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PREFACE

jhe wr iter becaino a Chi .id G&ro Ut ficsr in 1iy®4j which
preceded the general use ot the generic term of Social
Worker, This TIoilowed an earlIier comwerciai career
and some t ime in the teaching proiession, Like many
entrants to Social Work at that time, there had not
been the opportunity of training before entry and one
had to relyj initially, on the transfer of related
knowledge and skills and the advice and guidance of
one's colleagues, it 1is recalled that it felt
surprising that Social Work did not seem to have
established a clear professional identity., even to the
same extent as teaching., and that the service itself
was much nearer the political face, having direct
contact with committees and their councillor members,
Whiidst 1Education' is under the same Locaj} Government
umbrella as Social Services, it is recalled that
teaching did not seem to impose the same feeling of

being a 'Local Government Officerl,

lany years Iater , these 1issues again seemed dmportant
when studying the sulaject of this researckh and are

ret erred to 1in reviewing the attitudes, Dbeliefs and



practices relating to Management Training in today's

Social Services Departments,

Having experienced the growth and change of the
Departments f<ldowing a series of Acts of Pariiament
affecting Dboth client care and service delivery, to
say nothing of several Departmental reorganisations to
lget it right', the writer decided to 1leave service
management and assume responsibility for staff
development, a post held until earlier this vyear,
This was an allempt to create and establish a co-*
ordinated pattern and programme of training that would
tang ibly improve workersl performance in the more
efficient and effective wuse of resources and 1in
dtlaining organisationaldy defined goals, However,
with experience in Dboth manageient and service, by
this 1lime, one had been led to the realization that
clear objectives were often not set and that the
answers to such questions as why does A need to learn
B in order to improve performance 1in C were often
diffuse or illogical. This in turn quickly led into
the area of management training, where there were
already known to be wide varialions 1in resources and
perceptions . ihese perceplions were often totally
unsupp rted by tested evidence and so led to tie

enquiries here documented.



Besides considering their wide statutory powers and
respgnsibilitios, 8ocial 8ervixzes Departmonts are
worthy of ‘attOntion boing paid to thoir managoinont
froin thoir cost and siz:0, As was pointed axat in the
Bare lay Repor't in 1982, they were 'thOn co1l10c.tivOly
spending ovor £2 ,000 idnildion por year and oiploying
over 200,000 people and as has been said since, Social
8ervicos Dopartmonts aronot only there todo goodbut

also to do well,

11 is surprising, theyoiore, thiat groater allont+#on
has not boon givon proviously to imanagoinont training

and the Qovornmont only acknowlodgod its diiportance

dnd mado spocific monies availab Ie through an
lncreasod Training 8upport Gré&nt in 1I990, TMo nood
has been clearly evident for many years when

cons icieration Is given to the rapid promotion of many
staff following rap xd oxpansi on of tho services,
reorganisation of the servicesandLocal Government

roorganisa fion, 1is considored,

When attempts were made to set up a programme, the
wr ilor found a jJack of whaf tram ing in Education and
20 vyears ! oxporience and training 1In 8ociél Work Mad
taughft, wore tl oOssontial ingredionts to croate, let
alone implement it, This was even tinought it was m

an area of work that ©people of all ranks in the



orgarnisation agreed was a priority, Colleagues from
other Social Services Departments were then
approached, ald of whom seemed to have experienced the
saH®e prob lems 11 wa.s . therefore, decided to

rasearch into this maller, and to 1look at 1t din terms
cdf the proe sses that were necessary 1in progressxng

the task,

The need for this study emerged tromexperience and a
wish to tackle the task in hand from adisciplined

base, This requared the wriler to undertake advanced
studies in the methodology relating to the research

grogranme , These were as follows :—

Qualitative method-s 139 hours)

Identification oi research problems

Planning and iksign of project

Methods of data col lection, inc ltiding observation
Ilnterviews and guest ionnaires

Testing and processing of data

Methodo logical probIems, e ,qg, questions of
objectivily, dinterpretation, ethics and other aspects
of research philosophy

Qu ntitative methods i39 hours )

Descriplive statistics

8amp ding and sampling diistribulions

-iv-



Estimat .ion

ProbaXxility thoory

The wr iter has Dbeen tor tuna te in his career, in
meeting and befriending a large number of able and
helpful people, so many of whom have directly
contributed to the thinking that it i1is impossible to
mention but a very few. Mention must be made of the
gratitude and fond memories fell for the 1Iate Dr,
Colin Palmer, of the University of Bath, It was he
who cavo the confidence ard encouragement to undertake
this work, 11 is with great sonrow that one
realizes that Colin's sudden death at an early age has

preceded its comp letion,

Colin Fisher who, at the time of the commencement of
this study, was already providing a management
programme to the writer's employing Authority,

recruited a number of people to assist 1in supervision
ancl Professor lorry Watson and the now also sadly late
Dr, Roy Pelgate have been of great assistance, Dr,
NichoIas Ragg ol the University of Surrey, has a lso
been particularly helpful, He joined the team to add
his wide experience of 8ocial Work and 1lallerdy
Hea llli/Care Education, having worked with the writer
in establishing an original pattern of Jjoint training

in mental health studies, IThrough work in earning



one's living and personal circumstances . this study
hab taken much ionger than anticipated, and Codin
Fisher has kept up his help and support to a greater

extent than it wouid have been reasonahde to expect,

One of the early declsions was that the research
programhihe presented was best carried out in two linked
programmes., the one to which this Preface relates and
the otfier wrillen by Ann<dMarie '"o3ley nee Bransgrove,
'An Analysis of the Problems Associated with Transfer
of Learning Related to Management Trainingin Social

Services Departments 1. A llhough 11 took the writer
some 6 years to get Ann started, not only did she
comp lete hHer work esrlier Dbut, without her help
fhr ughout and pressure at tHe end, tiis study would

probably never have been completed,

Thanks must also go to 1lir, Roland Rogers MBE, recently

retired Deputy Director, horfolk County Counc il Soc ial

Services Department, who backed and continued to
support thidfi project and tr in ing staff from
Manchister, Berkshire, Su ¥fo lk, Buck inghamshire,

Enfield, Oerbyshire an J Stoxkport, who gave their t ime
for interview and provided further introduclions .
Also, all the training start who took the time and

troukde to comprlete the questionnai re,

—i-



Fina 11y . Jesse Harris, a recenlly retired Area
D Irecfor, Gdloucestershxre Coun Ly Counc il, Pocia l
8ervices. who gave fiie writer his early "raining ‘'on

the Jjob* and has continued to share thoughts for the

next 26 years, and my wit® Ann who, although an
experienced secretary, had her first encounter' with a
word processor/computer and is still trying to

recover,
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THE RELATIONSHIP BETWEEN THE MANAGEMENT TRAINING NEEDS OF SOCIAL
SERVICES DEPARTMENTS AND THE PROGRAMMES WHICH ARE USED TO MEET
THEM

M.F. HILLS

ABSTRACT

This study focuses on the processes within Social Services
Departments by which management training and development needs
are identified and the curriculum development processes which
seek to meet them, it looks at, compares and analyses the
following issues ;-

a) What the theories of organisational decision making, both
general and specific to management development, say about how
they should be done,

h.) What management training and development activities Social
Services Departments already provide,

c> The methods and processes by which Social Services Departments
develop the curricula,

Consideration 1is given to the viability tor and desirability of
change,

Information has been collected by way of :~

1, A questionnaire sent to Principal Training Officers, lor their
equivalent) in all Social Services Departments in England and
Wales,

2, A sample of the respondents being followed up for personal
interview,

3, Interviews with staff who have undergone Management training
m particular Social Services Departments,

Also, there has been a review of relevant literature which has
been updated, as far as possible, as the work has progressed at a
time of considerable activity in this area of study, Aiso a range
of relevant conferences, seminars and meetings have been
attended, Reference is made to how. management training is carried
out in other human service organisations,

The study attempts to identify certain key considerations tor
Social Services Management Training planners and suggests a
structure and procedures which will improve the chance of
success. A framework 1is constructed for evaluating the relevance
of new approaches such as 'Competency Based Education and
Training' and training 1is put into a broad cultural context
rather than being restricted to 1job training',



CHAPTER 1

AIMS AND CONTEXT

IntradueTi on

The aim of this study is to look at the processes
within Soc.iai Services Departments by which Management
Training and Development needs are identified, and the
curricuXum deveXopment processes which seek to iIeet
tTem , For the purposes oT fhe study, curricuXum 1is
taken as any programme or plan of activities designed

to enhance or maintain the manager's performance,

Xn drder to puft the study infoo context, the foXXowing
outline of the Departments' history and purpose has
been drawn, together with an attempt to explain their
place in the spectrum of statutory Health/Care
prov ision , Some detaiX is a dso given ot the
pecuXiarilies of these organisations ¥e) that the
approprianess and vxabiXity oi various 'heories an»d

prac'fices can be assessed ita Xater Chapters,

SociaX Services Departrnenfes are part £ Coun %y,

Metropolitan or London Authorities and were set up by



the Local Author itvSociad Services Act i970 to arry

Out the statutory flinc €£ions spec if ied under var ious
Acts of IhrlIiament reialingto social care, Th is
work had previously been split between separate
departments within the Authorities, 4,e, Children's,
Welfare and Health, It was decreed that these

Authorities would have a Social Services Committee and
the Sociad 8ewvivices Deparlments woudd be heax>d by a

Director,

ihis made the situalion anadogous to the
lrp dJementalion of the Nationad Heallh Act 1946, Uf
this it was wrillen (Had3 952 p,721.."..-in pdanning

the service regard had to be*'paid to the traditions
and interests of estab lished and functioning
Institutions and to the professional outlook of the
men and women who were being asked to enter and

Operate the new service",

lhe new Social Services Deparfments ol3ected togetler
as fieldworkers former Ch13d care Officers, Welrare
Officers an Mental Wellare Officers as we3dl as staff,
buii3dings and eqgliiphhent relaling t# the #esidential
and Day Care Services provided by the former

departments,



T'He fieddworkers were hainly re—des ignated as generic
socia Ll workers and whiIst they were & hin rity in tho
new departmenta : t hey had a much higher proportion of
qua:i. fied workers than those &tn olher .sections, Thiey
were the departments' clients' gateway to services and
staff from their ranks were appointed to nearly all
the management pogts new dy created following the
reorganisation, Consequenlly, a.llhoxgM™ tMe former
specialist officers>. who Macd tleir own associations
such as the Association of Child Care Officers and the
Association of Psychiatric Social Workers, had not
achiieved a clear protessional status . it was these
workers' ideas and culture which quickly permeated the
new departments, They tMeref re Dbegame tle lead
Occup«tion in future rdrnegotiations and deyei«pments,
ot having estabdished theiw profession. as will Dbé
shown later, and working in a local authority, they
had to use the 1local authority wunion M,A .L, (140, when
it, carne to terms and conditions of service, As the
lead profession, however, a fieldwork qualiiricalion

became a goal for the majority of staff,

in view of the above, this study has borrowed widely
frOm oCilal1 work 1l.Lters.ture, rhe 1ntroduci1i1on to thare
Barclay Report <19W2, p xj which is featured later m
this Chapter, makes the point that Social Work

cgmprises two maln strands counselling and social



care piann ing, Whiils tsocial work practitioners
Larcjely carry out the counse illng functions, the
pglann ing is carried out ty ftoth practilioners and
social work managers, so that tooth practitioners and
managers can te regarded as teing invoivod in social
work , Incidentally, the Report goes on to say,
however, that it must toe left to others *to explore
more fully the role and tasks of social work managers
and to make clear the implications for them in what we
see as the practitioner 1s *, it 1is hoped that the

ensuing Chapters will make some contribution to this

Social Work as a Semi-Profession

Thie estatwlishment ot Social Work as the lead
occupation presents problems in generalising about
Departments since Social Work does not provide the
disc ipline of <cither better estatol ished ©prof ess ions,
There are a wide range of wvalues, views and practices
aAways present and the Social Worker has direct
responsibility and accountability to a more senior
officer who also often exerts considerable control
over the range of and style 1n whichi functions are

carr led out, in a Social Services Department,



Etioni £i964 ) suggested the existence of tle 'SemI—
Professions 1, Thes e, in compar ison with ‘thie
established full professions, such as medicine and the
law had shorter training, less rigfjt to prxvilIaged
information and had a poorly recognised specialist
tody o1 knowledge or were unatwle to generate the!r own
knowledge, This in turn could have the effect of
de 1 sions appearing fo te made on appdarent whim, wlich

is referred to later 1in this Chapter,

Toren £I964 p,i4) wrote of the relat tve
ineffec Liveness ot socidial w rkers in fthe spheres of
the psychological and sociolIogical rehatoiIitafaon of
fhieir clien s . This waa put down "o 'ffiree principeil
sets of facfors;

a) 7The underdeve loped thecretizad knowledge base oT
soc dal work ractice, relative o that of fuldy
f ledged profes ions,

@ The re latively low profess ional au fonomy and
autTorify of social workers withiin the orggn isations
in which soc ia3 work 1is carrieel out,

c) The dyadic £ruc fture ot tlMe pr cfitionei <client
relefionshiip and its insu3at ion irom +«he cTIidien'tls

soc xEXl miIxeu,

The first two factors fit into Etzioni’s concept of

emi profefis iona3ieem fthe was persona ily xnvolved in

S



this further research > whiist 4t 1is he ld that the
third 1s a 'structural property of the professional.
clieftt rela'ionsh ip . which in con,/Junction with the two
torhner var iahIes, enhiances e impact ot semi—
professional ism on social work performance and

achiievements 1,

It must he realised that this research was carried out
m the United States where the pattern of service

delivery and func<fioning ot s cial workers diifers

somewhat from this Country, e , g, Their training 1is
longer and there is a greater emphasis on the
counselling role, The contention made therefore in

the Toren s'tudy ‘thaL I in"tfroducing a different

s'Eructure ot proiessionad-c lient reIa'tionship in
social w rk name dy the group se £fing, and by
sys fematica ldydifferen £ialing financia . aid from

professional counse dding, fhe weaknesses ot 'bie

presen't sys'tem can te darfdy overcawe ' woulr seem
reason ble in thiat se'tfing, However ,whidst on one
hand the service in this Country with the ever growing
eiphasis on Communi'ty Care mi'figa''=s tc) above and
enhances the concept of a group setting the shortness
and level of Social Work training together with the
increasing invo lvemeri® in finan ia3 considera'®ions in
the role of Case Managers generated by the
imp Iementation of the 6rirrifis Heport (I988 > further

- 6 ~



enhance the negative effects of a.l and b >

above, ttiovernriient White Paperl 1990 p,21 ),

Kakabadse 1582 p.,37) wro fe lICons ider some ot the

cons fraints tha't Social Work prsicftitronera have o

face . Soc3ad Workers have to relate "o auperviaors
w{H provide a quaility con'trol service over their famak
acfcivities, Or ganiaaiional authorifty is veated 1n
the supervisory role in order to both guide and

controd +“he work of fhe ac ial worker din the tield,

Henc e, the right to privileged cornrnunic at io in and
in>2ividua d cho ice ot action ia Jiinited ', Further ,
since various recommendations for “career' practising

so«wial workera have not Dbeen iipjeienfeci, at Jleast
par £3y 'th rough Union ac £ivi'ky in retaining

ldifferenftiadsl wi'th ‘{khnagement posts, it 1s known

froin exper ience 'fdett fche on3dy way to advance is
through proimotion into Hhanageirenf£ and 1lhat, in soie
cases, Management posts have been created 1in order to

give a motivation and career path for some categories

of sfmaff fii s has , of cour e, furtlher reduced 1lhe
professional status of social work m the terms
men fioned above, even taking in £ o accoun £ lhe

reference in 'the Bsirc iay Reporf£ giveni)i fthe previous
section, since the manager's role is said to Dbe

"Involved inl rather fIan prac<ising,



Factors in the Functions of Social Services

Depa r trrients

Besides there Dbeing a commonslity :@dn the problems ot
implementation between the Health Service and Social
Services Acts the Heallh Service was 1lself affected,
since services such as the Home Help and Mental
Welfare Services had previously been under the control
oM Ccounty Medxcal Offxcers of Heal'th, Also tMe egad
Profession had been active 1in the translation of the
Seebohm Report (i3681, which preceeded the Act., into
legislation, since it was proposed to include the
Probalion Service, Fur the r th e Edu=ation
Departments were sensitive over the probable 1loss of
Eheir Welfare Service ta 'the new Departmen'ts as well
as sundry Social Work posts attached to specialist

estabiishments,

The effecft of 1lhese pressures and delilera ffions was
that the Seetohm vision of comprehensive Departments,
as had resulled trgm an earlier reorganisa fion of
Social Care in Scolland, was no £ realised, fhie exact
div is ion of responsibil1i'ty between the vari<us
Iepartmen'ss was 1in some circlimstances 1left "o 1local
negotiation and 1lhe resul'ts xnevi'ftabiy did no't adways

seem logicad or make the bes 't use of reisoure s, Adso

eV e



s ince fhe Act aiinred to impieinent tiie Seebohin inten 'Tion
0f Sroducing a service that wais "Communlty based>
easily accessibde and d&dbde to Help both individuals
and communities to meet their needs", it seemed quite
resisonable to allow local organisation of the new
Departments, i'he Act did not specify how the new
departien'ts were to Te organised . or the du'ties
performed and managed, and the Director or Social
8erv ices tor Mewcas'tie-on fyne fRoycrof't) acknowledged
In tt welevision programme £Voping 19SS ,Channel M ,),
that one of the problems of Social Services
Deparimenws was =he "Prac fice ot ditferent Ievels in

differenw parws of tie Counwryl,

Thidis hisis iip Aica'Bions Tor mmanagement raining,
anagers are of''mn 1In the position of having to make

decisions regarding priorities of need which are

generally acceptable or at least defensible to
clients, workers, fI% managers ' own feven 11 1in eibryo
form.) professional ethics, and their pel itica.i.
masters, It 1is possible to use Management framing

to try to plug the gaps and discrepancies caused by
resource and structural factors such as the allocation

of wasks and resp nsibililies,



The Philosophy of Social Services

The welfare of peopie 1is arranged in adl sociel1ies,
although the form it takes and i1its organisation wvary
widely (Byrne and PadfTeid, 4th, Ed, 1990 e,E,),
There are two types of provision. the formal and
iniormal; one being an e pectation of family . I'riends,
neighbours etc ,, the other being a legal State
arrangement, As Byrne and Padfield point ou't, mcst
modern societies have a mixture of these as 1is true 1in
this country, However, as has frequently been
expressed by the present Government, dependency on the
State can take away one's freedom to act and sense of

responsibility,

The Seebohm statement of helping individuals and
communities to identify and meet their needs, was
therefore an important reinforcement of a system of
social we ILfare since 1t showed a cIear expectation of
individual and group responsibilaly rather than
encouraging the often expressed fear of the Welfare
State, This is that not only arethe problems taken
over, but also the individual's freedom . which 1is a
corollary of With the break up of a feudal system one

gained freedom and lost securityl lde 8chweinitz



1943;, It is, however, a fine dividing line that
separates the inhikition of dependencv and ailowance
of self determination from a mere cost cutting

exercise and apparant cad.ous disregard,

During this century, the 8late has assumed
responsIibility for 'the direct and immediate welfare
0f its citizens ', as Byrne and Padfield point out, and

1t does this through institullons we <call 8ocial
Services, As 1s clear from the above, this 1is a much
wider concept than the functions of a Social Services
Department and shows a need for a co-ordinating role,
This largely falls to Social Services Departments'
managers under present arrangements for the
imp lementation of the Community Care Act 1330 which
will require the development of Health/Care teams and
the intended maximisation of the wuse of all relevant
resources (see next section and 'White Paperl

mentioned previousdy ,

In the above definition there has been a shift from
the Hall c1982 p,3, ) statement that 'social service
an< social servicesl were terms that were used rather
vaguely 'without general ageement as to which services
should be <classified as 'social' 1, Hall says that
the terms came into wuse with thie nitdliplication of
public and voluntary provisions to further the weli-

1
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being of members of 'the cornmum "oy and goes on to say
that the generally accepted hall-mark ot social
iservice is that oi direct concern wilh the personal

well being of tlhe individual,

In this, there 1is the implication that the terms are
not restricted to State provision and could well
include the private and voluntary sectors ot care as

is envisaged by the Griffiths Report (1988), which is

the basis of the Community Care Act 1990,
Additionally, Hald writes that, 1in sthting that
social service 1is essentially 'the manifestation of a
personal interest in a human situation' and that this

was ha recognition both or the uniqueness and value of
the individuad and f our common humanity 1, it is
essentially tied to the pra 1l ice ot field social work,
in fact, the chapter continues with & gquotation from
'""fite Recruitment and fraining of Sociad Workers ' hy

Williams, where it 1is pointed out that the role of am

O0fficer-in Charge is seen as ensuring lthat the
facilities provided are adequate in amount and
efficient 1in operationl, This . 1t wdas hedd, differs

from social work m that the interest 1is on the object
provided and not on the effects of 1its wuse on the
permonalilies and relationships of the people taking

aildvantage of 1it, lhis in turn could imply that two



different value aystems are used in the management of

social care,

Social Work Training

Alt-hough the considerations made above might at first
appear out of place in the present chapter they have
a particular relevance in relation to the ©National
pattern of management training, This 1is both 1in the
curricula leading to the soclal work qualifications
awarded and in the purpose behind them, Also they
affect 1% role of and training formanagers 1in the

seVvices offere«:,

The Central Council for Education and Training m

Social Work, tc,C,B, T,S.W,). 1s the award granting
bo«ly and 1is independent but totadiy 8overnment funded,
11s mebers are appo inted by the hinister from
nominations f rorn relevant bodies although.
interestingly, the last appointments of both the
Chairman and the Principal Officer, were made from
non social, workers although people of good repute in

the fielId of social care,

In I97B, C,C,E,1,5 ,W, started aInew training programme
to run adongs idde the exisling Certificate of

Qualification in Social Work, <C.Q.S.Wp which had



been des igned for fieddworkers but oxzcasionally
Offered other optioris, This new qualification, the
Certificate in Social Service, «,s,8,) was aiirad
particularly at Residential and Day Care staff and was
clearly and repeatedly stated as riot being a social

work qualification by the same criteria as that stated

by Williams above, This allowed space for areas of
work not in the C.Q.S.W,. since the C.S.S, could
legitimately avoid depth in areas such as
lpersona lities and relationships’, Thiis accounts for

the inclusion of a hanagement Unit 1in some of the
Cc.S.S, schemes, shown by some Authorities in the
research reported in Chapter 4, as being their major
hanagement 7raining eyent, Incidentally,
c,C,B.T,S,W, have a system for validat ing lPost
Qualification Studies ' which could include management,
although they have not initiated Courses and have not

so far made a separate award for P.Q.S. (see CH, SI,

Although the exclusion of CC.S.S, as a social work
qua lificalion seemed iliogical to many people for a
variety of reasons, it was somewhat surprising that

c,C:,E,1,8 ,W. dec ideel in 1988 that it was a soc ial work

qual if ication after all, anc the reeognition was
hackdated to the commencement of the skheme, 7his
meant that c,8,8, hio 1ders became eligible for

appointment to a variety of Jjobs prev iously harred to



them and they are now to he found managing and
professionaliy superv is ing C,Q0,S ,W, hodders, Il
cleardy rec gn ises the <change in the philosophy of
residential care but 1t adso <contributes to the sort

of criticism shiwn Iater in this chapter.

Publie Relatione

As has been pointed out earlier. Social Services
Departments are only responsible for a set range of
services a Jdthough K major component in the whole

spectrum of social care,

in looking at the previous century. Marsh (1965 p,223)
wrote, ‘We have moved from a society in which the
gross 1inequalities of opportunity and 'the grinding of
the faces of the masses' were acceptable principles,
to a society in which every individual counts and is
at Ieast entilled to the cha nce of raisinghis living

standards’,

Many argue that today the thought “to-be bygone
inequalities are again rearing their heads and are
consequently particularly concerned about any loss m
Welfare Services. Timmins C1990 p,14 >, writing on

work carried out by the Institute of Fiscad Studies,

|6



which was supported by the Joseph Rowntree Foundation,
stated that two factors had emerged, First that a

new assessment of poverty using households; rather than

family benefit units, had reduced the numbers recorded
as having incomes o0of 1less than half the average, but
second, the Government had made an error in

calculating the new figures m 1988, Dbased on incomes
between 198 I and 1985, These seemed to show that for

the Dbollom 10% of tIe population, their incomes inad

risen by 8,4% as against 4.8% for the rest, whereas
the real figures were 2,6% asagainst 5,4%, As was
pointed out in the article, this made sense when one
realised the growing number of home less, higher

unemployment, more part time work and benefits rising

in line with prices ancl ngt earnings,

However, concern is also quickly sIown by the
publi /media over, on one hiand, the apffarent abuse of
power as 1in the C leveiand Chiild Aluse enquiry (1989)
or, on the other, Dby insufficient power or late action
as in the Alexan>er House <case (ligh Court,= Dec
19901, where the death of anelderly womanresident

occuvred tinrough mans Iaughter by neglect,

These are important consideratxon® winen 1 okingat the
managerial climate 1in a Social Services Department and

the role and tasks ol a manager, lnevitatody the

it



esourcos 9ivon to tho Viow Departments and thoir
disbursomont -acqu irod a Po1i1i1ica1 face. fr m the
nature of the target groups and bed.let's as regards
state rosponsibility and involvomont, Tho rango.
quantity and quality of the resources, Dboth in ter-ins
0f Mtiora i and XocaXfunding, priordit ies ancl

ors nnod. cleardy diroctXy ®rings additionaX prob Iems

for managomoni jobs in a structure whicI'" wvaries
w iclo Iy, as waspointe out earXior in tho
Introduction . Howovor, o suggoslod philosophy,

priorities and personneX practices can be easily
imposed on Local Government in this country owing to
tle locaX democratic poXiticaX system as woill as the
vary ing opinions and practicos ot Officers, This 1is
boing domonstralod toy 'overspenders ' at tho presont
time whon <¢ho Govornmont 1s rosorting to lcapp ing 1
Councils to enforce their spending poiicies, and the
efforts of Councils such as Hammersmith to increase
thoir monies avaiXatwle for sponding ty switching theair

investmonts, now decXarod iXXegal,

Accountability and Control in Social Services

A confroX kept twy Centr X Govornment in selling up

SoyxriaX Sorvicos Dopartmonts , tosidos slipuXaling tiio

Xeg isXalion was to approve through the then



Yepartmant of Hea lth & Social Security, thie
appointment of each Director in terms of his/her
training and apparent credibility, This makes the
situantion similar to that in which the Local Authority
Education Departments are placed, However, in the
ase of the educaiion system, schoolIs provision 1is

more tightly controlled and the schools themselves are

sub ject to thie altenlions of Her Ma sty ‘s
Inspectarate, Thie Department of Healllh & Social
Secur lty (D,H,s,S,), now the Depar tment of Hea 1th,

only reintroduced an Inspeclorate for Social Services
in 1988 and even this does not <control Departmental
structures or patterns of service delivery but 1is to
see that at least statutory responsibilities appear to
be honoured, (he L),H,8,S, had previously operated an
advisory service and the Home Uffice inspectorate for
Chiildren 1s Departments had die w 1ith the passing of

the 1970 Act,

In considering controls and having mentioned earlier
the lopinions an practices of Officers' it is
interesting to consider the predominant values, their
consistency, and the way that they have emerged 1in
association with Social TWork, which, as can be seen
from the previous seclions, was 1nevitably the 1lead

profession in the new Oepartments,



Ot the first Directors appointed some did not have any
Social Work training or qua lificationa and relied on
exper ience galdned in one o0of the former very much
amaller departments wh dch carr Ied much iless
Vesponsnbility . Also they had eorne into Social Work

from a variety of backgrounds and a differing range of

motivations and had since had different sets of
experiences, Consequenlly, not only did tReir own
attitudes and behaviours vary considerably, but also

tle ir expectations of the behaviours of others,
lherefore, there have always been differences between,
«nd sometimes even within, Departments as to what
creates the award of credibility by managers to

certain of the workers who as a result are promoted,

Several authorities tried, and some succeeded m

appointing non-social workers as their JFirectors and

Other professions/occupat ions function 3.n the
Departments, inc luding Occupal1l nal Therapy,
Administration, Accountancy etc, , However, as was
stated earlier, Social Work has been the leading force
throughout the Departments ' devejopment and it is

therefore from this perspeclive that thiis study has

been undertaken,

lhe intention of 8ee ohm was to have 4 community based

servige and tMat naturally results din varialions in



the pattern of service delivery, it being dependent on
type, size and situation of the area which it serves,
These expected but predictable variations must however
be considered alongs ide the absence of strict
government controls when the departliirnts were set up,
if any assessment is to Dbe made of how much the

structure of the organisation has been determined by

the needs of the <clients and the community and how
much by other considerations, Such an assessment
wild e necessary if axlear otjective of the
management training programme is to ensure that the

most efiective and efficient use 1is being made of the
resources, 1f this d4s going t te achleved then it
follows that not only should the organisations be
closely monitored tout they will have to be controlled
either interna lly oy professiona l practice and

standards, or by external authority,

As has been stated earlier, the nature of Social
Service and its academic Parent. ‘Social Studies' is
polilacal twy 1lss content andit is not surprising,
theraf«re, that Departmental structureis, priorilies of
service and tasks assoxziated wilh certain jobs and the
resources allocated vary widely between Authorities
(Bayley 19791, There 1s also usually no tangible end
product 1in the services given, making the organisation

particularly vulnerable to 'podxtics' with the small



"ol (PelligVew, 1973) , 11 can make qguest:i.nth 1like

'why' difficult to get answers to.
As has Dbeen pointed out earlier, Social Work, as the
key or core element of thie services given,

unfortunate dy adso imposes 11l11le in the way of

professional controls, A recent report -
Safeguarding Standards (I390) - of a Commxllee meeting
under the auspices of the National Institute for
Social Work, recommends the formation of a National
Council for Social Workers, It draws attention to

the failings of qualified social workers and the forty
enquiries that have taken pIace on child abuse cases

since the 1974 case of Maria Colwell,

However, the Union N,A,I (3.0, which has an existing
major role in Social Services developments and 1is
referred to earlIier (p,3) describes the prop sals as
'ahosolutely pernicious' (Dean 1990 p.17), which

heralds a rough passage for the proposal and must put

the outcome in doubt, Incidenta ljy, the 1982 Barclay
Report, agaxn under the ausp ices of the National
Institute of Social Work, (which has been referred to

previously and is achin featured in the next secti«m ),
stated that 'it would be ©premature at present to
recommend the selling up of a general social3d3 work

