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Il organizations require effective managers who can inspire staff,
) set general direcrions, and be accountable for the organization’s
achievements. Because good staff management is so crucial, it is important
to identify those special qualities that characterize an effective leader. Be
aware, however, that no simple formula exists for the “perfect” manager in
either profit or nonprofit organizations.

A managing partmer of a leading management consulting firm, McKinsey
and Co., observes that, in his work with more than S50 chief executive
officers {CEOs), he has not found an “ideal” manager. The visionary leader
may be poor at implementing plans; the superb implementer may have dif-
ficulty in setting directions for the organization; the stickler for getting
results may have poor interpersonal skills.” Indeed, effective managers
can come in all sizes and shapes: extroverted or shy, personable or aloof,
colorless or charismatic, self-centered or altruistic, and highly logical or
intuitive. The only thing these managers have in common 1s the ability to
ger things done.?

Furthermore, some would argue that a distinction should be made
between a leader and a manager.’ According to this view, a leader is an
innovator, has a long-range perspective, challenges the status quo, and
“does the right thing.” By contrast, a manager “does things right,” main-
tains the status quo, has a shorr-range perspective, and focuses on struc-
tures and systems. The thesis of this chapter is that effective managers
must provide both visionary leadership and day-to-day administrative
direction.

To gain a better understanding of the manager’s role, this chapter probes
the following issues: {a) What are the dynamic interactions among man-
agers, staff, and siruations? (b) What flaws can limit management effective-
ness? {c¢} What special competencies deo effective managers need to make
their organizations more productive? (d) What attributes contribute to
leadership? and {e) How can you diagnose your own leadership style?




Dynamic Interaction:
Managers, Staff, and Situations

In any organization, a dynamic interplay exists among management
orientation, staff behaviors and attitudes, and situational facrors.”

Leadership Styles

Depending on their personal predisposition, managers will reflect different
leadership orientations. Some managers prefer directive leadership, feeling
that they must assumne personal responsibility for making major decisions
and then act as a taskmaster to ger things done. Although they may occa-
sionally ask questions or allow limited dialogue, there is no doubt that the
decision is essentially and primarily theirs. They prefer to “take charge.”
They see themselves functioning as an archestra conductor, cailing on staff
to harmoniously achieve a desired result.

Other managers choose participative leadership, in which they present
:deas and invite feedback from staff. They want to retain final decision-
making authority, but they also wan their employees to suggest alternative
salutions,

Seill others prefer delegative leadership. These managers derive consider-
able satisfaction from giving decision-making responsibilities to their staff.
If they participate in the decision-making process, they are comfortable in
assuming no more authority than other members of the group.

Managers have their own predisposition toward one or more of these
three orientations. Which is best for effective management? It all depends on
the nature of the staff and the external and internal situations.

Factors Operating Within Staff

Managerial leadership (directive, participative, or delegative} can be
greatly influenced by the way staff respond to organizational tasks and
decision making. For example, if employees are intelligent, educated, and
experienced; if they are motivated to make decisions; if they identify with
organizational goals; if they can manage unstruceured work sicuations; if
they have the self-confidence and self~reliance to work independently; and
if they are truly invested in their worlk, then a manager would more likely
delegate responsibilities and decision making to them.

Tf, however, staff are inexperienced, feel reluctant to take on additional
responsibilities, require structured and unambiguous assignments, or resist
making decisions, then a more directive management style may be required.’
This kind of staff presents a challenge to managers who value staff
participation in decision making. '
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Gituational Factors

Certain outside forces can affect managerial style. The organization irself
may perpetuate certain values, work habits, traditions, and expectations
around managerial behavior. Some organizations, for example, operate under
pressure and crisis, thereby requiring directive management. Moreover, an
organization’s size and structure can influence the choice of leadership styles.
An agency with offices in different locations, for example, will tend toward
agronomous decision making because of its decentralized operations.

The problems an organization deals with may affect leadership style. Tf a
problem is complex and requires staff with different types of knowledge and
experiences, then a participative leadership style is appropriate. If a problem
requires the expertise of only the leader, however, then staff may be involved
i more supportive functions. :

Time pressure 1s another key ingredient affecting leadership style. The
more immediately a decision must be made, the more difficult it is to involve
other empioyees, Agencies operating under emergency conditions {e.g., han-
dling housing needs in the aftermath of a flood) require expedited decision
making involving fewer staff.

To be effective, managers must exercise flexible leadership.S At times, a
directive approach may be more appropriate than a delegative or participa-
tive one because of organizational context or the narure of the situation.
Where a crisis exists, where staff have become complacent, or where difficult
budget or personnel decisions must be made, a “take charge” (directive) lead-
ership style is appropriate. A delegative style works best whesn staff are highly
self-motivated and need little direction. The leader sets the pace for high per-
formance standards and then expects staff to carry out ASSIZIITENTS CoOMmpe-
tently. Working within 2 framework developed by the leader, staff members
are allowed the freedom to innovate, experiment, and take calculated risks.
This style works best with employees who want to develop professionally and
are willing to take on challenging assignments, Some professional staff may
feel excluded if the manager does not consult them abour the overall plan,

Participative leaders emphasize relationships. They value staff as individ-
uals, and they value workplace satisfaction and harmony, These leaders
build strong emotional ties, foster loyalty, create a sense of betonging, pro-
vide continuous positive feedback, and build staff morale. At the same time,
effective managers do not give praise indiscriminately when performance
1s poor because this can invite mediocrity. In situations where staff need
direction, this style by itself is not sufficient.

Managers need to combine approaches based on circumstances and the
skills of the staff. For example, in setting up a phone system, a manager
might ask a staff committee to recommend a system. By alerting staff in
advance that all recommendations will be seriously considered but that the
final decision will be made by management, the manager conveys tespect for
the staff’s thinking and ar the same time establishes boundaries-—reflecting
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Flawed Leadership Styles

both a delegative and a directive approach. Unless rthe manager is clear about
the staff role, confusion and dissatisfaction might occur.

Leadership styles need nor remain constant and can change as staff
change. For example, at the beginning of a project the manager may need to
he more direct, but as staff become more familiar with their tasks and more
competent in performing them, the manager can delegate and take a less
active role in providing guidance. Hence there is a certain ebb and flow in
the management style, as managers become more active or less directive,
based on the needs of the staff.”

Although flexible leadership is generally desirable, certain leadership styles
are realistically more responsive to the needs of a highly trained professional
staff and more conducive to productivity in human service organizations.
Today’s professional staff expects organizational managers to be participative,
and staff want to be consulted and exert influence, especially on those areas
that have a direct impact on their own work. Most want the manager to hear
and consider their ideas. Indeed, leadership and a sense of accountability and
empowerment in most human service organizations, as in most COrporations,
are being pushed down and distributed throughout the organization. In effect,
everyone in the organization can have opportunities for exerting leadership.®

As human beings, leaders are not perfect; they do have flaws—some more
than others. Do any of the following managerial profiles seem familiar?

The Oblivious Manager. For oblivious managers the best leadership is no
Jeadership. They assume people always know what they should be doing, and
these leaders are passive with regard to giving directions or creating a vision
for the organization. Foliow-through and monitoring are not part of their
management framework. Although well intentioned, their lack of urgency and
follow-through results in plans that either drift or become unraveled. They feel
so self-defeated through vears of bureaucratic frustration that they define
success merely as avoidance of failure. As a consequence of their lackadaisical
attitudes, they seldom encourage staff to excel, and their low expectations
result in limited staff performance, These managers think that ignoring prob-
lems makes them go away. They are usually unaware of pending crises unzil,
regrettably, the world crashes down upon them. Their passivity'is reflected in
the often-used expression, “Whatever you want to do is fine with me.” They
typically abdicate responsibility for making tough decisions.”

The Misleader. The problem with misleading managers is that they convey
mixed or even incorrect messages. For example, they ask employees to make
a decision abour the most effective budget cuts and, on hearing their
opinions, announce that the final decision will be made by the board of trustees.
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What they meant to ask for were suggestions that would be subject to review.
They use a participative style, although being directive is more appropriate for
the situation.'® On the other hand, situations calling for more participation from
sraff are responded to with “the boss knows best.” The staff never knows what
ro expect or how the manager will react. After making a number of these mis-
jeading requests, these managers can expect little input from their employees.

The Put-Downer. Managers who humiliate employees by belittling their
abilities can expect little or no investnent from staff. This style creates a
backlash of resentment that harms staff attitudes and performance. One
manager, for example, calls his social service staff “brain dead” becanse he
thinks they are not working as hard as they should; the response is not a
commitment to work harder but a protest in the form of t-shirts that read
“Staff of the Living Dead.” Typically, these managers are not as obvious;
their pervasive deprecarion is more subtle, conveying in many small ways
that they believe staff are incompetent.

The Micromanager. Managers can become so invested in the work of staff that
they commit the error of over involvement. They fail to allow responsible
people the freedom and autonomy to do their jobs. These managers constantly
check on staff performance and attitudes because of their own insecurities. They
take the role of monitor to its extreme by constantly checking on staff’s where-
abouts, reading all correspondence that emanates from their departments, and
obsessively checking staff’s opinion of them. As a consequence, staff do not
have the opportunity to grow, develop skills and experience, or learn from their
own mistakes. These managers may not believe that their staff have potential,
and gain great satisfaction from delving into details berter left to others.

The Arrogant Manager. Arrogant managers display the hubris of exagger-
ated pride, super self-confidence, and consummate self-importance,’
Disregarding staff contribudons, they think that positive results are due only
to their own special performances. When they proclaim an idea for a pro-
ject, they believe staff will automatically understand it and assent.™ These
managers do not take the tme to clarify, discuss, and work through con-
cerns. They later wonder why their requests, regulations, and policies are not
carried out with enthusiasm. They never admit mistakes, even to themselves;
consequently, they easily become victims of their own fallibilities. Because of
a blinding sense of self-importance, they make miscalculations that may be
catastrophic to the organization.

The Narcissist. Some managers manipulate people to achieve personal ambi-
tions; staff become instruments for the manager’s self-gratification, Their work
and projects they carry out are not primarily for the good of the organization
but for self-aggrandizement. They constantly connive to advance their own
position of power, and they excessively control the organization’s process to
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Leadership Competencies

achieve predetermined personal goals. Narcissists are also egocentric, believing
that employees are pawns used to fulfill personai goals.”®* Even when they use
a participative leadership approach, they still strive to control the outcome.
Staff go through the motions of making a decision but know that their own
security in the organization depends on bending to the will of their manager.
Narcissists promote themselves so much that those who have actually done
the real work soon lose their commitment. Narcissists may even represens
staff ideas as their own to curry favor with superiors.

The Loner. By keeping their office doors closed most of the day and
seldom having contact with employees, loner managers are usually seen as
aloof and unapproachable. Loners rarely consult with staff because they
do not want to be bothered with delays or objections that may lead
to modifications of their original ideas. They feel like supplicants when
asking for colleagues’ support.! Through this self-imposed isolation, they
contribute to the low morale in the organization because staff eventually
feel ignored and abandoned.

The Charmer. The primary purpose of charmer managers is gaining personal
acceptance from staff. To them, popularity is far more important than sub-
stantial achievements, and.their charm is a cover-up for not getting things
done. Although well liked by staff because of the limited demands these
managers make, they ultimately are ineffectual.

These leadership flaws are exaggerations, and few managers manifest
these caricatures in their pure form. Any one of us, however, may lapse into
some of these behaviors. Being mindful of these possibilities can minimize
their destructive impact on an organization’s productivity.

It is not enough for managers to be constantly aware of possible flaws in
personal behavior that could detract from their leadership effectiveness.
They must also discern how their strengths can heighten the organization’s
performance. Previously, it was noted that leadership style should be
matched to the needs of the organization and the situation. Assuming that
this match exists, there are certain traits and competencies that are of value
to managing human service organizations, Effective managers evidence an
outstanding ability to get things done. The following are some thumbnail
sketches based on the lives of exemplary leaders.
Waulina T. heads a suburban children’s residential treatment center.
~ Several years ago she decided that her agency must aggressively confront inner
city problems even though the agency is located 12 miles away from down-
town. She has worked hard ro establish drug treatment programs in the city’s
school system. Her successful efforts to make her organization more relevant
have earned her both great respect and an infusion of funds for her agency.
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Tom L. has expanded a program of heaith care for homeless people
ro include a variety of services: drug treatment, 2 winter housing program,
and a facility for mentally disabled women. In addition, he has organized
the business and political leadership of the community to create adequate
low-income housing.

Ambler M. directs a special organization designed to combat crime in
the community. He saw that gangs were a growing concern and led school
officials, police, and parents to help them address gang-related issues more
appropriateiy.

Rothina D. infused a moribund organization with a new spirit when
che became its director. Established to obtain jobs for public assistance
recipients, the organization had not been able to convince the corporate
community £ accept its trainees until she developed an owrstanding training
and orientation program. She conveys high expectations to her staff and
imbues them with sensitivity to the needs of the trainees.

Smitty C. heads the local YMCA. He sees his most important managerial
role as helping staff develop their potential. Fe has initiated a number of
staff training programs, encourages staff to foliow through on their ideas,
and emphasizes the importance of staff ownership of successful programs.

Jeraldine H. is the head of a large staff unit within a mammoth bureau-
cracy. Her paramount concern is to help staff feel invested in their work. She
meets regularly with her supervisory personnel, and they in turn meet with
their staff to develop a greater sense of unity and dedicadon toward their
work. As a consequence of these meetings and a series of staff appreciation
sessions, staff are beginning to rededicate themselves, Many of them are
staying after 5:00 p.m. or working weekends to complete assignments. Work
teams are developing nnovative ideas for dealing with emergencies. Staff
enthusiasm about their work has increased because Jeraldine conveys daily
how important their contributions are to the community.

What do these effective managers have in common? What follows are
those competencies they share that enable their organizations to perform at
a highly productive level.

Articulating a Future Orientation

Effective managers are constantly seeking out trends—possible changes
m demographics, funding, or political alignments—and determining how
these trends might influence their organization. They formulate a vision of
the fature either within their own mind or by mobilizing the organization
to think strategically {see Chapter 2}. They encourage everyone who should
be involved—staff, beards of trustees, or even public officials—to focus their
atrention on issues leaders consider significant.’” Sometimes, their view of
the future is mnfluenced by a profound desire to improve performance,

Competent leaders are never fully satisfied, Even when scaff are performing
well and their units or the organization as a whole are accomplishing their
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goals, effective managers continually ask, “How can we improve? How
can we do things better?” Of course, they enjoy and appreciate achievements,
but they have a need to reassess the status guo. They are intolerant of
complacency that comes from previous successes, and as they meer one objec-
tive they press on to another. In short, effective managers are continuously
working to help their organizations grow and change to meet new situations
and to focus their members on the most significant issues.'® Ambler M. had
the foresight and the anderstanding that gangs were using the school build-
ing walls, maitboxes, and even their school artwork to communicate gang
messages. He convinced his organization to make reducing gang activity a
priority long before other community vouth organizations realized the need
for it. As a result of his vision, his organization now has a unique niche and
is looked to as the expert source on gangs by juvenile court judges, school
administrators, and political leaders.

Waulina T. is continually thinking abour the furure of the organization,
She says, .

My ultimate purpose is to leave the organization in better shape than
when I became its director. Thar is what my predecessor did, and that
is the position 1 hope my successor takes as well. I am always dreaming
up projects for the following year. Right now I’m planning for a
sew building on our campus that will house adolescents referred by
juvenile court. It may take four years to build, but we've got o begin
to plan now.

Being a Social Entrepreneur

Social entrepreneurs are organizational leaders who are driven to pursue
programs they consider vital to meeting needs, and feel a heightened sense
of accountability to the constiniencies they serve. They are innovative, bold,
action-oriented, resourceful, and value-crearing change agents. Leaders
develop a vision of how to achieve their goals and are determined to make
their vision work.”

Effective managers persist in accomplishing goals even in the face of set-
backs. They take risks, knowing that failures may occur, and they learn from
their mistakes.” They assume that if something does not work, they will try
something else until they ultimately succeed. This perseverance and tenacity
in the face of obstacles and adversity is what sets effective managers apart
from their less intrepid counterparts. The leader who can articulate a vision,
however inspiring and relevant, but who cannot implement it is only a
prophet."” Effective managers proclaim, “Damn it! We’re going to make this
thing work one way or another!” As high achievers, human service entre-
preneurs obtain satisfaction from successfully completing challenging tasks,
obtaining standards of excellence, and déveloping better. ways of doing
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things.”® By commirting to a project who_leheartedlywiaased on conyiction,
determination, persistence, and confidence—social entrepreneurs increase
the likelihood that their projects will succeed. They believe deeply in whar
they arc doing and are skilled at convincing everyone around them that the
project is right.*! Unlike the business entreprencur, the social entrepreneur

does not mainly seek the reward of financial gain but rather the joy of

schieving significant results,

Rothina D. can be considered a human service entrepreneur. Her quest
was to create an organizaton that would help unemployed persons and pub-
lic assistance recipients become self-reliant through employment. To do this,
she obtained commitments from more than 350 companies by assuring them
her organization would provide reliable, competent, and highly motivated
empioyees. She built a program and accomplished this goal by convincing
state and local officials that their investment in her program would produce
excellent dividends for the community.

Rothina doesn’t go by the bool. If state regulations are not supportive,
then she works to change them. If her trainees need a place for their
children in the summer, she establishes a summer camp program in a
downtown office building. If her participants have legal problems rhat
impede their ability to stay on the job, she establishes a legal assistance
program customized to their needs. All of these programs entail risks and
the possibility of failure, but her commitment and entrepreneurial drive
make them succeed.

As another example, Tom L.’s work with the homeless requires him to
persevere time and time again. Homeless people have profound problems
and needs that cannot be met through usual channels. When the welfare
department was unable to give homeless people temporary shelter in
the winter months because of security problems, he aggressively: pursued
another building and obtained help from the sheriff’s deparement. When the
state mental health department denied funding for a program to house
mentally ill homeless women, he obtained a federal grant. He has the drive
to achieve what others might consider impossible.

Effective managers, then, are passionate entrepreneurs who continually
seek ways to make a contribution. They thrive on the challenge of maldng
things happes.

Treating Staff With Dignity

Effective managers minimize the use of command language and maximize
the language of persuasion and reguest. They understand that they cannot
coerce staff to excel; true motivation must come from within.* They create
a climate in which staff feel so positive about how they are being treated that
they willingly perform at their best. These managers show concern and treat
staff with respect, not as “service delivery units.” Jeraldine H. remarks,
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[ care about my staff. We are like one big family, and I encourage them
to work together whenever possible. I show respect for them and they
reciprocate. When I can manage to do so, I attend weddings and funer-
als of the families of my staff. But even as [ strive to promote positive
relationships, I maintain a degree of objectivity because ours must be a
professional, not a personai, relationship.

Thus, effective managers trefy care about their employees; they convey
empathy and compassion to help foster a supportive work environment.

Communicating Significant Messages

Tffective managers are able o articulate concepts, ideas, and philosophies in
such a way that staff understand both intellectually and emotionally how they
are involved. These messages are clear and uncomplicated; they speak to the
heart as well as to the mind. Managers help staff see the relationship between
what they are doing and the mission of the organization—how they are a part
of the whole.”® These managers work to shape ambiguous ideas into opera-
tional programs with clear guidelines, thereby providing structure and clarity.
Without patronizing their staff, effective managers clarify what the work is
intended to achieve, why it needs to be done in a particular manner, and what
constitutes successful performance. One of their major messages is that every-
one must work together to achieve the organization’s goals.* Effective man-
agers allocate significant time and effort to developing a network of cooperative
relationships among the people they feel are needed to satisty their agendas.”

Moreover, effective managers communicate with-—not just to—staff by
listening to and incorporating their ideas and concerns. Listening is an essen-
rial but undervalued managerial skill. Given that many managers have
achieved their positions because of their ability to express their ideas, they
often do not realize that communication is a two-way process. The difference
between mediocre managers and outstanding ones is the ability to tune n
to what staff are thinking and feeling. This includes the manager’s ability
to listen to criticism without becoming unduly defensive when mistakes are
brought to his or her attention. Jeraldine L. reflects this attitude in this state-
ment: “Like evervone else, 'm failible and can make mistakes. But with staff
input, [ am confident we can get our efforts back on course.” She knows that
she plays a vital role in linking the organization’s communications. Good com-
municators, therefore, have the ability to give and receive messages effectively.

Engendering Trust

Effective managers have a deep sense of integrity. They are honest with
themselves and are aware of both their strengths and cheir limitations. Sraff
respect and trust effective managers who take steps either to address their
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own limitations or to find ways to compensate for them.? Staff know what
values their leaders are committed to, what positions they stand for, and
know they can count on these managers. Competent managers are careful to
promise only what they can deliver, and they expect others to do the same.?’

The trust that effective managers earn is not based on blind faith, It is

built upon a give-and-take interaction, which might sometimes include some

degree of doubt.” The manager and staff feel committed to each other, but
they both can also raise questions and challenge issues while maintaining
mutual respect. Maintaining this balance of respect and willingness to
challenge is the essence of the implicit trust berween the manager and staff,

Whether as a result of staff interaction or through their own introspective
tendencies, effective managers are continuously conducting self-appraisals:
“Could I have handied the situation differently?” They want to lears from
their mistakes and can candidly admit they have made an error in judgment,
thereby earning the respect of staff.

Effective managers with a strong sense of integrity lead by example. They
know that, as role models, they set the pace for the rest of the organization.
Their actions are far more significant than words. Effective managers honor
requests that discussions be held confidential, give credit to employees for
their good ideas, and use professional discretion in communicating employee
mistakes.” Because managers are visible, their commitment to the tasks of
the organization and their degree of investment in the staff are continually
ander scrutiny. Staff view effective managers as genuine and sincerely
dedicated. They are the ultimate exemplars of their organizations.

