) practitioners in the area. They
also have some sense of state and local mental health
policies. . . L

» * . .

5. Comprehensive Health Planning Agencies L ‘

«

Under law, these éééncies (according to gafgreaves) have been
required to.identify medically "underserved" populations.
6. Universities.

' ! .

':4 : : . ¥

Universities* may be currently involved in relevant, community
studies. Sociology and political science departments sHould
Be of the most assistance. stdff may also be used as con-
sultants. In addition. stliident help may be available.

0]

7. Funding Agencies

. 3
They may serve as consultants and may have stiggestions on
the location and usefulness of specific indicators<

. ¢

8. . Clearing Houses' .

¢

L

N.I.M.H. suppores three clearing houses:

a. The NqﬁionaL Cléaring House for Mental Health

- Information . . .
b. The National Clearing House for Drug Abuse ~
Information - Y
c. The National Clearing House for Alcohol In- '
formaﬁion Y - Y .

All of these provide free computer literature searthes in
their areas of specialization is-well as a broad information,
dissemination program., , *

' N A




- THE AGEﬁ‘cY OVERVIEW

c

»
- . . * '

In most lnstances, agencies interested in doing needs assess—
ment studies will hav been established for some time prior to:
the initigtion of project. With- this in mind, the next step
gy

in the design str te will be to gather lnformatlon about the
agency itself. ,«\ }

T

THF kGENG¥~AG¥%VfoES‘CH§LKLLbr

‘s

(Adapted from Warheit, Bell and Schwab, 1974 pp 22—~ 235

The following llst can serve as a guide to those conductlng the
agency baseline study. It is not .intended to be fexhaustive but
rather suggestlve of the kinds of activities which“are extremely

" helpful in preparation for tHe antlclpated utlllzatlon of the
needs asséssment finding. -«

-

[y
»

- 1., Et will be necessary to summarlze~the formal objectives of

. the agency.

2. An outline of the legal mandates, regulatlons and community

expectatlons which govern or strongly lnfluence the agency'*
activities shoutd be prepared.

3. A brief,listind of the programs currently underway in the
agency w111 need to be compiled

4. A list of the program staff and a brief summary of thelr
relationships to the services being provided should”be
prepared. A table of organlzatlon or PERT, chart may be

" helpfuld here. - ‘ ’ -

5. A brief review of\th opqxatlng budget Of the agency w1ll need
to be made. .a llstlng of’ the sources of support ‘and “budget
allocations for the various programs willlalso be helpful.

6. A list of the clients seen by the agency over the past year
or two should be compiled. (A random sample from each of ¢
the majewr=sarvices, may be adequate for the purposes of thHis
review.) An anal 215 of the, age, sex, race, ethnicity, in-
come, geographic distribution and o&ther soclodemographlc

.characterlstlcs of the cllents is relevant _and necessary

- - 7/ . .

7. A cataloging of the presentlng pr¥blems and types of treat-
.ment or ass1stance provided the clients should be completed<

8. An enumeratzon of the various sources of referral to and
from t?e agency should be prepared

3~ 3 .8 - - :
. . L]

' ~ 10¢ B
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<

9. It-will be helpful to summarizé the relationships the
agency has to other human service aéencieg in the
community. o
- . - "ﬂ R .

10, It is important to note ‘any trends or changes in the
agency's life which appear significant.

~ - - s
LN -

2. Next, it is necessary &° identify th¢ dat

35—
THE COMMUNITY OVERVIEW
Once the .baseline study of the agency's goals, programs, client
characteristics and community relationships has been completed,
the next step.in the process is to do a descriptive overview of
the community served by the agency. : . oo )

- . -~

THE COMMUNITIES ACTIVITIES CHECKLIST | : ’

{Adapted from Warheit, Be{} and Schwab, 1974 p. 25) '
. ’2 ’ . . . j;f ‘f‘ ‘_ N

‘The following list can serve as a gui for those ¢onducting

the community baseline study. It is not exhaustive; neither is

it inflexible. Consequently, some committees may want to add

or delete specific activities. a ,

1. The first step is to 'summarize.-the Q'jethFes of the study.

and note their format.® (See list of page 156.)

¢ .
3." The next step is G% obtain the sociodemographic data needed,
e€.g., ade, race, sex, ethnicity, income,'.education, occupa-,
tion, etc. S ‘

.

0

4, After these &at;.are collecteé'they can be plgttéd‘on a map .
of the community. . .

5. It will be important to obtain data on_other human service
agencies in the community. The comprehensivepess of this
‘1ist and the services provided will be determined.by the

. objectives of the project. . ‘ ‘ g

' g

. ’ . .
6. The final step is to prfepare a summary‘stﬁ%eméht for use By
the committee. o e

These procesées'%éd decisions must be completed before thaldata -

* collection begins\. , Selecting the. needs assessment]epproach is

the next® phase of the project.
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~ . - ' . «
NEEDS ASSESSMENT METHOD?LOGIES AND DATA SOURCES

1. Segondary data analysis. . (This includes the "sdcial
" indicaters approdch" and estimation formulas.) -
. : . ¢ . ~ 5 ¢
2. Community forums. '

.

3. Workshops using the Delbecq Nominal Group Process. .
. ' , 9 - i . . . ‘4 ° Te
4. \The community impressions approach. (Encompasses "Key In-
formant! and -"Convergent Analysis".) e o

v
- '

The Delphi Technique.: . . , : 4

. + Surveys of service récipients. . .
~ . - g

Interview with service providers. (Includes identification
of existing resources and "rates under treatment".)-°

o

-

8. Surveys of community viéws on pfoblems and services

provided. (See Appendix R) , T
- LN 'l
9. Prevalence and incidence studies.
These methods can be used alone, but should be used with at -
least one other means listed to.gain réliability of data.

N T

DEFINITIONS OF PRIMARY AND SECONDARY DATA COLLECTION

Primary Methods - Methods that seek information in its original
form, i.e., information that has not been collected or stored

previously.. "

Secondary Methods - Use information that has already}zgeg\cpl;
lected or data that has already been analyzed -dealing with®
particular items of interest to a program. - )

¢ ~

. \ R ) - I ’ -
Many of ;he techniques to be discussed will combine sboth types
of data sources. There are advantages and disadvantages to
each method:.s ‘ .

3

PRIMARY TECHNIQUES
7 | o .

Advantages-

1. Can provide the most currenf, reliable and valid information.

2. Can identify multi-probleém individuals.

1’\\ N .‘ ‘.« ;1,0§‘1'UC1 .

+




-, training. o

lf?\‘

1

N s
' : . 3. can provide 1nforma§§6n on the extent to which individuals
having problems utiltze services. - . . o
y . 4.. can\d entify new lnformatlon nqt available in &xisting -
' . ‘records. . ’ .7
v . . &, . i
“ DlsadVantages . o
o 1. Surveys can be cempllcated 4&nd expensive. :
/ -
o 2. \Surveys requlre well tralnegipersonnel -.They should be
! /knowledgeable in: - . . . ’
N i a. Constructing valid-instruments o . ’
b. Sampling techhiques ' -
. , > ¢. Training 1nterv1ewers~ ™ e "
- 'V . d. Data analySLS -
"3, ' Training issues: e
, " : ) a. Interviews 'are costly and time consuming ,
* b. While volunteers could be used, they may create
\ - , scheduling, training and-ceordination problems.,’-
‘ 4. If you use mailedﬁquesﬁiqnneires,_they are subject to: T
. - . a. Low respgnse rate N - , '
. . b. °Inaccurate %1ncomplete reportz.ng
. \ ‘
. - 5. It is often difficult to disting ish betweeh needs, desires’,
- ‘wants-and demands of respondents, . . .-
' Questlons to con51der befbre doing, & survey
o~ ) a. Data collection costs° .
b. Data availability? ’ t
, . c. Potential accuracy?
. d. Potential usefulness? -
SECONDARY TECHNIQUES i v
i g : r’-Advantages ) .. ' -
i.s Are usually quick and ine 1
‘ - 2. Requlre fewer resources for collectlon than primary tech-
niques (i.e. staff tlmewand tragel)
- 3. .In-house staff can gather the 9a{a without additional
. N




bisadvantages

N~

1. Data may not be stored irn the form an agency w1shes to
"retrieve it. ' ) ,

\

~ 2. The data may be inaccurate, inconplete and outdated.

3. Access to the data may be hindered by confldentlallty
’restrlctlons.

3

SECONDARY DATA ANALYSIS S '
(The Social Indicators. Approach Warhelt, et.al., 1974, rRP-. -
47-61) . Nt )
The social indicators approach is based primarily on 1nferences

. of need drawn generally from descriptive stakistics found in
public’ records and reports. The underlying assumption of the

, approach 4s that it is possible to make useful estimates of"
needs and social well- -being of those in the community by -
analyzing statistics on selected factors which hdve been found
to be highly correlated with persons in need. Some commonly
used lndlcators- 6 ,

N
4
-
)

1. Special arrangements of the communlty [ people and
1nst1tutlons, , ‘ '

.

2. Sbc1odemograph1c characteristics of the pbpulatlon such as -,

. . age, sex, race, income;
1 ‘
3. The social behavior and well-being of people, particularly
) as it relates to crime, substance abuse, .family patterns and
morbldlty ‘and mortality rates; .
) - -
4. The general soc1al condition within which people live, e.g., °
substandard housing, overcrowding, access1b111ty O services
and economic. condltlons. .

Data needed fof a*soholism agencies may include:

. ,i. Population characteristics’ o
) ) h S " .
é: Mortality and morbidity rates N 2

N

3. Crime patterns and arrest records ’

1 ‘ A .

Most studies of this type 'use existing area units guch as census

to "idengify high risk census twacks.)

'

AYR

tracts or bleck groupings. (see pages 16§5;63 for technique used .

o
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'MENTAL HEALTH NEEDS [an@ATORE: .
" RANK ORDER BY CENSUS TRACT CITY OF-SUPERIOR AND BALANCE OF DOUGLAS COUNTY

[ 3 ) . .

' ) ’ ‘? o o ‘o o‘ o o o .o. o o o . O
B e P - NN X S R s
o o o o O . O o o o — o o o
CENSUS TRACT : e 2 R B R e e m 8T ° = .0 "
s - " . )
VARIABLE : , RANK |
1. Fendle head of household 103 2.m 6 4 T 10 5 8 9 10 9
- -2. Isolation ‘ : 3 2 sMm 7 4 12 1 6 9 113 8 )
‘3. Crowding . i1 6 7 13 12 2°s 4 3 9 10 8
E 4. ~Per cent of males ’ 5§ 1 12 10 7 1 9 8 13°6 4 } 2
;i “'5. Per cent of females .+ g 13-2 4,7 4 3 5 6 2 8 10 I
- .6. Per gent of people under 5 , 1 10 7 g8 9 6 4 4 5 2 3 2 8
. 7 - Per cent of people.over 65 - & 1 3 8 1 4 9 12 5 10.7 13 2
. 8. ber.cent divorced -tz 1 3o 48 ‘%o 6 7 9 15
, 9. Fertility rate . o . 1 4 1312 10,6 7 5 8 3 9 2
10. " Per cent in'groupf“quarters' ' 1 10 3 6 1 9- 8 5. 7 19 4 2 1
— . . e . ’ C - s

11. Transience | .7 3 1 8. 12 2- 411 57 7 11 7109 65
12. Per, cent families below , 2 9 3.1 12 6 1 ‘9.8 100 5 7 A

poverty .level ) . - < R .

l 'l‘q 13. Per cent males over. 16 not "] 2, 4 10 m_ 9 5 12 3 13 6 1 8-
E 0 11% in labor force ' ' .

RIC o . : a o .
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of social dlsorder)
Pl

"_3 ' ' o o o o o. O o o o o o o o
4 N » N N N . N N N N N N (9% ) [#%] W
s ! - o o o o o o o o o — o o o
CENSUS TRACT = 8 8 B & 8 T 8 8 8 2 R 8
VAR\ABLE SN g RANK , .
) Q b ’ i

14. Per cent non-owner. . : 2 1 4 12 5 3 6 11 8 7 9 10. 13
occupied housing' )

15. Per cent males notsin = 8 1 11 12 13 9 16 4 7 ‘2 6§ 5. 3
professional, technical’ r (
or kindr?d occupations . .

16. Per cent service workers 1 2 3 12 9 4 176 10 6 5 13

17. Per cent unenployed 172 6 9 8 7y 6nil 5 10° 7 4 3

LN o . - '

18. " Per cent families . ) 2 1 5 711 7 .10 12 9 4 3 8 6
receiving public ¢
assistance : .

19. Per cent families bélow ' - 2 1 4 .12 ~11 3 ; 7 9 8 10 6 4 5
poverty level with - .o RS

> female head* -~ .

3 . \JA - \‘V
" TOTALS ’ 52« 75 95 187 . ) \—x.*-
AN 3
- ~ 1
/ ¢ }‘r
\ " N * Represents the highest risk census track (hlgh probabillty

5
.




Common sources of data: .

1. Reports 5}ovided by the'U.S. Bureau of Census

2. Reports of national, regional, sfate and local health,
education and welfare ‘agencies . - .

3. Crime statisties =~ . \

4. Court records L -

5. Bureaus of vital statistics |

6. Health planning councils . ' : )

7. Also seé paée. . ‘ ' ‘

Advantages .
; ' ‘
- 1. The data is already collected. - o .

R .
2. Data can be secured 3t low cost by persons with a limited
amount of research tr ;Ping.

¢

L)

. 3: The data is flexible,ai.e., it can be compared to other
communities. Also, data can be derived from several sources
to be'uﬁed in a single index of need. ’ ‘

4. .'Data can be used for future needs assessments.

A4
-
"

— Dlgadvaqtages . . ‘
1. Some of the indicators may not be vghid measures of need or
. problem areas. . )
r 2, Analyzing{social°indicétors may reguire sophisticated, com—‘\
‘N; . puter-based, statistical techniques. - .
hN . ¢ ‘ ‘ Cl ' -

-

ESTIMATION FORMULAS L - .

C . e '
The use of estimation formulas is one popular approach useg to
determine the’ number ‘of- alcoholits and/or problederinkerSAin'
a givén population. These formulas rely on data from mortality
and morbidity rates and on data from citizen surveys.

4
-




We wiil present. five merhods:
I. échmiﬁfand delLint (1970), uses data on the number of deaths
' attrlbutable to cirrhosis of’ the liver. .

© . .
A = BcDc¢ X 10, 000 A = Number of alcoholics
a7 . “Rc . Dc = Number of cirrhosis deaths
. « Pc = Percent of cirrhosis deaths attrib-
o . . ' ' utable to alcoholism (.37)
“ Rc = Death rate due to cirrhosis per
' ) 10,000 alcoholics (16.5) 0

\ 3
2. Schmlt and delint (1970),<also uses data on suicides in a
given year. . |

\

A = DsPs X 10,000 A Number of alcoholics

, Rs . Ds = Number of suicides in a year \
: Ps = Proportion pf alcoholics among

. ‘ suicides (.25) |
. ° . : Rs = Death ratg due to suicide per

10,000 alcoholics (12.39) . \

rs

3. The Parker G.-Marden formula is based on national surveys

condlucted by Cahalan, C151n, Crissley and Room. (See i -
. appendix P) , » . ' —

\ 4. A comparison of a local geographic region to 'the, nation. \ ~Y

- \
!

X ~ . = 9 million (a 1970 estimate) alcoholics?

1970 Geographic Region 1970 United States population \ X
Total Population ) _ : 2
—X = Number of alcoholigs in your.geeographic region \

5. 'This method is based. on work done by ﬁeller (1975). He’
estimated that 5.2% of all drinkers (age 15+) are alcohoilc “
and another 5.2% are pre-aleohollc

" Problem drlﬁkers = Percent of drirfking populatlon 15 and’
v 5> . Tover—X-10v4% ¥ . -
© -~ T = 70 (Populatlon ﬁ?+) i’ 104 - ) ‘

, Based on natfonal data, 1téls estlmated that 70% of the
N people 15 afd over drink. (Alcohoft & Health, 1971)

il
LA ]

. Methods 1, 2 and 4 measure "alcoholics” and-should be mulfiplied j'f
by two to include "problem drinkers." This suggestion is based ¢
on research reported by Kekler in 1975. He estimated that for

- every alcoholic there is another pre-+alcoholic pe¥rson whose
drinking is causing problems for hlm/her. (Keller, 1875,

. P. l446) .

¥ LY
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. comigunmy FORUMS

£
L N -

(Haggréaves, 1974, pp. 64-77) © " .~“.'.

-
.

‘Any person livihg or working in a,eommunity is likeiy“fg have
consciously or unconsciouslyédeveloped°some idea about the
drug service needs of that community. - ) :

- +

. Each person assogiated with a community is, "an expert! on some
s of the sociological and psychological aspects of that community.
. . N . 2 " . - _ - . . ) . * ,
A}though no two people may have the same view, by pulling thege

views together one starts to develop a viable picture &f the ™
_drug service needs in a community. . -

.- \ . \ « n - . .
. A cemmunity forum 1S one wWay to tap these views. L ;

Definition: - ’ ’
. —_— .
’ . » .
A community forum is an ,open meeting for .all pembers.of a .
designated community. Its purpose is to give all.pembéfs—of
the community an opportunity to air their views on or feelings '
about a particular issue--= in this case alcohol problems.

* b i 9 ”" > ‘4. ,
] Advantages ) e o,
< 1. Quick and cheap ' - -
, a. Plannifig done in a‘ few weeks - oL
S b. Meeting takes a few hours =’ -
’ c.- Coésts ihclude: ° ) ' . - .
» - ‘ —_ -
o, v Tine of staff. in planning, implementing and.: -
— ., andlyzing the forum - . T
ot e 2. 'Renting the hall ,- - . .
v L 3. ' Recofding secretary ‘ .
Lo s '[ Necessary tr nsportation’® ) -

5. Child care services . . ' !

.« 2 Forum organizers can identify those most interested in

doing something about unmet needs. \
Y ‘ . . . L § DR o )
Disadvantages - -
. . B = . . -
1. .Even with a good turnout, not everyone wi;l have a chance to .
" . speak, sg§relevant input is lost. ‘ .o
. ¥ ) . . . '
2. Not all ers 'of the’community_will attend, sgﬁrgsults*are
o not contlusive. | . .
: D , . ‘
" - ~ .




3. . Discussion does not normally go beyond problem ldentlflca-

tion, so causes-.are not dealt Wwith. s+ ¢ ’
- ’ o - . B » °
. 4. A forum may falsely  raige expectations. " If outcomes ‘ar
unrealistic, results ndy be poor thus resulting in "welye
been studied and guestioned fo death and nothing ever
. ‘happens." Lt e e . .
- A forum is good for getting impresslons and feelings, but not
- good for collectlng facts and, figures. 7 .
E - - .
Points to Remember. to Improve Forums:* - $;¢$ oF '
L - -

\

. éet diverse rapresentatlon to make results more creélble.

-2:, Wide publicity and jnducement of groups to assure their
attendance. X .
} 'a. Use more than one media. .- ’ )
., b. Make statements clear and simple and lnclude. :
. place, date, time. purposé, organizers and ledders. -
Cc. Publicize some several weeks before forum and
. more extensively one we®8k and Qne . day before.
-~ - - -
. H
3. Consult‘Wlth_knowledgeable cgméinlty ﬁeople_fgp_best placs;
‘ -and time to hold the meeting.” £y g : ; =
I'4 i -
4. Have a community member chair.the meeting. <y ' .
7 ' ° o . v ’ a y
5. Limit speaking time to 3 minutes to avoid those who will
- dbmlnate or .those who speak on unrelated subjects. .
« 6. Follow-up on the forum s s e
) a. Prepare a list of 'attenders and thank them via mail..
B « b.. Tell them the immediate .outcomes of the. forum. .
‘ . c. Identlfy peopIe who will work. = - .. ., Lo
* ' :/ . N ‘.ﬁ' T e
. . .
- < \".i /
. ‘ _,.w,"' . - - s
L} ) 4
: e w N
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) ‘ o s
= 113 B ' ‘
' . 116 ¢ ] ..
/l . ¢ ~ —_—




<

[

. - THE NOMINAL GROUP ‘APPROACH DELBECQ TECHNIQUE

(Delbecqg & Von de.Ven, 1971) . ' ¢

. -

This is a group workéhdp technique designed to increase the’
creativity and effecqivepess of group idea generation.

Tke Process: ) : . .

[

1. Posé a question or several questions to a group and then have
—-each member of the group write down his/her answers during a
silent period (10-15 minutes) . C
) ’ , . . .
a.- The question 6gy ask for possihle solutions‘to a

- . . problem or:ideas about a situation. ' ’

N . b. Identify needs for service.
.. -

-

2. All ideas are shared ‘with the group. - ‘e
. . 4

)

-

3. Each participant offers an idea from his/her list; these
ideas are listed on ‘newsprint and when ideas are exhausted
the print is hung up on walls for all to see. *No comments

. or discussion at this time. )

4. After round robin discussiog is.opened to define ideas, add

new ones, eliminate some, or combine similar ones. (Ideas
- are read one at a time and discussion is asked forKL;Jﬁ

5. The group chooses those }deas considered most important.

Each person ranks 5 or 10 ideas they th important, the
S'votes" ar§ tallied. and a final list'is arrived at. F
3, ~ , 2rrived & |
*s. There, are five phases to this process: . P, »
. ' , )
. a. Problem Exploration

b. Knowledge Exploration (deals with solutions)

cs» Priority Development (determined by ‘administrators
. ' and resource controllers) : '

d. Program Development

e. Pgogram Evaluation <

The Nominal group process is fised at each phaée&

.

Advantages, ' . B

1. Avoids the follpwing pitfalls of interacting (forum) group
which are:’ . ‘
v St a. The interacting group does not call for an abun-

' dance of new ideas. .
T ot
.° ) / <
£ ‘




\ -
3 " b. Certain personallties-tend to domlnate, i.e. those
2! . ! - in leadershlp positions or of high status. -~
. P c> Energy’' is wasted competing for the floor rather
than llstenlng to ideas of others.

7 d. MinoYity views are not heard.
e. New and innovative ideas tend to be didcouraged.
. f. Conversation falls in.ruts .and often disgresses from
the main point. . ’ L. "
g.  Time is wasted and in the end, decisions-are made

t ) " hastily. . .
« r;(( . ) ./l "
. 2. The silent period alldws fhinking_time to’ produce ideas.’
3 T .
3. A%& group members participate.
- v 57 . . s ‘ v
T4, Encourages minority ideas. -
~
5. Avéids hidden agendas. ’
6. Everyone’ has‘to contribute. . ) ' ‘. .
. .1. Facilitates creativity. s S :
) 4 . . ) - ;! .
8. Allows for airing personal’ concerns./ L e
. . . \ . - . . .
9. Does not allow any one person to dominate. ‘ )
. - LN - ,
.- Disadvantages ° ) ‘ - . N .

N ] - ' 4
‘\— Yyt * A ' . . 1

1. Lack of ‘some precision:

Votas or. ranklngs are made w1thout thdrough or - ;
4 careful sorting out of all the ideas generated - o
into appropriate categorles. .
2. Someé part1c1pants may feel manipulated in such a Sighly
A structured process. : ,

[N — - -t : - \ .
COMMUNITY IM{RESSION%APPROAC H f T ’ '
(Encompasses "Key Informant"‘and "QOnvergent Analy51£") R

This is a method of collectlng and . o inihg existing data which
gives clues about service needs w1th pressions about such needs
from key individuals living or wq kin in the communlty and then .

verifying the information gatheréd with thgse groups in the «
commuhlty 1dent1f1ed as haVLng the greatest needs. '

.

. . -

4 -

S T
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Three major steps: oo ) ‘ , R
. o v i
1. oOnce the community under study -has been identified,;: intexviews
. . are conducted with ten or fifteen individuals who either ‘work
or live in the community. | Individuals are selected on they’
basis of the longevity of their involvement with the comminity
+ and/qQr. the nature of ‘their irvolvement with the communitys 'y
Thus, a public health nurse, members of community act;on =
agericies, long time residents, a policeman ér fireman, the™:’
local health officer and others.are interviewe® in order E-é -

elicit thgizfimpressipns. : RSN
The inter ws, are conducted with the aid of a list of : \1;7 

questions about theMexisting alcohol services ip the com-
munity and certain demographic characteristics of the "
population and with a map of the community under study. .
Answers to these -questiops are recorded on the map tp provide
« a picture of the ‘communtity from a service and demographic -
. point of view. With the completion of the interviews, the
» . impressions are ¢ llapag%”épto one map.¢ Any discrepancies
are erred in favor of a group having unmet needs (i.e. if
. one interview identified a group as having mahy alcohol
related problems, and another interview identified that |
same group as hawing few, the group should be recorded at
_ - thi& time as having many -- this will be bergfied with the
group under question at:a later date). . h /

-

2. Existing data which may provide clues about the~mentalxhealth
-needs in the community, are collected. ;

s '
Once this is collected. this "hard data" should be added to ~
the map of impressions from the interviews. :

A ,
3. A community forum is planned,and held for-each group or
section of the community identified as-having significant”’
> unme't mental health needs. ) . '
‘ . . ~¢° . IS

The Purpose oo ‘

- ]

1. Validateés identified needs.

2. Explores the nature and cause  of those needs.
. P . . v .

3. 'Involves thgose in ne in the process of reducing need.
A0V . P L

»

.

Advantafes . ) _ ‘o v e

1. The appr@ach is inexpensive in terms of time and resources.

2. 'Combines both factual and impressionistic clueés about service
needs, ¢ - :

. > -
v v o
,
. L4

) A X
3 M ]
.
L i .
- 3 M
. .
)
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- . '

': 3. Those idernitified as having unmet needs actually have a chance

to vo;ce théir v:.ews.° < '
Disadvantages . , .. ’
- The approach can be question in terms of reliability and. validity. ~
There is no way to insuré .that every group with service needs will
be identified, nor ‘that all the needs of those identified w1ll
have been recozded. , < <. B
, 'S K \ . ) < ) / ‘ ] ) .' . - .
THE DELPHI TECHNIQUE- = . S C s ’
. . o . ’ N ‘
) el - . . ) . - . N o . -3 )
. N . —/ - ' Cowsn
Definition - i o ‘ ’
» L4 * R .
L ', .na carefully de3igned prograg_éﬁ sequential individual in- )
- me:rcgatlons (best conducted by questlonnaires) interspersed
" with information and oplnlonsxfeedback... )
" The Progess: L A Y i A ‘ o *
B » " v - R A [y . , ) . R ’ .-‘. ‘;. ) L3 ..
Typically the-Delphi uses four'questibnnaires) . Vﬁ;gg
¢ _l. The «respondents prov1de some lnput into the tOplC under ,'gﬁ
dlscusslon. — : .
'S
‘ < 2. ,Respondents are, asked to rate ltems on the flrst round.
-7 ~. . ' e s
3. Based dn averagés §§bm the second round the respondent lS
. asked to move toward group pudgement or state the reason
why he/she refuses. ) )
- PR J
. ¢ - . .
« 4. " The final questionnaire provmdes new consensus data, a .
. summary of’ the mlnority opinions and :equests for final
- \ revision. : . . . . .
Advantageg~ . % -~ T
TeT 1. Delphi collects and organlzes judgements in a systemabic
: . . -fashion. . ‘ . ‘ ) s 4
’ 2. It solicits i;Wide range of input. " ‘

3. It establishes(p{ior ties.

4. It builds‘-consensug. Co T e ' e

"It orgadﬁzes dissent. .o ‘ .. : . N




N - <
< . N . * .,'
6. It allows anonymity of responses'whiéh may encourage creativity.
¥ pisadvantages = - . aoe
< 1. It is pased primarily on subjective impfessions and should
be Supplemented with objective data. ’ . , N
2. Questionnailre construction ds difficult in terms of validiei\\ N -
’ and reliability. . L
3. The pull tow%rd consensus may sacrifice accuracy. -
4. The procgss may be too time consuming. pt ’
. ’
SURVEYS OF SERVICE RECIPIENTS :
(University of Denver, 1974 p23) T
; - . -\
’ \
Definition ° -
\A service population survey differs from. a general population
survey in that it seeks data only from individuals who are, oOr -
have been, in 'the service system. -
1. It provideé a~picture of the service population and their
. problems . e
2. It provides 4#"first hand account of the barriers ,to sPrvxce.
3. It provides a measure f program effectivenégs tﬁioaihﬂ"-“wrﬁ—— -
) - recipient sgtisfaction jquestions. - A
4. It can identify € ype of service' desired but not avéilable.
SN’ ) / - »
. Prdblems o ‘ .
The data.collected an not be generalized. ‘The problems or-neecds
»f the nonservice population.mav be different from the service
population. i . e % . _ .
_SURVEYS OF ALCQHﬁi AgENCIES AND SERVICE PROVIDERS
(University of Penver, 1970, pp.24-25)
; ° pefinitions . ©l .
o ¢ -
This type of survey analyzes ‘the patterns. of service-utilization .
and the impressions of administrators and practitioners as to -
- ¢ — 4 .

t

high priority prob%sgﬁgreas.. ’ ~

oty ~
. -~

" v . R
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1. Needs are identified by demands for service.

Zts—Data'is*provided¢on‘serviCe needs not widely recognized or
socially acceptable. - .

3. Service providers are a valid source of information on
existing community resources. . . - <

Problems i

1. Agencies may not be provxdlng serv1ces to the highest risk
population. .

- ’

’ ¢ &

2. Problems #entified by service providers may reflect cultural
or class biases.

a

- - - - 3s ~?ra€%itioner5'may"be*mcst*experienced witH and therefore have
| vested interest in the services they provide.

4. Under-utilization may not reflect low priority, but lnstead
- may be a product of poor publicity and/or temporal or
! cultural barriers.

The followlng areas are of particular interest to a survey of

agencies and service providers: (Hargreaves, 1974, p.52) .
J 1. Referrals (demand) o, ' - :
a. number’ ' .

3

_ b. source
C. reasons. (symptoms, problem areas) '
d. other characteristics ' -

2. #Accepted for service

a. number
b. diagnosis
¢ * Cc. socC o-demographlc characteristics of clients -- who
is refused service and reasons for’ refusal

’ o

&

3. Waiting llst . ‘ . ‘

4

S ’ a. enumber
C e ‘ b. source ’ : )
*  c. reasons (symptoms) A ’ %
. d. ‘other characterlstlcs -- average tlme on waiting
list . . .

N \
°
T -

4. Servxce provided ' . i

) a. deslrable serv1ces -- that organlzatlon would like
. to provide -

L

- ’ .
’%{" ’ .
¢
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‘V

b. actual services given

5. Referrals out of the agenEY ' oo

~INFORMATION ON AVAILABLE RESOURCES
(Hergreaves, 1374, pp.53-54)

’
14

1. Range of services provided. )

23 Client entry polic1es. conditions of eligibility for service;
including available- demographic descriptions such as age, sex,
financial criteria, geographlc restr1ct10ns and partlcular
target populatlon. . .

3. Sstaff, ;Raracterlstlcs. who provides services, thelr training,
treatment modalities used, number of staff, average cllent
load per staff member. .

4, Flnancaal characterlstlc:

a. charge for serv1ces -- fee schedule, elrglble for
third part relmbursement, slldlng scale sion

b: agency support - publlc.or prlvate, fees as pers
centage of total support .

5. Accesslblllty. ‘

Ja. locatiom of facility
- convenient to target populations
- convenient to public transporation

J

b. referral procedure -

- 1is it cumbersome

- = well publicized ' '.', \ ‘

- hours open for. service . : .
‘.« comfort, acceptability of facility
- provision for child care when appropriate

2 /

1

6. Program inter-relationship

C 25

P

-




STANLEY ﬁGBIN S PROCEDURE FOR INCREAS%NG-RETURNS FROM MAILED
QUESTIONNAIRES FROM "AGENCIES
(Hargreaves, ‘1974, p.92)

-

-

‘-Two of five contacts with the §otential respandent
1. The first contact is a pre-questionnaire letter sent to the
respondents containing the following elements:

a. .Request for the 1nd1v1dual to partxcxpate in the
research

b. Its importance and possible applications

¢. Information that he/she w111 shortly recelve a
questionnaire

d. Assurancée of anonlety and confidential, handllng of

-+ information .

”

When possible, write the letter on a letterhead, co-signed by
someone representing legitimate authority and valldatlng the
importance of the research and the appropriateness of the
subject's participation.. .

2. A cover letter and the guestionnaire.

3. Follow—up. strategies, i. e..telephone calls, reminders,
thank you's, etc. - 8

-Examples- of qpestlons to ask: ~ ° -

I. Kinds of alcohol problems encountered? .

2. Number of clients, (estimate) with drinking pro@lemsé.

3. Demogxaphic fharacteristicsfof clients?

How do they haqgle problems? i.e. Do they refer? If so,
where? - - ) T

Wﬁat'problems'do they have in making referrals?

a. transportation :

b. financial L0

c. temporal and cultural barriers.
¢. uwnacceptable treatment staff, Lo
e.~.poorly motlvated.cilents

f. lack of appropriaté Service

.

Type‘of alcohol service tpa; would bL.moEt helpful.

%
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7. Feedback results in the thank you note. B

~

More specific questions can be asked within each category.

SURVEYS OF COMMUNITY VIEWS ON PROBLEMS AND SERVICESY PROVIDED

.o . ’

Many programs either ignore‘co unity views or consider advisory
boards adedquate. These boards are often little more than window
dressing or rubber stamps and only react -to planning decisions .
already made. Also, membership on these boards may not reflect
the needs of the entire community. '

This type of sufvey would include a random sample of people’

living within a geographically defined service area. The sample
could be stratified by census tracts, race, age or economic status.
It may cover certain high risk groups such 'as 'the’ 20 to 24 year
olds ox those liviag in the lower socioegonomic areas.

‘ExampIeS of information asked. for: (Hargréaves, 1974, pp.57¥58)

General community problems viewedyﬁs most important. . -

Sources for help for particular problems. _ \\
‘ \ .
Problems thought most important. Lo

Attitudes toward alcohol programs.

Alcohol programs thought most important.'
Alcohol pr;Eigﬁs experienced in their own families,
Was help received forethese problems? - If not, why?

What services have been received and an indication of
satisfaction? : £ . . .

-~ T T

Advantages | & ' )ﬁ o
1. Surveys of the community provide information available through
no other source. ’ >

. - ’

Data is based on service as well as non service population.
When well constructed instrumehts are used, this approach
provides the most valid and -reliable data, available.

~-
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Dispdvantages

.
, ' S

o
1. The technlque ls usually more expensive and time c
then others.

Some individuals are reluctant to supply information about
themselves or other family members. . ,

A high refusal or non return rate may i?validate the results.

Questionnaire construction may be fra&ghg with valldlty and
reliability problems. . .

Specific advantages and disadvantages of mail’ telephone and
personal interviews*are discussed in the follow-up section of
this manual, pages 224-8. B
(For an easy to read explanation of basic sampling techniques,
see Warheit, et.al., 1974, pp. 78-113)

& ‘

ACTIVITIES CHECKLIST TO DEVELOP A STEP-BY-STEP NEEDS ASSESSMENT
(Warheit, 1974, pP. 77-78) . *

1. The committee will néed to begin by describing carefully the

overall objectives of the study. On the basis ‘'of these ob-

( J ctives it will develop the concepts appropriate to the '
i qulry and operatlonallze these goals and concepts by pre-
paring a de51gn-methods outline  to guide them throughout
each stage of the process. As a part of this process, the
committee will want to examine closely the questlons on page
155, which are deSLgned to assist those engaged in planning
of the,assessment program. The committee will also,want %o
study the chapters detgiling methods and procedures4 Many
very important Jtems are included in this section and their
careful consideration will be useful in helping to dec1de
which survey can bé used most effectively and how it’ can, be
conducted. -

-« The populatlon to be studled needs to be "ldentlfled" and an
approprlate sample prepared /

-
The items for the questionnaire/scheduls will need to be
decided. upon; their. format and design will also need to be
determined in the light of the objectives of the study, the
unit for analysis and ant1c1pated methods of analysis and
presentatlon. : : @%- » .
Interv1ewers will need to be recrulted and trained or, in
.the -case of a mailed questlonnalre, letters will need to be
prepared for malllng. .




L)

. sized again.

- '] , .
. An extensive program of publicity should be commenced just
prior to the initiation of the survey. v

Appropriate agencies in the community which can "legitimate"
the study should be contacted and ‘appraised of the program.
It is often important to infdrm law .enforcement agencies,
chambers of commerce, Medical societies and other community
groups that a survey is being conducted since they-are some-
times called by citizens who have been selected as

respondents/informants in the survey. -

A system for coding, punching and analyzing the data wil¥
need to be decided upon and put into effect during the survey
Once the data are gathered, they must be analyzed for
presentation. '

nted along with a list of

These recommendations are more

d in a rank order based on their
hould accompany the ‘list

The findings need to be jprese
_ recommendations. for action.
effective when they are liste
priority. A time-cost estimate s
of recommendations. '

i 4

PREVALENCE AND INCIDENCE STUDIES

Sy
Definition

of certain
\

~

This is a study that. seeks to ‘identify rates or levels
disorders by means of a géneral population survey.

t at onejpoint in time
umber of persons in that

Prevalence is the number of cases pre én
in a defined population, divided by the n
population at that point in time.

s arising during a unit of

Tneidence is the number of new cas
igided by the number of persons in

time in a defined population, di
that population at that point in

ges of other primary gppqoacpes
s, however, should be empha=~

7‘9

This technique has all the ad@f‘
(see page 159). Thesgisadvan; g

l’

Suc? studies are extremely compl%baféd'and costly.

2. They require extensive research énd statistical knowledge..
3. Basic defind AQns are not yet established. * For éxampleJ who
‘is a problem drinker and who is an alcoholic? ’

. & ’ . : e .

#

o

-
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EXTENT AND PATTERNS OF USE AND ABUSE OF ALCOHOL
(Don Cahalan and Associates, 1964, 1967, 1969, 1975) )

Given their caveats, we will not.be emphasizing the survey type
of needs assessment technique in this workshop. We-will, hewever,
review the most complete study of its kind that.has been done to 4
date on the subject Of the extent and patterns of use and abuse
- of alcohol. That reséarch was carrieds out by the soclal research
group of the George Washington University. The fihal analysis of
these surveys are now being completed at the School -of Public -
Health, the University of Caiiﬁprnla, Berkeley. '
Flndlngs published td date a drawn from three surveys. (Alecohot
and Health, HEW, 1971, Chapter 2)

.

Survey I - o, ) . A

A 1964 - 1965 study, published in "American Drinking Practices",
measured drinking practices and attitudes.among 2,746 persons
representing the adult household population (age 21+) of the
contiguous United States

L}

. g™
Two addltlonal surveys measured and anlyzed the prevalence of -
various types of alcohol related problems among adults: .

Survey II . . o
A 1937 follow-up of the first gurvey, studied a subsample of 1,359

adulq men and women (agef2l+) Reported ln "Problem Drinkers"
1970, *

2

Survey III ‘ : S

A 1969 survey studied a subsample of men age 21 to-59. Reported
in "Problem Drinking Agong American Men", 1974.

Thls research is  not directed towar& detection of the
character'istics of those‘who may be suffering from the “disease"
of alcoholism.’ B : .

“ f *
e

Problem drlnklng i8 defined as the repetltlve use of beverage -
alcohol causing physical, psychological or social harm to°the
drinker and others. (Plaut, 1967, pp. 37-38)

There are tbree prlnclple objectlves.

8%

l. To study the range of drlnklng practices as they ex1st in the,
whole Society.

- -

-




- s —

To analyze many correlates of drinking behavior such, as
démograpbic‘variables,-personalityhgharacteristics,and at- '
titudes and to carry out short’ term measures of change in
drinking *behavior. o 5 o

¢

. . To lay the groundwork and to serve as a baseline for—future .
studies of a longitudinal nature, in'which the same ‘indi-
~viduals are being followed-up over a period of years in
order to measure ¢hanges in their drinking over timev-
o - : -, ks . .
Survey IV ) ' L

-
°

Begqun in 1975 and -scheduled for éomp}etion in 1978. This survey
will be a.subsample of=the,prgyious surveys and is intgnded to.
' measure any changes in drinking over time. ’

2

SAMPLE DESIGN , - -
(Cahalan, 1969, PR.223-228) S S

R ’ . .
The sample was designed to give gach“person 21 years or olger, .
"living in a household within thé United ‘States (exclusive of
Alaska and Hawaii), an equal representation in the final-results.
The sampling procedures conformed-to established principles of
probability sampling at all stages of the process; in the »
selection of the areas for interviewing, the selection of house-
holds and the selectiop of individuals to be interviewed within

* each selected household. . S I
- ) - @- A

¢

The entire contiguous United States was divided %yd subdivided -
into areas equivalent to census enumeration districts. From

these subareas, households Wer@ randomly selected to be included
in the dgurvey. . Then one person over-21 was. selected from edth
household. Im the first survey (1964-1965) 2,746 were- interviewed.
In the second surve$ (1967).1,359 were reinterviewed. In the °
1969 survey a total sample of 1,561 (meh—sage 21-59 only) were
-;nterviewed. . e p %%\\\ - )

° o

- a °
° L. -
v N ° [ 24 N
. o -

. ’gT T . A
DATA COLLECTION - o »
\ .

e o _

P, a . . = i
All interviewers were personally trained and supervised. -They
weére non-abstainers and except in a few insiances they were

all men. . N

Interviews were .completed-at .a rate close to 90% by using

repeated visits, lettergﬂand elephone calls. ° -
. 7 ) ‘

- .




3. All interviewers had detalled instructions and each com-
pleted 1nterv1ew was rechecked ‘for any errors.

¢ e
A} v . .

v

NATIONAL SURVEY I (1964-1965) o a2

o

There were 2,746 interviews completed all over the Uniked States.,
The questionnaire ° . . was designed to cover- eight
major categories: ¥ B .

[

1. Estimates of the amount of drinking within various subgroups
(e.g., sex, age, socloeconomic status, region', srzefof town,
race, national origin, religion); _

o 4 . N

2. Drinking ‘of specific beverages: wine, beer or spiritg;

Circumstances rplated to drinking: “usual recreational
activities/ plag§es where people drink and weekend as opposed
. to weekday drinking; . . ! .

4. R ospective reports of changes in _amount of drinking:
swh respondent started to drink:; whether he ever drank more
or less than at present, and for ‘what presumed reasons;
Dr&nklng effects and problems. self-perceptlon of one's“own
drinking; effects of drinking experjenced during the previous
year; whether others had tried to get respondent to drink
more or less during the prevrous year,. , .
6: Opinions about drinking: good, and bad’ things that can be
said about drinking; acquaingénce. with drinkers belleved~to
" have problems; : . . "
. g . v ]
., Correlation of persohality attributes with drinking behaviory
‘including analysis of such attributes as the respondent's
general outlook on his own fortunes and values, ,activities he
°may have engaged in to relieve depression or nervousness,
scores on seven prief personality seales (e. g., neutotigism,
alienation, rellglous fundamentallsm), .
e
8. Characteristias of persons who drink to escape from personaf
‘problems, in compari’son to others who drink ‘only for )
presumably social reasons. . -

o

- ]
Based upon answers to questions on the sSurvey schedule, respon-

dents were given a problem score. Thereé were eléven-problem areas -
.. covered... . - ]
. . / ) s ) EN
In general, Caha}an, etial. categorized.qrinking-related problems
C1 - ¥ ) '

+
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J iptd three broad areas:

<
N

-

1. The amount, patterning and style of drinking behavior.
~ .
2.« The psychological loading of the respondent attaches to tae
-zHehavior. ‘ - )

o ]

3.. The physiological and social conseéuences of the behavior.

. _The specific areas measured:
~ . -
1. Dripking behavior: - /

o ~ a. - heavy intake (frequent intoxication)
o . bl binge drinking
. ¢. symptomatjf drinking - ' .

- 2. Psycholoéicai involvement: N T *
a< psychological dependence on drinking or
b.” loss of control over drigking
s 3. CoﬂsequencesAof drinking: A
~ T belligerence after dr%knking - v *
) b. problems with spouse or relatives -
, . c: friend and neighbor problems B :
— d. job problems . )
to e. problems with police, lew or accidents _

f. ' health problems and injuries -
g. financial problems

- Three views of alcoholism: N
4 LS .

1. Vice < emphasMfes the drinking wehavior - -
2. Disease - emphasizes. the condition of the inhdividual dzgnkers’

3. Social problems - eﬁpﬁasizes the individual's relaﬁibg;with
~his/her social and cultural environment o =

“

(See Appendix P, pages 31-32 for the definitions of these problems.)
's : B : « ' ' * ‘
Ty .THE‘EROBLEM SCORE N i ) -

P! 'ﬁ% ' a ‘ e;

"A ﬁérson‘is'considereﬁ a "problem drinker/~if he/she scores 7 or
more points from the -list of 1l problem dreas.

L] : i )
L )
. ‘ s *

*
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points”=*a”sevefé“problem*—
T L S
3 points = a moderate problem

=

1l point = a mild problem | . %

The score of 7+ is equivalent to:. oo '
1. Having probleg;lln two or more atreas with at least ofie pro- -
blem scored as "severe". . A

2. Having problems in three or more areas with at least two
problems "moderate" or more severe.

L4

&

3. Having probdems in five or more areas with at least one
problem "moderate™ or more severe. T\ . € .

4. ave at least slight broblems~in seven or more areas.

Respondents were also classified into an "Index of Social
Position". A variant of the Hollingshead. Index of Social Posi-
tion was used in this survey as the principal index of socio-
economlc status..: The index (ISP) takes into account Eha
ondent's education, the occupation of the family breadwinner,
and the status or power position associated with the occupation.

Another issue was-one of measuring alcoholic beverage consumption

and classifying people according to the amount they drink.

: b < ]

The national survey built upon the earlier types of .quantity-
frequency analysis and upon an expanded system, first used in the
California study by Knupfer, based on 12 questions that took into
account the quantity, of alcohol per occasion, the frequeney or

. number of occasions, and the variability or fluctuations in time
.and amount, as follows: The quantity of 3 beyerage/dcnsumed at

a sitting (this was measured separately for wine, beer and spirits
by asking how often the person had as many as five or six, or ,
three or four, or one or ‘two drinks); the frequency with which
each of the thr2e types of beverage,yas usually drunk; the-
variability of drinking, as shown_by a combination of the modal
(most usual) amount consumed and the highest amount drunk at least
occasiongldly. Thus, the drinking index used in the national
survey might be called, instead of a Q-F lndex, a Q-F-V index

(for quantity, frequency and varlablllty) .

The method used in maklng these three types of measurement-was'

. as follows:

.\

‘Respondents were first handed a small, four-page, multlcolored :
booklet as the interviewer«made the statement, "The next few

-t .

) - C s

.
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questions ask you about your own use of various types of drinks.

Will you please take this booklet and on the rst page put a check
mark next to the answer that tells how often you usually have . .
wine...Now plegse turn to the green page and do the same for heer...
Now please tuih to the pink page and do the same for drinks con- _ -
taining -whiskey or liquor, includinggcotch, bourbon, gin, vodka,

rum, etc....And now turn to the”}ellow page and please check hqz -
often you have any kind of drink containing alcohol, whether it

is wine, beer, whiskey or any other drink." .

¢

—~

On the booklet, wine was further defined as "(or a punch containing)f
wine)"; and drinks containing whiskey or liquor were further ’
defiied as "{such as martinis, manhattans, highballs, or stggight
drinks) ."

N ’

The .frequegcy scale for each beverage, printed in the booklet to
be checked by respondents, was as follows: "Three or more times
a-day; Two times a day; Once a day; Nearly every day; Three.or
four times a week; Oncs-or twice a week; Two or three times a°
month; About once a mfnth; Less than once a month .but at least
once a year;/Less tha nce a year; I -have never had wine (beer,
drinks contdining whiskby “of liquor, any kind of beverage con-
taining alcohol)." - .