(Soc iad Serv ices > Counc id (Bare lay 1982, p's I77-178 ),



A major voice in both these reports and an advocate of
the present rec mmendation was the Brilish Association
ot Social TWorkers. This however, although it has
nearly iI,100 members of which about 98% hold a
Central Council ror Education and I'raining in 8ocial
Work qualification, still only represents about one
third of practicing social workers 1figures isuppdied
d irect from B,A,S .W> and there are disagreements
aiflongst their ranks, e 'values ' whic?i many soc tal
workers hold clear, are not unique to social work and
do not provide effective <controls in thiemseives.as

wili be explored in thie next section,

Social Work and Management

In 1980, the 'National Institute for Social Work, on
behialf of the Secretary of State for Social Services,
was asked to set up lan independent and authioritative
enquiry into the role and tasks of Social Workers'.
A working party was set up under the chairmanship of
Peter H, Barclay and a report (The Barclay Report) was

published in 1982,

This report received considerable criticisnt, parlly,
it is felt, Dbecause of 1its debunking of social work,

It 1s pointed out that many of the respondents to the



onquirles whic® underpinned the reporl, believed thai
soc dal work contained zertain va luss which were unicue
to it or dfMore influentia l than in other occupations
(p ,I45), Tho report says that whilst acknowIedg ing
the dihportance of these values, 1lwe believe that there
1s nothing unique to social3 work about such wva3ues ',
The values given are those of respect for al3. persons,
compassion, understanding, sympatHy, gJustice, equality
Hm fairness . These , the report states, Hre shared
explicitly or by implication by workers in many other
fields and by most ot us 1in our private 1lives

Chapter 9 of the report is on !Issues of Organisation

and Management' and is therefore of particular

re levance to thls study,

Tt 1is pointed out, allhoughi seeminglIv guite obvious,
thia t 'the organisation 1in which soclad workers work
Hnd the way in w#ich they are managed may direclly
assist or impede the effectiyeness of the dr
dctivitiedl, Also that 1lthe shapge of orggnisations
needs o be decided according to local circumstances
gnd he cHpHdle of adapling as circumstances change,
but we wish in this chapter to underline some
irportant generad princ iples, lloat of our oxmmen ts
re THte to mallers whieit have d irect beaving on
organisHtion and management issues affecling soc ial

work rather than the whole range of social services’,



In spite of this .Last reservation this report is taken
as highly relevant to this study in view of earlier
statements regarding the eminence of social work in

shaping the Departmen s,

The report goeson to say that 'Soc dalServices
Departments arebig business' , aseven at that time
tHey cdllectivedv employed over 200,000 people and
spent more than £2, DOOM per year, It is claimed,
thsit since the bulk oftheir activity 1is directed
towards the organisation and delivery of large scale
“services, it is not surprising that they have adopted
hierarchical structures similar to those found in
large companies or other big departments in local

government,

Uhiilst this exp lanafion 1is convenient, it is difficul't

to see what other pattern could have emerged,
cons idering the departments * place in a locad
au'thori'ty, '"@% iailure of a cdear prolessional role or
status to emerge, and the backgrounds of the directing
staff,

It was reported that the structure of departments as
seen by 1lthe fr ntEMline field sociad worker in day
and res iden'tial services was compdex and the TIines ot

authority long', fhe three themes that emerged from



the enquiries carried out by the Working Party
(p,127), were ;¥

£ Confusion and ambiguity amongst social workers as to
how far they were expected to act on their own
judgment, and how far they were simply expected to
carry out 'The orders of their Iepar'fmwen £s :

£ A degree of fruslration at the complIexily of fhe
structure of social services departments and the
difficuldty of get'ting decisions made or resources
allocated;

££ A feeling among social workers that their managers

neifMr unders 't od '@T%em nor suppor'ted tIem,

The report expresses a feeling that social workers'
admiftted confusion and frus fra tion arises parlly from
a conflict Dbetween the expectations which clients and
the public have of them and what they rind they have
HEhe resources of f£ime, and the access to tacilifies
and services, to provide, However it 1is also felt to
be partly due to a divergence Dbetween the degree of
au'thori'ty, discre ftion and responsibidity 'fhey offen
find themselves perforce carrying in practice and that
which 1s formally delegated to them at the Dbase of a
pyramid of authority' , It 1is pointed out that 'The
Ionger the line managemen t Bhairis, the greater 1is
likedy to Dbe 'Mthe delIay in ob"aining decisions on

issues whic™ may direc €Iy affect fthe welfare of



clients', Also that 'the higher up the chain an
issue 1s referred, the less knowdedge there 1is of the

client and the clientls cIrcumstances ‘',

Recognition is given to the fact that Departments have
worked hard to improve +Hfhieir TIines of commun ication,
but it is still felt that asa general principle

decisions about individual <clients should be taken by
the ©perison best equipped by skill, experience and
knowIedge of the circumstane s, which would mean that
norhally decisions would not be referred above team
leader level, The report advocates, 'the greatest

prHct icable degree of forma l delegalion to front TIine

social workers and their 1immediate managers (.in day
and residential services as well as in field work), to
plan and carry out their work', The report

acknowledges that there will always be a degree of

tens ion between social workers, tleeirenmp loyers and
the generai public, si nce, in dealing with some of
soc ety ‘s intractablIe probdems, social workers are

standing between the disadvantaged and de linquent and
a society which has mixed or hostile feelings towards

them ,

Chapter 9 also considers a career structure for social
workers, Yo guote, 1An issue presented to us in the

evidsnce and in didiscussion was how to recognise and



use the skills of those social workers of great
experience , skill and expertise who have no interest
in (and perhaps no potential for), progressing up tle
management ladder, There can he no point in turning
an excellent practitioner into a had or irrelevant
manager, or of losing the more competent practitioners

frorm the fieddl (Barc lay 9,3 1I>,

Reference 1is made to the fact that ‘at the present
tiine people usually have to leave direct practice and
go into management if they are to improve their
po ition and increase their salary *, The report goes

on to point out the wundesirability of this for the

individual, the organisation, and the clients,
However, in looking at the feasabiiity of a career
scheme, reference :@.s made to the existing 3 levels of
social workersl pay in the National Scheme of

Conditions of Service and the need for Union and
emp loyer co-operat:i.n is recognilsed, 11 must be
recalled however, tliat when these ieve ls were
introduceci, it was through arguments similar to tiese,
and yet the cry went up "Where are the differentials"
avid +fIMe resudt was a general upgrading without any

fuvidamen tal changes 1in pratctdice or structure,

These dgre again important cons iderations in the

planning of Hanagement iraining since at the present



iirge any group of trainees is likely to idincJdude the
poorly motivated or the wunable, Further, there will
be the tendency tor some managers to include i1in their
duties some tasks which the Barclay Report sees as
fitting better into the role of a senior pratitloner,
su>xh as student supervision Also there is the

possibility of management Jobs being created for the
sake of career progress, The report, however, does
expect social workers to have +the management skills
for organising their own time and any ancillary staff

or volunteers allached to them.

The report acknow ledges that some evidence was
rece ived suggesting that &ocial Services Departments
could Dbe disbanded or taken out of 1loc5l authority
control, and whilst the present system 1is said to be
the Dbest, the Mnature of the other evidence is not

cliscussed in detaiX,

Kakabacise (1982 p,12) quotes Handy (1976), 'In
organisations, there are deep set Dbeliefs about the
way work should foe organised, the way authority should

he exarcised, peop le rewardeci, people controlled,

What are the degrees of formalisation required? How
much planning and how far ahead? What combination of
obedience and in itiative is looked for in

subord ina s ? Do hours ma £ter, or dress, oOr



personal eccertr i=ities?,, ,Do cximmitlees ontrol an
individual? Are there rui.esand procedures, or only
results? These are ail parts ot the culture ot an

organisationl,

3t Must be considered . kowever, how true this dis for
Social Servixes, liosi Oepartments have reorganised
their work, many several times since 1I370, Thiis 1is
bes ides ihat necessary follow ing the 1974 local
authority reorganisation and the beliefs seem not deep
set but far more ephemeral, being based on expediency

or mere whim,

The large size ot the new departments has also
presented problems, Kalaadse quotes Cp,2f2> the
Schumacher research t1974.)., which proposed that “to be

too big 1s undesirable and leads to organis tions
operating inefficiently", He goes on to quote Kahn
(13641, who found that sub-units of large
organisations could engage 1in activities that are out
of the control and co-ordinative power of those at the

tolof the organisation .

Although Barclay 2p , 148 did not agree with the
submission defining sociad work y 1its wvalues, has

this proclivity changed 1in the last eight years?



A Recent Research into Managersl Views

'Insightl magazine for ‘Managers in the Communityl,
September 1990. published details of a survey it
carried out in June 1990 through Reid Business
Research, 1,42 S reader s conmplet ed the questionnaire

sent out in the June issue which they show as an 1I1%
response rate although as copies are generally passed
round offices and questionnaires could have been
duplicated, this cannot Dbe specific, Further, there
is no attempt to estimate the potential i.e. the total
number of Managers, Thirt y g uestions were asked
concerning personal details, job location and
professional allitudes, and it ais descr ilaed as one of
the most comprehensive surveys of Sociad Services
Fanagement ever conductec]l, This 1s surprising in
itseIf ais it could have Feen expected that such
expensive organisations carrying wide Iegislative
responsifiidities would have warranted earlier and nore
detailed allention, Some of the findings of this
stidy, however, are parlicuiarly redevant to this
researxh and fhese hiave been extracted and re-wrillen
below, Thiese are ;-

I, In self description of job, 50% answered ianager,
33% Specific Job Title and 18% Social Worker,

2. Transition to management 10% thought very easy and

62% cuife easy,

- — . R —_— 1 7R —iZi1iS /7 ir''l'm



3, Pride 1in Jjob showed 89% proud to be managers and
79% feXt themseXves equaX to Managers in othier jobs,

4, 12% felt it very easy to transfer their management
skiXXs to other sections of the economy and 64% qguite
easy,

5, Managers had an average of léyears insocial

services and 9 of those in management,

6, 83% thought Social Services were becoming more
en frepreneurial and IS% no ., 0f tl%e 83%, 6S%

welcomed the move and 31% opposed it,
7, , 53% considered a change of career,
8, 43% think that their role has a stronger

professionaX identity than N ,H .8, personneX,

9, As measures of personal performance, 61% thought of
efficiency as very imporfant, and 36% as fairXy
imporfant, 89% sa weftectiveness as very important,

Only 33% see economy as very 1important and another 54%
as fairly,

10, 83% saw Workforce Management as veryimportant and
61% saw 1innovation as very important,

11, On the gquestion of Budget Control, 72% had control
buf£ onXy 1I4% considered 1lhiey had adequate ‘'raining,
An additionaX 36% Hhad some training and 49% none

whatsoever,

Thiis survey was said by fhe Maga ine <dfiie I/ditoriaX)

L o) be a response to fche He a Xthi 8ecretaryls



denouncement of Social Services Departments 1l
fianagernent as be ing line ffective, inef ficient and
ureconomical in terms of tile axpectations of the
Community Care Act 1990 which is the implementation of
the Griffiths Report (1988.:"', These comments could

stem from such matters as the number of Child Abuse

enquiries mentioned earlier, However, when seen
alongside the failure to establish a generally
accepted professional status, and the severe
limitations of the basic social work training, the

findings of the survey could appear complacent if nol
arrogant in 79% feeling equal to managers, in other
jobs, and 43% thinking that their role has a stronger
professional identity' than Nationai Heallh 8ervice
personnel, ™is might of course be referring to the
r le of the General ¥anBger in Heallh Authorities, but
they also have managers from tMe contributing

professions such as the 'Director of Nursing Services'

as well as the role of the contracted consultants,

Ilncidentally, the Government hacl already turned down a
request to provide the funding for t e new
qualification to replace the ¢,S,S, and the C,Q,S,W,
to be a three year training although strongly fought
by C¢C,C,E,T .S,W,, and the resultant two year training

will not fOe ac>xzeptalale as a professional gqu Lificé&tion



in many other countries, incIuding those within the

E/EICII

The negative aspects of this 'Insight' research are
compounded Dby thie editorial wh ich says thia t the

results give la clear rebuttal to those who have

0ffered spurious crllic dsms of 8ocial 8ervices
Managers 1in the past, The pallern which emerges 1is
of a highly committed cadre of Managers whose

professional ins-lincts stem from a weld. of <clear
(whisper the word in some quarters!) altruism, proud
of their skills, role and the jobs they do; and aware,
In an overwhelming nunmber of cases, of the need to
judge their work along rigorous vyardsticks', This 1is
a sweeping generalisation withh TIillle to support it
bearing in mind the 1low response rate, given as 11%
but prdbably actually lower owing to the way copies

are circulated, as was mentioned above,

The editorial opens with the statement 'It has often
been in many peop3de ls interest to paint a picture of
demoralise»m! demotivatecl, ineffective and inefficient

staff resenllully stalk ing thie corridors of our

s ,8,D*s, ardgrily and self interested Iy cdemanding
higher salaries for themselves — their <clients and
cusitomers fre blowedl, However, fh is edi'ion adso

carrleS the resul¥Ys of a separate pay arnd conditions



survey wh ich shows 'A’ massive Ieap in performanco
re Tated payl, There are net details given of 'the
performance relationships used and 1in one Au'thorify,
it 1is known that, these increases have Dbeen given in
advance of some of the 3jobs being measured and that
there has been no re--measurement when the posts
receive a change of occupant, What has been
cdise=overed lacks a specificity, hardly surprising from
the problems to be expected in objective setting, from
considerat ion of the information already given 1in this

Chapter,

Ninety-one Authorities responded in this survey, a
response rate of 63%, but since only 21 o« '‘those even

claimed performance related pay and there was no

tang ib le difference in the lpertormance related?
Authorities from the 70 others, it seems a somewhat
meaningless statement, Also the article says that

the 9,38% National pay settlement has Dbeen included
'where possible', Dbut it does not specify which ones,
TTowever, taking top points of scales, the majority of
Chief Officers earn about £50,000 p,a, (Kent £75,000),

and fifth tier a ou't £20,000,

Another trade magazine, Social Work foday, published a
‘Special Supplement 'in 1987, The lead article 1is by

©fr General Secrefary of I 3o0cial Care Associa fion



(s,C,A,) and 1lb on management in the residential and

day care sectors and .introduces the s,C,A backed
Middle Managemerit in Residential Work programme, To
quoie from the article :- 'Frequenlly, Managers of

grou s of homes are often formeVv oificers in—charge of
Vesidential homes and this dimension offerB a career
sty%icture to staff who believe there 1s a time limit

to how long you sifiould remain in practice,

Many have found 1t was not all they expected it to foe,

and their experiences in middle management have led to

encirmous frustrations . .h  some Authorities I have
described it as a 'non job'! without direction,
authority or influence, For some, it has brolight
home , t late, the realisation of Jjust where tite

power lies in the residential and day care sector',

In 'Middle Management in TIsidential Social Work,'
first published by the Social Care Association in
1382, it said 'There is no doubt that S cial Services
Departments are 1increasingly concerned to develop the
manageriad knowIedge and ski.lls of staff in posts stich
as O0fficer—=in-Charge, pay awards 1in many instances
taking Officers-in-Charge to a higher salary level
than Group Managers, to whom they may Par may not!) be

accountable,'



The article, later, goes on to say 'The greater, more

detailed accountability has led to the <creation of

several new types of management, Unfortunately, it
is often not clear whoin these new structures, can
speak with the same voice of authority who, in

effect, managea the Unit Managers?

Answers to that questin have Dbeen hesitant and
indecisive, largely Dbecause of & failure to define
inilidally ihe nature of the mandgement required,

Five years later we are still hesitant ‘',

Uhilst these commen ts were particularly aimed &t
residential and day care, they are Just sts applicable
to the other atreas of service in & Social Serv ices
Department, Infact, some Departments have now
reorganised so that the Management of all sectors 1is
grouped together in small units where the senior
member of staff might have come from residential, cdlary
care or fieldwork, Whilst the salary differential
has now usually Dbeen rectif iecl, thiere is & wide
credibility gap 1in terms of professional supervision
as cdn be seen from prev ious comments, incIuding types
of training dand the Jack of autonomy specified by
Kakabadse, As was satid in the article '"Answers to
that ques tion have been hesitant' but all the

questions raised above are fundamental.



In considering the information so far given there 1is
cIearly conflict between areas of specialism as well
as management. in fact the Barclay Report (.9,111
states the ex istence of cullura Itensi on between

workers/Manager/Commillee ,

Domains in Human Service Organisations

In 1979, James Kouze and Paul. Mico of the Joint Centre

for Human Services Development, 3anJdose State

University, U,S ,A,, published their theory of
Organisational Behaviour in Human Service
Organisat ions, <H,8 ,0's1, They suggested that

H,S,0's are comprlIsed oi Lhe three distinct doma ins

'), Politicai, 2),Management and 31, Service,

The Kouze & Mico research was carried out in ti%
United States, but as Fisher 119871 points out, other
researches have postulated similar theories in this
country, inclu ing Thowmpson (1983 >, In his Paper,
/hompson suggested three coa litions, that of 11The
political, consisting of politicians din National and
Local Government, as well as Health Authority Members,
2 ) .That of the Administration, representing the

Managerial, and, 31, That of the Practitioner providing



The Kouzes and 1i'iico research C1979) noted ;

‘one-'easily perceiveis the absence of harmony

-tension and conflict are

The stress 1is due 1in a large part to

between the princ iples, success measures,

always

and work needs of each domain *,

The folowing

THE ELECTORAL

POLICY DOMAIN

diagrams give

an illustration

Principles: Consent ot the Governed
Success Measures: Equity

Structure: Representative
Participative
Work Modes: Voting
Bargaining
Negotiating

DISCORDANCEDISJUNCTION T CONFLICTS ==

/I m nh m\

tu  ill, k
MANAGEMENT DOMAIN

SERVICE DOMAIN

Principles: Hierarchical Control
and Coordination

Success Measures: Cost Efficiency
Effectiveness

Structure: Bureaucratic

Work Modes: Use of Linear

v Techniques and Tools

Principles: Autonomy
Self-regulation

Success Measures: Quality of Service
Good Standards of
Practice

Structure: Collegial

Work Modes: Client-specific
Problem-solving

structures

of

in H,S ,Os
continually present,

the discordance

the



Kouze and ilieo suggest that each of these domains
operates by different and contrast ing principIles,
success measures , structured arrangements and
work Ioads and that 1intervent ions between these create

natural condit doris of disfunc tion and dissonance,

They suggest that this paradigm of conflicting domains
could serve as a conceptual guide to organisational
development in H,S,01ls, They point out fruit's work
of 1977 whichh refers to 1Technoc ratic Bureaucracyl as
a paradigm which has fixated research into Dbusiness

and industrial organisations and does not fit H,8,0"'s,

The vyears of experience of tle writer xn the 8ocial

Services echoes these views . although the suggestion
is made 1ihat the first, -lhe politicad domain,™ 1is
often particuXarly strong in a Social 8ervices
Organisation and is not only illustrated by
Councillors, In practice. this domain even when

occupied by the staff. can be 1in the party politicad
sense, This is not only gquite strong in some
Departments from the point of overt Party allegiance
jand hats undoubtedly contributed to the introduction
of Widelicombe (1980) based regulations, but 1is also
gquite strong in the sense of +the way staff behave

towards each other as shown by Pettigrew (1973),



The second domain, that of the Administrator/i¥knager,
is self evident and in considering the third, in the
Sy ial 8ervices Departments social work can be 3ooked
upgon as contrdlling the professiona3i, (or semi—

prf essional in Etz ioni's tersdsy) ,domain .

3t has heen found from experience however, -and
mentioned atove, that tIhe domains do not necessarily

control or contain appropriate roles or even contain

con3istenlsly thie same peop3e, Senior or powerful
staff groups can move from one to the other, often
depending on which is the predoininant domain at the
time , This can often be determined by the
personality and interests of the Chief Officer, The
expression 'wearing another hatl has hecome

ornmonp lace ,

Kouze and hiico maintain that not only do the domains

each follow different norms but that these norms tend

tx make 3egitimate, incormpat ib le tehaviours (Be 11
13?26 ), Also the people who occupy roles in the
different domains v iew thie same H,S ,0, from different

vantage points and hence have different perceptions of
the reality of the H.S.O,, Schon >»197 i), 1is quoted
as referring to tflis as ‘'“he I1IRashomonl effect, named

after a classic Japanese film in which the observers



0f an 1incident all give dllferent accounts of what

occurted,

They go on to write of their world of multiple and
disjunction domains and dise=ordant relationships wllere
a situation is created in which tasks are
unpredictable varjawle and extremely difficull, 11
is suggested that where cause/effect relationships are
uncertain and/or where preferences for outcome are
un>zertain, ljudgenmrents compromise and inspiralions
are requiredl as J,D,Thompson wrote in 1967 (pl34-

138)

These are important <considerations when viewing an

organisation from the point of view of staff
development, which is to toe explored in subsequent
Chapters, 1f the aim is to improve individual

know ledge and skills and theretoy pertormance, on

organisationally defined paths, as Ha ntol in (1974)
wrote, ‘then it 1s essential to establish the tasks to
te carried out, priorities and what 1is regarded as

good practice',

From consideration of the above it 1is possible to see
an explanation for thie apparenlly sometimes
conflicting and changeatle tehaviours and allitudes

within the same organisalion, and the writer is



reiiind0d of a coMMment pass0d to him by a consullant
psyChia'tribt at a Ho Sp it%d ManagOmoOnt Commiltoo

'Whiat we haVvV0 Is allo ation ot resourCOa by declbe ds 1,

Summary

8ocial Sorvicos Deparimonts are still “*omparativoly
new, being only 2u years old, They were formed by a
merger of existing social care agencies which apart
from Children's Departments had been a part of other
Departments' operations, The new Departments were
consoguentiy largor and moro conplex than any gf the
staff had oxporiencod, Largo organisalions present

problems of control and efficiency in themselves,

The dominant profession 1in the depar trnenis is social
work but this had not, and still has not established
itself as a full profession, with a unique Dbody of
knowledge, values or practices, Also Central
Government were sensitive to allow local organisation
to take place, The result was a range of
organisations with tho same ovorald responsibilities
but structurod and functioning in difforont w&ys, In
Hpile f the Authoritios themso lves MMaving moslly

reorganised meoro thian once 1n an &llompt to 1lget it



right' this has not brought about greater

standard1sd&tion,

A National report on Sociald WorkorsdJ role and tasks,
highiighted many problems affecting management issues
but in the ensuing eight vyears 1litlle has changed

except improved remunoration,

Varioua furll'er reports andresearches have drawn
attention to the particular problems that social
workers face 1in  working in a bureaucratic
organisation, be theyworking with individual claents
or held accountable for aspects of day or residential
care, There is a long chatin ofcommand and
eonsequent big differentials in salary, As one would
expect there is a high motivation to go into
“management", Reward is obviously a big reason for
this allhough it has also beensuggested that it is
wrong to spend too long in face to face work imply ing
Turnoull as a to—be—expected result, Why this
should appear to be more true for social workers than
staff in other human service organisations is not
clear but it has -probably influenced management as
being seen as a natural progression and in the
creation of management Jjobs that do not seem essential
to the functionang of the organssataon and could even

reduce its efficien<y,



Social Services seem to have particularly benef it ted
from pgerf rmance related pay, possib3dy because their
stdiff have Dbeen able to claim a parity with other
Loca3d Authority staff be onging to one of thke 1fuld.er'

professions,

Although there are tendencies towards an anti—
man gernent feeIing din a3l bureaucrsitic orgn isat ions,
social workers have a particular problem in as much as
the nature of their work is inevitably going to put
them into conflict situations, and they <can easily
find themselves in situations where they have 1io
assume responsibilxties which neither their employers
nor sc lety in .geneval have de 3egated to them,
Social Workers are the doorway to Social Services
benefits and bre often vulneralkle, therefore feeling

safer as managers than s prbc tifioners.

The Secretary of State for Social Services has now
spoken of the deficiencies in Social3 Servicesr
management, These were appreciated by the writers of
this and the associated study 'An Analysis of the

Problems Associated with Transfer of Learning Relating

to Management Training m Social Services
Departments', some years ago, which was why the
researches were commenced, Fa si ly apparent

inefficiences cannot ail Dbe accounted for by large



orggnieations Dbeing difficula to control, The
criticisms levelled at Social Sorvicos manasoment
however, have still not been generally accepted and
aititudes so far voiced do not show a clear and

universal Totivation for chsnge,

Pufolic Human Service organisations have themselves

particular profblems 1n management sind trsin ing,
stemming from the mix and interaction of the
poilitica1, the administrative and the professionaz1,

'These probilems can be particuilariy fiorid in British
Social Sevices Departments owing to their  history,
structyre, situation in our present system of
government, status and deficiencies in training of the

core occupational group,

This Chapter hats shown the <context in which Social
Services Training Officers have to work and further
ChHp ters will iook at the appropr iateness and

viability of various ideas and practices,.



CHAPTER 2

THEORIES ABOUT MANAGEMENT AND CURRICULUM DEVELOPMENT

Designs for Management Training and Development

This Clapter looks at the generad thieories which
lin>ke rp in des igns used in Management Trainlng and
Deve jopient Programires and their app Lica 11 ity io
Social Services Departments, m the 1light of material
presented in the 1last Chapter, Some of the problems

associated witlM evail1uation re aais considered,

The research for this study has indicated the
existence of three broad approaches to decision making
in organisations all of which appear to occur in
issues reljtivig to THining dgnd Development, These
three are the rational, the design and the 'garbage

can' approach,



The first of these. the rational, is a deductive
approach where logically the process of reasoning
leads to a specific conclusion from a set of general
premises, This can be seen 1in the operation of the
3ybtematic Training Mode1where the process identifies
s series of standard situations which ::m turn identify
a series ofstandard responses f or the production of
tridining programies , 11 ailsooccurs 1in Coiijpetence
Based Education and fraining, described later in this
Chapter Cp,60), This process of decision making in
training mai1iers therefore invoilves s1011ing peop1le
into a category 'which then automatically triggers a
resonse , in the systematic training mode1, ihe
appropria teresponse 1is seilected from a pre determined

range of options .

The second prceess, thatof design . 1is inductive and
lesids to innovation, 1ssues are specifically
investigated and appropriate and un igue S 1ulions
constructed, This technique . uniike the former, does
nCt invoIve selection bet*ren standard packages and is
an interactive process, i hia s certain simizlariiies
to the 'contingency* approach (Lawrence and Lorsch
19681 where appropriateness 1s said to be the key and
the use of one partieuilar structuraz1 form or
motivationai1l appr ach 1is rejec ted, in prac Fice

however a contingency approach still leads to the

- 47 .