Jeraldine H. exemplifies a leader who has earned the trust of her staff, She
says of them,

They know I would not ask them o do any task that wasn’t in the best
interest of the clients. When I meet with staff [ try to be open-minded
when they raise questions concerning programs I propose becauase their
constructive criticisms improve the original idea. What's grear is that
we feel a genuine respect for each other.

Effective managers are well aware, therefore, that trust does not come
automatically but must be earned over time and in many ways,

Inspiring Top-Level Performance

By establishing high, but achievable, expectarions, successful managers
miuse in their staff a standard of excellence.® They create a positive and pro-
ductive working atmosphere within which staff are stmulated to perform
their best.

Even as managers expect high performance, at the same time, they
are realistic. They attempt to stretch people, not overwhelm them.’! The
words that best describe this kind of leadership are elevating, uplifting, and
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cheerleading. Their optimism, confidence, and can-do demeanor mobilize staff
to take on the toughest challenges. They lead best by their personal example.
Effective managers convey a mind-set that staff members are “winners”
by creating continuous opportunities for successful experiences, thereby
instilling in them the confidence to seek even higher levels of achievemnent. ™
They allow their staff to make their own decisions whenever possible and
strive to get things done through cooperation.” Staff respond positively
to managers who delegate their authority, make their subordinates feel
powerful and capable, and foster their creative abilities to do their job.*
Encouraging people to assume greater responsibility is challenging, but the
effective manager instills confidence in his or her staff by providing them
with successful experiences in which they can take risks and even make
mistakes. As facilitators, these managers work to remove -obstacles that
interfere with the staff’s success. They continually ask, “What can we do to
heip you do your job better?” and “What can we accomplish as a team?”*®
Waulina T. expresses this idea of empowering staff when she states, -

[ am a servant-leader, for I try to be responsive to what staff want me
to do to help them do their jobs better. I am at my best when I can take
the time to be involved with my staff, to hear them out, to figure out
ways to give them the resources to do their job betrer. They are closer
to their situation and problems than 1 am, and so a good part of my
job is to help them fulfill their professional responsibilities.

Smitty C. inspires his staff with these comments: “We have a tough
assignment to complete in seven days, and I know that you are up to the
task., [f we all pitch in, we can produce a document that we can all be proud
of.” Also, when the quality product is completed, he says, “I am proud of
the fantastic job all of you have done. I am glad that you are the kind of
group I can count on.” '

Waulina T. places the same emphasis on facilitating staff investment and
erowth with this observation:

As a manager, it is important that I not become too possessive of the
organization. The staff must feel a deep sense of pride in their work
and a sense of ownership in the organization. Whatever credit comes
to me is based on the commitment and performance of my staft. If 1
help them grow, we all benefir.

More than 2,500 years ago, Lao Tzu, a Chinese Taoist philosopher,
observed:

A leader is best
When people barely know that he exists,
Not so good when people obey and acclaim him,

Leading the Organizal

Worst when they
“Fail to honor pe
But of a good lea
When his work is
They will say, “%

Thus organizatio
various strengths. At
complex organizatic
to meet new deman
ousty facilitate the
ariented to accompl
They set their sights
ton to everyday det
mate listeners. They
them with dignity, T
results in inspiring ke

Research is beginnin
that enhance their at
tional intelligence, a
tion, empathy, and «

Self-awareness. Eme
strengths, weaknesse
able to be honesr wi
their feefings affect
aware people know
and at the same time
imperfections, they t

Self-regulation. Ope
reguiated person is a
information before

ambiguity and open

Motivation, Highly
exciting and fun for
tather than opt for |
generally  optimistic
who have a high d
t stretch themselves
Organizasion. They sc



ATIONAL DIRECTIONS

————

demeanor mobilize staff
their personal example,
aembers are “winners”
il experiences, thereby
levels of achievement, 32
whenever possible and
taff respond positively
their subordinates feel
lities to do their job.3
is challenging, but the
aff by providing them
: risks and even make
remove obstacles that
¢, “What can we do to
complish as a team?” %
T when she states,

what staff want me
sest when [ can take
T out, to figure out
ter. They are closer
-a good part of my
sibilities.

st “We have a tough
hat you are up to the
at we can all be proud
“says, “l am proud of
it you are the kind of

g staff investment and
w0 possessive of the
oride in their work

atever credit comes
wce of my staff, Tf I

2 Taoist philosopher,

15

1 eading the Organization

Worst when they despise him.

«Fail to honor people, they fail to honor you™;
But of a good leader, who taiks little,

When his work is done, his aim fulfilled,

They will say, “We did this ourselves.””

Thus organizatonal administrators continually seek to harmonize their
various strengths. As managers, they work to bring order and consistency to
complex organizations. As leaders, they challenge the status quo and work
co meet new demands.’ They strive to achieve their visions and simultane-
ously facilitate the staff’s input in the direction-setting process. They are
oriented to accomplishing rasks and are sensitive to the needs of their staff.
They set their sights on the future while making certain to give proper atten-
tion to everyday details. They are both conveyers of messages and consum-
mate listeners. They engender trust by respecting their staff and treating
them with dignity. This blend of vision, sensitivity, and high moral purpose
results in inspiring leadership.

Rescarch is beginning to emerge that effective leaders have certain attribures
thar enhance their ability to lead people. These attributes, referred to as emo-
tional intelligence, are identified as self-awareness, self-regulation, motiva-
tion, empathy, and social skills.*

Self-awareness. Emotionally intelligent people are keenly aware of their
strengths, weaknesses, and desires. Those with a strong self-awareness are
able to be honest with both themselves and others. They are aware of how
their feelings affect them, other people, and their job performance. Self-
aware people know when to ask for help, are willing to admit their mistakes,
and ar the same time are confident about what they can do. By sharing their
imperfections, they underscore their authenticity.*

Self-regulation. Operating m the midst of ambiguity and change, a self-
regulated person is able to control impulses, suspend judgment, and seek out
information before making decisions. These people are comfortable with
ambiguity and open to change. They tend to be reflective and thoughtful.

Motivation. Highly motivated people want to achieve results because it is
exciting and fon for its own sake. They desire to challenge the status quo
rather than opt for power or money. They are energetic and persistent and
generally optimistic even though they may fail sometimes. Even those
who have a ligh degree of self-awareness of their limitations will work
to stretch themselves. People who are high achievers are commirted o the
organization. They set high goals for both themselves and for their emplovees.

Attributes Contributing to Leadership
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Empathy. Considering the stafPs feelings is part of an effective manager’s
decision process. If staff are feeling anxious or angry, an empathetic
manager can acknowledge these feelings. As a leader of a ream, the effective
manager recognizes that various members may have different emotiopal
reactions, ailiances, and even clashes of opinions, A leader must recogiize
and understand these different perspectives.

Social Skills. Effective managers focus on developing relationships with
others. Being friendly aliows managers to persuade people to fulfill organi-
zational goals. By developing a positive rapport, being interested in employees
as people, and building bonds, they help people deal with day-to-day frus-
crations. No leader can truly hope to function ia isolation. The leader’s job
is to get work done through other people; social skilis are the grease that
makes this possible.

Thus effective managers have a high level of emotional intelligence, which

is required to carry out their jobs.

Awareness of how you function as a teader within vour organization
s critical to being effective.”’ The more insight you have iato how you react
in various situations, the more you Can ensure a proper match berween
hehavior and organizational contingencies. This chapter has described several
key elements that can be used to diagnose your leadership behavior: (a} lead-
ership styles, (b) influences over staff, {¢) flaws and limitations, {d} com-
petencies and strengths, and (e} emotional intelligence. To heighten your
understanding of your own leadership sole, consider the following guestions:

1. What is my predominant style (directive, participative, or delegative)
of leadership? Are these clear benefits from using this style? Are there nega-
Gve side effects? Thinking back to particular instances, have [ matched the
right style with the sitnation at tand? In the future, should I consider testing
other styles?

2. Of the possible managerial limitations or flaws, do I see myself mani-
festing any of them in my own leadership behavior? If so, should 1 make efforts
o modify my attitudes or bebavior to imcrease my effectiveness? Are there
times when some of these limitations may actually be useful and necessary?

3. In the review of leadership competencies, which ones do I exhibit? Is
it within my capacity to serive for others? If s0, can | find some safe ways to
rest out an underdeveloped competency? If not, can i find others who can

complement my strengths?

4 Which of the emotional intelligence attributes do I consider to be well
developed? Which attributes do need to develop further?
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The exploration of these questions, either by thinking about them on your
own of by obtaining feedback from others whom you trust, can be useful in
considering ways to develop further as an effective manager.

Note: You will see that in this list of questions for discussion, as well as the
gquestions in subsequent chapters, reference is made to “your organization.”
This could refer to your current organization {if you are a graduate intern or
an employed professional) or to another one with which you are familiar.

1. What qualities of leadership do you see in vour organization?
2. What leadership flaws are manifested in vour organization?

3. In your organization, what do you consider to be the most important
ieadership competencies?

4. What elements of emotional intelligence do you see operating among
managerial staff in your organization?

. In your organization, what has management done that was effective
or ineffective?

i

6. How would you describe your own leadership style? Which ideas
discussed in this chapter would you like to give more attention to
further develop your own leadership gqualities?
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Human service organizations operate in a continually changing and even
curbulent environment. The needs of clients change over time, funding patterns
shift, staff come and go, and the attention of community leaders and the media
move to different social issues. Social issues that momentarily capture the com-
munity’s attention, such as homelessness, substance abuse, or teen pregnancy,
can be replaced by other “social fads.” Because of the inevitable and constant
nature of change, both internal and external, effective human service managers
must be prepared not only to cope with it, but also to initiate and embrace it.

Not all change is necessarily good, nor is all resistance to change necessarily
inappropriate. Abrupt or t00 much change at once, the wrong kind of change,
or change from one activity o another without clear puspose can create prob-
lems, be disorienting, and even threaten the organization’s survival. Maingaimng
the stasus quo car keep an orgapization from being in constant flux.

Strategic planning describes the process of addressing change. It deve-
lops goals, accompanied by a set of actions to help achieve those goals.'
Emerging from the organization’s key stakeholders (board of directors,
staff, clients or their families, and other constituencies considered important
to the organization}, it is a shared vision for the future. It is also a roadmap
for achieving that vision, given known realities and facts.? Usually organi-
sations conduct their strategic planaing every three to five years. Many
see this rimeline as imperative so they can reenergize themselves. Certain
circumstances, however, may prompt more frequent planning, including a
significant change in organizational leadership, a financial crisis, new
opportunities, or New mandates from public officials,

Seraregic planning produces a product—the strategic plan—thar is the
result of a process in which key stakeholders fully engage. The product is a
written plan that the organization can use as a bineprint for guiding future
directions. Equally important is the process of engaging key stakehoiders,
because this builds commitment and teamwork among board and staff and
better assures follow-through on the plan’s anticipated results. It also helps
participants reach a consensus on fundamental issues that require ongoing,
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concentrated attention. Through strategic planning, stakeholders stimulate
their organization to move beyond doing busipess as gsual, by cons1‘der.mg
{OVATIVE changes.’ In the absence of strategic planning, the organization
mav ynintengonally drift into new services or programs that are tangential to
its ;ore mission. The following are some examples of organizations that made

changes without the benefit of a strategic plan:

An organization established to advocate for women’s issues shifts its
focus over time to providing needed services—counselting, day care, and
job ceferral. Its original reason for being, advocating on behalf of women,
becomes increasingly difficuit to sustain and is eventually discontinued as
the organization gradually shifts to a service emphasis—to the dismay of
the organization’s founders, who think the organization’s original priori-

ties have been distorted.

A service agency shifts its attention from providing free or low-cost
counseling in the inner city to offering employee assistance programs
for those who can pay a fee. Initially, funds increase, but two years later, its
primary funding source drastically cuts its support because the organization
has abandoned its original focus.

Finally, consider the example of a health coalition that provides direct
services to women with small children. In its guest to obtain additional
money, it modifies its focus from direct service to collecting and aralyzing
health data—causing a schism among staff that support clinical care and
those thar value public health-related activities.

These examples describe organizations that altered their basic purposes—
from advocacy to service, from serving inner-city residents to serving
fee-paying employees, and from emphasis on health services ro heaith
data analysis. These changes are not inherently good or bad. They reflect
responses to immediate situations, but they did not occur purposefully
within the context of a strategic plan and with the active involvement of the
organizations’ stakeholders. Only when an organization gives a focused,
Jong-term view to selected issues can it be said to be involved in strategic
planning,

The previons examples describe how an organization can unknowingly
drift into carrying out activities that may not be relared to its primary reason
for being. As Peter Drucker, a well-regarded organizational consultant, has
proposed,

Only when a nonprofit’s key performance areas are defined can it really
set goals. Only then can the nonprofic ask, “Are we doing what we are
supposed to be doing? Is it still the right activity? Does it stll serve a
need?” And above all, “Do we still produce results that are sufficiently
outstanding, sufficiently different for us to justify putting our talents to
use in that area?” Then you can ask, “Are we stll in the right areas?
Should we change? Should we abandon?™
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The value of asking these fundamental questions is that they help an
organization assess its Current status so it can control its future. Probing
these issues helps the organization gain greater mastery OVer inevitable
internal and external changes. Hence an organization will be in a berter
position to determine where it is, where it wants o g0, and how it wants
to ger there,

Two circumstances invite a strategic review. The first involves a threat
to the organization. Funding cutbacks, legislation that is detrimental to
the organization, competition from another human service organization
that could lure clients away are the kinds of crises that compel a response.
Business cannot go on as usual when the organizarion faces major difficul-
ties; it must react to the crisis or face serious consequences. It is interesting
to note that the Chinese symbol for crisis is a combination of two words:
danger and opportunity. Crisis can galvanize a reactive response, stimulag-
ing the organization fo reassess its strategic directions so that the danger may
be turned into an oppertunity for positive chaage.

The second circumstance is more subtle, and on the surface might
not seem to Prompt strategic planning. When everything is going right—
when the organization is serong, when funding is ampie, when clients are
being well served, when staff and volunteers are feeling positive about the
organization—introspection might seem unwarranted. It is at just such a
time, however, that effective managers must discern whether there are dark
clouds on the horizon in-the form of staff and volunteer leader compla-
cency, potential competition for funds, or possible change in community
interest. Strategic planning disciplines managers T assess the organization
and its environment even when things are going well.

if the normal pattern of the organization is to provide services without
questioning whether they can be improved, there is little stimulus for change.
A thought-provoking aphorism states: “If you always think what you've
always thought, and you always do what you've always done, then you’il
always get what you've always goiten.” By proactively searching for new
ways {0 imProve programs OI Processes that develop staff, you invite the
organization to reach higher levels of productivity, To counter entropy, the
inevitable tendency of organizations to wind down, it is imperative that
organizations use the strategic planning process to reenergize and reinvent
rhemselves. You want o be able to slough off yesterday's less productive and
less relevant programs and procedures, thus freeing staff and other resources
to meet emerging needs and to beteer fuifill the organization’s mission.’

For example, Suppose your Organization has been providing an adolescent
counseling service for many years, but you now find that demand is waning,
though not enough to discontinue the counseling program altogether. The
situation is not yer at a crisis level, but it could be in a year or two. Your
assessment of teenagers shows that they do want the opportunity to talk
with someone, though in a more informal setting than is now provided by
the agency. You decide to change your point of contact from in-office inter-
views to an unconventional new approach—crafts and sports facilities, Your
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willingness to restructure the program propels you to seek other ways to be
respoLsive to adolescents.

Some organizations will even adopt the policy of arganized abandon-
wment. Bvery service, program, and client category is open to question. The
organization asks, “If we were not already doing this, and based on the
information we now have, would we be doing the same things?™ Asking this
guestion invites the organization to make changes.® Abandoning things that
no longer work pushes the organization to constantly improve.” The orga-
nization develops the attitude of innovating to improve the quality of ser-
vices. For example, an organization dealing with substance abuse clients
would constantly be looking for successful interventions, and this organiza-
tion would be willing to abandon interventions that deo not produce results.

Hence by forecasting its future, setting goals, and considering emerging
opportu.nities and threats, an organization can concentrate on its most critical
problems and choices. Through strategic planning, it can engage key organi-
zational members in communicating and reaching a consensus on significant
decisions about their organization’s future.*

There are barriers, however, that can impede effective strategic planning.
The process may conswme time and money that could be spent on more
immediately compelling projects. Smoldering problems may surface that must
be handled. Board and staff who rely on intuitive or “gut” feelings to deter-
mie how to operate may question a time-consuming, systematic planning
approach. They may resist the sometimes difficult introspection of examining
how their efforts contribute to—or detract from---the organization’s mission.

Also, organizations facing an immediate crisis (e.g., a severe decline in fund-

ing) may have to devote significant energies to the urgent current situation
before taking time to think long term. I there is a lack of devotion to carry-
ing out the plans, then strategic planning can only lead to frustration. Finally,
if major decision makers lack the conviction to follow through or tend to
arrive at poor decisions based on faulty assumptions or hastily completed
processes, then strategic pianning may result in more harm than good.

These limitations should serve as reminders that although strategic plan-
ning can be a powerful tool, it is not foolproof. Even so, effective managers
must embark on strategic planning to improve performance, stimulate think-
ing about the future, encourage teamwaork, handle organizational issues, and
provide a sense of renewal, It thus positions the organization to respond to
new apportunities, create a competitive advantage, and take action to reverse
decline or to expand programs.’

Every organization must develop a strategic plan that is compatible with its
own mterests, strengths, and limitations, What works for one organization will
ot necessarily work for another. The format that follows has been used by
several planning consultants and can be flexibly used by most organizations. ™

Developing the Strategic Plan
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Getting Organized

Before embarking on the strategic planning process, consider the
following important points. First, effective managers are aware that although
the trustees of their organizations must be involved in strategic planning,
they must also engage staff to instill a sense of ownership of the eventual
plan. Everyone must share a conviction that the hard work and time
involved will be productive for the organization. Second, be realistic about
the required time investment. Planning will require many hours from staff
and volunteers. Anticipate the amount of time involved in meetings and the
preparatory and follow-up work required between them. It is desirable to set
aside one full day, or at a minimum part of a day, o give concentrated time
to strategic plan formulation. Third, consider the broad participation of staff
from all levals of the organization, along with board members, funders,
government officials, and others involved with the organization, to avoid
possible schisms. At a mirimum, a commitree should consist of key staff
representatives {from major departments or the union) and leaders of the
governing body of the organization isee Chapter 20). In addition, other
participants could inciude clients (or family members} and respected leaders
and representatives from coilateral organizations. Persons from ousside
the organization could be asked for their ideas by participating directly in
the process, contributing to focus group discussions, or answering survey
questions. Finally, establish ground rules of participation that emphasize
chat decisions are made by consensus, unless atherwise agreed, and that even
as differences are aired, members are to be respectful of each other.

The reason for emphasizing participation is that the process is as impor-
cant as the resulting plan. Working together helps educate members inside
and outside the organization, builds commitment, and mobilizes participants
to take action.!! Otherwise you risk creating a lifeless document, the result
of ritual behavior, rather than a call to acton.

Conducting an Analysis

In a nonprofit organization, a board membet typically chairs the strategic
planning committee, with significant input from staff. In public sector
agencies, the director or a selected staff member usually takes leadership
responsibility. Some organizations rely on an outside professional facilitator
to provide neutrality to the process, keep the group focused on tasks, and be
sensitive to group processes and interactions. Using a neatral third party
has meric in that it assures that all stakeholders have an equal voice without
one or more engaged in dual roles of participant and facilitator.

To get everyone thinking as a team, it is important to lay a proper founda-
tion. Provide the group with a common understanding of the organization’s
past, its current operations, and its values. Also, review the services of the
organization, its staffing pattern, its current and projected financial situation,
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and other salient facts. In addition, gather relevant demographic, political,
nd economic data on the service area. Conduct a competitive analysis to
Jetermine how the organization compares with its peer organizations on
service programs, clients served, service accessibility, reputation, and costs. ™
A good analysis requires a review of your mission statement; focusing on
fundamental questions; conducting a resource audit; examining strengths,
weaknesses (challenges), opportunities, and threats; and considering the

organizational itfe cycle.

Developing a Mission Statement

The purpose of a human service organization is to meet a need; address-
ing that need is the mission of the organization. The mission provides a sense
of purpose without which the organization would lose its direction, support,
legitimacy, and needed resources." A good mission statement should be
lofty and inspiring, yet concise and capable of being easily understood and:
remembered.

The mission staterent is the most enduring part of an organization. It
should not be changed without extensive invoivement of key stakeholders,
including staff, board, key donors, and community representatives. For
example, an agency offering substance abuse services may have a mission
thar states it will serve everyone who comes for help. Faced with severe pub-
fic funding cutbacks and an inability to fundraise in the private sector, the
agency decides to alter its mission and restrict whom it will serve.

Tn addition to describing their fundamental purpose, some human service
organizations describe what services they will provide, to whom they will be
offered, and their geographic area. The following are examples:

Qur mission is to ensure that appropriate, timely, accessible, and
effective mental health and substance abuse services are available to
people of all ages. Highest priority 1s to be given to adults and children
with severe mental health disabilities who live or work in our geographic

area.

Qur mission is to assist individuals with mental retardation and
developmental disabilities in choosing and achieving a life of increasing
capability such that they can live, learn, work, and play in the commu-
nity, and to assist and support their families in achieving this objective.

Your mission statement should be visible in key areas—on the wall of the
boardroom, in the reception room, in the annual report, on the flipside
of business cards, and in the newsletrer. In staff meetings, when a new
program or policy is under consideration, ask, “Does this proposal relate
to our mission?” Similarly, at board meetings when several proposals are
under consideration, choose those more likely to further the organization’s
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mission.!s The mission establishes boundaries for organizational activity and
guards against the tendency o chase unrelated opportunities or thoughtlessly
diversify, thus siphoning resources from the organization’s raison d'étre
{reason for being}."®

Asking Fundamental Questions

Although organizations differ in relation to their mission, funding, and
style of operating, all must grapple with four fundamental questions as part
of the strategic planning process.