The rationale for a scale so heavily loaded with responses indi-
‘cating very frequdnt drinking was to give the respondent tlre )
impression that no matter how. frequently s/he drank, there must
be many others who drank even more frequently than s%hg'-- thus
possibly reducing any reluctance to check a category indicating

frequent drinking. : '

For each of the three types of beverages, three questions measuring
quantity .and variabili}y were then asked in series: > i

1. "Think of all the times yéu have had...recently. When you
drink..., how often do you have as many- as five’or six?"

2. "When you drink..., how often do you have three or four?"
. ) ' L ] .
3. "When,ybdu drink..., how often do you have one or  "two?"
. < *

3 '. . ” .o . - \ =
Quantity was expressed in terms of "glasses" of-wine, "glasses"
or "cans" of beer, and "drinks" oJf beverages containing spirits.

The respopse categories were: "Nearly every time"; "More:than
half the-time"; "Less than half the time"; 7Once-in a while"; and

llNeVer.ll .

These questions on quantity consumed and relative frequency were-
asked for each beverage which the respondent reported drinking
about once a month ‘or more often.- The replies permitted tlassi-,
fication of each respondeng by modal quantity for-each beverage

»
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. : . CuaRT 1.~Quantity-Variability Classifications -

\ ‘ & 3fodal Quantity
. - (amount drunk “nearly .
» . Quantity=Vanablity - tery time” or “more Maxtimum Quantuy
s C‘l.ah o than Ralf the tims™) (hx'gite:t quantity drunk)
R ]y -5-8 . 58
. : by 2 34 . 56 “less than ¥ time”
® 3 N . 3 3~ 58 “once in & while”
- 4 po mode specified 58 “less than % time™
.5 34 34 -
i 8 1-2 N 5-8 “less than X tme”
N 7 no mode specified | $-3 “once m a whils”
8 1-2 5-8 “oncs in a while”™
9 1-2 - 3—4°"less than % time”
10 L 12 34 “once in a while”
D 11 1-2 3 1-2 .
. A - . ! [ ) .
L ° L B .
* Jﬁﬁ‘%a 2y m\, -
f i -4 < o .
. .

h
Cuasr 2-Q-F<V Classifications

Quantity=Vari-
% ° : Frequency . ) ability Class
) (of any aleoholic (beverage drunk
g @-F=V Croup . beverage) most often)* _.
R . Heaoy Drnkers
' ) . (324 persons, )
. 123 of weighted® total) o
s . , 2. Three or more times a day Lo l=l
. b. Twice a day 1-9
- ¢. Every day or nearly every day -8
d. Three or four times 4 week 1-S
. : . e. Once or a week -t
. ¢ £ Two or three times 2 month 1
2. Moderate Drmkers »
(354 persons, 13%) i
* a. Twice a day 10-11
b, Every day or nearly every day 9=10
- . " ¢ Three or four dmes a week 6-9
¢ : d. Once or twice a week 5-9
5 e. Two or three times 2 month 2-3
‘e . < f. About once a ofonth -8
*. 3. Light Drinkers - ] '
. ' (788 persons, 28%)
. ' . a. Every day or nearly every day i1 .
: ’ - ‘b, One to four times a2 week 10-11
e. Two or three times a month 9-11
* d. About once a month . :I-ll
. 4. Infrequent Drinkers | . 3
. (404 persons, 15%): Drank less than once a moanth but at least once a year
/ ‘ { quantity questions not asked ). )
$. Abstginers ‘

(898 persons. 32%): Drank none of the three beverages as oftc;z as once a
yeur (quuntity questions not asked ).

. ° t
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SOME. RESULTS OF THE 1964-1965 NATIONAL SURVEY

e

32% of the total
adult population

are abstainers, The
remaining 68% drink
at least once a

year, with 12% of
&l aduits clas.
sified as heavy
drinkers, °

77% of aduit men
and G0% of adult
women drink at *
least once a year,
with 21% of ait
men and 5% of ail
women classified
as heavy drinkers,’

AR

¢ 4 2

/-

FIGURE 1. PERCENT OF ABSTAINERS AND TYPES
OF DRINKERS AMONG ADULTS®
U.S.A. 1964-1865

.,

TIEU g
Light &

Moderato
Drinkers

37”!’

‘Age 219
. s
* Dixqree af drinking was classtiied . conding (0 3 Lfine cpmygitee comiunatinn ul the
quantity of alcohal cansunxd fier m-rn&m and the frequnney ol dimiing

= Hoavy drnkwg. Drink nearly ivery day wiilh live or mare uer oicavnn ar vage
onceina winde, or about ance vwrkly with asually five or mors per oveasion,

- . N °
= Modcrate drnkiig, Driik at teast ance a mowh, tymeatly saverat tnes, hng
usudlly weth 0o miore than thive nr lour drinks por nceasion

= Light Drinking. D1k at trasr anes u mamdt hai tyineally onty ane o twe
* drinks an & singie occasiimn

=~ Infroquent Drinking. Dimk ot trast aine . vpan, s oss thar i ) manth

~ Abstawnrors, Drink g than govy o year gt arall o

<

Thase are Just some of the conclusions described in the book "American

Orinking Practices”,.
plained.

¢

Many other variables were also analyzed and ex-

We will refer you to the book for a more complete review. The
purpose of including the above information in
size_ the detail involved in tie study. -

his manual was to empha-

» » o
’

- - 1J3:; .ﬁ i . f(- .
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' f;one or two glasses or cans mdre than half the time, but once 1in
" a while drank five or more, would be classified as having a modal

»

3

-~

+ (i.e., the quantity he drank "nearly every time" or "more, than

_half the time") and by ‘the maximum gquantity he drank at least "once in

N

a while." Thus a person who said that when he had beer he had -.

quantity of .one or two and a maximum of five or more.

“ .
This two-way approach permitted the quantity-variability classi~- -
fication for each beverage shown in Charts 1, 2, and 3. -

A3
Y

NATIONAL SURVEY II -
.-

This survey was based upon a subsample of the 1964-1965 study and .
it included 1,359 reinterviews. Changes weére measured covering

the three year span of time. Current problem scores were tabu-

lated and corre}ated with social-psychological scores and demo-
graphic variables. ‘

Six social-psychological variables:
1. Attitude toward drinking .

2. Environmental support for heavy drinking

3. Impulsiveness and nonconformity

4. Alienation and maladjustmert”

5.- Unfavorable expectations
6. Looseness of social controls - \ ‘ N

Demographic variap}gs:

l. Age . T

2. Sex “

v

3. Socioceconomic statys (ISP)

P -

4. Urbanization

From these variahles, a "risk score" was developed, with "risk"

referring to the danger of being a problem drinker. Analysis shows
that the social-psychological "risk score" does a fairly effective
job of predicting problem drinking -- especially when. combined

with such independent variables such as those listed -dbove. (See
thalan,}et.al., 1970, .p.106.), ’

LT

/ ’ [




NATIONAL SURVEY III ' .

L ” ' \
This survey, completed in 1969, reports on a "high risk" group of
American men ages 21-59. This group of men constitutess a majority
of the Working population and holds a large share of ecdnomic and
political~power. There Were 978.men interviewed who were not
included.zgythe first two national surveys. They were combined
with 583 men between ages of 21-59, taken from the second national
.survey. This sample totaled to L,561 men age 21-59. (See I
Cahalan and Room, 1974.) ) ! ) '

» . “

g - . R
NATIONAL SURVEY IV ) :

-

< A . . ’ R t *
The final stage of national research will be reported on within
the next couple of years. It will reinterview subjects from the
previQus surveys and will permit a more detailed analysis of .
changes in drinking behavior and problems over a ten year per%pd.‘

* . 4
. * .. S

CONCLUSION ' ‘ ' . ) R .

£

o4

The Cahalan research'was included in the manual "to provide a

basis for introducing the Parker G. Marden estimatidn formula.-

(See Appendix P) Marden's work is tied directly to the national

surveys and will be the primary needs assessment tool discussed
.~in this training workshop. '

-
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~ - CHAPTER 2: MODEL FOR EVALUATION - .
- .~ INTRODUCTION , . = . =

NIDA's Prevention.Branch has devéjloped én:e%luation [research model that is
applicable to any of the four drug abuse preventjon modalities (information, educa-
tion, alternatives, and early intervention) and--any” of the five primary targets
(individuals, peers, families, the school, and other significant social institutions).
The model, illustrated’ in Ptgure 2, features three levels of -evaluation: process,.
outcome and impact. ‘ V

<
t -

Process evaluation ,refers to,an assessment of a prevention pro&rar‘n that
includessidentification of .the “client, p8pulation, « . description of the services delfv- -
ered, the, utiization "of ,resourCes. fol, the programs, and the qualifications and
experiengeg_of¥the pergpnnel” participatifig in thém. Process evaluation attempts to® |
capture in "still ‘framﬁ'e" ‘%‘he"ﬂ ét};aract’eristl s~0f ﬁ operational, ongoing p{evention

rogfram. RN 1) D <
prog éﬁ > e I 6%" %;Hg e {%’ ‘l - ‘ \ \ .
Outcome evaluation {g”ﬁoﬁgerhqét yith medsuripng the effect of a project.on the
people participating i it. ®This includes ygut\hsv,;parerghts:&and families, counselors,
“youth workers, teachers, and so on: Om\edméfqyélga;tion attempts to answer the
question: "What has this program prgduce -relevant %o the lifestyles, attitudes,

and behaviors of those individuals it is aétempting to ré4ch?" “In essence, outcome 0

evaluation tries to determine if a preventién’ prq}gtto,—%rés met its own objectives.

. : L.o0h T - -

* Impact ewvaluation explores the'a,gg‘regate*ﬂegﬁéctﬁsof prevention programs on the
community as a whole. "The community may<be é‘fﬁve"d,g@ a school system, county,
city, .state, region of the country, or the nation: “the “purpose of impact evalua-

.. tion is to gauge the additive effects of numeroug ,gir‘u-g abuse prevention programs
o'peratir;g within a geographic boundary, or of ar indivVidual drug abuse prevention
program runninyg ‘an extendgd period of time, say, ;iyé?"i‘yeérsj )

[

.
L.

The model presented’%n this chapter complemé’%s‘NIDA.'g prevention evaluative
research model.’, It affers a conceptual framework for presenting.evaluatioh issues,
strategies, and methodologies throughout the&Guidelines« It also serves to illus-
trate an "ideadl" process by which prevention ogram evaluations may ke eon-
“ducted. ' ) ’ :
/ ) .

/ This model focuses on' two kinds of issues\pertinent to evaluation, those
which (1) are ndcessary for effective~evaluation o ug abuse prevention and.
other human service ‘programs, and, (2) reflect. more broadlz on the current
thought regarding procedures and strategies that will enhance the quality of.
evaluation research. . | .

\ .
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Fi2ure 2. DRUG ABUSE. PRE\{[‘.NTION

. TYPE OF EVALUATION

PROCESS

—» OUTCOME

-

e
EVA‘I.’ZUJA\TIVE RESEARCH MODEL (BUkOSki‘1979)

P,
-

—- TMPACT

e

‘LEVEL OF EVALUATION

~————

PREVENTION PROGRAM

.

L~
EFFECTS

%

AGGREGATE OR CUMULATIVE
EFFECTS AT THE COMMUNITY
LEVEL

" POTENTIAL INDICATORS
OF EFFECTIVENESS

BESCRIPTION OF TARGKT .
.AUDIENCE/RECIPIENTS OF
SERVICE -

PREVENTION SERVICES
DELIVERED

<

STAFF ACTIVITIES PLANNED/
PERFORMED

4

FINANCING RESOURCES UTILIZED

CHANGES IN DRUG-RELATED:

4

PERCEPTIONS
ATTITUDES
KNOWLEDGE

ACTTONS":

DRUG USE

TRUANCY

SCHOOL ACHIEVEMENT

INVOLVEMENT IN
COMMUNITY ACTIVITIES

CHANGES IN:

PREVALENCE AND INCIDENCE
OF DRUG USE = _. )

-

DRUG-RELATED MORTALITY/
MORBIDITY
INSTITUTIONAL POLICY/

PROGRAMS
;;y LVEMENT
14

ACCIDENT RATES

YOUTH/PARENT
IN COMMUNITY

POTENTIAL PREVENTION
. EVALUATIVE’APPRGACHES

EXAMPLES: Vo

THE COOPER MODEL FOR
PROCESS EVALUATION ~

NIDA-CONSAD MODEL

NIDA-COST ACCOUNTABILITY

MODEL
N
QUALITY ASSURANCE ASSESSMENT,

EXAMPLES:
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_ "~ NEED FOR A MODEL

Numerous surveys of evaluations in human service areas, including drug
abuse preventior, consistently find that:  =~. - . . )
* Few evaluations are performed in response to preViously stated

decision-making requiréments. . -

* Most evaluations suffer from serious methodological deficiencies.

-
4 k2

* Most evaluations focus on outcomes, with little 'or no information on
»program process or on_ifipatt withiri the community. ¢

There are three concepts critical to, the effectiveness of drug abuse preven-
tion evaluations. First, the field of evaluation research has developed a wide
range of methods and strategies,  building' on the many scientific disciplines that
have contributed to the evaluation of human services, namely, psychology, sociol-
ogy, anthropology, political science, statistics, operations research, and computer
science.  Evaluators working in the field of drug abuse prevention need to be
- aware of this body of knowledgé and its appropriate application.

Second, evaluators need tb know the strengths and weaknesses of various
methodologies, (designs, measures, data analysis techniques). This is essential o
selecting appropriate methods and in utilizing findir\{’gs.

Third, techniques exist which can enhance the likelihood that evaluation
findings will be utilized. Evaluators need to be aware of these techniques and
assume the responsibility for applying them. :

In-addition to these needs, there has been and remains pressu\re from' many
sources (taxpayers, Federal .and State agencies, legislators) for more effective
. evaluation in all the human services. Drug abuse prevention, because of its
recent emergence as a human service field, is especially in need of effective evalu-
ation in order to demonstrate the importance of adequately funding programs and
projects. In part because of this pressure, people in the field are especially
receptive to efforts to improve, the quality of evaluations. . ’

¢ )

_ The ‘Guidelines addresses the above concepts,|so important to the effective-
ness ofrdrug abuse prevention evaluations. One objective of the Guidelines is to

the required information efficisntly and effectively. Another objective is to in-
| crease the ability of evaluators ito recognize both the usefulness and limitations of
their findings., The results of even the most sophisticated research are likely to
have some limitations, which the user must be aware of in order to make reliable
u®e of the information. Toward this end, the Guidelines will review the principal.
sources of bias in evaluation research, and indicate what are the best remedies
and approaches for dealing with each type of bias. Where a critical bias has not
been controlled for, or a significant systematic error weakens*a result, the Guide-
lines will point out what limited use can be made of the flawed results. A

-their customers with the ranggﬁ{?f'optior\s available, and thus aid them in securing
1

A - : .
With respect to uu{l’ization, the Guidelines takes the;i position that it is the
" evaluator's responsibility to increase the likelihood that® new knowledge will be
applied by decision makers. Evaluators must do what they can, within reason, to
entourage their’ customers to use the‘ results. » Elsewhere in the Guidelines are
detailed procedures for implementing evaluation findings. :

.
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The Guidelines model is not a logigal theory of evaluation it attempts rather
to organize information ‘concerning evaluation intd a particular framework. This
framework ig*designed: to be sufficiently specific to guide evaluators in the conduct

of effective and useful evaluations yet flexible enough to encourage incorporation
of new developments in prevention programming and evaluation technolegy, .
. w

. EVALUATION PARAMETERS

The Guidelines proposes three major parameters of evaluation. This organiza-
tion is apprdpriate for evaluation regardless of the ‘point at which formal evaluation
activities are begun. The three parameters ‘are: tevels of ‘program evaluation,
type of evaluation information, and target area. : .

L] N N

»”
LEVELS OF PROGRAM EVALUATION ' ) S o

The 'levels of evaluation refer to the successive stages in the development of
. informatiorr in_an ideal evaluation effort. This can be represented in the following
; systems diagram: had

o

v

Figure 3. Evaluation Levels
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Process Level ’\ ’

Process information reflects the inputs that go into a program, the patterns
in which these inputs interact, and the transactions’ that take place within the-
program. Inférmation such as. participant and staff characteristics, physicaf plant
characteristics, and financial resources, .as well as the theory on which the pro-
gram operates, needs assessment, policy development, and program Yesigit activ-
. ities are all examples of program inputs. Information derived from the socio-
political environment is also considered to be important evaluative information
because of its potential contribution to subsequent evaluation and its use as a
basis for record keeping systems. Other assessments on the ‘process level may
inclyde, a description of services rendered, the decision-making structure, patterns

of intﬁ(’vraction among participants and staff, and so on.

-

Outcome Level -

Data gathered during this phase of program evaluation typically are addressed
to specific program  objectives concerned with change in participant behavior,
attitudes, values, or knewledge. The major objectives in all prevention program
, Modalities, concern the reduction of inappropriate drug and alcohol use. At the

»
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same time, dlfferent prevention programs have unique ob]ectlves relating to- the
partlcular theories underlying them. Thesé include such diverse objectxves as
improvement of self-concept and responsibility, reduction of alienation, increase in
achievement motivation, and improvemenf in a broad range of variables relating to
school performance. And this list is far_from exhaustive.

e b
.

Impact Level ) ' .

- lniorﬁa-tlon gathered ‘in this phase relates to longer.- term generalized results

- of program operatiens. The manner in which 1mpact data are relayed is a functlon

of the community needs and problems which gave rise to the prevention program in

the first place. That is why such broad issues as changes in incidence and preva-

lence in drug abuse and in community competence to deal with these problems are

frequently addressed in impact evaluation. Such changes impinge directly on
inputs to the program. .

INFORMATION YYPE : . ' ~

The Guidelines identifies three types of ‘evaluatiorr information: descriptive,
N asSoc1at1ve and explanatory :

Descrxptive data are the easiest to obtain and frequently can be taken from
program records. However, program regords often are inadequate. Therefore one
of ‘the first contributions of an evaluation effort to a program may be the develop-
ment of a better record keeéping system. But -then, development of a management,
information system comprised of descr1pt1ve data categorxes is a perfectly legitimate
byproduct of ah evaluatxon -

Associative data relate variables thought te significantly effect program func-
tioning without assigning causality. Obtaining associative data usually requires
more elaborate evaluation design,. more time, more cost, and more justification to

‘ management than obtaining descr1pt1ve data. - ’

Explanatory data attempt to—answer the question "why”" The rationale for
development of this type of data requires still more sophisticated design, theory
testing, and basic knowledge building than for associative data.

t

-TARGET AREA

. . . 4

Maintaiding a systems oriented focus, it is important to realize that evaluation
can be directed at different targets or subsystems of the overall program. The
level of foeus can influence significantly the type of question asked. The most
common targets of analysis are an individual, face to face group, program, service
system area, and, finally, components of the general society. The well-publicized
success ,or,  more reallstlcally, the failure of one individual in one program can
have sxd’mflcant repercussions throughout the system and may influence policy at
the societal level. Conversely, a decision at a high level can dramat1cally influ-
ence. the behavior of mdx\gLuals in local programs.

Figure 4, is a matrix of the parameters discussed on the preceding pages: It
attempts to depict the possible interactions between, and combinations of, level,
type of information, and target area of evaluation. The matrix is presented to
-* " illustrate that. there is a potential for meaningful analysis within each cell. How-

ever, some cells are infrequently, if ever, found in evaluations. The choice of

cells in ‘any particular evaluation depends upon the needs of decision makers and
the avallab;llty of resources. . -

] . 7
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Figure 4. Matrix of Evaluation-Parameters
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SYSTEMS CHANGE USING EVALUATION: PROGRAM DEVELOPMENT "\

i Properly - employed, evaluation ensures that program development will be a
rational process, one based on the constant supply and assessment of feedback to
programs. It follows that the-maximim potential effectiveness of evaluation will be
realized if evaluation has a role from the first stag®swof program development. '
But in. reality, actual introduction of an evaluation into a program can occur any-
time in a .program's life, and the point at which it is introduced has ‘implications
for the type of feedback. For example, planning or initiating evaluation in the
earliest phases of program development may encourage collection of data concerning

activities that-simplw may not be Tecordable later.- . -
Given the link between program development and evaluation, it is useful to

examine five major phases of\program, development and the evaluation issues associ-

ated with each. The phases|are listed below: )

* Needs assessment ' ‘ ' .

Policy development ~

4

Program design - -

* Program initiation .

. ? Program operation.

The first three phases may be considered planning operations, whereas the
last two are implementation activities. A similar classification will be used in the
discussion of the process of evalué‘iion. Each phase has associated with it a major
issue for program evaluation that fmay not be explored or even understood if the

evaluation is not introduced - until sustained program operation is achieved. - A
brief discussion of these phases and their associated evaluation issues follows.

/ * !
.
.




v The needs assessment phase of program development is a planning activity
which attempts to ‘establish whether and to what extent certain previously defined
problems and needs exist in a community and which Subgroups are affected. The
major issue for program evaluation at this point is one of external validity. That
is, program ineffectiveness can result from incorrect assessment of the problem.
Specifically, the evaluator must realize that no matter what program is eventually
put into operation, it should have a wvalid needs assessment as its foundation.

- -~ The policy development phase establishes the goals and ‘specific objectives for
the local intervention or program area. The issue for evaluation here is one of
construct validity. In this instance, either the causal theory may be inappropriate
or it can be improperly translated into policy (that is, improper translation into
independent or dependent variables). There may neot have been, for instance,
appropriate understanding. and consideration given m%tain community values and

other critical factors in the socio-political environment.

’

The program design phase involves transforming policy into significant charac-&
.teristics"of the program (for example, the target population, personnel qualifica~ v ,
tions, intervention methods, and other program aspects). Again, evaluators must
be aware of a construct validity issue. Prrog/ra’m policy may ,be appropriate, but
the program itself fail because of an imprope translation of policy. ‘

e - - ’ . S

. The program initiation phase calls for the-translation of theory into action.
ft is then that the program is implemented. Many evaluation practitioners believe
that it is in this phase that program evaluation data collection first takes place.
[n other words, there is a difference between the evaluation’ that takes .place
during needs assessment, that which takes place during policy development or
analysis, and that which begins with the implementation of program activity. The
focus of evaluation in the program initiation phase is on the identification of partic-
iban\ts, resources, and copstraints. The major issue for evaluation. at this time is
one of external validity. LProgram design may be appropriate, but the program .
still fail due to improper implerpentation of the design. :

) The program bperations phase involves those critically important internal
transactions which are a major focus of management information systems. -The
predominant issue for evaluation activity during this "process" phase is one of
internal validity. Program implementation (initiation) may be appropriate, but the
program may fail anyway because of faulty management (for example, high staff
turnover and insufficient supervision). '

The major issue for evaluation in relation to program results, both outcome
and impact, is one of conclusion validity. Program operations may be appropriate,
but failure still result from the influence of external factors. - In addition,
throughout all five phases of program development, statistical conclusion validity.is
an issue--it may lead to unclear. or misinterpreted outcome or impact data.

—
EVALUATION PLAN

These Guidelines are based on the proposition that any assessment of program

. value must be made in the cdntext of community need and alternative strategies for

meeting those needs. The ideal evaluation activity is as responsive as possible,to

the socio-political environment surrounding the program activity, as well as to the
needs of a broad range of decision makers.

Q .

. The ideal ewvaluation plan1 is seen as consisting of nine ‘sets of activities,
each of which builds on preceding activities. Feedback to decision makers and
evaluators, and consequently utilization of results, can occur from any activity and

IToxt Provided by ERI

Q ) ' heflilal
EMC l ;50 ) lt)u




==

i

. thereby -provide for continuous modification of program and evaluation activities.
(See Figure 5.) ‘ ) .

The basic premise in the implérﬁentation of the evaluation plan is that chances
for an-effective and useful evaluation to occur are maximized when a skilled evalllJ’
ator works in a cooperative fashion with an equally skilled program staff member.

A collaboration of this sort stand§ to produce an evaluation plan that is,sensitive
to the heart of the program under study. .

The evaluation activities are‘ listed h.eldw in the)order in which they normally
COGCUP - nerecemon o . o . ,

.{\nalysis of decision—makix}g,activities

_ Analysis of actual or intended program ac'tivit\ies

Development of alternative evaluation designs

Initial selection of a design

Operationalizati'On of the design

Field test.of the e¥aluation plan or reYsions of the plan

-

Revisions resulting from the field test
Collection and analysis of gata' Y J

Utilization  of  information resulting from interpretation of collected and
analyzed data. . ‘

-

ANALYSIS OF DECISION-MAKING ACTIVITY

_ Ideally, the objectives or purposes of an evaluation will determine the type
“and amount of information to be collected and analyzed, as well as the appropriate

uses that can be made of evaluation results. The NPERN model stresses that these’

objectives or purposes should be related to the needs of the users. Thus, the

first step in the evaluation process is to identify the primary users and assess

their needs, for example, their requirement for information relating to specific
" decision-making activities. ’ ‘- ’

Next, the evaluator and the decision maker should. specify the kinds of infor-
mation or indicators that are relevant for the decision-making activity and the
amount ‘and detail of information that is necessary. It can be assumed that there
will- be a tendency to over-identify information "needs." ~Thus, the next compo-
nent in this task is to differentiate information that is, desirable from that which is
essenual. One way to do this is to assess the expected impact of the information,
or its absence, on decision-making and program activites.

A final step involves determihing the quality of data that will be acceptable to
and used by the decision maker. Quality of data is controlled by the evaluation
design,” measurement procedures, and analytical pfocedures. The qge%ion is
whether or not the decision maker will’ use  infornfation collected within a” quasi-
experimental design, using quélitative assessment techniques, or whether s/he will
. accept only data gathered within a true experimental design.

o
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ANALYSIS OF PROGRAM ACTIVETY

?Xn‘ offective evaluation requires a program that has: (1) testable program
assumptions, (2) clearly specified and measurable objectives, and (3) documented
program strategies.. ‘Collaboration of program personnel and evaluators in the
analysis of program activity substantially increases the possibility that the program
will meet these requirements and that there will be & commitment to use the re-

sults. _ -

. —

-

The analysis of program activity, coupled with a study of decision making,
provides the information needed by an evaluator to develop alternative designs.
The analysis seeks to ideritify basic characteristics of the processes of the pro-
gram, and its operating relationship. to the ideals of planners, legislators, and °
others. Opinions and values may be challenged and revisions may be required.

The conceptual basis of the program should be clearly understood. is
includes the asgumptions or hypotheses on which the program is based and the
rationale for the Inodalities in effect. The evaluator should know what-the assumed
dependent and independent variables are;, and how the various program strategies
are intended to effect the changes identified in the objectives. .

Program objectives should be stated in terms of changes that are being
sought; what degree, extent, or pattern of changes, in quantifiable terms, is
being sought; how the changes will be measured or indicated; and thp\time frame
in which the objectives are expected to be achieved. o

The documentation of- program processes or “activitj is important to the
evaluator because of the implications they have for certain~dimensions of evalua-
tion. Program recruitment, .referral, .or intake procedures all shape the design to
be used in a program evaluation. The manner in which services are delivered, let
alone the objectives and the contént of the service, <can affect the type and timing
of measurement and the unit to be measured, as well as the costs and quality of
data. The development and the maintenance of a good record system is one way
that a program can ready itself to contribute to effective evatuation. Design and
establishment of a data base that provides an accurate picture of a program's
inputs and processes should be one of the first steps taken' in an evaluation ef-
fort. Such data are most useful in planning the évaluation. '

DEVELOPMENT OF ALTERNATIYE EVALUATION-DESIGNS

The preceding activities provide the information needed to design a feasible
evaluation plan. Many texts on evaluation research stress the need for evaluation
research- to model itself along the lnes of classical €xperimental designs. While
-such designs have an important role in outcome and impact evaluation, they are of-
limited Yise in process evaluations. Furthermore, there are alternative approaches
to evaluation that may make important contributions to decision-making ahd may be
more appropriate than the classical ‘approach,” given_ time and resource constraints
or the dynamics of the program being considered. ‘ )

Designing an evaluation requires that choices be made carefully among infor- "
mation options, which are themselves subject to time and resource constraints.
Ideally, the evaluator should prepare several workable evaluation plans that will
meet the identified needs of the decision maker. The plans will likely vary as to
the following: type of information (explanatory, descriptive, associative); timing
of measurements (including both frequencies and intervals); measurement tech-
niques (interview/questionnaire, observation, archival); qualitative versus quanti-
tative assessments; single yersus multiple measures; and--obviously--who and what

’ ‘@
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is measured. At issue is the quantity and quality of information to he produced .
and the costs associated with each. Many drug abuse prevention projects anee.
funded for less than $50,000. per year, and this must cover the cost of an evalua-«a
tion as well as the expense of operations. A project of this scale usually can/‘
afford to spend at most $2,500 to $5Y000 on an evajuation. However, such projects
also may be able to contribute staff hours and time of the administrator. Despite
financial limitations, evaluators should be able to assist such a project, perhaps.by

obtaining the bulk of the desired information from relatively simple escriptive
statistics and using carefully chosen variables. . ’ ‘\%

To enable the decision maker to make an informed choice among alternative
plans, the evaluator should rank the plans according to criteria relating to the
decision maker's needs identified in step one (for example, the level of ¢onfidence
associated with each design, -resources required, and other advantages and limita-
tions). This process may result ih changes in previously identified needs -and
considerations so that additional design development may be necessary. In effect,
the "deVelopment-selection processes may require several iterations until an initial,
feasible evaluation plan is selected. P . « -

% ol

INITIAL SELECTION OF AN EVALUATION. DESIGN

PUTTING THE EVALUATION DESIGN INTO AN OPERATING CONTEXT

Having sglected an evaluation design, the evaluator and program personnel
will "operationalize" the plan. Instruments need to be selected or developed, and
design elements, of sampling, data collection, data analysis; -and utiliZation proce-,
dures specified and incorporated into a time frafme. Appropriate roles for evalu-
. ators and program personnel are also spelled out. - N |

One strategy for ensuring that an evaluation is intimately tied to project
development and that the results are understood and utilized by decision makers
working with the project, is to build an active role for project personnel in the
evaluation. The, role of project staff can vary greatly. They may conduct the
actual evaluation, with occasional help from an outside consultant, or they may
only provide research assistants to perform low-level tasks, with the major work
being doné by the outside evaluator. ’

/ s B . .

The role of the evaluation consultant too may vary.' In some cases it will
correspond to that-of the independent evaluator. Where the project staff assume a
primary role in the evaluation process, the evaluator may function &s a guide or
resource person--s/he ~-7 introduce appropriate technical options and help with ..
“the design of the cvaluation and the selection among alternatives. S/he may also
provide trainjfg and technical assistance to enhance or complement the skills of the
- project-evaluation staff. i ' vl

¢

FIELD TEST OF THE EVALUATION PLAN i

, , _ .

All aspects of the evaluation plan should be pilot tested, including sampling,
data collection and analysis, dissemination, and utilization. The pilot test should
determine whether the data collection schedule is feasible, if the collection can be
carried out with minimal disruption to program Zactivities, if the data being col-
lected are valid, whether the variables are reliably measured, if the costs of data
collection and andlysis are on target, and whether the resulting information is 'used
as intended_by the decision.maker, .




-

REVISE EVALUATION DESIGN

Following ,the' field test, evéluatqrs and program personnel should review the
plan and its initial operation te determine what, if any, revisions should be made
and what procedures should be fallowed to implement the full scale evaluation.

ROUTINE DATA COLLECTION AND ANALYSIS S : :

9

Implementation of the evaluation process on a full scale requires routinized
data collection and analysis. As ideally envisioned in this model, data will be
produced and interpreted in a scheduled series of oral and written reports, along
with,.special reporting as required. It should be noted that durihg this stage of
_ the evaluation process the preceding evaluation acti¥ities may be "continued or
repeated. This_is a major feature of the incremental evaluation process--learning
is open ended and no "step" is ever completed.” . \ :

.

UTILIZATION . . : ;S

The evaluation cycle is completed with the feedback and utilization of results
from routinized data” collection and analysis. Utilization. is the final test of any
evaluation model. In most of the social services, the history of program evalua-
tions is characterized by scant use in decision making at any level. The field of .
drug abuse preventfon is no exception. Although no systematic analysis has been
performed .to explore the, reasons ‘for this failure, it is commonly assumed that a
major cause.relates to ummet expectations' of the decision makers for whom ftHe
_ studies were intended. The evaluation model recommended in these "Guideélines"=-a
feedback system at its heart--stresses that the ultimate decision makers should be

expectations will be addressed, if not satisfied. Evaluations that provide periociic
ly well-
suited for this purpose. In addition, the decision maker who' helps design the

involved &arly on in the design of the evaluation, thereby. emsuring ﬂ?t their

feedback in the form of reports that include quantitative. data are especia

data presentation will ‘be. more likely to accept.data-based implications.

. Feedback loobs are one of 'the gistinguishing features of -evaluation. There-

fore, the pattern and function of feedback loops should be designed or negotiated
in advance. Figure 6 portrays a typical feedback .leop system for different levels
of evaluation. ) N

1

. .
Figure 6. Evaluation Feedback Loops
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The * assumptxon behind a feedback system planned to/}acmtate ,program
improvement is that the elements and timing of the critical points in :})ie loo
should be predetermined to the extent possible.” Furthermore, the potential impli-
cations of possible pegatweﬁcﬁngs from alternatlve courses of action should be
outlined. . -

<

’

Figure 7 illustrates a feedback loop system for selected elements of an evalua-
tion in which client characteristics affect staff-selection, and staff charactéristics
have implications for client recruiting. Staff inputs in ‘turn will influence training
practices, and so on down the“line. " Ultimately, all of these affect the program
services which, upon observation and evaluation, may have 1mphcat10ns for client
recruitment, staff selection, and staff train{ng. NN

3

If evaluatlon resulgs are to be utlllzed e ofganization for which the results
are intended must have an-internal cllmate that is receptive to new information.
The evaluator therefore has .the responsibility to try to develop a climate of recep-
tivity within the receiving organization. Thi es not an that th€ evaluator
must be a full-fledged organizational developer able of t'ransfor%ng an organi-
zation that is dead set against incorporating his/her work., It does ‘mean that on a
limited scale the evaluator is expected to look for ways, of i provmg the climate for
the utilization of the evaluation finding

A multiplicity of organizational levels usually surround'a particular prevention
‘program, and should be -taken into consideration when pldnnindg an evaluation.
The model is intended .to help the administrators and :evaluators appreciate the
variety of uses that can be made of the eValuation results if it is planned and
designed properly. Modifications in design and activities may. occur in subsequent
cycles of the process, thus encouraging the use of the findings by decisiol makers
- at alternative levels.. . " B o

L4

DECISION-MAKING ACTIVITY -

" The evaluator must keep in mind that in addition to the evaluation results
emselves, there are a host of other forces which affect decision making. Often
ese other factors are more. influential than evaluation findings. They are’ the

by-products of the socio- economtc milieu in which decisions are made

. These forces can be categorlged in terms of how they relate to the individual
decision maker, and to' influences inside and outS)de the orgamzatlon (Overlaps
obviously exist between these categories.) :

Individual forces. The personality and leadership style of decision_ makers

have major impact on the way evaluation findings are accepted. His/her perception

» of how the organization will atcept particular findings, -his/her commitment to

change both in a general sense”and as regards the particular problems addressed

by the evaluation, and she persuasiveness which the decision maker brings to the
orgamzatlon 411" atfeét an - -evaluation's potentnal to bring anut change. ,

Orgamzatlonal forces.® Not ‘only are the 1ndw1dual characteristics of the
decision maker important but just as salient the ways in which s/he is viewed ~
by others within the organization. The perct®ved power and credibility of the
decision maker, stemming from professional authority and personal prestige, will
influence the extent to which evaluation findings will be accepted and implemented.

External forces. Extra-organigational forces--esseﬁtially those of the com-
gunity and of funding sources--as% as the general belief system of the preven-
ion field have powerful influences on the degree to which e’valuation findings are

.
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accepted. Community action can support or hinder program change; inaction on
the part of the community. reflects a lack of interést, a desire to maintain the
_status quo, or simply poor cgmmunity organization directed at the problem area.
Obviously, the relative' importance of drug abuse prevention as a community issue
will have a strong effect on how evaluation findings will be received angeacted
upon within both the community and the organization.
A full discussion of leadership styles and their effect on organizations may be
found in Cartwright and Zander (1968), while a comprehensive discussion of the
utilization™ of knowle%;g’, including annotd®dqd” bibliographies, —may be found .in °
..Putting Knowledge to {se (Glaser and Davis ). The topic of utilizing evalua-
tion findings and the role of the gvaluator in Ahis process is more fully discussed
in Chapter 10. ’ j :

. ' _ CONCLUSION

The model presents a framework for improving the dquality of evaluations.
The nucleus of the model is program evolution--a continual search for alternative |
ways of achieving a specific objective, facilitated by a feedback or monitoring . =
device, with mechanisms for correction. The likelihood of producing an effective
and useful evaluation is increased when a skilled evaluator works ' cooperatively
with an equally skilled prevention professional. Thus, prevention evaluation,
" should be a multifaceted, incremental, and/iterifﬁ/e process.’ e Vo

- ° . ‘ . z
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) ENDNOTES

1 This approach borrows heavily from: John D. walle#and John W. Scanlon.
"The Urban Institute Plan for the Design of an Evaluation.” Working paper
3-003-1. Washipgton, D.C.: The Urban. Institute, March 1973. (Copies may
be obtained from either authot at the Performance Development Irjtitute, 1800
M. St., N'W., Suite 1025-South, Washinton, D.C. 20036).
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WHERE POLITICS AND EVALUATION RESEARCH MEET

3 ~

»

Evaluation research is a rational enterprise. It examines the effects of
policies and programs on their .targets--whether individuals, groups, institu-
tions, or eommunities--in terms of the goals they are meant to achieve. By
objective "and systematic methods, evaluation research assesses the extent to
which: goals are realized and looks at the factors that- are associated with suc-
"cessful or unsuccessful outcomes. The assumption. is that by providing "the
facts," evaluation assists decision-makers to make wise choices among future
courses of action. Careful and unbiased data on the consequences of programs
should, improve decision-making. ‘ )

L ]
.. But evaluation is a rational enterprise that takes place in a political con-
- text. Political considerations intrude in three major ways, and the evaluator
who fails to recognize their presence is in for a series of shocks and frustra-
tions: :

First, the policies and programs with which evaluation deals are the
creatures of political decisions. They were proposed, defihed, debated, en-
acted, and funded - through political processes, and in implementation they
remain subject to pressures--both supportive and hostile--that arise out of the
play of politics.

Second, because evaluation is undertaken in order to feed into decision-
making, its reports enter the political arena. There evaluative evidence of
program outcomes has to compete for attention with other factors ‘that carry
weight in the,polis&:al process. ' )

Thir‘E:i, and perhaps least recoghized, evaluation itself has a political
stance. By its very nature, it makes implicit political statements abodt such
issdes as the problematic nature of some programs and the unchallengeability of
thers, the legitimacy of program goals and program strategies, the utility of
strategies of incremental reform, and even the appropriate role of the social
scientist in policy and program formation. )

Knowing that pdlitical- constraints and resistances exist is not a reason for
abandoning evaluation research; rather it is a precondition for usable evaluation’
research. Only when the evaluator has insighit into the interests and motiva-
tions of other actors in the system, into the roles that he himself is consciously
" oor inadvertently playing, the obstacles and opportunities that impinge upon the
evaluative effort, and the limitations and possibilities for putting results of
evaluation to work--only with sensitivity to the politics of evaluation research--
. can the evalua%o\r“ be as creative and strategically useful as he should be.

+

3

PROGRAMS ARE POLITICAL CREATURES
- \ !

Evaluation ‘reséarch assesses the effects of social programs, wm/ch n
recent years have increasingly been governmental programs and larger in scale
and scope than the programs studied in, earlier decades. There have been
important evaluations of job tkaining programs, compensatory education, mental
health centers, community heglth ser\;ices, Head Start and Follow ;rhr‘ough,




.

2 cision may finally emerge from the bureaucracy.

community® action, law enforcement, carrections, and other government interven- ¥
tions. Although there have been occasional studies of long-established tradi--
tional services, most evaluation efforts have been addressed to new programs;
it is the program into which new money ‘is being poured that tends to raise the
most immediate questions about viability and continuation. . o

The programs with which the evaluator deals are not neutral, antiseptic,
laboratory-type entities. They emerged from the rough and tumble of political
support, opposition, and bargaining. Attached to them are the reputations of:
legislatives sponsors, the careers of administrators, the jobs of program -staff,
and the expectations of clients. The support of these groups coalesces-argund
the program, but the counterpressures that were activated during its dexglop-
ment remain active an e program remains Vvulnerable to interferehce from
legislatures, bureaucracies,-interest groups, professional guilds, and the media. 2
It is affected as well by interagency and intra-agency jockeying for advantage
and influence. «

- >
/ The politics of program survival is an ancient and important art. Much of
he literature on bureaucracy stresses the investment that individuals within an
organization have in maintaining the organization's existence, influence, and
'empire. As Morton Halperin succinctly stafes:
«
Organizational interests, then, are for many participgnts a dominant
factor in determining the face of the issue which they see' and the
stand which they take..#.Organizations with missions strive to main-
tain or to improve their (I) -autonomy, (2) organizational morale, (3)
organizational 'essence,' and (4) roles and missions. ., Organizations .
with high-cost capabilities, are also concerned with maintaining or
increasing (5) budgets.

It is not,only around evaluation that social scientists bemoan the political
factors that distort what they see- as rational behavior. Econoniist Julius  *
Margolis recently noted: ¥

...you may go through a scientific analysis to answer the question of )
where the airport should be located, but an altogether different de-

- ! : v ’
Bureaucrats, or in our terms program administrators and operators, are
not irrational; they have a different imodel, of rationality in mind. They are
concerned not just with today's progress in achieving program goals, but with
building long=term support for the program. This may hequire attention to
factors and to people that can be helpful in later events and future contests.
Administrators also have to build and maintain the or‘ganization;-r"écr‘uit staff
with needed qualifications, train them to the appropriate functions, arrange
effective inter-staff relations and comfmunications, keep people happy and work-
ing enthusiastically, &nd-.expand 'the influence and mission of the agency.
There are budgetary interests, too, such as the need to maintain, increase, or
maximize appropriations for agency functioning. Clients have to be attracted, a-
favorable public image developed, and a compiex system managed and operated.
Accomplishing the.goals for ‘which the program was set up is not unimportant,
" but it is not the only, the largest, or usually the most immediate of the con-

cerns on thé administrator's docket., . T _
¢ ) o R
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Par‘ticulaﬁy when an organization is newly formed to run new programs,’
its viability may be uncertain. |If the organization is dealing with marginal
s Clienteles, it can fall heir to the marginal repute of its clients, and it is likely

to have relatively low publlc acceptance. Organizational vulnerability can be-
come the dominant factor in determining what actions to take, and the need to
build "and maintain support can overwhelm the imperatives to achieve program
goals.
tn sum, social programs are the creatures of legislative politics and of
bureaycratic politics. The model of the system that is most salient to program
managers--and the components of the system with which they are concerned--
,are bound to be different from the model of the social scientist/ evaluator. A
program manager's view is probably no less rational. In fact, evidence sug-
gests that programs can and do survive evaluations that show dismal failure to
achieve goals. These programs, however, are less likely to survivé a hostile
congressional committee, newspaper exposes, or withdrawal of the support of
professional groups.

There have been occasional references in evaluation literature to the need
to recognize organizational "system'" objectives as well as program goals (as’in
work by Herbert Schulberg and Frank Baker), but the notion has never caught
on. So evaluators continue to regard these concerns of program staff as diver-
sions from their true mission, and give them no points on the scorecard for
effectiveness in the politics- of erganizational survival.

i

The disparity in viewpoint between evaluation researchers and program
managers has consequences for the kind of study that is done, how well it is
done, and the reception it gets when it is completed. Obviously, the political
sensitivities of prggram managers can dim their receptivity to any evaluation at
all, and when‘a/zgdy is undertaken, can limit # program manager's cooperation
on decisive issues of research design and data collection. Again, at the comple-
tion of the study, the program manager's political perspective will lessen the
likelihood that he will view evaluative findings as conclusive or the need to act
on them as imperative. Even rigorously documented evidence of outcomes may
not outweigh all other interests and concerns.

More subtly, some political fall-out shapes the very definition of ?n evalua-
tion study. As an example, let us look at the specification of program . goals
that become the evaluator's criteria for effectiveness. Because of the political
processes of persuasion and negotiation that are required to get a program en-
acted, inflated promises are made in the guise of program goals. Publig hous-
ing will not just provide decent living space; it will. improve health, enhance
marital stability, reduce crime, and lead to |mproved school performance

Furthermore, .the goals often lack the cIar'lty and mtellectual coher‘ence
that evaluation criteria should have. Rather than being clear, specific, and
measurable, they are diffuse and sometimes inherently incompatible. Again, it
is.the need to develop coalition suppeort that leaves its‘mark. Holders of
diverse values® and different interests have to be won over, and-in the process
.2_host of realistic and unrealistic goal commitments are made. ,

Given *the consequent grandiosity and diffuseness of program, goals, there
tends to be little agreement, even within the program, on which goals are real--
real in the sense that effort is actually golng into &ttaining them--and which

2~y
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are window-dressing. With this ambigujty, actors at different levels in the sys-
tem perceive and interpret goals in different ways. What the Congress writes
into legislation as program objectives is not necessarily what the Secretary's
office or the director of the national program see as their mission, nor what the
state or local project managers or the operating staff actually try to accomplish.