Operation of particuiar sty les in parti uiar
situations, dismissed by B lake and 3Ibuton (I981 ) for
lack of consideration of long-lerm negative et fects of
what cou1d be a static styie, organisatxon
Development (O.D.f is seen as an example of the

'des xgn ' approach,

The third approach XS the 'Garbage Can Model of
Organisational Choice ' (liarch and O01lsen 1I976>, This
model suggests the existence of a garbage can or cans
where problems and solutions are put by participants
in a decision making group as they are generated,
T e situation is illustrated by people in
Organisat ions seeking information that they do not
use, seeking the right to be part of a decision making
process and not using the opportunity and then taking
1i111e interest din the resui1i or 1ts =xmpilementation,
The decision 1is then the outcome of the interplay
between problems, soIutions, participants and choxces
ai1i1 of woich can have Dbeen th rown into the can
relatxve1ly independeniiy of each other CPugh =nd

Hick son 1989),

This situation appears to arise frequently in Social
Services Departments (passim) and can be seen in
training and development 1issues xn the application of

'Acl 1o0n Learning1,



The Dangers of Generalisation,

Much has Dbeen written about organisations and their
decision making processes over the last thirty vyears, |
However possibly through difficulties in funding 4
research into Government services and there seldom
being the prospects of the researclfers receiving 1arge

financial rewards as a result of their work however

>H

cost saving, most of the research has been carried out
in industriatl and commercial organisations, A1so, a
great deal of what has been investigaTed in the Pub lic
Sector has taken place in the United States of
America, As Kouze and Hico, themselves American and
featured in the last Chapter, stated in relation to
itechnocratic bureaucracy 1, business and industriaz
organxsations have dominated the majority of
organisational research on the assumption that they 1
show an idea1 paradigm 1for a11 reailms of organised

effort', which, as has been shown, they question,

W I p—

I'he tendency to see one organisation as being very

Jike another, togetIfer with a great many of the

—_—

theories having Dbeen generatedin a foreign Country,

also present additional problems in relation to the
application of many theories to British Social
8ervices bpepartments, Not ondy do Ifuman servilce

organisations ¥ave their own pe culiarilies but, as was

PR3 o m
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shown in the last Chapter, the Departments differ
amongst themselves and the American pallern of social

we 1fare and cuiliiure differs trom our own,

The Systematic Training Model

As was stated at the beginning of this Chapter the
Sytematic Training Model is an example of rational

deew=ision mskking in training and deve lopment,

With the emergence of the Industrial Training Boards
(I, T,B1s), which have now been replaced by the
Industrial Training Organisations 1linked by a National
Council, at 1least a standard modeI of estatlishing

need and planning curricula was developed,

This is basicaiiy an anailysis of the tasks to be
carried out as defined by the organisation and an
assessment made of the individual workers' existing
knowledge and skills against those identified as being
necessary, The difference Dbetween these two is
designated as the 'training gap 1 and objectives are
then set which are expected to be achieved by a
relevant training programme, This 1is referred to by

Kenney & Reid 1198b p. 15) as the global approach, and

50 -



it .Ied to what is described as The Systematic Training

Mode .1,

1he four stages i this modejare :—

1) Identify and specify tre train ing need,

2J Design a training programwe ,

3) Imp Ierent the training,
4) Evaluate it,
Kenney and Reid elaborated this into the 'Planned

Tra ining Interventions 1 model, as shown beiow ;4

Evalua te Jdent ity
the The Learning
Learning Reguirements Needs

\

Set Learning
Obdectives
Implement the
Training
Determine
Training
Strategy
Design and
Plan the

Tra in ing



A very mechanistic approach to training, which fits in
well with with the Kenney and Reid model, is shown by
Finch CIS7e) . He wrote that training in industry or
cotsmerce 1s concerned with 1giving men and women the

information they need and with helping them to acquire

the practical, theoretical and managerial skills to
carry out their existing Jjobs at a higher level of
performance or to undertake new Jjobs 1, He mainta ins
that managers should not think in terms of what
techniques are avaiilabie for what Departments, but
shou 1d be ‘prob 1em, resour ces and ob jec t dves

orientedx.

In order that the manager might discover when and

where to aPFply what techniques fodlowing the the

considerations just given, Finch established f ive
classificati ns. Thes e are :-— I ) An alphab etical
listing, II) Techniques classified by the functions or
departments in which they can be applied, IIT1)
Techniques classitied by their objectives 1v)
Techin igques classified by users V) "fechn iques

classified by the resources to which they are applied,

The five-fold classification 1s set out using letters

as alkhreviations, e,g, A detection texhniques, F =»
factory productxon in Inde 11 but controd techniques
in Index 111. The indexes are shown as 11 -

ol



functions j XIT r objectives, v users , V

resduwces . Hence the table shows actxvity saip ling
as being G a WS x and training avid trailning needs
analysis (p,26S1= G J T P, The Dbody of the book
gives short explanations of each of the items arranged
in alIphabellcas order, showlng definition, expIanation

and 4llustration and giving some references,

French maintains that 'the elements of an engineering
control system find exact psira.llels in the elements of
managerial controls', He goes on to state that the

Manager has to take the following steps :i—

(i) Discover what is happening the detect ion
elament

(i4d) Quant ify it B the evaluation element

Cdiid> Determine what the situation should be — the

spacification element,

Civ) Prepare the ground to Dbring the actual and
desired situations cIoser together the motorization
elament,

(v > Take action the correcti n element,

In preparing this work, French's idea was that the
Manager can no longer leave the problem to the experts
like the o & h Manager, or Work Study officer, Dbut now
had to go further 1in being able to say 'Here we have a

problem A 1in a particular department B, Possible



approaches to it include techniques. C, D and E, We
have the exper™ise available in Departnient "',
Kenney & Reid point out that the Systematic Training
Mode1, although it produced a 11ogicail1l and discipilined
approacli, acquired 1a somewhat tarnished reputation',
This they put down to the model being poorly
underst3doc by trainers, as Companies were more
interested in obtaining a maximum grant from the
relevant I.T,B tian producing an effective programme,
Also, the trainers themselves were often former craft
apprentice instructors or, 'A’ Manager who has Dbeen
less than successful elsewhere in the organisationl,
They go on to state that these appointees 'lacked the
authority, compelence and often the support from
within the organisatin 1 which is necess-ary if a
Systematic Training Model 1is going to be effectively

appilied,

8ome of these protwlems covdd ke shown in today's
Social Services Departments although there are some
fundamental differences, The Local obovernweni
Training Board, <CL .G,T,B), which still exists, is non
statutory and the imposition of levies by agreement
which were claimed tack for training activities xn a
similar fashion to the 1.T.B's was abolished with the

Loca1 Government reorganisation of i974 shor 11y after



the outset of Social Services Depar trnents, Also,
whilst the L,G,T,B. had the remponsibility for general
ocal Government train ing and made some ventures Into
Management Training, a&s has 4&lready Dbeen mentioned,
c,C.E,T,8,W had the respons dbility for Soc iatl Work
Training dand also madde s me 4dllewmpts at management
training as an element in socia1 work training
programmes, These were either at a basic qualifying
level such as a wunit in the Certificate in Social
Service (C.S.9) or as Post Qualification Studies,

Hence, besides the other problems shown, there wdas &

division of responsibility, Incidentadly, the
L,fi.T, E!. retained responsibility for 'manual worker'
training, which inSocial Services includes Horne Helps

and Cdare Assistants in Homes for the EIderly,
However the managers of these groups are mainly C.S.S,
quaIifiedand so undertook their training via

c,C.E,T,8,W.

Returning to the consideration ot the appilicaiion oi a

systemailc tra ining mode 1l to the Social 8ervices

situation, the organisations do not readily lend
themselves to the application of an input/output
model, for which needs hstve to be clearly identified

and performance measured, as will toe further expiored
l1ater, Ailso, standardised behaviours, even if

generated, are not always considered appropriate,



This @dss both through the variations and range in the
type of work carried out, the services provided by the
organisations and the diifaring interpretation of

values referred to in the 1last Chapter,

I'h i B tVaining mode 1 has, however . inf fluenced
Departments, !iowever relucani11y, in seeing programmes
in terms of the means of attaining improved worker
performance by developing relevant knowledge and
skills and training therefore as something that a
Department should have if it is going to be seen as
being 'good’', Staff development cannot merely be
left t chance , That is, by a basic quatification
where condidered necessary, followed by learning on
the Jjob by casua1 experienee which can be augmented
where the motivation exists by external courses and

conferences.

This has, however, not necessarily prevented lip
service being paid to the need rather than a dynamic
staff development programme emerging, This in turn
has resulted 1in many programmes merely being lists of
courses, the need for which is often 'worker self-
iden t if deci', as the research shown in Chapter 4,
indicates, Thie choice of these courses 1is often out
of interest rather than matching the needs of the

organisation with those of the individual worker,



The Dbenefits to be derived from these courses and the
siaff sedection method used can thereTore often be
seen in terms ot improved morale rather than ia)
direct development of relevant knowledge and skills,
or 1b) necessarily improved efficiency, When this 1is
ihe case the positive effect 1is usuai1iy short Xived
since the underlying reason for low morale might not
have Dbeen tackied or even 1if highiighfsd, not have

changed fo1iowing the programine,

As Kenney and Reid point out 1Ip, 71), the scope and
effectiveness of a needs analysis is determined
largely Dby the leved of su p>xxxrt it receives from
managenment, Fur«her, Tthey state tnat an
Organ isa fion—wide review of managemen®t "raining needs
could on1i1iy be undertaken by a "raining officer wlo is
a member of the senior management team and who has
ace ss to confidenfia1 informat ion, inciuding
performance appraisal de'aiis and prowotion p1ilans 1,
As was shown in the 1last Chapter, the majority of
AufhoV'i'ties have S'fcill not implernented per formanee
appraisal and there remain questions regarding 'the
basis of the scheme with some that have, As 1in shown
Iln Ciwapter 4, Training O0fficers are not members of
sen dor managewen £, tha £ iace usuailly being reserved
for the Principal Training Officer's manager, who 1is

usually no £ a fraining specialist and frequenlly Ieads



a Departmental Division made up of a range of

specialisms not necessarily connected,

To use training as a motiva™r in i'sei1f is, however
a dangerous practice as it can easily weaken
mansigeriail aufhorify wi'thout necessaviiy deveiloping a
maire, seif actuailising respanse in terms ot the
needs of the organisation on the part of the
workforce, The 'wants /needs 1 are as difficuifc @
hai1ance in training as 1in si11 other aspects of human
behaviour, and it is easy to respond to demand,
A1ihough even demand an le difficui1ii to satisfy as
any assessment in this context 1is bound to be wvalue
laden., and as has been pointed out earlier, the nature
of Social Work, 8ocial 8ervices Depar'then s , and
wide 1y ranging individuai philosophies can eas iiy
distort in practice what might have appeared to be
simiiar reques £si, Further , when faced wilkh an
apparent paradox there can Dbe a tendency for the
Erainer to say fhaft fthe righf£ infeerpreta ffion 1is the

one thiat he/she agrees withi,

This can occur since Yfhe trainer 'is perception f the
organisati n, like EEMTer sfaftls can vary wilh their
own practice and background as well as the culture
described 1later in this study, One way to attempt to

gef£ out of lhis situalion, alXhough not always



sat isf ac "lory as it- does not take into account "the
isBlies shown above, 1is by the use of what has become a
jargon training expression & 'iloaf courses' 1in likely

or 1in vogue areas and see the 'take up',

This technigue can also be used for Courses wiMich have
been set up for therapeutic as well as developmental
purposes, Fisher CI987 > draws allention to this,
Ho c ites schoo 1s as examp 1es of hurnan serv ice
organisations %H ,8,0 's ) and guotes the Kouzes and Mico
research <1979) nmentioned eariier, whiich noted ;
'one easily perceives the absence of harmony in H,S ,bOs
tension and conf1iict are aiways continua.iy present,
The stress 1is due 1n a large part to the discordance,

hetween the principdes, success measures, Structures

and work needs of each domain',

Fisher points out that other researchers have

postulated similar theories including D ,'Thompson "983 .

In his ©paper, Thompson suggested three coalitions,
similar to the domaxns mentioned above, tlat of the
political, consisting of politicxans xn Nationa l and

Local Government as well as Health Authority members,
that of theadministrative, representing the
managerial and thirdly that of “he practitioner

providing services ,



Competence Eiased Education and Iraining — (C.B.E.T, )

in  the 1980 1s and 1990 's the deve lopment of C,B,E,T,
has reinforced the pre eminence of the rationad
decision making nmodel in train ing and management,
Having started in induatrial training it has now
filliered 1inio management training and deveilopment and
it 1is proposed to be introduced +to Social Services
Departments, Eoger Dawe , DiTector Generai1 of the
Training Agency addressing a conference at Leeds on
71lh Februsiry 1989 'Us ing stsndards forBus iness
Sucxess'. pointed out that, to obtain top qusility
people, there must be ‘competence based selection and
training', He said that the 1I990s shoudd be known as
the ‘skills decadel, It is obvious that moving
training din this diree<=tion 1is going to reinforce the
Manager's role in relation to staff development,
mak ing it more ovept and specifid witTt new training
needs for bcth managers and istaffbeingident ified as

a direct consequence,

The concept of competence based education and training

is not new and underpins the development of standards,

It was first identified in this Country as an
important objective for vocationai1l education and
training in 'A New Training Iniditiative * (M8C 98 1),

Quoting from notes from the West Midlands Regional



ianageinont Centro <W ,M,R,M,C 1589 > Conference on
C.B.E.T, , 1standards development should be based on
th*e concept of comfeetencen, Th is dis now generailly
ac<epted ailihough reservations have been expressed toy
various tod dios, in 1ud ing the retaiil industry, that it
could lead to a Nation of the wuneducated, since the
training given 1is 1ike1ly to te more direc11iy task

spec ific,

e Training Agency de fines compelonce as ;~ 1The
atoiliiy to porform thio activitios within an
ocwupational aroa to tho levods of performanco

oxpeci1iod in ampiloyment ,1

The work of the National Council for Vocational
Qualifications (N ,C .V ,Q) has drawn altontion to
C.B.E.T but the Council has no mandatory powers and it
may be that Departments will not wish to pursue action
1n ihis didiroction, }ow ov or, ai1ihougl™ so far the
levels of competence defined toy N.C.V.Q are Dbelow
professional level.. they do provide a <criteria of
performance and offer indicators for the performance

0f mm®+ organisation as we1li as tile dindiv idua1 worker,

This, of course, assumes that there 1is a relationship

1n g8ocial Services> Departments e tweon staff



qualifications and performance that 1is held tor other

organisat :i.ons,

A diagram showing a model tor C.B.E.T, as envisaged by

the N.C.V.Q, is shown below

Edements ot competence A
Injts-oj.

Competence Performance Criteria

N,V,Q,
Staternent
of

Competence

Work on C.B.E.T for Managers has been carried out by
an ther group, the Management Charter Initdialive 1
(M.C,I,), which has been sponsored by the Government
in carrying out its own research into management
conmpetencies, Th is group originai1iy consisted of the
Confederation o% British Industry, thie Foundai ion tor
Management Educsili n and the Brilish Institute of

Management. This Organisation hoped to produce a



coclo of practice, tound the Charter&d Institute of
ilanageient and thereby produce Chartered ilanagers,

These poople would b y inference, e lilanagera in a

iBanagement profession, This &im can be seen as an
aspect of a rationalist approach to management
tra in ing where it teaches th t a well trained

professichal m«nagercavi manage hnything <Peters and

Watevman 1982 p ,29>,

The original ii,C,I, aims are shown in the diagram
be 10w ;—
ii,C
Code of Chartered
Prac tice Manager

Chartered Institute

of ilanagement



The B,1,i1 have since pulled out of the group which has
re foymed as the CounciXor ianagerent Educailxon anid
Developrnent, fC ,ii,E ,D ), The B,1 ,hi, are now
valldating courses which are cowmpdyxng with C,i,E D,
relBommendat ions and thereby hoping to estabiish the

professional manager, ailthiough, as a spokesman (C1ilive

Ingram) for O.M.E.D., said, 'This 1is a 1long way down
the road’,
What will be explored dater, is the necessary

cornrnunicat ion and col laborat ion that should exist,
between the N,C,Vv,Q0, C,i,E,D, , B,1,hi, C,C,E,T,S W,
L.G.T.B, Department of Health, Council for ©National
Academic Awards, Department of Education and Science
and other awarding bodies of hanagement quai1ifxcations

for Social Services Departments' staff, such as City &

Guilds of London,

cC,B,E.T, hasadded to Systema tic training a particular

concern wxth assessment and accreditatxon, that =xs,

loutcomes'.

C.B.E.T in Operation

An example of management training in a human service

organisatiovl and an atlempt to introduce C,B .E,T can



be seen in the Police torce following work carried out

by the Home uffice Central Planning Unit (C .i&,U>,

The Pol ice, a more overiily discxp lxned bo«wy than
Social Services 1in terms of 1line management authority.,
have aiways recognised ihe need tor nanagement
tra in ing and had inciuded ihis eleirent in tleir
promotional exam inactions at alId levels. However,
there did not appear to be specific objectives set for
police who were seconded to external courses, such as
the Diplxra 1in Management Studies, A Paper on this

was presented at the Leeds Conference mentioned

previously, The C ,P ,U represents 42 of the 43 police
forces in this Country, The iBtropolitan #blice run
their own uni1i, Dbut obviousiy keep in continua1

contact with the C,P,U..

The Paper presented was on 'work based assessment of
soft skill competences'. The statement was made that
the C .P,U recognised that, at all levels, it was «rn
the development of soft skill competences such as
personal and communication ski1i1Is and accurate empathy
that a major training input was required, Whilst,
considering the <content of Socxal Work professional
training, it mighit be surpr ising, the finclxngs of tl"ie
research reported on in Chapters 4 and S indicate that

it might also be true for Social Services Departments,



The C,P,U also recognised that 'the assesament of such

soft skiiis had a vitail1 dnternai1l roile to p1i1lay in the

development process, To introduce meaningful
assessments, what had to be done was to 'identify
comHon minimum standards in po 1icing an«l po iice

management performance *,

In carrving out this work the poi1i ce utiiised the
ideas of McClelland and Lyle Spencer of lieBer & Co,
Boston . They interviewed Operationad Officers, asked
officers of varying rank to describe ways 1in which
they distinguished Dbetween good and Dbad performance
and asked the same Officers to describe Dbehavioural

events exemplifying particularly effective or less

effect ive performance, Theyailso asked supervisors
to select in rank order competences from a
predetermined list of skills, using Saville a

Holdsworth 's Work Pviofiling System (1988),

The resulls were examined by panels and competency
models were developed that should enable
discrimination to be made of competent and less
competent officers, e firmiy vooted in observalale
behaviour, and be 1imited t those coIpetences that
were easii1ly identiiicdbie, «uantifialaie and capaidie of
being quai1ified, \hey sh>zuid aiso be scaied to form

a national progression, ensure continuity and



standard! sation, be defensible 1in terms of race and
sex discv jinination Iegis lat ion and Dbe suitabIe for
app3ication io cand idbteb , regard less ot professionai
qualifications, The inodels were then distributed for
approval to the three police staff associations,
representing all ranks Dbetween the 43 police forces
ancd valIidation of the models was carried out by direc'™
fiead ohservation, behaviourazi event interviewing,
superviisor, peer and self assessment exercises and by
comparing the resulls to other forma3 assessment

te*hn igques 1inked to weilevant training courses,

Organisation Development CO D>

0.D, was shown at the beginning of this Chapter Cp ,46>
as eing a method of using the 1designi technigque in
training and develpment decision making, Peters and

Waterman CI982 p ,29/30) express their feeilings of the

inadequacy of the ‘rationalil model, the subject of the
last section of this study Cp.SO), which they say
‘misses a lot’. ft ds argued that the rationalist

appiroach, whi<h 1is adso essential1ly numerative, now
dominates the business schools where it is ‘right
enough to be dangerously wrong ‘', fas led peop3e astray
afd seeks ’'detached, anaiyt iBa1 justxficaiion for aizx

de>mlsions 1. 11 is c¢ laimed that areas of omission



include the failure to instruct leaders in the
importance of making average workers feel winners and
the greater identification with tasks when workersa
opinions are sought, Also it does not explain why
inspectorBgenerated gquai1ity contro1l 1is 1ess effect ive

than seif<dienerated, et a1,

Binstead, (1980 p,2> who gave an interview and
material to assist this project, quoted Papanek (1973)
as describing design as being 'a prob3em so1ving
activity which can never by definition yiedd the one
right answer, 11 wild. ai1ways produce an 1infinite
number of answers, some righter and some wronger',
Binstead goes on to disc lose the urge to redesign
events, previous ly apparentdy satisfactorily run. He
gives the following characteristics for the design
process ;e

I) It generally involves making a large number of
dec is ions ,

2) It has to look forward and predict situations and
future events,

3> 11 1is often iterative,

4) Jt invoIves creative aclavity,

Jn wri'ting on the pre-requis ites for design, Binstead
compares the work of Stiefel (1974) andihome and

Marsha 1L Ci9 76 ) which he found hiad two common



e lernents :

1) The establ ishment of some sort of need which can he
translIated into some requireinent for learning,

2) Some sort of contract with the learners and their
role set (i.e. group of people with whom they normally

interact) .

It 1is clearly indicated from the Binstead monograph
that the ilanagement Trainer, Development Adviser or
organisation Devel1opment Consuiltant must Thave ihe

uthority and status to be ahi1ie to compiy with these

elements, which Chapter 4 shows 1is not afforded to
Social Services ilanageinent Trainers, In
conversation, Binstead suggested an organisation model

where the trainer was direci1i1iy responsibie to the Head
of the Organisation but was not part of the corporate
management team, which will be further explored in a
subsequent section of this Chapter, This gives the
participants confidence in tfe traineris authority
without the trainer feeling a loyalty to and
controlled by a possibly faceless group, or receiving

mixed messages,

Since the intention of this study i1s that it should
improve Management Training in Sociai Services
Departments for the ultimate good of the organisations

rather than mere 1y the beiterment of individua1



managevs the process could be Iook©®Gd at din termis of

Organ isatian DOve Iopment (0 .D.>.

French and Bel d (.1978 p ,14) wrote that the phrase,
Organisation Development, could refer to a wide range
of strategies, but has become more specific in the
behaviourail science sense of the term. This they
define as :- 'Organisation Development 1is a long-range
efiort to i1improve an organisation's probiem soi1lving
and renewal prtxesses, particuiarXy through a more
effective and co1liaborative management of organisation
culture-- with special emphasis on the culture of
formail teams with the special assistance of a change
agent or catalyst and the use of theory and of applied

behaviourai1l science, inciuding act ion research ',

The authors go on to define probilem solving processes

as being thie way that organisations go about
cdiagnosingand making clecisions about the
opportunities and chailjenges of its environment,

They draw attention to the inter-relationships quoting

Lippi tt's concept of organisation renewal (1969 p,1I)
and Argyris (1971 p,1ix) which includes 'the concern
for the vitadizing, energ iz ing actualizing,
acilivBting and renewing oi <erganizetions through

technicai1 and human resources 1,



French and Bell introduce the notion of an 1informal

system1 into the wunderstanding of the culture of

an
Organisation which they describe as the ith i den or
suppvessed domain f organizational 1life *. This

lrme ludes feelings . informal aetjions and interactijons,

group norms and values and 1is described as 'the covert

pari of the organizationai1 icebergai,

The foliowing diagram; is reproduced from the work ,

Organizational Iceberg

Formol (Overt) Aspects:

Goals *

Technology

Structure

Policies and procedures
Products

Financial resources

Informal (Covert) Aspects:

PerceptionT"" ribout ﬁe
Attitudes 1 [amol ° nd
Feelings {anger, fear, f informal

liking, despair, etc.) J systems
Values

Informal interactions

Group norms

o,D,, being run in small groups, al lows the covert
part of the organisational iceberg to be explored and
Kenney and Reid (1988) state that once the 0,D,
programme has been legitimised through the formal

system 'the initial intervention strategy 1is wusually



through the informal system in the sense that
perceptions, attitudes and feelings are usually the

first data to be confronted',

Since the aim of o.0, is to Dbring about a more
coIlilaborative management, the management of group
culture must be owned as much by subordinates as it 1is
by the formal leader, However, Local Authorities are
bureaucratic organisatins and hierarchica1l power find
firiv i3ege to information 4s often jealously guarded by
both managers and workers and often protected by Union
activity, Also anyonetrained 1in social work is
usually very mue=h at home 1in a group activity and,
11h ugh wiiliing to discuss mailiers and feelings that
others might find embarrassing, will be quite aware of
the dynamics present and be able to use the group
better than most in their own interest, Also
membership of the group can be seen as elitist in

itself, Both these 1issues are shown in Chapter 5,



Action Learning Sets

Xn considering Managemen t 1rain ing as princ ipally
human relations training and Dbearing in mind the
previous considerations, it 1is possible to see that
Action Learning as developed by Revans CI%972 ) at the
Manchester Business School, would be very attractive
as a vehicie for training in Sociail Services, since it
is often wunspecific in 1its objectives and doesnot
impose a <clear learning schedule on the traineewho
would be part of a small group known as a 'set', The
*sets 1 are allowed to select and work on problems, and
although with the help of a ‘'facilitator', a variety
of problems, solutions and choices appear in the sets
with participants not necessariiy active 1in so1ution
finding or the organisation in implementation, Hence
although it 1is often seen as an aspect of0.D., in
thiis appilication it fits in we11 with the'garbage

can' model of decision making shown earlier m this

Chapter Cp,48>,

Acti n Learning 1is succinclly describes by Rae (1983
p. 119) who points out that although a great deal of
human relations +training involves 1earners attending
training events, as with other forms of training ‘An
equal or often more effective approach can take place

nearer the working environment, than compilete1ly off

——— LT O



the Jjobaza, He goes on to describe Action Learning as
an approach where ‘a group of people < sornetirnes from
the same Company, sometimes from stranger companies,

is brought together to form what 1s known as a set,

Novmald.y, a faciiitatxr assists in the operation ot
the set, but, as with most facilIitat ive ro3es, a
re3atively passive approaeh 1is taken, No specific

objectives are produced prior to the set's meeting,
usually the first few meetings will be utilised in the

members se1li1ing objectivesfor themselves,

Often the objectives can involve the solving of a real
work problem, and although the onus 1s on the problem—
owner to provide the final solution, he 1is helped 1in
this process by the set in which unconstrained
possib 1e soIutions <can be generated, However , 1in
addition to the positive movemen'fs towards tie f ina1l
solution, a variety of other forms of learning can
arise within the set, through exposure to the group -—
interactive skiilis, decision making skiiils, consuilling
skills and so on, In fact, some sets look to these

other forms of 1earning as the principai1l objectives of

Mo o#%t

The aims of Action Learning, as concisely expressed by
Andrze] Huczynski ('yvyy p.iidi,are 'to ‘develop
managers' skills to pose entirelynew gquestionsto
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helIp ihem recognise their existing experience for
future profoiemsl to devedop and change organisations
by he1pivly managors to s oe their strongthis and
weaknesses and creating a new momenturn to go on
dea1l1ing with the future probiems through a contimuous

process of Iearning and development',

French and Bell (1978) who are quoted in the 1last
sect ion, maintain the need for a change agent or
catalyst, They state Their pessimism about The

optimal effectiveness of programmes that are 1do it
yourself' unless accompanied Dby an action element,
These elements put their ideas into the mould of the

Action Learning mode1,

Unfo '"unately, whilst the practice was frequenlly
mentioned, there was onil1ly one opportunity during the
research for this study to gain first hand experience
of the wuse of this method in a Social Services
Department, This 1is featured 1in Chapter 5 and was

shown to have 1imited success and was abandonned,

The scheme 1in queslion . however, was hii1l by all sorts
0f probiems, some of a iiticail1 nature, and others
stemming from the ba>xkground and seilecti n of members
of the groups, There was the difficulty of

ldent ifying wlo had Jehrnec what and where 11 would

75
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improve performance, The programme had obviously
been of greater bene f it to those airé&ady with

management experience and/or training,

A very experienced participant had found it enjoyable
and useful but the results of the work carried out had
not been implemented and it Tmdn it been appreciated by
all the participants that a. 'set' was part of a
management training programme, These would seem

clear signs of the 'garbage can,

Some of the students on the scheme investigated stated

a preference for a clearer 'tool kit' type approach,

John Morris a former colleague of Revans and an
exponent of 1Action Learningi1 is printed on the dust
cover of Huezynski's book as saying;-

'For me, the test such a book as this must pass 1is
straightfor»rd, but immensei1y difficult; o0oes it he 1p
the reader to understand better what he or she is
doing and to find ways of doing 1t Dbetter? From my
experience, the book has passed thiis test

triumphantiy 1,

This same criteria can well be applied to an
evaluation of a management development programme, but
can only be demonstrated if the management of the
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delFartment 1s clIearly supporting the programme at aXj
offective Xovols, 1is willing to allow exporimentation
and to accept change as nocossary, which did not seom

to be the case 1in the situation mentioned,

Training must have a purpose which, in the majority of
cases, will be to either bring about change or to
maintain standards, owever, cilrcumstances Dbeyond

the immediate control of +the trainer are frequently
going to prevent agreement as to the priorities to be
et, 1f not the means themselves, Therefore, one
must consider how 'wants' are to be, if legitimised,
defined and expressecl, and 1f not 1egitimised, not

cause blockages to learning by festering in a state of

continuing discontent, Also, what are going to be
thé& gratifications/awards, aliached to iheir
fuifiaifiont, Theso aro factors whicM™ can 1ead to the

'garbage can 1,

McC 1e 11and (1372 ), designed a programme to pronmote

high motivation and entreproneurial behaviour from his

study of high achievers. Group strategies based on
this work aim (Huezynsk i 1983 p,p,f91I, 192), are shown
as ;i

a) To teach participants how to think, talk and act

like persons with a high need to achieve,



b> To stimulate participants to set for themselves
high . but carefui1iy pi1ann&d goals over a specific

geriod of time,

c) To increase participants 1 know ledge about

thernseives,

cl) To create a Group spirit amongst participants
from learning about each o1'ler 1s fears, hopes,
successes, failures and from sharing an emotional

exper ience in a retreat sei1i1ing.