What business are we iné Most organizations provide several services and
serve multiple populations. How the organization defines these services deter-
mines which services and clients it emphasizes. A chifd welfare agency, for
example, could define its basic purpose as ensuring the well-being of children.
under its care or it could define its focus as keeping families intact. The former
might involve long-term foster care; the latter, intensive family counseling.

What business should we be in now? The organization may have been formed
10 or 20 years ago with a mission to serve a particular target population, but
aow it serves different populations with different needs. Some staff or board
members may mistakenty believe that the organization continues to provide
services for those it no jonger sexves. One of the values of serategic planning is
that it forces members to ask the question, “If pur organization did not cur-
rently exist, would it be created to meet the needs we are now trying to meet?”

What business do we want to be in a few years down the road? As a strate-
gic planning exercise, it is aseful to imagine what the organization might be
in three to five years, Are there new clients to be served or can the organi-
zation be prepared to serve current clients better in the future? Is there new
legislation in the offing that could provide needed funding? To give shape to
this “crystal ball” thinking, the strategic planning group may want to capture
its ideas about the future in a vision staterment. The group would project how
clients, services, staff, funding, and other aspects of the organization might be
the same or different in the future.”

In considering this vision statement, you could improve on what the orga-
nization is doing now, or you could change direction entirely. For example,
your agency currently offers recreational activities and limited workshop
experiences to the mentaily and physically disabled. You could shift to advo-
cating for legislation that helps disabled persons function better in the com-
munity. The vision statement would include adding job developers and group
home staff so disabled persons might function more independently. Thus the
vision staterment encourages strategic planners to think abour what the orga-
nization can become if it were to perform at its optimum. The vision is a
dream that may never be reafized, but the pursuit is reason enough try 8
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In visioning your future, examine the particular niche vou will £l in the
fuman services of the future. In the business world, the term branding
connotes a certain reputation of the enterprise. A strong brand uniquely dis-
cinguishes one organization from another. Business enterprises work hard at
establishing their brand. Similarly, human service agencies must strive to
develop their brand-—their reputation for unigue and exceilent services. In
the quest for positioning themselves to meet the needs of the communirty,
however, agencies should not rely solely on their good cause. Positioning
must also be based on delivering results—changing lives and changing
conditions as a result of the organization’s effort. '’

What will bappen if we continue doing business in the same way?
Continuing in the same direction could have negative consequences in a
changing world. For example, with regard to your day care program you find
that, because of a change in the law, teen mothers are returning to school.
Naot facing this reality could mean that in a few years your program, which
is not affiliated with schools, could be greatly diminished, replaced by com-
petitors who are willing to set up their day care programs in schools. By
exploring the continuvation of even those programs that are going well for
the moment, you consider potential consequences. The strategic planning
process therefore requires you to intensely examine not only the organiza-
tion’s current relevance, but also whether you need to make changes that
will better position the organization for the future.*

Conducting a Resource Audit and
Situational Analysis: the SWOT (SCOT) Process

The resource audit is an inventory of the organization’s existing and avail-
able resources needed to achieve its mission. As part of its review, the strate-
gic planning committee would do the following:

1. Review programs and services to determine whether each one can be
justified in relation to the organization’s mission.

2

. Examine the structure at every level of the organization, including job
descriptions, staff responsibilities, and formal processes.

3. Determine the organization’s management of staff and funding.
g g g

4. Identify significant community trends and issues that might impinge on
the organization’s functioning.

5. Carefully examine the extent to which other organizations are dupli-
cating services or competing for funding or clients,

Major organizational trends and their implications would be identified in
this analysis. For example, it may be determined that proposed programs may
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require staff with different expertise and experience; the findings could have
long-term implications for upgrading or hiring staff.

Include in the amalysis a situational analysis of internal {organizational)
and external (environmental) factors. The acronym SWOT is intended to
convey that, for the internal analysis, you review strengths and weaknesses
and, for the exrernal analysis, opportunities and threats. {Some organizations
prefer the acronym SCOT, the C standing for challenges.)

In examining your organization’s internal strengths, you would obviously
want to continue doing the activities you do well. You would ask, “What
are our staff and volunteers best able to do, and how can we build on these
assets?” Examining internal weaknesses requires candid discussions about
where things are falling short or, in the case of programs, what needs are
beginning to wind down. Are staff not as prepared as they should be for
doing their jobs? Is your organization encountering severe financial con-
straints? Are you losing clients because the program is no longer relevant,
or for other reasons? Focusing on weaknesses or constraints directs new
energies or redirects efforts ro make needed changes.

A dilemma that organizations face is whether {and to what extent) they
should divert resources from their strong areas to strengthen their weak-
nesses.”’ Suppose, for example, that a mental health organization’s primary
strength is in providing mental health counseling, but it has a weak job-
finding unit. Should it divert its mental health resources to devote staff to
finding jobs? Or should it eliminate the job finding unit and rely instead on
other commanity organizations whose primary function is to find jobs?

Of course, internal weaknesses can be caused by external realities. For
example, in a public agency, the tack of statutory authority and funding to carry
out needed programs may limit the ability to serve some clients, even though
they need the agency’s services. Conversely, the legal requirement to process
every client who walks into 2 public agency may timit the desired quality of
service. These constraints suggest that focusing only on internal improvements
may not be sufficient to improve services. By being aware of these external con-
straints, the strategic planning group can begin to consider ways to mitigate
them. Instead of concentrating only on improving staff performance, for
example, attention would be given to changing regulations or the law itgelf.

The term scarming the envirommient means looking at both opportunities

and threats. Scanning mvolves selectively reviewing relevant economic, tech-

nological, social, and political trends that now or in the future could affect your
organization. A change in local public administration, reduced federal funding,
expansion of women in the work force, and many other factors can have a
powerful impact on the directions of the organization. Some organizations pre-
fer to conduct the scanning process prior o preparing the mission statement
because the scan may influence the organization’s essential emphasis. As an
alternative, the strategic planning group can develop a tentagve mission posi-
fion and be prepared to maodify it if the scanning process reveals insights.
Scanning the environment 1s no easy task. Thousands of dollars can be
spent on perceptions. Most organizations have limited resources and so may
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have to rely on published secondary data sources, such as the United States
Census Of published studies and planning reports sponsored by advocacy
Jocal universities, the United Way, or a local planning council.

In addition, the strategic planning group could compile its own list of
major asgumptions or kevy rvealities that could have an 1mpgct op the.orgam—
sation. An agency that serves adolescents, for example, might identify such

liies as the following:

g;oupﬁs

key rea
1 Teen pregnancy, already at a high rate, will continue.
2 AIDS among heterosexual adolescents will reach epidemic propornions.

3. Teen unemployment is likely to decline for those who graduate from
high school but increase for those who do not.

4. The school dropout rate will continue to increase unless steps can be
cakei at the elementary school level to keep students from failing.

These and other key realities would be based in part on quantitative data
and in part on the general knowledge of professionals or community experts
chat are often referred to as “key informants,” These perspectives should be
considered to help determine the future focus of the organization.

Opportunitics can be manifested in various ways. A possible new funding
source, such as the United Way announcing a special grants program for
children, may create new opportunities. A tecently recognized comnunity
problem, such as a drastic reduction in welfare grants, severe overcrowding in
detention home facilities, a tragic domestic homicide, or an increase in the high
dropout rate, may offer opportunities for new services and special funding. In
the human service field, community crises sometimes provide opportunities.

External threats or constraints can be obvious or subtle. A reduction in
funding can obviously affect the effectiveness of programs and even whether
the organization continues to exist. Subtle threats are often difficult te dis-
cern. For example, another organization beefs up its staff to compete for
your clients or opens a satellite office in your service area, or a formerly suc-
cessful camping program begins to lose participants because of the growing
availability of other recreation options. Loss of funds, competition from
other organizations, or declining community interest are ever-present threats
that may——or may not—require special attention, depending on how events
unfold. These rhreats could prove to be either bogus or genuine.

In the strategic planning process, consider specifying anticipated
opportupities and threats, and assess whether your organization has the
capacity to deal with them. Further, the staff must determine whether they
have the requisite resources—time, funding, expertise, and experience—to
address future needs. If not, are they prepared to do what is required to
strengthen their capability, including new skill training, organizational
restructuring, and possible reassignment of roles and responsibilities? A
candid assessment of capabilities affects the planning process.
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Examining Critical Issues

To keep the strategic pianning process from becoming a perfunctory
ritual in which participants go through superficial motions, you must focus
on critical issues. Concentrating on- critical issues 18 especiaily useful for
those organizations seeking to update a current strategic plan in response 0
new developments.”? You need to ponder what significant problems, what
burning issues, cry out for resolution. If you are primarily concerned with
how to attract clients to the organization, for example, you may need to
focus your strategic planning on various ways to reach them. If your burn-
ing issue is poor staff morale, then you.concentrate on how to improve it. I
future funding is a concern, this becomes your focus of artention. Thus, a
critical issue is an unsolved present or emerging probiem requiring resolution
because of its potential impact on the organization.

Crisical issues become strategic when they (1) involve high stakes, such as
dealing with new funding opportunities or serious decline in client atten-
dance; (2) require intensive attention that cannot be left to routine planning,
such as taking the initiative to form an association with other agencies; {3) cut
across various operating units of the organization, such as developing a new
service that involves the marketing, accounting, and program staff working
together; and (4) delineate where the organization should be going.”

Suppose the critical issue at hand is how well the agency’s services
are designed to meer client needs. The following are examples of the kinds
of questions the strategic planning group would consider in pianning
programs.”*

1. Whar changing community needs are of special interest to the
organization?

2. Should our program be improved by expanding our services (&.g.
housing services for our mentally disabled clients)?

3. Should we phase out cerrain services or programs that are declining or
are incompatible with other services?

4. Should our basic funding parrern be modified, diversified, or more

focused?

Shouid we malke major modifications in the organization by {a) replac-
ing some staff with others having different skills, or (b} retraining staff
to perform their functions differently?

Ly

6. Should we contract with others to provide services we currently offer?

These illustrate the kind of critical issues and questions that could be
raised, depending on the organizasion’s focus of interest. An essential part of

the strategic plan is for each organization to identify its unique critical issues.

Sometimes issues can seem mundane, though they are of critical importance,
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quch as installing a new computer networking system or building a relationship
with collateral organizations.” Identitying critical issues concentrates atten-
iion on areas that are either currently or potentially of greatest concern.
Because every organization has finite resources, it is not likely that more
than a few critical issues can he addressed at any one time. Priority decisions
must be based on the organization’s ability to have an impact, its assessmernt
of resource demands, and on the impact of not addressing the issue.’®
Attempting to be everything for everyone guarantees organizational ineffec-
civeness.” In determining whether an issue or program is highest priority, an
organization must firse and foremost ask, “How will this help us achieve our
mission?” In the process it may determine not to work on some desirable pro-
grams or important issues because it cannot do everything simultaneously.
Once you have selected a few critical issues, formulate actions appropriate for
cach. Then pinpoint accountability for follow-up and prepare & timetable.
These acton plans are the blueprint for the staff to use to fulfill the
strategic plan and for the board to use to monitor progress. Suppose the
strategic planning committee of a family counseling agency is concerned
about meeting the needs of its clients. Figure 2.1 shows how it might for-
mulate a critical issue. The strategic planning process should take place over
a period of several months rather than in a one- or two-day retreat, so that
governing board members and staff have an opportunity to do the necessary
homework of gathering facts and preparing action plans. Based on informa-
tion and facts, the strategic planning committee can determine what the
organization should do over the next few years to resolve critical igsues.

Drafting the Strategic Plan

From your planning group, select one or two members to draft a strate-
gic plap based upon the critical issues identified. The draft plan would likely
include the following elements:

¢ Mission statement {revised if necessary)

¢ Vision of the organization in three to five years

¢ Goals to be accomplished in three to five years

» Internal strengths and weaknesses and external opportunities and
threats {or internal and external key realities)

e Critical issues

e Actions for each critical issue

« Accountability and timetable for each critical issue

By incorporating implementation actions in the strategic plan, you ensuse
that the planning process leads to results.

In the process of drafting the plan, certain unanswered questions Imay emerge
that require further deliberations. The vaiue of calling the initial plan a “draft”
is that it can be reviewed by a varlety of constituents-—chients, staff, funders,
commmunity leaders—to ensure that all elements of the plan properly fit and that




32 SETTING ORGANIZATIONAL DIRECTIONS

Crifical Issue:

Funds are diminishing, preventing our hiring new staff at a time when client demands are
increasing.

Key Realities: (par_tial fisting)
Internal:

s Our staff is committed but overworked.
s Management strongly feels that client needs must be met, despite fiscal constraints.

External

o Federal, state, and local business funding is not fikely to expand.
s Other agencies offering similar services are few.

Actions:

1. Expand new funding sources, such as special events and Friends of the Agency
Campaign.

2. Expand volunteer base from 10 to 50.

3. Hire and train three nonprofessionals.

4. Develop self-heip groups.

Accountability:

Four agency task groups, each headed by management staff, will develop plans for each
action. The team leaders will report monthly to the executive director on progress.

Timetahle:

Each task group will establish a specific timetable for Year ! and mare general timetables for
Years 2 and 3. (See Chapter 4 for work plan and timetable format.) First-round plans will be
prepared within 2 months. -

S|

Figure 2.1  Strategic Planning Format

it is workable. Special attention should be paid to possible flaws or negative
consequences. The final result should be a sound and viable plan acceptable to
the major decision makers of the organization, including the executive director,
the board of trustees or relevant public officials, and key staff.

Transforming plans into action requires that tactics be considered and
assignments be made and monitored. (See Chapter 4 for impiementing
action plans.) A good feedback system must be in place to ensure that pro-
grams are kept on track.
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Some organizations may become complacent after the strategic planning
document is prepared because of overemphasis on preparing the plan at
the expense of making needed changes and following through.” So much
energy and effort may have gone into preparing the strategic plan that
participarts assuine they have created a master plan that will guide them
indefinitely. To counter this tendency toward complacency, the organiza-
tion must develop an ongoing review process—at least annually—that
rracks achievement of goals by identifying performance indicators focused
on accomplishments.” The key to eventually being able to evaluate progress
is ro answer the question, “Did the organization achieve what it set out o
accomplish?”

Dynamic Planning

To avoid ending up with an inflexible strategic plan, a counterpoint

approach is sometimes proposed. This approach may be referred to as -

dynamic planning, meaning that strategies become clear over time and are
based on modest attempts to deal with changing circumstances. Because of
the heightened pace of change, strategies gradually emerge to deal with new
situations. The emphasis is on bottom-up learning—encouraging staff to try
new approaches and then see what happens. This impromptu decision-
making process is continuously sensitive to change resuliing from opportu-
nities or setbacks. When changes occur (e.g., new technologies, legislation,
or funding alterations), managers may find it beneficial to review mission
statements, reformulate goals and objectives, and redraft action plans in an
ongoing process. In contrast to a comprehensive plan that may attempt to
accomplish too much in too little time, dynamic planning continually tests
ideas, obtains feedback, and incrementally reshapes plans.?

For example, an opportunity may arise that allows the organization to
implement services to an underserved population. This opportunity may, in
turn, require reorienting the mission statement to encompass New prograns
and target populations, Thus dynamic planning helps the organization deal
with political, social, and economic realities and also helps ensure that risks
involved in embarking on new directions can realistically be undertaken.

Fundamental to dynamic planning is opportunistic thinking. Managers
continually ask, “What new opportunities can we grasp?” This is part of a
never-ending search for new possibilities. Risk taking is built into a trial-and-
€rror process in which failure is always a realistic possibility,

In Chapter 1, effective managers were described as having a vision of
where they want to take their organizations. In reality, through a dynamic
strategic planning process, smaller visions frequently emerge. These are
modest-scale ideas that, if worthwhile, develop into ambitious undertakings.
Not all of these emerging ideas necessarily emanate from managerial
statf.*!Consider this example:
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A counselor expressed concern that she could not address the psycho-
logical needs of her clients because they were so deeply concerned
about keeping their children fed. Moved by the plight of her chients, the
counselor asked her director to allocate space for agency volunteers
to bring in bags of food. From this smali beginning emerged a greatly
expanded food bank, which now provides supplementary food for
public assistance recipients seen by the agency.

To respond to today’s ever-changing environment, managers must
encourage their staff to acquire adaptive solutions and take responsibility
for problematic sitzations. No longer can agencies rely only on leaders who
have a vision and require staff to mechanically foliow them. Dynamic plan-
ning thus requires the work and commitment of everyone in the organiza-
tion, not just those in the managerial role.” Effective managers are aware
that staff develop ideas that may provide exciting new opportunities for the
organization. All staff must be encouraged to develop keen insights about
the possibilities of innovative interventions to meet changing needs.*

Dynamic planning fosters an ability to seize the moment of opportunity,
take corrective action, and reformulate plans. It prevents premature com-
mitment to a rigid solution that may not allow the organization ro be
responsive to unpredictable events. If one thinks of a plan as a road map to
a destination, there may be detours along the way that need fo be considered
and to which one needs to adjust.* The key elements of dynamic planning
are flexibility and experimentation.

Fffective managers recognize the importance of the dynamic process. A
mearingful strategic plan, therefore, combines a comprehensive approach and
a dynamic planning process that sensitizes the organization 1o changing circum-
stances. Strategic planning provides a general course—a direcnion with specific
action steps focused on critical issues identified by participants at a particular
point in time. However, as new events precipitate unforeseen changes (e.g., new
agency competitors, shifts in funding, and client requests for new services},
adjustments may be made to the very mission of the organization.

Tncorporating dynamic planning into the strategic planaing process can peri-
odically affirm your current services or convince you o embark on new direc-
tions based upon costingent events. Through strategic planning, you try to
anticipate the future of your organization, even when you know the future is
uncertain, If an organization has taken two or three months to formulate a

three- to five-year strategic pian, it may wish to conduct an annual dyraniic
review to determine whether modifications are necessary. The organization
may also assign various strategies to staff andfor board members to follow
through and monitor their development on an ongoing basis. The imperarive i
today’s changing world is to continually seek relevance in relation to the needs
of the consumer and the communiry. Being able to read the shifting political
and market winds malkes it possible to navigate a turbulent environment.”

In swmmary, strategic planning focuses attention on both the process and
the content of ideas. But the planning process by itself is insufficient.
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Without a plan of action even excellent ideas can easily end up as reports on
+ shelf.? By engaging significant constituencies (staff, board members, pub-
lic officials, funders, clients, and representatives from other organizations) in
the process, 4 cOmmon vision and direction emerges. Bringing various units
of the organization together fosters a commitment to cooperate in imple-
menrting the plan. The planning process itself encourages various parts of the
organization 10 mesh their efforts.

During strategic planning, the organization takes stock to determine how
best to position itself to deal with its uncertain future, The process disciplines
the organization to make tough decisions about priorities, because not every-
thing it wans to do will be possible with the resources available. Strategic
planning clarifies what must be pruned to take advantage of new growth
apportunities.”” Tt helps establish the boundaries of what the organization
will do—and what it will not do. Through strategic planning, the organiza-
tion also determines what special needs must be addressed to develop a plan
that is comprehensive and capable of being modified in the ever-changing
human service environment.

1. Determine why you want to develop a plan for your organization’s
future, What benefits do you see from embarking on an intensive
process? Do these clearly ourweigh possible disadvantages?

2. Ensure that the organization’s leadership is committed to the process.
3. Form a strategic planning group.

4. Analyze your situation, including strengths, weaknesses, opportunities,
and threats.

5. Develop a vision of what the organization could be like.

6. Prepare {or revise) a tentative mission statement, which may be
altered later in the strategic planning process.

7. Identify, after obtaining considerable input, the most critical issues
facing the organization.

8. Prepare action plans containing three- to five-year goals, implemen-
tation activities for the first year, and names of those accountable for
follow-through.

9. Draft a plan that is reviewed by a planning group, stzff, board, and
selected persons outside the organization. :

10. Implement the plan with the intent of modifying it as circumstances
change,

11. Update the plan annually, and at least every five years conduct
another in-depth analysis,

Summary of a Strategic Planning Process
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Questions for Discussion

1.

Notes

What are examples of strengths and weaknesses/opportunities or threats
related to your organization ?

_What are the key elements in your organization’s mission statement?

Can you and most of your agency colleagues recite your organization’s
mission? [s your organization’s mission statement clear, compelling,
inspirational, and concise? How does your organization comimunicate
your mission to its various stakeholders?

. What changes, if any, should be considered for your agency’s mission

statement?

. What is the status of your organization’s strategic plan?

. How does your strategic plan reflect the underiying assumptions regard-

ing the organization and its purpose?

. What are the major priorities identified in your strategic plan?

. Does your organization have a vision staterent reflecting what the orga-

nizacion will be like and what it will be able to accomplish in the future?
If your organization does have a vision statement, what modifications,
if any, would you suggest? If your organization does not currently have
a vision starement, how would you formulate such a statement?

. You are an organization that provides socializing experiences for older

persons who live in public housing. Recently the public housing author-
ity has offered you a considerable amount of funding to include single,
disabled aduits who reside in public housing and who could benefit
from your agency’s services. Your mission statement focuses oyl senior
citizens. What should you do?

Suppose your organization has been developing part-time jobs for high

risk teenagers still in high school. In the past you have provided coun-

seling and tetoring to students who have been involved in substance
abuse as well as those who are performing sufficiently weli in schoot to
be likely to go on to college. Because of recent funding cutbacks, you
must reduce the number of students in your program. You are now
faced with the difficult decision of choosing which students you will
serve—and which ones you will not—in order to be responsive to the
companies that are committed to hiring these students. How would you
determine priorities for which students you would serve in the program?
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Designing and
Developing Consumer-
Oriented Programs

he purpose of this chapter is to identify ways to design and develop

. programs that are both effective and responsive to client needs. Two
different perspectives, when combined, provide managers with a conceptual
framework for formulating program design: (1) the logic planning model 1s
designed to plan for, achieve, and demonstrate program effectiveness with
clients; {2) the marketing planning model provides a frameworl for respond-
ing to service consumers’ wants and needs.