The evaluator is faced with the task of sifting the real from the unreal,
the important from the unimportant, perhaps even uncovering the covert goals
that"genuinely set the direction of the program (but are unlikely to surface in
open discussion), and discovering priorities among goals. Unless he is astute
enough to direct his research toward authentic goals, he winds up evaluating
the program against meaningless criteria. Unless he is skillful "enough to devise
measures that provide valid indicators of success in this compleXx web of expec-
tations, he runs the risk of having his report disowned and disregarded. It is
not uncommon for evaluation reports to meet the disclaimer: "But that's not
what we were trying to do." '

While the evaluation study is in progress, political pressures can alter or
undermine it. Let us look at one final example of how organizational politics
can affect the shape of evaluation research. Program do not always keep to
their original course; over time, often a short.span of time, they can shif§ in
activities and in overall strategy and even in the objectives they seek to attain.
They are responding to a host of factors: budget cutting or budget expansion,
changes in administration or in top officials, veering of the ideological winds,
changes in congressional support, public appraisal, initiation of rivel agencies

and rival programs, pervasive client dissatisfaction, or critical media coverage.¥

* Whereas the evaluator wants to study the effects of a stable and specifi-
able stimulus, program manadgers have much less interest in the integrity of the
study than in assuring that the program makes the best possible adaptation to
conditions, This leaves the evaluator in aﬁar‘edicament; he is measuring out-
comes of a "program" that has little coherence. What are the inputs? To what
are ‘the outcomes attributable? If the program succeeds, what activities should
be replicated? If the program fails, what features were at fault? Unless pro-
grams under study are sheltered from the .extremes of political turbulence,
evaluation researcl produces outcome data that are almost impossible to inter-
pret. On the other déand, to expect programs to remain unchanging labqratory
treatments is to ignore the political imperatives. In tl%; regard, as in others,
* programs have a logic and a rationality of their own. ) :

- ¢

THE POLITICS OF HIGHER ECHKELON DECISION-MAKING

) Much evaluation research is sponsored "not by individual projects or by
managers of federal programs but by superordinate levéls, such as the director
of the .agency or the Secretary or Assistant Secretary of the federal depart-
ment, and the reports often go to cognizant officials in the Office of Manage-
ment and Budget (OMB) and the White House and to members of congressional
committees. If the organizations that run .programs have a vested interest in
their protection, these higher-level deeision-makers can view the conclusions of
evaluatiop research with a more open mind.* They are likely to be less con-
cerned with issues of organizational survival. or expansion_and_more with ensur-
_ing that, public policies are worth their money and produce the desired effects. -
Of course, some legislators and Cabinet or sub-Cabinet officials, afe members of
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the alliance that supports particular programs. But it is generally true that
the further removed the decision-mdker is from direct responsibility for running
the program, the more gispassionately he considers’ the evidence.
oo

This of course does not mean that policy-makers venerate outcome data or
regard it as the decisive input for decision. They are members of a policy-
making system’ that has its own values and its own rules. Their model of the
system, its boundaries and pivotal components, goes far beyond concern with
program effectiveness. Their decisions are rooted in all the complexities of the
democratic decision-making process: the allocation of power and authority, the
-development of coalitions, and the trade-offs with interest groups, professional
guilds, and salient publics. How well -a program is doing may be less important
than the position of the congressional committee chairman, the political clout of
Jits supporters, or other demands on the budget. A considerable amount of in-
effectiveness may be tolerated if a program fits well with prévailing values, if it
satisfies voters,-or if it pays off political debts. ¢ '

~

What evaluation research can do is cIar:ify‘what the political trade-offs in-
volve. It should show how much is being given up to satisfy political demands

"and what kinds of program effects decision-makers are settling for or foregoing .

when they adopt a position. It will not be the sole basis for a decision, and
legitimately so. Other information and other values inevitably enter a demo-
cratic policy process. But evidence of effectiveness should be dntroduced to
indicate the consequences that various decisions entail. . . '

As a matter of record, relatively few ‘evaluation studies have had a notice-
able effect on the making and remaking of public policy. There are some strik-
ing exceptions, and in any case, -our time frame may be too short. Perhaps it
takes five or ten years or more before decision-makers srespond to the accumula-
tion of consistent evidence. There may need to be a sharp chahge in adminis-
tration or a decisive shift in expectatiorrs. But to date, as{Peter Rossi has
pointed out, devastating evidence of program failure has left’some policies and
programs unscathed, and positive evidence has not shielded others from dissolu-
tion. Clearly, other factors weigh heavily in the politics \of the decision pro-
cess. © ’ ‘

.

Perhaps one of the reasons that evaluations are so readily disr‘eg.ar'ded is -

that they address only official goals. " If an evaluator also assessed 'a program's
effectiveness in meeting political goals--such as showing that the Administration
is "doing something," or that the program is placating interest groups or en-
hancing the influence of a particular, department--he might learn more about the
measures of success that decision-makers value. He might learn why some pro-'
grams survive despite abysmal outcomes, why some that look fine on indicators
of goal achievement go down the drain, and which factors have the most influ-
enceé on the making and persistence of policy. Just as economic cost-benefit
analysis® added the vital dimension of cost to analysis of outcomes, political-
benefit analysis might help to resolve questions about political benefits and fore-
.gone opportunities. . '

7 It is true that many public officials in the "Congress and the executive
branch sincerely believe that policy choices should consistently be based on
what works and what doesn't. |t is also true that like all other actors in. the
drama, policy-makers respond to the imperatives of their own institutions. One
seemingly peripheral but consequential factor is the time horizon of the {policy

v
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process. Presidents, governors, and legislators have a relatively short time
perspective. They. want to make a record before the next election. Appointed
officials in the top positions of government agencies tend to serve for even
shorter periods. The average tenure of officiats in federal departments is a
little over two Yyears, as shown in a Brookings Institution study conducted by
David Stanley, Dean Mann, and Jameson Doi§. The emphasis therefore 'tends to
be on take-offs, not on landings. [t"is cjten more important to a politically
astuté official to launch a program with great fanfare to show how ‘much he is
doing than to worry about how effectively the program serves people's needs.
The annual -cycle of the budget process also has the effect of foreshortening
the tim& perspective. When decisions on funding leve| have to be made within
twelve months, there is little time to gather evidence (at least competent evi-
dence) on program outcomes or to consider whatever information has been
gathered.

. what does it take to get the results of evaluation research a hear‘ing?g_lh a
discussion of policy analysis (of which evaluation research is one phase),
Charles Lindblom states that differences in values and value priorities constitute
an inevitable limitation on’ the use of objective ratippsl analysis. 'As | have
already noted, maximizing program effectiveness is only one of many values that
enter decisions. Therefore, Lindblom explains the way that analysis is used is
not as a substitute for politics but as a "tacti¢ in the play of power'":’

It does not avoid fighting over policy; it is a method of fighting...
_And it does not run afoul of disagreements or goals or values...be-
cause it accepts as generally valid the values of the policy-maker to =
whom it is addressed.

t does appear that evaluation research is most likely to affect decisioris
when the researcher accepts the values, assumptions, and objectives of the
decision-maker. This means, obviously, that decision-makers heed and use
results that come out the way they want them fo. But it suggests more than
the rationalization of predetermined positio'ns. There is a further, important
implication that those who value the criteria that .evaluation 'research uses,
those who are concerned with the achievement of official program goals, will pay
attention as well. The Key factor is that they accept the assumptions buijlt into
the study. Whether or. not .the outcome results agree with their own wishes,
they are likely to'give the evidence a hearing. But evaluation results are not
likely to be persuasive to those for whom other values have higher priority. If
a decision-maker thinks it is.‘important for job trainees to get”and hold on to
skilled jobs, he will take negative evaluation findings seriously, but if he is
satisfied that job training programs seem 1o keep the ghettos quiet, then job
outcome data mean much less. . ! :

P—

) . ,
THE POLITICS IMPLICIT IN )EVALU ION RESEARCH -
. 3 L=

The third. element of politics the eValuation context is the stance of
evaluation itself. Social scientists tend to see evaluation research, like all

.research, as objective, sunbiased, and non-political, as a corrective for the

special pleading and selfish interests of program operators and policy-makers
alike. Evaluation produces hard evidence of actual outcomes. But it incorpo-
rates as well a series of assumptions, and many researchers are unaware of the
political nature of the assumptions they make and the role they play. ‘

v Y

I%;7‘-

X

-




-,

. ¢ .

First,” evaluation research asks the question: how effective is the program
in meeting its goals? Thus, it accepts therdesirability of achieving those goals.'
By testing the effectiveness of the program against the goal criteria, it not
only accepts the ‘rightness of the goals, it also tends to accept the premises
underlying -the program. There is an implicit assumption that this type of pro-
gram strategy is a reasonable way to deal with the problem, that there is justi-
fication for the social diagnosis and prescription that the program represents.
Further, evaluation research assumes that the program has a realistic chance of
reaching the goals--or else the study would be a frittering away of time,

energy, and talent. a TN

“

<

For many programs, social science knowledge and theory would su'gg€st
that the goals are not well reasoned, that the.problem diagnosis, the selection
of the point of intervention, and the type of intervention are innappropriate,
and the chances of suécess are slight. But when a social scientist agrees to
evaluate a program, he gives an aura of legitimacy to the enterprise.

Furthermore, as Roland Warren has noted, the evaluator. who limits his
study to the effects of the experimental variables--those few factors that the
program manipulates--conveys the message that other elements in the situation
are either unimportant of that they are fixed and unchangeable. The interven-
tion strategy is viewed as ‘'the key element, and all other conditions that may
give rise to, sustain, or alter the problem are brushed aside. In particular,
most evaluations--by accepting a program emphasis' on services--tend to ignore
the social and institutional structures within which the problems of the target
groups are generated and sustained. Although evaluation studies can examine
the effects of non-program’ variables, they generally concentrate on identifying
changes in those persons who receive program services compared to those who
do not, and they hold constant {by randomization or other ‘techniques) critical
structural variables in the lives of that particular population. .

& Warren suggests that there is an unhappy convergence between the pre-
ferred methodology of evaluation research--the controlled experiment--and the
preferred method of operation of most single-focus agencies. Agencies tend fo
deal in piecemeal programs, addressing a single problem with limited interven-
tion. He writes: ’

...?or‘ various reasons of practice and Practicality they confine them-
selves to a very limited, relatively identifiable type of intervention,
while other things in the life situation of the target population are...
.left unaltered...The more piecemeal, the fewer the experimentalbi-
ables involved, ,the more applicable is the (expegimental) researth
design. ’ . ] '

3
. -

Methodologijcally, -of Course, eXperimental designs can be applied to highly
complex programs (which is what factorial designs ‘are about), but in practite
there does s‘eem(to be an affinity between the experiment and the limited focus
program. .And ‘if there is anything that we should .have learned from the
history of social reform, it is that fragmented program approaches make very
little headway in solving Serious social ‘problems. An hobtr of counseling a

~week, or the introduction of paraprofessional aides, or citizen representation on

the board of directors--efforts |ike these cahnot possibly have significant con-
sequeiices in alleviating major ills. - ’

.
»
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Another political statement is implicit in the selection .of some programs to
undérgo evaluation, while others go unexamined. The unanalyzed program is
safe and undisturbed, while the evaluated program is subjected to scrutiny.
What criteria are used in selecting programs to evaluate? Obviously, it is the’
new and (perhaps) innovative program that is put on trial- white the hardy
perennials go on, whether or not they are accomplishing their goals, through
the sheer weight of, tradition. . '

- °

Other criteria for selecting programs for evaluations are even more overtly
political. Thus in a discussion of program analysis, Charles Schultze makes two
recommendations: (l) program analysts should give more consideration to pro-
grams that do not directly affect the structure of institutiopal and political
power than to programs that fundamentally affect income distribution or impinge
on the power structure, and (2) .analysts can be more useful by studying new
and expanding pr‘ogr'an)s than long-existing programs with well-organized con-
stituencies. - | - - ‘

f !
-

There are persuasive reasons for such prescriptions. Evaluators, like all
other analysts who ignore the- political constraints of special interests, institu-
tional power, and protective layers of alliances may confront the decision-maker
with troublesome information. If time after time th@y bring in news that calls
for difficult political choices, if they too often put the decision-maker in a posi-
tion that is politically unviable, evaluators may discredit evaluation research as
a useful- tool. Nevertheless, there are serious political implications in restrict-
ing evaluation to the unprotected program .and the program that is marginal to
the digtribution of economic and political power.

The structure of the evaluation research enterprise also has political over™

tones. To begin with, evaluation is generally commissioned by the agency
responsible for the program, not by the recipients of its efforts. ’ This is so
obvious and taken for granted that its implications. are easily overlooked. Some
of its consequences, -however, are that the officials' goal statements form the
Basis for study and if recipients have different needs or different ends in
mind, these do not surface. Another probability is that the evaluator inter-
prets his data in light of the contingencies open to the agency. The agency is
the client and the evaluator tries to gear his recommendations to accord with
realistic practicalities. Furthermore, he’ reports study,” findings to decision-
makers and managers, usually not to program participants; if the findings are
negative, officials may not completely bury the report (although sometimes they
try), but they can at least release it with their own interpretations: "We need -
more money," "\Lle need more time," or "The evaluation was too crude to measure
the important changes that took place." X \\& P

To the extent that administrators' interpretations shape the understanding
of a study's import, they constrain the decisions likely to be made about that
program in the future and even 1o influence the demands of the target groups.
An evaluation report showing that Program.A is doing little good, if interpreted
_from the perspective of the participants in the program, might Well lead to very
different recommendations from those developed by an agency-oriented evaluator
or a program official. -

\
.

Most of these political implications of evaluation rgsearch have an "estab-
lishment" orientation. They accept the world as it is: as it is defined in
agency structure, in official diagnoses of social problents, and in the types of .
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ameliorative activities that are run. But the basic proclivity of ewaluation’

research is reformist. Its whole thrust is to improve the way that society
copes with social problems. At the same time that evaluation research accepts
program assumptions, IT also subjects thém to scrutiny; its aim is to locate dis-

cRepancies between intent- and actual outcome.

In addition to this reformist thrust, Harold Orlans has indicated that social
science- évaluators tend to be more liberal in orientation than many of the agen-
cies they study. And their perspectives inevitably affect their research. As
social scientists ipcreasingly recognize, no study collects neutral "facts"; all

-~ research entails value decisions and to some degree reflects the researcher's

Vi selections, assumptions, and interpretations. This liberal bias of much evalua-
tion research can threaten its credibility to officialdom. Thus, Laurence Lynn,
. *Jr., a federal Assistant Secretary writes: ‘
¢ The choices of conceptual framewdrks, assumptions, output measures,
variables, hypotheses, and data provide wide latitude for sjudgment,
and values of the researcher often guide the decisions to at least
some degree. Evaluation is much more of an art than a science, and
the artist's soul may be as influential as his mind. To the extent
- % that thjs is true, the evaluator becomes another special interest or

advocate rather than a purveyor of objectively developed evidence
. and insights, and the credibility of his work can be challenged.

In this statement, there seems to be an assumption that such a thing as
"objectively developed evidence" exists and that assumptions and values are
foreign intrusions. But the message that comes through is that "objectively
developed evidence" is that which sdevelops only out of government-sanctioned-
assumptions and values. Certainly evaluators funded by’ government have an
obligation to start with the official framework, but they should be able to look
at other variables and other outcomes, wanted and unwant d, iry addition to.
those set by officia{ policy. .

The intrins?cally reformist orientation of evaluation resdarch is apparent in
its product. Evaluation conclusions are the identification of some greater.or
lesser shortfall between goals and outcomes, and the usual recommendations will
call for modifications in program operation. The assumptions here are £ that
reforms in current policies ‘and programs will serve to improve governmeént per-
formance without drastic restructuring and (2) that decision-makers will heed
the evidence and respond by improving -programming. It is worthwhile examin-

. ing_both these assumptions, particularly when we take note of one major piece
of intelligence: evaluation research discloses that most programs dealing with,
social problems fail to accomplish their goals. The finding of little impact is
pervasive over a wide band of program fields and program strategies. True,
much of the evaluation research has been methodologically deficient and needs:
upgrading. (There is an extensive literature on methodological shortcomings.
Donald Campbell and Selma Mushkin arg among those who haVe ‘written cogent
critiques.) But there is little evidencd that methodologically sounder studies
find more positive outcomes. Numbers of lexcellent studies have been carried out

« and they generally report findings at least as negative as .do the poor ones.
Moreover, the pattern of null results is dolefully consistent. So despite the
- conceptual and methodological shortcomings of many of the studies, the cumula-
* tive evidence has to be taken seriously. ; h
N\
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_ findings--was cast in the role of political hatchet man\ )

B : )

What does the evaluation researcher recommend when he.finds that the pro-
gram ’is ineffective? For a time, it énay be a reasonable response to call atten-
tion to possible variations that may increasessuccess--higher levels of funding,
more _skidled management, better trained staff, better coordination with er
services, more intensive treatment, and so-on.- If these ‘recommendations are
ignored, if the political response is to persist with the " same low-cost, low-
trouble program, there is not(much more that the social scientist can learn by
evaluating participant outcome If program changes are made, then further
evaluation research is ‘in order. \But there comes a time when scores or even
hundreds of variants-of a program e been run, for example, in compensa-
tory education or rehabilitation of criminal offenders, and none of themg has
shown much success. If it was not evident before, it should be clear By then
that tinkering with the same approaches in different combination is unlikely to
pay off.

There needs to be serious reexamination of the basic problem, how, it is
defined, what social phenomena nurture and sustain it, how it is related to
other social comditions and social processes, and the total configuration of
forces that have “overwhelmed past ‘program efforts. Fragmented, one-service-
at-a-time programs, dissociated from' people's total patterns of living, may have
to be abandoned,: and as Daniel Moynihan has suggested, integrated policies
that reach deeper into the social fabric will have to be developed. What this
suggests is that in. fields where the whole array of past program approaches
has proved bankrupt, the assumption is no longer 'tenable that evaluation

_research of one program at a time can draw useful implications for action or

that piecemeal_modifications will improve effectlveness.

o

As for the ozher‘ major premise on which the utility of evaluation resea}'ch

is based--that policy-makers will heed research results and respond by improv-

ing programming--there is not much positive evidence either. | have noted hpw

. the politics of program survival and the politics of higher policy-making aecc(]'d

when e#aluation results confirm what decision-makers already beljeve or disclgse
what they are predisposed, ¢to. accept that- ev lGation is most apt to get serious
attention. Thus, for example, the Nixon Admlinistration was willing to listen to
the negative”findings_about the Johnson Great Society, programs.” As Allen
Schick has noted, evaluation research is_ comfortably compatible with a"@bver;l&- )
ment “perspectiye of disillusionment witll major program initiatives--with stoC®--
taking and retrenchment. As a comgequence, the fiscal year 1973 budget sub-
mitted to Congress proposed to cut out or cut back programs that weren't work-
ing. The evaluation researcher--now that somebody was paying attention to

evaluat’?e evidence relatively minor weight. in the decisional calculus., It |]is

’ .

Because evalu ‘tion‘ researchers tend to be liberal, reformist, humanitarian,
and advocates of the underdog, it is exceedingly uncomfortable to have evalua-
tion findings 7used’ to justify an end to spending on domestic sociaj programs.
On the other hand,-it.is extremely difficult for evaluators to- advogQte continu-
ation of progfams that they have found had no apparent results. The political ,
dilemma is- real and”painful, It has-led some social scientist® to justify con-
tinued spending on avowedly ineffective programs to preserve the illusion that
something is being done. OtRers have called for continued 'spending, whatever
the outcome, so as not to lose the momentum of social progress.’ Others justify ’
the programs -with explanations that they regarded as specious when used by
program staff: the programs serve other purposes, thé evaluations aren't very

‘ Y i ‘
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good, the programs need more money, they need more time. My own bent is to -
find some truth in each of these justifications, but they tend.to be ‘declarations
based on social ideology and faith. Evaluators can maintain them only so long
without providing evidence that these factors are responsible for the poor show-
ing or that the programs are-achieving other valued ends. -

What would be a responsible: positiean for. evaluation research? It segms to
me that there are a few steps that can be taken. One reform in evaluation
research would be to put program goals in sensible perspective. Among the
many reasons for the negative pall of evaluation results is that studies have
accepted bloated promises and political rhetoric as authentic program goals. "
Whatever eager sponsors may say, day care centers will not end welfare depen-
dency and neighborhood government will not_create widespread feelings of citi-
zen efficacy. Programs should have more modest expectations (helping people
to cope is not an unimportant contribution), and they should be evaluated
against more reasonable goals. Furthermore, evaluations that - average the
effects of .numbers of local projects and come up - with” summary "“pass/fail"
measures are not likely to be optimally useful. ‘More learning will .come from
specifying the conditions that are associated with better or poorer ‘outcomes--
conditions of program operation as well as conditions in the larger social con-
text. . )

-

A further step along this course would be to evaluate a particularky strong
version of the program before, or along with, the evaluation of the ordinary
levels -at which it functions. This would tend to show whether the program at
its best can achieve the desired results, whether accomplishments diminish as
resource level or skills decline, and how intensive an effort it takes for 'a pro-
gram to work. If the full-strength "model" program has little effect, then it is
fruitless to tinker with modest, low-budget versions of it.

4
More fundamentally, however, it seems to me that npow in some fields there
is a limit to how much more evaluation research can accomplish. ~ In areas where
numbers of good studies have been done and have found- negative results, ‘there
seems_little point.in devoting significant effort to evaluations of minor program
variants. Evaluation research is not likely to tell much more. There is appar-
ently something wrong with many of our social policies ana\néuch social program-

"fning.  We do not know how to solve some of the major Yproblems facing the
society. Nor do we apply the knowledge that we have. WeNnount limited-focus
programs to cope with broad-gauge problems. ‘We devote limited resources to
lohig-standing and stubborn problems. = Above all, we concentrate attention on
changing the attitudes and behavior of target groups without concomitant atten-
tion to the institutional structures and social arrangements that tend to keep
them "target groups." ’ '

For the social scientist who wants to contribute to the improvement of .
social programming, there fnay be more effective réutes at this *point than
through evaluation research. There may be greater potential in doing researsh
on the processes that give rise to social problems, the institutional structures
that contribu®e to their origin and persistence, the social arrangements that
overwhelm efforts to eradicate them, and the points at which they are vulner-
able to societal intervention. Pivotal contributions are needed in understanding
the dyngmics of such processes and in applying the knowledge, theory, and
experience that exist to the formulation of policy. | suspect that in many
areas, this effort will lead ws to think ,in new categories and suggest different
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orders of intefvention. As we gain deeper-awareness of the complexities and
inter-relationships . that maintain problem” behavior, perhaps we can develop
coherent, integrated, mutually supportive sets of activities, incentives, regsla-
tions, and rewards that represent a concerted attack and begin ta deserve the
title of “"policy." - ‘\ ’
N » °

How ‘receptive will established institutions be to new ways of looking at
problems and to the new courses of action that derive from them? | suggested
earlier that decision-makers tend to use resedrch only when its Jkesults match
their preconceptions and its assumptions accord with their values. There will
certainly be resistance to dhalysis that suggests changes in power relations and
in institutional policy and practice. But legislatures and agencies’ are not mono-
- liths and there may well be some supporters, too. As time goes on, if confirm-
ing evidence piles up year after year on the failures of old approaches and if
mounting data suggest new modes of interwvention, this will percolate through
thea concerned publics. When the political climate veers toward the search -for
new initiatives, or if sudden crises arise and there is a scramble for effective
policy mechanisms, some empirically grounded guidelines will be available.

'Of course, there remains a vital role for evaluation research. It is impor-
tant to focus attention on the consequences of programs, old and new, to keep
uncovering their shortcomings so that the message gets through, and 1o lacate
those programs that do have positive effects and- can, be extended and ex-
panded.

It is important to improve the craft of evaluation so .that we have\greater
confidence in its results. To have immediate and direct influence on deci ions,
there is, a vital place for "inside evaluation" that is consonant with decision-
makers' goals and values--and perhaps stretches their sights a bit. Thére is
also a place for independent evaluation based on different assumptions with

ider perspectives, and for the structures to sustain it. One of the more
interesting roles for evaluation is as "social experimentation® on proposed new
program ventures--to test controlled small-scale prototypes before major pro-

g’ms are launched and théreby gain good measures of their consequénces=
Nevertheless, given the record of largely ineffective social programmingy |
think the time has come to’ put more of our research talents into even earlier -
phases of th¢ policy process, into work that contributes to.the development of
ideas and prgtotypes.. | believe that we need more research on the social proc-
esses and institutional structures that sustain the problems of society and
closer social soti involvement in the application of that research. | -have
hope that this can tontribute o understanding which factors have to be altered
if change is to occur and, in time, to more effective program and policy forma-

tion.. N
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NETWORKI
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" AGENCY

OLLABORATION-1

SUPPLEMENTARY MATERIAL

PROFILE OF A NURSE °
& 2 .
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L} . . ’ d NG 4 ‘

You are a nurse in the emergency room o@%ﬁunity hospitat. Being. a nurse has
been both-a rewarding and frustrating e§<perience for you. Lately, things have not
been going well for you. g .

One of your best friends who is also a nurse was transferred from the emer‘gency\
room to another floor. You miss his/her company and his/her counsel.k Even worse,

you Know that’you are capable of ‘doing a better job. You find that 'your greatest

difficulties are with those who come to the epergency room because of drugs. To

help these patients, you feel you need additional knowledge and skill concerning drug

abuse, but you are not sure of how to go aboutégetting it.

You are very concerned now because you are being cbnsidered for a promotion, anB
your abilities being evaluated. This promotion would make you the head *of the
nursing service in the emergency room.. The status that accompanies the new. position
is something you want very much. You hope that as head nurse you would be able
toedo more and command more respect. ' ' ’ : ?
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Adapted, with permission, from Games Agenc;eg' Play; Enhancing Interagency Colloraboration
in Drug Rehabilitation, pp. 216-17," August, 1976. I@terage%cy Collaboration “Project,
Bureau of Drug Rehabilitation, Virginia Department of Mental® Health and Méntal Retarda-’

tion, Richpond; Va\ This project was funded in part by Grant Number 75A.3137’_from the
Virginia Division of Justice and Crime Prevention. , oo
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VI: NETWORKING AND INTER-

MODULE AGENCY coLLABORATION-2 SUPPLEMENTARY MATERIAL

PROFILE OF A SHERIFF

/,
You are ‘a sheriff for the local comu(ity. Over the past few months, you have
noticed that the number of drug abusers being arrested has been steadily increasing
.qnd that community concern with the drug prpblem isfon the rise. .

The' large number of drug related ariests concerns you because %u-would like to
retain your influence-in the community and to be seen as a proponent of drug reha-
bilitation efforts. Moreover, your credibility and prestige within the cemmunity is in

¥ the balance since the community feels you are.not adequately handling the problem.
Because of the growing drug problem,. your budget is in question and you are’wor-
ried about the money to be allocated to the sheriff's office.

Yet, "'you have had very little contact with the local drug rehabilitation program and
have minimal knowledge concerning drug traffic in the local community. If you were
able to find out what was going on in the street and in drug rehabilitation efforts in *
the community, it is possible you would be able to do more. i '

R :

]
. ® .

o

® Y

. : » T
Adapted, with permission, from Games, Agencies Play; Enhancing Interagency Collogaboration
4n Drug Rehabilitationm, PP. 216-17, -August, 1976\ Interagency Collaboration \Project,
Bureau o0f Drug Rehabilitatizonl"lirginia Depart':meﬁt of Mental Health and Mental\Retardaz
tion, Richmond, Va. This project was funded in part by Grant Number 7543137 from the

7. Virginia Division of Justice and Crime Prevention.
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INTERAGENCY COLLABORATION
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PERSONALITY, MOTIVATION, AND NEEDS

. % ’ . .
Section IV concluded that if we are to enhance interagency .
collaboration in human service delivery, the individual staff
‘members must be both the actor and target of the interaction. .

The study of personality deals with the individual as assystem

of needs, feelings, attitudes, skills, deficiencies and roles. .
These elements combine to determine an individual's behavior in

a godial milieu and have only recently come to be recognized in
regard to the individual's satisfaction and performance in a
working environment. This new approach tends to discount, the
.image of an dconomic, bureaucratic man as a uniform factor in -

thé production procesd, in favor of the image of man as aJjcom-
plex personality within the organization. This section’on per-
sonality, motivatiol, and.needs deals with the #nportance of

the individual toﬁeﬁé effective functioning of an organization.

The importance of individyal role behavior needs and the effects .
of,neglecting them will be discussed.below. '

N .. . . .

The motivation of an individual to perform in an agency can be
exgmined most conveniently dn the basis of need theory. "Maslow
.(1970) proposed a hierarchy of hilman motives or needs. ThesSe _
» neédsﬂrange from lower deficiency motives which determine be- :

havior when their satisfaction is lacking, to higher being
" motives, Iphysiologich needs, safety and security needs ,

belongingness and love, self-esteem needs, growth and self-
. actualization needs) which come into play once the deficiency re
N motives have, been satisfied. : : :

L

i By
.

Alderfer and Schneider (1973) praopose three needs categories
which they called existence needs, relatedness needs and grawth
needs. ,The existence needs’ correspond to the pHysiological and
material safety needs of Maslow (1970) and are characterized
first, by the goal of obtaining a<valiied resource vital to e s
material existence, and setond; by a .person's satigfaction tend-
ing to be correlated with another person's frustrations when
resources are limited. Alderfer's relatédness needs correspond * -
.to the interpersgonal sgfety'belpngingness,‘socigl, and inter-
personal esteem needs of Maslow. Relatedn®tss needs concern the
desires people have for r lationships with significant others - ..
that can'be characterized‘by a mutual sharing of. thoughts and
. feelings. Finally; growth needs correspond to Maslow's self-

. actualization category and'incluzz desires of the indiyillual to

. have creative and productive effects upon himself ahdwqun his B
¥ . environment. . L - k% ;
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H.A. Murray (1938) has caﬁeqpriéed needs into two basic,Kgroupings
called viscerogenic needs and psychogenic, needs. The first group=-
ing includes physiological needs ogﬁthe organism and the sedond
group includes psychogenic:needs such &s superiority, achievement,
recognition, exh;bition, autonomy,‘affiliation, and exposition
needs. ‘
. . _— W
Finally, Herzberg (1966) classifies needs as YAdam" or "Abradham"
needs, the former being basic viscerogenic,needs’'and the latter
being man's urge to realize his own potentiality by continuous - s
"psychological growth." Six aspects of "psychological growth"
are khowing more, seeing more relationships in what we know,
being cre?;ive, being effective in ambiguous situations, main-
taining i¥dividuality in the face of pressurgs from the group,
and attaining growth psychologically. . ’ - .
‘Bartow (1972) takes the concept.of an individual's needs a sth
further by iptroducing the element of interaction among in-
dividuals. In the interaction there is.an exchange that occurs,
and through this exchange an ‘actor will satisfy some of the needs
of the other actors participating in the interaction.. An ideal -
- situation is one in which an actor's own needs as well «as another’
' actor's needs are met. To the extent that the interaction is,
. an exchange through which séime of both persons' ‘needs a¥e met the
experience will be satisfying and the members will be motivated
to continue performing. Thus, in an organizational setting if
some of an individual's needs are satisfied by performing a ' .
function which his.organization demands of him, the individual
will be motivated to continue performing. The attainment of
' .satisfaction from one's work may be viewed as,a function of
needs.-satisfaction in that the individual will be motivated to
replace lower level needs with higher level needs. In an or-
ganizati@naf setting, an individual's .needs can range from the#
_need to.earn money to ensure ‘existence, to the need to ensure =
financial and social security, to the need to-maintain a certain //
social position‘or;plaqg'éf esteem in socéety, to _the-need for.
. affiliation and socidl relatedness, to thé need to create, and
thus strive forﬁgrowth and self;actualization.through¢york. i,

- What happens then ihoaisociety‘such as u?sowhere'a sizeable .
, portion of\the ‘working force has alread??satisfied its vis-

cerogenic neéds? Erich Fromm¢(1968) states: ®

"while it is t:.rv;ie that man is mol’deg}ay’tihe° nec_es.s,ities . 9
e : of théseconomic’ and social structure of society, he is :
not infinitely adaptable. Ngt only.are there certain

physiolog¥cal needs that .imperatively call for satis-

faction,, but thegeﬁhre also certain psyghological quali- |
ties inherent in man that need-to be satisfiéd and that :

. . result in certain reagtions if they are frustrated. The
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most 1mportant or these qualltles seems toO be the tendency
to grow, to develop and realize potentialities which man
has developed in the course of history as, for instance, the
faculty of creative and critical thinking and ‘of having \
d*fferentlated emotional and sensuous’ experlences "

Technological societies often fail to take these human needs for
Ccreative growth into account leadlng to the pOSSlble alienation
of man from basic human values. Suéh alienation can have grave

lmpllcatlons for soclety

L J
1 4

To avoid creatlng a stepile work situation in which there is no
opportunity for the individual, to, satisfy higher level needs it
is necessary to integrate the framework of ,individual needs
satisfaction with the organlzatlonal Sﬁttlng The individual.
blaces greater emphasis on 2go needs d ‘the appropriateneés

of the job to his personality than does the organization.. Bach
tndividual makes unique demands of his job depending Sn the
composite of his ngeds. - Harry Levinson (1966) proposes the ' .t

4

. ..concept of’ rec1procatlon to denote .the process of fulfilling

mutual expectations and satisfying mutual needs in the relation-- .
shlp,between a man and his work organization. To the "extent
that there is congruence of aims, nerms and personality, the

organlzatlon is efficient and the workers are happy. n? T .

Argyris (1964) like Lev1nson concludes that- congruent behav1or
—won the part of tHe employees with interpersonal needs neces-
sary if théy are to.continue to be motivated, dnd if tﬁb formal
organization is to obtain optimum expression of  its demands..
He writes: - . .
' . N e
"If one uses as an- input, agents who tend toward a mature
state of psychological .development, one thus creates a dis-

1 ' turbance,  because thelneeds of healthy#individuals are not

congruen® with the requirements of formal .organizations
which\tend to require the agents to work in situations where®
they are.dependent, passive, and use few skills. The nature
of the formal*pr1nc1ple of organization causes the subor-
dinate to experience competition, rlvalry, intersubordinate
hostility, and to develop a focus.towardftheir parts rather

than the whole.

"This tends to’a need for coordlnatlon

among the” parts by the leader."

Y

Relatlng spec1f1cally to orgahizational 1nd1v1dual commltment,-
& Argyris claims that the source of "commitm®nt to work for: any

givef®.individual lies'‘in the power, rewards, an

¢
. ()
. Vi

me Qther individual may use to 1n€g
nternal comm1tment"'ex1sts only wh
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cular behavior resides within the worker himself. Argyris,
. (1964) concludes: ‘ '

fd/ A certain amount of intefnal commitment restricted to
_ rational activities may be possible in this sys+em if the-
' rational, intellective aspects of the job are consonant
with the individual's abilities and expressed needs. Some
human behavior in organizations can be understood as caused
by individuals adhering or dedicating‘th@m§élves't9 organi-
zational values.

[

I1f "we perceive the organization as a’'social milieu, then it can
be considered an arena in which the individual exhibits social
reactions baged upon his ldarning and experience £rom other
- social milieus, the major one most probably hdving been the

family. .Insdfar as the indjvidual is in perpetual contact with,
. others in the processyof performing his job, the importance of
, his interpersonal patterns of behavior becomes apparent. By
' requiring an individual to suppress certain iriterpersonal and
emotional.aspects of behavior, the ‘organization establishes &
norm which could have adverse effects both on the individual and
\ on the organization itself. , : X\
‘The implications of such a suppression have been raised by
~ Argyris (1964) who 'postulates that & basic need of man is to in-
crease his feelings of .acceptance, by himself*and others.
‘Through leading ‘the individual to awareness and acceptanca of
himself and others, interpersonal relations become the mechanism
by which man deyelopé, maintains, and modifies his.personality. .

He writes:
. =

As the. interpersonal and emotional aspect of behavior becomes
' we may hypothesize that an organizational norm
~will fetB <t arise that coerces individuals to hide thed
- feelings,  Undar ‘such conditions, the individual finds it
i " difficult to dejelop competence in dealing with feelings ’
' and ‘interpersongl relationships. X X &

In addition, Fromm -(3955) notes' that: in fact, the very decision
to sepatate one's emotions from one's intellective aspec§s is a - -

deeply émotiongl -one. There is increasing concern that this
- act «of 'self-separation' is’ part of a basic process in modern
A life yhich leads' man to become alienated' from himself and .others.

I
R ©

’ -
»

:& The problem of separation of "one's emotions from one's igkér-o
' léctive aspects" is especially pertinent to#public service; wel-
fare.and peoplegproc,SSLng organié@t%qpq. Workers in these
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organizations are\expected to be competent and ratlonal in )
client situations yet they must also be carefully attuned to-
the client's emotions. The need for a more humanistic ‘and needs
oriented organlzatlonal env1ronment for service organlzatlons

is clear. ¢ _ . » i
g
Since the 1nd1v1dual is central to the focus of collaboration,™
the needs and motivations of individuals in the working environ-
ment become significant. The importance of the "“peeds" of in-
dividuals'is due to their effect on individual behavior and .
therefore staff collaboratlon. In reviewing the literature and
the needs structure, "needs" in the context of this project were
limited to those which most directly influenced the individual's
performance of his organlzatlonal role. Thus, project staff

. derived a list of eight needs considered to be most important.
They are: control of information, funding, power, professional

. competence, relatedness, status, support, and task attainment+——— -
These needs comé from the work of°Maslow (1970), Bartow (1972)
Herzberg (1966) and others. (It must be emphasized that the
purpose of this‘’project was not to develop and test a new "needs

Moo g

EN

structure." Rather, research studles were used as a starting
point from which we were able to create a "role behavior needs"
structure.) -

- ki » ﬁ‘ 9
Oné possible solution to the‘dmprovement of worker motivation
and performance is the satisfaction of the worker's needs through
his interpersonal worklng relationships. Relating the fulfill-
ment of an individual's needs through. 1nteragency collaboration
to work performance and service to clients is the approach taken
by the project. Collaboratlon is one approach an organization
can employ tb' further relatedness and growth opportunities for,,
its egployees and to motivate them toward improved quality ofn(>
servi By enabling the individual to satisfy psychological
needs work' becomes a p051t1ve experience. Group collaboration
is a possible incentive in addition.to conventional incentives
that can be used to motivate individuals. Group collaboration
in an organizational setting cdan have positive 1mp11catlons for
-the organlzatlon as well as for the 1nd1v1dual, . .
. The con eptual framework developed by the project for mutual .
needs fulfillment can be a powerful tool for enhanc1ng collabor-
ation ip an. 1nterorganlzatlonal settlng The framework focuses
on the satlsfactl n of the indiwidual's needs in another agency -
as critical-to th reciprocal pro ss*of having one's own needs.
'met. Through reciprocity and exchange theory, as well as neéd/
personality theory, the framevork has 1ncorporated these neces-
"sary elements. It-is unique .in its emphasis on the individual
and the meeting of his needs for successful interagency collabor— r
ation.
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' -framework and each line of material listed below the facet apd- w———

—

JINTERAGENCY COLLABORATION CONCEPTUAL.FRAMEWORK
i E "3 - o .

To. convey the meaning and clarify the conceptual path taken i
this oroject a mapping sentence is used. The mapping sentence
is a mechanism for l@gically organizing material by representing

- the entire theoretical approach of the project in one simply
read sentence. Mapping sentences use facet theory as developed
by Prxofessor Louis Guttman, Director of the Israel Institute of

. Applied Social Research in Jerusalem. A For an explanation of
facet *theory and the mapping sentence technique, the reader is
referred to the "Inter-Agency Cpllahoration in Drug Rehabili~ '
tation" report Chapter I, Section II.
Figure I, (pagg 29), is the fiapping sentence which specifies
the project's conceptual framework and presents its major con-
cepts and their inter-relationships. The letters appearing in '
Figure I signify important aspects or facets of the conceptual

enclosed in parentheses is considered an element.of that facet.

For example, the Referrals facet, letter I, contains two ele- °
ments, number and maintenance, which together form the facet.
. By reading through the mapping sentence with its facets and ele-
ment4 one can see the relationship between important factors in

the project's conceptuyal framework and the subcomponents which

make up those factors: It should be noted-that face , Re=
ferrals in Figure I was designated, for purposes of léeagch, .

as the input .to a drxug rehabilitation program. Thus®the mapping
sentence in Figure I was designed to be referral specific;

however, the utility of the mapping sentence lies in the fact :
that any facet can be chianged or replaced.- Facet I could be .
mogified to represent anothef'input such as funds or volunteers.
Quite often in consultation other resources or inputs may be
discussed and modifications of facet I might be yecessary for - .
those who use this conceptual framework. The magﬁing sentence .

in Figure I is already organized’§b that the condepts are

logically arranged and can ser¥e as a basic starting point_fot.
the conceptualization of additipnal constructs, and facets of .
interfgency collaboration. To explain the project's framework,
we will make usé of the ordq;‘foﬁnd in‘this mapping §entence. ¢

O e

The, facet of Action Potential (A) is a behavioral facet included - -
in almost every .mapping sentence. Behavior in this framework
consists ©f covert and overt action. * This facet is-defined .

by the three elements, knowing, liking, and doing. By using_ .
these three elements one may differentiate, between organizations -
in terms.of whether or not thexju§g SR (Social Sygtem Related-~
neés) behavior appropriately. SSR iss.}social systems approach

to improving interagency collaboratio Assessments of three

elements of-Action Potential can help .in deterdin%gg the quality <
. , 'K’s , - L * .-

-
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) o .. FIGURE 1
T - : .- MAPPING SENTENCE REFLECTING THE PROJECT'S ' 4
¢ & . CONCEPTUAL FWEWORK
——— < e T ‘ i e T R e ———— . - - - l @ & — -
. - A ’ B ‘ _¢ ‘o
. 1) ‘appropriate Action Potential uﬂ, . Areds of SSR*
knowing) (existing) {input sobrces)
N : llklnti ‘. (utilizing) . (network linkages)
' . . (doingf ’ S . (articulation ot
- .. ;. e . related roles)
& " - " ) &« 2 ‘ N ¢
lndlvulual (x) ut)llzmg,ﬁchuufses of SSR* T ) : for fulfilling the
. ([ . . igitiation of countact ) '
("~ -« types of contact’ : )
R SR resource aeccessibility ’ ) : ) —
. ( ° provision of expertise - ) -
- - - mst’l,klatlou of cogniftive clarity re:  program )
© . . ,
® N ‘ ' S .o G
’ Role Behavior Needs ©o ot a i Refevent in a Communi ty Agency by

{control of information) o - - ~ {director) T - — {wiental heatth services)

( funding ) . . (supervisor) ( social services .)

( jrower ) i -t {Vine worker) . ( general hospital )

(professional competency) - 1 4, ' . : ( court system - )

( relatedness . ) T ¥ a0 - ( schools )

{ - status : ). S . ) . .

( SupporL ) ' ST . ' . A

{ task attaimment ) ‘ .

’ H h . 1 o , i
Réferent for securing appmmlale Referrals  of clients for a dvug rehabilitation program
«( director ) 3 ~ 1 {number} . .
[ ar N ¢ J 3 . ° *

(  superviser ) s, (mdmu_ e) ) .

( Vine worker ) 2. o &%\ / ) S '
- ( (Vient's family y v a " ’ . . » :

{ swgnificant others ) . . _ N ‘ . ) .
S : . i ’ ' .- 3
E o AU Lerms of the appn)prlau. use’ uf SSR (ld(ets C 0, and l) ..
I R A : *SSRe - SOClal S,ystem -Relatedness .~
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> of SSR behavior: For example,”oné can look. at whether or not . | CL
staff members see a need for SSR, whether or not they like \ézlg,ing
it angd whether or not“they have the, time and skill td use'SSR T, ¢
behaviors. b s .- N e, ‘ '
v, . . . LY . &. N -

.

sists of areas of §SR (facet C), techniqués of SSR (facet D)

and role behavior needs (facet.E). _/Awareness.2iRd-use of the =~ .-
SSR approach as delineated in facets C, D, .t E.of figure I; make
i¥ possible to analyze and improve the inter&rganiZagional ° O e,
oriented activities.ofs,drug program staff members. Effective )

. "use of the SSR dpproach in, collaboration involves she -develop- -~ .
. ‘ment of strategies, tactiqs and plans to:integrdte and’ingor= ®

-

? -porate all three fatets in ‘a wholistic 'annern.

» ‘The total SSR approach which ev_o‘lvéd from systéfns’t'r,xeei’? COr\-\ . ‘

x
pad

A

< h : o ’ . . * .
Areas of SSR- indicat® certain properties of 'oré;:anizat’:io‘ns which
N influence rinteraction and which the staff of organizations :may’ e . o

/fin'd. gseful in achieving theirsgoals: They do not pregcribe & « = '
. /behavidr directly nor do they, tellyoné what to do; rather, thég,

.. conceptualde’'the areas or-chag;act-,er;.sti'g:s of the so¢ial system 1
which are”then’ operationaized in ‘the®* SSR techniqués of facet D

’ . A . [ ¢ 2, ro B [ % el K B
. Elements of facet’C, areas, of SSR," include input .sourdes’; neg=" . [T
: ‘work linkages, and articulation of telated rgles.’Thesereley * . °.°
¢ - - Ments are directly influenced by z't’(:'l_meir derivation fromfopen ‘. .- 7
, systems theory. . Fhey emphasiZg the integdependehcy-of the . " 3 .
., organization on the ‘envirdnment~and ‘necessitatemascleat concdg-" ' |,
¢iont &f how the total syfﬁertg.ope’ratefs,",,," N B SRR A S ¥
» > .;QG:A' ”3 »'H ‘ L Py . ‘_,‘i .," \ ol_,.‘s ;*k:" . "r 1.,5, ’"’}, %
. 5 Thiterms: o\f» open_systgins ﬁhéo_;y*"%ve’cxgbrganigat‘ic’m‘ ‘needs o sg& CE
. ‘cure a'sufficien® number of inputd ".e.,,,bref_e«r‘;a—ls_,?-funcfs',' S T
v 7, -yollAteerssand: hét;ri};e,' to, sﬁiv‘ivé’-x‘ o%,dkug progrpams, this)’ "
g ) 1 n’é' uhding,” "Drlg A P

.E tnbordeh *Suchy ,"x)/gs.as_crien s; gtaff a \ . &
v _,rehaﬁ.:lita,tidg pegrams usuallghget cligntsRizem d.ilimited number .
sof s;skrc.i?s*; primariky "street™ (s&lf) and courthgystem referkals.

N Increasing. the appropriateness of referrals often follows hand |

¥ in and "wi'th incredsing the _size and number.of’ referral sources. A
"l ;.»,‘A?._thoué.h referrals to drug programs usually come from-aslimited ’
W e fumbeg s6f Soufces, it.is posited that mahy pofential clients
], * to drug programg-have relationships with individuals. from_other M/
A cofiqunity ser::‘%e agencies.. By "approximately relating to and
. making use of those agencies, it is possible that a wide variety §
SO pf community service agencies will refer clients. If the (
S . yeferral network is incéreased, the dependency of the-drug program
B on one ‘or two referral sources is minimized. ‘ o T ' 0
< o : - \ . . : . .
> - . ' . \ ) , ", .
< ) f‘ .
’ 2 o ‘ o ’ [} / . - v .
. » '
; § ’ N ‘ )
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Expanding the referral network to include various sources can
have ghe effect of increasing the spectrum of clients reaching
' “the program by: x‘
,{ 1. Increasxng the nnmber of clients referred from varlouc
communlty service agenCLes . v .

i ', 2. Increaslng the dlverSLflcatlon of cllents by expandlng
‘ the number of referral soéurces

Expansxon of, the referral: network and the consequent ;ncrease
in the number of referrals through contact of:drug program
staff with other agencles can 'lead to increased drug program
ut;llzatlon and increased approprlateness of referrals.

The elemerrt of'lnput source in facet C (see Flgure ) focuses
‘on a program's need for clients and the efforts nedessary to
.acquire them. Attempts to acqulre referrgls can involve both
direct and indirect contacts '‘by drug program staff to benefit
the program. However, before discussin’g the meaning of direct
and indirect contacts, the term network linkage% w111 be
M explained? -~ ) - -
The concépt of network linkages in -‘facet C has been illustrated
by- Barnes (1954) as, "... a set of points some of which are
jélned by lines. The points of the image are people or some- °
tlmes groups, and the lines indicate which people interact with
each other. For dtug rehabiditation stéff the network linkage
pplles to the indirect lines or channels of communication
e isting between them and approprlate referrents of communlty
ngLce agencles .

Al

t

2y

. The contept of network linkages 1is 51mllar to open systems theory
1n that they both 'emphasize the innerconnectedness of the system.
.To clarify how a network ex15ts ahd ls interconnected, Hammer
e (1964) states:
" ‘"g To the extent that a given interaction” has necessary lmpll-
cations yond' the immediate situation, it must dnvolve,
b indirectl other individuals with whom each of the original
;{;_, .\ participants interacts at-:other times. A divorce, for ex-
4 ample, .does not ‘merely alter the relatlonshlp betwe'en one
man and one woman. It also alters the, relationships with
o landlords, neighhors, and otheragamlly members, decreasess
: " the freguency of contact with some of the people they
1S " generally ‘saw together, increases the frequency ¢f contact
Bt with the people each of -them saw.separately, and so ‘on.

\ .

-
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Xnowledge of these social network linkages and their natu&e pro-
vides a basis for affecting the outfcome of a given situatign.
For example, ldentlfylng the network'linkages to and from he
policy-making level and studyfng the network linkages, betwegn
the policy makers themselves, can provide significant knpwledge
for determining with whom one should establish and continuei '
contact. The contacts a staff member has and uses may be both °
direct and indirect. Direct contacts are those whlch an indivi-

dual has’ with one other person t referralsto § drug R
program. Indirect contagts must include three people and can
rgydlve more. With indirect contacts an individual uses a

ird person tg influence another "agency or .individual to refer '
‘cllents lmmedlately or eventually to a drug program. Profes-
sional gossip is a slgnlflcant source of information and provides
1nslght into the channels of influence-in an organization as
well as the roles and functions of the members of the organiza-
tion.”