It this idea of McClelland's was applied to Action
Learning Sets operating within a Department, which
were co-ordinated by facilitators in sympathy with the
values and behaviours set Dby the Directorate, the
clear identificat ion of behaviours that enlanced
success would surely stimulate the need to achieve and
prov ide some idea of +the meens to ach ieve, The
writer Tas found by experience tlikkit this often seems

to be lacking in Social.Services Departments,

Soc iEl1 Workers, as has been pointed out previousaiy,
should elready heve a good knowdedge about themselves
and be able to function well 1in groups, it should
well Dbe possible, therefore, to harness such concepts

into training programmes, EIS long as the Msinagement



Group of the organisation saw success on the programme
as contributing to success in the organisation and the
behaviours so developed as being seen to be Dboth

uisefu1l and appreciat®d,

The Post Modern Apreach to Management Development

in reviewing forms of training intervention and their

appropriateness for soe ial services management
deve Iopment . the writer has noi mentioned the Post
Modern School of Management Education, Fox C1987
p«, 10 > wrote thia t 'modern ity has shialler ed the
traditionai1 wvaailues in both tus iness and higher
education “ both have become technically oriented to
efficiency improvement, functional, instrumental 1,

He goes on to suggest that one of the ways that
management education can develop 1s as a pursuer of
and iforum for the guestioning of ethical values,
justice ', Earlier in the paper, he qguotes Lyotard

<1984 p,81 ):.

*A post modern artist or writer 1s in the position of

a philosopher; the text he writes, the work he
produces are notin principle governed by pre-
established rules, and they cannot be Jjudged according
to a determining judgment py app 1y ing famdiiliar

categories to the text or to the work, Those rules



and categories are what the work of art itself is
Iooking for, The artist and the writer. then, are
working without =rules 1in order to forumlate the =rules

of 'what will have.been done.!.. Cunderiining by Fox),

It would seem as if Action learning could provide

opportunities for tliis approach,

Purpose of Training and Development

Both the rational (systematic) and design approaches
to training and deveilopment are purposive but there
are aspects of organ disations wh ich can make
purposefuilness a di fficuii issue and cause dec

makers to use the 'garbage can' method,

If the main purpose of training and development 1s to
bring about change., it 1s necessary to both understand
organisations and understand our own perception of
organisations, Carnal l (1985 p,l,> suggests that it
is now commonplace to refer to either ‘the ubiqguitous
nature of organisations dn our dai1ay 1ives, or to the
idea of the 1970s =-and 1980s being an era of rapid,
even accelerating change,1 He goes on to say he does
not find it surprising, therefore, that the effects of

adiffering organisation des ign princip Ies or new

ision



te’hno Xogy on the structure and effectivenesss of
organisations, forms a central concern of writers on

organisations,

This study is considering changes in management
training and develoFment, and training in itse1f is
1ike1y to bring about change, Carnaill 1s d&ssert ion,
then, that two approaches arising from thie

alternatives given above can be distinguished in the
assessment of organiisttion change proposals, is
particularly worth considering, First, he suggests
cons icleration of thi 'Ompirical evidence 1linking the
spec ilMic proposails to the ends or outcomes predicted
by the decis ion makers ' and, second, the examination
of 1t hie status of the endis the decision makers
consider themselves to be pursuing,1 He suggests
that it 1s possible to draw more general conclusions
by examining the priority given to different ends and

problems excdudex from the analysis,

As was said eatrlier, evaluation of the worth of the
training given is going to be of high irnportamce if it
is both going to be encouraged and continued,
Further, evaluation can be used as & control method sis

will be discussed Jds.ter, <Hanmblin) .



Thor ley (.1973 p,331), suggests that an assessment of
literature on the subject shows evaluation to fall

Into three categories ;-

" Opinion surveys of participants or observers

2 Objective measurement of performance Dback on the
job,

3 An overall 1look at the total growth of people in

the organisation,

Oof these, the most common method of evaluating
management training i1is simply to ask those involved
how wuseful and enjoyable tley found it, lisuadly by

means of a questionnaire, at the end of the course,

"This dinevitabiy wiii show enjoyabile courses 1in good
venues best and 1eave the trainers to judge the

quality,

Sample interviews with selected students have some
value 1if heid before and after the training event,
Thorley suggests, in consider.sng category 2, that
there 1s a reilationship between management training
and profitability and that the management training of
the 19So0s which taught that 1oving peopi1le and Dbeing
nice to everyone 1is at the core of the manager's 3Jjob,
can be damaging to the organisation, 8 ince, ai1liholigh
Socia1l Services 1is non profit-making, the objeclaive of
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The nature of local government, in which Social
Serv ices Departments at present sit, imposes
limitations for <change as has Dbeen pointed out, and
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elderly, handicapped, mental heallh and children C3>
residential, fielIdwork. community and domiciliary and

administration,

The writer has worked in all these types of
organisation and has seen common problems in each,
highlighted in the 1last chapter, This makes change
in organisationai1 structure of doubtfui benefit and

points to a Manager 's neecl to be rnore ef fective 1in

terms of attitude, style and systems, rather than
organisational change, In any case, Peltigrew C1973>
days that innovative decisions whiich heraad thie
creation of new resources and threaten the

organisatidonis ex isting pailierns of resource sharing
and status distribution, are inevitabiy a source of
uncertainty and apprehension and are, therefore,

particularly likely to evoke power conflicts and
poi1iticai1 behaviours, 8inc e training 1is a medium of
change, it is suggested by the writer that it is
particuilariy 1ike1y to aliract these disruptive
behaviours and that it 1is one of the reasons why
training 1s one of the firstitems to suffer from

budget cuts when the organisation is not wunder the
same immediate cost effective pressure as an

gndustrial or commercial concern,



A Generic Approach "to Management Development

A writeri who attempted to put together ail the types
f training and development interventions shown in
th is chepter was Binstead <1980) mentioned eariier in

this chapter,

All the systems shown so far could be of wvalue

depending on the form of development expected, e ,q
changes in or reinforcement of knowledge or
behaviours , and the agreed outcomes, Binstead wrote

of the principde of hierarchical decision making,
'that 1is to say the design process 1s organised to
take the most fundamental decisions first and then
progress 1into more and more detail* , He set out a
logical basis of three 1levels which he defined as;-
Level .1l: tthe most fundamental) - Will be concerned
with issues that affect the totai1l 1earning event,

Level 2; Concerning the general shape and sequence
of activities within the events and

Level 3 ; Delivery with the design of individual

activities or sessions .

Binstedd *s monogr-sph goes on to describe the decision
eind the purpose 1i,e, for maintenance or chsinge, as the

most fundamentai1, and the wnmost important decision of



ai1, as it tells ihe trainers awhiich ba3l park they

are in 1,

The Level 1 decisions given by Binstead are regarding
whether the proposed learning is for maintenance or
change, Maintenance 1in this sense 1is referred to as
maintenance of thie organisation and requires 1learners
to function more effectively within it, In this
sense, it is tIeone most frequeniiy requ ired in a
Local Authority Department, Four categories of this
heading are shown, 1) remedial, 2) promotional! 3>
induction and 4) role expansion, The point 1is made
that category 4 could well Dbe argued as Management
reviewal since it 1is pointed out that 1the first three
tylees Tave a strong eilement of making the right shapes
to fit organisational holes, whereas the fourth could
be described as ail1iempting to ailier both tha peg and

the ho1e together,

Wherelearning for change 1is concerned, it 1is held
thiast not on 1iyshou .d the learners become more
effective, Dbut also that the learning should make some
contrihution to chang ing esome aspect of thie
organisation 1in which they work, which puts it into
the 'ball park 1 of 0,0, Under this heading, two main
activities are given, a.) 1interventions where the O0.D,

person takes the role of consultant, and b> learning
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events in which the 0,0, person takes the role of

trainer,

B ivistead seeils to combine eil1ements of the Rationai1 and
Design approaches as can be seen from the two roles he

glves for the 0,D, person, shown above,

Micro—Politics and Interpersonal Relations in Garbage

Can Decision Making

What then ,are tIhe reasons for tIne lack of consistency
and sometimes Jdogic 1in these decisions? Pell igrew,
(1973), says that innovative decisions which herald
the creat ion of new resources and threaten the
orgcinisation 's existing patterns of resource sharing
and status distribution are inevitably a source of
uncertainty and apprehension and are, therefore,
particuilaraiy 1ike 1y 10 evoke power confiicts and
polIitie=al behaviours, Since trainingis a medium of
change, it 1is suggested that it 1s 1likely to attract
these disruptive behaviours, It is further suggested
that this 1s one of the reasons why training i1is always
one of the first items to suffer from budget cuts
when, logica1iy, one would Imave expecwed improved
worker performance to be of tie Thighest priority,

Also research has sIown security of employment and
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covigenial workmates, which might be at risk by change,
to rank above high pay as incentives CHerzberg 1966),
and this could certainly have contributed to this

paradox,

Robi nson ("98 I) rna:i.ntalns that in estab lishing
training methods, we 1imply that there are weaknesses
somewhere in the organisation which demand
strenglhening 1in some form or other, He suggests
that we should not <confine ourselves solely to the
individual but pursue the needs in terms of the
aliainment cf the objectives of the organisation,
However, as has been pointed out earlier, the nature
of sociad work makes thie selling of specific
objectives difficui1i and often contentious and this
contributes to the statewhere nothing mo re

sophiisticated than a sometimes vague 'job description'
becomes the base for most jofos, Consequenlly, this
allows for the many differenl, vaIlues, ethics and
practices to be believed and carried out by different
people performing the same Jjob as mentioned earlier,
This non-uniform self determination is held by many as
a precious element of service delivery and a
mariifestation of 1professiona 21dism', A1so much as
engineers and scientists are 10ooked upon scepiicailiy
as mandgers, since they havenlt dea1i with peopie,

soc ia1 workers often Hhave ti%e confidence and fee1x



themselves wolI ogusppod to bo manag9ers sinco thoy

have. Both these views are far from true,

Opportunities for Evaluation

For a usefulevaluationto assess the worth of what
has taken place the original intention of the training
or development must be known, Hamblin (1974 Ch, I
section 1>, sets his primary audience as
'prac titioners of inclustrial training ' ancl differences
between Soc ial Services and Inclustria l Training hsve
already been referred to, His processes of
evaluation are rational and sequential being largely
systematic, allhough as i1is shown later, he relognised
that the effect of elaborate control systems was to
enhance short term efficiency at the expense of long
term flexibility and effectiveness, On the other
hicdnid, relying on peoplels Jjudgement as appropriate
could be seen as a way of evaluating training and
deve lopment against the Dosign approach to decision

mak ing in evalmation,,

As has been pointed out previously, such literature is
the main source of materiaxl and 1is of vailue and
relevance 1if the findings and recommendation are are

put into the right context,



Hamblin 1looks at five 1levels of evaluation, which are
described as supplement ing other writers®?

cilass iAfications, inciuding the Warr ,Birdand Rackham

C"970 >, 1Contexi, Input,react ions andoutput <CIRO>"
model, The levels given CCh, 3, section 1I) are :—
Level I - Reactions

Level 2 Learning

Level 3 Job Behaviour

Level 4 - Organisaiion

Level 5 - Ullimate Value

Hamb lin has split other resaarchers* 41h. level,

thereby creating 5 levels in order to distinguish

between changes in the way the organisation works and

changes in the extent to which the organisation
achieves its ullimate goads, He goes on to show a
cause-and—effect chain linking the five, i.e.

Training leads to Reactions which 1lead to Learning,
wh ich 1leads to Changes in Job Behaviour, wh dich 1leads
to Changes 1in the Organisation which 1leads to Changes
in the Achievement of Ultimaie e6ocals, 11 is pointed

out that any of these links might snap and the

training evaluation should discover if this has
occurred, if so where and why and how it can Dbe
repairecl, In o rderto do this however, each 1eve1l

requires objectives to foe set which as  has been

yu
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pointed out often presents problems to Social Services

workera,

Hamblin presents the following diagram adapted from
Burgoyne (i973) , Th is 1is particudarly interesting
since it introduces the concept of competence,

mentioned earlier 1in this Chapter.

[~ VALUE:
| Occupation*!
. j choice, entry
Ticket | opportunity.
] 1 (E5)
Experience of Beheviour
Course the course chtnge
(T)- (E1)
-1
I
Hamblin also compares training evaluation to
Woodward's (1970) study of production control systems.,

which/ as was stated earlierl/ showed that elaborate
and quantified control and evaluation procedures could
max imise short term ef ficiency at the expense of 1ong
term fiexibi1ity and effectiveness, whereas by

‘reducing the amount of <control data and relying on

P A R AL B PR I

‘ry fv

*

it



the judgemont of poople lowor down tho au'ority
Taddor . tho fdexibility was incroasod at tho expenso

of short term efficiency',

Whilst an ideal area of evaluating training is at
levols 4 and 5, it 1s often 1mpossiblo to follow tho
links prosonted earlior and also as Hawmblin says; (Ch,
3, section 6>, this is 'in offect evaluation of
managomen't as a wiiolo and not Jjust fho managemont of
trainingl whicl of course in the conloxt of this study
is managomont training, Howovor it 1is also a
reminder that training 1s only one method by which an
organisation <can roach its objoctivos, Furthor,
these levels are usually outside the control or
sometimes even influence of Social Services Management

Trainors . as will bo soen in Chaplor 4,

Hamblin suggests that at 1levels 4 and 5, training can
only be evaluated in the context of an integrated
feedback system, to 1include the evaluation of other

activities as shown on the nex-<L page,



-Training

Ultimate Ultimate
'objectives effects

If an integrated system could not be achieved,
Woodward suggested the existence of a 'fragmented
system of control 1 in which each Department uses
different criteria to evaluate performance and the
criteria are not adequately reconciled by top
management , Hamb lin suggested that s ince Woodward
found fragmentation, inevitable Dbecause of the sheer
compdexity of the situation t he inevitabiiity must be
even greater in Training and Personnel where control
ard evaluation techn iques are less advanced fhan

prsducti n contro1,



Whiist the situation described is reminiscent of the
one to Dbe found 1in Social Services Departments and

indicated from the material already presented, it is

suggested that an integrated system could be a
possibility, Kakabacise (.1982 p. 37) points out that
in Social Services Departments 'the freedom of action
of thie individua1 is serious1iy constrained in

professional terms by the hierarchicai structure' ,
Therefore it 1s suggested that since Personnel and
Training are human services within a human service
organisation and share similar philosophies and
hopefui1iy discipiines, it shouild be possibile to ensure

sufficient consistency to make an integrated system

potentiailiy viabaie,

Whiisst, as has been stated above, an 'integrated
feedback system * cou1d be poss ib 1e in a Socia1
Services Department, as has been shown in Ch, I, there

are 1in existence wide wvariations in the wvalues and
practices of Social Services staff performing even the
same Jjobs, Since these differences have still to be
resoilved 1L 1is possibi1ie to see 'that the 1fragmen-=d
system of <control' and the inadequate reconciliation
of criteria, could in training and development terms
have led to the wide use of the 'garbage can' model,
as will become evident in Ch, 4, Evaluating

training, when the 1garbage can' 1is in operation, 1is



Iargeiy by uso of tho 1happy shoot Did you



Summary

In this Chapter three major theories of decision

making have been identified, These are the
1Rational' the 1Design' and the 'Garbage Canl, How
various approaches to management training and

development exenmpIify these theories has also Dbeen
presentecl, Some of n"le problems of training
evaluation 1in Social Services Departments, where the
'garbage can 1 approach is frequentiy found, have aiso

been explored,

Where Socia i Services Departments are concerned, sty le
has a great deal to do with the effect of the system
and as has been shown this wvaries widely, Therefore
there are inconsistenc ies at all 1eve1ls of what 1is
Seen as good practice in management, inciuddng the
oversight and control of the professional functions,
Further, Social Work has failed to establish a common
professional Dbase, a factor which has been exacerbated
in this country Dby the shortness of the training and
type of service delivery, Hence, there 1is always
bound to be a negative reaction to the imposition of

any system, whatever it dis, from a siz2e-<sbi1le minority,



and yet the 1lack of a true professional identity will

inhiibi11. if not preciude, a po1licy of seXf generation.

Conflict would, therefore aeem inevitabXe, Further,
&s 1s shown in Chapter 4, the ihnagement Training

person 1s invariably not at a senior management level

and of ten unabie to accurateXy assess s tudents,
implement changes, or award credibility, all of which
can quickly wundermine any programme, Even at this
stage 1in the study, one 1is drawn to the 1issues raised

by Palfrey c1981) from a study of the existing

literature, These are :-

1) Structural model of formal organisation - are
there ai1iernative models of organisationail structure
that would Dbe more appropriate to Social Services

Agencies than tke conventional pyramidal type?

2) Decision making and accountability - what degree
of professional /autonomy are social workers, senior
residential and <clay care staff able to exercise 1in

decisions affecting their ciients?

3) organisation and management efficiency — according
to what criteria do social workers and managenment
staff evaluate the effectiveness of the services
carried ut by the Department?
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All these dgquestions should Dbe answered at some level
if the traditional forms of curriculum planning are to
be appropriate and ensure that relevant knowledge 1is
given and skills generated, By the time of the
research presented in Chapter 4, it is clear from the
resulls presented that no progress had appareniiy been
made in finding any answers to these questions,and in
the time since, no evidence of change has come to

light,

11 1is appreciated thail the argument in this Chapter
has Dbeen concerned with management development and
training designed to Dbring about change, although
reference has been made to training for maintenance
ancl therapeutic purposes, However, if management
training 1is regarded as a human relations training,
which surely 1s particulardy assential looking at the
nature of Social Servlces, it will 1inetifmbly br ing
about change, Kakabadse (1982 p,168,, makes the
point that human relations training could be more of a
hindrance 'Wian of a heig if change is not an
Objec'tive, s ince change is &i1most the inevitab 1e

resull if personai1l skiiis training is under'ftaken,

In Binstead 1s (1980 ) concept of maintenance or change
men tioned in this Chapter, inaintenance is said 4o

iinpiy th&8f thie 1earning required wiii enahiie thie



iearnerb to function more effectivedy within the

organisation, but that change in the organisation is
not i1mpiied since the aim is to maintain it, , Change
in the 1earners, however might be,

Maintenance training is, therefore to do with the
performan e of the individuai, not with the
organisation, although in the case of 'Role

Expansion', Binstead sees an element of change 1in both
'peg and ho1le' rathier than oni1iy creating the right

pegs for the existing ho1iles .

Where Social Services are concerned, and bearing 1in

mind the comments of the Government mentioned in the

l1ast Chapter, i1mproved efficijency of, and therefore
change in the organisations, must be accepted as a
general objective of management training to be

offered,

Binstead presents a helpful and integrated model set
withiin his context of o,D, His diagram representing

the situation in which 'most trainers find themselves*



Using 1ihis moded., the 1learning event coudd take any
appropviata form, but it presupposes tiht an
ap ropriata population 1s accessi le, which is not
aIways the case in Social Servcices, since many course
attenders 'self select' and pressures or even
instruction is fvequeniiy put upon the trainer to

accept all those staff nominated for the programme,

As has Dbeen discussed 1in this Chapter, the planning
phase can be a rational,design or garbage can
process. Which one 1s used will dependupon a range
of factors suchas the style and structure of the
organisation and whether maintenance, change or

therapy 1is the object ive .

Change can only be measured against some other entity
Enown 1in terms oi position or mass and, owing % the
lack of specificity, and sometimes clarity in social
services objectives and standards setting, the even
more fundamental gquestions of where were we, where are
we now, and where are we g ing, remain <«ownpilex and

often insoiubie,
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CHAPTER 3

RESEARCH METHODS AND METHODOLOGY

Introduction!

TIs Chapter is concerned withi the research
methodology wused in this study and with the broader

methodo1ogicai issues underiying them,

Some of the research for this study, inc Tuding the

fieId research, questionnaire design and the initial

anailysis of ‘the responses was <arried out in
conjunctidon with with Ann lar ie Toldey, who was
researching a related issue An Analysis of the

Problems Associated Transfer of Learning Relating to

Management Training in Social Services Departments

C1989),
one aspect of fhe resear=h, fie postail gues fionna ire,
was a joint excercise, It contained :#
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One section relevant to both studies,
One section redevant to this study,

One section reilevant to the 1db1iiey study,

When issues reievant to both projects are discussed,
this has been made clear in the text. All other

issues are of particular reference to this study,

The Choice of Methods to Carry Out the Research

11 was appreciated that fhe necessary information for
this study was contained in pubilished 1iterature, both
books and articles, the practices of other workers in
similar working situations to the writer, an objective
view of existing management training and development
in Social Services Departments and the 'writer's own
experience, Some of this material wouild be in the
form of established facts and some of it elicited from

other reilevant peopile 1s perceptions,

7The idinformat ion wou ld therefore he concerned with ;

i, How management training was currently Dbeing

carried out in SSD 's,

io2-



ii The formal decision making processes- together
with the perceptions of training officers about how
decisions were 4dctually arrived at with regar> to

curricuium pilarm ing ,

iid The work of other researchers concerned witlt

cuVricuium pilanning .

iv, The evaluation of training in terms of the

devel1opment of appropriate knowiledge and skiiis .

V. How training participants and their managers
perceived the relIevance o1 the programmes which they
ha undertaken .. B}ow the perceptions of participants

and trdiners were corroboraled in practice.

vi , What sorts of strategies and methods were being

employed in SSDs to enhance programme development and

staff &i1iendance,

vi:i. The satisfaction felt Dby training officers

towards the programmes which they had run,

The research methods used were;-

A Jiterature search



ii, A queistionna ire distributed to adl SSDs in

Elng Iand and Wa/les .

iii, Individual I informal, semi'-struciured and
unstructured ivvtervisws with learners and 'training

0fficOrs in thi® preparation of case studi®s,,

Experience gained froin over 20 vyears ' enployment in
SolRial Services DepartmOGnts and their predé&cesbors,

was used to put this information into context,

The Literature Search

The search was continued thiroughout lhe rO©sea rch
period as it has been a time of consideratwie actitvity
In the atrea of training pdJdannjng. lhiis T™Mad t e
continually weighed against what was already known or
e lievOd atout curriculum planning and the managen®Ont
training needs of managers 1in SSDs and th® ne®©ds oi

th® ZEpartmOnts lhOmse Ives as organisations,

It was approached in the same three ways as the Tolley

study., namely



”

i, The reading of . or reference to books concerned
witin a variety of issues reliated to the subject,
either fo1i1owing recomwendat ions, 1ibrary searches or

by following up references 1in other books or articles,

ii, The reading of reports and other documents on
issues reil1ated to the subject inciuding pubilications
by the Central Council for Education and Training in

Soc a1 Work and the Local Qovernment Training Board,

iii, Reading of and reference to articles contained
in a variety of journais relating to management
training and human service organisations, (inciuding
SSDs) . The Dbulk of relevant literature concerned
specifically with management 1in SSDs was contained in
siich pubiications and this 1is increasingiv the <«=ase
with the ever growing interest in management training
w d111”lin 10cal1l government an< the 1caring professions1

as we1ll fis in industry and e=ommerce ,"

The writer's officiail position during the research
gave ready access to Government and other National

reports reiating to this study,



The Questionnaire

The questionnaire was designed to elicit the factual
information relating to points i), ii ), andvi ), An
Open gquestion was designed to contribute topoints v)

and wvi:. ),

Te three parts of the qgquestionnaire were designed

respective1y by ;-

A, The writer in conjunction with the second
researcher who investigated the transfer of learning

In relation to management training in SSDs,

B, The wViter indiv ixzually .

c, The second researcher,

11 wasg decided to send one composite gquest donnaire

rather than separate questionnaires relating to each

study as the intended recipients were the same in both

cases and it was thought that duplication would lower

the response rate,

As was shown in the Tolley study;-
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"Part A was concerned with obtaining an overview of
how management training is carried out in SSDs, by

whiom. for whorn, to what purpose and at what cost",

Part B was designed by the writer in order to
estabIish the processes by which curriculum planning

took place,

Part C was designed by the second researcher and 1is

not therfore deiscribed here,

A copy of the questionnaire, parts A, B and C 1is

provided in the Appendix and the responses to Parts A

& B are the subject of the next Chapter,

As the other researcher reported;

"The gquestionnaire was circulated, together with a

covering memorandum > (Appendix 1) to all 116 880s 1in

Engiand and Wa 1es , Thirty xive C30,1I7% ), cowmpilieted
gquestionna 1res were returned, a reminder having laeen
sent out six weeks after the tirst circuiation,
However, in addition to those conp Je ted
questionnaires, a further Ie (13,79%> responses were
received either in the form of letters, or telephone

caXis, in some cases providing detaiiled descriptions
of their approach to management training",
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It was known that management training in SSDs takes a

variety of forms in its ' de1livery, managemertt and
resourcing . A forimat was therefor& constructed that
wotl dd cover a1 possib le variations wricin some
reifjpondents found difficui1iir to fo1iliow, The ma in
problem for the respondents, which was also mentioned

in the Tolley study seemed to be with lack of easily

access ibJde data and sheer pressure of work,

Al1ld gquestie=mns involved material known to be fell to be
important tofeil1iow Socia1l 8 ervices trainers from

conversations atvarious Training Officers 8roups ,
Qualifying Course Management Committee meetings et al,
The gquestionnaire was tried out in two 88Ds before it
was circulated Nationally and no changes were thought
necessary at that time, ai1ihough subsequeniiy the
writer has Dbecome aware of some questions that are
open to misunderstanding and ambiguity, These are

referred to in Chapter 4,

In spite of the problems shown above, the response
rate and the content of the responses provided
slaf ficient material for an 11BB.uminating picture to be
drawn of the ©processes taking p1laee in curricuilum
deve 1opment ,The responses HKiso provided zhe laasis for

mak ing choices about foliow up interviews 1in a nunmber

of S8Ds,



Differences in Perception Between the Two Asso< iated

Studies
The total response rate to the questionnaires of
33,96% was Jjisappo inting at the t ime al'though

suhsequent enquiries hewve shown 'fhis to e a good
response to such an attempt at information collection,
Th is was confirmed oy the Social Work Education
Adv iser from the Centrsil Counc il for Educa'fion and
Training in Social Work, who was then working 1in the

region where 'Yfhe research was tmased and had himse1f

completed a higher degree Dby research, Further the
the writer noted that in the Jacobs (1983) research
into Management Competencies, there was only B
response rate of 28,6% to the questionnaire, although
with N-B1o as against 116 for this research, the 146

responses gave a greater omportunify for comparisons

to toe drawn,

The fact of both researchers ' experience «x£ training
waid» men 'Tioned in thie 1ast 8ection, tut as was shown in
the i'reface, thie writer hiad a iong experience in
Social Work Departments including the practice and
management of social work, Ads , aft fhat 'C“ime toe ing
the Principal Officer, was aware from experience of
the dynamics of such organisations and the games t\Bt

can be played in relation to training programmes, it
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seemed ‘'theroforo appropriaio to ubo thiis oOxper ionce
a 14 rolatinships that hiad twoon dovoioped,
consiliructively in reilation to thib resoarchi, The uso
0f suchh daterial ib tho subjoct of & Jdater soction in

this Chapter.