Using Social Systems Analysis

In a Jogic planning model, 2 human service organization’s various service
delivery elements are related to each other to produce intended results. Social
systems analysis is a useful analytical framework for understanding how
various parts within organizations effectively interact. This planning model
shows the logical relationship berween the objectives to be achieved and the
resources and activities that are invelved in achieving them. Human service
organizations can best be understood by breaking them into elements related
to mputs, throughputs, outputs, and outcomes.!

Inputs are of two kinds: client inputs are people who need services to
improve their conditions and achieve their objectives; resource inputs repre-
sent the elements {e.g., staff, funding, facilities, and equipment) in the human
service system that combine to help clients change themselves from persons
with problems and needs into persons whose problems have been resolved.

Throughputs (usually referred to as activities) are those interventions or
Processes that the agency provides for clients. The number of service units or
Interventions that they actually receive {e.g., counseling Interviews or educa-
tonal sessions) is referred to as outputs. The positive change that occurs as
a result of the intervendon is the ontcome. In human service organizations,

Designing a Logic Planning Model
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throughputs might include counseling, job training, day care, informatiog
referral, and housing services. To accomplish throughput, organizations ide.
tify and implement a variety of activities to enable clients to accomplish their
objectives. These could include, for example, assessing clients, conducting
transactions between staff and clients, negotiating with interna
service providers, providing direct services, and altering the
environment in some significant way.”?

To more clearly show the range of activities available during this through.
put process, it is useful ro design a client flowchart that tracks clients from
beginning to end. The term pathway is sometimes used to describe this
sequence of structured contacts with clients as they move through the service- .
delivery system. Pathways can be either a single route or multip}
Different clients in the same organization might foll

and, of course, different organizations vary in the wa
their systems.
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e 'Three methods for closing a case are

1. the agency could make a referral to another agency;
2. the client could voluntarily discontinue because the problem is solved;

3. the agency could terminate the client.

Review of a Generic Client Flowchart Model

Figure 3.2, a Generic Client Flowchart, depicts a client moving through
an agency that provides mental health counseling and that can also arrange
for such outside services as housing, employment, or day care. Note that the
client can be referred to the agency from several sources, such as self-referral,
a family membes, or the local school. During intake, staff determine whether
the client is eligible for the service and meets appropriate requirements {e.g.,
income level, geographic location, and motivation for service). If the client
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Figure 3.2 Generic Client Flowchart Model

is ineligible, the agency ends the contact with the client and, if appropriate,
makes a referral elsewhere.

If the client continues, an intervention plan involving the achievement
Og specific objectives is mutually agreed upon between the agency and the
client. Subsequently, the agency provides the agreed upon service(s). If the
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objectives are achieved, then the agency terminates the client as a successtul
case. During this process, the agency works to identify and remove barriers,
cither within the client or in the environment, that impede service delivery.
For example, a client may be poorly mortivated to work on his substance
abuse problem, or he may be in a social environment thar stimulates his
drinking. Before treatment can proceed, the barriers that prevent him from
working on his problems need to be addressed.

This generic flow chart reveals several instances of clients being at yes/no
decision points that may involve their leaving the agency, returning to a pre-
vious process, or being referred to an outside agency. Client pathways should
make these decision points clear, because they focus attention on those
instances where clients’ needs may require new or different ways of deliver-
ing services. In developing client pathways, be especially mindful of possible
dropout points.

If Agency A determines that the client would benefit from Agency B’s set-
vices, then a referral would be made, and Agency A may (of may not) moni-
tor the delivery of services and the achievement of objectives. If barriers were
encountered in Agency B, Agency A could pursue alternate referrals—or this
couid be the responsibility of Agency B. In examining client pathways through
a particular service systemn or agency, consider the following questions:®

« Can there be multiple entry points?

s Is there only one or are there mulsiple pathways through the system?

» After going through intake, if the client is referred to a specialist, must
the client return to a central point before going on to a second special-
ist or can the first specialist make a direct referral?

s Can a client go directly to a specialist, thus bypassing a central intake?
s How permeable are the agency’s boundaries to admitting people (e.g.,
eligibility requirements, waiting lists, and bureaucratic “red tape”}?

s What alternative pathways are open to clients if their conditions
change or their objectives are not met? '

o If cerrain objectives are met, but others are not, what does the agency do?

s Can clients who prematurely discontinue be recycled back into the
agency’s program at a laser point?

o Does the agency attempt to re-engage and critically examine the reasons
why clients drop out?

s Are those clients who need to- be referred to outside agencies being
assisted, and does staff follow up to determine whether the services
were, in facr, provided and objectives achieved?

o Tlave proper forms {intake, screening and assessment, eligibility, admis-
sions, case planning, evaluation, and termination) been developed to
engage and track client progress through the service system?

The value of these questions is that they provide an analytic framework
for viewing how clients are being treated as they are processed through the

service delivery system.
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Outputs are the direct products of program activities and usually measure
volume of work accomplished’ The focus of an output performance
measure is on the service. There are three types of output (units of service)
performance measures:” {1} a material unit, such as one home-delivered meal;
{2} an episode unit, such as one interview; and (3) a time unit, such as one
hour for a home health aid program. An agency aggregates these performance
measures across all clients receiving services, producing monthly or annual
reports. The following are examples of output performance measurements:

e Number of counseling sessions

e Number of educational marerials distribured

e Number of meals provided

e Number of contmunity meetings held

e Number of clients completing a program

¢ Number of seniors completing prescribed, short-term treatment plans
« Number of children completing preschool education

In these examples, output units are shown as both units of service provided
and units of service completed. Although most organizations are able to
docament their service units, by themselves these units are an insufficient mea-
sure of accomplishments. For that, cutcome measures must be considered.

Outcome measures are defined as a measurable change in a client’s life
achieved between entry and exit of a program. The resuiting accomplish-
ments are attributable, at least partially, to a human service program.® In
the absence of formal research, we can never be completely certain that the
outcomes were the result of agency intervention. The fact that students are
functioning at a higher grade level, or that people are able to get jobs, or
recidivism rates are reduced may or may not be due to program interventions.
Nevertheless, agencies can claim that client outcomes can be at least partially
atrributable to the service interventions. The following are examples of out-
come measures:’

1. Service data

e Job placements

e Reduction in number of clients with arrests 90 days afrer completing
treatment ‘

« Decline in child abuse

¢ Performance at or above grade level

¢ Discontinuance of drug use

¢ Adults completing treatment reporting they are abstinent

e Participants who receive a General Education Diploma (GED)

= Participants retained in emplovment after one year

* Homeless persons obtaining housing

* Reduction in confirmed cases of abuse or neglect

¢ Children placed with adoptive families within 180 days of the
receipt of referral
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2. Standards for measuring outcomes:
e Preschool behavior rating scale
» Parent atritude survey
o Knowledge scales and aptitude tests

These scales document how people have changed after they bave been
involved in an intervention process.

3. Level of functioning scales that measure outcomes:
s Rating of mentally ill- on decision making and interpersonai
7 interaction
» Rating mentally disabled on daily living and COMMUNICAtion

4. Client self-reported satisfaction as a measure of outcomes:

o Satisfaction among clients who were treated or who were provided
with services

e In day care, percent of parents reporting their placement is safe,
healthy, and nurturing

o In 2 homemaker services program, consumers who feel that they
have improved their functioning

e Ina nutrition program, consumers who feel that the meals program
is an important source of nutriious meals

Note: Although client satisfaction can be useful, human service managers
need to be cautious about overusing this scale as a substitute for more obijec-

tive scales of outcomes.?

Establishing Initial,
Intermediate, and Long-term Outcomes

For most clients, there is usually not one desired outcome, but rather a
hierarchy of logically relaced benefits to be obtained from a program. This
hierarchy is generaily related to the length of time over which benefits can
acenr. Initial ontcomes are the first benefits clients experience and are the
ones most closely related to a program’s outputs. These initial outcomes
are immediate changes in participants’ knowledge, atritudes, or skills, and
they are necessary steps toward ultimate desired ends. In a school dropout
prevention program, for example, an initial outcome would be students’
active parricipation in a tutoring program and greater participation ia school
activities. In a job training program, an initial outcome would be learning
a word processing skill or developing a better attitnde about supervisors:
Initial outcomes measure charges in program participants while they are st

in the program.

Intermediate outcomes link the program’s initial outcomes to long-terst
change in behavior that results from participants’ new knowledge, attitudes, 9
skills. In a job training program, an intermediate outcome would be placemen
on a job. In a school dropout program, an intermediate objective would b

Designing and Developir

regular artendance in s
obijectives reflect partici
shortly thereafter {e.g., "

Long-term outcome!
as improved parenting
foflow-up time.” These :
two years or more after
the initial gams were s
person continued o be

The reason to make
clients make at the e
sustained. Welfare recij
pregram, but they may
lescents participating i
increased their knowle
may or may not have.¢
after they leave the prog
ing on whether the foct

In addidon to con
managers must also der
effect, that is, how prog
resules, This relationshi
influences and benefits.

If the program can D
recipients (input}, a
Program {output), th
mterviews (initial out
are mose likely to fing
mediate outcome), A
likely to become finay

- By articulating these
gons for achieving desir
18 N0t m facr achieved. -
W‘hich the program is E)
grter the job interviewi
}AObS’ then you need to
MEIviewing skiils is the

To tllustrate the relat
and dutcomes, consider

designed o enable welfy

Long-term OuLcome:
comp]

eting the progr:




NAL DIRECTIONS

ter they have been

and interpersonal

ymmunication

acomes:
- who were provided

ir placement is safe,
s who feel that they

at the meals program

Tian service managers
tisute for more objec-

outcome, but rather a
from a program. This
ver which benefits can

sxperience and are the ;
These inirial outcomes |
ttitudes, or skills, and .
s, In a school dropout .
ne would be students’ -
- participation in school .

osme would be learning.

nde about supervisors..
>ants while they are stitl” -

outcomes to long-term:

knowledge, attitudes, of
ome would be placement

diate objective would be

Desigaing and Developing Consumer-Oriented Programs

45

regular attendance in school and passing to the next grade level. Intermediate
objectives reflect participants’ accomplishments at the end of the program or
shortly thereafter {e.g., within three months of terminating the program).

Long-term outcomes are those changes in the client’s quality of life {such
as improved parenring or job stabilization] that are measured at a designated
follow-up time.” These measurements can occur six months, one year, or even
two vears or more after the completion of the program to determine whether
the initia} gains were sustained. It would measure, for example, whether the
person continued to be employed 12 months after completing training.

The reason to make this distinction is to acknowtedge that achievements
clients make at the end of the program may or may not be meaningfully
sustained. Welfare recipients may be placed on jobs at the end of a training
program, but they may not be employed 12 months later. Similarly, ado-
lescents participating in a teen pregnancy Prevention program may have
increased their knowledge about using contraceptives, but their behavior
may or may not have changed and they may become pregnant six months
after they leave the program. Thus, the definition of success will vary depend-
ing on whether the focus is on initial, intermediase, or long-zerm outcomes.

In addition to considering the timeframe in determining outcomes,
managers must also demonstrate the logical relationship hetween cause and
effect, that is, how program interventions logically impact intended program
results. This refationship can be thought of as an “If A, then B” chain of
influences and benefits.!” Consider the following:

If the program can provide job training skills (throughput) for welfare
recipients {input), and if clients complete the twelve-week training
program (output), then they will be able to have more effective job
interviews (initial outcome). If they have better job interviews, then they
are more likely to find jobs that match their abilities and interests {inter-
mediate outcome). And if they find suitable jobs, then they are more
likely to become financially self-sufficient (fong-term outcome].

By articulating these “if-then” statements, you make clear the assump-
tions for achieving desired outcomes. Subsequently, if that desired outcome
is not in fact achieved, you may need to re-examine the assumptions upon
which the program is based and consider making revisions. For example, if
after the job interviewing training is completed people still do not obtain
jobs, then vou need to re-examine whether a program based on providing
interviewing skills is the most appropriate means of achieving this objective.

To illustrate the relationship of inputs, throughputs {activities}, outputs,
and outcomes, consider how an employment training program would be
designed to enable welfare recipients to obtain jobs:

Long-term outcome: Participants remain on the job 12 months after
completing the program.
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Incermediate outcome: Participants are successfully placed in jobs.

Initial outcome: Participants learn how to conduct a job interview; they
develop skills.

Outputs: Participants regularly attend 12 weeks of intensive training.

Throughput: Program provides classes on grooming, job interviewing,
and word processing.

Inputs: Department of Human Services identifies participants for the
program. Agency provides instructors, manuals, and other teaching tools.

Evaluating Outcomes

The logic planning model provides a way for both managers and outside
funders to evaluate the extent to which the organization achieves its intended
impact. By using measurement indicators attached to objectives, it is possible
to determine the effectiveness of the organization. For example, you would
indicate the percent of foster children projected to be placed in permanent
families (their own or others) within one year. It is then easy to evaluate
whether this was or was not achieved at the predicted, quantifiable fevel. Your
decision about the level of expected achievement is based on your professional
judgment and experience. Jutcome projections are your best assessment of
what will result from your intervention. For each expected outcome, you
would determine how you would know that the cutcome was achieved by pro-
viding quantitative indicators. This is how an agency providing transitional
shelter for homeless families and children could evaluate itself in a given time

period {e.g., one year).

Outcome 1: Families achieve residential stahility. .
Indicator 1: 90% of families pay their rent on time.
Indicator 2: 86% of families pay their utilities on time.

Outcome 2: Adults and families obtain job skills, education, and/or

stable employment.
Tndicator 1: 88% of adult participants are employed full time.
Indicator 2: 85% of aduits are enrolled in GED classes, job

training, or college.

Outcome 3 Families achieve greater self-determination.
Indicator 1: 72% of adule participants attend post-treatment care
group and maintain sobriety.
Indicator 2: 90% of families complete their individual case plans.

At the end of the program period, the agency provides a report compas-
ing the projected outcornes with actual outcomes in an evaluation review.
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Ideally, before the end of the program period, if there are significant
discrepancies emerging between projected and actual ontcomes, agency man-
agement would have been asking, “Whar resources are necessary fo make
the program more successful? Should we alter our chent input? Should our
interventions be modified? Should the number of units be increased or
decreased? Do we need to modify our outcome measures to make them more
realistic?™

In summary, the logic planning mode! helps managers critically examine
how inputs, throughputs, outputs, and outcomes are connected. The start-
ing point in developing a logic planning model is with the desired end state
or target. You ask the question, “What do we want to accomplish?” and
then work backwards to figure out what needs to be done to achieve the
rarget. This approach opens up the possibility of challenging the status
quo and encourages “out of the box” thinking that could lead to more effec-
tive action planning. The kinds of questions that lead to action planning are
as follows!"

e What program elements are critical to achieving what we want to
accomplish?

¢ What program interventions need to be modified to achieve our
objectives?

¢ What new program components should be considered to meet our
objectives?

e How will we define success at initial, intermediate, and long-term
intervals?

Determining the Consumer Service Market

As previously discussed, the logic planning model designs and measures
programs based on their having an impact on service consumers. The
marketing planning model provides a different perspective on developing
effective service delivery programs. This approach focuses on determining
what consumers of services {the market) want and then how the agency can
meet those needs. A market-driven organization is one that understands its
niche and works at how it can best meet the needs of its consumers.

After completing or revising its strategic plan (see Chapter 2), an organiza-
ton has assessed its unique skills and competencies and can determine its
niche—its place in the community for meeting an unmet need or responding
t0 an opportunity for a new service that is within its mission. To better assess
whether to modify an existing service or embark on a new one, an effective
manager conducts a competition analysis to review whether other agencies are
offering similar services or different services to the same clients. A neighborhood

Designing a Marketing Planning Model
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center, for example, offers recreation services to sentors and determines that
seniors in nearby public housing do not male use of the center’s programs,
Although the local YMCA provides services for youth in public housing, it
does not offer social and recreation programs for seniors. Based on a mar-
keting analysis, the manager concludes that a need exists and that other
agencies are not meeting it. The neighborhood center proceeds to develop a
recreation program for seniors in public housing.

A focus on consumers of service {also conventionally referred to as clients)
s at the heart of the market-driven approach. To convey this emphasis on
meeting consumer needs, some organizations equate service consumer With
customer, but this is an inaccurate application of terms. In private sector
transactions, customers both pay for and receive the service. Private sellers of
the service strive tO Dreserve an ongoing relationship so that the customer will
continue to buy their services. The word “customer” also implies that people
have a choice to go somewhere else if they do not feel they are getting some-
thing of value in the transaction.

In the human services field, the person or entity paying for the service is
usually not the consumer of the service (except in those few instances where
clients pay full fee). Because many organizations experience more demand
for their service than what their resources will allow, because dissatisfied
clients who leave the agency can be replaced by someone ¢lse on a waiting
fist, and because funding limitations force agencies to reduce services, agency
staff may tend to treat their consumers swith less care and consideration. The
term customer is used as a metaphorical expression o convey the importance

of treating people with care and dignity. One should be cautious, however,

about applying too literally the language of business in designing human service
programs. Asking staff, for example, to refer to their homeless clients, or

adolescent delinquents, or substance abusing service consumers as “customers”

could feel awkward and insincere.

Offering the Consumer Qutstanding Service

Recause human service CONSUMeErs rarely pay the full cost of service, some
organizations may not feel the same obligation to respond to their needs a8
if they were full-paying customers. Human service organizations, Rowever,
must emphasize the primacy of the client. This sign was hung in the admin-
istrative offices of a public housing authority:

We believe that our clients are not an interruption of our work; they
are the very purpose of it. We are not doing them a favor by serving
thens; they are doing us a favor by giving us an opportunity to do so.

Fven when a human service organization’s staff believes that their clients
are their reason for being, a number of factors can inhibit this from being
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their core purpose. If program funding is received from a third party,
consumers may not have a direct way to express their concerns because they
are not paying for the service. If consumers are considered fungible—that 1s,
if there are 0 many people waiting to be served that dissatisfied ones can
easily be replaced by others—then there may be little or no impetus to deal
with client discontent. If too great an emphasis is placed on administrative
or staff convenience, then meeting the needs of consumers becomes secondary.
If the delivery of services involves more than one organization or more than
one unit within an organization, their competitive, territorial attitudes can
result in consumer services becoming fragmented and overly burdened with
bureaucratic procedures.

The antidore for these inhibitive factors 1s a value commitment to--gven
an obsession with—meeting consumer needs. Effective managers must clarify
to erployees that this is fundamental. Organizations must develop a good
feedback system and a method for reminding staff of the primacy of con-
sumers. One major way to obrain feedback is through periodic, formal client
satisfaction surveys. Just as hotels and car repair shops ask their customers
regularty for suggestions on how to improve their services, human service
organizations could benefit from such formal surveys of their constituents.
Some organizations use a feedback device titled “Give Us a Grade,” in which
consumers are asked to answer questions or provide a rating regarding
whether their expectations were met, how they were treated, and their level
of satisfaction with the quality of care they received. Encouraging comment
cards and letters—both positive and negative—helps staff understand how
their services are perceived.

Some organizations even have management staff pretend they are con-
sumers. They may call or visit an office where they are unrecognized to see
tirsthand how their concerns are handled. This is a common practice in retail
stores that arrange for management, staff, or outside “professional shoppers”
to experience what it is like to be treated as a customer. The purpose is not
to evaluate specific individuals as much as it is to determine how responsive
the system is to consumer needs. Experiencing the organization as a consumer
can reveal discrepancies between how things should work and what actually
takes place.

The message being promoted throughout the organization is that everyone
serves clients directly or indirectly. I employees are not involved in direct ser-
vice, they ought to be facilitating the work of those who are. This means that
gveryone in the organization has a client to serve: supervisors facilitate the
work of their staff, accountants provide needed information to management,
and support staff assist staff who work with clients. Consistency between
thetoric and action is vital if employees are to believe and accept that the
Organization sincerely cares about its consumers.

Many obvious clues indicate whether an organization is consumer friendly.
Telephone calls are promptly answered. Staff parking is not any more conve-
nient than client parking. The reception or waiting room is inviting, and the
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receptionist conveys a warm welcome to visitors. Intake and service staff
genuinely convey positive acceptance and go the exrra distance to be helpful
to clients. Appointments are promptly kept; apologies are given if clients have
to wait. Clients and volunteers are treated as genuine partners by engaging
them in meaningful activities that assist the agency. They may, for example,
be asked to serve on advisory committees, or on the board itself, to make
suggestions 1o HNProve agency Services.

These are small efforts, perhaps, but they project the organization’s fun-
damental emphasis on the dignity and importance of the consumer. And they
do not occur by happenstance. The culture of caring permeates the entire
organization as it continually reinforces this primary value in new policies,
staff meetings, annual reports, training programs, and documents describing
particular programs. Effective managers do not tolerate denigrating com-
ments about clients or coworkers. Through special training and supervision,
staff learn how to treat clients with respect and dignity even when having to
cope with hostility and complaints. By frequently stressing its commitment to
caring and proving that commitment time and again, the organization devel-
ops a reputation for being responsive to the needs of the people it serves.

Three rules can be applied to good consumer service.' First, the consumer
is not always right, but the consumer is always the consumer, and therefore
it is crucial to fix the problem. Although consumers can be mistaken at
times, their perspective is extremely important. Managers must infuse in
their organizations an attitude of understanding and of trying to respond to
consumers’ perceived needs. For example, you have designed a program to
provide substance abuse counseling, but a number of your clients express
concern about the lack of adequate housing. Certainly they must deal with
their substance abuse, but you also need to consider ways within the agency
or through referral ro respond to their housing needs.