A

To pull together the knowledge of the staff to improve services,
there must be considerable integration of the staff to make
effective, concerted, and noncontradictory use of the linkages.
This requires articulation of related roles, open channels qf .
communication, and support.

The use of .network linkages requires the clear definition and
explication of the respective roles of those -individuals 'in an
crganization who are relevant to the continued- treatment of the
client. Natwork linkages relate to ‘this articulation of related
roles in that an understanding of the network linkages lmplles

a knowledge of how the system operates.ﬁ Knowledge of the or-
ganization and the existing network linkages of communication
and influence necessitates the artlculatlon of related roles Y
among program staff members. . -

~

1

In summary, facet cC, (areas of SSR) relates to the intraprogram - .
allocation of tasks, in order to achieve program goals. A limited
number of people decide who will interact with whom to accompllsh
the purpose (Facet I) of referral and maintenance of clients in

the focal drug rehabilitation program. This is a soc1al system
task 4dllocation related to thg securlng of approprlate referrals .
(Pacet . x

. Technlqdes of SSR, (facet D) refers to the specific behavioqs

used by.-workers in their contact with staff of other agencies.
These technigques can be used to enhance\;nteractlon between drug
program staff and community service agency staff by prescribing
type#of behavior and different forms of interaction which
should be used to achieyve desired results. The distinction .




‘\‘ \< ) ‘ ‘ - 7/
between the areas and techniques of SSR lies in the difference
between their levels of abstraction.' Areas of SSR are concep-
tually abstract, and general in nature, in contrast to techniques
which are more practical and action oriented. Techniques of SSR
delineate areas of the subsystem that have a crucial effect on

° 1nterorganlzat10nal relationships.

—_———ihe—teehn&ques-lne%aée&-1n&tLatmon»ofecontact+mtypesﬂQf_cpnr ~
. tact, resource acce551b111ty, provision of expertise, and in-
stlllatlon of cognltlve clarlty regardlng the program.

Within the five technlques, there are dlfferences in terms of
the levels ©on which they operate and their relationship to the

* areas of SSR (which is not ne¢essarily on a one-to-one basis).

The follow1ng is a brief e§‘I'hatlon of " the technlques of SSR.

»

, ) o \
Technidques of SSR . ) . .

C .. . . 1 .
v Initiation of Contact' \ \ - .

It 1§,1mportant, ‘if the areas of SSR are to be utlllzed7 for the
drug Téhabllitation program staff to initiate or begin contact
with a considerable number of staff from other community service
agencies. This can be an 1mportant factor both at the develop~
mental stages of 1nteract}on and in maintenance of contact.
Types of Contact ' .. ;
p ,
Contact can range*from formal to informal, d1rect to 1nd1rect, .
' and vary according to the number of people reached in thé con-

tact. These different types - rand levels: of cpmmunlcatlon can

be used by a staff member to engage another staff member in

interaction rather than relying on.only one form of contact.

The project identified five forms og contact including: .

. shooting the bull, face to “faces-ph®ne, lecture, and media. -

¢ Although most are self-explanatory, the first two require some -

dlscu551on. "Shooting the bull" refers to the use of informal -

" ideological diséussions and joining jin on professional gossip-

to enhance the areas of.SSR. .By contrast, -"face to face”

contact connotes’ direct meetlnés between drug rehabllltatlon

staff and staff of other agenc1es. .

-

~

‘Resource Acce551b111ty L. ' .
..e . . ]

Hesou ce aCCeSSlblllty refers toﬁ%he drug rehabrlltatlon pro-
gram's\use of certain arrangements or behaviors whlch facili-
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tate both client and_peféonnel of outside agencies in contacting
staff members and re@eiving those services required from the
program. Dimensiofs of resouce accessibility include: staff

.accessibility and availapility, efficient intake process and

’

sharing the client.
LS

Provision of Expertise
\ Ty T ’ ~ A . ’
Provision of expertise js a process whereby staff members of a
. . ¥ . . . .
community .service'agency receive relevant information from drug

-

program staff members yhich assist tHem ij improving their skills.

This is similar to a consultation or teachinqﬁrelationship.
Provision of expertise does not include diécussing the ,proce-
dures of one's partic&iar program.

Instillation of Cognitive'Clarity regarding the Program R
This technique entails the drug program staff clarifying to
others (community service agencdy persorinel) the ways in which =z
drug program funct.ons and who 'they serve. By using this »
technique, community service agency personnel will have an
understanding of the drug program which will impact on the drug
program'’'s securing of clients and their maintenance. o
"Role Behavior Needs" (facet 'E of the ﬂappin@'sentence) refers
to the needs of an individuad in the task environment as de-

‘termined by his role in an organization, the organization's own

needs, and by the individual's existential needs. Role behavior,

.

needs describe the needs of an individual occupying 2 role in a

. community service agency. Although staff members may have .-

comparable job descriptions, the way they carry out theiré®oles
in an organization will also depend on their needs and.per-
sonality. Because of this, the hierarchy of.'an individual's
role behavior .needs will.differ from others according to his ‘-
personality, organization and his role in the organization.” - .
The following is a brief explanation of the role behavior needs
we believe to be most salient in'a work situation.  -. K

p . [ ! » " <
Rfle Behavior Needs. * . oL y

n

g

. N e .
4 N @ . * ¢
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" Control of Infermation . ,

. -1 - .,
An organization consists of people filling specified roles.’ The
actions individuals make ,in the organization are communicative
acts or information exchanges. Thus, according. o Ratz and -Kahn
(1966), communicatjion can be viewed as the essence of a social
. . - L . ' .

.
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system or an organigzation. Yet commudication and information at

-.random have no meaning; hente; the necessity of channellng the-

information so that it is easily accesslble
Lontrol of 1nformatlon 1ncorporates two 1deas:

1., The desire to possess knowledge regarding what is

dccurring in an organlzatlon SN T

.-

2. +The need for a mechanism making it possible to obtain
desired materials and information cons1stently and
easily . ) . .

. - . ..
¢ .

’ . 4

thding , .
The né@ﬁ for necessary funds is a-constdnt and very fundamental -
requirement Jf an organization. Without the necessary funds to’
support tne Organlzatlon it  will not be able to continue
operating. . .

L e . . ¢
Power i .

¢ ¢

ends.” It implies the ability to wield coercivejfoXce =
possession of control, authority, or influence over—others. 1In
the field,.we looked for an individual's need for power and the
respondents' ability to satisfy that need.

]
Professional Competence ' I \JL

-

Power is the abjlity to 1nfluence others d1rectly\§o;/o e's own

Professional competence frefers to the specialized knowledge or
skills ‘'which some individuals possess. One finds people

. attempting to develop their professional skills or acquire others

and have these skills recognlzed b co-workers. These were the
attitulles we were looking for in the field -- behaviors g01ng,
beyond simply completlng a job, or task to concern with ac-

" complishing “it well in a professzonal sense.

- ° E R
Relapednesﬁa N ) , .
Relatedness refers to an individual's becoming a part of the
social nétwork including a.sense of belonging, a "we feeling"

wresultlng from common experlences, identity, cohesion, and di-

vision of roles. It is a state in which an,6individual is )
wéff;llat id with other individuals or groups. For example, a \
-sense of rélatedness or° belonging is felt when a group is ‘
worklng towards the same objectives. L . ‘
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T \'%fatus- ¢ ' .
. . . - ‘

on tYe basis of .the amdunt of socially ascribed

, prestige or honox. In behavioral terms, it inuolves deferential

| ‘ and respectful be vior based on a,ranking‘bf-positions according -
to comparable levels of pxestige. A peed on .the part of an, )

: individual for being the object of deferential Behavior was

. Status is fo

classified as' female-status need.

. _ »! ¢ .
Support . )
. * o A}
Support refers to the'referent'srneed for assistance_or aid,, and
“-~  the function of the respondent or indirect contacét person as a
_+ prop for ant referent. It is an emotipnal response betwedn two
individuals involving such behaviqrs as spending time with .
anot%er, expressions of empathy,-and verbal support. :

-

> Relatedness diféers‘from support in terms of the levels at
which they apply. Support is more of .an emotional Jesponse
L which two or more individudls, share whereas . relatedfiess is less
emotional or personal involving an entire;jfoup. o - -

‘

Task Attainment > \
, v .5 - oL
¢ .’Task attainment refers to the achievement.br'cqmpletion of
assigned work or one's joB. Individuals not only occupy posi--
tions in organizations but ‘they also must achieve some of their
. -assigned "tasks,. Task "attainment, cgn involve skills mastery, N :
- ;)_efficiéncy and quality @f performanc Each individual needs”
to derive some- feeling of satisfaction for having done 'his job.
! .. By identifying and meeting these needs using the S$R techniqtes
of faget D, a positive relationship can be established and , .
. maintained between drug program staff and community agency ber-
. sonnel. For a furthgr explication and dembnstration of the SSR
approach to interagency collaboration, the readsr is referred’ —~
- * to the "Enhancing_Inéer-Ageﬁcy‘éollaboration:' A Workshop
' Training Manual." —  ° ' . B
94 . e

N

- ' .Phe elements of, facets F and H are j%cluded in the mapping sen-
tence for research purposes to reflect the individuals in other
agen¢ies to whom the SSR approach may be applied (facet F) and N
the .iAdividuals within or related to a’drug program who may use

. the approach (facet‘,g.' Facet G, Community Agency, simply™

A definés, again for research and descriptive purposes; ‘theé organ-=.:
S izational context in which-the collaborative interactions, take .
place., As mentioned, earlier, the utility of the mapping sen-

... . tence lies ifA the fact that facets such as F, -G, and H can he

. modified or changed to reflect a different set of actors or

‘- , ¢ . 1 . !

~

.
b - . N - ’
-, * ¢ \

. 19'5’ 198 v

- 4 . - .
to. . ‘e . A

» . e

-~




« " ‘
‘/ . N
* < . . 0
.
.

’

situations in whith the collaboration can occur. Taken as a
whole, the project's conceptual framework .is a means ‘of reldting
‘the interpersonal interaction of individuals from different -
organizattohs to interagency collaboration. .« - ..
Specifying refeirals'(facet I) as' the criterion for observing
the effectiveness of SSR, the projectt conducted a study to assas

.

the—results—of—=a practival application of the conceptual. frame-
work in the field. . < s C
From tRhe project's sﬁudy of staff collaborative Behavior in five
comprehdpsive ‘drug rehabilitation programs with individuals in
other’ cogpmunity agencies a.number of intereséing relationships
were found between the quantity and quality of~interagency‘Ebn-
tact and client referrals and¥their maintenante in a drug program.

The study suggested that if a drug program staff member invests
in a relationship with a community agency staff membér by using
-specific SSR (Social System’Reldtedness) interper&gonal techniqggs
to fulfilldérole behavior needs, then the community agency .staf
member will reciprocate by referring appropriate clients to\the
drug program, and by helping these clients to make better use of
of the program. The outcome‘?f this type of collaborative be-
havior is -enhanced service to’clients. _ :

\ ¢
-

The réesults of the study showed a significant positive refation-
ship between a drug program staff's collaborative activities.and
‘the number of referrals which the program received. The main-
ténance of these referrals in the program was iilso positively
relatéd to.these activities. Drug programs :that have staff
members who engage in such activities as 1) makin frequent,

direct contact} with members of other community encies, .o~

2) having apn awareness of the needs of the individuals whom -
‘they contagt, and 3) +trying to*meet those neéds usipg various:"
interpersonal’techniquég'were shown 'to have a greater number of
referrals their program.and were able to maintain these
referrals fox a longer period of time. The‘Vimpoxztance of. en-
gaging in all three activities was demonstrated by the find;ng
that a high frequency of contact Between a drug program staff .
and the staffs of other agencies alone is not sufficient to-
insure increased referrals and maintenance, It is the quality ° .
of contact between individual members.of each agency which —- -«

<

s

“establishes the positivelrelationship. Mere contact without

the  use of SSR techniques and awareneéss of role behavior needs ~
is not related to increased referrals and maintenance. . However,
it was found, in general, that the greater the number of refer-
ral sources which a prog¥am Nad, the greater the number of

-
»

Pl

~referralssecured by that -drug rehdbilitation program. | T .
» . ‘ .
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In studying the relationship of client maintenance in a program
to staff collaborative behaviors, 'it was discovered that com-
munity agency referrals are more effectively maintained than
nstreet" referrals...Such a finding lends support to the need
for emphasizing the development of community agencies as input

sources for cliedts. |, :
~ . .

program and community agency staff can be quite beneficial for
the drug program, sommunity agency.and client alike; indirect
contact (through a.third person) between a drug program staff
member and a staff member from another community agency was
nggatively related to the number of referrals a program
recelved. Working with one person inddirectly by way of another
may lead to active noncooperation, especially if no attempts -
are made to establish direct Sntact. This negative ‘effect,
hqwever, was not seem to Carry over to mainteance of ¢lients inm
a program. No relationship was found between the staff member
of a drug program using-indirect SSR and the maintenance of:
clients in a program. Sverall, though, 'attempting to cqQl-
labordte indirectly with individuals. of other community agencies
through a third person was found to be egther ineffective or
detrimental to increased program utilization. Data "showed *

that while such indirect contact may be necessary to establish

a .collaborativ%e relationship, maintenance of such a third party
arrangeément was not found to be beneficial in this study.

~  .Although the focus of the study was limited and further research

is needed to discover 'what other factors are affected by drug
program staff interaction with individuals from other agencies,
the study did show that interagency .collaboration does help } ~
secure and maintain clients in community-based comprehensive {
drug rehabilitation programs. Subsequent pbservations and con-
sultations on collaboration in the field have corroborated

' these results and have indicated that the Conceptual framework

‘can be ‘expanded to effectively acquire oPher input fesources
besides raferrals. . ’ B

-
-
)

. o . .
.Since the study was conducted, the collaboration project stasf
have redesigned the instrument used tQ assess the quantity and

quality of drug program staff coliaborative activities (See
Appendix). The' questionnaite, entitled the "Interpersonal
Collabogation Eaventory!, is a self-administered instrument ,
which assesses a drug program staff ‘member'® interacti®n with an
individual from another community agency im elation to the

' gonceptual flamework™s eight role behavior needs and SSR tech-

niques. _When used in conjunction with consultation, the
"Ccollaboration Inventory! can be useﬁ}diagpostfcally to obtain
information on individual staff interacticdn:with key personnel -

from another/agency. .
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The 1nformatlon we have*presented in Chapter I has attempted to
shed as much light as possible on one effective ‘means of inter--
acdtion between commuglty agencies. ‘The project's study prov1§es
strong evidence in favor Qf the collaborative .approach. The
knowledge of' "Social Sys¥tm Relatedness" provides a conceptua;
basis for research as well as consultation with human service
providers on interagency relatlonshlps Each section of Chapter
I has presented information which was instrumental in *the
development of the pgo;ect s conceptual framework. Each section,
however, can present only a few aspects of the complex phenomena
of interagency interactioids. It -.remains for the consultant 'to
identify and apply those ideas or concepts which are relevant

to a.partlﬁular situation. Taken as a whole, Chédpter I, may be

viewed as an .information resource to help the consultant in

formulating and speclfylng some theoretical schemata for dealing
with the 1ssues, obstacles and constraints encountered in
consultatlon on 1nteragency collaboratlon .

b

PRINCIPLES OF CONSULTA?ION IN MENTAL HEALTH
In.an effort to clarify what is meant by mental 'héalth consulta-
tion, this section will.look at the consultation process,; its -
deflnltlons, structural arrangements, phases, quallty, and
part1c1pants.

Mental health consultants assist mentgl health services in.a“
number of ‘areas 1nclud1ng 1nd1rect services, helping solve
specific problems, giving information, and evaluating services.
Addltlonal consultation services involve providing direct ser-
v1ce to clients, strengthenlng cllent abilities, giving reas-
surance, and heing an "impartial" dutside observer. Bindman

. (1959) further designates the role of the consultant as providing

technical assistance and helping key persons within an agency. .
The utilization of mental health consultants, has:-proven to be a
relatlvely satlsfactory arrangement for aIl inyblved; however,
there is sdme feeling that reliance om mental health consultants
has been dne of too much. dependence and sometimes inappro-
priateness. That is, consultation in mental health has been
thought of- as a panacea such that thére is a "seductive quakity
in the V¥ision of the gifted; insightful mental health consultant
imparting knowlédge" (Bindman, 1959). 1In fact, Méndel (1968) has.’
found that the disparzty between the ideal model of consultation

*and actual consultatlon as practiced is great. Mendel (1968)
.attributes this dlsparlty to a lack of interest, priority, ‘and

research placed on transactions in censultation. Thus, although
consultants are usged extens1vely, the expectations of .their
ahilities, along with thei? tra1n1ng and use are not always
realistic. . ,

> .
L . . ¢
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_ The consultant (ds-a specialist'designated tqQ assist with an

'( )

+ Phases' of the Consultation !, . :

. with the agency. Through the clar

..

-

Cohsulgénts and éonsultation Defined- -

t

Many have tried to quantify and capture pregcisely what a consul-:
tant is by defining tfle consultant and ‘consultation process..
Gerald Cgplan (1954) ah|authority in this field, .defines con~'
sultation as a "precess £ interaction hetween two professional
persons, the consultant (spégialist) and consultee, invoking the
consultant's help in regard to a current work problem."™ Con=
siltation occurs then when there’ is interaction between an -
outsideF§§éETaIist—andfa4fepfesen%atine_of;:he_ggency involved.

organization's problems and make recommendations) need not and
should not assume direct responsibility for implementing any
remedial action. It is dp to the consultee to accept or reject:
aly part of the advige. The relationship between the consul- )
tation partners should be of equals working together to deal
with 'a particular problem 3Capl§ny 1954) ., , .
. ' % .

Others have defined "the consultant's_responsibilities similarly.
Kaufman (1953), Brockbank (1968), aid others view,consultants
as catalysts and_as investigators. Schwab (1968) adds to the
consultant's role the dimension of interpreter. Rogawski (1968)"°
thipks that the consultant's "respensibility is to help' staff to’

ction in the best possible manner whatever: their functions
may be." Thus, the consultant is someone external to the focal
agency who can offer technical assistance and can in his. )
separateness from the organization help’ create change within
an agency. His role is a very important’ one in that any -assis-
tance. he is able tq provide-is of direct henefit to the client,
through an i%brovement of services.: L St

.
A

-

]

. . ¢« . .- -
Although there is_na one pattern which all consultations follow,
many.have tried to categorize whdt a typical consultation is' .
iike. As a general.rule, the categorizations developed illus-

trate similar processes occurring in consultations.

The pre-consul&atioh and ﬁegotiétion phase of the consultative

" relationsttiprsan be crucial to the success of the consultation

itself. At this point in time, ‘it is necessary to clarify in
specific terms a number of aspects of the consultation process.
One crucial consideration in the consultation prébess is the’
precise réle which the consultant ;; to.play while involved °
{Fication of the consultant's "
role, the staff's apprehension regarding the consultant will bg

réeduced and their expectations of the consultant's work will be
‘ . ‘ R ‘ ,1 R
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in line with his competencies. Also through a discussion of

the consultant”s role, there is often further clarification of
the problems prompting the consultation and{ thus the consul- -
tant, by ‘understanding the problems, is in a bettér position

to relate his functioning Lo heeded outcomes. Brockbank (1968) -
suggests, during this "entree phase" a peripdé of partlcipant-
observation for the consultant- in the agency receiving, consul-
tation. “The consultant therefore assumes the role of a learner
during the initial pha§e. Caplah (1954) discusses the pre- . .
consultation nhaseein terms of those contractual arrangements

which should be made pridr to consultation. itself. A plan of.
action or, more formally, a contract for the consultation is
essentlal prior to 'the actual beginning of the consultation.
Writing a contract fqQrces those involved in the consultation
process to be very specific about the goals and projected out-
comes of the consultation. In4add1t10n, a corntract can help
make the expectations more reallstlc and will serve as a pro-
tection to the cohsultant. ‘ '

The need to estg@blish a formalMcontract has been emphasized

throughout the consultation literature by Caplan 11954),
Brockbank (1968); Gebbie (1970); Brown '(1967) and others;
however, the contract should not be allowed to beqéme a barrier
if the original goals and expectatmons prove inappropriate. ‘If

"the consultation contract becomes unworkable, the contract

should be renegotlated to fit'existing 'needs. .
Oné area whlch Caplan (1954) iﬁgntlfles as requlrlJ; preparation
is the subject matter of the consultation. The consultees
should have a basic concern or problem around which the consul-
tant can guide discussion. - Closely related to the above is the
use of an informant within the organization to- prov1de informa-
tion regarding what is occurrlng in the agency. An.informant -
can be used by the consultant to jadge the accuracy of the
lnformatlon recelved and 'in his constructlon of the situation.

In terms of the entire consultation, a number of phases or pro-
cesses can be identified. Robbins and Spencer *(1568) divide
consultation into three parts: the beglnnlng, middle, and end.
At the beginning of the\consultatlon there is a sharing of
lnformatlon, with the consulteeqspeaklng for long periods of
time while the consultant listems. As the consultation pro-
gresseS, the consultant assumes a more active role by analyzing,
clarifying, 3and bringing into perspective shared tnformation.

- Increas1ngly in this middle phase, the consultant will offer ;J’

opinions and statement evaluating the information. In the
last phase, tje consultant summarizes what has happened in the
consultation and analyzes the information exchanged. Theé

consultant must be careful. not to follow these recommendatioms

2 ' LY !
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too strictly. Once the consultation begins, the consultant . .
must be flexible enough to deal with those situations which . )
confront him. Often the style of the group or individual as .
sgell as the style of the consultant will determine fhe struc- ' -
\\lﬁure of the process. Thus,” it is important to keep this - ;
matérial ip mind using-it only when it seems appropriate.

\ . . . .
\\Gebbie (1970) sees each gonsultation session'as well as the~ .-
‘entire process as divided into the three phases of trust /
’ _building, working session, and .closing and follow up. Similaxly.
Altrocchi et. al., (1965) see an iNEToductory phase, Walming =
uUp  phase, problem focused phase, and an ending phase as part

f the consultation process. Each researcher, although in }
ifferent terms, identifies the same types of phases or stages .
. as occurring. <+¥sing a much broader framework, Brown (1967) ‘
- sées the overall consultativé ‘relationship in*5 phases {which
overlap to some extent): observational, planning, contract-,
making, intervention, and evaluation. - o ’ . .

- . -

In summary, consultation is a process:which includes initiating .
and .establishing a working relationship with the consultees, f
identification and working through of the problem areas, and :
some conclusions to the' work 2ccomplished. ,The latter phase

‘may or may not involve some typé of evaluitlon.-

-\

.

. '
r w .

However, the stages or phases discussed above are really only
the underlying structures of the consultation sessions. Con-
*  sultation is more a process which the consultant’ leads the ,
consultee ‘ough. "As Signell and Scott (1971) statg, the
. content of copsultation is of less importance than the process., .
The role of the consultant should npt be to convey material fta °
consultant is not a .teacher or.supervisor) but to indicate
téchniques, the consultee can apply to accomplish the stated
- ~ objectives. The process of consultatiqn becomes all the more
important when it is realized that during the consultation the.
consultant is trying to develop the skills of the\cogsulteé.
‘This means. that consultants are not conveying simple answers ¢o .
very unique gquestions. Rather, the consultant is working on
developing the collaborabivelskills of the consultees through
careful analysis of circumstances and situations aleng with
g S discuslions and brainstormings of te¢hniques which can be
~ used to deal with a specific prpblem‘as'wel],as future problems.
s Thus, 'the consultant is training. the consultee to-apply the
concéptual framework of the préject to problems he might confront
in the future as well as,those he faces in .the present. o7
, ' ‘ N
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Consultation versus Supervision

‘Consultatio% is a learning process but at the same time it is
distinct fro supervisory or teaching relationship. As Caplan
(1954) stated, in a consultation sitdation the parties involvad
- in‘the consultation are -all specialists and professionals. AM
partles of the consultation are .working together on.developing
"altérnative strategies for dealing with problem dreas. This
means that the consultant does not tell the consultee what he
shquld or should not do"~- instead.he ldentlfles for the:
consulteITS) the options available to him.” In fatt, the con-
sultiee (s) should assume an active role in this. p%ocess of.
1dent1fy1ng'9pt1ons and stxategies. Since consultatlon is
more* of a process as opposed to a means of convey;ng mateygial,
the ‘working relationship, analysis of data, and sharing of
T suggestions. becomes paramount. Further, the consultant, an
agent external to the organizatio., does not take reSponslblllty
for any action decided upon by the staff of that organization.
The gonsultant is not supervising the consultees, rather he
is_hé&lping them analyze their. present situation and.groblems
‘1n an a&tempt to come up with alternatlve solutlons.

-

-

Both Caplan (1954) and Bindman (1959) vxew the consultatlon
process as distifnct. from the ‘educatipnal proces In making
this distinction and comparispn, Caplam” (19 pOlnts out that
the educational process ingolves superior-subordinate rglgtion=-
ships whereas consultation ‘occurs among equals. Bindman (1959)
'1{sts a number of -other differences between the two such as:
who initiates the process =-- in education it is from® apove, in
\consultation it. is from the consultee; the:length” of involve-
ment -~ in education individuals are involved for long periods
of time, ln consultation work is limited to short periods; the
professional background of those involved -- in consultation,
the backgrounds of consultant-gonsultees ‘are frequently dif-
erent; and posltlons of administrative ¢ontrol == educatli
there is somé administrative control, in consultation the
consultant does not’ have administrative control over the
consultee. .

2

Group'versus Individual aonsultation . .
&The approaches and processes utilized in mental~health consul-
* tation have shifted as consultdnts have begun %o deal with the
.problems in the system which the consultees ‘or service providers
,+are experiencing. One major force in this shift from client
centered consultation to systems cCentered- consultation is the
development of group versus individualized consultation. Using
. the group structure, the focus of consultation meetings moved
. ) \\
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from individual. intrapsychic concerns to interactional problems
or systems concerns.‘ s - ) : )
' ' ' T - -
In keeping with this development in the field, Signgll and’ Scott
(1971) discuss the use of th® interaction model 'in consultation.’
The emphasis of -the interaction model is to meet the needs in
the. méntal health system by changing that system. As a result,
_there is minimal concern for dealing with the un@grlying emo-
tions of the consultees and instead there is emphasis on the
techniques used in bringing about system change. Interaction
models, therefore, rely more heavaly on a "problem solying",
task-oriented tradition. - This, of course, fits in rather
neatly with group consultation. It’is, in addition, similar to
the approach taken. in interhgency;collaboration cogsultation.
Although the project's consultants are not necessarily working
on system changes, they are dealing with interactional issues
in a-task related manner. : ’

. Group consultation is often very effective since discussion is
centered on the problems resultihg from interaction with other
individuals and/or agencies and not on a consultee's individual
problems. This technique is similar to Caplan's "second-hand"

. or implied method of discussion which occurs, when the congultant

and consultee discuss a third party. In this way, arxiety and

< tension are minimized. .-Discussions on interagency’ collaboration
are not hindered by the group approach because the sessions
stress the problems faced in interfacing with another agency

and ‘its staff. The consultee within the agency is only involved
in the sense.that he is experiencing collaboration difficulties
and needs to develop serategies to deal with _the problem. .,
Further, with a number of people involved in the consultation
moré data is generated and more insight into the problem is
available. : ' - '

-

N T < .. .

Thus, group cordsultation offers some advantages not afforded by
the individual consultation setting. By making useaof the group
process, the .consudtant can foster arr atmosphere co ducive to
the consultation process: 'Group consultation ¢an be more
efficient since, the consultant has a broad range of data and
Jihput available.\ Furthermdre, working 'in a.group can lend group
.strength and support to the individual members.  The influence
of the group ¢an be applied to individual participants to break
. down -communication barriers. The group also develops :it's own
strength and cohesiveness which can be a carry-over once the
~ consultation process ceases. Moreover, by the very nature of
a group more people can be involved in the consultation both
from within and outside the agency. Signell and Scott, .(1971)

Altocchi et. al. (1965) have found that group consultation
. . . S '
1 - k4 . .
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increases the communication, cohesiveness& and morale within
the group and results in a gredter sensitiivity on the part of

~ ° consultees to the dynamics of interpersonal relations. .
Ind1v1dual consultatlon differs slightly from group consultation
in terms of content. ‘Individaal consultation provides a forum.
‘in .which the individual's concerns and intrapsychic difficulties
can be handled; these problems are not so readily de€alt with in
a group. As a resudt, 1n81v1dual consultation can more

% adequately handle the personal problems with the consultee is
i exper1enc1ng‘1n the work.environment. This dlstlnctlon can
Ty often be uséd to its fullest advantage-even 'if the normal

structure of the consultatlon is a group. At time$s during a

group, consultation, it mlght become apparent to the consultant

that one of the participants would benefit from being isolated

from the group so that individual reservations and resistances

in regard to certain problems can’ beé handled. Some issues may

S &be difficult to deal with in a group 51tuatlon but might lend

themselves very well to individual work. Dealing with an indi-

.+ 'vidual's problems on a one to ohe basis can facilitate the group
proceés. - v ‘ - ' ’

N “

, Im summary, group consultatlon 1nterspersed with some individual
sessions can be a highly effective approach for dealing with the
probleﬂ areas of an organlzat;on.
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Selected Readings VI-2 Cc;ntinuec{ .
N . ,
L SOCIAL,SYSTEM RELATEDNHESS TECHNIQUES - ,
TECHNIQUES . oS K : ’ ! )

\ .. - ¢ .

This refers to the specific behavioréaused by~ st,éff in their contact with other agenc'y '
personnel that may have an ¥ffect on ihterorganizational relationships.
. - L

AY

INITIATING-CONTACT PR -

»
’

Initiation of" contact oecurs when an individual starts an interaction with another. It

is imbor‘tént_ for staff to initiate contact with other agency personnel. .

*

-_—

TYPES OF CONTACT.

-

Types of contact refers to an individual's éﬁgagement in different forms of communica-
The different forms of communication that one individual can uti)l\;_e

tion with others.
with others @side his agency include "shooting the bull" and face-to-face. _ *
, ] “Shooting the bull" refers to a member of the staff contacting othér agency

personnel through informal means. This might include going tg the per-:
.son's office and just rapping, or it could be meeting with somtone over

lunch . . It differs from face-to-face contact in' that it is always informal.
'/0 Face-to-face cohtact refers to the direct meeting between staff and agency
- personnel; it may be a formal meeting with' many people,” or a oné-to-one
interaction. . ) - .
. 1 i <
Y &. N .
RESOURCE ACCESSIBILITY | : ' T

Y

Resource acces&ipility pertains to the ease with- which‘clieﬁts, potentiaé clients, or
human seryice agency [Persorfiel are, able to receive services and assistance from a
. drug rehabilitation pif&'g&:m. This, i8 an attempt by th¢ drug rehabilitation- program
to increase the ace ssibility and ayailability of the org&nfZation and staff to the cli-
ents and referral-rhakers. Techniques 'to use includepstaff availability and sharing
the patient. T . : . R )

-~

- -

. Staff ,Availability--The staff should _ be *available for any interaction with
agency- personnel. There is always the need for ap open-channel of commu-
nication between staff and personnel from other agencies. The ability to
move quickly and flexibly to meet other agency perspnnel at .their time and
Elace o(f convenience can’be of impértance to a successful jnteraction . o

.

™

w8
v,.g\"'?!',.
e, 4

.. , -
° Sharing ¢he Client--Here the “fact that, the staff and the agency personnel

have clients in common makes room for continued, interaction. For example,
if a probation and parole officer has a client who is a drug user and in a

\dr‘l_.lg program, the fact that the drug program. might help the: client to staff

off drugs and not break the law hélps .the officer to d is job.
. : . o Co _ . .
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Selected Readings VI-3 Continued
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that ‘are specific toﬂ/_our' job. You have a strong need to be seen 35 a pr‘ofes‘si&onglly /
competent person by your fellow workers. / ¢ ’
1 ’ .

.

RELATEDNESS . ). . ’
Relatedness refers to an individual's becoming- part of the social network including a
sense of belonding or "we-feeling" resulting from common experiences. Itis a state ip
which an individual is affiliated with other. individuals or groups. For example, a' -~
sendd of relatedness or belonging is felt when a group is wonkKing towards the same
.objectives; i-e., although-you are just 35 years of age, you have been with thijs
or8anization longer than any of your co-workers. One of the components of your job

* that you like is the sense of association you feel towards your job and its goals. It
has always been important to you to feel.a part of the group.

2

~s, a . ' 7 -

STATUS .. .

: 8

Status if formed on the basis of socially ascribed ‘prestige or honor. In behavioral

terms, it involves deferential and respective behavior based on a ranking of positions

according to comparable levels of prestige. \An individual's need to be the object of

déferential behavior we classified as a status need; i.e., as a person new to the

organization, it is very important to you that people recognize youf abilities and'
ﬁegpect you for them.. This respect is due you because of your tremendous job

retord and the efforts you have made in your new job. .
0w

SUPPORT . .

Support refers to a Rerson's need “for assistance or aid. It is an emotional response |
between two individuals involving such behaviors as spending time with another,
‘ expressigg empathy and verbal support. . .

’

%

C Relatedness differs from support in terms of the levels at which they apply. Support
is more of an emotional response which two or more individuals share whereas related-
ness is less efnotional and personal since it involves an entire group; i.e., one reason

, you enjoy your job so much is that you really care about others and they are con-

-~ cerned about you. This support may be verbal-or emotional. It is important for you

T to be assisted by others, not because you are not capable of handling the job alone

’ but because your job'resp?sibilities are so extensive. - ,
. N nd A}

- . \ : G..- "

TASK ATTAINMENT .y
Task attainment refers to the achievement or completion of assigned work or one's job.
JAndividuals not only occupy positions in organjzatjons ‘but they also must complete
their assigned tasks. Task attainment can involve efficiency and quality of perfor-
mance. Each individual needs to derive some feeling of satisfaction of having done
+his  job; i.e., because you have to work with so many. different people’ and becausé "'
yo job responsibilities are so large, you 'havé a strong. desire to see the outcome of
yédr work in order, to obtain_feedback. , This is important to you because it is one of,
the avenues from which you’derive satisfaction and pride in, your job. ’

‘g .
»
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, PROVISION OF EXPERTISE N

This refers to the use of teachmg, consulting, and other means by staff to impart to
agency personnel relevant information to help the agency personnel improve his/her

skllls

\

INSTILLATION OF COGNI|T|VE CLARITY REGARDING THE PROGRAM

-

»

This refers to the descrlptlon of the program s function and operatlon for the agency

personnel

by the staff.

Lt is assnstlng the agency personnel in gaining a clearer

understanding of the program
>

L
”~~~
) S
‘ .‘ R
—
. ° /_
v ’ he !
N ‘ : :
s _ - '
’ . A
!
-) ’
. s -
{ h
’ 7 d ° ,
o - ? v LY -
.
N
L4 ~
> . .
4 . V &
. -
Yo V
/,‘T: )
= ) e
i .' 4
!/ -
. ‘21?
4 .
»
- -
208 ’

.
' N
.
. \ . -
,
B




¢ JER—. . .

- ~ A
Cuxs s

MObULE NM1:. NETWORKING AND INTER~ ,SELECTED READINGS

- AGENCY EQLLABORATION-3

> . Ve ,
. .
Ed < -
- A ~
% ~ ¢ ‘
N - - Cf
t ' -1 ‘
' 4
- ROLE BEHAVIOR NEEDS : .
o ' . * .
i \ 3 / .
)I > » - - ]
¢ / - o ' e
- A 4
\ L]
\ <
. : - =
I *
i ' ‘
:\ 1
g -
v '; .
¢ -
" . -
. 3, .
_ - . - «5 ?; \h
’ \
! i \ 4 i
L ' \
-~ L\ . + , ! .
- 1? ‘¢ oy . ’
T L PO ) 4
. ¢ P * * . . N v
Adapted, with permission, ‘from Games & encies<Play; Enhanging Interagenc llaboration

in Drug Rehabilitation, pp. 10-11, August, 1976. Interagency Collaberation Projec.,
Bureau of Drug‘Rehabilitation, virginia Depaxtment of Mental Health an® Mental Retarda-=

tion, Richmond, Va. This project was funded in part by Grant Nuﬁﬁé_a‘n{,,?SAnB? from the

virginia Division JF Justice and Crime Prevention.
: gy .

-

/

>

»

2021

-

D
~

’

<

K}

\

>




ROLE BEHAVIOR NEEDS

L

¢

CONTROL OF INFORMATION’ s

. . A * * . . ’
An organization consists of people filling specified roles. The actions individuals
‘make in the organizations are communicative acts or information! exchanges. Communi-
cation' can be viewed as the essence of @ 'social system or an organization. ° Yet com-
munication and information at random [Have no meaning; hence, the necessity of chan-
neling the information so that it is easily accessible. » - L Y
o - . . o /:_@ ‘_d,:

Control of information incorporates two ideas: . . %

«

d i v, ¢ . ) .= . N — . ' )

. 1.  The desire-to possess *knowledge regarding what is occurring in anQr’gam-.

. zation. * . L . L SN

2' ' The need for a mechanism making it possible to obtain desired material$s and
information consistently and easily. - . ‘

T \

~

Means fol information contrdl include specifying channels of communication, memos,
staff meetingsy, reports, professional literature, and so on, i.e., You have a need to
determine that there is always the necessary financial support for thd. organizaton.
You are very aware that having an apprepriate .amount of funds available enables you
and your co-workers to do their job well. , ~ > Y R - .

‘ . g - - _ .
‘ 3 t ' " :
-FUNDING . : : . AR \}
1: - . . :‘ ¢ [ - ~
The need for furids is a constant and very fundamental requirement of an organiza-
tion. Without the necessary funds to support’ the brganization it _will not be able to
continue operatfng, i.e., you have a need to determine that there is &lways the nec-&
essary fTinancial support for thé organization. You .are yery\?war‘e-that having an
ppropriate amount of fund$ available enables you and vyour co-w*clr@r‘s-to do their
job well. - ’ ‘ -

\

v

POWER 7

-~

. T \ 4 .,
Power is the ability to influence other directly: for éne's own ends. . It implies the
ability to wield: coerdie force--a: possesgion. of control and influence. over others;
i.€.; one of the things you like about our job is the ability tq contrd! others: for

. your ' owh ends.” This influence is not af all negative,. but, isseful, for you bhave
certain sKkills and abilities whi¢h enable you to tactfully influence others,

. e .

&

PROFESSFONAL COMPETENCE , - L.

[" L ) s

B N B u 'v ) , N -
Professional competence refers to the specialized knowledge or skills which some indi-
viduals ' possess. One finds people attempting to acqu'ir‘e,;or“dev p professional -
skills "and have ‘these skills recognizeg by ,co-workers. These are behaviors going
beyond simply compl g a job or task to concern with completing it in a professional
.sense; i.e.,-this is your first year with this organization although you have had
other jobs not as challenging. It is important for you to acquire the speclal skills

'S
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‘that are specific to your job% You have a’'strong need to{é seen as & ;ﬁ)fessionally
- competent person by your feilow workers. )

.

@
»

-
.

LN -

RELATEDNESS . ,

Relatedness refers to an individual's betoming part of the social .netyork including a
sense of belonging or "we feeling" resulting from common experiénces.  Itis a/sf,‘j‘e in
which an individual is affiliated with other individuais, or groups. For example, a
sense -of irelatedness or belonging is felt when a group is ‘worKing towards the same
objectives; i.e., although you are just 35 years of age, you “have been with this
organization longer than any of your co-workers. One of the components of your job
that you like is the sente of association you feel towards your job. and its goals. It

has always been important to you to feel a part of the ' groap. s
x . " . . - N «

. . o = - - . -3
STATUS S i S

14

Status if formsd on the basis of socially ascribed prestige .or honor. In behavioral '

ter:?ns, it involves ‘deferential and respective behavior based on a ranking of positions
according to comparable levels of prestige. An individual's-need to be the object of
_ deferential®behavior we classified as a status need; ‘i.e.,~as. a person- new to the
_ organizatiorf, it is very important to you that people recognize your abilities and

respect you for them. ~This r'esp_er:t is due you because of your tremenddus job-

-~

record arid the efforts you have made in your. ne\f/"' . N

-

SUPPORT" ©

M 4

. . . o ) PR S ,
Support refers to a person's need for assistance or aid. ‘It is an emotional. response
between two individuals involving such behaviors as spending .time with another,
expressing empathy and verbal support. e . " I .
Relatedngss "differs from :wp'pbrt in terms of the levels at wrji_ch’ they apply. Support
is ‘more of an emotional response, which ‘two or more individuals share whereas’ related-

ness is 4ess emotional and personal since-it involves ani entire group; i.e., one reason -

you enjoy your job so much is that “you really care about others an&°th,e‘y are con-

-

. cemed about you. This support may be‘werbal or’ emotional.* |&i$ important. for”you,
to*b

e assisted by others, no} becausg, you are not “capablé of handling the job alone
but because your job responsibilities are so extensive. A \

¢ s ¢ ¢

. RN

TASK ATTAINMENT =~ . '/

.- v
s, -
- (}

Tasf.attainment refers to the achievement br; completion of gssigned work or one's job.
. Individuals not only occupy positions in, qrganﬁzations‘b"ut- hey also must complete
their assigned tasks. Task attainment can involve efficiency and quality of perfor-
mance. Each individual needs to derive some feeling .of satisfaction of having done
his' job; si.e., because you have to work with so many different people and because
your job responsibilities.are so large, you have a stromg desire to see the outcome of
your work in_order to obtain feedback. This is important to .youy because it is one of

the .avenues from which you derive satisfaction and pride in your job. .

- .
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My starting point is the fundamental initial fact that each of us is

g perforce linked by all the material, -organic and psychic strands of
his being to all that surrounds him. Not only is he caught up inm a

2 . + Retwork, he is carried dlong, too, by a stream. All around us, in”
* whatever direction we look, there are both links and currents. We

are all interconnected elements of one apd the same curve that ex- .

t?"ﬁds ahead of and reaches behind us. . ~ N
: T Piepre Theilhard dé, Chardin-

-

IHe Prayer of the Universe

> r

. . . NSNS
The idea of network and networking is basic to those bf us who have been

wefking in communifies and movements over the decades;” for organizing is the
process of bringing together, various elements 'in order to develop a whole, a
cotbination of nodes, (people, groups, organizations, systems) for.a common
purpose. Ve develop networks as ongoihg organizations and carefully tend the
three variables.of: . . -
.a) nodes of the network (people, organizations, systems)

b) information flow (feelings, facts, data) .- ot .

s c) linkages (pathways for information). - . .

“We are all connectedai.n networkKs of\rfliany kinds: family, peer, neighbors,
workers, interest groups, associations, arganizations. Some of these networks .
are grounded in our local community; others are placed in our memory and mind
and are part of our non-spatial community.. ‘\- v & )

Persan-Family Networks:: Every ‘person today is embedded in%a network of
aligned, patterned family relationships. ‘The ‘pathways. linking the persons may
provide strong or weak bonds; the information flow may be static,. toxic or heal-
ing; not every persoh can—see or use.all the possibilities. A net, however,.is
strong and flexible: téach the person to turh effectively opy the net by reach-
- ing to the next person(s) and call along the pathways, and the whole actively

becomes more than-the—sum of the parts; relationships change; healing: and com-
munity occur. .

>
- P

L4 4 a i
One way to ‘assist a person to make vigible their network is to have them
draw the’ total relational field of which they are a part: this usually- has both \
. Space and time dimensions, A personal example follows (Figure 1).~ A family
* network facilitator'Would atﬁﬁé’mpt to bring the net together in.order to develop
the )suppor‘t system if a member of #he net was in cr‘igis. (Speck, Attrieave: -
,  1973).¢ . ) T )

. v
o

\ . ‘ :
Organizational network: When the person and family require care from thel,
community, they, reach out throggh, the, net of )(in, _peers, interest gorups and
. associations, into the commiunjy Hselfiw éirequently, the small, indigenousy

.

-community-based program is ‘activatiig the jnet through neighborhood” outreach '
programs. Person . meets _p‘er‘fé;dn and a donnection is made. The «program
organizer/then turns on the net of sur‘r‘ogaﬁe care which is ,needed to support
the person and family in its search for problem solving -skills, resources and
community. Seldom are the resources contained. within one program, and the .

' organizer turns to the human service networks. % )

.
L B .
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Interorganizational networks: The practice of creating networks followed the
organic development ,of the small, indigenous, community-based agencies,
clinigs, - hotlines and runaway houses during the sixties. Programs,, faced with
- the requirement to grow in order to provide services and interact with the com-

plex major systems of an unstable society- in' order to acquire resources, had

to "clone" locally and find connections with others. Across communities,
regions, states and the society, a system began developing which could maintain *

a separate reality and consensus and gain expertise’ in the face of growth and Lok
complexity. - * v - '

Human service networks: These inter‘organizational," intersystem networks .
developed as pngoing organizations of people working togetier’'in a system of - 'J’/
service that beg tg provide pathways for information about service technolo-
gies, services, aVQ,s,ﬁ‘:r'ces, coordination and support systems. As networks,
they aresongoing, -process-oriented, member-supportive, decéntralized learning
systems, providing for; ‘broad membership, continuous® information flow, idea
exchange, feedback, resource sharing and development, and boundary exchange’
with other networks. “The list is not inclusive. A County example would be .
the Commynity Congress—of San Diego, a network which | co-organized and for .
which | serve as Coré Gqnsultant. Other examples are: National Network-of
Runaway and Youth Services, National Council of Free Clinics, and the develop-
ing’ mutual support and self-help networks, such as:¢ ‘Parents Without Partners,
Widow to Widow, Live EVery Day. An interorganizational example - follows
(Figure 2). J

Puvpos?, function and structure of networks

¢

Purpose (the "why" of the network) is to develop’ a mediating mechanism
which brings healing intervention between persons, families, groups, organiza-
tions, community and society, and learning which produces resources, ‘capacity-
building, ideas, innovations, diffusion systems and transcendence. )

N ]

S .
Functions (the activites. of the network) are:

a)- communication linkages and information channels for exchange of
needs/resources ) K

- [1

b) participant support systems and resource sharing ‘

c) means for cobrdination, cooperation, collaboration, person/program:
actualization, traintng and capacity-building :

d) means for collection action

Structure: . (Figure 3 below) ™ ~
. /\ ’ ' .k
« ¥ . E . o
. T \( v
A . .
A network is structure as above, with nodes, pathways and information.

. Roles essential to the design, creation, negotiation.and management of networks

ta




, v S} N
.- g -
» " include: systems negotiator, underground manager, manoeuverer, broker, man-"

- ager, facilitator, (Schon; 1971). Skills includé:e |nterpersonal communications,
. .group dynamics, organization development and management, negotiation, mobili-
zation, "planning, change process gonceptuallzatlon PN .