As can be seen from the above, this was not a case of
a researcher looking for an area of study, Dbut a work
tabed probiom that it was hoped wouild be oased by the
findings of a research programme, The methods used
wero thorofore sedected and applied to tho probdom
fo1iowing an anailysis of the sources of information tc

o used and the typlo of information to tee co 1ieciod.

First, it was necossary to ook at tho wvarious
management theories pertaining to human behaviour in
organisations and their relevance to Social Services
Departments . Soconcl, management training practices
and technigues had to be considered and the way in
which curricula are glanned 1nsido and outside Social
Servicos Departmonts . Third, information hiad to bo
coIioci1iod from othker Dopartments, in order to 100k &t

Tom thOir needs hiad Den idOntifi0d, progrdmmes

planlled and rOsourcOs &Lloc&lod, Fourth , an
dsesament had to be made of other trainers*
pOrcOptions of ddequacy and success, od3eclivO0

mOasurOmOnt not bl0ing possidlo for tho redsons
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outIined in the previous section, Fifthi, folJdow ups
were made to a few Departments in order to look more
closely at their programmes and check the accuracy of
impressions given in distance form presented by the

gquest ionnai re,

In considering the first and, to a large extent, the
second tasks. the majority of the information was
gathered from reacing foi1iowing a 1iterature search.
As has been written earlier, such 1is the volume of
publications of possibly relevant materdial throughout

tlais time, that it had to become a continuous process,

Qualitative and Quantitative Approaches to the
Research
As was stated earlier in this Chapter, information of

a perceptual as well as a factual nature was required,
11 was therefore tedt appropriate to use qualitative

as weld as guantitatxve research methods,

Jacobs' wrote, in his study 1in the same subject area
cI989 p,9)

'Quantitative analysis oi the data was probIematical,
11 was also n ted that, given the subject maller, a
more qualitative approach to data was XN any case

-111-



pre forab 3d&, Neverth®©3ess it is impor¢tant to give
sorne indication of the broad bands and patterns that

emerged,

His weport was on assessing Ianagehent conhpetencies,
which considering that nearly 70% of responders to his
enquiries had used Assessment Centres, which provide a
series of simuXated exercises for participants to
complete and where experts observe and assess, one
couXd have expected a core of fairXy siiniXar and

quantifiabXe informhation elnerging.

The research reXated to this study did not directXy
address the use o0f assessment centres as a management
training aid since the writer had never encountered

the use of tlMese 1in a Social Services Departihent and

no evidence enherged from the responses to t e
questionnaire to indicate that this technique was :m
use , How ever, 4in the questionnaire, Section B,

question 3a == Is a staff appraisaX system carried out
for mhanageriaX staff? b) If no appraisaX system
exists, how are management training needs identified?
PXease specify - gave the opportunity for dinformation

to emerge 1if Centres were being used,,

In the <case of this study, the possibility of some

quantitative presentation was borne in mind and



quest- ions were ©posed as to make this ©possible if

appVvopr iate , from the in formation gained, For
instance, some of the possibilities considered were;-
a) An analysis of the statistical differences in

appirosich between Shire Counties and ietropolitan or
oncon Boroughs

b) Was there a correlation between the type of course

amd the size of the training team?

c) Was there a correlation between the position of the
training teams in the different departments and the

programmes which they managed?

Unfowvlunately however, no similarities emerged from
the gquestions asked to aiXow Authorilies, practices or

structures to be grouped in any way,

The Use of Personal Experience

Although Domain theory (Ch, 1 p,37 of this study) is
very useful in giving an explanailion for many of the
situations mentioned earlier in this work, it sets out
to classify groups within human service orgamsations
as performing different functions and fai1iing wi'thin
different domains, which thie wriieris experience has

shown 1is not necessariiy consistent,



Cevtainly, in the British Sociad Services Departments,
tho powor base might weil be within any particular
domain, but which one is infiuenced as much by
tradition and the personality and style of working of
senior staff, particularly the Director, as by thé&
functions which the personadia are performing. The
same peopIle can, therefore, funclion effective dy
within different doma ins, but the positive effect in
terms of the setting and attainment of objectives will
be dependent on the use of appropriate Dbehaviours 1in

appropriate domains to tackle the task in hand,

This, in turn, requires an unbiased Jjudgment and equal
facility which has yet to Dbe encountered; also the
ability of staff to loom large 1in the 'Political’
domain should not be overlooked, and has caused

sufficient concern to resull in the Widdicomhe Report

(198061, which will prevent senior Local Government
staff from becoming Counciiiors, 11 wiii not however
prevent Po1itica1 ior politicai1> activity and

infiuence Dbeing exerted by some officers and the
nature of social work ensures that there will always
be a fair number of Po1iitica1l activists on Socia1l
Services Staff which can influence appointments and

policies,



The considerations set out above raised the

irethodoi1ogical issue of the relationshlp between
theorv. der ived from the iilterature, and the
intuitions and 'theories in - practice' which arose
from my personal experience, Domain theory seemed to

raise a contradiction between what the theory implied
and what my intuition indicated, One writer who has
looked at the roie of perscnal experience 1s Eisner
cI979>, In giving the writer Is personal experience
in relation to Domain Theory, value was being attached
to unclassified information gained from working
thirough often compilex probilems over a number of years.
Eisner's paper showed the importance of using such
experience in i11umina ying otherwise gquantitative
data, This paper was an account of Eisner's work
with his students over a period of five years, at
Stanford University 'To develop and articulate both
theoreticailly and practicaiiy a quailitative,
artisticwi11y grounded approach to eclucation
evaiution ', 11came from the unease he fe11 &bout
the traditional methods of evaluation, <rooted as they
are 1n the methods of science, He was not, Yas he
wrote, 'rejecting scientific approaches to either
evaluation or educational research', but in the study
and expilanation of social phenomena, fei1i that they
failed to tell the whole story, In considering the

range of human sensory systems and the kind of



inforilation it provided together with 1anguagé& , the

theory of 'connoisseurship ' was formuiated,

Cgnnoissourship 1s «ktined as It Te art ot
apprec iation 1, i1t 1is tho rosuXt of having devoiopod
1a highlIy difforentialod array of anticipatory

schemata that enables one to discern gqualities and
relationships that others 1less well differentiated are
less 1likely to see,1 As Eisner, however, points out,
the theory ’'provides the context for knowing and makes
possible the stuff we use for reflectionl, If,

thdugh, it is necessary to convey what we have come to

know to others, the problem of the transformation must
be tackled. This is defined as criticism, By using
language artisticai1iy, it 1s Ioped that the <critic

will Dbe able to illuminate so as to enable others to

experience what they might otherwise have missed,

To the writer, Eisner’s paper gave a new dimension to
this dissertation which coui1d, using his criterifi, be
seen 1in terms of 1connoisseurshipi, i.e, attempting a
criticism of management training in Social 8ervices
Departments, Connoisseurship has also been important

in analysing and evaluating the case studies in Ch. 5,
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The Value of the Research Carried Out - Lessons

Learned

As was believed froin experience and is shown in tlie
next Chapter from the resulls ofthe survey carried
out, no even approximately standardised curriculum has
ernerged to date . This 1is not surprising since, as
was pointed out in the associated study there 1is a
marked absence in Social Services Departments of
clear1iy cdlefined organisationa1 objective s and

consequeniiy staff obdectives,

It was salid earlier that, for +the purposes of the
study, 'curriculum' was taken to mean the material
gresented 1in a11 1earning situations, This means

'p lanned ' Iearning and dlbes not includk Iearning fviom
casual experience which mighit be positive or negative
in terms of expected outcomes, However, to attempt
to measure the effect of this casual learning would
require a highly detailed and sophisticated programme
which was outside the reach of +this study, although
the effect of this learning might be profound on
resultant Dbehaviours, Also, most of those requiring
training wou ld have social work backgrounds and
ail1ihoughi in the major ity of cases possess a
quailification, social work itsei1f does not conform in

its training to a set N tionail1l curricuilum or sijandards



of ontry and thoroby, by inforonco, standards on

completion

These factors all precluded a trial programme Dbeing
drawn up and tested against known needs, The study
ha<» therefore, not investigated the subject maiier of
the wvarious curricuia in operation, but has focussod

on how they have been derived and are run.

As has been pointed out earlier, there are no apparent
comiron denominators of 1ength, content, or programme
management, and any attempt therefore to devise a
common programme would therefore result in a
denom ina tor being set whidch is a muillipilication of all
the elements to be considered. It may be that this
could be reduced 1if the effect couid be objectiveaiy

measured and total results compared but they could all

be affected y casual or hidden factors montioned
above, The findings of the research were, therefore,
tested against the perceptions and practices of

training officers and managers in agencies responding
to the questionnaire, and by personal experience,
The orgEnisations for coniparison were selected Dby

their disclosure of a wide management development

programme , differences 1in structure from '“he writers
experience, a wiillingness to co—operate and ease of
access,
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This research has, therefore, been used as the Dbasis
for a mapping process, to show in pi1lanning terms the
answers to the questions posed in the last chapter.

Where were we, where are we now, and where are we

going? A deliberately wide canvas has therefore been
chosen in order to examine the need for a more
homogeneous approach to curriculum design,, This

does not deny the possibie need, as with transfer of
learning problems (Tolley P ,84) , for contingency plans

in the Reresent situation,

Had there been, or emerged, evidence to suggest the
ex istence of a management deveiloprnent model that might
fit the perceived needs of Social 8ervices Departments
in general, this could- have been investigatged further
and, allowing for time and co-operation, tried out in
several departments, A1lso, the assessment oi
management effectiveness and individua1 managers '
pgerformance was not, at the time of 1% research,
sufficiently widespread to allow for a cdear

measurement of improvement to be made,

Further, the research has confirmed the difficulty, if
not impossibidi€y, of .separaiing professional controls
from the nmore general manageria l responsibiIities of

Social Services managers, with the present patttern of
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service de1livery,

Since social workers, through iheir trade union , have
so far refused reassessment of conmpetence, the best
trained manager might still prove incompetent, This
can be ilustrated by the fact that wi X the
implementation of the 1983 Mental Health Act the
planned re--assessment of social workers in this area
of practice was effectively blocked, Also, a basic
qualif ifcation 1is still not statutorily necessary for
employment as a social worker and there is not a
consequent salary or promotion bar, The inclusion
however BMof professional supervisory duties and when
necessary . socia1 work practice as part of the
curricuium was , not aliempted in this study except by
reference to certain 1iterature. 11 remains an
iiportant factor however, but its vastness and
prohabie difficuiliies 1in co-operation put 1i't outside
the boundaries of deeper consideration for this

research.

buromapy

The research programme associafed with +Hhis study was
designed to ail1liow a mapping process f© take pi1lace, in
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order to show in terms of future planning,. the

history, deve 1opment and di rection of management
training in relation to Social Services Departments,

As 1in the associated Tolley research, there has been a
probiem in keeping pace with deveilopments in pilanning,
a111"ough no evidence has come to hand showing a great
deal of <change in practices since the field research

was carr ied out,

Since the study set out to produce a critically
descriptive work, it veered strongly and appropriately
to a quaiitative Dbasis ai1ihough ailiempts continued to
find material to set this 1in a more quantitatively

based framework,

Literature has been continuailiy rev iewed and
gquestionnaires were sent to Heads of ali Training
Sections 1in Social Services Departments in England and
Wa1ies , gome of the respondents to the gques fionnaires

were foliowed up by personaid visifs,

There was a questionnaire completion response of

30,17% and a total response rate of 43,96% which, Dby

comparison to other simiiar research es, 1is a good
figure and could be taken toindicate the importance
and relIevance of t™e qgques<ions asked, However, some

f the questions turned out unexpelkted 1y o be



ambiguous and the guestionnaire in hindsight, appears
b th TIengthy and complex, which was commented on by

some respondents,

This study originated in the search for
straightforward answers to the problems of curriculum
planning, It would appear that these are not easy to
find. Use has been made of the long personal
experience of the writer ancl reference made to

Eisner-s theory of Connoisseurship,

Curriculum has Dbeen taken to mean the total planned

learning experience, It 1s accepted tha< unpilanned
or 'casual' Iearning represented 1in 'the Iast chapter
by The 'Organisational Iceberga, mighit have a

considerabIe if not major dinfluence on the behaviours
resulling from any programme, To allemp't to measure
this, however, was not found wviabi1ie 1in terms of the

situation and resources of this study,

The values attached to Social Work shown in Chapter i
and fMe 1ack of their uniqueness and consistency, have
been borne in mind, as has the oversight of sociaz1
work practice and The abilify to step in when
nesressary demanded by the majority of Socidal Services
management Jjobs, These have, however, been Dbeyond

the resources available for an in depth study to be
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made and alternative patterns of service delivery

explored,



CHAPTER 4

RESEARCH INTO CURRENT PRACTICES

Information Collec f£ion

As was started in the 1last Chapter, a questionnaire was
Prepared and sent to fhe Prineipal Iraining Officers
in all Soeial Services Depar'fments in ¢« England and
Wa les, The ques'tionna3re was prepared in conjunction
with the associated research (Tolley 1989), Section A
being appropriate to bo"h researches, Section B to
this study and Section C to the Tolley research, The
reIevance and use of the material gained from Sec fion
A differs be'Bieen the projects and 1is differenlly

presented,

The total response rate of 43,96%, of which 30,17% was
in the form of comp 1e f=d questionnaires can be
compared to the Bailey (1990) study referred to 1in the
next Chapter, In the Bailey study there was a
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response of returned questionnaires of 61%, but this
was from 121 gquestionnaires sent to a total of only 17
Authorities, all of whom had agreed +$© tSke part in
the {xogramme of identifying social1 work management

competenc ies.

The following report on the research has been prepared
on the basis of an analysis of the responses to each
question in turn . Both the questions and the
responses are shown at the start of each gquestion for
ease of reference by the reader, Comments on the
answers are shown after each guestion and the overall
picture to be drawn is summarised at the end of tIe

chapter,

A copy of the qguestionnaire and covering letter are
included at the end of this study as Appendix A, The
responses to Parts A and B of the questionnaire are
shown in full as Appendix B and Appendix C

respec tive1iy,
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The Questionnaire

SECTION A

1. Is Management training arranged in your Authority
by
a} Chief Executive1s Department

b> Social Services Department
c) Any other Department
d) Combination of Departments

If ¢) or d) please specify

Th is gquestion was asked since experience has shown
thmt different TJFractices exist for no cdearly
ident ifiab 1e reason , There ex ists the broad
di«hotomy of whether Management know ledge and skills
are readily transferrable and Social Services

Management tasks can be seen as broadly similar to all

others in Local Authorities, or whether the
professional tasks and values basic to a Social
Services Department are such as to require either an

exclusive and individual Management training or one

shared withi other he Ip ing professions such as
Meallh, Severa 1 unive rsities and colileges Hhave
introduced programmes 1in the latter category, but the
development is to some extentprecluded by the
structure of Eegional HeallhAuthorilies and fund ing

through such bodies as the



Englis?' Nursing Board which practices exclusivity,
Also, Educaiion, whilIs« in the Local Author ity net# is
largely separate 1in 1its Management training which 1is

frequently carried out Dby such organisations as the

ren@a ining Instifutes of Education, or colleges
offering separate Diploma courses (e.qg. Nottingham
PoXytechnic) , There is, therefore, some ciear

o 'tivation for the Central Trainers no'C to Xet the
largest remaining Department, that is, Social
Services, ‘do their own thing'. This potential
conflict has already become florid in some Authorities
as, owing to the continually changing nature of Social
Services Departments, the changes in Social Work
quailificatxons and the encouragement/pressure from
both the Central Government in the shape of the
Departmen't f Heallh & Social Security Cnow Depf, of
Health) and the Central Council for Education X
Training in Socia1 Work, Social Services have

generally Dbeen the only Local Authority Department to

appoln't specialist Training O0fficers and se=w aside
specific resources to meet training needs. The
researcher's over 20 years' experience of Social

Services Departments and their fore-runners have given
many experiences of these resources and initiatives
not being utilized to their Dbest effect and this has

undoubtedly contributed to other Departments seeing



them as a plain target if they seek to spread their

sictiv Ities, power gn#* influence (Pelligrew, 1I973),

As & resull, some Socisil 8ervi<e® Departments, it is
trye, have been p leased to siot into existing
pr grammes when the ir own 2Iraining 8ections have Ieen
short of msnFower or expertise. but some Authorities
now have a regulation making one Department, usually
the Chief Executive 's, responsibIe for all Mansigement
tr&ining, allhough on the whole, Education Departments

still seem able to ignore this,

8ome g8oc idl Services Train ing officers are now
prevented from, or have to ask permission to run any
form of mmsinagement Rrogrsmme , Where this hias
occuVred, no evidence has conme ‘o 1ighi't fat the
die=ho"omy mentioned above hsis been considered in sny
profundity and the arrangements often seem to stern
from ‘Yhe perismnali'ties or negol3ating skills of Chief
Officers concerned, Many ©ocial Services Depar'bmen'ts
run a Management programme alongside the centrally run
courses and c¢ffen there is an overfiow whien ‘the
Central provision cannot cope with thenumbers

presented for training Dby the Management intensive

nature of the 3o0cisil 8ervices Department,
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Of t-he responses to the questionnaire, 29 of the 35
Author ilres used Centrally run courses 4n s ine form,

Only 4 Social Services Departments met all their

training needs, 21 Authorilies specifically named
the Chief Executive's Department, but the other 8
named Departments such as Central Personnel, or
Management Services, which 1is presumably the location
of Central Training, I2 Authorities specifically

mentioned a combination of Departments - (cl) on the
gquestionnaire - and all these were Social Services

Departments iogether with Central Iraining,

Examples of all the points mentioned here appear in

the case studies in the following Section,

2, Are Management Training Courses run by ;-
a) Internal trainers

b) interna 1/exiernail

c) External

Whilst the intention was that tb) in the qgquestionnaire
wou Id shiow exiernal trainers working within the
Department, there 1is the possibilily that respondees
to the questionnaire might have interpreted it as
jointly run courses, and not as intended, 'outsiders'
working inside tl% Department, perhapB under contract,

particuilariy if they were not famiiiar wiihi tI%



1iferaxure using this term, e,g, Ottaway 1973),
Yost Authorities run a range of courses, and often run
and staff them differently, Experience has shown
thiat this 1is frequeniiy on a count of resources and
gonvenience vwther than poilicy, Undoubtediy,
however, 1t 1is true that outsiders Cexternals) bring
with them a credibiiity, however based, and siccep t ing
their views 1is edasier than taking the advice of a
colleague, Thiis is particulardy true when the
situation is high iy competitive, as often o curs

foliowing statutoriiy enforced organisailions and not

infregquent major and minor voluntary reorganisations
in order to arttempt to 'get it right' , It 1is not
surpris ing, therefore, that many staff suffer from
insecurity and cases of loss of power and status,
ihie marking out of territory as shown instudies of
amimail Dbehaviour, still seems to Dbe am important
informai function amongst 1he hiuman dnimailis in many
of these organisations, but whereas animals mark the
ground, thie emp loyees wild often me taphorically
urinate on each other! As & non--involved Professor

advisec! the writer sociatliy, when a Management course

was being planned) ‘since none of the staff are ready
to listen to each other, it would Dbe suicide to
teach it yourseaif, Bring in an outsider and ix they

are good, taike the reflected glory and if not, vyou

can waive goodbye at the local rati 1way station, 1
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Fortunately, the outsiders were good, and the scheme

worked,

Of the respondents to the full gquestionnaire, only 10
showed internal +trainers for any of their courses,

whereas 26 1listed internad/ekternad and 13 external,

Ie of those ticking Cb) showed this category ona1iy
whereas only one showed Cc) only, 2 showed (a)
alone and 5 ticked all three, (a), Ch > and (c),

FE'rom this, it is clearthat there is a marked
preference ior bringing the tutors into thie
Department, which might be for a variety of reasons
besides those given above, For instance, by far

the majority of Social Services trainers are in that
position via a Social Work route, They might have
no managewment experience, or even i1if they had, no
hanagemrent training, Furthermore, few Social
Services trainers have a back up service and have to
act as administrators, planners, organisers, bursars
and discussion leaders, to name but a few of the
tasks, With the range of professional social work
training also to be considered and the fact that the
Management training influence is probably only
occasional, the viabii ity of tutoring becomes
doubtful without taking into account the previous
comments as to whethier it is acceptabie,
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3, <7J.) What 1is the length of the courses and the

nuher of students invoived . Ifilmre 'Yfhan one type
of course pilease Liist separateiy, s8how ;

(a) T i11e

ib) Hours

tc > 8ludents tota1

(d > 8 ludents 8o>xiail18ervices,

What 1eve1 of staff dis on the course ;-
(a) Advert ised for

(:x) Accepted for

(44> Over how many days are the courses spread?

Ciii } How are the days spread?

(Av) How much t ime is expected in addition for
reading and assignments? How much of this is
granted a.s 1eave from work?

(v) Are staff replaced?
iv) How frequenlly are thecourses run :

ca ) Monthly

(b) 8 Monthly
Cc) Annua 1ly
(d) over ane year,

“his ws a key gquesiion in the w h 1e pragramrne, since

Authorities have the sahe statutory re ponsifail ities
and provide broadlysimilar services, Although there
are some differences in thestructure of the
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organisations, broaddy simxlar positions are found
across all Authorities and, since a.ll these positions

are filled Dby people with similar backgrounds and

experience and, in most cases, no previous Management
training, it wouidbe reasonab le to expect a
similarity ofprogramme betweenthe Authorities,

0f the 35 Authoritijes answering the gquestionnaires in
full, I23 course tilles emergecl, in add.llion to the
two Authorities who failed to name the courses but
gave other particulars, One Authority offers 8
variations and 2 Authorities 7, with an average figure
of 3 or 4 courses per Authority, 92 of the course

titles shown were t<stadly different.

Whilst the question asked for hours, some gave days,

but these have been taken as 7 hours each, which 1is

the figure given Dby most Authorities, Excluding
secondment to National courses, the time ranges from 4
hours to 175 hours, There 1is no correlation of
hours, even between courses bearing the same titles,

The guestion regarding teaching hours was intended to
sh w the time actuai1iv ment with the course group in
a formal selling and not merely the didactijc input,

The answers and enquiries 1indicate that it has been



answered as such, The hours shown for the courses

are as follows;--

No ,of Courses Hours No,of Courses Hours
1 4 3 6
5 7 1 8
4 12 11 14
1 15 I 16
6 To 1 20
6 21 4 24
I 25 3 28
5 30 1 34
9 35 S 36
2 38 1 40
S 42 1 44
1 49 3 60
1 70 1 72
1 76 1 84
1 87 2 96
1 10S 1 113
? 126 2 140
1 175

E ew 45iing th is in tefrms of
courses within 10 nours of each other in duration,

then ;—



10 under i0

23 10 19

(S 20 29

0 40 = 49

NT so 5'3

1 SO - 69

3 70 79

2 90 - 99

! i00 109

1 iI0 - TI19
I IX"T

Mil 130 -139

2 i40 - 149

1 170 179

From this, 11} 1is shown that on.I.y23 of the courses are
over 40 hours in duration and that 71 are under 40

hours,

Both the size of the course and the ratio of Social
Bervices starf to ox-hsr students was asked ro cjet
some idea of the style of instruction and the emphasis
on the particular problems of the Bocial Bervices
Manager, Of the 1internal courses already mentioned,
ST are run for Social hervices staff only, The

courses are well spread with most Authorities offerind



a range of courses, some for Sociai Services nly and
some for mixed staff, Four of the Authorities that
responded fai3ed to give spexific answers to this
quest ion and a further 6 only second peop de to
centrally run courses, Many of the Social Services
Management courses are run for the Department by
Central staff (see Question 1I) but.,as will be seen in
the next Section, 1t appears fromthe case studies
that this 1is wusually as a result of a single resource
being unable to meet the needs of such a large number
of Managers rather than the result of overt policy,
This does not, of course, rul3e out the politics within

the organisation as mentioned earlier,

With regard to the part of the question as regards the

level of staff on these courses, (a> advertised for
and (In) accepted, APT & C Staff salary scale spinal
points were requested, This Dbrought a surprising
range of replies, It was intended to show how far

coidirses mixed Managers wr king at #%lifferent Ilevels of
responsibility, Was there a total separation or was
it possible for senior and subordinate managers tx
share the same courses? Also, by asking (b), 11 was
hoped to see 1if courses were filled wup it they did not

allract the target group,



The results were so varied, with the answers given in
such a variety oi ways as to make them unciassif iable,
an codlation only points to generaid Irends, Ondy 4
Authorilies answered the gquestion as asked, a further

7 gave the student's Jjob title attached to ranges of

points on the scale, i.e. APS, SO (1), PO 11> etc.,
although, in the latter case, this could foe any
consecutive five from an eight point range. Examples
0f other answers that were given are;— Salaried first
line/m iddle managers all staff in Managerial
os Itions - all 1levels nomilnations requested from
Departments and levelIs vary consi erafoly - experienced

staff as advertised and any level of Management

pos ition.

Two Authicdirit ies failed to give any answer to this

question,

The helpful information from this question was that
only two Authorities openly disclosed a difference
between (a) and «h > and one of these ranged up and one
down, However, most of the answers were so vague
that they could hide a multitude of sms, This
could indicate a 1float and hopel practice in the

p larming ,
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Question Ciii) was designed to show the pattern of the
course and how long the students would foe exposed to
the course influence, Were the teaching hours shown

in 3Ci> designed as a big push or a slow drip?

Again, excluding secondments to external award-bearing
courses, the TIength of the courses shown varied from
half a day to 26 days spread over ISmonths, One

programme of 28 days, 2 of 18 clays avid I of 16H days

were also shown, All other programmes were of 12
days or less, The 1longer pr grammes are only being
used by 3 Authoritiesand all spread over several

months, The shorter courses tend to foe in Dblocks
allhough as the studie s in the nextSection will
show, some are modular or cumulative, so that the

totad time spent on Management training for an

individual employee might reach that of the longer

courses, 0f the course s shown :-
No ,0f Courses s 2oaK Over how 1long
3 10 I week plus sets

4 day block plus
3 day block

foloc k
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No

14

of Courses

1

22

Days

IS

10

10

12 14
2b

12

20

12

18

Is

Over how long

3 x 3 days plus
I x 10 days

b Xoc k

block

block

2 x 2 days

1 day

b lock

block

2 x S days

I - S days total

4 2 days

2/3 day blocks
M day per week
2x S days +

4., x itday

2 + 1 day

4 x S days

plus proaects
i day + 3 days

2 days
it day monthly

iday per month

Iday per 2 weeks

2 /3 clay blocks

iweek Dblocks

uslia 11y



No, of Courses Days Over how long

2it day projects

4 2 2 weeks

2 3 I day x 3

b 3/8 2/3 hour sessions

I S I per week

1 S 4 x 2

1 20 2/3 days every

6 weeks

I 2 I + I

1 2/5 Weekly in blocks

1 7it S + 2it

1 X bloc:ks

I 28 2 days per month

I 12 I day per month

I S 6/12

1 4 2 weeks
From this information, no pattern emerges, The most
popular course not surprisingly, is one week Dblocks
(22 courses in all), but there is no correlation of
this information with the subject matter of the
courses (course titles were also submitted.), The

resl1 as can be seen . vary so widedy that convenience
is the most 1likely explanation, again indicated by tidke

later reports,



$iv) was a dgquestion relating to additional time
expected for reading and assignments and how much of
this time was granted as leave from work, Only IS of
the courses shown were said to require no reading or
assignments away from 1lhe course, but since 9 of

these had Dblocks of consecutive days and the case

studies indicate that the courses are often
'residential’, it seems likely that the work set
exceeds the stated hours, These courses were only
presented Dby 8 of the Authorities returning the
gquestionnaires andone of these sets work for Lhe
other courses shown, Ail the other courses indicate
the need for some additional work but most were
naturally vague as to the expectation since it is

first &lways difficull to gquantify and, second, a
be low the line sub jec t to avoid difficullies in

commitment, resources and Union negotiatons .