Second, consumers bave crises, and it is therefore important to address
their problems immediately. From the perspective of the consumer, the prob-
lems need to be addressed with a sense of urgency. Programs need to be pre-
pared 1o offer a compassionate response to what consumers feel is a crisis.
Some agencies use this approach by providing wrap-around services—a
range of services provided on a 24-hour basis, especiaily for adolescents who
are likely to get into difficulty at times other than regular office hours.

Third, seek total consumer satisfaction. Never assume that clients, even
those who evidence strengths and competencies, can automatically connect

their problems to your solutions. Asking, listening, and responding are at the
heart of providing outstanding consumer service. Solving consumer prob-
lems means that vou need to understand their perspectives, Incredibly good
consumer service starts with having insightful empathy for clients” problems
and needs. Recognize, too, that though consumers come with their own
strengths, they also are sometimes powerless and need an advocate to help
them negotiate various community institutions for resources o sustain a
decent quality of life.
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Seeking Consumer Feedback

To understand better the special needs of their clients and also the interests
of outside funders and public officials, agencies seek feedback to guide them
in program development. To better understand consumer needs, organiza-
tions conduct focus group sessions, ask for consumer reactions through format
and informal surveys, and elicit client complaints.

Focus groups are useful ways to generate ideas abous consumer needs and
reactions to programs.’® It is often a good idea to convene focus groups of
similar consumers (e.g., separate meetings for Latinos oy African-American
consumers, or of teenagers and adults} because their perspectives may be
influenced by cultural and other unique characteristics. Usually a focus group
consists of eight to ten consumers and is guided by a facilitaror who asks such
open-ended questions as, “What appeals to you about the program? What
aspects of the program turn you off? Who do you think would benefit from
the program? How often should the program be offered? What would per-
guade vou to try this program?” Responses to these questions can provide
helpful directions for future programs.

Frequently, agencies survey current consumers about how they benefited
from the service and whar changes they would recommend. In conducting
the survey, keep questions brief and focused, and be clear about what the
specific value will be of each question. Surveys take time, financial commit-
ment, and a degree of expertise. Have qualified researchers review question-
naires so as to avoid bias and potential distortion of resuits.™ Consumers
would rank services on the basis of accessibility, appropriateness of service,
acceptability, recommendation of further service, and overall satisfaction.

A more open-ended approach is to use the Internet so that people can describe
what they like if they are current consumers or what services they would like if
they were to use your program in the future, Provide an easily accessible part of
the Web site for people to request more information or for making suggestions
about your services. Also, make sure that someone responds on a daily basis.’
A word of caution: do not over-rely on the Internet to obtain feedback on your
services. Not all of your consumers can access the Internet, and be mindful thar
overusing Internet surveys can be perceived as pestering.

Everyone in the organization can be involved in a markeung effort to
ascertain how consumers feel about their services and abour the agency. The
receptionist and intake worker can ask consumers how they learned about
the organization. Board members and volunteers can ask people what they
Rave heard about the organization. Feedback then needs to be channeled to
staff who can respond. For example, if someone complains about the facil-
ity’s physical appearance, that information has to be passed on to the main-
tenance staff. Continuous soliciting of opinions about the kind, quality, and
level of service your organization provides shows that your staff care.’

To convey to consumers that they have basic rights, many human service
agencies publicly post these rights at the agency or include them in inrake
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handouts given to consumers. For example, consumers are informed that they
have the right to obtain courteous and fair treatment and be treated with
dignity, and information they give is confidential. Any state laws thar Hmi
confidentiality are explained. They also have an OpPPOTtunity tO COMMunicate
cheir concerns and obtain resolution of them. Some organizations create
consumer relations teams whose job is to answer questions, resolve problems,
and ensure that ali clients receive prompt, courzeous, and professional service
Clients have access to a conciliation procedure that invites chem first to tall
with the staff, then a supervisor, and then a customer relations specialist (also
known as an ombudsman or a client advocate) who can meet with staff and
clients in a conciliation process before they are carried to other county or state
hearing levels, Consumers know that they can file an appeal without fear of
repercussions, including interference, coercion, or loss of services.

Based on the feedback from its present and potential consumers, organi-
zational managers are better prepared to consider both the services your:
agency could offer and your possible target markets.'s Four fundamental’
questions couid be explored:

1. How can we expand our existing services to our current customers?
Example: A job training program CORtracts with the county com-
missioners to expand job training services to clients who live outside
the central city.

9 How can we develop new services for current consumer segmernts?
Example: Your program is designed to provide counseling and sup-
port for high-risk students who are in danger of dropping out of
school. The teenagers seem resistant to talking directly abour their prob-
lerns, so you design a program where they can work on creative art
projects while permitting informal discussions of issues that concern
them.

3. How can we find new conswmer segments for current services?
Example: A neighborhood mental health counseling center contracts
to develop a residential facility to house mentally ill womesn for whom
they can provide ongoing counseling.

4. How can we develop new consumers and new service programs?
Example: A family service agency contracts to develop a substance
abuse prevention program in the elementary schools.

Being Responsive to External Markets

Effective managers rely on market planning as they consider the role of
stakeholders—those who have a keen interest in the organization, though
they do not receive direct service bencfits. Stakehoiders can be trustees, vol-
unteers, family members, fund donors, service advocates, referral sources,

Designing and Divilf_}Pfﬁf
DeseT t —
elected: officials, an@ cpm
effectiveness and efficient
Three elements compri
ers-and administrators, 2
tHree toO survive. Referral
ment of human services, |
Dolicymakers and admit
United Way leadership,
cottrol resCurces and e
functions. Punders—Ifed:
Fund), foundations, ins
drives—provide needed 1
external markets 80 YOU
responsive 0 these divel
agers must coastantly st
decision makers. The cc
service, but the insurasn
the number of intervie:
Ongoing balancing act f
Effective managers 2
ing between the orgar
needs; If you start with
it may not be right for
meet the market’s ne¢
statting poing in assess
expansion is to detern

o Does the project
Does it support
Does it support
Does it resuit in
I this somethin
Is there evidenc
Is there commii
s Does the organ

&

The point, then, it
you can, but you mu
for new programs ot
irs mission, be wary
organization’s key s
nerable. Sticking to
and losing the org
money.'® It may be
may be the best lon




ATIONAL DIRECTIONS

ts are informed that they
ent and be treated with
\ny state laws thar limit
DYtURIfY tO COMIUMCAre
me organizations create
stions, resolve problems,
and professional service.
invites them first to talk
¢ relations specialist {also
» can meet with staff and
d to other county or state
1 appeal without fear of
155 of services,

mtial consumers, organi-
t both the services your
cets.’ Four fundamental

3 pur current Customers?
ts with the county com-
5 clients who live outside

Cerit COMSUTMET Segments?
wvide counseling and sup-
nger of dropping out of
7 directly about their prob-
can work on creative art
ms of issues that concern

ats for current services?
>unseling center coneracts
itally ilt women for whom

d new service programs?

ts to develop a substance
y schools.

; they consider the role of
the organization, though
»iders can be trustees, voi-

jvocates, referral sources,

Designing and Developing Consumer-Oriented Programs

53

elected officials, and community leaders who must all be satisfied with the
effectiveness and efficiency of services delivered.

Three elements comprise the external market: referral sources, policymak-
ers and administrators, and funders. Human service organizations need ail
three to sarvive. Referral sources, such as the courts, city or county depart-
ment of human services, and nonprofit agencies, send consumers to agencies.
Policymakers and administrators, such as elected and appointed officials,
United Way leadership, and accreditation and credentialing professionals
control resources and enact regulations that influence how your organization
functions. Funders—federated campaigns (e.g., United Way, United Black
Fund), foundations, insurance companies, individual donors, faith-based
drives—provide needed resources. You need to be constantly runed in to these
external markets so you can then better serve your consumers. Trying to be
responsive to these diverse external markets can be daunting. Effective man-
agers must constantly strive to satisfy different and sometimes incompatible
decision makers. The consumer, for example, may need extensive counseling
service, but the insurance companies involved in managed care can restrict
the number of interview sessions. Having multiple constituents presents an
ongomg balancing act for most managers,

Effective managers are sometimes confronted with the dilemma of choos-
ing between the organization’s mission and whar the market wants and
needs. If you start with the premise that the market is always right, but that
it may not be right for you or your organization, you have a choice not to
meet the market’s needs—as difficalt a choice as this may be. So a good
starting point in assessing whether to consider a new service project or major
expansion is to determine the foliowing:"”

¢ Does the project support our mission?

o Does it support or conflict with our organizational values?

e Does it support our strategic plan, goals, and obiectives?

¢ Does it result in net income or net loss? If it is a oss, can we afford it?
@ Is this something we can do weli?

¢ s there evidence of user need and interest?

* Is there commitment to devote time and resources to the project?

¢ Does the organization have the capacity to carry out the project?

The point, then, is that you need to move with the external markets when
you can, but you must be careful about being so opportunistic in your quest
for new programs or new funds that you allow the organization to drift from
its mission. Be wary of mission drift, for it can create confusion among the
organization’s key stakeholders and ultimately make the organization vul-
Nerable. Sticking o the mission helps the organization resist chasing ideas
and losing the organization’s core reason for existing for the sake of
money. " It may be difficult not to go after new sources of revenue, but this
may be the best long-term decision for the organization.



SETTING ORGANIZATIONAL DIRECTIONS

It is crucial, however, that you tune in to whar your external marker
determines and whether, in keeping with your mission, you need to provide
a new program or redesign an existing one. When confroated with a situa-
tion in which consumers are not responding to your program, or public offi-
cials seem not to have an interest, or referring organizations are not making
expected referrals, effective managers explore various avenues to determine
what factors are preventing people from using their services. This is referred
t0 as strategic marketing or as a marketing audit'’—special efforts designed
to uncover information that can help you create or refashion your service
program.

This is what a faith-based organization did to be responsive to its exter-

. nal ‘markets in designing services: Catholic Charities Services Corporation

{CCSC) of the Cleveland Diocese was a collection of 24 separate agencies
that were held together in a loose federation. Because services were poorly
coordinated and highly fragmented, the parent organization decided to inte-
grate services in the eight counties in which it operated. To determine ways
to improve its services, CCSC embarked upon a strategic marketing program
in which the directors went outside the security and certainty of their own
buildings to consider a broad range of services. They needed to shift from
thinking that they intuitively knew what was needed to actually finding out
what human needs existed and devising ways to meet those needs.

In addition to conducting interviews with service recipients, the manage-
ment staff interviewed leaders of the private sector, such as United Way, and
public sector administrarive staff responsible for planning, developing, and
purchasing services. For example, managers learned that county commis-
sioners were desperately looking for ways to keep foster children under
their care in their communities rather than send them to other counties for
residential treatment. This awareness eventually led to specially designed
commusity-based services for foster children.

Through strategic marketing, managers made adjustments to current
services. For example, adolescents involved in domestic violence were being
detained unduly in the juvenile detention home for long periods without any
meaningful plan. CCSC contracted with focal juvenile courts to work out a
joint custody program with the teens and their parents. Being responsive to
the requirements of the public agency has become central to the CCSC ser-
vice design. Sometimes this involved working out ways to directly commu-
nicate with the public agency should problems occur. Probations officers, for
example, were to be informed immediately if a youngster missed more than
one day of counseling or if there were any other departures from behavioral
expectations. )

The consequence of the ‘strategic marketing endeavor was to identify,
from the public sector’s perspective, what populations were underserved
because they cut across several different categories: juvenile offenders who
are also substance abusers, disabled persons who also required employment
opportunities, and substance abusing mothers who wanted their children
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returned to them. This comprehensive approach to peopie with multiple
problems encouraged CCSC to develop combinations of services geared to
meeting multiple needs of their clients. Hence chemical dependency counsel-

ing was made available to delinquent juveniles, employment counseling as’

well as case management was provided for persons with disabilities, and res-
idential treatment and eventually job training were available for substance
abusing mothers.

To carry out the strategic marketing, staff received cross training so that
they could work with a variety of clients. Staff could function both as special-
ists and as generalists. In addition, CCSC developed a capacity to subcontract
with other programs that were not under the sponsorship of CCSC. For
example, two of its agencies contracted with other neighborhood-based agen-
cles to provide after school programs. As a result of strategic marketing, CCSC
staff shifted from being service presenters to becoming service responders. By
being more responsive o the community needs, CCSC developed 111 new sex-
vices totaling $8,000,000 in new revenues. This required a change in attitude
from “what we have to offer to what the community needs.”"

By incorporating elements from both the logic planning model and the

marketing planning model, effective managers can prepare a service delivery

system that would include the following:

1. Services are consumer oriented. Staff have the authority to carry out
meeting chient needs or can refer clients elsewhere, Client pathways are
clearly understood. If clients need to receive mulriple services, the organi-
zation provides for this. Whether within the agency or outside, all staff
working on a case interact with each other through the computer network,
teleconferencing, or joint meetings.

2. The design clearly spells out outputs and, more importantly, the out-
comes to be achieved. Special emphasis is given to demonstraning impacts at
the conclusion of the program and, where feasible, at least six months or one
vear following termination.

3. The design makes explicit assumptions and maintains a logical
sequence of results if certain conditions are met. This takes the form of a
series of “if A, then B” events. For example, if clients were to ateend a min-
imum of 10 substance abuse group sessions, and if they could test negasively
for substance abuse for 10 weeks, and if they could become gainfully
empioyed in a job paying at least 10% above the minimum wage, then they
would be drug free for one year following completion of the program.

& The program is designed with a marketing perspective, with special

emphasis on being responsive to consumer needs. That is, the emphasis is on

Summary of Elements of Good Design
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Questions for Discussion

providing outstanding consumer service, including meeting total needs,
where possible.

5. New programs fit the organization’s mission and are feasible based on
available or potential agency resources.

6. The organization has good feedback mechanisms in the form of focus
groups, formal and informal surveys, and client complaint procedures.

7. The organization considers the needs of external markets including,
for example, the needs of public officials and funders. It wouid determme
how best to balance the needs of the exrernal markets with those of the
consumers it is dedicated to serving.

1. How does (could) your organization identify needs and opportunities

for new services?

9. In what ways couid your organization use market analysis to deliver

better services?

3. A meeting has been called of representatives of United Way, the local
mental health board, the developmental disabilities board, the county
human services department, the local health deparcment, the local
substance abuse board, and the public schools. The intent is to explore
whether to create a centralized intake system in several neighborhoods
involving these organizations to serve multi-need families. What are the
pros and cons of setting up a centralized office?

4, Your agency provides counseling services to mentally ill persons who
are able to function in the community but who also need jobs. What
are the pros and coas of (a} offering job counseling and job finding
through your agency, or (b arranging to refer clients to another ogga-
nization that is in the business of job development? If you decide to
work with the employment organization, what wouwid vou need to
consider to make the program work for the benefit of your clients?

. Develop a flowchart of clients going through your organization. Where
are the dropout points likely to occur? What steps, if any, should your
organization take to deter dropouts? At what critical points should the
service consumers’ experience be assessed?

e

6. How would you describe participants in your program? Are there any
trends suggesting changes in the demographics of participants in the
Jast few years?

7. Does your organizatioa currently evaluate its programs in relagion tO
its proposed outcomes?
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Setting Objectives

“his chapter provides a framework and guiding principles for gettng

things done. Good strategic planning can easily go nowhere unless
how to execute their plans. The best

effective managers are astute about
laid decisions can go astray unless managers develop a well-thought-out
plan of action. Working with staff, effective managers establish annual
objectives that contribute to the overalt strategic plan. They involve staff in
the decision-making process because by doing so they ensure proper imple-
mentation of plans. They anticipate that staff may be resistant to change,
and they develop contingency plans to deal with possible unforeseen events.

In addition, effective managers consider small-scale pilot projects as
effective means for implementing plans. To ensure that plans are carried out
well, they develop mechanisms for handling derails. Finally, effective man-
agers monitor the implemensation process O determine whether corrective
sctions must be taken to keep their plans on track.

To properly carry out plans, effective managers work with staff to establish
objectives. In some organizations, the terms goals and objectives are used
interchangeably, but it is useful to distinguish between the ewo.! Typically,
goais represent long-termy endeavors, sometimes as long as three to five
years, and may even be imeless. Examples of these goal statements would be
“Improving access to health care services for low-income persons” or © reduc-
ing racism in our community.” A goal statement containing a time horizon
might be “increasing the financial resources of the organization by 30%
within four years.”

Objectives represent relevans, attainable, measurab

le, and time-limited
ends to be achieved. They are relevant because they fit within the general

mission and goals of the organization and because they relate to problems
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identified by the organization. They are attainable because they can be
realized. They are measurable because achievement is based upon tangible,
concrete, and usually quantifiable results. They are time limited {usually a
year); this time frame helps the organization demonstrate concrete results
within a specified period.

Kinds of Objectives

Organizations typically develop #mpact, service, operational, and product
objectives. As discussed in Chapter 3, impact objectives specify outcomes to be
achieved as a result of program activities. They detail the return expected on

the organization’s investment of time, personuel, and resources. The following
are exarnples:

¢ To place 20 chiidren in adoptive homes in one vear

e T'o secure jobs for 35 juvenile delinquents m 5 months

s To increase the number of foster children reunited with their narural
parents from 40 to 50 by June 30

In writing impact objective statements, consider the following criteria:

1. Use an action verb that describes an observable change in a condi-
tion—to reduce, improve, strengthen, enbance.

2. State only one specific result per objective. An obiective that states
two results may require two different implementations and could cause
confusion about which of the two objectives was achieved. For
instance, “to reduce the recidivism rate by 10% and obtain employ-
ment for 20 former delinquents” is a statement of two objectives and
each should be stated separately.

3. Make objective statements realistic. Do not decide to decrease recidi-
vism rates by 30% if staff and financial resources would at most likely
allow you to reduce recidivismn by 25%. On the other hand, do not set
such unreasonably low objectives that the organization’s credibilicy is
called into question.

Service objectives are the organization’s tally of activities provided or
services rendered. Sometimes these are referred to as activity or process
obiectives. Examples inciude the following:

¢ To serve 300 clients in the program year

¢ To conduct 680 interviews

e To provide 17 neighborhood assemblies

¢ To interview 20 children needing foster homes




Operational objectives convey che intent to improve the general operation
of the organization. Examples include the following:

To sponsor 4 in-service craining workshops for 40 staff

» To obtain a pilot project grant of $10,000 within 6 months
o To increase the number of volunteers by 150

e To reduce staff turnover from 20% to 10% annually

L]

Operational objectives are essential to enhance the way an organization
functions. They are a means to the end for which the organization was
established. By providing in-service ¢raining, for example, an organization
improves the way It serves its target populations.

Product objectives are designed to provide a tangible outcome 0 benefit
a target population or a community. Sometimes these are referred to as
deliverables. The following are examples of product objectives:

» To obtain passage of House Bill 41

o To develop a neighborhood family support system

o To review and critique a specific piece of legislation

s To open four schools in the evening for recreation

s To provide a media effort on teen pregnancy prevention

s To establish a weekly clinic

e To spoONsSOr a Community conference or a forum

o To coordinate a communitywide campaign on mental health
s To mobilize community support for Medigap legislation

Formatting Goals and Objectives

Which of these four types of objectives should an organization emphasize?
The answer depends on the goals of the organization and its primary work
cfforts. Within the organization, different unirs may need to emphasize dif-
ferent types of objectives. For example, a unit dealing with clients likely uses
service or activity objectives, as well as impact objectives; an administrative
ot planning unit likely develops product or operational objectives.

For most human service Organizations, demonstrating and achieving
impact objectives is of crucial importance. It is not enough for an organiza-
tion 1o proclaim how weil its processes are working and ignore whether it 18
having an impact on those it was established to serve, Because impact objec-
tives emphasize measured outcomes, they should be the focal point for most
service organizations. Agencies are in business ta achieve results, which

means they must demonstrate the impact they are having on clients. The
following itlustrates the relationship between an impact objective and other

obicctives that contribute to it
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Goal: To improve foster care services
Impact objective: To decrease the number of children waiting each
month for a foster home from an average of 150-170 to an average
of 100-120
Service objective: To conduct a recruitment campaign that will
increase the pool of prospective foster parents from 10 to 60
Product objective: To produce a training manual
Operational objectives: To hire two additional recruitment sraff
To conduct an in-house training program on foster care

The advantage of this format is that it makes quite clear that the achieve-
ment of an interim activity or aperating objective is not an end in itself but a
means to an end. In the above example, the organization can only consider
itself successful if it reduces the number of children waiting for foster homes.
The interim objectives of conducting a recruitment campaign and convincing
comrnissioners to hire additional staff, even if successful, are means to accom-
plishing the primary or impact objective of reducing the number of children
waiting for foster hoines.*

In establishing objectives for serving clients, the organization should clarify
risk, target, and impact populations. The risk population is the rozal group in
need of help. For example, in a certain community, there may be 800
ex-offenders who could potentially benefit from an employment service. A
rarget population is the group toward which the program is focused. For
example, only 70 out of 800 are employable and therefore qualify for services.
The impact population is the group that actually benefits from the program.
For example, of the 70 served, only 45 may acrually find jobs (see Figure 4.1).

Risk
------- 800 ex-offenders
Target

J—

—————— 70 10 be served

--------- 45 heiped to find jobs

Figure 4.1 Risk, Target, and impact Populations

Cautions About Objectives

Because managers in human service organizations are likely to be engaged
m establishing objectives, it is important that these be developed with certain
caveats in mind. Although a powerful tool, objective setting does have its

-limitations. Consider these cautions.
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Anticipating Unintended Consequences

First, not all objectives lend themselves to quantifiable measurement.
For example, counseling programs are more difficult to quantify than
employment or housing programs, where results are more easily measured.
Although human service organizations are under tremendous pressure o
show measurable results, the quest to measure results, especially in preven-
tion programs, is still underdeveloped. Be careful, however, not to select only
those objectives that are measurable. Perhaps the most important things
your organization does cannot be quantified. |

Second, objectives should not conflict with each other. For example, the
obiective statement “to improve the recording of staff accomplishments™ may
actually reduce the effectiveness of the agency’s services as staff devote more
rime to documenting services than to carrying them out. Achieving the objec-
tive “to reduce organizational costs” may result in serving fewer people,
because part of the cost reduction may limit public information about the
organization. Always be mindful of possible undesirable ramifications.