N " . _ o® '
Relationships: The relatlonshlps between -elements and systems, h|story .
r* and va[ues, and organlzatlonat memory and fundlng are key issues for a net-

work. . . - '
-~ . . f \ / ' * - ¢ °

a

- Elements and system: I R, ’ \

A network is a set of elements cr‘elate to one another throug'h‘multiple_ Ca
‘ interconnections. “The metaphor of _tie net suggests a special kind.of
- |n'eer‘connectedness, :one dependent 'on nodes in which several connect-
ing 'strands meet. There is the suggestion both of each element
belng ¢onnected to.every other, and of .glements connecting through
one another rather-than to each— other through a center.....
. R ) . e '“"-f ' A ’
‘ , ol \ ) t ,Donald Schon d
- R ) \ L,-) e Beyond the Stabie State

-

sAs ,se#on 's description clearly states, one, .yalue of a network is its ability
.support a practice which places value on person centeredness and small

hlts, vaju:ng, problem sol%ing and systems approaches. Due to the connec- e
ions at tire "node," the 'small unit may be valued, aﬁd due to rapid communica- '
tion mformatloﬁ flowL,, the whol may he, comprehended ' :

o . 3 . o ,""‘ ’ o
HIS{Q“}"V%DQ values oo T . “ -
e ’ ' U
A netwof‘k W|thout amemory system (hlstory, valuing, timing) cannot exist
,or plan to tontinue. In an inter- generatlonal system (18 months to 2 years is«
~ theray, rage "life" of most staff), the need to maintain histories and clear values
as the foundation of an. grated network becgmes evident: Every’ berson .
must Become a historian and every organlzat«von identify the function in order to A
. develop and, malntaln organizational and system memory. . Values must be regu- .
larly clarified and confirmed if the purpose ‘s to be carr’ted out and congruence
{maintained between stated,- structured and lived valyes.. The flow of )

HISTORY-VALUES- PURPOSE GOALS- OBJECTI\)ES PROGRAM ACT)VITIES-IMPLE-
. ME TATION/TIMELINE- EVALUATION-NEW IMAGE- PROACTIVE PLAN eust be
con eptualized as the cycle process continUes. ' . \
, R
Negot|atton across the time worlds of cllénts‘ diréct service, indirect
' . service, community systems, and national guidance systems must occur:
s indeed, network members must know the dlfferences if effectlng planping is to -
* occur. . .
. o -
. As a result, trgining metflods have.been introduced into the networks:
values processing, time worlds processing, network organizing.

Memory and'funding" T B s

’

“Th shortaferm (single year) fundlng practice of soc|etaI Systems does not
nurture a network. Rather, the practice destroys foun ons of history, .. b
vaIues, time. investments, structures, and functions. The community nu_rttfrlng .

. “ T S . 7
\‘l‘ . / . . .
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system feeds in short, jerky, inadequate and shifting patterns,leading to frus-
trations, pdin, despair, and the outcry of gersons, organizations and communi-
ties. The practice ‘is one which should be reformed by public policy " and
revised: in that most formal of all memory systems: Legislation and the Legis~
lature. ' . :
e

Ten Guidelines for~ Networks: learning systems, support systems, and
creators of the new. (This can be adopted for.each level of sccial organization:
person, family/group, organization, interorganizational field system).

|I. DEVELOP A STATEMENT OF PURPOSE which is broad and” generalizable in
order to encompass many shades of value orientations under its rubric; “for
example:

* - .
. -

The '‘Community Congress: of San Diego has as its primary purpose the
enhancement of community functioning ‘at all levels of -human life in-
cluding those of individuals, groups, organizations, and the total San
Diego community. = .
,2. KNOW THYSELF. Know that the reason you are developing a nétwork is to
create a new reality which is closer to your shared vision of what shouldyand
could be. Cherish your vision, but articulate it pragmatically in long and short
range goals, made operational by procedural objectives, .and measurable out-
comes. -

?3. FACE POWER ISSUES opeqly, squarely, and in timely fashion beth internal=
ly in the network, and externally in the environment. ~ A network of any dimen-
sion, ‘from. family to group to organization to major system, pust be based on
shared power and responsibility. This entails an extremely interactive model- of
_relationship, i which interdependence is the value. The shared credit that
comes with sharpd power is imparative if the cohesiveness so essentiat for viable
‘networ k. functighing is to be maintained. ~

A

4. G6IVE PRIORITY TO INFOR ATION PROCESSING. Successful inter‘px:r'sdnal,
group, and intgrorganizationa communications are Yyour energy Sources.
Cultivate, streamling; infain these flows thr‘oug){ the channels of the net-
works. '
5. IDENTIFY, TRAIN, AND NURTURE LEADERS at every node throughout the
network. Continuously recruit persons from the interpersonal network, the
staffs, and boards of agencies, and community members. The more conscious,
motivated, and developed the- persons who make up the metwork, the more
diverse thé.roles and statuses represgnted in the network, the more pawerful
cohesive, viable, and flexible the network will be. roe

6. - IDENTIFY "BOUNDARY PERSONS." Every network needs people with the
following sKkills: intqr;p’er‘sonal communications, group dynamics, otganization
development and management, systems negotiation, mobilization, planning,
change process conceptualization. Set up co-learning sessions and_ develop the
depth of sKkills acr‘oss/the'networ'k..
7. CONCEPTUALIZE YOUR NETWORK AS A LEARNING SYSTEM: ' a process
open to new. learfiers, cherishing of the long-time learnérs, open to continous
feedback from members and communities, able to capture and rationalize issues,

217 21 3
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ed flexible in order* to bring ideas, innaovations, and new models to bear on
problems and issues of the moment. A network exists to create new Knowledge.
8. STRESS MANAGEMENT, (CCOUNTABILITY, RESPONSIBILITY. Bad\ man- -
agement, lack of accountability and irresponsible_action will mar your credibility
internally in the network,. and externally in traditional systems. The network,
while maintaining creativity, innovation, and rapid response, must be purer
than the driven snow. ~ -
9. EVALUATE STRINGENTLY. Invent the models for appropriate eva§uation of
your work. As creators and innovators, you alone know best h w to ar‘ticuIQte,
measure, and value your dctions or projects in the world. eep records in
detailed and" rational form against your own defensible models.

‘ Y]
4f you do nBt, the traditional system, or your funding sources will esti-
mate your wort gdinst inappropriate measures. Concern for the valuing
precess equaks” survival and provides a basis for proactive planning.
. 8

’

0. CELEBRATE AND TREASURE THE PAYOFFS provided by your network
efforts: new rejationships, a sense of community among dedicated fellow
members, cooperation instead of competition, economics of “love, new setting
development, infor‘mation’pr‘ocessing, policy changes...new meanings for ways of
being in the world.

Visions for the Future. o

-

What, you may ask, is new about any of this? The "new" comes, first,
from the. necessity for every person to be trained today in the art of selfcon-
scious netwprking‘in order to learn new behavior leading to systematized, more
effectivefféeractions with social networks in private, communal, and: societal
life. : ) :

¢

Second, when a person acts with others to create community (which repre-
sents common values), then the qualities though which both that person and
that community dewvelops are identical: freedom, power, and community. The
ethics gof the per'sovne}ar'e characterized by discipline, responsibility, and obliga-
tion, and/motivated By personal choice which leags to participation and praxis.
In turn,/ the developed community grounds personal action, self fulfillment,
individual opportunity, and'styles of life through the provision of irstitutional
opportunity structuras characterized 'by: Openness, ordered and accessible,
richness, sufficient and diverse; person centeredness, authentic and integrat-
ingy; and freedom, flexible, voluntary and controllable. (Haworth: 1966).
. ¢

Third, when societal guidante systems such as the Office of Youth Devel-
opment develop sand support community network mechanisms which mediate
between the person and society, that national system should also always refer to
the first and basic moral criteria which could lead the system to allocate nurtur-
ing vs depriving’, loving vs fearful resources--in intent, purpose, or method.

What is very old, but which must be made new again in the consciousness
of all persons, is the knowledge that, in order to develop young persons sub-
jec;cively through’ employment, socialization, education, training, or' treatment,
we must provide an objective reality which grounds the person in the real com-
munity (for example, provides roles, statuses, ski}s, jobs, resources), and

-

.
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o
~confirms,  the person in the society.

- .
. o

Networks~are keys which can help accom-

plish this goal:

° and systems; and, the networks infour minds and visions.

.

«°

the networks of persons, groups, organizations, communities,
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VIl: TARGETING PROGRAMS FOR SPECIAL ' T/ME' 3 HOURS
POPULATIONS L 40 MINUTES

-

' MODUILE _

GOALS' S | - .

L]

' « To provide participants with the opportunity 1o explore program optlons for™\,
target populations that are relevant to their program and/or communlty needs '

° To give special consnderation to,cross -cultural issues and |mpI|cat|ons for the pre-

.

) vention of drug‘abuse. | 2 - . R b
. . . . hd »
OBJECTIVES | ' T |
"At the end of this]Module, participants will be able to: ' - ‘
] Describe a pilot prevention program for a specific target\ypplatlon of their

choice developed by a team effort in which they partncnpated

Identlfy at least five cultural issues ﬁch need to be considered when develop-
ing programs for special populations., .

MATERIALS 8 " C .

Newsprint® - ' ,

Magic Markers ’

Paper and Pencils : 9 _—
Participant Manual . ' I
Worksheets ﬁi
Reference Sheets . E o

7 0 . 223 N

7
-




MODU&L Vil

| O

" OVERVIEW

TIME

"~ EXERCISE
" s :
1. INTRODUCTION

2, DESI
PILOT:
PREVENTIO
PROGRAM

ING A

STEP ONE:
DEVELOPING THE
PROBLEM
STATEMENT

4. STEP TWO: .
DEVELOPING
PROGRAM GOALS

5. ' STEP ;THREE: ”
pevEfORING
PROGRAM
OBJECTIVES

6. REPORT OUT

7. WR(AP-bE ' "

5 MINUTES —
25 MINUTES

1 HOUR

30 MINUTES

30 MINUTES

1 HOUR ‘

.

3

10 MINUTES

P

- MeHopologY - .
y " p— - "

LARGE-GROUP LECTURE

SMALL-GROUP E)§ERCISE .

e

INDIVIDUAL gND SMALL-GROUP EXERCISE

SMALL-GROUP
SMALL-GRQUP EXERCISE

.

SMALL-GROUP AND LARGE-GROUP
DISCUSSION ‘

LARGE-GROUP LECTURE

S
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MODULE i1 :.TARGETING PROGRAMS FOR SPECIAL POPULATIONS -1 WORKSHEET
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Adapted from Conner, Desmond M. Understanding Your Community. )
Ottawa: Development Press, 1969.
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_ . VII: TARGETING PROGRAMS FOR SPECIAL
MODULE POPULATIONS-2

WORKSHEET

[ 3
. ' _ .
. Facts (| know......... ). .
« ’ 4 ¢

<
o y :
£ L N

1

*

"WHAT DO WE REALLY KNOW!

.
2 Opinions (it seems t6 me that..... . .. Bl ) o K )
. .
S \/‘ '
¢ . -
3 e ) ,
€ : e
RN
3: Assumptions (Well, everyone knows that....... ) @
) ~ N\ . e J
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VII: TARGETING:PROGRAMS FOR

SPECIAL POPULATIONS-4

WORKSHEET

PROBLEM STATEMENT:

MODUILE

-

.\'

G e

\,\

PROGRAM PLANNING

s

I3

-

-

T

v

v

-

«

State what the problem is, to whom‘, .and for what reason.
Cite any evidence or indicators which support your statement.

.
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( WORKSHEET V1i44 Continued - . X

~

PROGRAM ACTIVITY:' Use one page far -every program activity. Each activity
should contribute to the accomplishment of one or more objectives. Describe the

A

activity: .
S v . / )
A} B
- » ¥ i
’ J ’ ~ . b
> L 4

— ,_ _7 - R . .

v A A
. \ — e

3 - - 3 \ ’. 1
This activity related to objective(s) . < N

~

TASKS: In order to impiement the activity, the foilo»;;ing tasks must be completed. -

W,HAT wiLL BE DONE TO/WITH ) BY WITH WHAT BY WHEN
(inMOQical sequence) - - WHOM * WHOM RESOURCES  WHEN DONE
<G ' B o
e L A :
. ’
” i ) ;e
’ A )
A R “
{

»‘ A . ‘ 220 Coe
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WORKSHEET VIii-4 Continued 1 . .

. ~ 9

»

OBJECTIVES: List and number all the short-term and end-results or. outco‘nes
desired. Each objective -should logically contribute tpo .the accomplishment of your ™\
GOAL. Objectives should Be: (1) concrete and specific; (2) realistic and attainable;
(3) time-limited}', and (4) measurable. (How will you know the objective is achieved?)
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QUESTIONS WHICH . POSSIBLE METHODS .- °§. : [=)
- NEED- TO .BE ANSWERED FOR ANSWERING THEM uUiE S
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TARGETlNg PROGRAMS FOR SPECIAL
POPULATIONS-1_ - :

REFERENCE

*

-~

Asians/Pacific

Blacks

$

- Chicanos

- Gays

Handicapped

Elderly
- Industry

Low-Income G

\]

, \ - '
SPECIAL TARGET.POPULATIONS

Islanders .

o . o

roups

- Native Americans

- Puerto Ricans

f

Rural Populat

- . Schools

V'{o\m_en

Youth -

ions

o

(84 Iy
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: Vill: RESOURCE DEVELOPMENT AND . TIME. 7 HOURS
. MODULE GRANTSMANSHIP - * 18 MINUTES
e To provide participafts with information about fund-raising ) .
° To teagh participants from both local and national sources how to use the appro-
priate c&asources as hey try to obtain support .
° To help participants [formulate funding strategies for their prevention prqéraMs. =~
\ b
OBJECTIVES . | - .
. Atthe end of tix% Module, participants will be able to: .
° tdentify At .least two criteria for eligibility that any private organization should
meet befpre attempting to secure funds from a private or public source
° ldentify| ~ at Ieést five pieces of pertinent information about a foundatibn or a "
government a§ency before they attempt to solicit funds
. identify gt least three reasons for a support base to be developed for a preven-
tion progyam
. 5=,
) Identiff at least seven categories that should be covered by any proposal.
MATER " |
® Newsprint ' ™ ' .
) Magic Markers . - -
L] Tape - |
] Participant Manuals
° Reference Sheets -
® Selected Readings -
#
A\
*
{ .
‘ - ’ ' (3
. £y ™
. ZJu

MC . - 235 :
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MODULE v . OVERV/EW .
EXERCISE ME MET%DOL@GY
1 . N ) -
1. OVERVIE ' 15 MINUTES LARGE-GROUP LECTURE
" 2. SIMULATION 1 HOUR | SMALL-GROUP EXERCISE
. WIN AS MUCH AS 30 MINUTES OCTETS/DYADS EXERCISE
%vou CAN . -
4. FUNDING = 30 MINUTES CARGE-GROUP LECTURE/DISCUSSION
RESOURCES . . e
- ' T - '
5. SECURING LOCAL |1 HOUR LARGE-GROUP LECTURE/DISCUSSION,
FUNDS AND . . . . '
*  OTHER - - -
. NON-FINANCIAL \ :
SUPPORT | , ,
. ) “' s ’ . - ) >
6. GUIDELINES FOR 3 HOURS LARGE-GROUP LECTURE/DISCUSSION
SECURING . ' ’ :
FINANCIAL _ )
SUPPOR¥ ‘
M . t i - ,} ~ . ]
7. FUND-RAISING 45 MINUTES SMALL-GROUP EXERCISE
CLINIC ~ )
8. BASIC . 15.MINUTES * |LARGE-GROUP Lec"‘r‘tﬁ:;
A COMPONENTS OF ;o .
/ AN EFFECTIVE :
GRANT PRGPOSAL N
9. WRAP-UP 15 MINUTES LARGE-GROUP LECTURE
) LY
s \ ——
. * i '
q L
¢ . ' ———)
’ - .
N L] 4
v o ' A *
: !
\
4
2")(; \
Q - 236
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VI

RESOURCE DEVELOPMENT AND
MODULE GRANTSMANSHIP-1 - - WORKSHEET\
I . R \ | ‘\ . N .
- - =

.
. - . . 1
.

WIN AS MUCH AS YOU C&l:{ TALLY SHEET*

.
. . 4 .
) ‘ » /
~ * - -

<
“

IS . .,
Instructions: For ten successive rounds you and your partner will choose either an
X or a Y. Each round's playoff depends on the pattern of choices made in your

.

‘

‘cluster, . - 6 . \

°~

R PAYOFF SCHEDULE

« 4 X's: Lose $1.00 pach [ : o

3 X's: Win $1.00 each
JdY: Lose $3.00 each

2 X's: Win $2.00 each - °
: Lose $2.00 each

X: win $3.00 each ..
Y's: Lose $1.00 each

. 4 Y's: © Win $1.00 each -

.




<

- Worksheet Vlll-ﬁ\c,ontinued

You are to confer with your partner in each round and make a joint decision.
_rounds 5, 8, and 10 you and your partner ‘may first confer wnth the other. dyads in
" your cluster before making your Jomt decision, as before.

-

In

SCbRECARD

4
, > S Pattern of
’ - Round .~our Chejce  Cluster's Payoff -~ Balance - .
s 1 x\\v X Y -
\ 2 XY X Y ° : T
3 X Y X Y
4 ) 14
4 X Y XY ‘ )
Bonus 5 X Y _X __Y
Round: . L
Playoff . ) 1 .
x 3 6 X Y X Y .
. T XY XY \
Round 8 . X Y X _¥Y -
Playoff ' : ] A . :
X 5 ) .
' | X Y X Y ’ -
4 . o »
Bonus 10 X Y X Y - o
Rounti: . : °
- Payoff . i

x 10

»
.

v

]

Reproduced from A Handbodk of Structured Experiences for Human Relations Training,

Volume II (Reviséd), J. William Pfeiffer and John E. Jones, Editors, La Jolla,

ilifornia, University*fssociates, Publishe’rs and Consultants, 1974.“

.

?
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MODULE ., RESOURGE DEVELOPMENT AND GRANTSMANSHIP

]
—_—

FIGURE'

1

" NEEDS/SOURCES CHART |

/
Program Needs

public’ & -Pri¥ate

_ Agencies
Fraternal & Civic

- Organizations
Foundations

Industry
Business
Unions
CETA
Title XX

' community People
Other

. Local Government

Money S

S one-time only ,
eriodically -
annually

Facilities (type of '
space/where to locate) ¢ > o

-Equipmenf)i
{Type: Desks # - " ) .

Chairs # : L
Typewriter #
Etec. ,

il

' Access to equip. (to
use. at no or reduced _ 1o
|cost) ¢ o
{ . N
Duplicating
Graphic Arts . . //

Consumable Supplies ///
Paper #
Pens # - b
I TYPp. Ribbons
Etc.

Manpower/Time Needed : 2.
"Ex-p ) R . )
Eval tors ’
Counselors
Media Sp.
S Etc. .
Clerical

-|No. Special
© Skills

'H\l

Professional Froducts ' '
Printed Brochures

Artwork _for Media " -

Ete. . —_— ‘ .
Q- _ K 2392 37
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MODULE VIIl: RESQURCE DEVELOPME.NT*AND SELECTEDREIA‘DINGSJ

GRANTSMANSHIP-1 °

.Governmgnt Printing Office,. washington, .D.C.

EXCERPTS FROM :

.
- 1

CATALOG OF FEDERAL DOMESTIC ASSISTANCE

’ € .

13

’

r
* ’

This material is excerpted from the 'catalog of Federal Domestic Assistance,
Executive Office of ¢he President,” Offiiceg of Management and Budget, The

. / . *

. . ~

* . —/ - Y ’ .
‘ 200240 . .
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The alphabel(x) «n parentheses following the program 4lile, shows the

AGENCY. PROGRAM INDEX .

-

- ‘ AGENCY INDEX-.
. =

10422 Busmcss and Indusinal Loans (F) ..

typefs) of assistance gvailable through—that—program— Thealphober—codes—10423- Community Facihines Loans (F)

with accompanyinig types of assistance are as follows: A—Formula Grants;
B—Project Grants: C—Direct Paymzm: Jor Specified Use; D—Direct
Payments with Unrestnicted Use: E—Direct Loans: F—Guaranteed/In-
sured Loans; G=Insurance; H—Sgle. Exchange, or Donatton of Prapgrry
and Goods: [—Use of Property. Facilities, and Eguipment; J—-vauwn of
Spectalzed Services; K—Advisory Services and Caun.wllnx: ;‘ .
twon of Technwal Informaton; M—Training: N-—Invest gl
plaints: O—Federal Employment: P—Research Conracts. &

) © -DEPARTMENT OF AGRICULTURE

T A
ANIMAL AND PLANT HEALTH INSPECTION SERVICE
10025  Plant and Ammal Disease and Pest Contro! (J;L)

AGRICULTURAL STABICIZATION AND CONSERVATION
SERVICE

10051 Commodity Loanis and Purchases (D.E)
10052 Corton Prodicuon Stabilizanoa (D)
10053 Dairy Indemnity Payments (D).
10054 Emergency Conservauon Program (B)
10.055  Fezed Gramn Producuon Stabithzation. (D)
10056  3torage Facilines and Equlpmcm Loans (E)
10058  Wheat Production Stibihzaton ™)
10.059  Nauonal Wool Act Payments (D)

. 10.060 Beekeeper Indemnuty Payments (D)
10.062 Water Bank Program (B.K)
10063  Agncultural Conservation Program (B)
10064  Forestry Incentves Program (B)
10.065  Rica Production Stabiizauon (D)
10.066 Emergency Feed Program (D)
10067 . Gran Reserve Program (D)

AGRICULTURAL MARKETING SERVICE

10.150  Agncultural Product Grading (7)

10.153  Market News (L) ,

-10.154  Market Supervision (JLK.M.N)

10 155 Maricnng Agreements and Orders (J.K)

10156  Federal—State Markeung Improvement Program (B)
10159 Livestock and Poultry Market Supervision ™N)

ECONOMICS, STATISTICS, AND-COOPERATIVES SERVICE

10250 Agncultural and RurR Econormic Research (L)
10.251  Technical A.ssmance 5] Coopcranva (K,.L)
10.252  Agncultural Statistical | R’cpons o~

FARMERS HOME ADML\'ISTRATION

10.404 Emergency Logns (F) '

10495 Farm-Labor-HousingLoans-and Grants(BIFy———

10406  Farm Operaung Loans (F) ,

!\0‘407 Farm Ownership Loans (F)- 7

10408 Grazung Association Loans (F)

10 409 lrngauon Drainage, and @ther Soil and Water Conservation
. Loans (F) 4

10410 Low to Moderate lncomc Housing Loans (F)

1041t Rural Housing Site Loans (E.F) !

10413 Recreauon Facility Loans (F) .

10414  Resource Conservauon and Development Loans (F)

10.415  Rural Rental Housing Loans (F)

10.416  Soil and Water Loans (P

10417 Very Low—Income Housing Repair Loans and Grants (B.E)
¢ 10418 Water and Waste Disposal Systems for Rural Communities

B.F .

10.424
10.425
10.426
104N
10.428
10.429

Industnal Development Grants (B) _
Emergency Livestock Loans (F)

Area Development Assistance _Planning Grants {B)
Rural Rental Assistance szmcnts (@]

Economic Emergency Loans (Fy

Above Moderate lncomc Housing Loans (ﬂ

FEDERAL 'CROP INSURANCE CORPORAT!O\N

+.10450 Crop Insurance (G)

%

4

'10.882

FOQD SAFETY AND QUALITY SERVICE -

10475 Assistance to Sum for lmrastau Meat and Poultry Inspec.
y uon @) - -

10476 Efg Products lnspecuon (J)

10.477  Meat and Poultry Inspection (J)

10478 Voluntary Commodity Inspection and Grading Programs ()

FOOD AND NUTRITION SERVICE

10.550 Food Distnbution (A.H) L .

10.551 Food Stamps (C) "

10.553  Schoo! Breakfast Program (A.H) °

10.554 Equxpmcm Assistance for School Foad Service Programs (A)

10.555 "National School Lunch Program (A.H) —

10.556  Special Milk Program for Chidren (A)

10.557 Special Supplcmcnta] Food Program for Women, Infants, and

. Chxldrcn B &

10558 Cluld Care Food Program (A. H)

10.5359  Sumther Food Service Program for Children (A.H)

10.560  Stage Admumstrauve Expnses for Child Nutntion-(A)

10561  State Admunistrauve Maiching Grants for Food Stamp Pro-
gram (A)

Nummn.Educanon Expenmental or Demonstration Projects
(B) . .

Nutnigon Educanon and Traming Program (A)

0

10.563

10 564

FOREST SERVICE .

10.652
10661
10 663
10.664

Forestry Research (B)

Youth Cqnservauon Corps—Grants to States (B)
Young Adult Conservauon Corps—Grants to Sma (B)
Coopcranvc Foresiry Assxsuncc (A.B) -

RURAL ELECTRIFICATION ADMINISTRATION

10.850 Rural E}ectnfcanon Loans and Loan Guarantees (F)
10851  Rural Telgphone Loans and Loan Guarantees (ﬂ
10.85_2‘ Rural Tclcphonc Bank Loans (E) .

SCIENCE AND EDUCATION, ADMINISTRATION

10.875  Agncultural Research—Basic and Applied Research (B.L)
10.876  Grants for Agncultural Research. Sfeclal Research Grants
(B)
Cooperative Forestry Rmch (A)
Payments to Agncultural Expenment Statjons Undcr Hatcht
Act (A)
* Rurd Dcvclgpmcm Rcscarch (A) -
Payments (o 1890 Land-Grant Colleges and Tuskegee Inst.
tute (A)
Cooperative Extension Service (A)
Higher Educanon—l.a.nd-—Gram Colleges and Universipies
(A) =
Technical lnformanon Sysxcms (D
Grants f{or Agncultural Research—Competiive Research—
Gradts (B) ‘

10.877
10.878

10.879
10.880

10 381

10.883
10 834

4

SOIL CONSERVATION SERV]C_E
10.900  Great Plams Conservauon (C.K)

24

10.419
10 420

Watershed Protection and Hood Prevention Loans (F)
Rural SelfZHelp Housing Technical Assistance (B
lndu'rll'nbcs and Tnbal Corporation Loans 3]

v o

' ' . 242
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10.901 Resource C(;nservttion and Development (B.K)_ 11424 Couul Energy lmpnct Program—Envnronmcnul Grants (B) -
10.902  Soil and Water Conservation (K) . ¢ s
10409 Son Survey (L) / MARITIME ADMNsrRATION

10904 Watershed Protection and Flood Prevention’(B.K) 11.500 Construction—DifTerential Su% (C) .
10.90{ Plant Materials for Conservation (H) ° 11.501 Development and Promotion’o Ports andl lntermodal 'qu- ’
10.908 River Basin Surveys 2hd Investigauons (J, K) e . portation (K.L) ~ .,

10.907 Snow Survey and Water Supply Foreastmg L Ty - 1502 Federal Ship Financing Guarantees (F)
.10.908 [liVentory and Momtonng (L), - "::é; ¢ 11503 \hnume War Risk Insurance (G) . °

10909 Resource Apprausal and Program Development (B L) 11504 "Openung—Dnﬂ'erenm.l Subsidies (C)

- _"11505  Ship Sales (H) ’ '
YEPARTMENT OF COMM@&; % 11506 State Marige Schoals (A.T) :
D - = 11507 U.S. Merchant Marine Academy (M) N

BUREAU OF THE CENSUS {} . 11.508 Capital Construction Fund X (> | 4 .
11.001 us md Statistical Reports L) - 11.509 - nDevc:‘ogm:m mc}l('l;‘romouon.of .Domestic Wau:rbome ;I‘rnns-

11.002 sus Daja User Services (J.K.L) port Systems (K.L) .

11.003  Census Geography J.L) ® . NATIONAL TELECOMMUNICATIONS AND INFORMATION

11004 , Censistntergovernmental Services (K.L.M) [ADMINISTRA‘I'ION .o . . °,

., 11005 Census Special Tabulations and Services J.L), °
11.006 ° Persona] Census Search (J) )
54

BUREAU OF ECONOMIC ANALYSIS
11028 Measures and Analyses of the U.S. Economy L g .

/11.550 Publxq Telézimmumcauons Faciliues (B) ,
* . !j NATIONAL BUREA OF STANDARDS ‘

11.601 \Cahbrauon and Testing Services (L)
> 11.603 Natonal Standard Reference Data System (L)

INDUSTRY AND TRADE ADMINISTRATION 11.604 Standard Reference Matenals (L) , ‘
11100 . Esport Licensing Service agd Information (K.L) 1606 Weights and Measures Service (RLM) - .
11,101  Export Trade Promotion (K.L) “ NATIONAL TECHNICAL 'INFORMATION SERVICE _

11.103 International Commercial Information (K,L)
11.104  Business Assistance, Services, and Information (K.L)
11105 Importation of Duty—Frce Educauond, and Sclenu[ ): Mue- OFFICE OF MINORITY BUSINESS mgpmsg 2
- oA .
alls ) ° 9 . Lt . 11.800 ﬁ@onty Buginess Devequment—Managemem and Techmcdl. .
ECONOMIC nm’?@am ’ADMINISTRATIQN S . *Asnsunce (B.P) .
11.300 Economic Development—anfs and ; Loms for Publl ATENT Agbdmng‘w omcg ) .
Wdrks and Bevelopment %c:h@ (8.B)

ll 650 Nmonnl Techrical Informauon Scrvn:c.(L) . -

N
.

11.301 ’ Economic ,Dc'y pment-LBusiness Devé‘lopf;int Assistance ll 900 Patent add Tradcmark Techmcal Information” Dlsscmm\auon
- , Ly
- a‘g: o

11.302 EJ:(C;‘I)OM Development—Supponglgpglaﬂmng O:gmiut;ons Um STATES TRAVEL SERVICE .

. % %, o ¢ . -
11.303 Economic Dcvelopmem-—Techmcal Ass unée (B L) :“k‘ﬁlf Matcﬁn; F&'{df (B) ; -
11.304 Economic Developmenx—Pubhc Works In?papt Pro;aqw ) I ‘

. 11305 Economsc Development—State and Local Economic %eve# "_ . ‘p‘._ R BEE:\}}I CiENT OF DEFEVSE
opment Planning (B) . <

11.306 Economic Development—District Operational Assxsunce (B) "m EﬁNSE LbGlSﬂCS AGENCY ’ i ¢

~— 11307 Special Economic Development and Adjustment Assistance j2i01¢" Indultmksqu;rlem Loans to Educational Institutions a) O

Program—Long-Term Economic Deteriorauon (B)
11.308 Grants to States for Supplemental and Basic Fundmg “of DEPART\{.ENT OF tf{l-: ARMY, OFFICE OF THE cx-nsr OF
ENclm:zns g °.

Titles I, IL, 1L IV and IX Activities (B.E)

11309 Trade Adjustment Assistance (E-F.L) 12400 Aguafic:Hlantontsol (I.L) .
11311 Special Economic’ Development and*Adjusfment Assisance 12.101  Beagh Em@‘?@nuol Projeets (J) -
Af% , Program—Sudden and Sevcre Economic Dulocauon (B) R.102 Flood Conttol Works and Federally Authonzed Coastal Pro- L
“ tection Works, Rehabitation (3)

:SSONAL wcow ANOSPHER’C 1203  Flood Fightingsand Rescug Operations. and Emergency Pro-
INISTRA 5 tecuon o@{;pastﬁl Protective Works Federally Authonzed

11400 Geodenc Surveys and Services (JJK.L) : .

11.401  Nautical Charts and Refated Data (J.LK.L) 12.104 l?a.m \(anagcmmt Services (K.L) .

11408 Anadromous andGreat Lakes Fisheries Conservation (B) 12.105 P«otec “of Essenual Highways. Highway Bndge Ap-

11406 Commercial Fisheries Disfster Assistance (B) pro&ches, and,Public WoS.(J) )

11.407 Commercial Fisheries Research and Development (A) . l2.'10'f$ Flood Conrol Pro;cc:s (6)] I

. r.uo F’shcrmcn-—chmbursemem of Losses (G) . 12.107 Nawigation Pro;ects (J')

1.411 Fishery Cooperative Services (K,L) . . 12.108  Snafmng 2nd Cleanng for Flood Control () r .
11413  Fistiery Products Inspection and Certification (6)] 12109  Prgtection, Cleanng and Stmghtemng Channels () R
11.415 Fishing Vessel Obligation Guarantees (F) 12.110 ing* ‘Assistance to States (J) ‘

11.417  Ses Grant Support (B) v

11418 Coastal Zone Mandgeément Program Dcvelopmem (B) , DEFENSE PREPAREDNESS AGENCY

11.419 Coastal Zone Management Program Administration (B) 12.30% Industnal Pafticipauon (L.M) ' > -

11.420 *Coastal Zone Management Estuarine Sanctuaries (B) 12.310  Civil Defense—Radiological Systems Maintenance and Train-

11421 Coastal Energy Impact Program—Formula Grants (A) ing of Radiological Personnet (B.J)

11422 Coastal Energy Impact Program—Planning Grants (B) 12.312  Civil Defense—National Shelter Survey (J)

1423 Coastal Energy Impact Program-—Loans and Guarantees (E) 12814 Civl Defense—Staff College (B.M)* . v
\‘1 - ) . v \' “ ' . . [ °\
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12.316
12.319

12.321
123227
12.324

-~

-+

. ’

Civil Defense~State and Local Mdemcm (A)
Civil Defense—Radiation Shielding Design (K)

" Civil Defense—State aAd Locsl Maintenance and .Services

(B)
Civil Defensc-Sute and Local Supporting Matenals (B)
Civil Defense—Contrbutions Project Loan Program (D)
Civil Defense—Architect/Engineer Student Devclopmcm

M) ‘ N

DEPARTMENT OF THE .uuwv'. NATIONAL GUARD BUREAU

172.40)

Military Construction, Army Nauohal Guard (B)

US. SOLDIERS' AND AIRMEN'S HOME

12.500 U.S, Soldiérs’ and Airmen's Home (J) :

OFFICI-: OF THE ASSISTANT SECRETARY (INS'!‘ALLATIGNS
AND LOGISTICS) - -
12600 Commupty Economic Adjustment (J,K) ' -

SECRETARIES OF MILITARY DEPARTMENTS

12.700

Donations/Loans of DOD Suspliss Property (H) .

DEPARTMENT OF HEALTH, EDUCATION, AND

- . WELFARE

PUBLIC HEALTH SERVICE— /ﬂ'-'or Part 11 and III of Publlc

Health Service, turn over »

« 13.103
-13.210
13.211
13.217
13 220
13.224

13.326

13.227
13.228

'w pages)

Food and Drug Adminstration—Research (B,P)
Comprehensive Public Health Services—Formula Grants (A)
Crippled Cluldren’s Services (A,B)

Family Planning Projects (B) ’
Medical Facilities Construction—Formuia Grants (A)
Community Health Centers (B)

-Health® Services Research and Development—Grants and

» Contracts. (B,P) ~ -
Health Statistics Tmnmg and Technical Assistance (K.M)
Indiag Health Services—Health Managemcm Devclopmcm

Progrim (B) ’

13229 ___Indian Health Services—Sanitation Managemcm Devclop~

13.231
13.232
13233
13.235
13.237
13238
©13.242
13.243

13.244

13.246
13252

13283
13254

13256
13257

ment Program (B)

Maternal and Child Health Research (B)

Maternal and Child Health Services (A,B)

"~ Matermial and Child Health Training (B)

Drug Abuse Community Service Programs (B)

7 __Mental Health—Hospital Improvement Grants (B) )

Mental Health—Hospital Staff Development Grants (B)

Mental Health Research Grants (B)

Alcohd!, Drug Abuse, and Mental Health Administrauon Sci-
entific Communications and Public Education (L)

Mental Health Clinical or Service Related Trawming Grants
(B) -

Migrant Health Grants (B)

Alcohoism Treatment and Rehabilitaugn/Occupational Alco-

.. holism Services Programs (B)

Medical Facilities Construction

. EF°

Drug Abuse Demonstration Programs (B) -

Health Maintenance Organizations (B.E

Alcohol Formula Grants (A) .

 13.258 'Vanond Health Service Corps (1)
13.259 ~ Mental Health—Children’s Services (B)

13.260

13.262
13.263
13.266
$13.267
13.268
13.269

[mc
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Famlly Planning Services—Training Grants and Contracts
(B.P)
Occupational Safety and Health Research Grzms (B)
Occupational Safety and Health—Traning Grants (B)
- Childhood Lead—Based Punt Poisoning Prevention (B)
Urban Rat Controt (B)
Disease Control—Project Grants (B)

Dmg Abuse Prevention Fomu)la\G\rzms (A)

AY

2

Loans and Loan Guarantees

13.20
13212
13.213
13.274
13.275
13217

13.278

.

13.279
13.280

*13.281
13.282
13.283

© 13,284
13.287
13288
13.289
13.290

13.292

13.293
13.294
13.295

13.296

13.297
13298

13.299
13.306
13.319
13.333
13.337
- 13339
13342
13.358
13.359
13.361
13.363

13.364,

13301

13.375 .
13.379-

13.381
13.384
13.386 *
13.392
13.393
13.394
13.395
13.396
13.397
13.398
13.399

. Cancer Centers Support (B)

’

. AGENCY INDEX

by,
Alcohol Research, Scientjst Development and Research Sci-
entist Awards (B)
.Alcohol Nauonal Research Service Awards for Rcscuch
Trzmmg (B)
Alcohol Research Programs (B,P)
Alcohol Chnical or Service Related Traiming Programs (B)
Dmg Abuse Education Programs (B)
Drug Abuse Research Scientist Development andeRmearch
Scientist Awards (B)
Drug Abtse National Research Service Awards l‘or Rcscarch
Trainng (B)
Dmg Abuse Research Programs (B,P)
Drug Abuse Clinical or Service Related Trainthg Programs
(B)
Mental Heaith Research Scientist Developmem and Rsearch
Scientist Awards (B)
Mental Health National Research Service Awards for Re-
search Training (B) .
Centet for Disease Control-Investigations, and Technical
Assistance (J,K.L,M) .
Emergency Medical Services (B)- J
Grants for Trainjng 1n Emergency Medical Services (B)
National Health Service Corps Scholarship Program (B)
President’s Council on Physical Fitness and Sports (J,K, L,\r{)
Special Alcoholism Projects to Implement the Umiform Act
(B)
Sudden Infant Death Syndromc Information and Counseling
Program | ) .
State Health Planning and Development Agencies (B)
Health Planning—Health Sys(cms Agencies (B)
Communty Mental Health Centers—Comprehensive Services
Suppon (B) -~ .
Comprehensive Hemophulia Diagnostic and Treatment Ccn-
ters (B)
National Research Service Awards (B)
Nurse Practitioner Traiung Program and Nurse Pracutioner
Traineeships (B)
Advanced Nurse Tratning Program (B)
Laboratory Amimal Sciences and Primate Research (B.P)
Dental Team Practice (B) .
‘Clinical Research (B,P)
Biomedical Research Suppont (B)
Health Professions—Capitation Grants (B)
«fcalth Professions—Student Loans (B)
Professional Nurse Traineeships (B)
Nurse Traning Improvehent—Special Projects (B)
Nursing Research Project Grarnts (B)
Nursing Scholarships (B) .
Nursing Studént Loans (B)
Bio(echnology Research (B.P)
Minority Biomedical Support (B), .
Grants for Graduffe Training :n Family Medicine (B)
Health Professions—Financial Distress Grants (B)
Héalth Professions—Start—Up—Assistance (B)
Nursing Capitation Grants (B) .
Cancer-~Construction (B)
\Cancer Cause and Prevention Research (B.P)
Cancer Detection and Diagnosis Research (B,P)
Cancer Treatment Research (B,P)
Cancer Biolog§ Research (B,P)

Cancer Research Manpower (B) <
Cancer Control. (B,P) )

OFFICE OF EDUCATION

13.400
13.403
13.40¢

13.406
244

Ad§lt Education—Grants to States (A)

Bilingual Edu=ation (A,B,P) -

Civil Rights Technical Assistance and ‘l‘rammg (B)
Callege Library R rces (B)

' ' A3
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APPLICATION AND AWARD PROCESS: -

Preapplication Coordination: The sundard application forms as fur-
mshed by the Federal agency and required by OMB Circular No.
A-102 must be used for this program. Applications are subject to
State and areawide cleannghouses review pursuant to procedures
 Pagt 1. Attachment A of OMB Circular No. A-95 (revised).

Application Procedure: The standacd 3pplication forms as furmshed
by the Federal agency and required by OMB Circular No. 'A-102

_ must be used for this program. Applications should be submutted
1o the Regional Health Administrator. -

. Award Prodedure: After approval by the Regional Health Admuns-
\rator. the regional grants management office prepares a notice of
award, secures necessary clearances and approval signatures,
issues the award, and enters the approved awacd in the grant pay-
ment process and provides noufication of the grant approval to
the public. Nouficanon of grant award must be made to the desig-
nated State Central Information Reception Agency in accoyancc
with Treasury Circular 1082, ’ !

Deadlines: Applications should be submitted 5 months pnor 10 begn-
ning date of penod for which funds are“reguested.

Range of Approval/Disapproval Time: 12 to 20 weeks.

Appeals: None. P

Renewals: Same as Application Procedure. |

ASSISTANCE CONSIDERATIONS:

Formuls and. Matchisg Requirements: While thef® are no specific
matching rqurcn{enu, applicants must astume part of the project
costs. )

{ength and Time Phasing of Assistsnce: Project penod
Budget period - 12 months,

“POST ASSISTANCE REQUIREMENTS:

Reports: Progress, status, and parrative reports as required by indi-
vidual programi Financial status reports are requured no later
t 90 days after xpe end of each spectfied reporting penod. Final
Finadcial status and, progress reports are required 90 days after the
end of\the project penod. ‘

Audits: Grants subject to inspection and audit by represcntatives of
HEW 1o determune, at 2 munimum, the fiscal integnty of finangial
transactions and refx;ns and compliance with laws, regulations
and administranve requirements.

Records: Financial records, supporting documents, statisucal records,
and all ‘other records perunent to the grant program shall be re-
tained for a mummum period of 3 years, or until completion and
resolunion of any audit in process or pending resolunon. In all
cases records must be retained until resolution of any audit ques-
uons. Property records must be retained in accordance with PHS
Grants Policy Statement requirement.

FINANCIAL INFORMATION:

Account Identification: 75-0943-0-1-550.

Obligations: (Grants) FY 78 $61,400,008; FY 79 est $82,000,000; and

FY 30 est $65,532,000- K .

y Range and Average of Financial Assilunee; $17,043 to 52,461,000
$352,900, .

PROGRAM AC&)&%PLIS;!:}B‘N: In fiscal year 1978, 174 grants
{were awarded in the {int of $61,400,000; $32,000,000 for vene-
r diseases and“~$23.000,000 for children immunizanon and ’

- ;‘100_000 for Influenza Immumzation’ The Grants are awarded (0
official - health agencies which serve all areas of the Nanon. Immu-
ruzanon grants will continue to assist recipients in developing and
refining their capabilities in carrying out comprehensive immunza-
tion programs for poliomyelitis, measles, mumps, rubeila, dipth-
ena, pertussis, and tetanus. In Gonorrhea screening dunng 1978,
8.5 million specimens from women were tested wath 397,400 (4.7
percent) found posinve. Total Gonorrhes control activites result-
ed in prevenung an csumated 201,700 cases of gonorthea and
5,400 cases of Syphllis In fiscal year 1978, 177 applicaunons were

oo
A

. ‘Janablc-.

[ .

received.

REGULATIONS. GUIDELINES, AND LITERATURE: Guidelines are
Available. Regulations are being prepared. PHS'Gram.sl Policy
Statement No. (OS) 77-50,000, October 1, 1976. (revised).

INFORMATION CONTACTS:

Regional or Local Office: Each Regional Health Admynistrator of the
HEW Regional Offices 15 responsible for the adminitration of this
program.’ (See appendix for a list of regional offices.) '

Headquarters Office: Dr. William H. Foege, Director. Center for

. Disease Control. PHS, DHEW, 1600 Clifton Rd. N E., Atlanta,
GA 10333. Telephone: (404) 329-3291. ‘

RELATED PROGRAMS: 13.210, Comprehensive Public Health Serv-
ces - Formula Grants; 13.217, Family Planning Projects; 13.224,
Community Heslth Centers; 13.228. Indian Health Services-Health
Management Development Program; 13.232, Maternal and Child

Health Services; 13.246, Migrant Health Grants; 13.258, Nanonal

Health Service Corps; 13.266, Childhood Lead-Based ‘Pant Poi-
soning -Control; 13267, Urban Rat Control; 13.283, Center for
Disease Control~ Investgations, and Techmeal Assistance; 13.295,
State Heaith Planning and Development Agencies;-13.600, Aimin-
stration for Children, Youth and Families-Head Start; 13.642,
" Soctal Services for Low Income’and Public Assigtance Recipients.
EXAMPLES OF FUNDED PROJECTS; The majonty’of official State
. Health Departments (Califorma, Michigan, Texas, etc.), and many
large local health departments (New York. Chicago. Los Angeles,
etc’). have ongoing disease contrpl programs utthzing these grants.
DISEASE CONTROL PROJECT GRANTS . Immumzauon -
The immunization mtiative objective is to attan immunizauon
levels of at least 90 percent wn children under 15 years of age.
Reaching this objective requires the existence in each State and/or
project area of an effective comprehcnmfe immunization program
assunng the benefits of immunization to ail children 1n the area. In
order to ensure an effecuve comprehensive pr m, all«projcf.zs
conduct the imnial elements: Assessment of immumization status
(all children K-12, 2- year-old children. children in special pre-
school populations, and children under $ served in public climcs);
surveillance preventable disease; delivery of immunization serv-
ices; information and education programs, consistent enforcement
of compulsory school immunizauon laws, phriicipation of ciuzen
groups and the use of volunteers. Influenza - The objective of the
nfluenza immunizaton program 1s {0 rase the level of protection
of the lugh-nsk population by increasing the availabiity of anfluen-
1a immunizaton services provided by the public sector. Reaching
this objective requires the’existence 1n each State and/or project
area of an effective prégram to aésure provision of influenza vac-
cinatons to high-nsk populanons through™ the public sector
xhroix'gh joint planning* with public health and pnvate providers,
semor citizens' groups. appropnate chromic discase associauions.
medical groups. State and local governments, entities and volun-
teer groups; information and education programs. and surveillance
activities to detect and report influenza,cases. Veneral Diséases -
Veneral discase project funds suppiement the detectidn and pre-
vention components of the veneral disease control efforts of State
and local government agencies. Acawvities include reporung,
screeming, casefinding and case followup actvities, faterstate epi-
demiologic referral, and educauon acuvities. The provision of di-
agnostic/treatment services for veneral diseases are not nprmally
supported<By project funds and 3¢ considereed the sespondtoihity
of the grantee orgamzation.

CRITERIA FOR SELECTING PROPOSALS: Cntena include the
extent of the disease problerﬁ in the applicant’s area, the extent to
which an applicant’s proposed program is designed to reduce the
problem, and the capacity of the applicant to make effecuve use of
federal grant funds.

-

“13.269"DRUG ABUSE PREVENTION FORMULA
. GRANTS . :
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(Drug Foffmula Grants)

L4 *
FEDERAL AGENCY: ALCOHOL. DRUG ABUSE. AND
MENTAL HEALTH ADMINISTRATION,
HEALTH SERVICE, DEPARTMENT OF HEALTH. EDU-
CATION AND WELFARE
AUTHORIZATION: Drug Abuse Office and Treatment Act of 1972,
Public Law 92-255. Section 409, as amended.
OBJECTIVES: To assist the stgtes in {he preparation of plans for plan.
ning, establishing, conducting and coordinating projects for the
. development of more effecive drug abuse prevention functions;
carrying out projects under and otherwise implemenung such
plans: evaluation of such plans; paying the admmmrauve expensa
e of carrying out such phns.