Answers include the specific 40 hours plus 10 hours,
the fairly specific 4-++6 hours, 6-8 hours, 1—2 hours,
3—4 hours, 2-3 hours, about 30 hours,and going down
the scale, 4 hoursglus evenings per week , The
vague to very vagueinclude F found 'within Jjob

time, found within job time or homework, few hours ger
month, reading expected, varies from nil to guided
work, several weeks, several hours , wor k related
projects are regarded as Dbeing part of Jjob and not
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horiework, varies between students, se lLf deveXopment in
spars time, With regard to leave, only 9 of the
Authovities give anything din addilion for courses,

The answers again vary from the specific to the

impossible to quantify, These were:- All of it -
mostly - carried out at work - expected to be carried
out at work - work related study related

negotiable . The majorIity of Authori ties give no
extra leave, even where additional course work is

expec ted,

(v > This question related to thie replacement of
staff in their place of work whilst allending

Management courses and was easily answered as the

resulls were almost unanimous, In most Authorities,
there is a practice of replacing staff on
professionatl Social Work courses, This is done by
recruiting additional staff, making up or <closing
ranks and supporting resudtant overtime, 11 is true

that most of the Management courses are far shorter ,

but in practice, 11 should be noted how real the need

b elomes for additionad leave . When asked the guestion
about replacement staff, all Authorit3es answered
'No ', although one Authority went on to say that

some key residential staff were replaced, and another
repllaces for lhe CSsS Speciad Un1l option in
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Management, but this 1is really in the Social TWork

professional training basket,

(v d) This guestion, regarding the frequency of the
courses, was asked to get some idea of how far the

courses were contributing to meeting the needs of

their Departments, Bearing in mind the large number
of Social Services staff in some sort of Managerial
position, none of the courses submitted could Dbe

meeting the needs of but a small percentage of these

staff, although the majority needs might of course,

be met in some other way . Responses were as
fol lows :
Frequency in months Number o f courses

4 4

6 34

12 SO

One additional answer was a programme of short courses

spread over a 3 year period,



4, P3ease 1list any idlanagement dmvelopment activities
other thfn 1IMrain lIng Courses ;—

P lac emerits

S5pecial Proje ts

Formal Cooaching

Oiher Cplease specify)

21 of the Authorities responded to this gqueation idin
aome way allhough, in addition, one wrote 1ldo not

understand gquestion ',

Under placements, one showed 3 months as part of the
CSS scheme and, with the general short course
programme one showed two placements as part of the
career development programme and adnother secondments
to other posts (occasional), A further Authority

said the maller was under consideration,

It is regrettable, although not surprising,that this

valuable learning tool is not more widelyused, Dbut

placements are often difficult to find and arrange
and the lack of replacement staff must be borne in
mind, More use 1is made of this effective learning
experience in industrial and commercial sellings,
Two further Authorities ticked the gquestion, but gave

no details, and one wrote 'nil',
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Under 'special projects', four Authorities related
these to particuilar courses, 0f tMese, one
specified secondment to project work, one to CSS, one
to mental health and one to general management
development, Of the less specific replies, one
stated studies for Polytechnic or University cour ses,
and one io Region&l workshops, Interestingly,
another Authority showed the special projects as the
result of a previous Senior Management programme,
where the team still often meets to develop new
elements and relate these to specific tasks, Three

other Authorities ticked the question, but did not

elucidate, Mine Authorities responded to the
'formal coachingl question, allhough three of these
only by a tick and one 'yves' . Of the rest, one

re3ated this to t¥e course already specified wunder

the previous two headings, another answered
'supervision', another 'at times' and one with
'action staff development courses', The last

Authority coup 3ed it with the following gquestion,
deve loping the answer thus, lleam building activities

— 1identify groups or teams and exhibited problems are

looked at in detail and varying pressures are
examined with the group (Social Services Department
only)"', This 1is an Authority using Central Training
and it would appear offers an orientation to

particular aspects of social work. Under the



haimding 'other1, twelve Authorities responded to
this question, five o0of which had not responded to any

other aspects of the question,

e answers which show no common denominator were ;—
Time for work in teams 1is encouraged,

External courses,

Recent appointment of ilanagement skills trainer to a
Social Services Department,

Action learning sets,

Regular 1lon the job ' supervision, hanager/lianager,

CSS development 1involving Line Manager 1in assessment
0f student/staff,

A few senior staff are supporting the Dipdoma in
Management Studies (2) and Certificate in Management
Studies 13) ,

Man gement consullancy as agreed with Line lilanagers -
successful view intake .

iionthly llanagement forums lteach- ins ' for ilan«gers,
Currenlly being cons idered in line with Central

Council for Education and Training in Social Work

Initiative, Also developrent of Team Development
Manual, Management developmentstrategy now
beginning, Some previous workdone b ut not very
productive, Very little Management support in
Practice, except in >he or two areas, Action

Learn jng Sets job swaps project work,



From these answers j it, can be seen that there is no
evidence to indicate any general appreciation of the
value of a learning programme or that the courses are
in any way linked to other components of such a
programme. That is that the 'on the job
supervision* is related to <course supervision which
ta®es into account resources and constraints and uses
to maximum effect other means of learning Dbesides
course attendance, It 1is again, on the whole, a
hotch potch of ideas to embroider courses and there
is no evidence to suggest that most have any clear
purpose other than 'we need something, and this seems

a good idea',

5, In your organisation are Management Training
courses seen as ;=

i) Important to promotion

2) As a priority for staff

3% 0f high status

4) Relevant to job,

These questions were ail rated I—S on the scale from

'not very' to 'very',
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member has been a willing participant. Score sheet

2, Motivitating staffto llanagementtraining 1s
difficull, particularly1lf they have no a&mbition,
i,e. wost lianagers ina rural county . Score

sheet 5, 5, S., S,

3, Training Section/Senior lianagers perspective .
Training has problems in lidnagers, especially
tean leaders/ 'officers-in—charge *, in commiiting
themselves for training, Some training is made
mandatory, Score sheet - 4. 5, 4, 5,

4, This would reflect mixed response and commitment
in all groups, Score sheet 4, 4, 3, 3/4,

5, First Line lanagers see the courses as of high
status 1S> relevance to Jjob (5>, liost Senior staff
see 1t as 1less relevant etc, Score sheet— 4, S5, 3,

3,

6, Starting to be seen as of high status, CMS
running 4 years, NEBS3 only I year. Other

Development courses keenly sought by staff, Score

sheet W4, -1 4, 3, 4,



7. Above has been the culture to date in terms of
my experience this may be changing, As Training
Officer, I consider such courses as high status and
re levant to job, if done as process managing,
Hospital Social Work Departments place high status on

such training, Score sheet - 2, 3, 2, 3,

8, Some members of each Management team believe

that management training is important to promotion,

particularly in the Area Managers and Principal
Social Workers (Team Leaders), Score sheet - 3, 1,
2, 3.

As an attempt to assess attitudes, the results of

this' question are confusing,Besides the respondees to
the questionnaire, most Social 8ervices Departments
have some Management training taking place and it is,
therefore, reasonable to assume that it has some
importance, particularly when resources are scarce as

at the moment, and the emphasis 1is on professional

courses to improve cldient care,

To question ‘Important to promotion', Jjust over half
the respondees rated 3 or below indicating tMat 4t 1is
not a valued asset when staff are being assessed for
senior ©posts, 'AN priority for staffl only rates

s ligiilly hiigher,

—_ jso....

el ™ r 4



'0Of high status' scores slightly higher again dn as
much as there were no ‘I's. However, again, Jjust over
half scored 2 or 3, 'Relevant to Jjob" stored much
heller confirming a mot ivation for the Training
Officers in running these courses - over two thirds

scored 4 or 5,

There appears, then to be a situation wilere the
courses are seen as relevant and receive at least
some scarce resourc.es. They are not, however, seen
as being important for promotion, a priority, or of
particularly high status by Managers appointing more

junior managers, Strange indeed !

6, In your opinion, to what extent 1s attendance of
courses affected by ;—

a > geography

b) time off

c) ompetition for places

The answers to this gquestion were again scored from

very much to very 1illle against a scale i to 5,
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Op inions were souacht since accurate measurement of
reasons is impossible ~ there are always adequate
excuses, However, a) and Db) can to some extent be

overcome 1if motivation is h igh,

0f the answers studied, only 4 AutIorities thought
that S (very little) was the effect of all these
factors, Of the rest 12 scored a, at 5, 8 at 4, 3 at
3, 1 at 2, i at I and I left the answers, To
question b, 6 scored at S, 10 at 4, 3 at 3, 7 at 2, 2
at I, Question ¢, 5 scored at 5, S at 4, 8 at 3, 4
at 2, 6 at 1I.The overall picture emerging shows that

only 6 Author ities fell geography to be an impor tant

factor scoring 3 or less, 12 scored 'time off' at
the same level and 18 felt competition to be
signif icant, This could certainly polnt to staff

being well motivated or,at least, anxious to attend,
but the programmes being under~resourced, Ihis

suggestion 1s further explored in the next question,

7 0o existing resources a 1Ldow you to provide
sufficient management training opportunities?
YES/NO If no, please indicate area and extent of

shortfall



In answer to this, 26 answered No. Only sevan
answered Yes, and one of these qualified the answer- as
'in mental handicap field', Of the 'No' answers, 22
gave the following clarifications ;=

i) lHiany res idential lianagers, (over 200) who will
have to wait,

2) Courses (numbers then followed) need to be more
frequent and catering for more df our staff,

3) Time , monev and relief staffing,

4) Trawining O0ff icer 1s time, If moreavailable,
there would be a resulling shortfall in finance,

5) Tepartment 1is looking to 1localise 1its area teams
and services ,Present resources have not allowed for

tliis development shortfall approximately £ i0, 000 ,

6 > Olher M .D opportunities not seen as important,
7) Money and staff
8) Coulddo with more resources of time and money,

9> {io first 1line training on any systematic laasis -
no importing of specific management skills, No

preparation forcorporate role,

10) Access to CMS fails short of demand,
I1) No external day release for DliS etc ,
i2) Need more project/practice re lated tasks for

middle management course,
I3) Residentiad staff still involved in basic train ing
and resources contentrated on this, Time and money,

I4> Not enougli commitment to integrated approach,



15) Numbers of staff who wish to attend courses are so
great that 1follow up ' courses are inhibited by staff
and time available (training staff stili giving staff
the ir first taste course) ,

16;> Could do with £7..000 more in budget, but also

could do*with more explicit backing by Senior
Management to regard this as apriority,
I7> Succes sion training, e ,g social workers, Deputy

Managers., 20 plus,

18> Currenlly assessing,

19 > The whole spectrum of Management training. Only
25% of all Managers have any neinagement training,

20> The majjority of people dn management have been

Offered no fovim of management training,

21) Advanced/degree Jdevel,
8) Is the training programme aimed at a) Improvement
In the existing Jjob ) contributing to effectiveness

in changing role at the same level cc> preparation for
promotion, d) other (please specify) The course
numbers were also redquested, so the information could

be correlated with other guestions as to meeting need,

98 courses were s ecified by the 3 I Authorities in
response to this question, and, of these, 85 were

shown as category a), Of the 66 shown as category



h >. only Tl of these were not adso shown under
category a). The 22 category c>, only included 6 as
being for this purpose alone and this was only from 4

Author ities,

Of the remaining category <), 12 were also said to
cater for categories a) and b)), Three were listed
as appropriate to a) and c¢>, arid 1 to Db) and c¢>,
Only S Authorities responded to category d) and each

0f these only listed I caiegory or other,

The responses were ;

'personal development', 'responding to staff',
ldemands for opportunityl, ‘'integration of management
style and aims', 'increase 1n Department and whole
organisationl. 'clima te for better *working

relationships', ldealing with change '.

The first and last reasons were said to stand on their
own for a total of 4 courses. The second reasons
were said to apply to three courses alongside
categories a) and b > in t Authority only and for the
rema ining Authorities whilst shown as applying to all

5 courses, two included a.» b , ¢) and d), two a.» b)



Pevhaps the comparat ive lack of activity in thé
lpreparation for promotionl, is a result of the
National policy of all Jobs being opfin to louts ide
competitionl except 1in cases of redundancy, The
policy would also have infTuenced the comparative
weighting towards 'improvement in existing jobs',
since Managers would appear to have to be appointed
befgre they are trained, Departmental r@éorganisation
has become part of the pattern of life in Social
Services Departments and yet there 1is 1little evidence
of this being reflected in training programmes,

Perhxaps 1~iB is wlly there 1is such fré&guént change,

9) Are the courses award bearing a) some b> all
c) none if the answer 1is a) or b>, are the awards;-
Certifiwate, Dipl ma, Degree and 1is the Awarding Body

a Local Authority or a niversity/Coll&g@?

of the responses, 18 listed 'none’ and no 'ail!
responses were given, Fifteen responded with 'some '.
of these, only two listed Local Authority, i, e,

dmp loyer certification and, of tie resf£, there 1i a
mixturs o f Certificates, Diplomas <«nd Higher 0Oegrees,
Only five of the Authorities showed Higher Degree
secondments and this 1is for very few staff,
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The certificatea are shown as CliS or BEC or any LA or
any DSS. Some also include a Management option under
their Certificate 1in Social Service scheme, allhough
level, quality and quantity vary widely, as 1t 1is not
a 'standard optionl, Diplomas are principally DIliS
although access and applicability are sometimes

difficull factors,

It 1s somewhat surprising to see the paucity 1in the
use of the Award Dbearing course, It undoubtedly
provides a motivating factor for many staff and adds
to personal CVs when promotion 1s Dbeing sought, It
is true that they woudd, to a large extent, fail to
Obviate idiosyncratic curricu3um planning or control
length of training, but they would lead to an expected
level of knowledge and at least contribute to a

greater standardisation ,

10 ), Mow are courses managed? ¥ a Commillee, give
membership by Jjob title, If more thanone system,

p lease describe all models,

This question hoped to clarify some of
employer/college allenmpts at lpartnership 1 in

management training, Within Departments, it was also



intonded to givo sonk inc(ication as ‘o whero iho
'power lay' to change curricula to meet changing
perceived needs and 1in conjunetion with Quesllons 1
and 2 to see how and whether the courses were res-
ponding to a Departmental Senior Management corporate

view ,

0f the Authorities responding to the qgquestionnaire, it
ls regrellable and may be significant that S failed
to answer the question, one wrote 'not applicable’
and another ‘don't understand the gquestion', Of the
more positive answers, many Departments have different
systems of course managenment for different

zourses on their programmes,

ek ing the total of different responses ra—fiher than
separating Departments, there 1s no common or even

frequently used pattern apart from those Departments

looking to the Certificaite in Social Service
Managernent opt ion as providing asigni ficant
management inplit to their programres, whe re thie

Centrail Council for Education and Training in Social
Work has stipulated a Joint Management Commdllee

structure for each schenme,

The single, most frequently stated management vehicle

is the Local Authorily*Central Flersonne 1 or
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variation of this theme, such as 'Parsonad Service
Divis ion !, 'Cevitral "raining Officerl or lianpower
Services Oivision ', This was bhown as sole idanagar

in 19 cases,

Social Services training staff, either individually or

as a Group., were said to manage 15 courses 'on their
own' ,
In other <cases, the Principal Training Officer or

nominated member of a section Jjoins a variety of

different groups. Examples given are;--
1> Training Officer in Senior Management Group
2> Internal Trainer, Course Tutor Lonsullant,

Operational lianager,

3) Director, Principal Training Officer. External
Trainer

4) Deputy Director, Training Officer and College
Leeturer

5) Training Officer . Area Officer . Princ pal Officer,
Team Leader.

6) Training Section and Director of Social Services
7> Training Officer, College County Personnel,
ffep . of SocialServices

8} Personal 8ervices Division, fraining Officer,
Assistant Director,

9) Race Unit and So=ial 8ervicesTrainers



10> Assidistant Director and Frincipal Tratining O0ff icer
I|) Principal Training Officer and a 'Freelance'
traiiner

i2 > AsB istanx D irector, Area Officer, Sen idor
Adininistration Officer Princ ipa3 Iraining Officer,

Central Senior Iraining Qfiicer,

0 lhie V answers to this quest iowv inc luded tutors,
(internal and course organiBers ), Training Unit staff
and College staff, as well as the ‘external’ courses
being managed by 'University’ or ‘Polytechrnicl, but no

commillee structures were g iven .

Although there is no significant style of course
management shown, it is gquite clear that the role of
the wvarious Departments’ Training Sections varies so
widely that it appears to function y convenience or

someone’s, or even a Group's whims,

It may be that this tendency is not confined to
Management training but also permeates other
activities, Thiis view was somewhat confivmed by the

later interviews <see following chapter>,

IT) Do vyou have a budget heading for Management

training? B YES /NO, If yes, a,’ how is this



calculated and b) what percentage 1is this of the total
tva ining udget?

22 f the Author it ies answered 'no' tc this question
although two of these amplified the answer by stating
'not explicilly *. 0f the remaining twelve that
answered 'yes', one gave no further particulars,

The answers amplifying yes' were so varied that no
conc lus lon can be reached, except that there 1is no
common f{allern,

The answers were as

How calculated?

1-,6,000 mainly for fees

and CliS & DhiS fees
2- On basis of need then
modified according to

Depa rtrnental priorities

3 1In rela'ion to courses
proposed/offered

— 11

follows;™-

Percentage o ftotal training
Budget where shown
15%

of short course

expenditure



vV i - -- R ;v IV

4 Fun<kd frem two sources~

CMS from Central Training
budget, *Managing Objectives 1,
fr>sin 1lin house l training costs
of fees,travell ing, subs istence
venues etc, ,Grdnts btained

froin oufside sources,

5 The sum rema ining after certain
othor prioriiy aXXocations

are made,

6 £8;000 to cover fees
and subsistence eXements

07T externwX managenment courses,

7—Part of CentraX Personnel
budget for this and other

Departments.

8 CentraX Iraining run by

Chlef Executive ls Dept, has

a sum of £10,000 for

Management DeveXopnment

As weXl as centraXXy run

courses and equipment, Departments
can get part to encourage
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Departmentally based

initiatives, Not calculated

3-Need survey (shopping

Iist) ,Numbers of statf

prioritisation ot training Ist, year- not
steering group, yet known ,
Ig p00s arnc accomodation 10%

and travelling only
Allocation by lianagenment
course size,

II-As part of staff

deve Iopment initiative i0 ¢ o finitiative
in mentaX handicap, budge t—£ 10, 000

per year

Two of the respondees who ticked 'no', aXso, however,
made comhents <S 1in totad) iIn the caicuiation coXuwmn,

These were ;—

1 See 8 above,

2 Varies year t year, average £4 ,000, Ca Icudatt ion
is to fix a term "-am agreed sum 1s arrived at through
decisions with Head of Operations, Director and

Training Officers,
3 Amount reqgliired is assessed along with other

assessed training needs,



4 Provision 1is out of Post QuaXifving Budgei,
5 Any project 1s given funding, it agreed, Dby SMT as
needec!, ttersonneX 8action coursas are frea to 8ocial

Services,

These answers aga in seem to raflect tha wide
variations of perceptions of the importance of

managemant training in 8ociaX 8ervlces Oepartments,

The <criteria, where any exist, do not 1Indicate the
existence of any carefuX.lv plannedprogramme for

c ledarXy identif ded staff . e only possible
exception to this 1is where secondment to outside award
bear ing ourses is oftered and this, in any case,
would onlv meet a small part of a Department's needs.
From the answers given it is, however clear, that in

total a vast sum of money 1is being spent,

iz > Are ffchere any issues or concerns you would 1like
to raise about Management Training in Social 8ervices
Departments? Please make your comments 1n the space

below,

This question was framed to take account of any
reXevani situations or developments which were not

brougtt out by the previous questions and to give the
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respondent the opportunity to amplify or pass some

general «womments,

11 was with surprise . therefore, that the responses
were received Dboth 1in terms of gquantity and content,
Oof the 32 respondents, 20 completed this question,
Since many of the answers give a picture of the 1life
0f a Social Services Iraining Officer andt in many
cases, reflect the worry and frustration fell they
are listed below as wrillen, Dbeiding of particular

interest,

1, Yes B lack of follow through into work situation,
Much input is still like sand through a sieve,

2, I am less inclined now to favour formalised
management courses off site, We feel our next

management development axtiviies should concentrate
on smaller groups of staff and meeting teams, or true
management relationships as a form of networking or
organisational development, What happens to this

development is the lack of a really clear set of

organisational values, though our value statements are
clearer than most, The lack of any systematic
attempts, structures, to support First Line Managers
or monitor thedr activities. The redative neglect
of res idential units and the failure of most
Auchorifies to acopt a staff deve lopment
review/polIicy, My own priority would he to concen
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trate Management Training resources ‘in house' (.which
is where things really go wrong> sillhough I am a3so
interested in distance learning development and the

preparation of potential managers,

3, We have, this year, diverted much of our training
budget towards training our own staff, rather than
seconding them e lsewhere, The idea of

management development opportunit des in addition to
courses 1s not widely seen !

4, Very early days in fhe development of our
managemen © programme .

S, Main need 1s to make them a normalpart of
expecHa fions, made at a parficular job 1level and on
Fippo intment leve J. The present permlssive
recruitment for most courses only attracts the less
needy,

6 Only that it is obviousIy a neglected area, not
for leick of desire,blit from the culllire in 8ocial
8ervices which concen frEfies on service provxsxon End

updating to meet new professional demands,

7, The Treilning 8eciion xs allempting fo deve lop el
co ordinated Management Development package, This 1is
proving dif ficull becEise I> 8enior Managers

Eicknow ledge their Memnagers ere often poorly traxned
but seem unclear of what they expect from a good
lianeiger, 2) Trainxng courses are run ex ferndlly,

e.qg, D.ii.Ss,, M.A, etc .address a wider context



adequately, but do not turn out a totally well
equipped ilknager, 3 ) Managers themse Ives do not
afknow ledge their problems/unaware of their
woaknosses, 4) Packs/books have been of limited Iiso 1in

heip ing sort out the task,

8, Di.l,emma between ; i> Management per se
as it applies to all Departments and 2) Management in
particular as it applies to Social TWork, It

seems 1important for Social Work' Managers to see the
comon skills required 1in managemont, yet 1t gives
them the opportunity to duck issues as not reaXly
applicable/re levant to their sifuation,

9, Even with total backing from Sonior Managemont
(with uf£ which 1 woli1ld not even think about it!x, it
is jolly difficull f© produce an effoctive programme

and to sort the wvariety of needs presenf in Social

8ervices Eepartmont staff . Some staff wan$f to be
'told how to do the Jjob', some want to learn to think
about a question (our explicit aim on our course,) ,

others want more theoretical frameworks from which to

choose, We had to bring a bit of the last two but
not the first for some staff fhis was a disaster
hecause of +Hfhie diffxculwy of franstor, We are now

doing work projects with staff from similar Jjobs and
this may help,
10, Very few short courses in thus area specifically

tailored for Social 8ervices Deparfmonts,



"1, Training has to address the issue of

poweriessness head on. 1f lianagement workloads are
such that time for training cannot be spared, then
ser ious doub t is cast on the individual ‘s and
institution ls ability to manage and make ©priority

dec is ions .

12 . We found that, when we started some 4 or 5
years ago, we were overwhelmed by the demand and
support for management training, Staff are crying
out for more, especialdy social work staff (team
leaders) and residential care managers,
Professional training equips siaff to do their Jjob
(sometimes ) but leaves the management aspect for
people to discover themselves and social services
staff are poor managers (my opinion, borne out by
Observation>, Central tra ining by the Chief
Executive 1s Department has a sum of £1I0,000 put down
for management development . As well as the centrally
run courses, equipment etc,, Departments can get part
of their money to encourage Departmentally based
programmes,

13, I personally feel rnost lManagers 1l training should
relate direxzlly to the task required on the Jjob and to
the personality of the managers in that job, spread
out over a period of time, Centra lisecl, pre—arranged
curricula in block courses have less lasting effects,
8lock study and specific skilIs are wuseful — e,qg,
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re>xrud ment/negot iating, Entl")us dast ie Jdine

managers/senior manager support 1is vital,

14. In running a Management Development programme
for the first time, a nunmber of courses/issues have
been raised lack of pre—-course appraisal,
individual need identification etc, The 'sacred cow'

of professionalism fay social work +trained managers,
rather than managers 1in Social Services Departments
(lesrn ing styles, different bgckgrounds, sicsidenic
skills, need for practise management self enroll),
Need for basic management skills/knowledge and tools
beiore inoving 1into developing the 'person/managsr 1,
rdanagement commitment M line supervisor honesty
about reasons for be ing put forward rather than taken
gs part of an individusl programme ,

IS . Insufficient range of suitable courses dgvailable,
15. Management training in this Department is not
specificglly targelled. 11 has to compete with a
heavily pressurised training Dbudget, There LS no
transfer evaluation (only a consumer evaluation),
Therefore, in my view, there 1is a danger of wasting
money and laAme on some management trainingt y bme
courses have ‘feedback’ or ‘recall’ days Dbuilt into
them, but this does not amount to transfer evaluation,
17, Social Services are attempting to develop a
management training strategy, l1ls precise focus,

practices and reasoning have still to be determined,



but primarily, it 1is .Likely to be

use tra iners who train others,

job focussed and to

18, These replies relate onlyto managementtraining

in mental handicap services, ,

19, I; making management

key priority, which 1is
supported 1in action terms by senior management, 2 ;-
Belief by managers that their management role is the
key role, 1,e. their present position "funne 1
vision re all, lianagment training must
specifically professionally focusseci,
Part B CURRICULUM PLANNING ;
i — a> 1ls a staff appraisal system carried out for
Managerial staff? Yes /No, If vyes,
1> What is the frequency;- 6 months/1 year/over i
year ?
2> Areobjectives set?
3) For what spinalpoints areassessments carried
out?
4 > Do these cover the full range of s taff in

management positions?
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i = D) If no appraisal system exists, how are

management needs identifled? - PIease spec ify.

Only 4 of the respondents had an assessment scheme in
operalion, al"fchough another had a 1pilot' and a sixthi

said that one was to be introduced,

Of the four that were running, two gave one year as
the appreiisal time, one said 6 months, but opfional,
and the third 'the provision and frequency of the
activity varies between Divisions which have evoived

their own systems',

of the remaining 29 who do not have an appraisal

sys™em, 3 1lef'® question D) blemnk End, of the others,

no c 3eEIr picMure enmerged , One sEIid open Jdy lfinger
in the wind appr>ach ' and another sa3id 'etd hoc * and
yvyet EIno fhier 1Eis s>y mp ®©ion 1 , One Authority said thEt

needs were noff 1dentified ©End only one referred to a
Staff Development scheme, although another said that a

sys 'Tem wes Deing foronu lerted ,

0f n"i& others, no clear sysfem emerged and mnmost

clustered eiround 'discussion with the Manager, 'l

discussion with v«rious 6roups ‘' or 'self awmrenessl,
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In viaw of the previous answers, thids was not

surprising, allhough rather disappoinling.

2 ) How are identified training needs communicated to
course organisers? (if by Group or Committee, show

des ignation of members),

Bear ing in rnind the answers received in part A and to

the previous question, it was not surprising that the
vast majority of answers fell far short of the 'by
Wormu lating elear objectives 'mode 1, Only one

respondent who has an appraisal scheme had a specific
system 1i,e,lsent Dby appraiser to Training Section,
Designated 1line manager prioritises and counter signs

course applications ',

Seven respondents failed to provide any information
under this question and the wvast majority of the
others were not specific enough to Jjudge the quality

0f assistany»®e being wused or the wvalidity of the

Information being passed, Typical of the answers
given was 'by discussion', 'staff themselves', lin-
cliv idual discussion 1, 'section or team meetings ',

'regular meetings with college staff' etc,



3) Are training needs related to course curricula

by

COURSE; 2 3 4 S 6
a) Hatching to existing course
b) Deve 30oping new courses
c) A combination
There were different answers toevaluate since they
showed the numbers of course svaryingfrom 1 to 8,

One respondent did not answer the quetion but, from
thie answers to other questions, 1t was possible to
cledu®*e an appropr iate response, However , this still

showed the 30 Author dities running a total of I39

courses, This figure broken down showed:-
Number of Courses* Numl*er of Authbrities
5
3 b
4 2
5 4
6 9



These courses were grouped into the following
categories ;

a) 43 b > 38 c) 58

However ©poor the information on which the work is;
based, it is interesting to see that 27,34% of the

courses were being designed to meet identified needs ~

th>, A further 41,73% had at least this element
Cc), In response to Ca), only 30,93% were matched to

existing courses,

Also, it possibly indicates the pressures being placed

on training . staff who are being placed 1in situations

demanding a cons iderablIe personal know ledge and
skills and are carrying out a great deal of
responsibility without it be ing recognised or
sufficient information being to hand, This

undoubtedly has <contributed to the type of answer-

given to some of the previous questions,

4 ) What is the designation of the emp loyer 1s
representative responsible for the management of
training? Are they :-

Ist Tier

2nd tier



5th tier
Who do they report to? Are they ;
lst tier
2nd tier
3rd tier
4th tier

5th tier

This guestion was designed to see the hierarchical
position of the officer responsible for management
training, It is a commonly used Social Services
format and the Directors are 1looked wupon as 1st tier,
Deputy 2nd tier, Assistant Oirector 3rd tier,

PrincipalI Officer 41h tier,

iiost Authorities have salary gradIng bands that fial
approximately into this pattern, Authorities wusually
have the ¥rincipal Training Officer as . Principal
Officer (4th tier.) although there are one or two that
have Assistant Directors (Training) at 3rd tier and
some havé& the top post as a Senior Iraining Officer at

5th tier,

Some Authorities have the Principal with management
training respons ibililies and others have it de legated

to someone in the team, Aga in, some Authorities have



the Principal Training O0liicer responsible to the
Deputy Director and others to one of the Assistant
Ditvectors who has a range ot other responsibidities,
Where the former occurs, the Principal often acts with
a 3rd tier responsibility but 1is salaried as 4th tier
or sometimes Xess , As one respondent in this
posi tion voluntarily wrote *I am paid less than a
Senior Social Worker or Officer in Charge of a

residential establishment '.