Third, becanse objectives may be in conflict with each other, and because
overemphasis on one objective may have a detrimental effect on the achieve-
ment of others, managers must continually seek a proper balance and a way
of integrating the organization’s various objectives. There is always the danger
that each unit in an organization may independently go about setting and
achieving its own objectives, unmindful of its impact on the objectives of other
units. For example, in striving to achieve the objective of making the organi-
zation better known in the community, the public information unit may be
making such extensive demands on staff to handle speaking engagements that
less time is available to achieve the objective of increasing client services.

Fourth, setting objectives requires everyone in the orgarization, including
the board of trustees, management, and frontline staff, to be responsible for
their work. Constituents of all parts of the organization should understand
how they are contributing to the objectives and hence to achieving the orga-
nization’s mission. This is risky, because when objectives are not achieved,
there is a tendency to blame those who let the organization down. Insight
that leads to further improvement in service delivery, not blame, must be the
ousgrowth of heightened accountability.

Finally, objectives shouid be designed to stretch, but not break, staff. The
value of objectives is that they stimulate staff to extend themselves to reach a
predetermined targes. If the target is set too high and is virrually unachievable,
the result will be a highly frustrated and even disgruntled staff. If set too low,
objectives lose their potency to foster staff investment and productivity.
Hence cffective managers devote considerable thought to the obiective-setting

process,

Human service organizations experience unintended consequences either
hecause members do not sufficiently do their homework, or because situations
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arise that nobody could have predicted. Obviously you can do little about
unforeseen events, but with a little extra effort and disciplined thinking you
can identify potential trouble spots.

Preparation is essential before taking action. Painters do not just start
painting; they devote as much as 80% of their total time to preparing a job
before ever making their fiest brush stroke. Similarly, it is important to think
through in detail ahead of time what will happen as a result of a decision
before you embark on it. Regrettably, many efforts fail because not enough
time is spent making sure that those who wiil implement a decision are
prepared to do so.?

Consider this example: In a juvenile court, a decision is made to provide
intensive probation for delinquents who evidence high-risk behavior, such
as repeated felony offenses. To carry out intensive probation, 10% of the
probation officers are given a small caseload of clients to see frequently. The
decision appears to be a good one because their clients begin to manifest a
Jow rate of recidivism. A by-product, however, is that the remaining proba-
tion officers have to take on even larger caseloads, with unintended results
of lower staff morale and less time available to work with clients, who then
evidence an increase in recidivism, Had the focus of attention not been
entirely upon the new prograrm, perhaps the potential negative consequence
of the decision could have been prevented.

In the medical field, the word iatrogenic is defined as an inadvertent, med-
ically induced illness. No such word exists in the human service field, but there
are certainly many instances where a particular decision, although beneficial in
many ways, can produce negative side effects, Just as penicillin, prescribed to
cure pneumonia, may cause patients who are allergic to it to go into shock, so
too can specially created social programs have negative side effects. Subjecting
unemployed persons to a job training program with no possibility of employ-
ment, placing clients in jobs without providing adequate day care, releasing
mentally disabled patients in the absence of proper community supports, or
incarcerating juveniles with no provision for rehabilitation are among many

. examples of plans that can produce negative results because managers did not

adequately anticipate the negative consequences of the intervention,

Indeed, it is a common occurrence in agencies that well-intentioned inter-
ventions may negate the benefits of the mtervention. Organizations, like
individuals, tend to produce unintended compensatory responses when new
efforts are tried.* A person stops smoking only to gain weight. An over-
protective mother creates in her child the inability to resolve his or her own
problems. At the organizational level, an agency that expands its volunteer
activities may inadvertently reduce staff initiative. An overzealous manager
who works to ensure that no mistakes are made reduces the ability of staff
to grow and learn from experience.

Thus certain actions may possibly lead to a detrimental condition that is
as bad as, or even worse than, the original probiem. Carefully weigh whether
implemnenting a particular course of action may be worse than the problem
it is intended to solve.
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Managing Change

Tipping Point Leadership

The theory of tipping points, which has its roots in epidemiology, is based
on the idea that when the beliefs and energies of a critical mass of people are
engaged in an organization, conversion to a new idea will spread like an epi-
demic, bringing about fundamental change quickly, To counter the natural
inertia that exists In organizations, agency managers must be able to tip
the scales from resistance to enthusiastic commitment. They can do so by
making a strong case for change, concentrating resources on what really
matters, and mobilizing the commitment of the organization’s key players.’

A first step is getting staff to directly experience an issue or problem. For
example, it is not enough for counselors in a school system to learn inteliec-
tually about the lives of their students. They need to be encouraged to make
home visits so they can see firsthand what their students’ lives are like.
Providing a reality check is crucial to getting people to change their percep-
tions and engage in the issue.

A second step is to consider reallocating resources for an effective impact.
For example, in a neighborhood center a decision is made to shift some
staff from working with adults to concentrating on neighborhood gangs.
The emphasts is on better targeting limited resources.

To motivate those in the organization that might be indecisive or resistant
to change, a third step would be to identify key influencers, that is, people
inside or outside the organization who have the ability to persuade others or
who have aceess to resources. Depending on the organization, these influ-
encers could be a union organizer, a long time employee who is a relative of
a local city council member, or a wealthy volunteer. By bringing these influ-
encers on board, they can become engaged in stimulating a change in the
mood and sentiment. Hence, effective managers consider carefully what must
be done to influence change.

Initiating and Implementing Pilot Projects

Managers often must maintain current programs and services and, at the
same time, develop innovative programs. The effective manager must deter-
mine how to generate projects without creating such great resistance and
conflict that they are doomed before being tested or fully implemented. One
way to deal with this is to create ad hoc temporary staff teams to work on
pilot projects, The reams can try out new ideas and work out any project
glitches before the projects are diffused through the rest of the organization.
Often new ideas do not work out right the first time. Problems invariably
occur that nobody even considered.® Through pilot projects, staff develep
flexibility to experiment with new ventures. If the pilots fail, they can be
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aborted without serious consequence to the rest of the organization; if they
succeed, they can be expanded.”

When staff embark on a small-scale, manageable undertaking, when they
are commitred to the task, and when they operate within a climate that favors
innovation, pilot projects are more likely to succeed.® The pilot project must
be conceived with a reasonable chance for success. By having a clear begin-
ning and end, by having focus, and by achieving modest and measurabie
improvements, the pilot project team is spurred on to continue their efforts
and, later, to spread the word about their success.

A project that focuses on achievable, short-term, and urgently needed
results has the best chance of success. A task group can be quickly assembled
to focus on problems requiring immediate and urgent resolution. Staff are
assigned based on their expertise, experience, or other strengths. Their focus
of attention should be on developing a breakthrough that can have great
implications for the rest of the organization. Thiey must strive for success in
a few weeks (not months}, be eager to tackle the chalienge, and concentrate
on achieving results with available resources.”

Pilot projects can involve a variety of efforts: reformulating the informea-
son flow of the organization, experimenting with new services, or developing
new procedures. Whatever the project, its small-scale nature allows staff to
try out ideas, be creative, and determine under what conditions the project
works. By approaching the project on an incremental, trial-and-error basis,
the organization avoids the possibility of a large-scale failure. If something
does not work, the team can make corrections before implementing the
project on a larger scale.'

All of us have had the experience in our personal lives of establishing
achievable goals and, having achieved them, developing the confidence and
the capacity to strive for more ambitious goals. This could apply to losing
weight, managing finances better, or striving for a higher academic degree.
Success builds on success. This is also true with organizations. When staff
succeed with several phases of a pilot program they become more confident
to tackle more challenging tasks. To achieve ultimate success, the original
design of the pilot program may need to be revised as staff discover new and
better ways to achieve their goals.”

. Sometimes a crisis can fead to the creation of a pilot project that mobi-
lizes special effort and attention. Staff are brought together with the expec-
tation that they will be motivated to generate high energy and investment.
The sense of urgency demands that the project receive the highest priority
because an immediate resolution is required. Crisis projects could include
(a) expanding outreach efforts to bring in more clients or face the conse-
quence of immediate reduced funding, (b) improving safety procedures after
a staff member was mugged leaving work, or {¢) increasing client job place-
ments by 20% in response to political pressures. Labeling the project a “crisis”
focuses needed attention and rallies everyone to find a solution to a pressing
probiem. There is a danger, however, that must be noted: short-term
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successes from crisis management may become so intoxicating that they
prevent the organization from adopting a jong-range, strategic approach to
resolving problems. Therefore be wary of overusing crisis management and
having it become a way of life.

Unfortunately, even successful pilot projects may not spread throughout
the organization. A project can collapse because of insufficient efforts to insti-
cutionalize it or because current policies and practices are not in harmony
with it.)* For example, a specially designed support program for school
dropouts conducted outside of the schools may not be absorbed into the
system because of such incompatible values and practices as the inability to
give special attention to at-risk students or resistance to maodifying the currica-
Jum. In addition, some pilot projects rend to atfract extra resources and highly
motivated staff that are not available on an ongoing basis.

It is one thing to initiate change by engaging a small number of staff in a
pilot project and dealing with their inifial resistance; it is quite another to
spread the change throughout the organization, to make it stick so that it
becomes a permanent part of the way the organization operates. 1f the
groundwork has been laid well, staff will he receptive to the change. Also if
they have been involved in diagnosing needed improvements, and if they do
not feel that change has been foisted upon them, staff are much more likely
to accept the change. The key, then, is not to overmanage the change
process, not to convey from on high, but wo engage staff from ali levels of the
organization in thinking through and implementing the change.?

The same approach used in implementing a pilot project needs to be
considered in expanding it throughout the organization. Othes units need
the opportanity to develop their own approaches to the change and to make
suggestions that will mend possible flaws from their particular perspectives.
The entire organization needs to feel the same excitement that occurred in
creating the pilot project. Sometimes it is even berter to let each unit “rein-
vent the wheel,” that is, to discover its own way of implementing pro-
grams.™ Those who were involved in the pilot project can be assigned to
work with other units so they can seed the new ideas and spread their enthu-
siasm throughout the organization.

In addition, diffusing change throughout the organization requires con-
snuous reinforcement and feedback. Frequent interaction needs to occur
berween management and staff. This ongoing interest and investment is
communicated both formally and through the grapevine,”

Sometimes, for the change to take root, the organization must establish a
parallel or alternative structure to carry out the new program while preserv-
ing the original one.’ Suppose, for example, that the organization wants to
reach out to a new clientele, such as an ethnic group that previously has not
used the services of the organization. Instead of replacing the current out-
reach and intake services, the organization could establish a special unit
to supplement the regular client access process. The new unit would link
with the organization’s basic services and still develop its own special style,
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its own consensus on operations, and its own value system. Eventually, the
experiences of the parallel unit may result in the entire organization incor-
porating new ideas and behaviors.

To ensure expansion of a project, effective managers identify and select
an enthusiastic, committed staff member to champion the assignment.'” The
term iutraprenewr has been coined in the business world to reflect the idea
that one person should be held accountable for developing products and
services of the enterprise.’® Human service organizations can adopt this same
concept of a social mtraprenenr or champion who zealously works to spread
a successful project throughour the organization.'

Successful pilot projects can also be expanded through just-in-time train-
ing programs for staff. The purpose of the training is not to provide general
information lectures but to offer specific skills training through role-plaving
or simulations for those who must learn new behavior pasterns.®® Frequen-
tly, the training is provided in a series of sessions Gver time so that staff can
practice their new skills and share problems they are having in impiement-
ing the change.

As an effective manager, you should help staff invest in the new project
by describing how services can be improved and, if appropriate, how the
staff themselves can benefit. Then, too, in selling a new project or procedure,
be careful not to disparage current methods, because to do so may discour-
age those who feel positively about the current mode of operation. Finally,
allow time for people to adjust to the change. People have gotten comfort-
able with the status quo; they will need time to develop new attitudes and
new patterns of behavior.?!

In summary, initiating and expanding. pilot projects in an organization
reguires an interesting balancing act. On the one hand, top management must
be committed to change, for it is they who communicate the organization’s
values and set the implementation process in motion. On the other hand,
expansion of the project must have the support of, and a sense of ownership
by, those involved in implementing it. Both management and staff must be
involved in the process of change in such a way that all staff feel dedicated to
following through and implementing it.* The challenge, then, is to work at
finding the right balance so that everyone feels a common commitment.

Handling Resistance to Change

Resistance to change in an organization alerts managers that a problem
may exist. Even if staff are involved in the planning process, some may be
reluctant to accept decisions that require them to change. The more funda-
mental and extensive the change, the greater the possibility that staff will
lose something of value, such as stature, power, or employment. Moreover,
if they misunderstand or misperceive change, they are likely to be resistant,
A decision, for example, to allow staff to have flexible hours can cause them
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to become angry if they interpret it to mean they may be required to work
weekends. Even positive and well-intentioned decisions for change can invite
negative reactions if they are not fully explained.

Resistance is also likely to emerge because of differing perspectives of work
demands. What management sees as a positive alteration in procedures may
be considered by staff to be uprooting their current tasks and to be an intru-
sion into their work style. For example, a new administrative request for
additional client information may be quite useful in documenting the need for
expanded services. To management this makes sense, but to staff this request
may be one more imposition on what they believe is an already overloaded
schedule. If it is not possible to reprioritize their responsibilities, then manage-
ment should at least acknowledge the new burden placed on staff.

In making a major decision, therefore, anticipate possible resistance so
you can respond appropriately. Seaff, for example, might feel ill-equipped to
handle new data analysis responsibilities, and they may need special training
before the decision is implemented. If the decision requires the development
of different relationships or reassignment to new settings, then build in spe-
cial support efforts to ease the transition. If the change will cause staff to lose
statas, then renewed efforts at building self-esteem, such as special recogni-
tion ceremonies, may be necessary.” :

Before implementing change, ask: “How are staff likely to perceive the
change, and how can we communicate our understanding of their situation
during the change process?” In tuning in to staff concerns, it is important to
identify who is complaining. Certain staff typically want to vent their con-
cerns, in which case it is important to provide a sympathetic ear. There mav,
however, be appropriate and immediate cause for staff concern, requiring a
special response.

In periods of austerity, when human service organizations are under
severe budgetary constraiants, rremendous demands are likely to be made on
staff to “do more with less.” Staff are being laid off, and the remaining staff
are asked to assume more responsibilities, including conducting more bill-
able interview hours and writing reports. In times of fiscal pressures, man-
agers must step up their interactions with staff, provide them with more
training, and help them reorient their priorities. It is also a time to express
understanding for the new demands that staff experience, while simultane-
ously conveying that they have to meet production expectations.

Staff may cereainly resise if they do not understand the purpose of the
change. They must understand the rationale for the change and have confi-
dence that the proposal is well thought out and that problems will be
addressed. Staff need to know what will happen, who will do it, when it will
take place, and how it will happen.”* Be up front with them about any diffi-
culties they are likely to encounter. A request to modify reporting proce-
dures, for example, will receive more acceptance if staff understand that
decision makers will be able to use the information to identify aggregate
needs for funders.
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The degree of organizational investment of time, energy, and personal
commitment in the status quo will affect the extent to which staff may resist
change. A new approach to treatment may be difficule to implement because
mitch of the organization’s funding and staff training have gone into current
counseling approaches. Staff have a stake in preserving their mvestment. Of
course, if the current mode of operation is not achieving positive resulits or
is resulting in dissatisfaction on the part of clients or funding bodies, then
staff may be more amenable to proposed changes. Effective managers spot
when the forces pushing for change are stronger than those resisting change.
Even when resistance is strong, however, effective managers are prepared to
exert their influence based on the conviction that the current way of doing
things is not producing sufficient results.

Sometimes it is wise #ot to implement a plan because staff strongly
oppose it. Effective managers tune in to why staff are challenging the
change. There is, to be sure, a certain timing te decisions, and the wisest
course when in a quandary may be to delay until 2 more appropriate time.
To use a football analogy, vou would “punt.” If staff are resisting a plan,
there may be good reasons to delay implementation procedures. Rather than
force a premature decision on them, allow enough time to pass so that new
information surfaces or different circumstances arise that could soften their
resistance.

Perhaps when you encounter strong resistance, instead of fighting it, you
need to draw upon its energy source. In the sport of judo, you learn to use
the strength of your opponent by taking advantage of a proper leverage
point. In organizations you can ask complainers to come up with their own
suggestions. Their negative energy can be turned into positive suggestions as
they become partners in resolving the problem.

Assessing Risk Factors in New Projects

In the business wozld, before purchasers buy a business, they first examine
it detail the performance and financial structure of the proposed deal. This is
called conducting “due diligence.” The same concept can apply to under-
taking human service projects to determine the degree of exposure to risk and
assessing the potential for success. Consider the following risk factors:*

¢ Staff skills include whether the staff have the proper skills to undertake
the new project, how well the team works together, and their readiness
to take on the new challenge.

o The culture of the organization fosters a high level of comumitment to
undertake projects designed to improve service to clients.

o The feasibility of the project is based on whether the conditions (e.g.,
funding, staff, skills, client needs) exist that would permit it to replicate
a project that has been successful elsewhere.
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s Level of capitalization includes both basic start-up funds and the
ability to continue funding beyord the initial period.

o Changes in the marketplace or in public policy involve assessing shifts
in clients’ use of services or in the availability of funding through
changes in legisiation.

o The risk of mission drift can be of central concern for the organization
that goes after funding regardless of whether the new project fits
within the organization’s mission. The organization must be mindful
that the new project does not redirect the organization away from ies

central purpose.

Conducting a risk analysis may temper the initial enthusiasm for a project
that the organization is contemplating. It is far better, however, to be aware
of the downside risks before embarking on a program, than to discover them
after the program is underway.

Contingency Planning

Effective managers assume that certain events can get in the way of imple-
menting plans as originaily conceived. Contingency planning imagines the
uniikely. By thinking of the range of possibilities in advance, you may be
able to gain mastery over them should they occur.

Suppose, for example, you are experiencing an influx of new clients need-
ing service. Staff are already overtaxed. To meet your obligations, you have
applied for additional funding and a decision is pending. Among your contin-
gency plans could be the following:

Plan A: If you receive less funding than hoped for, you could consider
hiring paraprofessionals working under close supervision.

Plan B: Tf the funding request is rejected, you could determine the reasons ]

and be prepared to reapply.

Plan C: If expanded funding continues to be unavailable from this one
source, you could consider an aggressive fundraising campaign.

Plan D: I, after seapplying, you are again rejected, you could consider
either cutting staff or reducing salaries.

Plan E: If no funding is available, you could restrict the number of clients
and redirect unserved persons to other agencies.

Plas F: Tf new funding is not possible, you could consider an inpovative
way of working with clients that achieves results at lower costs, such a8
sroup counseling sessions or telephone conferences.

As can be seen from this illustration, contingency planning helps managers:

develop a discipline for walking through a situation to prepare for possible
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events that conld have an impact on the organization. In fact, a special form
of contingency planning is called “fail-safe” analysis, i which you purpose-
fully give attention to those possibilities that could cause your plan to fail.

Before vou embark on your program, search for potential mine fields:
What political leader or board member or staff could torpedo the idea? What
staff or resource constraints could keep the program from getting off the
ground? Which organizations must cooperate if the program is to succeed?
Sometimes a colleague outside of the organization can be asked to give an
objective critique or even serve as the “devil’s advocate” to ferrer out poten-
tially explosive simations.

Decisions that do not allow for the possibility of glitches are dangerous
ones because they give managers the false sense that nothing can go wrong,
The reality is that plans have a low probability of succeeding unless major
problems are anricipated and addressed. Fail-safe contingency planning
focuses attention on possible problem areas and - gets you to think about
solving them before they occur.

Contingency planning is like a game of chess. You have to anticipate your
opponent’s moves and consider protecting your flank, even as you take the
offensive. You cannot be so concentrated on moving ahead with your plans
that you lose sight of where you might be vulnerable. As in chess, contingency
planning requires your constant assessment of the potential consequences of
every move. Unlike a game of chess, the forces that can unravel a plan may not
reside in an “opponent” but in more amorphous forces, such as the lack of
adequate staff training. The point of the chess metaphor i to encourage you
to be on guard for unexpected possibilities even as you are moving forward.

Effective managers encourage contingency planning by sdmulating “what
if ...” scenarios or questions. In a foster home recruitment drive, for
example, you would ask, “What if recruitment materials don’t come on time?
What if it rajns on the day of the promotional event? What if staff are unable
to answer inquiries?” Of course, these things may not happen, but if they
do, you will have thought about them in advance and taken the proper
precautions,*

Thus contingency planning helps to anticipate and thus prevent problems
before they occur; it is proactive. Obviously, not all events can be antici-
pated, and under some circumstances, you want to have the flexibility to
respond to unexpected opportunities. The advantage of proactive planning,
however, is that you can minimize or neutralize the possibility of downside
risks by anticipating how you will deal with them.

Attention to detail is a prerequisite for implementing a successful project. By
anticipating specific outcomes as much as possible, you increase the likeli-
hood that plans will be carried out properly. Even so, planning involves

Working Out the Details of a Plan.
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some degree of specuiation; therefore, be prepared to revise even the most

well-thought-out plans?’
To systematically structure the implementation phase, itis useful to think

of major activities and specific tasks. Major activities can be completed
within a specified time period and include the following elements:

e Those essential for achieving an objective
s Those that result in one identifiable product, such as a report, a meet-

ing, or completion of a major assignment

Those that occut either in sequence Of simultaneously with other

activities

Tasks are specific jobs required to accomptish a major activity. Feeding
into a major activity, tasks are usually achievable over a few days or weelks
by specified individuals or units of the organization. Although spelling out
tasks can sometimes be time-consurming and tedious, the process more read-
ily ensures completing majos activities and implementing proper actions.
Moreover, effective managers use the opportunity of programming the work
plan to determine whether adequate resources are available to properly comk
plete the job or whether resources should be redeployed from low- o hight
ere later appears to be a lack of progress in achieving

priority endeavors. If th
y pinpoint the specific problem

a major activity, managers ¢an more readil
¢hat led to the breakdownn.