« TYPES OF ASSISTANCE: Formuls Grants™

USES AND- USE RESTRICTIONS: Imual planning grant funds may
be used only for expenses directly related to the preparation of the
State plan. Funds may be used to support costs directly related to

« administening or supervising the administration of the State plan as
well a5 implementing the acuvines and programa as set forth in
the State Plan. Drug abuse formula grant funds may not be used
for: (1) supplanting State, local and other non-Federal funds that
would, 1n the absence of the drug abuse formuls grant, be made
availabie to conduct drug abuse programs ghanning and prevention
activities in the State. (2) acquisition of land or gonstruction or ace
quisition of buildings. (3) expensks of central administrative depart-
ments of State and Jocal governments other than those directly re-

lated to administration of the State drug abuse plan. (4) admimstra-

tive costs exceeding 10 percent of a State's atlogauon, or $50.000.
whichever 15 less. (5) admyustrauve costs of services which the
State is required to provide at its own expense in order to sausfy
the mantenance of effort requirement; qr administrative costs at-
tnbutable to other grant assisted programs. JOINT FUNDING:
This program s consideréd suitable for joint funding with closely
related Federal*financial assistance programs in accordance with
the provisions of OMB Circular No. A-111, For programs that are
ot identified as suitable for jount funding, the applicant may con-
sult the headquarters or field office of the appropnate funding
agency for further information on statutory or other restnctions
involved.
ELIGIBILITY REQUIREMENTS: <

Applicant Eligibility: Applicant must be the State agency designated
by the governing authonty of the State as the sole agency for the
preparation "and admimistration or supervision of the preparation
and administration of the State plan. *

Beneﬁémry\Ellgibxllry People in local communities in need of pre-
vention, treatment, and rehabxhta‘uon programs for narcouc addic-

qtion and drug abuse.

Credentisls/Documentation: GoVemon (or thm designated plan
review agencies) must be given an opportumty to review the State
Plan pursuant to Part [II, Attachment A of OMB Circular.No. A-
95" (rdvised). Governor's comments must be submitted with State
plan. Costs will be determined in accordance with FMC 74-4 for
State and iocal governments.

APPLICATION AND AWARD PROCESS:

Preapplication Coordination; Not Applicable.

Application Procedure: State agency designated by Govemor as the
sole agency for the preparation and admumistration of supervision
of the preparation and admimistraton of the State plan, must

submit State plan. Further instructions and guidelines should be

obtatned from the National Instityte on Drug Abuse.

Award Procedure: Notificauon of the grant award must be made to
the designated State Central Information Reception Agency 1n ac-
cordange with Treas Citcu.gr 1082.

Deadlines: Annual Swate Plan submission due on July 15. Submit plan
to Division of Communty Assistance, National Insutute on Drug

Abuse. \

Range of Approval/Disapproval Tlme. Not applicable.

Appeals: Not applicable.
Renewals: Not applicable.

ERIC

246

Aruitoxt provided by Eic: —

PUBLIC ~ ~

.«

ASSISTANCE CONSIDERATIONS:

Formula and Matching Requirements: Allotments to the states will be
computed utilizing the following-weights: (1) One-third weight on
the basu{of the relatbnship of*the population 1n each State to the

population of all the states; (2) One:third weight on the basis

partment of Commerce; and (3) One-third weight on the basis of
need as determined by the following three equally weighted fac.
tors: a) relative populajion between ages 12 - 24; b) relauve inc-
dence of serum hepatius, Type B; and c) State perceived need ds
measured by its relative per capita e;penditure for drug abuse.

Length and Time Phasing of Assistance: Support is.f:ungent upon
annual appropnation of funds for drug formula g

POST ASSISTANCE REQUIREMENTS: -

Reportsy Annual progress reports and periodic data management
system reports; other reporty that the Secretary may require; Fi-
nancial Status Report required annually,,

Audits: All required records and reports shall be available o pcrsons
designated by the Secretary for purposes of making audits, ie
nations, evaluations, excerpts and transcripions.

Records: State agency sh—Lﬂ retain fiscal records for 3 years. Reco
must be retained beyond the 3 year penod if audit findings ha
not been resolved.

FINANCIAI_ INFORMATION:

Account Identification: 75-1361-0-1-550.

Obliutions. (Grants) FY 78 $40,000,000; FY 79 est 540000000 and
FY§O &t 50,

Rakge and Average of Fuuncill Assistance: 528. 919 to $3.963.359;
$727,273.

PROGRAM ACCOMPLISHMENTS: Dunng fiscal yw 1978. 55 ap—
phcations were received and fifty-five awards to states and
tories -were made. The same amount i$ esumated for fiscal year
1979. For fiscal ycar 1980 this program is being proposed as part
of a consohidated Alcohol. Drug Abuse, and Mental lrtlllh grants
to-States Program.

REGULATIONS, GUIDELINES, AND LITERATURE Formula pub-
lished in Federal Register Vol. 42, No.10, Janusary 14.1977.

INFORMATION CONTACTS:

Regional or Local Office: Regronal Health Admlmstralor HEW Re-
onal Office. (See address appendix).

Headquarters Office: Division of Community Assistance. Director,
Robert S. Roberton, Natonal Institute, on Drug Abuse,
ADAMHA, PHS. DHEW Parklawn Bldg.. 5600 Fishers Lane,
Rockwille, MD 20857 Telephone: (301) 443. 6780. (Use same 7.
digit number for FTS).

RELATED PROGRAMS: 13.235, Drug Abuse Community Service-
Programs; 13.254, Drug Abuse Demonstration Programs: }3.275,
Drug Abuse Education Programs; 13.277, Drug Abuse ch
Scientist Development and Research Scientist Awardst- 13.279,
Drug Abuse Rescarch Programs; 13.280, Drug Abuse Clinical or
Service Related Training Programs.

. A
EXAMPLES OF FUNDED PROJECTS: All awards are for assisance
to states for programs which deal with the development of more)

effecive drug abuse prevention functions. .
CRITERIA FOR SELECTING PROPOSALS: Submission of accept-

able State Plan.
——

13.271 ALCOHOL RESEARCH SCIENTIST
DEVELOPMENT AND RESEARCH SCIENTJST
AWARDS

_(Resflarch Career (“K™) Awards)

FEDERAL AGENCY: ALCOHOL, DRUG ABUSE. AND
MENTAL  HBALTH  ADMINISTRATION, PUBLIC
HEALTH SERVICE, DEPARNENT OF HEALTH, EDU.
CATION. AND WELFARE
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AL S Foundation
One Wilshire B ng, Sult.e 1600

-«Wilshire Baiitévard at Grand Avenue
Los Angeles, California 90017 ¢
Incorporated in 1956 in Caljfornia.
Donor: Alice J. Steigerwald.
Burnose and' Activities - Broad purposes; gen-
eral giving, with emphasis on community and
Jewish welfare funds, education, and hospi-
tals . .
Financial Data (year ended 31 December
1968) Assets, $198,143 (M) gifts received,
$18A36* expenditures, $37,1794Qr 47 grants.
OMcgrs and Directors Aitce J Steigerwald,
Presitent, John S Steigerwald, Vice-Presi-
dent, Beatrice J Hammond, Secretary; Jo-
seph G. Steigerwald, Treasurer.

2 .
Aaron (Mary M.) Viemorial Trust-
Scholarship Fund
P. O Box 2069
Matysville, California 95901
Trust established in 1954 1n California.

Donur® Charles Francis Aaron.+

Purpose and Actiities To aid students who

need financ:al assistance to complete their
education.

Firancial Data (yvear ended 30 June 1969)
Assets $523.246 (M), e\pengxtures $17,614,
inciuding $15.125 for 56 grants.

Trustees. Dirck W Arrowsmith, N D. Brad-
shas, Wesley’.D Chipman, Elmer E .Jones,
Randolph A. Schnabel.

3
Adolph's Foundation, The
P. O Box 828
Burbank, California 91503

Incorporated in 1953 in California.
Doror: Adolph's, Ltd.

Purpose and Activities: Charitable pu}poses';‘
general giving, with emphasis on cultural pro-

grams, including support f{or opera com-
panies, a local music center, and a symphony
orcnestra, support also for local mental
health centers.

Financial Data tyear endeéd 28 February
1969) Assets, $1,460 401 (M), gifts received,
$427813; expenditures, $196.122, including
$185.193 for,30 grants,

Officers and Directors: Lloyd Rigler, Presi-
dent, Hilard L Kravitz, Vice-President; Law-
rence E. Deutsch, Secretary-'l‘reasurer. Mor-
‘timer P. Masure. Simon Miller.

4

Actoa Fpundation, The ’
1301 Wilshire Boulevard
Los-Angeles, California 90017

ncorporated in 1956 in California.

Donor -, Stella Wclngart Trust No. 2.
Purpose and Activities? Primarily local giving,
‘with emphasis on a welfare organlzauon.

t Deceased. M, mrnet value L Ledger Value.

* Starrkd officers are also members of the gove
erntng board

Itaiicized name indicates person to whom communt-

eations should be addréssed.

CALIFORNIA

‘

. .
Financial Data (year ended 30 April 1969):
Assets, $975.716 (L) ; gifts received, $377,503;
expenditures, $33,525, lncludlng $33,300 for 4
grants,

s
Ahmanson Foundation, The
9301 Wilshire Boulevard
Beverly Hills, California 90210
Incorporated in 1952 in California.
Donors: Howard F. Ahmanson,t Dorothy G,
Sullivan, and memoers of the Ahmanson
family.
Purpose and Activities* Broad purposes; pri-
marily local giving, with emphasis on com-
munity funds, .medical research, museums,
education, youth agencies, and social agen-
cles.
Financal
1968) . Assets,
$305,400; expenditures,
grants.

e

Officers® Mrs Dorothy G. Sullivan,* Presi-
dent; Robert H. Ahmanson,* wWilliam EK.
Ahmanson,* Vice-Presidents; Miss E. Martha
Cates, Secretary-Treasurer.
Trustees * Howard F Ahmanson Jr .-Robert
M. DeKruif, Franklin D. Murphy. M.D.,
Thomas C. Webster.

~

Data (yeir ended 31 October
$2,619,506 (L); gifts received,
$587,6713 fOl“° 176

Alameda County Community

Foundation, The ’

¢/o Wells Fargo Bank

415 Twentieth Street

Oakland, California 94604

Community foundation established in 1932
in Calilornia by resolution and declaration of
trust.

Purpose and Activttxes:'Charn.able. educa-
tional, and medical purposes; grants to com-
munity welfare agencies, principally for
capital purposes, chiefly for the. benefit of
chudren and youth.

Financial Data (year ended 31 December
1968) * Active capital, $879.271 (L); expendi-
tures, $38.922, including $31,125 in grants.
Officer: Glen A. Wardhaugh, Secretary of
the Governing Board.

Goverming Board: Thad McCarty, Chairman;
Homer J Bemiss, R W Breuner, Mrs. Ralph
T Fisher, James B Graesef, K. L. Hamman,
Otto H. Hieb, Willilam F. Knowland, Arthur
J. Melka, 'Carl B. Metoyer, Lawrence S.
Simon. '

Trustees: Bank of America, Central Valley
National Bank, Crocker:Citizens National
Bank, Oakland Bank of Commerce, Umted
California Bank, Wells Fargo Bank.

7
Alanson (Mabel Bartholomew)
Memorial Fund
¢/o Crocker-Citizens National Bank
One Montgomery Street
San Francisco, California 94104
Trust established in 1955 in California.
Donor: Bertram E. Alanson.
Purpose and Activities: Charitable purposes.
Financial Data (year ended 31 December
1965) ; Assets (August 1965), $366,666 (M),
grants, $13,500.

\

Trustee: Crocker-Citizens National Bank.

8
Alexander (The E. W.) Educational Trust
c/0 Crocker-Citizens National Bank
P. O. Drawer H-H ¢
1001 State Stréet
Santa Barbara, California 93&

Trust established in 1946 In California.

- Donor' Henrietta L. Alexander.t

Purpose and Actiwities: To provide financial
assistance to students resident in Santa Bar-
bara County, selected by a committee of si.x
prominent citizend.

Financwel Data (year ended 31 December
1968) : Assets, $460,235 (L); gifts received,
3,310; expenditures, $24,674, Iincluding
824,577 for 48 scholarships.

Trustee: Crocker-Citizens National Bank.

9
Allequash Foundation, The
234 East Colorado Boulevard, Room 3730
Pasadena, California 91101
Incorporated in 1961 in California.
Donors. Alexander P. Hixon, Midland Invest-
ment Company. 3
Purpose and Activittes: Broad purposes;
grants largely for higher and secondary edu-
cation and loca] giving, with emphasis on an

, art museum and cominunity funds.

I-‘manctal Data (year ended 30 June 1968):

Assets, $178,875 (L), gifts received, $31,697;
expenditures, $34,081, including $33, 452 for
about 30 grants. .

Officers ‘and Directors: Alexander P. Hizon,
President, Adelaide F Hixon, Vice-President;
John Connell Secretary-Treasurer.

& Nt

,

10
American Cement.Foundation
2404 Wilshire Boulevard
Los Angeles, California 90057
Incorporated in 1951 in California.
Donor* Riverside Cement Company.
Purpose and Actwities: Broad purposes; lo-
cal giving in areas of Company operatjons.
Financial Data (year ended 31 December
1969) © Assets, $408,253 (L); gifts recejved,
$43,000; expenditures, $73,662, including
$72.307 for 50 grants.
Officers: A. L. Chickering, Jr.* President;
G. A. Beckett,* R. L. Lambert, Vice-Presi~
dents; R. L. Heggen, Secretary; G, W.
Meeker, Treasurer. .
Trustees:* W. G. Henshaw, G. J. O'Brien,
R. L. Whitley.

'

11.

Ampex Foundation .

401 Broadway

Redwood City, California 94063

Incorporated in 1957 in California.

Donor; Ampex Corporation.

Purpose and Activities: General purposes;

grants to community fun d other chari-

table and educational agencies in areas of

company operations.

Financial Data (yearnded 30 April 1970) :

Assets, $130,870 (,M) ; gifts received, $108/333;
Ll




expenditures, $139,653, incfuding $139.643 for
95 grants..
Officers: Richard J. Elkus,* President: John

P. Buchan,* Vice-President; James E. Brown, .

Secretary and Treasurer.

Trustees:* Henry A. McMicking, Henry W,
West, Jr. ' !

1 o
Apple Valley Foundation '
P.O.Box 1
Apple Valley, California 92307

Incorporated in 1953 in-California.

Donors: B. J. Westlund, Joseph A, Ball, New-
ton T. Bass.

Purpose and Activities; Community better-
ment, with emphasis on recreation and con-
servation, church support, and hospitals,
Financial Data (year ended ‘31 December
1969) 1 Assets, $651,416 (L); gifts received,
$10,093; expenditures, $25.667, including
$19,490 for 17 grants.

Officers and Directors: Newton T. Bass, Presi-
Aent; Joseph A. Ball, Vice-President; W. E.
Cramer, Jr., Secretary-Treasurer.

2
Arakelian (K.) Foundation
360 Bullard Avenue West
Fresno, California 93704

Incorporated in 1943 in California.
Donor * Krikor Arakelian.t

Purpose and Activities: Charitable and edu-
cationa] purposes, student loan funds estab-
lished at five higher educational Institutions
which administer them; charitable giving
largely for hospitals; support also for scholar«
ship funds, health agencies, and community
funds. Grants linlited to the area of Fresno
and Madera counties.

Financial Data (year. ended 31 December
1968): Assets, $949.709 (L); expenditures,
$100,059, including $75,403 for 23 drants. \

Officets and Directors: A. George Emerzian,
President, Aram Arakelian, Vice-President,
Marian Arakelian, Secrétary-Treasurer; Rbse
Markarian. )

ld

3 . .
Arkelian (Ben H. and Gladys) Foundation
1107 Truxtun Avénue
Bakersfield, California 93301
Established in California.
Purpose and Activities: Primarily local giv-
ing, with emphasis on hospitals, a center for
the dged, Rnd social agencies.
Financial Data (year ended 31 December
1966) ; Assets, $1,851,369 (L) ; gifts received,
$38,511: ~ expenditures, $72,586, including
$68,350 for 14 grants.
. ”
. "
Arievel Foundation
Crocker-Citizens Plaza, Suite 2152
- 611 West Sixth Street
Los Angeles, California 90017
Incorparated in 1966 in Californla.
Purpose and Activities; Grarits largely for
Protestant evangelistic and missionary pro-
grams,
Financial Data (year ended 31 December
1968) : Assets, $1,115,338 (M) ; gifts received,
$910,250; expenditures, $132,210, including
$1,925 for 19 grants. .
Officers and Trustees: Harm te Velde, Presi-
dent; Zwaantina te Velde, Vice-President;
Ge(irze R, Phillips, Secretary and Treasurer.
LS

Aruitoxt provided by Eic:
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Financial“Data (year ended 30 June 1968):
Assets, . $7.714.398 (M): gifts recelved,
$195834: expenditures, $46,528, incjuding
$45,855 for 19 grants.

Officers and Trustebs Ben Weingdrt, Presi-

Purpose and Activities: Primarily local giv- dent; John Poag, Vice-President; Jack Ro-
ing, with emphasis on higher education, tem-  SenbiPg, Secretary: Alex Deutsch. _

ple support, and Jewish gelfare funds. 5 *
Financial Data (year ended 31 December e

1968) : Assets,” $47,955 (L): gifts received,
$72,720; expenditures, $37,985 for about 47
grants. '

Officers and Directors: Asher Levin, Presi-
dent; Anthony A. Allina, Yice-President;
Ruth W. Levin, Secretary and Treasurer.

.

Asbrule. Foundation
515 Warner-Avenue
Los Angeles, California 90024

Incorporated in 1967 in California.

Bahcock (Xatharine) Trust
c/0 Myrick and Deering and Scott
544 Market Street
San Francisco, California 94104
Trust established in 1930 in California. *

~ Donor: Katharine Babcock.t )
Purposg and Activities: Provides free hospital
care for women and children in San Frap-

6
Atkinson Foundation
Ten West Orange Avenue
South San Francisco, California 94080

Im;rporated in 1939 in California.

Donors: Geo. H. Atkinson, Mildred M. Atkin-
son,t Guy P. Atkinson,t and others.

Purpose and Activities: Broad purposes; pri-
marlly.devoted to the activities of Willamette
University and the Methodist Church in
northern California and overseas through its
Division of World Missions; scholarships to
local high school graduates to attend Willa-
mette: some assistance to local recognized
charities, No grants for research or doctoral
studies.

Financial Data (year ended 31 December
1969) : Assets, $5.160.312 (M), gifts received,

bullding funds. a .
Financwal Data (year ended 31 December
1968) : Assets, $776,694 (L); expenditures,
$317.483, including $38,235 for 38 grants.
, Trustee: Francesca Deering Howe.

ES
I

0
Babcock (William) Memorial Endowmeant
1601 Second- Street “
San Rafael, California 94901
Trust established in 1954 in Californla; in-
corporated in 1959.
Donor: Julia May Babcock.t
Purpose and Activiftes: To meet through
grants or loans the exceptional medical, sur-

$6.310; expenditures, $281,779, including gical, and hospital expenses of residents of
$278,776 for about 130 grants, Marin County, project grants to institutions
Officers and Directors: Geo. E. Atkinson, for J ftiation or expansian of medical care

services of direct benefit to residents of the

President; Duane E. Atkinson, Ray N. Atkin-

son, Earl H. Atkinson, E. M. Jennett, Vice- county.

February

Presidents; Donald K. Grant, Secretary- Financial Data (year ended 28
Treasurer; G. P. Gordon, D. W. Moore, 1970). Assets, $3.019.002 (M), gifts received,
Bryant K. Zimmerman, $1,318; expenditures, $284.261, ncluding
$215,943 1n grants. . :
. Officers: Louis W. Niggeman,* President:
Rex Silvernale.* t Vice-President; Mrs,

1 .
\\ Atkinson (Myrtle L.) Foundation
3278 Wilshire Boulevard. Room 601
. Los Angeles, Fall(o_(nla 90005
Incorporated in 1940 in Californis.
Donors: Guy F. Atkinson,t Mrs, Rachel C.
Atkinson. \
Purpose and Activities: "To teach, promul-
gate and disseminate the gospel of Jesus .
Christ throughout the world and also to unite
in Christian Fellowship the large number of 11 v . v
consecrated Christians in the various evan-j Bacon (The Francis) Foundation, Inc.
gelical churcheg . .. : to encourage and pro- 655 Nor'th Dartmouth Avenue
< mote religious, sclentific, technical and all Claremont. California 91711
other kinds of education, enlightenment and Incorporated in 1938 in California.
research.” Donors: Walter Conrad Arensberg,t Louise
Financial Data (year ended 31 December Stevens Arensberg.t .
1968) : Assets, $1.381.040 (L) ; gifts received,  py,pose and Actiunties;, To promote study in
- $17.688; expenditures, $199,672, including gejence, literature, religion, history, and phi-
$178,852 for 135 grants. losophy with special reference to the works
Officers and Directors: Elizabeth A. Whitsett, of Francis Bgcon, his character and life, and
Vice-President; Rachel C. Atkinson, Secre- his influence on_his own and succeeding

Harms C Kirk.*%nd Vice-President, Fred F
Eneémark,® Secretary, A. Crawford Greene,
Jr.* Treasurer: Miss Julia Bloomfield, Ad-
minstrator.

Diregtors:* Harry P. Graves. Russell R Klein,
M.D., Catherine C. Pike, M.D., William W.
Schwarzer.

tary-Treasurer. times; maintenance of a rare-book library
kR for research and reference; grants to various
. educational institutions for lectureships; oc-
8 E casional publication of brochures, articles,
B. W. Foundation, The and biblographies,

1301 Wilshire Boulevard

Laos Angeles, California 90017

Incorporated in 1951 in Callfornia.

'Donors. Ben Weingart, syofﬁemgm Trust
No. 2. R

Purpose and Activities: Broad purposes; pri-
marily local giving, with empbasis on higher Emrys J. Ross,
education, hospitals, and welfare agencies. John E. Stevens.

.

Financial Data (year ended 31 Dectmber
1969) : Assets, $963,190 (M): expenditures,
$43.478, including $6.530 for 5 grants.
Oficers and Trustees: Elizabeth S Wrigley,
President and Director of Library; A. S. Van
Denburgh, Vice-President and Treasurer;
Secretary: Odo B. Stade,
,- 2
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1 .
Aeroquip Foundation
505°Wildwood Avenue
Jackson. Michigan 49201
Incorporated in 1962 in Michigan.
Donor: Aeroquip Corporation,
Purpgse and Activities: Broad, purposes;
general giving, with emphasis on community
funds, & local museum, hospitals, youth agen-
- cles. and higher education.
Financial Data (yearwended 31 December
1969) : Assets, $532,376 (M); gifts received,
$125.000; expenditures, $88,303, including
$87,760 for 44 grants. .
Officers and Prustees; Don T. McKone, Pres-

ident; F. M. Davison, Vice-President; F. W.

. Corunn, Secfetary-Treustger.

>

- Allen Industries Foundation, Inc,
17515 West Nine Mile Road
Sout.hﬂegd. Michigan 48075

Incorporated in 1952 in Michigan.
Donor: Allen Industries, Inc. -
Purpose and Activities. General giving, with

emphasly on religious welfare funds and com-
munity funds.

Financial Data (year ended 30, November
1969) Assets, $15.826 (M), glns received,
$75,000; expenditures, $102 ,633, including
$102,623 for 100 grants.

Officers and Trustees: H. C. Allen, President;
O. A. Markus, Vice-President and Treasurer:
David Schimmel. Vice-President, Jay W.
-len, Secretary, Willlam L. Darby. ﬂ

3
%merican Motors Corporation Charitable«
rust
14250 Plymouth Road
Detroit, Michigan 48232

Trust established in 1947 in Michigan.
Donor: erican Motors Corporation.
Purpose ind Activities: Broad“purposes; pri-

marily local giving, with emphasis on com-
munity funds.

Financial Data (yeAr ended 30 tember
1968) - Assets,. $53,841 (M); ejpenditures,
$85,121, including $84,000 for 5 grafits,

Board of Control: 1. M. Anderson, Frank G.
Armstrong, G. T. Etheridye.

Trustee: The Detroit Bank and Trust Com-
pany.

Anderson Family Fuud, The
8131 East Jefferson Avenue
Detroit, Michigan 48214

Trust established about 1952; mcorporat.ed in
+1959 {n Michigan.

Purpose and Activities:- Broad purposes;
#ants largely for a local community fund,
hospitals, and education No grants to indi-
Vldua.ls

~—

: Deceased Market Value L Ledger value,
Starred officers are also members of the gov-
erning board,

Lany Ucized name indicates person to whom communi-

cations should be addressed.
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MICHIGAN

Financial Data (year ended 31 December
1969) : Assets, $176.554 (M) gifts received,
$115,396; expenditures, $64,730, including
$63,500 for 3 grants. ’

Oficers and Trustees: John W. Anderson IT,
President; Wendell W. Anderson, Jr.. Vice-
President; Clark Swart, Secretary and 'h-eas-
urer,

’

5
Angell (William R.) Foundation
2853 Guardian Building
Detroit, Michigan 48226 -
Incorporated about 1950 n Michigan,
Purpose dnd Activities:. Primarily local giv
ing, with emphasis on lUbrary funds fo
higher and secondary educational institu-
tions, community funds, and a water pollu-
tion project.
Financial Data (year ended 3 December
1968) : Assets, $499,982 (L); expenditures,
$27,785, including $25,350 for 13 grants.
Officers and Trustees:* W. Craig Keith,*
President; Paul S. Christie,®; Everett R.
Hames, Eldon Henderson,* Vice-Presidents;
Willlam M. Skulman Vlce-President Secre-
tary and Tr

i

6
Armstrong (John W. and Virginia C.)
Foundation
c/o National Bank of Detroit
Detroit, Michigan 48232

Trust established in 1956 tn Michigan. N

Purpose and Activities. Broad purposes; pri-
martly local giving, with emphasis on higher
education, Presbyterian church support, re-
liglous associations, and welfare agencies, and
on youth agencies and hospitals.

Financial Data (year ended 31 December
1988) : Assets, $191,354 (M); expenditures,
$31.633, including $36,500 for 11 grants.
Trustees: Stewart E. McFadden, Eleanor S
Payne, B. Kenneth Sanden.

M .

'

7 -
Bargman (Theodore and Mina) Foundation
13950 John R Street
Detroit, Michigan 48203

Incorporated in 1954 in Michigan.
Donor : Mina Bargman.t

Purpdse and Activities: Brpad purposes; pri-
marily local giving, with emphasis on higher

education, including medical education, and .

Jewish welfare funds; grants also for hospi-
tals, mental heglth temple support, and child
welfare.

Financial Data ,year ended 31 December
1968) : Assets, $1.404,662 (M) ; gits received,
$16,513; expenditures, $201, 574 fncluding
$197,600 for 26 grgmts.

Officers and DireWfors: Joseph H. Jackier,

' President and Treasurer; Bruce R. Meyhew

Vice-President;
tary.

Maxwell E. Katzen, Secre-

Battjes (Dewey D. and Hattie) Foundation *
2100 Chicago Drive, S.W.
QGrand Rapids, Michigan 49509

Incorporated in 1952 in Michigan.

<49
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Donors: Dewey D. and Hattie Battjes.
Purpose and Actiwvitles: Broad purposes:
‘grants largely for religious programs and
higher and secondary education. .
Financial Data (year ended 31 December
1968) : Assets, $447,143 (L) expenditures,
$55.816, including $55,2175 for 70 grants. .
Officers: Mrs. Hattie Battjes,® President and
Treasurer; Clyde Battfes,® Vice-President;
Dbn _Battjes, Secretary and Executive Direc-

TWS!CCS-' Mrs. Donald Battjes, Donald Batt-
jes,'Sr., Mrs. L. Vvanden Berg,

*
-~

A ¥
Bentley (Alvin M.) Foundation -
P. O. Box 458 i
Owosso, Michigan 48867
Incorpofated in 1961 tn Michigan. *

Donor* Alvin M. Bentley.t

Purpose and Activities: Broad purposes;
largely local giving, with emphasis on s¢hol-
arships, an international cooperation pro-

. gram, and community funds.

Financial Data {year ended 31 July. 1969).

Assets, $1,721,626 (L) ; gifts received, $81,786;

“expenditures, $117,912, lncludlng $9,194 for 12

* grants.

Officers and Trustees: Prentiss M. Brown,

President; Norman L Des Jardins, Secretary,

Mark C. Stevens, Treasurer; Charles L. Ans- '

pach, Paul, B. Bagwell, Alvin M. Bentley,

Jr, Mrs. AlVin M Bentley, Michael D Bent-

ley. Helen B Dawson, James S. Gilmore,

Marion Wall.
- * ~

10

Bentley (Calvin P. and Irma B.) Charitable

Foundation

¢/o The Detroit Bank and Trust Company

201 West Fort Street

Detroit, Michigan 48231 ,

Trust established in 1955-in Michigan,

Donors: Calvin P. Bentley,t Irma B. Bentley.

Purpose and Activities: <Broad purposes;
grants largely for youth agencies, hospitals,
community funds, education, and Protestant
church support.

Financial- Data (year ended 30 Septembef
1969) : Assets, $617,882 (M); expenditures,
$33.061, including $31,200 for 84 grants.
Distribution Comgmittee: Clara Belle B.
Brewer, Michael R. Dufour, Irma B. Moore,
Irma B, Bentley Wall. ' <

'Trustee: The Detroit Bank and Trust Come
pany.

11 (

Bergsma Brothers Foundation

425 Richmond Street, N.W.

Grand Rapids, Michigan 49502

'I‘rgst established in 1951 in Michigan.
Purpose and Activities: Primarlly local glv-
ing, with emphasis on religlous an® educa-
tional institutions and hospitals. ‘
Financial Data (year ended 30 Nov'ember
1968) : Assets, $37,079 (L), gifts received,
$58,570; expenditures, $29,053 for 53 grants,
Trustees: «Kenneth Bergsms, Lawrence J.
Vander Ploeg.
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. Saginaw, Michigan 48607

. Financial Data (year ended 31 March 1969) :

"ERIC

)

>

THE FOUNDATION DIRECTORY

o ’

Breech Foundation, The *
112 Linda Lane N
. Bloomfield Hills, Michigan 48013
_Ipcorpgmted in 1950 in Michigan,
Purpose and Actwities: Broad purposes;
grants largely for higher and secondary edu- .
cation, church support and religious associa-
ons, community funds, and hospitals.

Financial Data (year ended 31 December*
1968) * Assets, $1,801,710 (M) ; gifts received,

$99.390; éxpenditures, * $30,103, including§
$28,115 for 72 grants.

Officers. rustees: Ernest R. Breech,

Presider! and Treasurer; Thelma K. Breech,

Vice-President; Walter P. Feehily, Secretary;

E. Robert Breech, Jr., Willlam H. Breech. .

Besser Foundation
150-B North State Street
Alpena, Michigan 49707

Incorporated in 1944 in Michigan.

Donors: J. H. Besser, Besser ufacturing
Company, r Ny
Purpose and Activities: General purposes,
primarily local giving, with emphasis ‘on
higher, secondary, and elementary education.
Financial Data (year ended 31 December
1968) : Assets, $3,228,816 (L); expénditures,
$28,280, including $27,450 for 8 grants.
Officers: Jesse H. Besser,* esident and
Treasurer; Frederick A. Jdhnston,® Vice-
President; Harold Nicholson, Secretary.
ZFrustees:* Edward Adams, Jr., Rev. Robert
M. Barksdale, Harold Hudson, Carl F. Reitz,

Russell H. Wilson. 6

Bugas Fund, The

16025 Northland Drive
Southfield, Michigan 48075
Incorporated in 1956 In Michigan.
Purpose and Actunties: Bgoad purposes; pri-
marily local giving, with emphasls on church
support, secondary education, youth agencies,
and community funds.

Financial Data (year ended 30 November
1968) . Assets, $804,924 (M); gifts received,
$77.978: expenditures, $61,155, Including
$61,150 for 16 grants. ’
Officers and Trustees: John S. Bugas, Presi-
funds. dent and Treasurer; Margaret S. Bugas, \Vice-
Financial Data (year ended 31 December ?resident;:%aymond E. Stuart, Secretary.
1968) ; Assets, $3,688,884 (M) gifts received,
$371.371; expenditures, $70,815, includ-
ing 563.475 for 9 grants.

~Officers: Jesse H. Besser,® President and
Treasurer; Edward Adams, Jr.,* Vice-Presi- °
dent; C. F. Reitz, Secretary.

Trustees:® Fred J. Kennedy. ,

2

Besser (Jesse) Fund, Inc.

150 State Street

Alpena, Michigan 49707

Incorporated in 1960 in Michigan.

Donor* Besser Company.

Purpose and ‘Activities: Charitable giving in

northeastern Michigan, primarily in Alpena,

with emphasls on higher education and<pub-

lic schools, church building funds, mental
 health, aid to the blind, and community

~

.

7
Bundy Foundation, The
8109 East Jefferson Avenue
Detroit, Michigan 48214
Incorporated about 1953 in Michigan.
Purpose and Actwities: Broad purposes;
general giving, with emphasis on higher and
secondary education and local community
funds: grants also for music, museums, hos-
pitals, and youth agencjes. No grants to indi-
viduals. -
* ~. Financial Data (year ended 31 December
1969) © Assets, $2,423,598 (M) gifts received,
$80,000; ,expenditures, $241,245, Including
$2117.983 for 45 grants. ‘
Oficers: Wendell W. Anderson, Jr.,* Presi:
dent: John W. Anderson II,* Vice-President;
Robert E. Barton, Secretary and Treasurer.

Trustees:® Clark Swart.

<

3
Bishop (A. G,) Charitable Trust +
c/0 Geneset Merchants Bank & Trust Co.
One East First Street .
Flint, Michigan 48502 :
Trust established in 1944 in Michigan.
Donor: Arthur Giles Bishop.t
Purpose and Activities: Primarily local giv-
ing, with emphasis on higher education,
youth agencies, health agencies, and com-
munity funds. :
Financial Data (year ended 31 December
1068): Assets, $562,017 (M); expenditures,
$80,540. including $73,750 for 37 grants.
Trustees: Mrs. Robert H, Beliairs, A William
Bishop, Genesee Merchants Bank & Trust
Co. -

o
+

Burns Foundation, Inc.

560 West Mitchell Street
Petoskey, Michigan 49770
Incorporated in 1948 in Michigan.
,Donors: Dean C. Burns, M.D., Marcella
Burns. - Lo
Purpose and Activities. 'General purposes;
grants largely for local and regional pro-
grams; maintains a medical library

Financtal Data (year ended 31 December
1968) . Assels, $112,439 (M) expenditures,
$34.102, Includifig $26,839 for 1 gift.

Officers and Trustees: Dean C. Burns, M.D.,
President: C. Frederick Curtis, Vice-Presi-
dent; Eder C, Matthews, Secretary-Tyeas-
urer; Dean D, Buras, Heber R. Curtis,

4
Boutell (Arnold and Gertrude) Memorial
Fund h
c/o Second National Bank of Saginaw

Trust established in 1961 In Michigan.
Donors: Arnold and Gertrude Boutell.t

Purpose and Activities: Charitable’and edu-
cational purposes; grants, limited to Saginaw
County, largely for community funds, and
special educational programs, including work
with mentally or physically handicapped chil-
dren,

A]

‘Burroughs Foundation

* 6071°'Second Averue
Detroit, Michigan 48232
“Trust established in 1951 in Illinois. .
Donor: Burroughs Corpor‘auq%

Assets, $3,841,644 (L) ; expenditures, $123,256,
including $100,953 forslz grants,

Trustee: Second Natlonal Bank of Sagiriaw.

.

[
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Purpose and Activities: General purposes;
grants largely for higher education, hospitals,

. community funds, and community servile

programs related to civic, cultural, and youth
activities. No grants for personal research
projects or scholarships.”

Financial Data (year ended 31 December
1969) : “Assets, $886,593 (M); expenditures,
$305,398, including $305,390 for 60 grants.
Committee on Contributions: Donald E,
Young, Chairman; Willlam McCampbell,
Secretary; Michael R. Capo, Charles E. Msa-
con, H. Scott Woodward.

Trustee: The Northern Trust Company (Chi-
cago, Illinois) .

’

10
Campbell-Ewald Foundation, The
General Motors Building, 4th Floor
3044 West Grand Boulevard
Detroit, Michigan 48202
Incorporated in 1953 in Michigan.
Donor: Campbell-Ewald Company.
Purpose and Actiwvities: Broad purposes;
grants largely for higher education and com-
munity funds.
Financial Data (year ended 31 December
1969) - Assets, $3,243 (L): gifts received,
$70,000. expenditures, $101.340 for 28 grants.
ers and Trustees: Thomas B. Adams,
President, Hugh M. Redhead: Stoffer J. Roz-
emaMValter S. McLean, Vjce-Presidents; Ed-
ward M. Talbert, Secretary-Treasurer.
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Cannon Fund, The
%5 Lincoln Street T

Muskegon, Michigan 49443 .
Trust established in 1953 in Michigan.
Donors® Members of the Cannon family and
family-related businesses.

Purpose and Activities: Broad purposes; pri-
marily locai giving, with emphasis on Roman
Catholic churth support, community funds,
hospitals, and education.

Financial Data (year ended 31 August 1968) :
Assets, $362,207 (M) ; gifts received, $104,051;
expenditures. $42,520 for 35 grants.

Trustees: George W. Cannon, Jr., Willlam J.
Cannon, Jack A. Sorensen.

12 C
Carey (The Elaine and Walter) Foundation
3401 North Dort Highway
Flint, Michigan 48506
Incorporated in 1953 in Michigan.
Donors: Walter P, Carey and others.
Purpose and Activities: General purposes:
primarily local giving, with emphasis on
higher education; grants also for Protestant
church support and transportation and
safety. -
Financial Data (year ended 30 Novem
1968) : Assets, $616,168 (M) gifts receive
$31,500; expendijurés, $16,905, Including
$16,900 for 9 grants. . .
Officers and Directors: Walter F.'Carey, Pres-
ident and Secretary; Elalne T. Carey, Vicé-
President and Treasurer; North F. Carey’
May H. Conner., B

4

13 : .
Carlson Foundation, Th
409 Griswold Street
Detroit, Michigan 48226 \
Incorporated in 1952 in Michigan. .
D $: Acme Manufacturing Company ahd
others.
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\ THERE LIEE AFTER SEED MONEY?

By

Harriet Bograd

~
-
.

Reprinted from Prevention: + A Course for Local Program Survival, Government ¢
Printing Office, November, 1977. Suppliei by The Teacher Center, Inc., May,

1976.
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‘The Teacher Center‘,' Inc. (New Haven, Ct.) was founded .in 1971 as an
independent, no§pr‘of|t, résource, support, and advVisory center for New Haven
area teachers and parents interested in education./1/ One of the most impor-
tant characteristics which distinguishes the Teacher Center from other institu-
tions involved in teacher education is that it ‘is a grassroots organization,
founded and run by teachers themselves. It ‘is thus uniquely sensitive to the
_needs of teachers, and committed to respondlng to .those needs. As an indepen-
dent organization, ‘unaffiliated with any school system or governmental agency,
it-is free of the restrictions frequently lmposed on groups endeavoring to inno-
vate and promote change. This paper is a case study of the process by which
the Teacher Center, Inc. is planning a funding strategy. It has had founda-
tion "seed money" .for five years, and now needs to find new sources of sup-
-port to enable to contlnue to exist. .

In planning a funding strategy, we are evaluating many alternative possi-
ble sources of funds, and deciding which ones to pursue. (THis is illustrated
by the chart-pn the next page.) We are thinking carefully about how best to
yse our fund-raising time and effort. We keep working to clarlfy our values
and program priorities, and consider carefully how, obtalnlng funds from each
posstIe source might affect our ability to implement these values and pr‘lor'lties

We believe that many people who are invoelved in other teacher centers or
other non-profitgorganizations, and the people involved in providing funds for
them, . may be Interested in our experiences and our thinking. We do no%
assume that our funding strategy would be appropriate in other sftt.ngs, we do
not even know yet whether it will work for us here. | have lbeen cautious
about trying to spell out the lessons others can learn from this paper. Readers
will find different aspects "of the paper retewant or useful in thinking about
their own situations.

N &

A note to beginners: If you are working to start a new teacher center,
please remember that our presént 'pr'ogr'am and funding strategy is the result of
five years of very gradual expansion. We operated for six months without out-
side funding. We borrowed space, office machines, and materials and wor'ked‘
with volunteers. Then we got a small grant to hire a part- tlme coordlnator

We' belleve that it is important not to grow too fast ~

u @

Background ’ - 4

The Teacher Center, Inc. opened in September 1971, received its first
foundation grant in January 1972 (for $13,500 per year), and has grown to an
annual budget of about $60,000. Its basic support has come from foundations;
it also has received smaller grants and contracts for special pro;ects from gov-
ernment arts agencnes school systems, and Head Start. .

1See Corinne Levin and Robert Horwitz, "The Teacher Center, Inc. (New
Haven, Connecticut): A Case Study," Educational Leadership,” Vol. 33, No. 6
(March 1976), pp. 434-439 (entire issue is on teachers' centers), and Kathleen
Devaney an8l Lorrain Thormn, Exploring Teachers' Centers, Far West Laboratory
for Educational Research and Development, 1855 Folsom Street, San Francisco,
Calif. 94103, pp. 141-150. Both publications give valuable surveys of~ the
teachers' centers movement in the United States.
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- Building Credibility

v

Because of genérous and predictable fbundation support, and because we

. kept our 'expehses very low, we have been free to develop the Center and pro-

vide free or low cost services to teachers, par‘ents, and school systems wﬁ:hout
‘wor‘r'ylng teo much about money. -

“But now the.foundatiohs feel- they have done their share to nurture us.
They have helped us demonstrate that a teacher #enter is a valuable and
needed resource; now they want us to figure out how we can support ourselves

“without their continuing help. The Hazen Foundation's $18,500 grant for, 1976,

its fifth year of support, will be'its last; the New World Foundation, afte"' four:

“years, will cut back in 1977 from $15,000 to $7,500.

help us deal with our impending financial cr|5|s, the New Have\Fot:ln-
dat included funding ‘to pay for financial development in its first grant to us
in 1976 X_The Teacher Center employed me, "half-time for six months, to work

. on its funding prospects. | am a lawyer, and have been a member of the board
-of the Teacher Center since its beginning, and have had thirteen ‘years' experi- |

ence in funding and program development for non-profit organizations.

This 'position seemed a challenging opportunity to learn about how a crea-
tive, small institution can support itself in these difficult economic times. .|
believe in the Teacher Center deeply--~it has been a source of support” for me
and many others durlng years of struggllng for communlty and educatlonal

'Q“ .

Three months of my six-month m. have passed thus far. We do ngt Vet
have any solutions. But we have opbkRed many doors, explored many paths, 4
considered many possibilities. We feel good about the™planning process we have
been going through, and think this is worth sharing with other teacher cen-
ters.

<

' N o «

-~ -

| was aware when | started that there were many t‘hings about the Teacher
Center that would make us "credible" to funding sources, that would make the
funding work easier than it is for many struggling organizations. We.are
incorporated and tax:-gxempt. We have a superb director, Corinne .Levin, a
competent and dedicated board made up prlmarlly of teachers and parents, and
an excellent staff of advisors. The Center is actively used by teachers, college
faculty and students, and many others, and nearly everyone who'has used it is
an enthusiastic ally. People with a wide range of teaching styles and persohal
phllosophles feel -welcome and supported at the Center. ur physical environ-
‘fent is creative and exciting, thanks to a gr@t from th&>Nat|onal Endowment
for the Arts. Our.financial records are in good order afhd audited, and olur
program has.beén carefully documented, with records of who has used the Cen-
.ter, and with annual reports. We have received a very favorable written edal-
uation by an mdependent .consultant employed by the New world Foundation.
An article about us has just been published in a national journal--Educational

Leadership, March 1976.
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Finding Funding Resources

When we began work, we started to brainstorm® all the possible sources of
support that we could thmk of. | made a_diagram to ||Iustrate those possibil-
ities (see page 2 above). : / é%

Slnce we made the diagram, | have been finding out about these pWh-

LY

ties, tryi r? to decidé which of, these are worth pursulng, and then fo ing
through orf those directions that seem 'most promising. For each source, we
consider the following questions, among others: .

1. How much time, money, and effort will it take to seek funds frgm this
source? - ' . - -

' - -~

2. If we do pursue thig, how’I|ker is it that we will obta|n funds?
we competmg with others? How many competitors? How would we compare with
competitors in reIat|on to this ‘source?) '

.

3, How will our program and organlzatton\ be affécted by receiving funds,

from this source?. .

a)\ Will this source Help us do what we want to do, in the informal,
_supportive, integrated way in which we want to work, or will it make us become
bureaucratic and specialized and less accessible to teachers and parents? . °

b) What' are the record-keeping, repor and accounting require-
ments? Are they simple and’ sensible? Or do they require unreasonable
amounts of paper work and bureaucratic procedures?

c) Will it require program expansion? |Is the expansion in a.direc-
tion in which we want to move? Are we competent, as an organization, to take
on this new task? ’ ‘

4

[ .

4. How much are we likely to_obtain from this source, and how much of
this can be used to pay for our basic program of drop m center, workshops,
and advisory services to teachers and parents?

a) If the funds are for the special project, does the budget .allow
for the management costs and other overhead costs related to th|s project?

& What ,are the requirements for match|ng funds7 Will these
requirements make u‘g drain. resources away from basic program priorities?

This is what we have found out

how we found it out, and what steps we
decided to take so far: -

1«

u.s. Officé’of Education - AN

One of the first things | did was to do research in the Federal Catalogue
of Domestic Assistance, the basic research tool for .federal funds. (I have
located up-to-date cqpies ,in the grants offices of the local_schdol system and
nearby colleges. State -and’ municipal grant offices would also: have -copies.-)

” -
~ i

- - o
-
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. The research was helpful in providing background on the various programs
of federal ,support to education, how much money is available for each, and the
procedures for applying. | noted that this year there were new federal pro-
grams for metric education, consumer education, and women's educational
"equity, and that the Elementary and .Secoridary Education Act had begen amended
so thht educatidnal innovations would now be in Title IVE rather than Title 111,
There are also federal funds for programs for gifted and talented, through the
Bureau for the Education ‘of the Handicapped. z o ;

" | contacted the offices in Washington that{handled these pr‘ogr'ams,' and
sent for guidelines and ‘application forms. 1n general, by late «February it was
too late to apply for most of these sources for the ¥876-77 academic year.

-

My regearch also- confirmed my hunch about federal funds. The federal
government generally does.not give funds for education directly to non-profit
organizations. The few exception$s to this are grants or coéntracts for special
research or demonstration pr'ojecfs of national significance, or for national or
regional technical assistance. The few progrms that are open to non-profit
groups, such as consumer education, are intensely cqmpetitive; thousands of
groups applied for a small number of grants. But most federal education money °

" is paid either to states, to local school systems, or to colleges and universities.
Often the money is given to the states to give out-to local schools or colleges.

N "

Local school systems or colleges can, however, make sybcontracts with
non-profit organizations like the Teacher Center to help them carry out a fegji
erally funded project. It is very helpful to understand the federal laws, regu-
lationg, and application procedures when approaching schools and _colleges’ to-
explore possible subcontracts for federal funds. <

s( espe-

«  We will continue to\pay~attention to federal funding op ortunitie .
cially next -year, but have no plans to seek any direct federdl funding this
year‘. . . » . . —— i

I

Local School Systems . ‘ ) : . .

Y -

.| met with the director of program planning- and the dir‘ect{:\r; of inservice .
education for the New Haven Schoois. We already had a conthact with New
Haven for $8,000 for this year, and have applied for $12,000 for ‘mext year, for
staff trainlng Telated to Title VIl of the® Erﬁergen_cy‘ School Aid Act (relatedgto
reducing racial "tensions in schools). By the time ‘| approachéd them;- in":Mara\,
it was too late to develop additional joint proposals.for federal funding for the
coming academi¢ year. The @ne exception was the Women's™ Education Equity,
Act. After several meetings we decided that national competiton_was too
intense, and bur owp expeérience in the area too limitecr, to make it worthwhile §
to- spend the time" required to prepare a good. proposal.! The work we are
already doing on sexjsm in education 'could bg continued without a large budget;

a federal grant in this area might be a distraction.