This information confirmed the researchers ' concern,
already developed from experience and their other work
on th is project, Allhough fraining Officers are
ultimately responsible and this probably accounts for
many of the answers, it is seldom, except as a
speaker, that either the first or second tier appear
'up frontl as organisers, since the other work
precludes this, The 'general purposes Assistant
Director ' is prominant 1in some Departments, but this
is usually out of & personal 1interest rather than it
being imposed, or even the result of acknowledged
expertise, so that the resull might not be posltive,
it is thought that several '4s' have shown up as '3s',
Experience shows that the most 1likely true answers,
therefore, are 4 to 2 or I , 5 to 4, 4 to 3, or

occasionally 3 to 2 or I,



In looking at a re-write of the answers, perhaps

Ladbrokes should have been invited as consultants!

The questionnaire provided the following returns ;—

2 to ! 6 Authorities
3 to 1 4 Author ities
3 to 2 - 14 Author ities
4 to 1 2 Author ities
4 to 2 3 Author ities
4 to 3 ] Authority

S to 4 2 Author ities

3 failed to coiplete,

5> How are the courses managed ?

COURSE: I 2 3 4 6 6

a) By person or section

Cp lease spe<=ify des ignatijon

b> B employer's Commillee

(pIease give designalion )



c> Joint imBnagement Commillee
(as for Certificate 1in Soc ial

Service)

cl) By Academic Instiiution

i I ncduding enp doyers rep,

Ii> ExcXuding empXoyers rep .

This was an altempt to further quaXify the answors

received from question 1o in part A of the
questionnaire, I'Mere were thesame abstention& from
the answer and one said'don't understand Manage',

Taking the numbers of courses to be represented by the
numPfers of ticks;
a> 97 b> 8 c 6 d) = i> 14

i1) 7

It 1is appreciated that there 1is a variation from the
figures given in Part B, Question 3, but it is thought

that this does not alter the overall pattern and 1is

expXained by ‘repeat' courses, Xt has Dbeen noticed
previously that some of the answers do not add up
cons IstentXy on the quesfionnaires with s ma XX
discrepancies, This i1 sin spite of numeracy Dbeing

one of the identified management competencies stated

by the lilanagement Charter Initiative !



There was a general failure to respond to the request
for particulars of the designaiions din a) and b> but
this might Have been through spa e on the form,
Thirteen responders specified Principal Training
Offixzer Training 0lliccer or Staltf Deve Jopment Officer

under a> and two of these also mentioned the Planning

Officer and the Chief Executives Department, With
question b> only 3 responded, two naming the Principal
Training Officer and one the Chief Executive's
Department, Thiis clearly shows the responsibility

placed on fraining staff, who do not, on the whole,

have the status or resources,

0) How are these courses funded?
a> by contract of course

h> by In House labour

c) Irdividual sessional payments
d) fees from students

e> other Cplease specify)

The responses 4 this guestion were a&s follows ;

a) 37 b) 64 c) 21 cl) 30
e > None
The difference iIn numbers between thesefigures and

Ehe responses to Ques fion S havecome abo ut bydoub le
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ticking, For example, a and b, where it is answered
"in house labour', as working alongside contractors,
either to enrich or keep the costs down, The
interesting gquestion left with the preponderance of
in house lahour, wh ich fits well into the other
f'indings, 1is wherehas the expertise Dbeengenerated,

With the lack o0of any coordinated programme so far
discovered, the qguestion remains as to the background

and the priorities perceived of and by the trainers,

The researcher feels, in hindgsight, that this would
have Dbeen another interesting 1lineof enquiry that

might be followed up in the future,



Summary

fin ismediate conclusion to be ma«k from these anbwers,
is that whilIst management training 1s now an accepted
part of a Social MServices Department training
programme .allhough often the poor relation, there Is
a general lack ot Batisaction with the quadity and
resources of the present training being offered by
Departments, There 1is wundoubtedly a general air of

scepticism about tdHe importance that Senior Management

givés to these developments, This 1is in spite of
some , thoughi ITimited, resources and obviously focuses
allention on the underlying matiers, the implications

of which are ;~

1, Is it that senior management 1is so pressured that
there 1is not the space?

2 , Most senior managers got there without training
and don 1l understand the pressures involved,

3, Is it mere 1lip service to give an 1impression of
complexity and efficiency 1in these organisations?

4. Is it fear of the results?

ey comments extracted from the answers to the various

questions are; - 'tunnel vision' . ‘support in action
terms 1, ‘allempting o deve Iop a stra'tegy ', 'no
transfer evaluation', 'insufficient range', 'sacred
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cow of professionalIisih' lsenjor management support 1s

vital 1, ‘Social Services staff are poor managers',
'serious doubt in making priority decisions', 'even
with total backingl, ‘a dilemmal,'do managers

gckndw ledge tHeir prob lems ?1l/a neglected areal.
‘make a normal part of expectations', 'management
development in addition to courses', 'do not seem',
llack of clear cut organisational! wvalues', 'much input

is still 1like sand through a sieve',

To borrow from social work literature 'People, not
Cases', by N, Ragg, 11972), '"Actions do not Jjust
happen, thOy are all performed for a reason, therefore
all actions are rational* . In this case, an
unsatisfactory situation appears to exist and has done
so for some years, in the perception of 1l1"ose

responsible and enmployed to bring about change 1i,e,

'The Trainers', The fact that there has been 1little
or no action 1is an action in itself, The possibility
must be considered, therefore, that there is a
widespread view amongst senior managers that

management training 1s a low priority and unnecessary,

adthough preaching to the contrary,

From Part B it is clear that bjective selling 1is
still rather 'hit and miss', and without appraisal

sybtems and a range of working styxes and values, this



is not surprising, UndoubtedIy a great deal of
responsibility falls on the Principal Training
Officers and their teams, and they do not seem to be

given the status, resources or training to meet 1it,



CHAPTER 5

REPORTS ON FIVE AUTHORITIES

Particulars of the Information Collection

This Chapter consists of reports on Management
I"raining in five dillerent Sociad Services
Departments, four of which were visited, and looks at

the ©processes that have Dbeen used in establishing,
runn ing and developing their programmes, A1l these
Authorities were respondents to the questionnaire,

allhough one of thiem responded by sending a long

report and various particulars, rather than
completing the questionnaire. This was the
Authority which was not visited, Another of the

Authorities featured in this chapter was also of
assistance prior to the queslionnaire laeing conp Ieted

as well as subsequently,

Al4d the information was made availalale by or through

training staff, inc luding one which contains personal



experience, Theso reports, therefore, each only
reflect ono perception, AXso, S O Mo of the

information given was fairiy gonoral and occasionally

cursory. Further, the time available to both the
questionors and tho respowtdents mitigated against
the viability of lit depth ' caso studies b&ing
carried out, It is hoped, however, that these

accounts givo somo p ilkture of the 1life of a Social
Services Management Training Officer and give an idea
as to the prevalent, even 1f not universal, attitudes

tywW prioritios and practices,

Since the most senior managers in Social Services
Depar'mments are tho D irewtors, perhaps some
assossment can also be made of their success in
relation 1o management training, bearing 1n mind the
trite and sdimplisllc, but nevertheless useful, view
of a manager given by Eric Webster <1967 p. 159)

'There are necessary limits to what the boss should

do himself, He has four main tasks for which the
final responsibidity mist rest always with him,
They are;

1, Assemblo the right managerial loam

2, o organise the team properly

3, To set it the right goals

4. To see that 1t stays on course and

at optimum spood,



The Directorls role m Management Training is
emphias ised in the Department of Heaith 8uidelIines

(1989 > repoV'ted din Chapter 6 of this study,

Eisner's theory (page 115 of this study) has provided
the framework for these small mRase studies. A
deseriptive account of each is presented in thiis
chapter and connoisseurship «nd critical debate have
been used as a way of eliciting meaning from the data

presented



Report No.l — A Large County Council in the South

This Authority is dincluded as a respondent allhough

not completing the questionnaire, A large amount
of material was provided which, although not exactly
matching the requirements of the questionnaire, gives

ample information from which this report has Dbeen
prepared, This Authority is included &s , in
corripar ison with the other Authoritias, it would
appear to be a well resourced Ijepartment, taking co

Ordinated and dynamic steps towards a well planned

management training BErogramme , As the Principal
Training Officer wrote - ‘As the team 1is 1in a period
of intense growth twe have just had six new
additional! appointments), we are struggling with
these dynamics at the present moment, to appear to be
unable to do 1ioo much retrospective work, As vyou
will see ?shire is attempting to get itself

reasonably organised in the mandagement deve lopment
sphere, ' Incidentally, the letter also said that
extra funding had been applied for and that existing

manual records were about to be computerised,

The Department starteid its programme 1in I977 with an
leffeciive team IxilIding exere=isel, tollowing which
half of them requested further external training,
Allhough these events were followed by various
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activities, including 'action learning' groups, needs
were first identified by 1line managers and/or the
reluctant weve persuaded or directed, The efforts
were continued to include residential and day care
staffand, in spite of the resentment, the Principal
Training 0O0fficer says tlat headway was possibIe with
most, but it 1is impossible to see how this could have

been assessed in the circurnstances,

Following a reorganisation in I9s2, a management
deve lopment programme was arranged 1in consullation
with the Management Centre of the 1local Polytechnic.
This programme was modu3ar with tIhe wnmodules 1linked
hy projects, Following this , students were
'dffered tIe opportunity ' of a needs assessment with
their 1line manager and a personal development tutor,
with needs receiving a priority over the next 2

years,

Whilst this cdevelopment is c3&arly stated as a
success, suilzh evidence as 1is ava Llable makes it clear
that thhe absene=e of a centrald standardised appralsa3l
system makes botIlh the fovmtion and allainment of
objectives wvery 'hit and miss', and this reservation
is well known to the F'rincipal 7raining Officer who
specifies the needs in a report, as;-

I, 7he need to identify +tIne core skills/knowledge



areas of individua3l management posts.

2. To introduce 'audit' against these by individual
managers and their 3ina managers,

3. To follow with an 'appraisal' system where the

emphasis 1s on how these skills and knowledga areas

are used by individual managers — selection of
prior ities, the creativity, innova tive areas, for
example (Choices for Managers - Rosemary Stewart)

A report on training needs for the Department was
prepaired at that time by a wvisiting Professor , This
emphiasised a focus on management, A timescale was
set to introduce an appraisal system to all staff
groups in 4 years, Further, there was a
recommendation that staff should be nominated rather
than he self sele ted and that the concept of
mentoring (Clullerback 1985 ) should be wused as an
extension of the =role of the personal development
tutor, However, there was also mention that planned
periods of secondment to widen experience should be
introduced and that 'high flyers' at the end of a
2/3 year programme should be given the opportunity of
undertaking an identit led research project, possibly

leading to an M.Phil,

A possible pathway was shown and reproduced on the



Xy
X-Planned deve lopment
Preparation for

management,

liavagement dev .prog ,+

Personal dev .tutor,

Mansigement liodules

e ,g, Team buiIding
Se lec tion sk ills
Discipline "
Negotiating "
Appraisal "

plus use o0f external

short courses,

Ai®ignment of mentor

Plsinned secondment

Ass»igned projects

Assigned researcli

visi M ,pnh 11,

V ,selective use of



exlorn I courses,

CO0,g, Brunei),

One #nuust guestion the viability of su*h a schehe,
lmitd iate gquestions surround ihe ma intenance /change
concept (Binstead 1980 > and the range and priority of

research aubjects,

howevor, it 1is easy to identitywditIn the Principeal
Training Officer'sl over requests for a wide range of
courses that did not appear to be tied in with
overall departmental planning or practice, and might

have conditions of iservice implications .

Coilmerits were made such as 'several work-bases bave a
selection of schemes in operation from peer group
eva Iuation to more traditional approaches - any
further de lay in dev 1s ing and implementing &
Departmental scheme would resull in such mulli-foci
feedback on train ing needs that it wou 1d be
impossible to co-ordinate it into a coherent/over all

picture’',

Another of the 'more urgent' needs to be met 1is shown
ds ;- 'Union structure, role and function of
representatives, shop stewards etc, I'here have Dbeen

many 1instances of uninformed perceptions in Social



8erv ices fHanagers . which could cause a confro'mtation
instead of collaborat ive approach, to solving

workplace problems ;,

Relating this study to the decision making processes
referred to in Ch. 2, this was an aittempt at a
sytematic programme. indicated Dby the attempt to
estabIishi atn appra isal systern and to tie thie training
to specific Jjobs in the Department, However from
the expressed urgency to get something runn jng
without the infra-structure being in place, makes the

lgarbacje can' appro ch the most 1ikely outcome,



Report No,2 - An Eastern County

The Principal Training and Staff Development Officer
had een appointed from an Area imnagement post in

1975 with the task of producing a comprehensive

programme of staff development activities, Thiis was
to be set up to meet the needs of a large and new
Department, following the 1974 reorganisation, 7he

information for this study came from interviews,

records and personal e perience,

Training for three different levels of management was
inc luded in a drafi modu lar Staff Deve lopment

Programme which was devised to meet the aims set out

above, but got lost somewhere in the senior
management processes, It apparently surfaced at a
Senior Management Group meeting when 'trainingl was

represented by one of five Assistant Directors as at
that time it was part of a personnel, research and
training group, The outcome was apparently never
clear - the Assistant Director who allended that
meeting thought that 1t had become policy and others
said that it had been deferred, In any case, as at
that time, the whole training team consisted of one
Princ ipal Training Officer, one Training Officer and

an Assistant Training Officer, who also did all the



sidmini strative work, including finance, the scheme

would not ftave boon v iab lo,

The Principal Training Officer at that time recalled
tl"iat, allhough having receivecf a brief for a co—
ordinated programme, there was intense pressure to
show activity by running a large number of courses as
quickly as possible, the need beirig verified by the
number of appiicallons received once a course was
advertised, and its evaluation by whether attenders
thought it had been useful, which often meant whether

they had enjoyed it,

ihe ©practices and pressures <clearly 1indicated that
managenrent courses should be included in the 1list of
opportunities offé&red as quickIy as possible,
However, without having trained din management at that
time - an application to the Assistant Director was
turned down from the view that it was not possible
for the P.T.O, to be released what was offered was
a series of day seminars on relevant topics which
were mainly informalion giving, A Tocal University
was chosen ais the wvenue since this gave access to
var lous sessional lecturers w I were wilIling to
perform on their own campus for a fee and give an
artificial status to the programme. Whilst this met

some knowledge needs, (in the mid IS70s you could not
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fadil), it did nothing to change practice or to assist
in fumrther development and a further effort was made

to establish a more comprehensive programme,

A  very helpful Professor, although not in this
specialism, advisedthat, since the organisation had

not reached the maturity to enable staff to learn

from each other, the best thing was to contract the
programme out on the Dbasis that, if it was good,
there was spin off credit coming andif it was Dbad,

'wave goodbye at the stationl.

At that time, '1376, the Training Officer returned
exhausted to a Senior fieldwork post and the only
responses to the resullanl. advertisements were from
two previously sessional staff who wanted half time
each, since one of them had a higher management
degree and spent the other half time in the private
sector, Both these people were duly appoxnted and
the Principal Training Olficer was p Ieased to
cde legate the responsibility for planning the desired

programme ‘of management tra ining,

Some 10 providers of management training were
contacted and the eventual choice sett led on a
Poly technic that had a Public Service Management
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Soction and experienco 1in Local Authority, Education

and Health Service Management Development,

The result of the negotiations was a programme
las £ing approxima foly 18 months and conaisting of a
series of residential 3 day modules, linked by
assignments, It was 1ntended that training would
sfa.rt from the top, which was agreed, allhaugh, in
praclice, no-one hiigher thian third tier ever
altended allh ugh, ay this time, the Principal
Training Officer was responsifle to second tier and
the training team had increased to one Principal
Training Officer, two TIraining Off icers, two half-
time Training Officers and one Assistant Training
Officer, for a Departmental staff totall ing about

4,000,

The intention was that this programme would be open

to all management staff, including those that managed
resources rather than staff, and the role application
was carried out by assignments and an agreed
project ,This programme, which 1included many styles,
Inc luding the didactic egxperiential anda ‘action

learningl appears to have been successiul as far as
can be Jjudged, but failed to be as effective as
anticipated since transfer oflearning was not

satdsfactorily resolved, perhapsdue to fhe absence

i9b._
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of the holders of the 'top three' posts in the

department, A s imidar finding was made 1in New Vork
State - <®Bresnick 138 I),
A Certificate was issued jointiy between the

Polytechnic and the Department and awarded to those
who attended the course and submitted work, The
quality of the contributions made on the course or
the work submillead was not taken into account,
Proposals were, therefore, made to *up—rate' the
programme as a validated Diploma and obtain CCETSW
recognition, Unfortunately this was originally
turned down by the Department on tHe basis tlilat there
would be disquiet it more Jjunior staf f got a higher
award, and that it a 'top up* system was introduced,
some of those that already had the Certificate by
attendance might fail the Diploma and therefore be

demotivated,

As an 1indication of attitudes towards qualifications
held in Social Services Departments, it 1s noteworthy
that the Union NALGO succeeded in forcing the

Department of Health and their agents 1in the matter,

CCETSW, to drop assessment of social workers
gllending 'Approve Social Worker Training 1l for
duties under the 1983 Mental Health Act, All that is
required is 'attendance' although such courses are
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often submitted by soc ial workers as 1lqualilicatwions -
and it dis known thaft the above mentioned course Mkks

been similarly used,

By this time, 1933, the training team was shrinking
again, and now consisted oi one Principal Traxning
Officer and three Training Officers, ovie of which,
the lowes't graded, kept responsibilIity for management

training,

At about the same time, the Senior Chief Officers'
group , which inc luded the D drector of Social
Services, agreed that, in future, a 13. management
train ing would be 'he responsibili'ty of the Central
Personne3d Uni £ of fche Chief Executive's Depar Lrnent,
The Socia3 Services, however, apparenlly kep £ their
course running on the basis that 1t provided training
in Professional Supervision, Also it was decided to
offer two shorter «courses to <cater for first line

managers and those awaiting entry to the certificated

programme , VIese were short 'fundamental3l courses
of about 3 days, and a longer programme Dbased on the
CCETSW marketed programme of 1938, This 1s almost

back to the P,T,01ls objectives of 1975,

With yet a further reorganisatlon, it was decided to

have another attempt at launching a Diploma, this



tiine with success, possibly because allention was on
a reorganisation and par ficipation in fhe previous
programmes did not appear to have been considered
when new lianager appoinfments were made, Further,
training had been put Dback under a third tier post
and Iinked wiffh inspection, welfare rights, crea'tive
activities, domiciliary <care, occupaftional therapy
coordination and Tomes regisfration, AppIications
for the course were accepted irom sfmff on the basis
of criteria set for the previous certificate, Dbut in
this case, the list was vetted by the then
Directorafe, and only Principal Officers 'with
re ponsibility for staff' were permllled "o aftend,
fthe rest being redirected on to one of the other
programmes. In what seems a strange move, having
rejected staff such as fheir own officers in cIarge
of residential establishments, the authority are now
trying to sell plaices on the <course to the private
sector of residential care, One of the sad parts
of such a study as this 1is that it has to be ‘cut

off' at interesting times.

This was clearly an attempt by the training officer
to devise a systematic approach to management
development which was not resourced and only given
liph service to by fuine Departmental management . Ifc
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Report No.3 — A Metropolitan Borough

This Department was first used as a preparation for
ihe research and to gain experience 1in the techniques
of guestioning for research purposes and three visits
in ail were made . ihe visits were very informative
and total co-operation was given by the training
team,Access to this programme was via one of the
Training Officers who had previouslv worked closely

with the researchers when he had been employed by the

Local Government fra ining Board. He inad been
involved in the development of themanagement
training programme and suggested the programme which

he idwd inherited in going back to Local Authority
work as a useful comparative study , ™is was

particularly welcome as the programme was based on

Action Learning, winich iwmd not Dbeen looBed at in
detail In operation, Unfortunately, de failed
records of tineplanning process were not made
available, even 1f they ever existed. Furtiner, 1i'bt

was unclear how the students had been selected as

fhiere were no records of inmrviews wi'th f£fffnre students

prior to commencement ot the course, or individual
specific objeclaives . The in'=rviews carried out,
therefore, 'view on hindsight', which was criticised

in the las'™ cimpter.



he Ini%ia i inte v iews were arranged by the
introduc tory train! ng officer and were with three
ot™Mer training offjcers and fhree f the studenta,
who were each seen separately in their own work
setting, Of the three students, one was a Senior
Administrator, one a Head of a Day Centre for

Handicapped and one an Officer in Charge of a Centre

for former ©psychiatric patients, Unfortunately,
neither the Director, nor the Principal Iraining
Officer, were available on either of the first two
visiis, By the third visi<$f, the Principad Training
Officer had retired, and the new Principal Training

Officer had introduced a totally new programme,

It was never clearly established as to why ‘action
learningl had been selected as the Dbest vehicle for
anagement deve lopment, except that it is a

specialism of a locfil University Business School and

a Counc il policy ex istedthat Tocal educational
institutions should be wused in training all Council
staff.

In view of comments made previously, it was noted

tha't the 1goocl time 1l concept, appeared 1in the course
pub IiciYy ‘'through such phrases as 'wisies to fawe
partl, and ‘might enjoy the challenge’, Also, the
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possibiliiy of new horizons 1is offered Dby stating
that the unit to be worked with must accept that ‘you
have a right to be there', although this 1is modified
by ‘it is part of +the project to persuade them to

accept your conclIusi ns and hedp them with changel,

The Training Centre was on the first fIoor of a
modern three storey block and housed the training
team offices and an administration centre as well as
interview and seminar rooms, and the action learning
programme was one of the few training programmes not
run there, The local University Business School was

chosen as the venue for tlais programme,

The Training Officer mainly responsible for the
programme was an enthusiast tor Reg Revans 1l laction

learning ' but, on gquestioning, Hhis role was obviously

confined to imp Iementalion rather than policy
niak ing , The view wasreinforced that the choice of
tutor, venue and method only rested with the ‘non
available ' Principad Training Officer, However, 1t

was said tha$£ various s'faff consul™mlion groups and a
staff commillee that wis made up of senior staff (but
did not inc Iude tr«inidng) and seemecd to carry power,
had reported favourably to the Director who, rn turn,
appears to have smiled u on '"he Principal Training

Officer,



The 1interviews with the other I'raining Otticers were

intereating in that they shared similar problems to

the researchers in identifying 'training needl, but
ti'iey were not direc1ly 1nvolved in the management
training, There was some seepticiim present and it

emerged that the Professor engaged 1in the programme
had retired, and was working m a private capacity,

which appeared to be against Council polIicy,

All three students interviewed were extremedy coO-

operative and seemed pleased that they had been

thought of, None of them knew why they had been
chosen to attend the course, One said that the
leaflets, were vague and another that she hadn't
appreciated that the course was 'management
training', The third thought that it was very good
of the Department to arrange the course, as he had no

qualifications or previous training and had been in
the Department for 12 vyears, He said, laughingly,

that he thought that perhaps he had Jjust been 1in the

passage when they were looking for someone,
Unfortunately, further enquiries showed this to be
true! All thought that they had been to an
'official' Business School activity as the meetings

had been held there and none appreciated the private
nature of the venture, it being an example of the
internal/external mentioned in the last chapter,
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One ds reminded of the point made in the 1last study,
where Social Services Departments appear allracted to
having 'gloss* on their training without being
restricted =y regulations and clear standards of

achievement,

When asked for benefits derived from the course, all
who had participated were enthusiastic but for very
different reasons, One said that il was a wonderful
experience, having been to the Business School, was
interested in meeting other people from the
Department and learning of their problems and
difficullies jhe second thought that the

discussion had been useful and that the course might
help the <chance of promotion as now they knew more
people and more about the Department, The third had
aga in enjoyed the discussion and meeting olher
people in the Department, but the only' tangible
beneficial experience that he coudd recall was being
addressed by his Christian name by the professor when
out shopping with his family, who were most

impres seel,

On the second wvisit, it was mentioned sotto voce that
the Councillors had discovered the 1Iprivatel nature

of the enterprise and that the news had ‘hit the



fan' , This could he an example of acttemp ted

10f fleer' power over Counci i decisions,

The Profes or conce rned was ex'tremely co—operative

and promised any fur ther ass istane e with the
research, He said that the programme was now going
to be evaduated, He readiXy accepted the

difficullies of laction learningl 1in estabXishing

cXear standards, objectives and achievements,

The Department had left the programme 1in a state of
suspended animation, 'Yes — very good = Dbut
awaiting review before continuingl, When, where,
only known to the Principal "raining Officer, as was
the cost of the whode venture, Since then the
PrincipaX Training Officer has retired and a new
modular subject Dbased programme is being put into

operation,

This was an 1interesting case to analyse 1in terms of
the dre ision making processes that hHd taken pZXace,
The gene rail feelings expressed by the training
Offlcers towards their programmes were that they
appreciatedthat their were essentiaX elements missing
In the information HvailabXe, but that a systematic
approach 'was  to foe desired, However, in the
management training programme this was presented in
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terris of it being a 'Design' model, The end result
Howover was clearly 1Garbage Canf which had Dbeen

effected by micro and macro politics,



Report No,4 - A London Borough

The information for this study was gathered in
one half day's visit to ihe Borough 's Training
Centre. 11 is therefore based on materiai as

(iresented and impressions gained

The interview was wtith the Princ ipad "Mraining Officer

and one other Training Officer out of a full
complement of Principal Training Officer, two
Training Officers, one part-time Llecturer and one
Consultant in group work. Group work 1s used as a
method of social work and te<am development . 11 is a

fadirly sma 11l borough with easy accessibility to
courses in the various London educational

insti tutions,

This was an interesting visit as the Authority does
not support the ‘one 0offl course moded and tries to

tie all training and development into an overall

strategy, For instance, the care assistant training
has been t ded into management deve lopment for
officers 1in charge by using a 'sitting next to Nellyl
pack, and giving the officers training m

supervision . In this way, not only was the

supervision improved and the officers appropriately

developed, Dbut it was hoped to train 400 care staff



in 2 vyears, 'Tt was admitted however, that some of

the supervision offered was 'diabolical',

At the time of wvistting, a Jdot was sl1li3d 1in the
planning stage, but the Principal Trainlng Offlcer
was fully aware of the sort of deficiencies which
were shown up 1in the last chapter and had formulated
strategic pdans to rneet the sI"ortfall, Dur ing the
visit it transpi red, however, that the Principal
Mraining Officer had already applied for another much
higher graded position with a large county and it was
difficult to tell how far the ideas had been
Iincorporated into thie Department and how far they

provided a good deinonstration model.