Implementing Task Assignments

Two approaches can be considered in specifying tasks: (a) reverse-oraer
planning and (b} forward-sequence planning.”

Reverse Order Planning. In reverse-order planning, the organization begins
with the final result to be achieved and identifies the tasks that feed into
activities by reviewing the question, “What must we do just before reaching
our final result, and then what needs to be done before that, and before that,
and so forth?” undl the beginning point is reached. For example, in orga-
nizing a staff speakers’ bureau, the process of reverse order might include the

following tasks:

Promote speaking engagements (last task)
Train speakers (fourth task)

Prepare speakers’ kits {third tasle)
Recroit volunteer speakers (second taslk)

Plan teaining sessions (first task)
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Forward Sequence Planning. In forward-sequence planning, the organiza-
tion begins with what it considers to be the appropriate first set of tasks and
then asks, “What should we do next, and what after that, and so forth?”
until reaching the end resulr.

Whether an organization uses the reverse-order or forward-sequence
planning approach, it is important to consider what preparation will be
necessary to complete each task. In reality, an organization would combine
reverse-order with forward-sequence planning. That is, the planning group
would consider by what date they want to achieve a particular result and
then review all the tasks they need to complete prior to that deadline. If the
predominate approach is reverse-order planning, planners would employ
foerward-sequence planning {and vice versa) to double-check that no raslk has
been omitted.

Timeline Chari. The implementation process requires that controls and
reporting procedures be developed to determine the rate of progress com-
pared with the original implementation schedule. The process pinpoints
responsibility and identifies reporting dates. By establishing accountability
for tasks within a time period, you develop a warning system that alerts you
when you are not on schedule.

A timeline chart {sometimes referred to as & Gantt chart) is useful for
implementing decisions and projects because it provides a visual overview of
what needs to be done, who.needs to do it, and within what specific time
frame it should be accomplished.”

A timeline illustrates how various tasks should be subsumed under major
activities in a comprehensible, easy-to-construct format. The chart clarifies
the beginning and ending points projected for each task and shows at a
glance what efforts must be made within a specific time period. For example,
in Figure 4.2, certain major tasks in the public relations activity must be
underway in July and Angust. The chart also pinpoints accountabiliey by
designating the person responsible and, if appropriate, members of the team, By
referring to a timeline chart, you can determine on a continuous basis whether
you are on schedule and reaching anticipated milestones.

By June, for exampile, were you able to formulate a plan? By September
are public relarions materials completed? By October are stafl prepared?
These milestones allow you to determine whether vou are on course. If
not, then you would modify your efforts o get back on course ar consider
making go/no-go decisions about whether to proceed with the project.™

The timeline chart also provides a visual sense of the efforts that must be
undertaken in seguence and focuses attention on when organizational
resonrces need to be expended. In the chart {Figure 4.2}, it appears that the
summer months will be demanding on certain staff. If this is normally a
heavy vacation period, then seeing the demands of the project during June,
July, and August may require adjustments in the schedule.
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Campaign Plan
Objective: To recruft an additional 100 foster parents by the end of the yea!
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Figure 4.2 Timeline Chart

Questions for Discussion

1. Create a hypothetical agency (e.g., working with high-risk adolescents . ¢

or mentally challenged adults, or soctalization for seniors). What
would you determine o be the:

o Mission statement?

e Goals?

» Obiectives?

» Programs?

3. Tow would you distinguish the risk, target, and impact populations it :

connection with your organization?

3. What examples can you give of impact, service, product, and operd”
tional objectives?

4. Suppose you were creating an agency that provides counseling services
(0 substance abusing mothers who agree o discontinue drugs in orde?
10 keep their children from being taken from them. Create a goal state”
ment and three objective statements related to the goal.
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5. Consider developing plans for placing mentally ill persons in the
job market. What kinds of problems could you anticipate and what
contingency planning could you develop?

6. Suppose you were asked to implement a foster grandparents program.
After identifying a dozen tasks, how would you organize them: under
activity categories and prepare a 12-week timeline?

7. Consider a past or potential project. What major activities and rasks
could be prepared in a timeline chart?

8. What projects have been {or could be) implemented in your organization?

1. M. Schaefer, Implementing change in service programs (Newbury Park,
CA: Sage, 1987}, p. 31

2. P. M, Kestner, R. M. Moroney, & L. L. Martin, Designing and managing
programs (Newbury Park, CA: Sage, 1920}, pp. 105-110.

3. P. Drucker, Managing the nonprofit organization (New York: HarperCollins,
1990, p. 32,

4. P. M. Senge, The fifth discipline {New York: Doubleday & Currency, 1990},
op. 59-60.

5. W. C. Kim & R. Mairborgne, Tipping point leadership, Harvard Business
Revier 81 {April 2003}, pp. 60-69.

6. P. Drucker, Management challenges for the 21st cenmtury (New York:
HarperBusiness, 1999}, p. 87.

7. M. Schaefer, pp. 72-74.

8. Work in America Institute, Inc., Productivity through work innovations
{New York: Pergambn, 1983), pp. 110-111.

9. R. H. Schaffer, Productivity improvement strategy: Make success the build-
ing block, Management Review {August 1981), pp. 46-52; R. H. Schaffer, The
breakthrough strategy (Cambridge, MA: Ballinger, 1989), p. 5.

1. R. H. Schaffer & XK, E. Michaeison, The incremental strategy for consulting
success, The Journal of Management Consulting 2 (1989): pp. 1-5.

11, A. Etzioni, The active society: A theory of society and political processes
{(New York: Free Press, 1968), pp. 296-299; Work in America Institute, Inc,,
pp. 141142,

12. E. E. Lawler, High involvement management {San Francisco: Jossey-Bass,
1986}, p. 222,

13, M. Beer, R. A. Eisenstat, & B. Specror, Why change programs don’t produce
change, Harvard Business Review 6 (1990), pp. 158-166; Worlk in America Institute,
Inc,, p. 135.

14. M. Beer et al., pp. 138-166.

15, Work in America Institute, Inc., pp. 125126,
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16. Work in America Institute, Inc., pp. 120-135.

17. J. G. Dees, §. Emerson, & P, Economy, Enterprising nonprofits: A toolkit for
social entreprenenrs (New York: John Wiley & Sons, 2001}, pp. 183-184,

18. J. M. Newman, Compensation programs for special employee groups, in
Compensation and Bemefits, ed. L. Gomez-Mejiza (Washington, DC: Bureau of
National Affairs, 1989}, p. 185.

19. P. Drucker, Management challenges, pp. 87-88; P. Drucker, Managing the
nonprofit, p. 68.

20. R. H. Schaffer, Quality now!, The Journal for Quality and Participation
{September 1989}, pp. 22-27; Work in America Iastitute, inc., p. 137,

21. Bureau of Business Practice, Inc., Front line supervisor’s standard manunal
{(Waterford, CT: Bureau of Business Practice, Inc., 1989}

22. E. L. Lawier, p. 219.

23. R. T. Crow & C. A, Odewsahn, Management for the human services
{Englewood Cliffs, NJ: Prentice-Hall, 1987), pp. 128-132; T, Kirby, The can-do
manager (New York: AMACOM, 1989), pp. 55-38.

24, R.T. Crow & C. A, Odewahn, p. 132.

25. ]. G. Dees, . Emerson, & P. Fconomy, pp. 136-144,

26. R. von Oech, A whack on the side of the head (New York: Warner, 1983},
p. 62.

27. S.N. Espy, Putting your plan into action, Norprofit World 1 (1990}, p. 28.

28. R. Bredy, Problem solving (New York: Human Sciences Press, 1982},
pp. 149-151.

29. M. Schaefer, pp. 88-89.
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;W@{ nce an organization has determined its strategic ptan, which includes
%, 4 its mission and ‘goals, it can concentrate on daily administration
{tactics). Much of this day-to-day management is focused on solving prob-
lems and making decisions. Often problems are complex, ambiguous, cumu-
lative, and multifaceted, Sometimes their causes cannot be fully known and
their resolutions may require the involvement of many different partici-
pants. Hence the problem-solving process requires an effective manager’s
keen judgment, intuition, and an understanding of the dynamics of a situa-
rion. Although there are no cookbeok solutions, no simple formulas, it 1s
useful to consider a series of steps to guide the problem-solving process, as
summarized in Figure 5.1.

The term analysis denotes separating a whole into its component parts.
Problem analysis thus entails breaking generalized concerns into delineated
segments. Good problem solving requires moving beyond such generalized
statements as “staff morale is low,” or “absenteeism is too high,” or “there is
poor communication between departments” to achieve greater clarity about
the nature of the problem. It involves identifying and examining discrepan-
cies between goals and actual results, specifying the problem as clearly as

“possible, determining the boundaries of the problem, clarifying different

perspectives, and identifying insidious problems.

Identifying and Examining Discrepancies

A problem can be defined as a felt need or a discrepancy between an
existing condirion and one that is desired.’ One of the major approaches
managers can use to identify organizational problems is to detezrmine

Problem Solving

Step 1: Analyzing the Problem

77
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Analyzing the problem
+

Considering alternative solutions

!
N

Making decisions
+

Monitoring results

1
i
~

Making corrections

Figure 3.1  Steps to Guide the Probiem-Solving Process

whether a situation or circumstance is preventing the organization from

achieving its mission. Always focus on this first; otherwise, you may become
trapped in a flurry of activities and problem-solving endeavors that may,
in the Jong run, detract from your fundamental purpose. Effective managers
centrated attention to those issues and problems that primarily

give con
s. Look for discrepancies between

affect the organization’s mission and goal
what the organization must achieve and what actually occurs.

Establishing measurable objectives and then determining later whether
they have been achieved alerts managers to whether a problem exists. For
example, in an adult training workshop for the disabled, if your objective of
having 80% of clients function independently within one year is not met, you
know a problem exists that must be addressed. Similarly, a problem becomes

for example, when. a unit of the organizarion does not meet its pre-
lients in a given month. The fact that

obvious,
determined objective of contacting 125 ¢
che unit is reaching only 85 clients should signal concern because of the gap~

between the predetermined benchmark and actual performance.

Specifying the Problem

ment

Rven if concrete objectives bave not been established, staff or manage _
Jeast

may feel a vague sense of uneasiness. Something is wrong, but, at
initially, there is a lack of clarity about what the problem is. Someone migh
ask, for example, “Why aren’t we serving more clients?” A general consensts
might be that more clients could be served, but ambiguity exists aboul -
whether “the problem” is fewer clients in general or fewer clients from &
particular geographic area or income level. Does “the problem” reside in th
clients—something operating within them or their sitnation? Do they ha¥
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difficulty in coming to the agency because of changes in public transportation,
or have their perceptions changed about their safety in coming to the agency?
By taking the time to obtain facts in any problem sitwation, you can avoid
premature and impulsive solutions, or what is captured in the phrase ready,
shoot, awmn.

To analyze a generalized problem more specifically, be clear about exactly
when the problem occurs, who is affected by it, and where it takes place.
Purthermore, strive to understand the canses and underlying conditions of the
problem. I, for example, you note that absenteeism among staff has increased,
determine whether the problem is pervasive, and. therefore indicative of a
morale issue, or limited to a few staff, requiring disciplinary considerations.

Trying to identify the cause of a problem can be exceedingly difficult. In
reality, a cause-effect chain of relationships can exist for any problem. One
could analyze, for example, that absenteeism is caused by low morale, which
is caused by feelings of being ignored, which in rurr is caused by an orgam-
zation that is built on an authoritarian structure i which little two-way
communication occurs. To isolate one simple cause contributing to one single
effect can be an oversimplification. You may not know until after you have
artempted to diagnose a problem, formulated a response to it, and obtained
feedback that your “solution” is not working. You then may need to con-
centrate on another possible solution.

In analyzing problems, an inductive approach of identifying concrete
examples or critical incidents can be useful, especially if the nature of the
problem is vague. By pinpointing under what specific situations the problem
occurs, you begin to get a handle on it. You move from specific incidents to
determining the nature of the problem.

Determining the Boundaries of the Problem

By defining the problem, you set boundaries around it; you determine
what it is—and what it is not. Preparing a written problem statement is a
good procedure. By purting your thoughts in writing, you develop more
precise understanding of the problem and discipline your thinking. In addi-
tion, you have a statement that you can refer back to and revise if necessary.
The danger of not putting your problem in writing is that vour thoughts may
remain vague and amorphous and hinder the problem-solving process.

In your problem statement, define key terms so thar those also engaged in
the problem-solving process have a common frame of reference. The simple
question, “How can we reduce staff absenteeism?” requires defining pre-
asely what is meant by the term redice—from what to what-—and what we
mean by absenteeistn—as it refers, for example, to sick leave, conference
attendance, or unexcused absences. ‘

Typically, problem descriptions tend to be narrowed too quickly, thereby
cloaking the real problem. In conducting a problem analysis, determine
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whether a particular manifest problem is an exception or whether it reflects
a larger issue. Does a particular problem reflect an idiosyncratic situation og
a more general pattern? If it is unique, then pragmartic, expedient approaches
may be used. If it is a general problem, then more fundamental change may
be required. To treat a general situation as if it were a series of unique events
can be a serious miscalculation.?

if you defined the problem, for example, as “staff are taking too many
sick leave days,” you limit your exploratory process and may not consider
whether organizational policies may in fact be the real problem. “How can
we deal with excessive absenteeism?” may be a better way to formulate the
issue. In defining a problem, your goal should be to clarify what will be
included in the problem’s parameters and to decide, at least for the time
being, what will not be part of your initial exploration. Determining the
problem’s boundaries moves it from an unfocused and ambiguous concern
to a more targeted focus of attention.

In any process of formulating a problem, however, be aware that you may
need to redefine it, depending on your focus. The reason for defining the
boundaries of a problem and devoting so much time to its analysis is that by
doing so you determine the nature of potential solutions. If you see the prob-
lem as absentecism among many staff, that will lead you down one path, ¥f
you have narrowed it to unexcused absences on the part of a small number
of staff who are unenthused by their work, that will lead you down another.
Before you consider any solution, you will want to be quite certain that you

P

have analyzed the problem properly.

Clarifying Different Perspectives

In any discussion, participants invariably come to the table with their own
perspectives. There is an old fable of six blind men rouching different parts
of an elephant. Each one senses the elephant in a different way based on the
part he touches. So too with problem analwis—people will sense a proble
based on their individual experience with it.* Imagine this kind of grou
discussion on why an agency is not achieving its objective of reaching i
predetermined quota of clients per month:

Employee A: “The probiem is that I schedule appointments, but 2
clients continually cancel, and so I have time on M

hands.”

Employee B:  “The problem is that clients do not find it easy to gef'f
' our agency from where they live, Public transporration 2
detertorated, and unless clients have a car, they are ﬂ‘_’§

able to keep their appointments.” '

“The problem is that clients cannot schedule appoineme

Supervisor:
when we’re open. When I have followed up with peoP
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. who have missed appointments, they tell me that if we
were open evenings and weekends, they would find it
easier to leave their children with someone.”

Administrator:  “The problem is that too many staff seem to be absent on
Mondays or Fridays and this is affecting our client count.
it would be higher if staff were more available on those
days.”

Each one has a different perspective of the problem, and therefore each
has an approach about how it should be analyzed and eventually addressed.
If, for example, Employee B's perspective is correct, then one solution may
be to design ways to deliver services to clients.cutside the agency building,
If, however, the focus turns to the administrator’s perspective, then reducing
sraff absences becomes a priority. Because perspective is so influential in
determining both problems and their solutions, it is crucial that the various
perspectives be articulated as explicidy as possible, This should be done by
asking participants to freely convey their different perspectives in an open
discussion. As consensus on the problem develops, those with different views
will decide whether or not to accept the problem as it is eventually defined.*

In all organizations, various individuals and groups are likely to have
vested interests—~that is, issues they consider vital to their own functioning,
These vested interests certainly influence their perspectives. Managers, for
example, are likely to focus on efficiency problems, whereas these may be of
little concern to employees. Fringe benefits are likely to be of special concern
to employees, whereas mecting legal requirements will be of paramount con-
cern to management. Because of these different perspectives, it is always
desirable in formulating the probiem to ask, “Who owns which part of the
problem?” The ownership of the problem greatly influences who wants to
do something about it, that is, who owns the potential solution.

Identifying Insidious Problems

Sometimes problems lurk beneath the surface, accumulating and being
ignoted over fime until finally they explode. We can use several analogies to
describe this phenomenon: small waves forming in the distance, culminating in
atidal wave that capsizes the boat; or a small leak in the roof going undetected
for many years, finally resulting in its collapse; or a symptomless cancer doing
its damage to the body. These insidious problems are similar in that they seem
too small to require attention, but uniess detected early, they can cause great
damage. In organizations insidious problems can also occur, as when, for
example, staff who are treated like machines eveneually find a way to com-
municate their grievances through strikes or disinvestment in their work.

Occasionally, a manifest problem identified initially may be a symptom
of a much larger latent problem. The high rate of absenteeism involving a
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Step 2: Considering Alternative Solutions

significant segment of the staff may, on further investigation, reflect a sense
chat staff feel exploited because they are not receiving their desired share of
vacarion days compared with the staff of other organizations. They may be
using sick leave as a way of compensating for their feelings of exploitation.
1f this is so, then the more fundamental problem is how to deal with these
feelings. Sometimes, too, it is the proverbial straw thar breaks the camel’s
back; thar is, something appears small and insignificant but inexplicably
causes an outburst of negative feeling. Only on review might one be able to
crace the series of earlier episodes that contributed to what appears to be an
inappropriate reaction. Had the probiem been identified while it was minor,
the later, more damaging crisis might have been avoided. Clearly, “small”

problems should be handled immediatety.

In any attempt to address a problem, it is importane to develop and chen cri-
tique alternative solutions. It is essential o realize that any action we take,
any decision we make, is only one possibility out of a multitude of options.”
This concept is especially useful for those managers who are prone to think
cheir decision is the only pathway to a solution. In the event that one of the
paths ieads us astray, we have others on which to fall back. Considering
alternatives aiso sharpens our thinking for the approach we finally select.

it is the second or third or tenth idea that can help solve the

Frequently,
ive a problem, the following

problem, not the first. In examining how to 50
precepts can serve as a guide.

Developing Criteria

Problem-solving criteria should be established as benchmarks against
which to compare alternativ
limits and expectations and likely vary according to the problem under con-
sideration. For example, with regard to a problem of staff going outside the
building for lunch and thus taking extended lunch hours, the “solution” of
in-house lunch arrangements might have to meet the following criteria:
{a) annual cost to organization under $1,000, (b) tasty and well-prepared
food, (c) cost to staff limited to the hourly rate of the lowest-paid employee,
and (d) effective pest and insect control in new Junch area. The decision to usé
a lunch truck may emerge after comparing various alternatives,

Making Ideas Concrete

think in concrete, future-oriented
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approach, what would we expect one year from now?” By anticipating
the future, you discipline vour thinking to walk through one or more of the
proposed ideas to see how they would play out in reality. Recall the in-house
food service idea discussed above. Actually visualize the flow of fraffic to
and from workstations; imagine staff using the lunch area in the wintertime;
consider the demands that would be made on your facility, By taking time
to walk through the idea, you gain an appreciation of its possibiiities and
limitations prior to making a decision.

Making abstract ideas or plans concrete is especially important in con-
sidering alternatives for serving clients. By visualizing how clients would be
served, you determine how they would be routed through your system and
how the information flow should occuz. One of the best antidotes to think-
ing oo abstractly in the decision process is to go on the firing line for a
period of time. Walk in the same door that your clients do and follow their
path through your system. Sit where they sit for a while to get a feel for what
ic is fike to linger in the waiting room. Hear their conversations and observe
the professionals who serve them. Call the office as if you were a client to
sense how the organization responds. Get out in the field and actually see
how the operations are working. Through this kind of direct experience, you
may be in a better position to judge the value of your current and proposed
decisions.

Considering Trade-Offs

Every plan, however good, probably has inherent limitations. In your
zeal to convince others of the efficacy of one approach over another, vou
may tend to overlook limitations or negative consequences, To combat these
blind spots, build iato your thinking the concept of trade-offs to identify the
disadvantages as well as advantages of any course of action. For example,
your plan to reach out to clients by sending staff to their homes can greatly
improve contacts with those who formerly did not come in for interviews.
But this plan may reduce the total number of clients served in a given period.
The concept of trade-offs means accepting that every benefit has a cost.
Considering alternatives is a matter of weighing whether the advantages or
disadvantages of one are greater than those of other oprions. This probing
injects a greater degree of reality into the problem-solving process and forces
you to look at the downside of even 2 good idea before you make a final
determination.

The word satisficing means there may be no one best solution to a given
problem. The word was coined to convey the idea of finding solutions that
both satisfy and suffice. Furthermore, it suggests thar the search for an ideal
bur unattainable solution should be discontinued if a reasonable one—
perhaps having some inherent limitations—can be found.

rete, future-oriented

The concept of satisficing decisions can help the effective manager make
3 select a particular

imperfect decisions in an imperfect world. An old axiom, “The ideal is the
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Step 3: Making Decisions

enemy of the good,” conveys tha
prevent us from considering other worthwhile ideas. We can accept the real-

ity that even good decisions have their inherent limitations and therefore not
te immobilized into thinking we have to make decisions that will have to
satisfy everyone. For example, a decision to shift staffing to serve a selected
group of clients means that others will receive less service. Moreover, if we
Lnow our decisions are satisficing, we can experiment with courses of action
that, if they do not work out, can be abandoned and replaced by other alter-
nartives under consideration.” Agonizing over alternatives can result in inde-
cision, which can be worse than making a less than perfect decision.® In
short, satisficing decisions help us to overcome paralysis by analysis.