- | did find the few meetings | attended useful in renewing contact with
_school officials, asking. for their advice on our funding future, and learning
more about their plans. We left open the possibility that they would contract
with us for specific training services from time to time. '

A v
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| also met with the person in chage of federal grants in one sUbyrban
school system, angl discussed many possibilities. 1t is likely that they will
receive in-service training funds through Title | of the Elementary and Secon-
dary Education Act. /If so, they will probably use some of this money to hire
us, ¢ ;

We were delighted to find that a key administrator in this Suburban system
was eager to provide support to his teachers and was. open to using the
Teacher Center as a resource. %We decided to ask this system to join us and
the nearby state college in an application to the State Commisslon on Higher
Education for a collaborative program. (More on this below.) * .

It seems’ clear now that we need to have an onagoing Ymarketing" program
with all the school districts in the area, to encourage them to use in-service
training funds, either from their local funds or through special state or federal
grants, to hire us to do in- service training. \However, this appears to be an
enormous job, involving personal confacts and correspondence with 29 or more
districts. We have been saving this task for
immediate and promising leads. In the meantime, to prepare for the future
task, | have obtained from the State.Department of Education an address and
phone list of *all the superintendents inl the state, and a computer printout on
how much in federal funds was received by each school district in the state
under each federal program. As an introductory contract,
superintendents in our region copies of our May-June and summer bullentins,
and an invitation tg a lecture at the Teacher €enter by Ivan lllych. /

- A

' B

~

State Depa %ﬂt of ' Education '

]

future while pursuing more

we -sent the 29

| ' spent one aftérnoon making phone calls .to the State Education Depart- -

ment finding out whom to contact and what funds were available. The state has
o money of its own available for teacher centers, but handles large amounts of
eral funds. However, generally the state must pass these funds on to local
education agenéles. Thus if we.want to get these funds we need to subcontract
ith local school systems or with *a reglonal educational resource center.
.obftained copies of state guidelines for various federal education programs, and
a state grovernment directory, and,found ‘out that the man who coordinates fed-
eraI programs Jn the State Departant of Educatlon was very heIpfuI
Sooner\or later we want to spend more t|meA{th people in the State Edu-
cation Department, gettlng them’ to visit us, finding out about their future
plans. But there was no |mmed|ate prospect of funds

4

State Commission on Higher Education

* In Connecticut, the Commission on Higher Education has a small amount of
state funds to* suppart canboratlve efforts among school *systems, teacher traln,-
_ing |nS|t|tut|ons, and sometlmes communlty agencies.

When we first heard of the program, we decided not to bother with it,
because the grants would be smaII (maximum $7,000), and we expected the pro-
posal writing process, involving three institutions, to be an enormous .hassle.
But then ‘a. woman in the state agency encouraged us to give it a try. We

ro

decided to plan one meeting each .with a local school system and a teacher. train-
ing college, and see what we could LKG up with,

A\

-
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i We took the position that the college faculty and students had been using
t Teacher Center for years withdut paying for it, and that since the state
collewe did not have funds in ‘its own budget to pay us, they could help by
b::}ﬁg\us on this proposal. N s £
_ We were delighted by the response. In additon to -agreeing to support the
proposal, a number of college faculty agreed to donate thejr time to ‘offer
Teacher Center workshops and advisory services in return for our having col- -
lege classes visit the Teacher Center. The Teacher Center, along with college
faculty, agreed to provide training to the kindergarten teachers in the 'school
“system. And the school system was providing matching support by providing

»  released’time and travel expenses for its teachers.

. - > |,~ . .

. Thus in a few days of n\ietings; and proposal writing, we were '@eto,
come up with a nreat little package. Whether or not the proposal is approYed,

we have developed a stronger working relationship with these institutions.
«This seemed 't - be time well spent../2/

" State Department of Social _Services

act we have made is with the State Department of

‘. Social Services (formerly /fHe Welfare Department). Under' the new Title XX of

the Social Security Acts/ the federal government will reimburse the state 75 per-

cent of all money spént for training people working in social services programs

* funded by Title- XX. This is an- untimited pdol of federal mopey. Day care
centers for low income children are part of, Title XX. (Note that the day care
bill vetoed by-President Ford had no effect on Title XX training funds.)

The most promising c

We have been negotiating with the man in charge of Title XX planning to

obtain a contract as "experts" to provide training to day care ‘center staff mem-

- bers. . Early childhood education-has ‘always been. a major fecus of our work at

the Teacher Center, and we are committed to working with teachers of inners
city children. Thus this program has been very app‘ealiﬁng to us.

The ‘negotiat'ions have bsen somewhat complex. Since the state does not
have the mgney to pay the 25 percent local match, we had to agree to ,use
foundation funds to match the federal money. We actually have to make a gift
»of this 25 percent, to the state; then the state pays us 100 percent. (If you

.~ want more information about how we worked this out, contact me.) g

. . a )
Our proposed budget for 14 months is nearly $60,000 (of which we will -put,
up -$15,000). We hope to know in the negxt month or two whether this contract
will be approved. o i .o

This is a brand new federal program, so state officials are still figuring
out how to werk with it. We were fortunate to find a state official who knew
about the Teacher Center and was eager to obtain our training services. He
and l_have worked together closely on interpreting the guidelines and making
them work in our situation. . \

— & 4

r—

2We found out in “May that the legislature never appropriated the expected
Tunds for this program;

.
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Although we are trying to diver‘sify/l’oﬁr‘ sources of support, and not to
rely on foundations as heavily as in the past, we are aware that.foundation
fupds tend to be the most flexible and easiest to manage of the various possible
sources. of support. A.relatively short proposal, a simple budget, and an

_annual financial report and progress report are all the paper work that is

required. « This is ,in sharp contrast to the lengthy negotiations, quar‘ter‘l,y
reports, matching funds, and detailed records and accounts that wid be
required to manage the training contract with the State Department of cigl
Services under Title XX, for,example. : ’ -

We are stillzexploring whether there are other foundations that will pick up
where -the Hazen and New world Foundations are Ieavung off.

We are hopefll that the New haven Foundation will contine to support us
for at least two more years. This is a local community foundation. When we
ftist opened, they refused to fund us, apparently because they were uncomfort-
able with our last of formal relationship with the New Haven School System. Wwe
we applied f 976, a member of the central school administrative .staff
approached*the foundation with us to support our application; we .could show
them a history of cooperative efforts with the schools. ;

» .

%

In addutuon to foundatlons interested in the arts, discussed below, we are
exploring foundations which have funded programs in Connecticut. We found
one foundation which has its offices .in another state, but which has a group of

" board members living in New Haven: A representative of this foundatien came

to VISIt us and agreed to invite other board member‘s to meet us.

In-order to do research on foundations, | found that' Yale Unlver‘5|ty has
an Offite of Special Prjects and Foundatins, with a well stocked library -of
“reference materials. In this library, | used the Foundation Directory, the
Foundation Grants Index, Foundation.News, -‘the Taft Information System, and
annual reports of individual foundations. (The Foundation Center, 888 Seventh
Avenue, New York, N.Y. 10019, has the authoritative library on foundations,
and has branch I|br‘ar‘|es .around the country. Contact them to find out where
the nearest branch is to you. But also find out whether  any. community
foundation colleges, other " large, non-profit organization; school system, or
other government ageney, has g grants office with a good reference library.)

M N ] A 3

‘Sources Related to the Arts

. We have in the past received small matching grants from the Connecticut
Foundation ‘oh the Arts ($2,500) and the National Endowment for the Arts
($12,500) to support our arts and crafts advisory program and our work in
environmental design. We have been working for five years with architects,”
designers, artists and crafts people, including faculty _.and students from the
Yale School of.Art and Architecture. The arts and environmental design focus
is one’ of the mpst exciting aspects of the Teacher Center.

X There ar‘«.l a few dilemmas that puzzle us as we begln to explore fundlng
sources related to the arts. First, our commitment is to interdisciplinary
inquiry. 'We emphasize the uses of the environment, and the uses of arts and
crafts, as an integral part of curriculum in reading, math, scnence, spcnal

t .
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Humanities Sources

. Our Program Development Strategy .

S - . . - / - .

studies, etc. Thus all parts of our program, and of our budget, are needed in
order for the arts focus to make sense. In order to promote colfaboration
between teachers and artists, we need to have, on our staff of advisors, a bal-
ance of teachers and artists.

The reason this is a problem i
are only intere in paying the salar
for example, f a math and sciences ol early childhood advisor. Also, the
government arts ‘agencies ge eraIIy only /bay 50 percent matching funds. Thus
to obtain additional arts funding, we nged to spend more on h|r|ng artists, and
drain resources away from othdk basic riorities.

that the state and federal arts agencies
of artists, and have difficulty paying,

We are beglnnlng to explore the availability of foundation funding related.
to arts in education programs. The foundations committed to educational inrio-
vation, which have funded teacher centers over the past five years, feel thatr

they have done their share. But we want to find out wheth undations

interested in arts in education may now be convinced that the teacher centér
model is an appropriate vehicle for their interests. ~We also want to explore
whether such foundatlons would be WI||I€/tO support a larger segment of our
total program, since they are not limited by the legal'restrictions of government
art agencies. ) N . N

-

. . »

. So faf, in order to. explore this, we have done research on foundations
interested in the arts, and have sent for the annual reports of several possibly
relevant foundations. Soon we will begin sending preliminary proposals, making
personal contacts, and trying to get foundation representatives to visit our cen-
ter: e

-
hd ° i . a

- . ——
° . . A4

N »

The Connectlcut ,Humanltles Council, an agency establlshed with funds from
the National Endowment for the *Humanities, has 50 percent ?natchlng funds to
pay for collaborative programs between college humanltles professors ‘and com-

munity people related to the theme "Being Heard--People, Public Issues, and >

the Humanities.' -
A ’
We made contact. with this .agency, got on the|r mailing list and “obtained
their literature. This.'agency is unusual in jts effort to make its application
process accessible te inexperienced groups; they have even written a manual on
how to prepare an application for them.

2

However, we decided not to pursue this source at this time. Again, the
problem is matching funds. Before we raise special grants for extra projects,”

we need to make sure that our basic priorities will be paid for over the next
few years. Planning for a grant from the Humanities Council would drain our °

energy. We did, $however, make the Council's literature available t¢ our board
members, and WI|| keep this source in mind in case we get involved in a project
which might be enhanced by such a grant.

Our .decision about the Humanities Council illustrates our philosophy about
program—development. We have always started by doing things simply, at low
cost, because people involved with us want to do them. People with a special

-

-

A\




need, interest, and/or resource get together at the Teacher Center. Our
director, Corky Levin, andother staff support such efforts. We may spend
small amounts of our general Budget to pay people to pursue such an interest.
ThHus we pay someone $25 to do a workshop on mdking games, or on the use of
cooking in the ctirriculum, ,or on sexism in education. Out of small, informal
efforts, we often develop more formal pr‘o;ects, such as publication of books on
games -and ‘on cooklng

) ’ - . .

‘We try to make sure that program development grows organicially’ out of
the needs anfl resources of people involved with us, rather than as an arbi-
trary response to the fact that fynds are available for a special project.

Cor‘gor'a"tions

. -
>

It was suggested to us that we explore corporate g|V|ng as a source of
suppor't Apparently, in some communltles large cor‘poratlons have a budget for
community contributions. One advantage of corpordte giving is, that once a
corporation gives to a particular agency, it is likely to continue that support
yeaPr- after year. Since corporations tend to be more conservative than founda-
tions, they are less interested in innovation than in supporting stable, sound
.pr'ograms. .. < . .

In order to'find out about. this, | went to see a man whgo has been a . )
leader in the philqnthropic community in New Haven. He is a lawyer who has
been involved in fund-raising Qampalgns for many of the creative arts organi-
zatlons in the New Haven area. '

\

. He told me that, in all his years of experience, he has nfever known any
of the large publicly owned corporations in the New Haven area to support any
individual community arts pr‘ongEv or othet communlty project. The corpora-
tipns give‘to the United Way, and possibly to the hospltal and then they stop.
They are afraid' that 'if they givé to one.small program,
with r‘equests from aII the others. ’ ) . NS

Because of th|s advice, we crossed large corporations off our list of pOSSI-
ble Jeads. | was gr‘ateful te- be able to benefit from other people's exp,er'lence, .

and 'not waste time in this area. o

-~ . o
-

", Even though the large Gorporations are unlikely to help .contributing cas.h, .
man y of them are able and willing to contribute in-kind resources. The phone
company, for example, has its own printing shop, é;\d will print brochures and
pamphlets for local gPoups ‘without charde. Many r‘poratuons contribute scrap
materials to our recycling. center .

» N \ MFEEE Y

would ‘be interested _to learn from other teacher center(wha;t the|r'

experlénce is W|th cor‘por‘ate g|V|ng in thel{‘ communltles o

Community Fund-Ra|S|Dg 0 oo ‘e ‘

»
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Our Teacher Center has never put energy into fynd- r‘ai‘sing in, the local
community through mail campalgns, theater benefits, bake sales, rummage. sales,
or other volunteer-run fund-raising activities. Recehtly, we Have begun to
reconsider whether we should get lnvojved in such, efforts.
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We are concerned about the time and effort it would .take to organize a
volunteer group to work on fund-raising, We have numerous people who gladly
volunteer to help develop displays at the Teacher Center, to write books on
curricidlum ideas which we publish, and to spread the word about the Teacher
Center. But the teachers, parents, and college faculty and students who have” -
been ipvolved with us are not the people in the communjty who like to spend*
time on fund-raising. .. ", . ’

Although we keep discussing whether we should work to develop a group
called "Friends of the Teacher Center," whose task would be to raise funds for
us in the community, we have not yet come to‘the conclusion that this would be
worth the time and effort it would take. '

<

-

- We have one idea which we may pursue this fall. "This would bez; series
%of neighborhood social gatherings as Teacher Center fund—F:'aising events...*Wé
would ask people to give parties for their own friends and neighbors, at which
-7 we would ‘-be present to, tell about the Teacher Center and solicit contributions.
This idea appeals to us because it would also encourage people in neighborhoods
to~ get together to talk about public education. It would be an effot in building
. networks of support for the Teacher Center and what it stands for; nbt just an
effort to get money. It would also involve limited time and effort by Teacher .
Center staff and board. . :
o <

It is possible that through the social gatherings” we will find people who

are willing to volunteer to work on fund-raising for the Teacher Center.

The ambivalence about community fund-raising is also connected with a
hard-to-describe fear that somehow our nidentity" will be advrsely affected by
the wrong kind of fund-raising effort. We want to. be sure that teachers and

> parents who use the Teacher Cenfer feel the place belongs to them.
* In the long run, | expect that we will test out, in small ways, such as the
social gathering, how—we can gain the support of people with money and/or
fund-raising timeswithout losing the support and trust of teachers and parents.

Fees for Our Services» ) Y

We have also been struggling with the ‘question‘of whether to charge for’
our services. But in this area we have alréady made considerable changes in
the past year. We have had to convince ourselves that it is legitimate to
charge since we need this support in order to continue to offer high quality,
valuable services:~ We still want to be careful so that our fees do not prevent
teachers and_parents who cannot afford it from using our Center. We want to
~Jearn more about how the pricing structure affects who uses the Center, how
they feel about the Center, and how well they make use of our services.

] ° .

For the .first few years, all our services to individuals were free. We did
not even charge for coffee. The only exception was_a tuition fee for our
three-week summer workshop. We did charge nomihal fees to school systems
who contracted with us to do in-service training workshops, or to a Head Start

. State-Training-Center-which -hired .us_as consultants. = ] N

. In the past year we have begun to charge small fees for most of dur activ-
ities. We charge $2 per person for a workshop, 25¢ for coffee, '$2 per bag for
sy L . ., » . o@ ° .
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recycled materials, and a small mark-up fer books, homemade toys and Teacher
Center t-shirts in our bookstore. We have published a book called Using
Foods, and obtain tiny royalties from the publisher and more for those we sell
at the center (UsMrafts, Using Space, and Using Games will be going to
press soon). We charge $25 when a college class or other group comes to the
Teacher Center for a.field .visit, and $50 if we run a workshop for a visiting
group. We do not charge teachers, parents and students for the use -of the
Cener 6n a drop-in basis in the afternoon, nor for individual meetings with our,
advisors during that time.

These fees do not begin to cover the costs of, keeping the Teacher Center
open and staffed. Thus now, when we negotiate ‘traets with larger organiza-
tions such as school systems, colleges, and government agencies, we are begin-
ning to insist on a price that pays not only for the services of a particular
advisor on—-a particular ddy, but also for the use of the total Teacher Center
‘resources. We are beginning to ask people,to pay for the use of our space,
curriculum materials, “equipment, for the director's time in coordinating ,any
activity, and" for something toward the general Teacher Center program. We
try to emphasize that this is not the same as "overhead"; the availability of the
Teacher Center to staff of schools, college students and faculty, etc., is a ser-
vice that systems must pay for. . o

Since ever‘y;‘ insititution has different rules about what they can pay for
and on what basis, this tends to be a difficult area to handle. Also, since we
are still new at this, we are working to find out what kinds of pricing for our
services makes sense in terms of the "going rate" among other organizations,
and what appears to be unreasonable. | want to spend more time talking with
other groups which are involved in contracts for services to find out how they
deal with tj#e%e issues. . !

Colleges and Universities ~
. > .

We want to find out more about how we can collaborate with local colleges
and universities, and how these joint efforts can help support us. In the past
we have worked informally with colleges and universities, and have developed a
favorable reputationand many allies.

v

| have appojntments with a grants officer in one college and an, Assistant
Dean of Education in another to explore how we can work together. \I nt to,
explore whether we can jointly offer credit for courses at the Teacher Center,
and how the tuition for such courses would®*be divided between the colleges and
the Teacher Center; whether the colleges can pay for the use of our facilities
by student$ and faculty, even without credit; whether the colleges and we can
jointly applﬁ/ to federal, state, or foundation sources for grants or contracts.

One reason this kind of collaboration is important is that many sources of
federal and state funds ‘are available_only to colleges and universities and/or to
local school systems, but aré not available directly to non-profit organizations.
Yet a non-profit group like the Teacher Cénter can be a .sub-contracter in
many such grants.' It is likely that art alliance with a teacher center might
sirengthen the ability .of a college or.school system to obtain a special grant or

. cntract.

-»




*  Final Remarks ’ - ' \

We have been thinking hard about our relationship with money. We want
to have enough money to have the freedom to carry out the programs that we
believe in; but we want the autonomy and freedom to make careful decisions
about our priorities, our use of resources; our style of working.

It also appears that the strategy of looking to many diverse funding
sources may help preserve gur autonomy. We are trying not to be dependent
on any one source for our future survival. ’ ’ ,

We have been fortunate to have the grant from the New Haven Fo®ndation
to pay for my time to work on these issues. We are not sure whether the
half-time, . six-month assignment will be enough, or whether we need a program:
development/fund-raising person as a permanent part of the Teacher Center
staff. C o - .

This work reminds me of detective work. There is a lot of drudgery,
investigating many possibilities, before one finds an occasional clue that may
lead to a solution. And as in the real world, the mystery may never be °

- solved. But there is also the excitement of finding out about a new resource,
finding -an ally in an unexpected place, seeing a way to put pieces together
that will enable someone to support us. ’

We are eagér‘ -to hear,from other teacher centers to learnsof their experi=
ences, discoveries, and choices in planning their funding strategies.

. L}
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A few months ago, a packed audience at a National Council on Philanthropy
meeting heard Henry Brett of Chevron discuss "The Appropriate Way to
Approach Corporate Donors." Approach corporations confidently, Brett said,

\but first do your homework, get to kno e corporation, the personalities, the
corporate interests, their programs and goals as outlined in their annual reports
(emphasis is mine). Brett went on to say that grant seekers should learn what
the corporations are trying to accomplish through their donations made locally,
regionally and nationally. ) :

~~He finished by saying that the interest of the stockholder governs contri- .
butions, not the interest of management. While corporations strive to be
community-oriented they must also be conscious of how their actions will impact

upon the stockholders. Brett's comments were followed by those of some
natidnally-known fund raisers who said that, indeed, this was pretty much
applicable across the board in the area of corporate giving. - .

Sound advice, except for some nagging inconsistencies. First, not one
corporation in fivé makes any mention whatsoever of its corporate philanthropy
in its annual report. Of the hundred or so | studied, . only a handful noted
specific. areas of interest and only one (Equitable) mentioned the exact dollar
amount given away. Not one mentioned who the potential grant seeker should.’
contact. g

Second, even for those corporations with foundations, researchers must, in
most cases, do a blind search through the 990 annual reports. Because most
corporations keep minimum assets in the foundation (it is not unusual to see a
corporate foundation with assets of $200,000 giving away $300,000--the company
flows the money through the foundation but doesn't leave it there), hundreds,
of corporate foundations were not.included in the last edition of The Foundation
Directory in that they did not have the minimum $I million in assets nor.grants
in excess of $500,000 to be included. & %

Third, " some corporate foundations aren't named for the corporation at all,- -
but for the founder of the corporation or some 'name pulled out of a hat. Want a
grant from the Consumers Rock and Cement Company? °Go the the Harney
Foundation. The United Tanker Corporation? Jry the International Foundation
in New Jersey. ( . '

-]

- Do vyour homeworﬁ with corporate philanthropy? Good idea, but consider
athis: corporations are not required to divulge their specific contributions to
their stockholders, the general public or ‘the Securities and Exchange Commis-
sion. Even IRS doesn't receive such information as a matter of course (but can
request it during an audit). - A spokesperson: of a major national auditing firm
told me that seldom will the au%iting firm itself request specific contribution
information during preparation of a company's’ audited financial report. Even
when the auditor requests such information, jt is not always forthcoming.

As far as stockholder influence on corporate grants, Deep Pockets had
some comments on that.

Deep Pockets: Of all the myths suepounding corporate philanthropy, this
is one of the most widely held. There is nho basis in truth. It's important to
remember that public utMities, mutual insurance companies and family-held cor-
porations dgﬁ't have stockholders, so we can. discount them. i .

.
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"For those corporations, that have stockholders,” let's look at how they
work. Cities Service Corporation, the oil company, has over 135,000 stockhold-
ers, yet fewer than 150 showed up for the last annual stockholders' meeting.
This pattern is not anusual at all. As_ you noted, the SEC does not_require
any philanthropic information in the annua| report to stockholders, s the vast
majority don't know where, or if, the corporation is giving. Corpo ations are
controlled by management, pure and simple. When corporations change presi-
dents, it makes headlines the same way a change in presidents in France or
Mexico does. ' :

"Add to this the new, stiffened SEC regulations on proxy fights (if a
non-management resolution fails to get at least | perce of the stockholder
votes, the group bringing the reselution must pay all costs; if the resolution
does not get at least 3 percent of the votes, it may be excluded for five years,
and at the second hearing it must receive at least 6 percent or it can be
excluded again) and you see that management is in a vYery powerful -position.

"But perhaps the most important concept to bury the 'stockholder power'
myth is what is known as the "Wwall Street Rule.' You see, people (and univer-
sities and mutual funds) don't buy stogk in “a company Because they are inter-
ested in the way that company performs on the stock market. If the stock goes
up, that's good, if the stock goes down, that's bad. The Wall Street' Rule says
if you don’t have faith irr the company, sell your stock. Believe me, if manage-
ment likes mental health and tap dancing, the corporation likgs mental health
and tap dancing. Can you imagine management writing a letter to stockholders
saying, 'We give to our Alma Mater and we think we should give to- yours.
Serid us the name of your college and we'll send them a check.' "Now as far as
researching corporations is concerned, a person should start with his or her
own agency. Find out how many employees of the ABC corporation used the
agency's services last year, project how many Will use them this year and then
tell the corporation exactly that. To help people learn how to find out what a
corporation will fund, why don't you.pick a corporation that doesn't have a
foundation and research it. If the man from Chevron suggested you look, why
not look at Chevron? I'll give you a hint: ~ you may not find anything listed
under the name 'Chevron'; last year it was called Sta'rldar'd Oil of California."

4 ¥ %k % Xk % % % % %k X ¥ % X X ¥ %X X X

The next morning | set out for the library at the UCLA Graduate School of
Management, one of the largest corporate reference libraries in the world. My
first stop was the Standard and Poor's Register of Corporations, Directors and
Executives. This register which, comes in two volumes, contains basic informa-
tion on most major corporations. Volume one contains information on, the cor-
poration itself; volume two gives brief biographical notes on the key executives.

Taking Deep Pockets' advice,. | looked under Standard Oil of California
instéad of Chevron. There'it was...but what was it?, At first, the information
" seemed helpful. There was the address of the main \’Jffice, 225 Bush Street in
‘San Francisco, and there was a telephone number: (4I5) 894-77004

So far, so good, Next: ran down the list of executives to find out who
within Chevron is responsible for contributions. "This is really too easy," |
thought, "I already know Henry Brett is my man." But when | went down the
list, no Henry Brett. . -

v
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So with whom, if | didn't already have Henry Brett's name, should | make
my initial contact? -There was the chairman and chief executive officer, H.J.
Hayes. Maybe | should start with him (or was it her? The hook didn't say).
Of course, there was the vice chairman, G.M. Keller. If G.M. was in charge
of philanthropy, would he/she be hurt if | want over his/her head? What about
the president, J.R. Grey? Doesn't anybody luse first names in this company?
There was a vice president for public affairsy G.T. Ballou. ~| bet G¢T. has a
hand in this somewhere, as does H.R. Hammerman, who is head of advertising.
| was accumulating a great deal of information, but very little knowledge. .

Blightly daunted, | moved to volume two. The only. person listed was H.J.
Hayes, and from the bio | found that H.J.'s first name is Harold, hé was born
in Ft. Worth and attended Texas A & M.

| then :moved to the reports. Every corporation publishes three reports
that are available for public inspection\ the I0K report, a no-nonsense compita-

¢ tion of all the financial dealings of the ‘corporation during the past year (all the

"substantial" financial dealings, that is); the 8K report,_which is a quarterly
summary similar to the 10K; and an annuadl report to stockhdlders (ARS), which
is the slick, handsom piece most of us think of when we think of corporate
‘Feports. : .

| tried the I0K first. ' found that the company's net earnings for 1975
were $772,509,000. This was down, | was told, from the $970,018,000 earned in :
1974, but was stil{ the second best year in the history of the company. Nowhere ¢
was there a mention of the amount of contributions, if any, made by Chevron. .
When you have earnjngs like that, things don't become "significant" until they

reach $40 or $50 miltion. s
. . {

p The 8K was no help either.

The annual report to stockholders was -differént. At the very end of the .
narrative portion of the report were two small paragraphs under the heading
_"Helping Through Contributions," or something like that. The company makes
grants, the report said, in.the areas of education ("to universities and colleges
for research, scholarships and general support"), youth ("to such organizations

" as Scouts, Community Pride, Urban 4-H and minority training programs"), the

arts ("local symphony orchestras, music edu€ation for schools, art organizations
and_ cultural radio and’ television broadcasts"), health ("for local charities, hos-
pitals, health research and traffic safety programs") and conservation and beau-

* tification (for "parks, wildlife and 'botanical societies, energy conservation stud-

ies and land gifts for recreatipn, along with expenditures for beautification of
company facilities"). Nowhergq was there any mention of how much money .
Chevron gave away, the types of agencies they would or would not consider, ;-
how, when or where applications shotild, be made, and still no mention of Henry
Brett. Curiously, too, although Bret{fsaid that his company's purpose "is not.
to give to nonprofits but to give toQgeople through nonprofits," the annual

% ‘report listed not people and programs, t nonprofits.

< | decided to go to the source and dialed the number -l found in the Stan-
.dard and Poor's Register. : ‘ .
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"Good morning, Chevron, USA." _ '
. , s, ~ -

"'d like to épeak to someone in charge of contributions, please."

(pause) "Just a moment." (longer pause) "That would be Mr. Brett. His
phone number is‘894-256.6."
. ’ v
| contacted Henry Brett, who turned out to be very articulate, very sym-
pathetic and filled with the desire to stay off the record. He did say for pub-
lication that Chevron gay away "around $5 million" last year, and they don't give
away gasoline. When | asked how people should attempt to find out more about
Chevron's philanthropic interests and goals, | was told that "some people call, -
some people write us and ask us and some people come_in." *

S ¢

I'm not picking on Chevron and I'm not picking on Henry Brett. The fact
is there is very little sunshine in the world of corporate philanthropy. There is
a shroud of mystery over the philanthropic efforts of most corporations. Many
corporate executivesact like foundation executives did.20 years ago--in despair
because their good deeds go unnoticed and in fear that too much exposure will
send a hoard of grant.seeKers-down on them like avenging angels.

Even some of the best corporations seem tg go out of the way to keep Yyou
in the dark. The Oscar Mayer Foundation tells grant seekers that grant "pre-
ference is given to cemmunity funds, hospital building campaigns and welfare
agencies which operate in those cities in which the processing plants of Oscar
Mayer & (o. are located." But it does not mention what those cities are. The
Cabot Fouwdation in Boston says that unrestricted grants are primarily directed
to thoge regions where .Cabot employees are available to.maintain ‘direct contact
with grantee agencies. Again; the Cabot Foundation lets you guess where those
regions are located. Researching corporations is like playing Twenty Questions.

w \:

-

As & résult, most donees haven't the foggiest notion what a, corporation
really wants and often fire grant requests from the hip. The stockholders
don't know anything, ‘except what' they learn from the platitudes in apnual
reports. More.sadly, most corporation employees don't know what their cor-
poration is doing, and whatever sense of pride or goodwiH that the employees
might have felt is lost. .

Even scholars and journalists get lost. Marion Fremont-Smith, in her book
Philanthropy and the Business Corporation, wrote, "There is deigi a need for

more precise infgrmation on The extent of corporation philanthropy... one can
note overall growth -and can be assured that the large companigs.are making
substantial .contributions in. terms of dollars, but b®ond that -it‘is difficult to
be precisel © .’ : e, 5

{ Yet as imprecise as researching corporations is, Henry Brett is right. You
should try to understand what management of the corporations is "thinking.
"And stop lumping us all together," Deep Pockets said, "Perhaps one out of
five proposals | get' these days from educational instituxions is to establish some
sort of free enterprise chair or sponsor some semina called 'The Future of
Tomorrow is the Corporation of Today.' Isn't this fostering the very process
we're trying to.get rid of? Who do they think they're kidding?"

5‘\
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One way to find out what corporate management is ‘thinking: is the most

' obvious way: call them on the telephone. Unlike most foundations, corporate

executives reported feeling comfortable with telephone inquiries or personal:

visits. Be careful, however, that a c
posal review.

A common mistake made by inq:.lir'
porate giving is housed in the public

asual inquiry doesn't become a full pro-

0

ing grant seekers is to assume $hat cor-
relations department. This is true only

about 25 percent of the time. |f your initial request to be connected with the
person in charge of philanthropy meets with an inappropriate response ask to

speak to the president. The preside
about 25 percent.chance of being right
In fact, you may never talk to the -
President's secretary as your ally.

N

To understand whal a corporation

Nt may-not be the right person (again
), but the president knows who is right.
president, so remember to consider “the

believes, you need only find what man-

agement believes. A source of information about management is Who's Who and
Who Was Who, both nationally and regionally. Here you will find hometown,
school, awards, offices, boards and other community connections that manage-

ment has. Who Was Who is important ,

because even 3jhough a company founder

may- be long dead, his predilections may still linger. Kodak would be reluctant
to give to a Rochester agency that George Eastman hated, though he died years

ago.

v

An important but seidom used research- strategy is trying to up cor_rpor'ate
executivés who sit on private foundation boards with the interests of the foun-

dation. If a corporate executive sits
both strongly igvolved in arts funding

is also inclined” in favor of the arts.

-

on twogfoundation boards and they are
+ chances are the executive's corporation
The best way to check this is in the

index of the Foundation Directory, . which, will give.you a list of all donors,
trustees and administrators of the major foundations W America.

< In all corporate research, it mus

t be remembered that corporate philan-

thropy is among the most provincial: the closer your ‘agency is to the corpora-

tion, ‘the better your chances of fundi

ng. Most corporations will not give out-

side of their plant cities. An obvious, part of your corporate search must be

done at home. Check your’ local chamb
of local corporations. If there is a uni

er of commerce--many publish directories
versity with 3 business school nearby, it

will invariably have an extensive library of corporate information, including
Corporate annual reports in many cases. (’I seldom found much of merit in the
annual report to stockholders, however, and | don't feel you uldgspend a

great deal of time securing them. They often tell you more about\ithe corpora-

tion's advertising agency than the corp

oration. On the other hand, don't ignore

them completely. They do give a flavor of the corporation. ) )

-
Of course, for those corporation

s with a foundation, your research is

greatly simplified., These corporations must publish a form 99G-AR detailing
every grant made by the corporate doundation, including the recipient, the

anfount and purpose of the grant.

inspection as are all private foundation
Center collection libraries in some 60 cj
ing Foundations: How to Identify Thos

These 990-AR's are available for public
‘reports and may be found.in Foundation
ties across the country. (See Research-
e that May Support Your Organization,

which is available as a reprint from the

Grantsmanship Center.)
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The Handbook of Corporate Social Responsibility (see bibliography) is
another source of information, but must be viewed with a gimlet eye. Hundreds
of examples of corporate philanthropic endeavors are listed in this- book, but
not only is the book now seriously dated (mostly 1970-1972 information) most of
the information was written by the corporations themselves and often portrays a
company less as it is than as it would wish to be. '

For all this research, you still may- not know much more about the corpora-
tion- than you did before, but at least you can be candid when you say, "l've
researched your company as thoroughly as possible and feel this project is right
down your allew." - ’

APPROACHING CORPORATIONS

After your research is completed and the name ‘of your corporate contact
has been established, there still lies ahead the challenging, sometimes chilling,
process of requesting the suppopti .

~ ’ &

As mentioned earlier, corpbrations feel comfortable with the personal
approach. This "hands on" grantsmanship is typical of the way many corporate
people like to conduct all their .business and they are very good at putting
supbtle power factors into play< Contrary to popular opinion, many corporate
_decisions are made on impulse, and grant making is no exception. Clement
Stone, the flamboyant Chicago businessman, is said to have made up his mind
about funding a project based on the eye contact of the applicant and the man-
ner in which he or she approached the desk. o

Corporate power can be exercised in many ways, so be prepared= The
.president of a large national public relations firm .has his office furniture
designed so his chair is almost a foot higher than those of his (intimidated)
guests. , y ‘

Because &rporate giving is so local in scope, the likelihood of & personal
approach is™*better with corporations than Wwith most large foundations or federal
agencies. This can be both a strength and a weakness. The grant seeker's
access to corporate people is high, but the skill involved in personal°contact‘
fund raising is not within everyone's grasp. The meek may inherit the earth,
but their chances of seturing corporate grants are not good. .

Although ur first meeting with a corporate executive may appear to_be
an information-s ering "let's .rap" session, be prepared for a total oral presen-.
tation. There may not be a second. Corporate executives, pride themselves on
making decisions and the chances are good that some decision will be made at
the initial meeting. Be ready to back up any projegted employee ‘benefits with
facts and statistics. Always request an exact dollar amount. Any hesitancy in
this area will be viewed with suspicion. Moreover, you should be prepared for
the almost inevitable question, "What have other corporations given?"

An .additional tip from an expegrienced corporate fund raiser:- "Never give
them someyging to read while you are talking. When people are asked to read
and listen at the same time, they don't do either very well."

*
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One way to make the personal visit less intimidating is to bring a friend,
hopefully one that has some personak or peer relationship with the corporate
. executive. This is an old ploy in diplomatic relations (if they have one nego}g-
tor you bring two, if they have two, you bring three) and serves one very
important Tunctién: it keeps the conversation going. . You never know“how long
30 seconds can be until you've weathered a half-minute of silence in the office
of a corporate executive. ~ .

. : -

Even when contacting a corporate foundation located halfway across the
country, the persomal touch on the local level is still very important. If a cor-
porate foundation is interested .in your proposal, often the foundation executive
will contact the local branch or plant manager in your area to find out some-
'thing about, your agency's background and community standing. If you contact
the local manager prior to making your submission to the corporate foundation,
you may find that a positive response locally will go a long way in influencing a
‘decision at the corporaté headquarters. If the local manager. is willing to write
a letter of endorsement, so much the better. ‘

_ TYPES OF CORPORATE SUPPORT = . ° o :

) i ‘

As every corporate philanthropist is quick to tell you, corporations have-a
lot more to.offer in support of charitable organizations than money. And in the
area of inkind gifts, ‘corporations have the potential to Be more creative than
any_other area of philanthrapy. . . ’

. .

D'Ther‘e are six basic areas of support you should consider from corporations:

»
-

I. - Outright gifts and grants.

As mentioned earlier, outright gifts from corporations tend to be smaller
than foundation grants. Many corporations still feel the "good will" generated
by a large number of small gifts outweighs large grants made to a few projectss
Generally, those corporations without foundations tend to give more for general
support, those with foundatidns tend more towards programmatic drants. It
should also be .noted that many corporations, including some of the largesty
allocate corporate gifts to a geographic area in direct proportion to ithe number
of emplowees living In that area. |If 20 p#&rcent of the total Xerox work force

- lives in Dallas, f example, about 20 percent of the Xerox fund'sggr‘ants will
go to the Dallas area. co- O

9 »
a

~According to Ed Booth of Cummins Engine, outrig gifts,’can themselves
be divided into four groups: 2 B

] The check out the door--always small gifts, usually ‘with little plan-
L ning or concern that the gift falls within philanthropic o??actives.
B Purchase of Girl Scout cookies, a pledgt to the Jerry- Lewisitelethon
or a ticket to a $/00-a-plate fund raiser fall .within is category.
Nobady is particularly proud of these gifts, but “nobo begrudges
them either. i

_‘ R ° ° v

° The general support contribution--these are gifts made to agencies
é more for their -overall respect or good work rather than a specific
- project. Most corporfate gifts to higher education, especially alumni

¢ .0 4
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associations, fall under this category. Newer or less established
agencies may find this type of support hard to come by unless a
. direct link between company and agency can be established.

] Programmatic grants--grants to specific problems. Thes& are the
grants that corporations with defined philanthropic objectives prefer,
because projects are identifiable, time- limited and can be evaluated.

. Corporate-sponsored prajects--a rare breed, these are pﬁjects that
the corporation initiates, either by selecting an existing nonprofit
agency to carry out the project, such as driver safety research con-
ducted by an automobile insurance company or an experimental farm
run by a producer of chemicals and frr'tilizer's. '

2. Matching gifts by employees .

Historically, this had been the exclusive provincer of higher education,
although many corporations are now extending the' matching gifts concept to
arts groups, hospitals and the public media. A corporation with such a pro-
gram matches the contributions of its employees to certain types of organiza-
tions. According to the Council for the Advancement and Support of Educa-
tion'seNational Clearing House for Matching Gifts Programs, almost 700 corpora-
tions now have some sort of matching gifts program (CASE has a brochure
which lists those corporations--see the bibliography).

Some companies match dollar for dollar up to a set figure, while others,
notably Exxon with its new three-to-one program, more than match. This type
of giving is growing in popularity, both because it is seen as an employee: bene-
fit .and” because it takes the heat off the corporation. -As far as recipient agen-
cies are concerned, however, the matching gifts concept is* still a very exclu-
sive club. T

. 4
3. United Way o

- B - . v
. .

Although one might argide that this is less a type of gift than a type of
recipient, the controversial United Way/Corporate connection must be seen as a
process- as well as a product. Not only does sroxifmately 50 cents out of
every corporate philanthropic dollar go’ to loc 1'1%&;::& Way, the amount of time
spent by the company's per‘s%npel t;/ccndﬁa,compa campaigns is enormous,
as is the ancillary costs of paigns, such as payroll deduction,costs,
accounting, special flyers, s, rallies, et¢. Although the United Way con-
stantly. proclaimé tow fund-raising costs, when you compare the corporate outlay
of time, money and facilities -to the actual funds received by United Way agen-
cies, United Way's fund raising costs are considerably higher than you may
have been led to believe. .

¢ s ;

- Not only is corporate philanthropy the playground of the United Way, the

United Way is the playground of corporate executives. In almost every “eity,
- *it's-"the biy corporate executives who run the United Wa ampaigns. "When
David Packard took bver the United Way in Palo Alto, contributions jumped I5

- percent,” Frank Koch said. When Simon Ramo {he's the R in TRW) headed the
Aos Angeles campaign, corporate executives all over Southern leifor‘nia were

P
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scurrying for cover to avoid his media blitzsand personal gtrong-arm fund rais-
ing. Nobody can twist the arm of a corpdrate executive like another corporate
executive. . . &

-
©

Unfortunately, many of the corporate people involved with United Way fund

raising lack the ethics and professionalism that raising large sums of money
r‘equires .In Chicago, for example, there has been an unwritten law that com-
. panies who give $30,000 or more to the Crusade of Mer‘cy (Chlcagos brand of
United Way) will not Re bothered" by membeér agencies of the ‘Crusade for
funds ‘during that year. ("Excuse me, |'ve just discoyered a cure for cancer.

* Would you support my program to pass this miratle along to the rest of the
world?" "It's a miracle | don't throw you out -on your ass. | .was told ydu'd
stop pester'lng me lf) gave my fair share.") )

s Many corporate phllanthr'oplsts are questioning the United Way, but seldom
out in the open. "You give because you are e)?Bected to give," Miltdn
Moskowitz said. "If ydu don't you're going to get Killed." Maybe killed is too

strong a word .(and then again...) but United Way pressure on a company can
be a terrible thing to watch. In turn, cempany pressure on individual employ-
ees can be equally fierce. On a recent local television talk show on corporate
philanthropy which invited viewer call-ins, 75 percent of the calls we received’
asked how to legally deal with company pressures to sign forms authorizing con:
tributions to United Way to be deducted from paychecks.

. Corporatlons may question the United Way, but getting out of the relation-
ship is another matter. Many Los Angeles corporations that.made gifts through
Associated In-Group Donors (AID), which has been a rival funding source of
the United Way for many years, found that their money was being turned away’
by agenc1es that also %et money from the United Way. These agencies weres
being forced to turn the funds away because to accept them would jeopardize
their continued membership in the United Wayt The United Way works hard to
remind corporations that their way is the only way. Some corporations ga so
far as to refuse additional, spetcific funding to any United Way agency. This is
probably one of the dumbest ideas ever perpetrated on phllanthr'opy, but "the
un Way mdulges it.
. ~
Of growing concern is the reluctance of most United Ways to accept new
agencies. According to David Horton Smith, a Boston College sociology profes-
sor and former head of the Association of Voluntary Action Scholar‘s, more than

90 percent of the agencies receiving funds from the United Way have been sup- .,

ported by the United Way for more than 10 years. United Ways in ,many cities,
citing declining support, have refused te accept any new agencies ‘whatsoever.
This had led many people to challenge the corporate policy of allowing United
Way solicitation. within the company while not allowing other agencies and united
appeals the same privilege. Most corporate eXecutives, however, resist any
change. One corporate executive said,. "Just for openers, we have a United
Way rally every year. This lasts almost half a day. |If we had a dozen drives
with a dozen rallies, we wouldn't get much work done." . g

Without corporate support, the United Way gould practically disappear‘.'For‘
—.....this reason, whatever corporations may think of the United Way, ‘the pressure
to remain part of the "team" will be extreme for years to come. )

»
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4. Released staff time/volunteering.. . ,
L ) o B v ) “gv)
In° a study: done for the Fildr _Commission, “the Conference Board reporied
» that of almost 400 corporate presidents %:er'iecf',mQZ percent said they did*phi- .
lanthropic work on corgpany time, with 25 percent stating they spent five hours
or more per week jn such® activities.” Although as noted earlier, great portion .
of this time must be "attribdted. to United Way activities, the cohcept of giving
people as wel1.a§ money has begcome very-attractive to many corporations.
A\

There are three ways corporagfons provide this pgople support. The first
is a company incentive program based on the IBM .Fund for Community Services,s
wherfe the company will financially support community organizations in ‘which an
IBM employee is a volunteer. Tb get the funds, an employee writes a request -
that describes the project, the amount requested and the employee's involvement
in the project. Ninety percent of all employee’ requests are approved.

o

The 'second is the loaned executive prpgram,\sw the Xerox Social Ser-
vice Leave Program and the IBM Faculty Loan Program. tinder such programs,
an employee-is released to work full time with a nonprofit organization or com=
munity group for pgriods of up to one year while recefying, full pay from. the

. corporatiort. Fer obvious reasons, the number of execufives. available is limited .
¢« _and competition is stiff. This concept receives a tremendous amount ‘of pub-
. licity and more corporations are trying it out, but some corporate people are
“1° whispering that some loaned executives never come back and many who do have
a ‘hard time catchingeup with their associates who spent their year trying to

move up. o

Y

The third way is a corporate;wide Vvolunteer effort focusing all employee
volunteer efforts on a particular agency of programmatic area, Again, Xerox
leads the way here, with its Community Ipvolvement Program. Many corpora-
_tions such as Bank of America, GTE Sylvania and Samsonite have been working.
with professional volunteer coordinating gmh% ndtably the-lnvolvement Corps
(see list - of r‘esogr‘ces), to set up corporate- ide volunteer programs. This.

concept has the obvious advantage of allowing employees to understand and par-
{\/ﬁcipate in, the corporation's philantHropic pPogram While at the same time pro-
»

] viding an arend for employees to get together away from the office: )
‘& ’ M - . .o '
5. Gifts in kind. . . e .o
- o ’ . A
The 1969 Tax Reform Act put a terrible dent in corporate gifts from inven-
tory, but fortunately the 1976 Tax Reform Act has “straightened things out a lit-
tle. Prior to 1969, corporations wete’ allowed to deduct the market value of a |
product given to a“thatritable organization. Pharmaceutical companies found this | ¢
especially attractive, and many free clinics, bhospitals and integnational reltef
programs were Kkept solvent as a result. The 1969 Tax Reform Act wiped out
this ,advantage overnight, allewing corporations to deduct only the actual manu-
facturing cost of the product donated. While this°did, not stop corporations
from making gifts from inventory, it did. remove the tax advantage, which is °
the prime mover for cogporate philanthropy ™ ./’ . ‘ '

°

2 B °

The 1976 Tax Refor , Act has put back Some of the advantages the 1969 act
took 'away. Now- cqrhoratiyns are allowed t deduct gifts from inventory based -
@ on the cost of ‘the property\plus one-half the appreciated value of the property .

panURacturer's pst and (rétait tost)_-or twice the_cost;
l 4 / |. - X - s .
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whichever is less. Althqugh this isn't as advantageous as in the pre-1969 days,
it is now more attractive for a corporatian to donate an inventory item that
declare an inventory loss, which was the corporation's other choice under TRA
'69. In order for the corporation- to take the new deduction, however, the-
recipient organization must wtite a letter to the corporatignf stating that it is a |
nonprofit” tax-exempt organization, that- the p"r‘o"per‘ty wAl not'*be re-sold and
that the property will be used for the furtherance of the ‘exempt purpose of the
. organization (actually, the act says "exempt purposes for the care of children
or the il or needy," but this restrictjve cfause will probably not live through
|t.s flr‘vst‘court test). - . Y
<A word of caution on gifts of inventory: many corporations, including
Sears, Xerox'and Chevron, haye strict interndl guidelines forbidding donations
out' of inventory. "Xerox is in the-business of selling Xerox machfngges, not
giving t‘hem away, ;, said a cof‘npbr}y spokesperson.

o -

- e - RS v .
Gifts of inventory, barely scratch the in-kind surface. Loaning the cor-
porate facility for meetings, .seminars and special events can not only provide
some plush surroundings for your meeting, it can_save.hundreds of dollars that
it would have taken to rent similar space at a hotel (or, sad to say, univer-
sity). Corporations usually buy in large &uantity, and thus often get very
attractive discounts.. See if you can."piggy-back" your purchases through a
corporation. Even after reimbursing the corporation, you ma ave a bundle.
.Got a brachure that needs to be printed? Ask a corporatiop to print it as it
prints its annual repért. You ma% get a four-color brochure for free. Be cre-
ative. "we Iik% o be_approached by nonprofits for ‘things like this (printing,
group purchase). It shows us the agency is 'trying to save money —We under-
stand that," said Deep Pockets., There are a number of other things that one
can get from businesses--both large and small. Some ideas are noted on pages

t

50-51. The k€y is to be creative.. R .
v. . . ’1- . . . @ .
6. Program-Related Investments \
. . . . .o . - . {’.. .
. The idea "of ,program-related investments has been sneaking up_on ‘corpor- ,

ations and fogyndations for some time now, and when it is finally understood and
accepted, “it could change the face of philanthropy. Simply-stated, e program-
related investment i3 a loan,or purchase of stocks or bongs in,an organization
that may .be rather high-risk financially but which is workirg in .a program area
.that is sjmilar to the philanthropic priorities of the corporation or foundation. -
If the agency pays back the morje'y on schedule, it is considered an investmpent.
If the agency fails, it is considered ‘a grant. The Urban Investment EFogram
'was ah example of program-related investmerits, as are the successors to UIP,
“the Minority Enterpris€ Small Business Investment Companies. So are New. York

- . 'Big.Mac borids, for that matter. Community redevelopment agencies, economic

development agencies; hoospitaeljs, schools--all could benefit from Program-related
investments. OAly "a handful of .corporatiops are now invdlved in program-
related investments and you may encounter a blank: stare,from the corpofate .
executive When you suggest it, but as.the kindergarten teacher told tha class .
s he discussed the differenée Hetween burgundy. and bordeaux, "Yéu can't use
this information now, but bear it 'in'ming:i." ‘ T e R
. ] e . &‘ ‘. [ , s
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A
l. Pr‘oposai Summary ' Y
A. It should be a concise summary of your proposed project (frfom one
P to- three ;\)ar':ag['aphs‘ in-length). ' ' —
B’.a It can bev.‘a'%ar‘t of a covery@-tMra separate sheet.
C. It can be-used as a s¢reening device in the review process. '

Introducing the Organizatian

A.

Problem Statement/Needs Assessment

A.

- PROPOSAL WRITING OUTLINE

(Remember, it - creates a first impression, and is therefore very

important.)

/ : . N

‘ %

This section should describe 'your' organization in a way that

enhances your credibility.

@ .
* - ‘r
It should include descriptions of the follbwing:
. 4 -
1™ Board of Directors . . o
Sources of funding ‘ i g .
, How the organization was started and when
Organizational goals
Unhique qualities « .
Accomplishments of board members, -staff, organization and

~Nooia w

Support from other arganizations/individuals. .

It should focus on the connection between your interests. and those
of the funding source. :

- a

It should be long enough to. give relevant information, but *hot sp

long th8t it is boring or appears to be "bragging."

h * ‘%

With what question or problem is this project concerned and why is
. 14

the project being proposed?

1,

N

- ~ o . ¥

Supply information "that will help the reader” to understand the
setting.in which the problem gdcurs.

? o > ) i .
Describe  what in ;/our' setting “has led 4‘-t,fo work on this
problem. Include any work already done. gk ' N s
St:l;;po;‘t/justify the significance of this bﬁoject to your organi-
zation. , ‘

Discuss project's wider implications, i‘e., what app&llcablhgym_ll
the project have» beyond the time and escope - of the funding
equest? . ‘ ’ . : . - T

.

’

)




. B. Break the problem down into its solvable parts. (Otherwise, you
can leave the impression that no amount of money can solve itr)

C. Document th.e problem; give evidence of its existence. :
’ ¢ ¥ .
D. Show that the project is workable in terms of time and meney.
V. Pgogram Objectives .
A. Write specific, measurable program c;bjectives; use behavioral objec-
i tives guidelines.* ‘ )
B. Distinguish between methods and objectives. .The following state-
ment describes a method, not an objective: N ) S
- : "The purpose of this proposal is to proivde day tare services
to the children of Iow-income, working mothers." @
C. When you use figures, be able to ‘sUppor‘t them.
D. Explain the connection between the problem statement (Section 111}
and the stated objectives. . . .
L) . N
’V. Methods/Program Design . s
. o e
= ' A. Describe the activities you will conduct to accomplish objectives, how
these activities will be organized, and who.is needed to carry them
out.. - ' ~
. ) . . to ’
7 ACTIVITIES RN ORG{\NIZATION - _ PERSONNEL !
K { N (4
) } This should include an organizational chart showing h<ow the project
staff is organized. Brief job descriptions .of key personnel also
should be included.
B.» D'oeum‘ent WEy the choices you made above are the ,best chdices;‘
. remembering that funding sources are interested in the least expen- !
g : e “sive method to get the job dong, Example: If the project calls for
. a psychiatrist. on staff, justify why a_psychiatrist rathec-than a
. social. worker is necessary. . : - \/m -
¢ . . Y . ’ - .. . [}
(. N .hShow .evidence that. you ftave considered alfernatives. This shows a
e knowledge of the” field* and it substantiates your choice of methods. .
- - ,& . - ’ T
Outline the time;needed for: . . -loe®
, 1. Implementing the project
‘ . S ' . ‘
. 2. . Project activitied for the period for which you are reqyesting
funds. It is often helpful to show activities beyond the period

of the fynding request tq show future program and, unding

possibilities (see section 1X/below). ‘ )
.*Se.e Robert F. Mager. Preparing Instructional Objectives. Palo Alto, Calif.:

*  Fearon Publishers, 1962, & . LY
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Vv I . Evaluation_

A. Evaluation desngn should relate directly to program objectlves, it
shquld provide a measure of whether or not stated objectives have

been met. -
B. It should be as objective as is possible for the objectives sta_téd.
c. |If p055|ble, have the evaluation carried out by an outsige "expert."

It is even helpful to show that this outside. expert 'has been involved
in the evaluation design. \

D. The evaluation process should _begin wnth the beginning of the
pro;ect '

E. Thé process should allow for periodic assessment so that corrective
- feedback can be given to tHe pro;ect

O
R °
N 4

VII, GSupportive Services ' &

A. What facilities and support‘lve services do you plan to use in your
project. Supportive services could include testing services, equip-

o ment maintenance, consultation, etc. The (listing of these can be
particularly helpful if they will be provided\ free or for a minimal
overhead charge by the organlzatlon . = ,

) - : * .
. B. Describe anyt planned cooperation with other %rganlzatlons and * .
include letters of agreement from those organlzatlon§

\ . .
VIl}. - Budget o . . '

A. Use a standard line item budget, normally brolen down as follaws:

g

" 1. Dlrect Costs . - "

) / .a. Personnel

. " (1) Wages and salarie

' (2) Fringe Benefits . .
. (3) " Consultant and Contract Services ’ “ ’
/ ’ ’ .
_ b. - Non-personnel - . .
(1) Space costs \
. ' (2) Equipmént s . T
] . (3)  Supplies. - . . E
. . " (4) *Travel . . M
L~ " (5) - Telephoné . . . . ‘
oL g . (6) Other (msurance, subscr:ptlons, etc ) t N
’ .w R -)' . * . i 3 ?« ‘0
N KY-2d Indirect costs o . . .
. T ’ :
B. If a program budget is requested or dgslred .you will have to list~
’ major program activities and compute their cos% .This w[II normally .
' d require consulting wnth experts . T . '
. . . 1 4
: O ‘ L. (2 'ZG . . : 0'
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_Foundatfons do r'.fot usually fund projects in perpetuity. Show how you
intend to support the project beyond the period of the funding” request.
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- : ' ., 3 HOURS
MODULE - ix: ACTION PLANNING FOR PROGRAM GROWTH TIME: 20 minuTES

.

‘GOALS ,

b ¢

. @ram and community heeds

-

'1

o', To enable partncnpants to select the program strategy most relevant for their pro-

° To help participants design an action plan to |mp|ement that s-trategy after the
trainlng . .

OBJECTIVES .

4

At the end of this Module’, p;a'?ticipants will be able to:

[y

identify ‘their highest-priority' program need and give three reasons for "their

.
. selection , s «

) Describe the growth strategy which would most effectively address £Lhat per-
’ ceived need . 4

f 1
° Write an actiom, plan to |mp|ement that strategy wnthm theur own program and/or
commumty . .
e “ Describe at least one criterion for measuring the success of that strategy. .
. . p ) i
- iy
MATERIALS 0 N R
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4.  ACTION PLANS

[N

A J

.

t
MODULE" x - OVERVIEW
EXERCISE TIME METHODOLOGY
_Ag b Y
N | :
1. OVERVIEW OF 1 5 MINUTES LARGE-GROUP LECTURE
! MODULE 11X :
2: © ACTION PLANNING | 1 HOUR INDIVIDUAL EXEREISE
i 45 MINUTES \
3. SMALL-GROUP 30 MINUTES | TRIAD EXERCISE
‘COLLABORATION "
1 HOUR *

LARGE-GROUP DaISCUSSIdN




~ IX: ACTION PLANNING PROGRAM .
MODULE GROWTH-1 ‘ L . WORKSHEET
.3 ’ I\,' /' . . " . .:; )
' : PROGRAM PLANNING B .
f * . / '
Y v - . \

PROBLEM STATEMENT: State what tHe problem is, to whom, and for whsat reason.
Cite any evidence or indicators which support your statement. N

a

. /\,‘
i L
¢ ’ ‘
GOAL STATEMENT: State the long-term end-result desired. .. .
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WORKSHEET 1X-1 Continu

{
N

PROGRAM ACTIVITY: Use one Page, for every . program gactivity. Each activity
should contrjbute to the accomplishment of one or more objectives. Describe the
activity: - ° .

° <
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This activity related to objective(s)

’

TASKS: . In order to implement the éctivity‘, the fol}owing tasks must be completed.

L% -4 1
.a S
\ *

WHAT WILL BE DONE TO/WITH _BY'  WITH WHAT ©~ BY  WHEN
(in chronological sequice) W Jr WHOM RESOURCES WHEN DONE
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OBJECTIVES: “List and number all .the short-term and end-results or outcomes 1
desired. Each objective should ‘logically -céntribute to the accomplishment of your
GOAL. Objectives should be: (1) toncrete and specific; (2) realistic and attainable;
(3) time-limited; and (4) measurable. (How will you know the objective is achifeved?)
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’ v T ) v " ¢ 3 HOURS
MODULE. x: PREVENTING BURNOUT T/ME 15 MINUTES

N

GOALS* . - . . g

©
.

° Te encourage participants to develop,. extend, and solidify personal str‘ateg|es for
personal " support and growth_in the midst of organizational change and growth

e  To review possible appl|cat|ons of the kqowledge and skills transmltted through

'

_the training. . .
\ .
OBJECTIVES \ o o
At«the end of this Module, participants will be able to: . R

e oy

o |dent|fy at least three coping strategies which they can use for personal and
| or‘gamzatmnal replenishment

° Identify the ,common symptoms of “hurnout" at individual and organizational
levels )
‘e .
° identify one piece of knowledge or one skill -which they:intend to use as a‘result
of the training X . _ c .

° List the'major knowledge and skill areas cavered during the training.

' 4 A Y

e Newsprint . S 4 ) )

° Magic Markers

o Participant Manual

o Post-test

) Selected Readings : .
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MODULE x OVERVIEW
\
EXERCISE - TIME ¢ METHODOLOGY

1. IN'T"RODUCTION 5 MINUTES T LARGE-GROUP LECTURE

2. IDENTIFYING 20 MINUTES EARGE'GROUP EXERCISE .
SYMPTOMS AND ' . .
CAUSES OF M

" BURNOUT N

3. COPING, ) 20 MINUTES  |LARGE-GROUP EXERCISE
STRATEGIES

4, BURNOUT AS 30°"MINUTES LARGE-GRQUP LECTURE/DISCUSSION
SYMPTOMATIC ‘ .

OF ECOLOGIC * .
DYSFUNCTION L .
i - ’

5. BUILDING IN 45 MINUTES LARGE-GROUP EXERCISE
BURNOUT .' *
PREVENTION . )

6. WRAP-UP/ 45 MINUTES  |INDIVIDUAL AND LARGE-GROUP
REFRESHER . DISCUSSION ‘
7.  POST-TEST 30 MINUTES INDIVIDUAL
\ .
\ , .
] ¥ ‘( ‘ » .
3 N )
~ ‘ ’ o :
[
e . -
+ X o . .
QO - ' , ‘
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STAFF'BURNouT AS ,A' FORM OF ECO.LO‘GICAL DYS_FUNCTION . ' a"
' . ’ »
. N
Nearly all of us have. either dlr‘ectly exper'lenced "staff burnout" or ob-
served its destructive consequences among our co-workers. What puzzles me so

s is that we who in the human services field are, so well trained .to recognize,
treat, .and prevent the emotional *distress of others can .be so insensitive and
impotent in dealing with staff burnout among ourselves.” In theor‘y, you might |

. eXpect staff burnout to occur less often or in less severe forms in the human
~ services field, because its onset would be recognized sooner and exper'tenced
effective treaters’® would be r‘eadlly available_to deal- with the pr:oblem Yet it is
precisely here that the phenomenon occurs in |ts mgst vnr'ulent forms with dis-
tr'essmg frequency and r‘egular‘nt? ‘ ‘< 3 . 7 '
!

My own view of staff burnout |s that it is a form of ecological dysfunctlon
since its '"pathogenic location"/1/. lies primarily in the', interaction batween an
individual and his work environment, although intéractidns with other ecosys-
tems or environments also contr'lbute to the® extent they too are, stressful and

frustrate important human needs. . p v . N

»

Typitally, staff burnout involves a person w:th |nadeq?ate stress manage-/
mefit and need-gratifying skKills on the one.hand, and a \wery stressful* and -
need-frustrating wor‘k environment on the other., %Whlle burnout may occur in

. any. line of work, it ‘seems especially likely to occur in"work which necessitatés..

attendlng to and servicing the emotional needs of others. . .ot
Various writers, in describing staff bur'nout, have tended “to emphasize

either the individual's inadequacies/2/ or envirgnmental sources of stress./3/

Most acknowledge both factors, with various degreés of "tilt" toward one or the

other of these two points of emphasis. ) \ .

3 B .
Jones, for example, in stressing ‘the individual role, -describes staff burn-
out as "...the condition when you have glven all’ you .have and* feel youan't’ .
~ give any mor'e, when You have reached the point of frustration where solutlon,s,. -
even imperfect ones, are not presenting themselves; the‘beglnnlng in a rut'
state where ideas and solutions are at a standstlll, are repetitive and freshness
is gone."/4/ i . - ¢

\ N .. ’

-

Earlier, Maslach had described staff burnout as "...sometlrli‘ng inside you
goes deadd, and you don't give a damn anymore"/5/ Ottenberg likened. staff’
burnout to a for‘m of "batt a |gue,"/6/ while Shubin described it ‘as a form of
"dlsllluslonment" and "emotionak exhaustion".leading to total -disgust with ‘one'
‘self, humanity, everybody."/7/ Pinés and Maslach defined staff.burnout as”..

a syndrome of physlcal and emotional exhaustion, involving the. dewvelopment of‘ ¢
(a) negative self concept, negative jOb attitudes, and loss of concer'n and feel
“ing for clients."/8/ o . : .

Freudenherger assumed: a m|d way ponnt betwgen the individual and enVI-
ronment; while concurring. that staff burnout .means "...to fail, wear out’, or .
become exhausted...inoperative," he also stressed the p0|nt that a whole agency
can experience bur'nout and cited humerous environmefital .conditions, that con-
tribute to staff burnout./9/ Morris, in her study-*of, siaff burnout, also. under'-
scored both individual ‘and environmental factors./10/ . S :

v




. 19
White, however,, clearly and cégeqtly attends to the environmental side of
the equation, noting that "the term 'staff burnout' has been used to describe,
_in the aggregate, an innumerable list of personal and interpersonal ~problems
that result from continued corfact with high stress work environments."/Il/ His
"systems" approach to burnout focuses on ", ..the manner in which organiza~
tional structures, internal ordanizational relationships, and the organizational
group's relationship with its environment effects the physical and emotional-
health of individual members."/12/

[ 3 .
~ -

White also stresses the point that since staff burnout is. "an interactional
problem," it requires modification of both "...the high stress work environment
and the individual victim's style of stress management."/13/ .

' Smits, too, underscores the contribution of problems and inadequacies in
the work environment (e.g., inadequate supervision and the failure of -organi-
zations to alter, their structure and functions to accomodate change) in discus-
sing staff burnout./14/ Pl

- -

Symptoms of Staff Burnout -

Phxsica'l. Among the most common physical symptoms encountered* are:
feelings_of exhaustion and fatigue; being unable to shake a cbld; feeling Pphys-
ically ‘run-down; frequent headaches and gastrointestinal disturbances; sudden
weight loss or gain; increase in blood pressure; 'sleepl ss; shortness of
breath; and increased susceptibility to various illnesses, induing the common
cold. . . )

"
L 4

Psychological. Among the more common psychologicat-§ymptoms of staff
burnout are: increased feelings of depression, exhaustion, hopelessness, dis-
illusionment; boredom, being trapped in one's job, helplessness, self-doubt
about one's ability to heal (effectiveness) and the value of one's work, idolation _
(aleneness), not being appreciated for one's hard work and dedication—(being
taken for granted), or simply being ignored; increased r‘igidity,\ stubbornness, -
and judgmental thinking; -hyperirritability and quickness to anger; increased

, ‘suspiciousness and distrust; loss of one's initial énthusiasm for the job, loss of
charisma, and loss of control over the expression of feelings; change from
optimism to pessimiém, cynicism; change from basic®acceptance and respect for”
clients to rejection and disrespect? - change from being a creative, flexible , -
thinker .to a mechanical, petty bureaucrat; increased drinking, drug-taking,
gambling; diminished control over® such basic drives as hunger and sex; and a
significant decredse in judgment and reasoning, including the inability to con-
sider the'slike\ly consequences of certain acts. -

L]

L4 4
-

Social. The most commonly observed social symptoms>include: a signifi- =
cant decrement in the ability to relate to one's clients as individuals, especially
in a con?tructive,ﬂ,fr‘iendly, and” caring*manner; people in treatment ‘begin to be
responded to irl terms of labels or categories (e.g., thé "fractured tibia in.room

“ 7. .203" or the "D&A, case that Murphy's treating"); generally withdrawing .and
" isolati g oneself from others; overbonding.with other staff members, thatMis,
seeking to satisfy one's most basic human needs (e.g., recognition, friendship,
love, and sex) almost exclusively through contacts with one's co-workers%; the
severing of long-term relationships (e.g., through divorce); increased sexual”
promiscuity; increased interpersonal conflicts, both on the job and at home}
* centering one's life around the job (e.g., by working an inordinate number of,
i ' ‘ |




' . N . )

) | \
overtime hours and. then J'justifying" this behavior as a form of "dedication" to
one's work-'and a reflection of just how "important" one is to the organization);
just hanging around the ihstitution after normal work hours, with no special
purpose; and takifng repeated risks that endanger- one's physical and psycholog-
ical health. p . ' .

Systems symptoms. Among the more common’ gystems symptoms associated
with staff burnout are: first and foremost, a significart decrement in the
quylity of services provided to_clients occurs, even though the organization's
statistical reports' may continue td| "look good" or ‘even "improve"; subsystems
(e.g., divisjons, departments, offices) increasingly interrelate in a distrusting,
competitive, .and hostile manner; bureaucratic "turf" becomes intreasingly sharp-
ly defired and jealously guarded; authority conflicts emerge more frequently
and with.greatér rancor; important organizational decisions are more frequently
decided by an increasingly isolated, elitist group .which, less and less, seeks
meaningful input from lower-l#vel staff; commuhications within the system are
poor; and humanistic, “friendly, and informal, staff encounters are increasingly
replaced By stereotyped fixed-role, formal, but "quite proper," staff inter-
actions. : ) . ’

)

Other’/signs of staff burnout within the system include: poor staff morale,
as evidenced by workers and management expressing increased feelings of*
mutual disrespect and distrust that may lead to both sides insistiAig that their
. respective rights, responsibilities, and relationships be-. legally dodified; staff
members arriving late or failing to show up for important meetings and gppoint-
ments;. and management spending more and more time awady from the_organization
and otherwise reducing the amount of time it spends in direct contact with line
‘staff. . . ' ‘ .
[ . v t . .
*Still other systems symptoms include: increased absenteeism, especially
sick leave; higher staff turnover and a decrease in average length of stay on
. the job; fewer staff leave the organization amicably due to an jncrease in fir- '
ing§ and/or forced ?‘esignations; assigning additional work responsibilities -
(e.’é., administrative paperwork) without adéquate compensation in pay and{or ~
‘reduction of the existing workload; a salary structure and benefH package that
is 'well below” that available at othér nedrby organizations offering sinilar
services; an inadequate or unreliable funding source (e.g., one which can not
even permit annual salary incrgments to stay even with the annual rate of infla-" " A
tion); "and worsening relationships between the organization and other human
services delivery systems, funding ‘sources, regulatory agencies, legislative
bodies, boards ang"surrounding communities. T ’ {
: A . e '
Who is Most Susceptible .
There seems:to be general agreement that the mos} susceptible people to
experience sfaff burnout are those human services providers who: (1) work in
a highly stressful work environment, especially one, which requires. that the
human service$ provider work intensely and intimately (emotionally), over: an
extended period of time; with very heedy, demanding,” despairing, alienated,
economicdlly peoor, politically powerless, and highly traumatized. clients; and (2)
those, whe for many reasons (some conscious and rational, others unconscious
" - and irrationalg, invest heavily in their personal self on the job--the "dedicated"
or "committed” worker. Those*who in Freudenberger's words, tend to "...take
on top much, for too long,- and too intensely."/I5/ .

e B * - L
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. lying M the interaction between the individual and his/her 'ecosystems, especial- .’

‘personal factors contributing to staff burnout. . Indtviduals with fimited job

“also likely to feel "trapped in their jobs," since their pr/ésen't skills and knowl-

-

'While burnout seems to claim. an inor‘dinéte/nzmber' of those who provide
direct &ervices to ‘clients, it also occurs among administrative staff as well.
Furthermore, - as Freudenberger has.observed, it is also possible for g entire
organization to experience burnout./I6/ : , .

P -

In discussing susceptibllity to burnout, only M.L. Jones thought to call
attention to one of the largest groups of human services providers most suscep-
tible to "staff" hurnout: housewives./I7/ Too often when the problem of staff ,
burnout is consiger‘ed, we tend to overlook those not working in formally desig-
nated mental health and r‘ghabil,itative facilities, e.g., housewives .’ .

. -

Presumed Causes

h

The pathoger;ic location -of staff burnout already has been identified as

ly .his/hgr work environment. The etfology of this form of ecological dysfunc- |
tion, therefore, can ,be expressed by the formula S.B.=f{IxXE), i.e., staff
burnout (S.B.) is a function of (f) the dynamic interaction of many factors, .
both -~ intrapsychic (1) and extrapsychic (E). - Since this perspective implicitly
rejects any overly simplified, single-factor explanations of burnout, its adoption
lessens the likelihood that one would fall prey-to "blaming the victim,"/I8/ i.e.,
explaining burnout solely on the basis of the individual's alleged inadequacies.

Individual factors. Beginning with the individual (l) compapent &f the
formula, any and all factors or combination of factors within the "internal
environment" or person that militate against performing his/her job under stress
should be considered. All phys&a[ illnesses that lower the individual's enerdy
level, strength, 'and resistance stress would also be considered, as would all
earned maladaptive behavior patterns (e.g., .phobias, ‘character disorders,
alcoholism, excessive gambling, etc.) that have the same effect. Y o

Inadequate education and training to do the job also constitute major

knowledge and skills are especially vulnerable to burnout, since they must con-
tinually cénfront problems with which they are ill' prepared to cope. They are

edge do not qualify-them for advancement,
L °

The Same can be said foruthose with limited insight. Such persons are
likely to mismanage the dual problems of transferenceé and countertransference
commonly ensountered by all human services pr‘ovNer‘s. This usually results in
therapeutic failure for the client and defeat for the service provider. . .
. LT

Examples include the individual, who because he/she-expects and “fears
rejection from others, withdraws and/or seldom communicates his/her needs to
others--this individual must live with an unremitting, desperate need for love,
attention, and respect from others which’ usually means he/she will typically
find it difficult to say no to others.and/or let his/her clients go once treatment
is completed. ; ’ SO . < -

Other examples in‘c'lude:. a compulsive heed to make retribution for past
wrongs, typically associated, with unnecessary and exaggerated personal sacri-
fices for the alleged benefits of others; overidentifying with clients to the potnt .

~ . .
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ess of clents' behav- ‘
iors; or, conversely, expressing just barely concealed contempt and hostility

for the perceived inferiority of clients whose problems are very similar to those

of the human services provider. - ’ ) :

’ N * - .. oo . . ! .

of losing the basic ability to judge the rightness or wrongn

[

Perhaps the most damaging of &Il 'thé dynamics associated with a negative ,
self-concept is the inability or refusal of the insécure human service provider
to seek assistance from others. As the.demands of his/her job increase and

*v stress mounts, this' worker, fearing that his/her hidden inadequaciss will soon .
surface for everyone to see and ridicule, has only one option; that is to re-
ddéuble already over-extended efforts to get the job done. More often than not,

this last gasp effort will fail, leaving the worker with but one thing to do--
burnout. ) : <

Eér‘addxically and tragically, this inability to.admit to personal limitations
and seek assistance from others will not usually be seen as an irrational act.
More oftert than nat, it is viewed as a sigh of "true dedication' to one's job."

Rather thaQ getting help, the worker wil] usually be given the equivalent of
"tea and sympathy"--a palliative treatmef®t at best. \

-
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Systems factors. Systems factpr‘s contributing to staff burnout may be

+ grouped into three categories: those inherent in the job itself;. those assdciated

with the work environment; and those in the other ecosystems or environments
that impinge upon the worker. ‘

. ¥ . .
With respect to the first category, it is generally acknowledged' that those . .
aiding people, especially the poor, who have "failed".to sucgessfully adjust to
society's modet of "normality" (e.g., those worRing in state mental hospitals,
prisons, the \welfare system, ' remedial educational programs, etc.) have received .
minimal’' support from society. Thus public, as opposed ‘to private treatment .
* * facilities are nearly always distinguished by overworked and undercompensated
T staff. In  addition, clients finding their way into the public sector of the .
, ~ human services delivery system are typically afflicted with the most extreme
forms of disability (e.g., the rate of schizophrenia is nearly always greater lat
public mental health treatment centers, than at private facilities located in the
same geographical area). o ' '

Thus the. public service worker in the human sector is given the du&ous

task . of healing {he most disa_ble'd, powerless, and aliendted members of\our
society. As a consequence, '"treatment failure"'is commonplace, and this
repeated experience is a major contributor to staff burnout. )

Another factor inherent in the.work ofsthe human services provider which
often contributes to staff burnout is °the use of staff under enormous internal /
and external pressure. The former stems$ from ‘constantly having tg, examine
_one's motives and actions to insure ‘that one is behavif)g in a "correct and
+ proper" manner, while the latter comes from the Unendi g scrutiny of clients
who degnand that thoge ‘"who talk the .talk, walk the walk," or in other words,
practice what they pfeach. These two unremitting pressu?‘eg:have contributed
_ mightily to staff “burriout nearly everywhere such_modeling occurs.

Still ‘another inberent factor contributing to staff ‘burrout is the constant Y
demand that they ovide their clients with a high degreé of presencej caring
. A \




1
. .
N $ . .

4 ’

\
I3

’ ) , ¢ . .
e . and healing. .Day* in apd day out, human services ‘workers are expected to
. fully attend to their clients' needs; hang on every word ‘and gesture in order
y to discern cognitive and emotional meaning; offer unqualified respect and sup- ¢
port, and most importantly, _friendship and genuine concern. This_constant
———peing there" and giving}to others, especially very needy others, will eveptual-
ly exhaust any worker! capacity to continue giving, without ‘some fotm< of
replenishment, the worker's diminishing ability to.attend and to gjve .to others
is bound ‘to lead to feelings of guilt (because'{'pro»:fessionals" are supposed to be
-able to go‘on giving forever) and anger (When am | going to get mine?), ‘'

The second category of systems factors’ would include such itets as the
failure of the organization to attract and hire fully qualified people to do a job
or to provide effective education, training, and supervision. . Other. illustrations
of factors thhin this- category include creating a work environment fraught with
competition, distrust, nonsupport (both emotional and financial); and poor com-

_ munications. The’ lack of opportunities for advancement within an organization,
___arbitrary and biased promotions and demotions,. the exercise of dictatorial -or

. elitist powers, and the failure to coordinate and integrate the ' work done by
. . various components or .subsystems within - the organization constitute other
examples in this category. . ) : . '
\;—) - x

- -

The® third category pertains to otker -ecosyst‘ems which create their own
adjustment demands and thereby help to overload the individual's stress man-
agement system. Inclided here are deteriorating relationships at home with
one's companion -and/or children; neighborhood problems (e.g., higher real
; estate taxes, vandalism, and theft); high,rates of inflation and unemployment;
. natural catastrophies; racism, sexism, and other ."isms"; problems at s¢hool;

being moved to a new area, away from old friends and r‘e?atives; and loss of
people within the individual's socialanetwork (e.g., due to death, divorce).

» 1]

-
B

. Treatment ) ) v .
. . L4 .

Interventions that focus on the individual. Perhap$ the most immediate
need for the staff member 3uffering from staff burnout is relief from stresses
on the job. This can be done in many ways (e.g., giving the person time off
away from the institution, _assignment to a different and hopefully less stressful
- . job within the organization, or allowing other staff to pick up some of the
) person's workload). It is most important that supervisory staff insure that the

R person .being- granted time off.not view this action as a form of weakness or

failure; the same is true for the person's co-workers. If other staff are asked

- to pick up some of the burned out-staff member's workload, they must be
helped to do- this in a cooperative, positive manner. N

-

‘“The importance of good physical health should not b)e p\?er‘looked in treat-

- ing staff burnout. It is advisable to have @ very thorough physical examination

as well as personal counsgeling, in view of the destructive role of a negative
self-concept in staff burnout. Therapetitic modalities that focus 6n stress man-

agement (e.g., relaxation therapy, desensitization, biofeedback, mgditation,

yoga, and assertiveness training) could be especially helpful. On the other.

o hand,” very stressful theraﬁegtic modalities (e.g., marathon or encounter
group%hould be avoided./19/ :

) ' M i ‘ ¢ .
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Additional education' and training ‘may also be beneficial, especially in con- .
junction with removal of the person from his/hér immediate job situation. In
pursuing this, \a careful inpventory of the staff mémber's training needs is vital

-and should addr"ss such areas as: expectations, values, and standards which o

the staff member is using to judge performance of dutigs’ (e.g.,- they may be

unrealistically high); whether oF not the person knows how to maintain a

healthy and constructive. distanc -A-working -wi-thrfiient57~—and~~the»—ability— of the .. .. ...

worker to preparg written g:yzs (}nany have never been adequately trained to

cope with: administrative papefwork). \,& N ) t C e
Burned out staff members should also -cérefully and objectively.examine

sources of stress and sources of potential support or need gratification; they

could then be helped to develop ‘better stress management techniques and to

more effectively seek and obtain the support and need gratification they need.
Tr‘es'tment aimed ‘at the work envjronment. The treatment of staff burnout

entails making changes .in the structure, policies, and operating procedures of

the organfzation' in order tg mitigate or eliminate stresses emanating from the

work” environment. _ A T -

b
' )

White has identified a number of interventions,, including: improving hir-
ing "procedures and on-the-job training; praviding adequate nurturing of staff .
through such means as granting .guilt-free time out periods, job changes, and
recognition for personal effort; providing_carefully graduated |évels of responsi-
bility for new staff; obtaining training outside the agency or from nonagency
staff; encouraging and assisting staff to identify and -dchieve career goals and
6bjectives; preventing the same individuals from always working ‘overtime;

.insuring that staff are adeguately compensated for their work, and if their

workload,is increased, increase salaries and/or decrease other aspects of the
workload; and, for paraprofessionals who had been patients, formally marking’

- their change in status from patient to ‘staff./20/

+

It was Freudenberger, /21/- " however, who stggested the ultimate interven-*
tion. When and if the organization as a whole showed signs of being burned
out, h€ recommendéd closing down ,the facility for a period of time. Although *
-at first glance this recommendation seems rather extreme, there.are many ways .
‘this could -be done and "still satisfy *inimal patient-care réquirements for fund-
ing purposes. - For' example, the facility could host an activities day or an

organizational shut down--at least’ in terms of business as usual. .
Treatment for the nonwork ecosystems. Treatment ‘directed toward non- 1
work ecosystems is much more difficult and risky to implement, but nonetheless'
important to attempt. If,” for example, a major source of, stress is the indi-
Vvidual's homelife, the work agency could either offer the worker and his/her
family marital counseling or refer them to an appropriate treatmerit facility,
preferably with some fihancial assistance to defer costs. ’ .

d 2 .

. Although no agenty can single-handedly ovg?come societal "isms," each
organization’ can do its very best to confront racism, sexism, "ageism," ‘etc. ‘as
each of these social dynamics operates within' its own system, Cleaning up
one's own work environment strengthens the resolve of people to cope with
"isms" in other ecosystems. " . : '

<
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S - environment or the interaction ‘between the individual and- hi
PO

Prevention : ' .

* As Smits remarked, !prevention is probably easier than ’tr‘patment“ wheére
staff burnout is concerned./22/ ..In order to design an effective” prevention
program for staff burnopt, however, it is essential to mairttain the ecological
dysfunction -perspective. , Staff burnout prevention p‘rogr'ar:%that ignore the

e is/her environment

will most likely result in fallur'e.“‘“’"P’r‘evention-—prdgrams7—— herefore, _must _be .

_multifaceted and address all of the components in the formula, s.B.=f(IXE). "
. . e

“The individyal.  With °‘respect o, the individuel, Freudenberger,/23/

Jonés, 724/ <and Shubin/25/ advocated regular physical exercise as a means of

maintaining one's health and ridding oneself of excess tensions and stress.

. " Jones also* underscored the importance of using such relaxation techniques as
M »

biofeedback to prevent a build up of tension and stress./26/

-~
.

their time, both’'on the job,and off, was also. emphasized by Jones.'/27/. White
expressed similar thoughts _én the need to develop an ability. to organize one's

' * counter staff burnout. This approa

work in order to avoid overextendimg —ongsetf—on the—job-/2 qa

lines, a number of writers stressed trle‘impor'tance of learning to set realistic

goals, expectations, and limits for the\iob./29/ ‘ .
.

X
-

*
Ottenberg/30/ and“5h§in/3l/ stress the need for human services pro-
. viders to learn the art of “maintaining” some distance between themselves and
their clients while simultaneously responding in a personal manner to clients as
individuals. Freudenberger/32/ expressed similar thoughts when he advised

workers.to be more ‘cautious, se[f-protective and attentive to their own needs.

Replenishmént. Teaching staff how to identify and bétter use their
resources, strengths, and potentials %an‘other\ effective prevention strategy to
‘ M s based on the work. of Herbert Otto
and his students, who developed numerous, creative group exercises designed

to promote human growth and development./33/ | -have used ' these exercises

with human services providers to replenish that vital source of energy which
permits them to continue to discern and respond to the desperate needs of their
clients. ' ’ ’

’ N
‘

Too often in "their jobs, human services providers are taken for granted;
that .is, they are expected to stand fast in a sea of turmoil, suffering, and
pathos because they are "prdfessionals." Their assignmgnt is simple: Ygive of
‘yourself, over, and over, and over again. . ¥
Unless the person. assigned the healing, nurturing role receives the same

care and ‘attention he/she so generously extends .to those ip need, sooner or
later, that healer will falter and suffer byrnout. Unfortumately supervisors of
professionals sejdom give as much attention to the art of nstroking" as they do
to the art of criticizing someone's mistakes or shortcomings. Thus, hupan
services providers are likely to be understroked and overst'r'%ssed on Jeir-
. jobs. - . . ) . ‘ .
v -y : ' )
For these reasons, | have developed a small group, weekend workshop
':progr'am for human services providers to satisfy. their basic need for récogni-’

[

- tion, concern, warmth, and .acceptance;-to replenish that healing energy force -

.

-
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which they continually tap' in meeting-clients' needs. Since their -giving to
clients is social in nature, so, tdo, their taking must "be social, hence thg use - .
of small groups. As they give to their clients, so too they must receive recog-

nition, acceptance, and concern from others without having to be anything but
themselves. | , ’ ) T

As’sisti},.g_;,peonle_,_to get in touch with- their inner resources,” strengths,

potentials, and beauty in a socjal .setting marked by a high deg';r'ee of accep-
tance, genuine concern, and _sharing has tremendous healing properties. It

replenishes and constitutes a powerfyl prophylactic against Burnout. >

o The work environmenty Nearly everyone agrees that strict limits ‘must be °
placed - onxthe number of hours staff can work im a program, and these limits N
must be rigorously enforced. Periodically rotating staff from high ‘stress to low Lt

stress jobs and providing guilt-free time away. from the job, also' have bee_[n
advocated by nearly everyone writing about staff burnout. :

f’,ines and~ Maslach offered t.he fol'lo'wing recommendatfons:. reduce the
_patient-to-staff ratio; shnnten_wnrx_boups—by-~»epeat%ﬁg-—afhmterwvcrk“shﬁt, T

with more breaks; establish more part-time positions; "allow more opportunitjes °
for time outs; and share the patient load, especially with respect ‘to more dif- .
ficult patients (e.g., those with multiple substance abuse problems and serious 1
psychopathology as well)./34/ - ‘ ' , ‘

\ ' ’ - :

Pines and Maslach also recommend changing the function of  staff meetings’
to permit staff to socialize informally and confer about problems, clarify goals,
etc.; improving work relationships. by developing support systems for staff;
holding retreats for staff members (preferably away, from the work site) where
theyr can discuss their feelings about themselves, their patients, and the organ-
ization; training stafg'ttd become more aware of work $tresses and to recognize
signs of impending Staff burnout, and to- seek -help; .ind more realistically:
t_~r'aining staff as to what to expect in their work./35/ .

s’

White also dir‘éctly addresses systems issues in discussing the prevention
of burnout. He recommends: not adding more work ‘uriless additional compen- .,
sation is given; obtaining outside consultations to guard against the stifling.

" effects’ of ideological incest; encouragement 'of continuing education “for the
. staff; and the development of formal rituals which permjt the expression-of
affection among workers, especially those leaving' the organization. /36/

- - . .
“He also stresses/37/ the need to deal - with nonwork relationships and
‘activities that have a detrimental effect upon a person's work and/or the work
environment of fhe agency; the need to prevent sgapegoating of certain staff
,/ “members; and the need to periodically reasses programs, policies, and practices |’
/ (also advocated by John W.. Gardner, in-a di;ﬁf'e\r_-grit context), {38/ espetially as
« people leave the organization. . - . . '

.

LY

s

* . . ‘ . ,

., Freudenberger recommended more careful selection of volunteers and a
greater willingness'to use volunteers to reducé the.workload; training staff to
recognize the difference between being overly dedicated vs. realistically dedi-,
cated; preventing, staff from drifting apart and isolating themselves “when. they
are most stressed and in need of support; and assisting overstressed adminis-
trators to learn to delegate responsibjlities and functions, as well as to share

: yir‘ feelings (especially their negative feelings) with other-staff./39/- —1—

R YV
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Conclusion .. -

staff burnout must be viewed as stemming from the interaction of both
debilitating individual and environmental factors which together detract from the
person's ability to do‘his work. Treatment and prevention must be approached
from many dir‘eégif_ns and at various level, hopefully, in a coordinated and well-
integrated fashioh— Staff burnout, simply stated, is not an individual disease.
It is_an egological dysfunction’ and must be dedltswith as such. ’
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PREVENTION PROGRAM MANAGEMENT .
~ POST-TEST
v ; - .
. ~ * - LY
. General Instructions . —
Consider the following questions a quick review of the
training Yyou have just completed. The terms and con-
’\ee%r will new ‘seem more familiar .to you. DO NO7F
linge over any single item: answ quickly and move
on. Mark-your answers on the answer eet provided.
.[ ’ :
- . ol \ ._' '
. - R . ‘\
5 . ‘ v . L4 )
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,/ ¥ b )
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. MAT&H‘INGA ' i ] | x

A. Match the app?‘opr'late item to the statement provided. More .than one
. selection may be necessar‘y to adequately respond to the questton.
‘Choose the\deflnltlon that best identifies the model ‘described below:
a. Sherwood Model . '
b: Situational Leadership Appr‘oach Model
c. Program Development Loglc Model ‘ V

-
[
.

This strategy encourages |nd|V|duaIs and or‘gantzatlons to develop
mechanisms for accomimodating “and utilizing changes in programs,’
staff, and fundlng -

Toé
Matches managerlal style to gr‘oup readiness levels through the use of
a four-quadr‘ant matrix.

Match the appropriate definitiod to the following behavior identified below:-

~

«

a. "Structuring Behavior" .
b. "Climate-Setting Behavior"
c. "Transferring Behavior"

L)
-

Builds trust among group members and between the group and him or-
herself. .

3>

Provides opportunities for group members to develop- and use their
abilities. ’ .

Nvem——,

bers.

o

Establlshes patterns and cﬁannels of cort\tinication among group mem-=,

Match the. correct item to the situation proyided below.
a. bbjectives
b. Criteria
c: Measures

- -

P

-

6. VGaIes of sedatlve hypnotic drugs at pharmacies servmg a retirement
community-will diminish- within 6 months. . -

- .

- 7. A 20 percent decrease in the use of ‘sedatives and alcohol. ‘

8. Usekof psychoactive prescription drugs and alcohol: ‘

S~ ~

Match' the correct: items to the situation provided below.
a. Facts .
"b. Opinions -

c Assumptions /w
Pr‘eventlon efforts should be targeted.toward the Bblack population
since they are geherally the heroirf addicts. .
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* 10. Prevention efforts ha‘ve been ineffective. ' . ‘
/ .
11. High school students are more mcllned to try maruuana since it is so

readily available:

-

E.  The definitions to the following types of evaluation are Iisted below
Match the correct definition to the evaluation‘

s

i a. lmpact . |
b. . Process : -
c Outcome

$ . ‘ . ' '
¢, 12. Attempts to capture in "“still frame" the characteristics of an opera-
tional, ongoing prevention program.

1\.9 Attempts to answer program concerns. in accomplishing its own objec- (.
tives. ‘ AR
14. * Attempts to gauge additive effects of numerous drug abuse prevention:
. programs within a geographlc boundary.




Il. MULTIPLE CHOICE p ‘ : o

°

Chodse the correct answer(s) to the following questions and circle the

appropriate letter(s) on the answer sheet.

« . 15,

16.

18.

P

A
Effective j)coll_aboration between individuals in different agencies is
based on: . '
a. Friendly but fair competition for clients or funding
b. Establishing a satisfying, reciprocal relationship
c. Awareness of the value of collaboration
d. All of the above

The items listed below are all approaches for evali_lating referral serv-
ices in a prevention program, EXCEPT: )
~ [

a Improvement of client's self-concept

b. Enroliment in support groups for families of alcoholics

c. Decreise in the client's group scores on drug abuse intefest
surveys .

.d. Number of clients who list referral services as a source of ‘infor-

mation on enrolling in other prevention services .
4

- L

When planning a program\ evaluation: . -
§. Program staff should help to develop 6bjectives and .criteria. .
b’ Program staff participation in evaluation planning violates the ob-

jectivity of “the evaluation. / ' -
c Evaluation data should be -collected using special procedures and
R personnel separate from routine program procedures.
di Measurements of effect should always beg. made at the end of the
2 program service. o . -

- ' d .

When preparing to address or actually. addressing a local funding
source, one should:

a. Use ydur staff to help you gain support for your programs or to .
prepare for your presentation. -

~b. \Read magazine articles and attepd public meetings to learn appPo-

priate procedures and protocol.

‘c. Make your program "saleable" and nunderstandable" to the .

public. -
d. All of the above.

« f V .
) : . * ,(
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8 I1l. TRUE or FALSE
The folldwing statements are related to aspects of prevention program
“management. .Please circle either "True" or "False" on the answer sheet.
< -«

.. & 19. A good proposal for funding would concgntrate on a problem statement,
and a strategy design for examining the problem.
_ <

20. A staff with a low readiness level needs structure from the manager .

-

h1d . ’ M
21, In following action planning procedures, one would use the Sherwood
Model. ' \
t .
22. staff burnout emanates from problems of mteractlon _between the indi-
vidual and’ his or her enwronmqnt -

23. When planning a program evaluation, the evaluation data should |deal-

ly be collected using special procedures. . .
24. Networks are intended.to be task -oriented, competitive, and decen-
' ‘tralized -learning systems.

. D
t

25. Primary prevention is a constructive process designed to intervene in

patterns of "drug ,use and experimentation. :

o '

R -

L} .
.
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. T '“1 %;‘;—---‘ : v 0 _
. POST-TEST . SRR :
) ¢ Answer éhe"ei h‘ . ' -7
R LCircle the coKr'r‘ect'r'esponse(s)': \
. I, MATCHING . | 1. TRUE or FALSE o
‘ 1." a ) b. . | “19.  True False
2. a > b c ‘ N 20 True .I;a'lse :
T 3. a . b c 21.  True False ~ . '
A 4, a b et T 2 True ' False <\'
‘ - 5. a b c “\\ 23. True False ) )
b c 24, True - F_é—'lste, )
v b o+ c. 25. Tr‘t.;e 7 Faise ' -~
v b
‘ } b
" 10. \\ a b
11. | a -‘ b
< 12. a b
g g b
14. a \b/
. - -
. muLTipLe cHolcl

. N ’

*15. a - b

16. a ' b
1* o :
‘ 17. a b '
T~ -18. a. b
#it
- ¥ i i ?
©° "‘
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TRAINANG STAFF QUALIFICATIONS ' T = -
L4 . .

trainers regardless of the size of the participant group. . -,

. & This course Is designed to be deiiv_er'ed by at least two ‘(E)r*efer'ably thr‘cfe/)l
v/

e The tr‘aining‘ team that delivers the course éhoulg =inngde,an experienced
prévention program manager and at least one-other traiper, who is a drug
abuse prevention professional. Training team members_ should haye demon-

a, stratéd training and experience in training adult learners .
& The maj consideration in -determining a training tean&fg&r gel’iver'y of this

_course is\ that the competency of the staff, as a whole, iriclusle: compe-
tence and é)\(pemence in ‘management and planning, ability to plan and work
= ‘

together, 8hd an understanding of how individuals learn. .

DESIRABLE PREREQUISITE TRAINING COURSES . )

© CommunityrBased Prevention Specialist . - . )

e Basic ‘Management Skills Y B E S

Py Training of- Trainers | ) PR S }
D N ) .

SPACE AND EQUIPMENT REQUIREMENTS ) _'é,' Coe

e  This. course requires at least one large work room gqyipped with ch‘air"é

s and tables or_ chairs and a suitable writing surface. “The room shouid be

. sufficiently large so that participants are uncrowded and comfortable.” The

program also sequires at least two small work rooms,or. a number 6f small
rooms sufficient: to accommodate small work groups. ’ *

. -

@ ___ Other materials required are:

Lk 4
.
w
4
v

Trainer Manuals T . R
- Participant Manuals : ) ~° oo 4
- Newsprint . s r. ’ ' o
- Magic Markers - S e
- Masking Tape - . - ‘ ) .
- Pencils . v - \

EVALUATION , a Y

Two standards are used to determine each pé%icipantds performance .in this
course: (1) attendance and (2) score 6n the post-test.. Participants.who are
certified as having successfully completed the course should_tave been présent
a minimum of 90 percent of the time allotted for the course seésions and achieve
‘g minimum scoré of 75 percent on the post-test.- LY,

» )
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