Of course, in making satisficing decisions, effective managers should not
be blinded to the possibility that a proposed plan may a0t fully or adequately
solve a problem. Some decisions will provide only interim or ameliorative
celief. Because of resource limitations or other constraints, they may not
entirely correct or prevent problems,” Managers must live with this realicy; by
recognizing the temporary nature of the intervention, they can be prepared to

seek more substantive solutions.

If problem solving encompasses formulating a problem starement and exam-
ining potential alternatives, then decision making is the process of choosing
among alternatives and implementing an approach to deal with the probiem.
Perhaps this distinction between problem soiving and decision making is
artificial. If there is any value in the demarcation between them, it is that the
former implies a probing phase; the latter, an action phase. Clearly, one flows

into the other.

Making Risk-Taking Decisions Prudently

Most decisions involve some degree of risk because their impact cannot
fully be appreciated until they are actually implemented and because no one
can predict the fature with complete accuracy. Given that uncertainty s
inherent in risk-taking decisions, the possibility of failure always exists. The
following questions can help minimize risk:

1. Does your decision incredase something of value? Ask whether the
ninking of adding 1s available elsewhere in the
iready exists, can you do
decision may be to

service you are t
community and therefore not needed. If it a
it better and with fewer resources? If so, then the

go forward; if not, then the idea may need 1o be abandoned.
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2. s the decision of such minimal consequence that it can be made quickly

and at the lowest echelon possible within the organization? Lightweight
decisions should be made quickly so that staff can move on ro more
important issues. The effective manager helps staff take on small-scale,
confidence-building decisions and allows them to make small mistakes.
Staff can then grow in their capacity to deal with more sighificant
decisions. "

Can the decision be considered an experiment so that, if it works
out, it can be developed and refined, but if not, it can be aborted? For
example, the organization makes a decision to provide services away
from the main office, but you are not certain which locations clients
are most likely to use even after you have conducted surveys. For a
period of time, you might try using libraries, shopping malls, or reli-
glous facilities, After trying out different places, staff learn which are
best—or whether none of them fs suitable, The experimental approach
allows staff 1o be open-minded before making a final decision.

Are the potential negative consequences of a decision so great that
such a decision should not be made? Suppose productivity is being
affected by interpersonal rivalry between two units in the organiza-
tion. Should there be a major reorganization of staff and activities
because supervisors are feuding with each other? A painful reorgani-
zation to accommodate a rivalry between two units may or may not
relieve tensions. Once the reorganization has taken place, even if the
results are much less than desired, the decision cannot easily be
undone. In sum, you must weigh the benefits of a particular decision
against its costs. Indeed, the costs may outweigh advantages and
may therefore serve as a deterrent to making what seems like a more
appropriate decision.

Can commitments be made on an incremental basis? By staging your
commitments, you keep your options open as long as possible and
allow making smaller, incremental investments over a long time frame,
This avoids rushing into a process before you are certain whether or
not it can succeed. Suppose, for example, you consider adding a day
care program for 40 children to meet the needs of working mothers in
your community. You would start off with, say, 10 to 15 children
before determining whether to expand.

Are you prepared to carry out the decision? The most time-consuming
step in the decision-making process is not making the decision, but
implementing it. Unless a decision “degenerates into work” it is only a
good intention. A good decision must be capable of being transformed
into action.”!
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7. Do you have a workable exit strategy in the event that the organization
is exposed to intolerable risks? It is useful to develop gofo-go points in
the course of developing a project. An exit strategy allows you to assess
your risk exposure and cut your tosses. This requires being prepared to
walk away from a previously desired project even after you have

invested considerable resources.

Risk taking could have both minor and major consequences. Some deci-
sions can be reversed; that is, i something goes Wrong you <an shift ro
another course of action without the organization or the clients suffering.
These are risks that you can afford to take. Some risks, however, have great
significance, financially or otherwise, and the action may not be reversible;
the consequences could be felt for years to come. These are the decisions you
must weigh most heavily. In your analysis, therefore, ask whether the down-
side risks are such that the organization could withseand chem if things went
wrong. When making high-risk decisions, effective managers seek input
from trusted colleagues both inside and ourtside the organization to gain

objectivity and differing perspectives.

Being Boldly Tentative

1 this statement sounds contradictory, it is because decision makers must
be both courageous and flexibie with their decisions. To be bold means to go
forward with plans that do not necessarily please everyone but are neverthe-
less viewed as proper after all positive and negative aspects of the decision
thave been cousidered. Compromises and haif measures will not do. Being
tentative, however, means having an outtook that is experimental and trying
out ideas on a provisional or temporary basis to see if they will truly work.

Suppose, for exampie, you want to mount a program that requires three

full-time seaff members to organize and work with the residents of the com-
munity. You determine that without these outreach staff you are not likely
to fuily engage the residents, which could negatively affect the overall pro-
gram. You might decide that one staff member instead of the required three
would result in frustration and a sense of £aiture. Your decision would there-
fore be based either on embarking on the program with the appropriate seaff
or on delaying implementation until the proper staff are available. Resist the
temptation to make an administrative decision that, in yous estimation, s
eventually bound to fail. It is better not to have started than to arouse expec-
cations, leading to more frustration.

" To be sure, some decisions ase inherently difficulr. Cutting unproductive
programs Of removing mefficient but likeable staff can produce painful
reactions, but to have staff linger and drain resources may be a worse alter-
aative. In this context, “biting the bullet” has special meaning. During the
Civil War, when-anesthesia was often in short supply, wounded soldiers
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either had to underge amputation or lose their lives to the gangrene that
was spreading through their imbs. During the surgical procedure, biting a
buliet was a way to endure this painful experience. Hence, symbolically,
“biting the buliet” has come to mean making a painful choice to avoid an
even more catastrophic consequence. Your decision to act is based on your
assessment that the benefits outweigh the costs and risks. Your decision
requires both intellectual judgment and courage.

Because of the fast pace of change, managers are forced to make decisions
when complete information is not available or when there is uncertainty
about the future. Under these circumstances, managers and staff still need
to take calcuiared risks that may result in failure. The best approach is to
recognize these failures, respond promptly, and move forward.

There is something to be said for making tentative or preliminary decisions
that are subject to modification. Because any alternative can have negative
consequences, and because it is often impossible to anticipate the negative
effects of a decision, it is useful to allow time for modifications and challenges
prior to making a final selection. This requires a willingness to experiment, to
try things out, and to allow staff and clients to react to an idea before fully
implementing it. There is an aphorism, “The map is not the territory,” which
can be transtated to mean that a plan, however well thought out, may not
fully encompass the reality that it intends to reflect. Trying out ideas on a

small scale to “work out the bugs” may be necessary before embarking on a
bold venture.

Involving Staff in Decision Making

An ancient Chinese proverb states, “Tell me, I forget; show me, I remem-
ber; involve me, 1 understand.” Involving staff in organizational problems
or decisions thar affect them and their performance not only enhances their
understanding but also engages them so they become invested in a positive
outcome. '

When staff are empowered to participate in making decisions, their sense
of self-esteem and competence becomes linked to accomplishments. When
they are mvolved and have a stake in their work, they tend to feel enthusi-
astic about and committed to it. Effective managers recognize that when
staff have 2 say in decisions affecting the work environment in general and
their jobs in particular, the result is greater job involvement and satisfac-
tion.** In short, when staff have been part of the problem-solving process,
the implementation process will flow quite naturally. Shared decisions work
because of authentic collaboration.

Every effective manager has had the experience of rurning problems over
to staff and seeing positive results emerge. For example, one manager con-
cerned with the high rate of absenteeism asked the employee committee to
wrestie with the issue. They came up with the idea of rewarding staff who had
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fower than three absences a year with an extra day’s vacation. The overall
agency record improved by 10%. As another example, managers in ope
agency who were concerned that clients were missing scheduled appointments
formed a task force of outreach staff to explore possible solutions. After many
discussions, the staff concluded that the agency should borrow a vehicle to
transport clients three mornings a week from a nearby agency that needed its
minivan only in the afternoons. Staff also agreed to be available on a rotating
basis two nights each week to see clients who found it difficult o make day
ApPPOINIMERLs.

Genuine staff engagement can exact a price from both management and
employees. Supervisors may feel that traditional prerogatives are being under-
mined and that greater staff involvement in decision making dilutes their
authority. Effective managers accept the trade-off of diminished control for
increased staff involvement because employee ideas are needed to improve the
quality, service, productivity, and efficiency of the organization.™ Another
concern is that staff may have to invest considerable fime in meetings that
take them away from their regular assignments. In the long run, however,
time invested in the process of work improvement can increase staff’s owner-
ship in the organization and commitment to be more productively engaged in
their jobs. Japanese business managers have long been aware that the pastici-
patory decision-making process rakes more time, but once decisions are
made, implementation proceeds quickly because those who would carry out
the decision have already been consulted.’ In the United States, both profit
and nonprofit organizations are relying increasingly on task forces for engag-
ing staff and implementing plans.

The director of a $100 million organizasion whose mission is to mprove
the lives of those who are mentally chailenged and have developmental
disabilities has written this about the importance of staff involvement:

Based on my vears of experience, the single most important element in
the success of any organization is gaining, maintaining, and enhancing
the investment of the participants in the accomplishment of the mis-
sion, goals, and objectives of the organization. 1 have learned through
often bitter experience that simply “being in charge” is no guarantee
of success. What I have found to be most effective in gaining improve-
ments in effectiveness and efficiency is placing a greater share of the
burden of responsibility for success upon the individaal members of
the organization.

The only way I know to accomplish this is to encourage peeple 1o
“yse their noodles” effectively by not presuming that either T or some
other person in charge will have the right solution. In this way, every-
one’s hands are on the cars, so to speak, and our job as managers is to
help guide the process by presenting enough valid information and
support so that staff will raise pertinent questions and propose valid
ideas. OFf course, what one discovers along the way is that this reguires
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a rather high level of knowledge and intelligence among the members,
$0 1t 1s necessary to be much more selective in the appointment of staff,

What typically happens if the process works right is that the
atmosphere created or “culture” is one of responsibility to each other,
to the mission of the organization, and to the public. Malingerers
typically do not last very long in such an environment.'?

Watching Out for Decision-Making Pitfalls

Making tough decisions is undoubtedly one of the greatest challenges man-
agers face. To improve their decision-making processes, managers should be
aware of these flaws that may lead them astray: (1) clinging to the familiar,
{2) overly justitying past decisions, (3} only seeking confirming evidence to
support your case, and (4] framing issues poorly.’®

Clinging to the Familiar. Managers, like most people, tend to base decisions
on past information. For example, in estimating the number of clients to
be served in the coming year, you may be unduly influenced by the number
that you served the previous year, even though circumstances might have
changed. Relying on old information may not necessarily be conducive to
dealing with current realities. Therefore it is important to be open-minded in
seeking information and opinions from a varicty of sources to push your
mind in fresh directions.

This flaw is also related to holding on to the status quo for decision
making. It is safer to rely on the familiar than to take responsibility for trying
something new that may be subject to criticism. In most organizations, par-
ticularly large bureaucratic ones, people are more likely o be sanctioned for
doing something than for doing nothing. Omission is safer than commission.
The consequence of standing still as the world moves forward is the cost of
lost opportunities. Maintaining the status quo may be the best choice, but
you do not want to choose it just because it is comfortable.

Defending Past Decisions. This flaw is based on making a choice and justi-
fying it even when it is no longer valid. For example, you may have hired an
employee and provided extensive training only to realize belatedly that you
should not have hired that person in the first place. Making 2n investment
of time and money in the incompetent employee is irrecoverable, bus rather
than dismiss the individual, vou choose to live with your mistake. I you
disiniss the poor performer, you may feel you will be perceived as having
poor judgment. It may seem better to retain the employee, even though this
decision compounds your earlier, faulty decision.

To deal with this mistake, it is helpful to accept that even the wisest of
us makes errors in judgment. Develop the kind of organizational climate
that allows people to acknowledge their mistakes and then move on. Identify
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situations that are not working out. Accept that decisions made eartier,
based on the information then at hand, may now require a reassessment.

Seeking Confirming Evidence. Becanse managers all have biases, they may
tend to seek out “faces” that confirm their point of view, while avoiding
data that contradicts it. The tendency is then to decide on a course of action
and be convinced the position is right, based on information that supports
it, while ignoring data that may challenge it. The remedy is to develop a
mindset of seeking out data from a variery of sources and to encourage
counter arguments. For many managers, the idea of playing out “On the one
hand . . .On the other hand . . .” may cause them fo feel an uncomfortable
degree of ambiguity before making a final decision. This honest exploration,
however, sharpens one’s thinking.

To understand better the tendency toward biased decision making, it
is useful to distinguish two broad approaches involved in decision making:
advocacy and inguiry.” When managers take an advocacy perspective, they
view decision making as a contest. They are passionate about their preferred
solution, strive to persuade others, and downplay their weaknesses. They
present data selectively and withhold relevant, conflicting information. They
are out to make a compelling case, not to seek a balanced view.

By contrast, inguiry-focused managers seck a variety of options and
remain open to alternative possibilities. The goal is not to persuade others to
adopt a given point of view, but rather to come to an agreement on the best
course of action. They rigorously question proposals and assumptions so
intellectual sparring may be intense. Through intense exploration, disagree-
ments are based on reason and not predeveloped biases.

The Flaw of Too Narrowly Framing the Question. A poorly framed issue
can greatly affect decision making. If you ask the question, “How can we
improve. transportation for our clients so that they can arrive for their
appointments?” you invite discussions around transportation. If, however,
you frame the issue as, “How can we make our services more accessible to
our clients?” you open up a series of possibilities, including the hours that
your agency is open, the possibility of using your van to go where you
clients are, and even the idea of decentralizing services. To avoid adverse
effects of improperly framing the problem, consider reframing it in different
ways. Examine, especially at the end of your reframing process, whether you
might have come to a different solution if you reframed the question. When
others on your staff make recommendations, explore whether the issu¢
should be framed differently.

These common faws in decision making reveal that perceptions and
hiases can influence choices. Being aware of these tendencies can resuit in
your being reflective about your assumptions and disciplining your thinking
s0 as to reduce errors in judgment.
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you may find that some actions can result in
ures. Staff can make mistakes, errors in judgment can occur, and something
will mevitably go wrong. Monitoring results is the best way to assess how
curcent reality compares with plans made earlier.

As discussed in Chapter 4, monitoring results should be based on written
objectives. These should be quantifiable or measurab
that their success or failure can be reviewed. This
compare intended results with actual outcomes,

To ensure accountability for results, organizations must determine stan-
dards for monitoring and controlling activities. As discussed in Chapter 3
with respect to designing programs, for every objective there should be a

performance indicator that clearly demonstrates the extent to which the
objective is being achieved.

agers and staff review
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partial or ever complete fail-

e in some clear way so
helps the organization

This is no easy matter for many human service organizations because the
outcomes of services are variable and do nor casily lend themselves to quan-
tifiable data analysis. It is difficult enough to determine in some quantifiable
way the extent to which, for mstance, a couple has improved their marital
relationship through counseling; trying to aggregate in some reasonable format
the progress made by the 220 couples seen in the course of a year is indeed
formidable. Demands for increased accountability,
resuits one of the ma

Recognizing th

however, make evaluation of
jor challenges human service organizations must address,

¢ tremendous challenge involved in developing perfor-
mance measures, agencies nevertheless have o

ptions for monitoring services.
Among these options are the foliowing:

1. Increasing the number of program participants

Example: The number of persons who remain employed for six months

Example: Reduction in the rate of recidivism among previous}

v convicted
drug addicts

Example: The number of elderty persons

In a nutrition program who
maintain independent living
2. Satisfaction of program participants

Example: The number of consumers who rate the counseling service as
satisfactory

3. Improvement in service efficiency
Example: Reduced waiting time

Example: Shorter response time for EIIErEency requests
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Effective monitoring requires good input of information and proper
packaging for decision makers. With computer software, reports can now be
quickly generated to reveal deviations from targets. In this way, client infor-
mation audits can reveal discrepancies between predetermined obiectives
and actual performance in much the same way that budger analyses are
conducted to reveal variances in financial projections.

For information to be useful in the monitoring process, it must be timely
and relevant. The information must be significant both for reporting to
external funders and policymakers and for intermal decision making.
Reports must be user-friendly and not so complicated thar staff are oves-
whelmed by them. Such information should not only be useful for analyzing
the impact of services, as discussed above, but also for conducting analyses
of the activities and work of the organization’s units. A good mformation
system should be able to answer questions like these:

s Are the activiries of the unit contributing to the accomplishment of
abjectives?

s Are costs for conducting the work excessive in relation to meenng
objectives?

s Are services provided in a timely manner?

s Is the level of service improving or declining?

» Are staffing levels appropriate for accomplishing objectives?

Work Quality

Through explicit policies and procedures, managers must devise ways
to help staff become better oriented and more sensitive to work quality.
Standards need to be established: if these are not met, a corrective response
becomes necessary. )

Quality controi can determine that information errors on client eligibility
have risen above a certain threshold, and this discovery could trigger specific
responses, such as training or improved supervision. By establishing stan-
dards and developing mechanisms to measure them, the organization con-
veys that it means business about improving the quality of the work it does.
The creation of a quality assurance committee can provide structure for
implementing and evaluating quality standards.*

The following are some guiding concepts that should be considered in
enhancing quality control:

Timeliness: How quickly can clients be seen after a request is made?
Correctness: How error-free is staff documentation?

Competence: How qualified are the staff?

Reliability: Does the ag.ency deliver what it promises?

Accountability: Is the work properly reviewed? Are problems addressed?
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Service demeanor: How pleasantly and courteously are clients treated?
Accessibility: How responsive is the organization to requests?

Handling complaints: To what extent does the organization react to client
concerns?

Flexibility: Does the organization modify its services to meet special needs?

The purpose of monitoring s to identify performance deviations so that
corrective action can be taken,” The value of identifying deviations from
predetermined standards is to stimuiate staff to think about how they could
get back on course—or to revise the objectives so that they are more realistic.
Self-correction is only possible if, as a result of the self-assessment process,
the organization is prepared to ask hard questions. If the organization does
achieve its objectives, the following questions could be asked:

e Given the nature of the problem and the resources that were available,
were the objectives set too low?

o Was the cost worth the accomplishment?

= Even though you achieved the objectives, does the basic problem
remain essentially unchanged?

e Does solving this particular problem create other problems?

¢ Has reaching these particular goals interfered with the achievement of
other objectives; if so, do the balances have to be redressed?

H the organization does not achieve its objectives, the following questions
could be asked:

e Were adequate resources (staff and funding) available to do the job?

s Were objectives set unreasonably high?

e Was the timetable appropriate?

¢ Given the ume and financial constraints and other demands, should
the organization redirect its energies to other broad problem areas?

The review of success, partial success, or failure of objectives provides a
springboard for future decision making. Because organizations generally oper-
ate under less than ideal conditions, they may achieve some objectives partially
and others not at all. Through the monitoring process, staff may become keenly
aware that a discrepancy exists between their aspirations and actual outcomes.
They may not have been able to select the optimum solution for a given prob-
lem because of inadeguate resources, polirical constraints, time pressures, or
finances. Not being able to provide the optimum solution, they may have to
settle on a second- or third-best approach. Confronted with this reality, staff

Step 5: Making Corrections
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can either despair and do nothing, ot they can use the opportunity determine
what changes need to be made 10 the problem-solving process.

This dynamic quality of decision making is evident, paradoxically, even i
you succeed. Solving one problem sometimes creates or uncovers another.
Suppose, tor example, that, to encourage staff to develop more initiative and
independence, you send them to special training programs. As a result, they
are more prone to chailenge supervisors and the organization’s policies. This
newly created problem may require supervisors to be trained in dealing with
staff who raise provocative issues that challenge conventional ways of domg
things. Thus the resolution of one problem may raise other issues that then
must be dealt with, suggesting that ¢he decision-making process is never end-
ing. Obviously, this does not apply in all nstances, but it may help to explain
why one can never fully relax in terms of the affairs of an organization.

In summary, the problem-solving process is dynamic and subject o
continuous revision. It involves analyzing probiems, establishing objectives,
developing alternatives through both rational and creative approaches, and
designing and implementing action plans. Monitoring and- assessing results
Promotes a review of whether to make changes at any point in the process.
Perhaps the problems need to be redefined becatse their obiectives are set
too low and are unchallenging, or because they are st too high and are too

difficult to achieve. It is possible that achieving the objectives did not soive
the problem and that better rargeting is needed. Perhaps you need to con-
sider a different sirategy that reflects changing circumstances. Finally, the
activities and tasks you choose may require alteration if it becomes ¢bvious
that they are insufficient and will not achieve your desired objectives. It is
through this continuous review and revision that an organizarion can take
[1eCessary COTTECtive actions.

The willingness to base decisions on a critical review of changing circum-
stances is at the core of the problem-solving process. This artitude reflects 2
planning style that is open to constantly changing conditions, flexible in adapt-
ing to new needs, and capable of making modifications based on new situa-
tions.2 By accompanying a built-in review with flexibility, an organization can
avoid adhering o an approach that goes nowhere. Tt embraces the complex
and kaleidoscopic nature of the real world in which everything is in constant
Aux. The problem-solving process is never ending and ever challenging.

Questions for Discussion

1. What might be an insidious problem in your organization?

2. Suppose you were considering three options for expanding program®

for adolescent mentally challenged offenders: (a} develop group hormcs
(b} expand an institutional facility, or (¢} provide in-home counseling
What are the criteria that could assist you in making a decision?
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Problem Solving

3. Suppose after applying the criteria, you decided on one of the options.
What are the trade-offs involved in your decision? Would you cansider
your decision to be a satisficing one?

Develop a problem statement related to a population served by your

agency. As an exercise, how would you redefine the problem more
broadly or more narrowly?

L

How might a problem statement be defined by different stakeholders—
administration, middle managers, staff, clients, board members, public
officials—connected with your organization?
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