Individual staff appraisals had been agreed to start
later in the vyear, from the top down, and it was
intended that it would be based on a staff
development system and would not be concerned with
financial rewards or personnel 1issues, This system
would be geared to the needs identified by a 'forward
planning/review team', called the 1Planning forum',
This, it was intended would comprise of the
Director's Management Team with the Heads of the

Planning and Training teams and the Oevelopment



Tt 1s snlicipaied that etratagic aims will. be raiated

to Client Group Philosophies but that operational
plans would have to be raviewed after this year as
lwe have only Jjust startedl, It was anticipated

that the so ca&llad objectives would hava to be made
Hora specific so that Divis idions could maka slira that
thair units ot serviea coulad hava their own
appraisals and measure success, It was hoped that
homes for the =elderly were already into this work
and that field work would follow, A guestion was
dgskad about paer assassmants to astablish standard

aquality, but apparanlly staff had baan told that

they could 'get on with if it they wished to but
that it was not part ot the main stream, although
something might ba davisad in tha futura,

3t was astablilshiad that 1lsuparvisionl shoulId includa
the clear setting of tasks to be tackled and Dbe
targat basad plus an idantification of naeds which
could be met Dby training, Outside supervision was
arrangad from visiting PolIytachn ic lecturers as a
means of improving objectivity, Also, one or two
staff had Dbaen ancouragecd to undisrtake axternally
validatad programmas thi.Phil, atc ) wilh the rasearch
linkad to planning projacts, oim of *hase idaas

had coma from th® statt tfiamsadva ,



The Training Section was 'linked' wilh the Cenlxa3l
Tvaining Officer, (Chief Executiv© 's Department) . for
axministration and manag@Oment training and 1t was
difficu3t to get th® fO©d of how rOstrictivO ihis was
or mightbecome, llwas aaid not to bO©a b3lockage

but you 'just had to speak politely',

SO©1f dir©ctod 3earning n respect oi management
training has he®©n clrculat©d as being ava i3abde from
a Po3dytGchnic (a difterent on® trorn that rnentxon®©d

above), but not much interest has been shown and

joint training wi1llh oth©rDOpartxOnts had not
included management, Some use had been made of the
London Boroughis ' Training Commill®®, Dbut nothiing
specific emerged, The comment made was 'they will

put on more or less whatever they are asked to,'

The 6reatOr London Eipiloyers 1l Secretariat, which is a

training organisalion for the London area, was
|gr 0 }v rUnn |lr,g %u> r QK| SO©S |
I, Management trends iusing action sets.)for one of

the six days of Dbhe course,

2, Action sets,

The Q.L.E.S. programme 1is "self oriented, with such

components as Iistening, self developuOnt and 'know



thyself'", The tutor was said to be a very

charismatic person,

11 was the =rincipal iraining Officer 1s stated

phii losophy thiat whilst training can somwet imes he lp a

bad superv iaory network, it coudd not cure a bad
system, As was said 'if it 1s a training problem
we'll do it, it not, we'll still help, but not in

terms of shoring up a bad system',

At present the Department is working towards a
management development strategy Dbased on research
done by the Department's Management Development Team
in defining what they regard as a good manager,
Ownership would <clearly lie with the Department's

YBnagerment team,

It was not anticipated that training would Dbe
mandatory but that there would be a series of modules
On managenmr®©nt avaidable, e ,g, industriad relations,
supervision, action sets, As was said, the idea
being that 'If they are not up to scratch book them

In f or whatever 1is appropriate ',

Thie researchers =ame away with the IeeIingthat, even
if the Borough wasn't heard of again, the Principal

Training 0ffi er cerlainly wouijd De,



This appears to have been an attempt at an u,D,
deductive approach the 'YWesignl model presented in
Ch,2pof this study, The planning appeared to be at
a fairly advanced stage Dbut it was not possible to
assess itsl wviability or whether it would be fully

implemented,



Report No. 5 ~ A bhire County with Close Liaison

Between Social Services Training and Central Personnel

The management training 1s run as a corporate venture
anil the Social Services Senior Staff Development
Officer and the Central Personnel representative
obviously have a good working relationship, and
appreciated the opportunity of discussing some of the

problems,

They had experimented with setting up leader less staff
development groups. These had followed a senior
staff conference on management when peop le were
invited to take the matter further and about 20 came
to a follow up meeting, 11 sounded quite
evangelical! Only one of the resultant groups of
about 6 people had really gelled and it had been noted
that thiis was one that had moved fairly rapidly from
self assessment 1into the areas of actual work based
problems. These are now inter departmental groups
consisting of people who have been on management
deve lopment courses, 11 1is intended to set up a
working party (inter departmental) to look at training
mallers corporately whilst accepting that different

fleparlments had ditferent objectives,
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Centrally, they have Dbeen working on a system of
profiling and will be introducing an appraisal system
across the County for Principal Officer grades.
Social Services are already running one for

residential senior staff and are now trying to set up

a course for appraisers. The appraisal does not
touch sa3lary . The senior Staff Development Officer
is part of thie Princ dpal Deve lopment Officer's

Section and the Principal Deve iopment O0fficer was
apparenlly on a working party looking at a possible
appraisal scheme but the senior managenment group
didn 1t 1like it and so the Residential Division set up

one of their own.

Central Training have no central training budget, but
became guite indignant when asked if they charged
other Departmenls lover the topl for their programmes
in order to create one as this had been known.
Apparently, however, a central budget has been asked
for, to particularly cover suchcourses as Induction,

First Aid and Administration .

One of the reasons given for the Central Training
involvement was the need to ensure that there were no
variations 1in standards of Departments and practices
in certain areas of work, such as disciplinary cases.
The Social Services trainer said that the priority was
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trying to work more closely with the Health Authority
and voluntary sector, The point was made that in
pgdrxfess ional training such as chilId abuse variations
in objectives and assumptions were apparent which also
affeewted management considerations, The need had
been noted to help lower level staff understand the

differing professional/management perceptions .

The Social Servixzes trainers hiad been used
increasingly on working parties setting up guidelines
for priorities and were involved in training across
all professional issues . whereas Central Personnel
dealt with such matters as equal opportunities. They
do not, however, touch thie Education servijces or offer

helx to the Probation Service .

There is no Social Services or Central Training
establishment and finding venues for training events
is a continual problem. Use 1s made of residential

estsblishments and private accommodat ion,

The senior management course running at the present
time dis organis®©d by an 'out County ' Polytechnic and
is on a residential one week 6 week project == one
week basis. The project 1is expected to be on an area
of work that the manager would have undertaken in any

case . In response to a question about 8ocial



8ervices freedom to run their own courses, it was said
that they could but courses should be run corporately
\

whenever possible as resources had to be allocated to

the Fblytechnic,

It was believed by the interviewees that more
organisational 'cloutl was needed on training issues
generally, Line ikhnagers 1l commitment was expected to

be sought but this was not followed up and after 17
attended a course on student supervision, only 8 took

students,

There is a ‘lower level*™ four day programme with
associated project 2 days — project - 2 days which was
accepted as of limited wvalue Dbut it was all that
resources permitted, They looked wupon the National
Institute of Social Work 6 months management course as
an 1ideal as 1t hrought about change *Skills—wise and

in personal stylel, but it was said to be ‘luxuriousl,

Three students who had been on the 4 day course were
offered for idinterview, allhough one failed to keep the
appointment, Student 1 was a very affable and
cooperative manager of an Adult Training Centre for
11"e Mentally Handicapped, His project had concerned
health oriented workers coming to the Centre - e.q,

occupational and physiotherapists, Not only did they



see the Heallh Authority as their main Authority for

work, but had profess L nal rivalries between
themselves, He told an amusing story of the issue of
mohility aids, where eventually t Me Oecupational

Therapists had been able to Jjubilantly take over the
responsibility for wa lking frames from the
Physiotherapists, only to find that the
Phys iotherapists had retained responsibility for the

rubber feet,

The Manager had applied for the management training
colirse from a Departmental bulletin wvia his Iine
manager. He said that he would 1like to have spent
more time on the 'man management' theme instead of the
ma in theme given them, whiclhr had been ord change,

There 1s no common standard of how they should operate

and there 1 only about a 40s quadifrcation rate
across the county . He hiad received no formal
training on how to cope with hiis financial
responsibilities, As a resull of the course, he fell
he was a better manager, as he had more confidence and

was abIe to plan projects eller,

The second student was the Head of a Childrens Home
who had been on the same course as student I, She
too had seen the —course advertised in a training

bulletin and felt that she should go as she had been



there for 18 months and wasn't quite sure what was
expected of her, She said the Department believed
that, with some thiing Tike supervision, everybody
wanted to try it out and should Dbe allowed to 'do
their own thingl before going on a traiying course,
As a project, she had chosen the design of a booklet
fop 11 children coming into her home and theip

parents,

She felt the main benefit had been to make hev' secure
in her belief +that what she was doing was right.
Both the Director and the Assistant Director had
spoken on the course and the Director had talked about
ltime planningl, which had enabled her To help one of
her staff, She had. however, previously undertaken a
management option on the CSS course and a 2 x 2 day

course on supewvivision,

She said they all (the staff group), liked going on
courses so that 'even 1f I wasn't giving it to them,
they would Dbe demanding itl, When asked alout

support from her line manager, she said that she had
seen him about the project before deciding on the
jarospectus and he had made a lot of suggestions that
she had found confusing, 8ivice she decided on heyl
project, he had merely asked 1How 1s it going':'1l One

came away with the feeling of a lack of <clarity m



bdlth puvpose and sc pe and wisled That one coudd have
stayed Jonger to assist some very helpful and quite
anxious people who wanted to do  better- and were

Iookrmng tor clearer directions,

This JProgramme cdearily the lgarbage canl model 1In
operation, The atudents on the course were self
se lected and all had different needs and backgrounds
wh Ich d1ld not appear to have been invest igatecl, The
courses seemed to have Dbeen well run allhough put
together mainly by guesswork, The students all
appeared to have got something out of the programme
and 1if v«n evadudtion-had been &llempted it would

have scored well on the ‘'happy sheet',



Summary

These are reports of the Management Training carried
out by the Social Services Oepartments in five
different Authorities, The information has Dbeen
gathered from reports from the author.llies, interviews
with organisers and students, and from personal

experience.

Referring to the decision making processes described
in Ch, 2 of this study, all the training officers
interviewed had set out to organise programmes that
wou Id meet needs that would be clIearly identified,
allh ugh they allempted to plan these either by the
Rational or the Design methods, From the contacts
made during the research, it was difficult to tell
whether there was any correlation between the senior
maridgement styles practised in thie departments and the
nocdel chosen, as 1s suggested 1in the next Chapter,

wou ld be appropriate,

However, with the possible exception of the London
Borough, where the eventual outcome 1is not known, all
the programme planning appeared end up demonstrating

the Garbage Can model,



In each Department the training officers seemed to be
distanced from the ma in management groups, and 1in most
cases the ir work appeared to have been sedf—
actuaXiseci, The repeated message given was that the
Deplartments wanted, or thought tIat they shouXd have,
something, but were not dyite sure what or why,

The reports confirmed the impressions gained from the
anaXysis of the gyestionnaires, These were
principaXly that there has been a great deaX of effort
and resources put 1into aXX these programmes and that
the subject o0of Management Training at least receives
regular consideration at senior/middle manager level,
but that 1its dimportance still has to be established.
Also, there seems to be 1little 1in depth consideration
regarding what should be expected that 1is different by

tinre end of a programme .

Although all the trainers encountered had a great deal
of commonality of view, there was stilX the general
allitude in Ihie Departments thiat, whilst they should
hrave a Management Training Programme, they would stilX

be alright if they diet not,

There was general agreement amongst the training
officers thiat assessments should be made of b«th Job
contents and personal performance before the training

took place, Objectives should be set for both the



indiv idual and tieprogramme Further . the programme
should inciude both 'on ’ and ‘off ' the iob components,
the opportunities torwideni ng workexperience and

time f r study,

A 13 the pwvogrammes invesiigated failed to some extent

on all these 1issues,



CHAPTER 6

IMPROVING PRACTICES IN PROGRAMME PLANNING - AN

ANALYSIS

Introduc tion

In the previous Chapters of this study the history
and development Social Social Services Departments
and theories about management training and
deveIoprent were explored. M™ese have heen used to
illustrate the decision making processes that appear

to = taking place in these organisations,

The field research carried out and the literature and
personal experience have been used to illustrate the
key issues and apparent problems survounding
curriculum development for managemeni training and

deve loprnent,

This Chapter will allenmpt to analyBe and puli.

together the information and practices presented so



that conc3usions and recommendation5 can be made 1in

the next and fined. Chapter,

In reviewingthe informationgiven previously in this
study and assessxng its effect on curriculum
planning, s navigational model is suggested as
sppropriate . The resullant speed and direction of a

vessel can be csi3culsited if all the forces sicting on

the vessel sire known, However, in the case of a
ship, thedestinationis known and agreed and the
forces of wind and current are qusint ifidgb Ie, Thiis

being so, the destinsition csin be achieved lay allering
thie controls of the engine speed and steering, even

if delIsly and extrds costs ars involved,

If the wvarious forces impinging on the development of
Social Services Departments were able to be measured
9n the sdgme way it wou3dd be possible to wvisualise
their effect in terms of a resullsint that will show
the direction and magnitude of future developments,
if unchecked, An assessment could then be made of
the probable developments ' approprisiteness 1in terms
of efficiencv snd efficacy 1n the de3livery of the

services delegated to these departments,

Further, the forces in play on theDepartments are
themse 3ves variab 3e in terms of thedirform as well Hhis
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“strength and direction, it is possible to gain some
idea of the apparent resultant., but this does not
lesid to s cIear picture ot the causative forces and
the ir direclion and hence, fails to show the controls
that sholild be applied and adjusited 1if an accurate

direc:tion 4is to be sicinieved in a cost ef fective way,,

In the <case o0f Social Services Departments, their
management and hence their management training

programrnes, the prob Ilems encounterein allernpting to

apply such a model are so gresitas to make ’it of
1illle use, Ais can beseen tromthe diterature and
the information gained from the research, Social

Services objectives do not appear to Dbe clearly
stated, On referring back to the three styles of
dec ision msik ing , clearly the systematic and the
design methods of planning require objectives to be
set, The 'garbage <can' approach, which appears to
be ihe most wiclely used does not requ ire tinis
component, I"'he experience of the writer has been
that thereis always an intense interest over the

obtaining of resources, even Dbefore detailed planning

is carried out, i.e. a focus on input rather than
output,
Attitudes and managerial practices will need to

chiange , as is mentioned later,as with the



implementation of the National Health Service and
Commum ity Care Act 1990, Social Services Departments
will be required to puhlish detailed Community Care

Plans annualdy, 1including expected outcomes ,

In c nsidering these possible controls in this
Chapter 7 1t 1is necessary to take account of other-

work which is still being or has recently Dbeen

conp leted in the same subject area, This
fiarticularly app lxes to workon Imanagement

competenc ies 1 in c.c,E.T,S ,UJ.'s proposa l for an
Advanced Awa rd in Social Work 1Bailey 1990 ),
mentioned in Chapter 4, and the 6overnment 's

enxzourdgement and support tyknagement Development;
Guidance for Local Authority Social 8ervices and
Social Services Training Support Programme 1i990/91 -
Dept, of Health and Social Services Inspectorate.) ,
Notice must also be taken of the considerable
criticlsm that has been heaped on Social Serviees by
the 'media’, This has been over both the standard
of Social Work and the efficiency of Social Services
Departments, Consideration must be given as to
whether this 1is Jjustified and whether an atmosphere
of good odour is redeemable or necessary, Further,
the National Health Service and Community Care Act
(1990) will give totally new respons ib ilities to
Social Services managers and radically change the
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content of theijr workIoads. This has serious
impiications for management training and development

in Sociad Servijces Departments,

This is spelt out 1in the ‘Policy Guidance' to the new
Act CHiiS 0 I330) which staies «para ,I,I3>
'Tmp lementation will require substantial changes in
the role and appv'oach of start at ail 1levels in the

Hea lth Servxce and Fersonal Social 8ervices Agencies,

With the emphasis on independence and choice for
8ocial Service users, and on gquali'fy and va lue for
money  in service provision, there is a need for

changes in allitude and cullure throughout Agencies
commissioning and providing care . 8laff at
managerial, professional and vocational levels must
be equipped with new skills and enabIed to work in

new ways,l1

This section of the *Guidance * goes on to specify new

skills and attitudes in ‘Assessment and Care
hanagement, planning purchasing and contract
specification, servxce management and delivery,
in«pection and Zpality assurance, budgeting and
financiamanagement, monitoring and evaluation and
the use of information technology, ! Further 1t says

that the Department of Heallh 1is supporting work to
identify the impli ations of Community Care pollcies
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for the forma I train ing programmes lead ing to

professional, voc-ational post qualifying and
managenment quadificatians in Hea dth and Social
8ervices and that the Yanagement Deve lopment

strategies should address the changes in expectations
of managers which stem from the 1Caring for peoplel

White Paper whiich preceded the Act,

The support which 1s referred to above 'was given via
the Department of Heallh Local Authority Circular,
LAC (89 ) 17 'Social Services Mraining Bupport
Programme: Financial Year 1990--91 Under 1its aims
it states the improvement in both the quality and
management of Social Services by increasing the
avaiXability of tr dining to' relevant staff, and tfat
spec: if ical 1y the proportion of appropriately trained
staff should be increased, It goes on to say that
in respect of the new sub programme for Management
Development 'Authorities are urged to formulate
management development strategies which should take
account of the 'White Paperl and that overall

strategies would be required in due course,'



TrV} zTy. 5

Lack of Controls

What can be clearly seen from the foregoing Chapters,
is the absence o0of an effective National <control
system, This has allowed Departments to develop
idiosyncraticalXy and as can be seen from Chapter 4,
they approach their Management Training in a

similarly idiosyncratic fashicn,

The intention 1in the formation of the Social Services
Departments by the Local Authority Social Services

Act '1970 was given by the Seebohrn Report 1968, which

preceded the Act (p ,8 of this study.>, It was to
provide a unified approach to 'the prevention
treatment and relief of social problems', (Para 139),

It aimed to provide a family oriented and community
based service wh ich wou Id help families and

communities to both identify and meet their needs,

This does not generally seem to have happened,
however, as can be seen from the evidence presented
to the Griffiths Committee (Report 1988), hence the
Community Care Act 1990, This sets out to increase
the element of private and voluntary care offered and
keep clients in their own homes and communxlies, 11
also sets out to provide a client centred service and
therefore reflects a feeling that the existing
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Departmonts have failed in achiioving their dniiidal
a lms , Thi:i.s is not surpr is:i.ng when one considers, as
has been shown in Chapter 2, that Social Work, as the
predomninant profession in Social Services
Depmartmenls, has not achieved a professional position
in terms of its knowledge, functions and control of
its» own Dbehaviours . Henco it also has problems in
tho goneration and organisat ion of innovative

*
processes,

The 1independence allowed to Local Authorities as to
how they meet the responsibilities placed on them by
Central Government, has traditionally been seen as
part ofthe democratic process in this country and

trad it donally allows serv ices and epartmental
structures to be arranged by tho County Councils so
as to meol local needs . However, 1n considering the
responses to theQuestionnairoshown in Chaplor 4 and

supeorlod by the further enquirios shown in Chapter

5. t Ho apj}'roaches to Thanagement training in
Jepartmentdgrunning similar services in similar
cadmmunilios aro so varied as not t have Sny
cdliscernable common thieme, Thesevariations are not

accounlod for Ky the difforencos in organisational
structure, although the fact that these vary widely,
even wlon meeting similar needs, 1s significant 23n
itdelf, 11 could 1indicate that thoy follow eithor
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the perceptions ot a power Tud individual in the
Departments or a senior group in the Departments
which, if this 1s the case, from the history of the
Departments, shown in Chapter i, could account tor
the lack of a consistent training programme, together
with the lack of a consistent range of services or
Organisational structures s ince these perceptions
will all inevitab ly vary wide ly as will their
persovia 1l degree of interest or belief in the

Importance of staff development prograwmmes .

Social Services Departments, it has Dbeen shown, are
now very Jlarge as weld as expensive fp .24 of this
study) Allhough it is not Ihe subject of this
study, s me evidence has been found t show that they
have grown Dbeyond a clear unclerBtanding by the L.aal
Authorjty Commillees and hence the Counc idlor mewmbers
rely heavily on the recommendations of the
'orofessionads 1l in the ir decision making, including
mallers of cost andc resources fBay ley, i979 ),
Departments can therefore be found that seern to
inculcfite a Jdeft-wing philosophy and culture, whilst
operating under a right wing Commi'ti=e , Thiis and a
failure to produce the services introduced by the
Seebohrn Report shown in Chapter I, have 1led to the

sdr & df coimments <=ontaxned iIn 'thie Da idy hail f£Prof,



Mars land 5,4,91) under the heading 'Sack the Lot and

Mart Again ',

This articaie inc Judes the comment that Social Work

has 'allowed 1itself to become highjacked by extreme

Jeft wing po3itics ', lhe arlicle was pub3ished as a
response to the Orkney . Rochda 3e and C3eveland
controversies, Dbut 1its roots go much deeper, and it

draws attention to the high manpower and salaries
which have been shown in this study in Chapter 2,
It is stated that the Social Work Dbureaucracy has
continued to expand and seeks to enlarge 1ts powers
in express ing the Dbelief that lhere shouId Dbe
radical changes at Government level, This
presumably means that Soc ial Services Departments are
seeking more power rather than asking for greater

controIs to be placed on them,

It is 1in response to such criticism that a Director
of Social Services wrote to the Guardian newspaper
and circulated copies of his published letter around
the Department wvia the monthly newsleller, T1%

letter opens =

1ICIeve lanci, sochdalIe, Orkney — 1f 8ocial Services
appear to be do consistenlly wrong, d&re they to be

trusted in any area ot their responsibility?l



Ha goes on to say I

‘In my axparience, Sociad 3arvices Authoritias ara
extramaXy afficiant and affectiva, In Norfolk
alone, my Department is supporting 23,000 ©people,

21,000 at home an example of community care working
well. The other 2,000 are 1in residential care'

(Wr lght Apr il 139 I)

No substant iva avidenca is givan of afficiancy or
afficacy and tha 1laller 1is couchad din amot iva terms .
Thare is no mantion mada oi thia proportion of clients

shown that are in fact supported by the private and

voluntary sector, Neither 1is mention made that his
Department has an annual Dbudget of about £SO0M, a
staff of about 4,500, These staff include a

managemant team with about 100 staff having salary
scales and costs exceeding £20,000 p.a., which is
higher than a figure scorned at in the Marsiand

article,

lhese figures are not of themselves intended to
discredit tha cjaim of efficiency and effectiveness
but thay do indicate that assassmant of succass is a

complicatad procedura,



To summar ise what has been presented so far, there
exists a Nationwide coverage of large Social Services
Departments demanding large resources, The 1990
N ,H,S, and Community Care Act increases the

Iegislative responsibidities and expe>xtations placed

on the Departments, However, preventative as well
as therapeullc services are provided, which are even
mo re di fficull to quanti fy, Social Serv ices

Departments exMibit the problems associated withi
human service organisations 1in general, Also the

Bolitical nature of Local Government brings about

varxations 1in resources and priorities, Alongside
these issues, workers in the service have not
achieved a professional status and are not
necessarily well trained, These problems m«ke the
management of the Departmentsvery difficull, Since

there 1s no detailed National control system, a range
of management styles and structures have developed

whichi are discussed in the fo llowing sectxon,

Management Style

It 1s suggested that the management styles reflected
in the planning of any management training programme
are those which funct ion wilhin the respeclive

cdepartment, From thie research and observation
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carried out, these can he shown as falling hetween A

and B on tl% 1linear model presented belIow ;—

A ALaiss&z fa ire) B CHureaucratic)

8tatutes and general (l.early defined roIe and

functions

F'hi Iosoph ies Poli

Individual Pr lor ities

interpretation

\/

Lo*a L Se3ect ion Structure
of pr dor Ities

v
8trueture to Locdl variations
imp Ierent desired
pract ices
Ini vidual workers Job speciiicat ions

intevpretation of
role as expressed
in how they deXiver

serv idces ,
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At one end of the scale the concept of the agency 1is
'there are the responsibilities* there are some of

the things we could do, this xs your district, area,

team, client group etc., get on with 1f, Quality
i the n determined by how many
complaxnts/eongratulations ar e recexvecl, the
responses are 'off the cuff' , and actions acre the

poliiically expeel ient,

On the other end 1is the structured approach, where
resp nsibilities are used a&s the bas is for
bjectives, and these, xn turn, arebroken down =xnto

tasks dnd manpower appropriately dappointed,

In relating this model to the decision making

processes referred to in Chapter 2, the AT
organisation would seem to lend itself to the
'Design ' approach and the 'B brganisation to the

'Ratdonal ' approach,

In & highly political and value laden servxee, such
as Social Services, Dboth these highly simplified
modeds whiich coulId be seen as lIaissez faxre

bureaucracyl have their merijts as on one hind Iocal
initiatives are not stiflIed, and local serviceis can
be made to meet local needs whilst on the other hand,
however, 1t 1s easier to discover how priorities have
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been ordered, money spent, and staff time and ski .l.ls
ut Llised, Th e Ilbureaucraticl however, has ihie
problems generally associated with bureaucracy such
as 1inflexibility, and meeting the general rather than
the particular, In practice, no organisation fits
one end or the other and many function as a mix,
although more seem to tend to the A model than the 8
which is not surprising from the information

cons idered in Chapter I and earlier in this chapter,

Neither of these types of organisation preclude the
'garbage can* practice which seems from the field

research for this study, to predominate,

In these A cases, there does, however, often appear
to be a tendency for authoriiies to claim the second
B approach as they want to be seen as efficient and
putting all resources to client need, whilst 1in fact,
practising A, This d4s similar to the findings by
the writer in groups of social worker Managers and
Trainers playing the McGregor 11960) X and game,
They perhaps compulsively see themselves as theory Y
and their answers indiearte a Y response in terms of
professional perxeption, even 1if their conversational
responses and known practices tend towards theory X,
Those whose answers tend towards X show feelings of
guilt at having underlying negative views of human
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nature, although this negativism would not be
surprising considering the types of social work cases

that many have experienced,

One must consider why many Social Workers consider
police to be authoritarian and even brutal whilist
they consider themselves as remain ing totally
positive and 'weawring white hats *, particularly
beadring in mind gocial work behaviour in the case of
the Orkneys, Rochdale and Cleve Iand mentioned
earlier, Poiice 3¥Hnagement Training was considered

in Chapter 2.

Mintzbarg C€6i983 ) has defined five basic des igns of
Organisations which he has named &s;-

1) Sim le Structure

2) Machine BureaucVdacy

3) profassional Buraaucracy

4) Divisionalised Form

5> Adhoc racy

He maintains that for all organisations, one of these
five predominates, The key towh ich one
predomindgtes he giveis &s ;.

1> Simple Structure Manag ing Director or Chief
Executive

2 ) Hachine Buredgucracy Tachnostructure, wh dichi
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includes traintng, research and p3anning

3) Professional Bureaucracy ™ Operating Core e, g
Doctors and Ihfrses

43 Divisional3ised Formn llanageris of Tanagers
between I) and 33 onlthis scale

53 Adhocracy - Support 8laff, particularly Research

and Developient

It is difficult to slot Social Services into any one

of these rnodels, The wr iter has seen e lernenfcs of
all these operating somewhere at sometime, and the
situation can change quite rapidly, As has been

pointed out previously, social workers have been the
str ngest inlfluence in the deve lopment of the
Dep&rtments, but as hsdis adso been pointed out, social
work has not established a professional status and is

difficult to see as a ’'key' 1in Mintzberg's terms,

At this point, it seems appropriate to introduce a
comment from papers handed out at various seminars
and courses by Professor Derek Newman (1973/74 3,
his note on professionalism heralded 'competency '
assessment referred to in Chapter 2 and again 1in this
Chapter, Newman'’'s note 1s presented here in full,
since the writer has not found a record of its
pu lixzation, probalalybecau se Newman, of Nollingham
University, who ran 'the Centre for Organisation
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Analysis', at Fulmer 1in Berkshire, was killed in &

bdaiing a&ccident in the late 1I970s ;—

*Prof essional ism seems to be to do not only with the
generation and possession of a certain content or
area of knowledge and expertise, but also with its

competent use, the term 'competent ' being employed in

its widest sense, It appears thus to contain three
main features;- The first is that of knowledge, of
the content or ltechno logy ' of the profession ;

competence in this and its appIicatxon 1iis a sine gqua
non of professionalism, The second 1s also of

knowledge, but of a different kind knowledge of the
context or environment within which the first kind of
knowledge will be useci, Without tinis second kind of
knowledge, the first kind cannot competenl-ly be used,
The third is that of the stance of the person

prac tilding in the profess ion,

By 'stancel 1is meant the way in which the person
relates with the ©previously mentioned features of
knowledge, A professional stance 1involves a sense
of accuracy, honesty, integri1ily, comprehensiveness,
lack of prejudice and a recognition of personal

fall ibility,



It followe, therefore . that adeqgquadate and proper

professional education, however and wherever it 1is
carried out, should Dbe concerned with each of these
features, and that the professxonal person should

evince each of them xn his or her work.‘

In relation to the training function, he wrote;-

'If an organisation 1is to benefit from Dbeing such,

then to some extent it must be able to operate as a

cohesive who le , There must be some general
organisatx on structure and some gener &I philIosophy
and style of working, In achieving such & state,
there are two 1important requirements - that senior

manadgement has development policies or views dbout
such xssues, and that a training function exists and
reflects senior management's policies and views by
communicating them, exp laining them, interpreting
them, and chaldenging them since they cannot Dbe

'right for all time',

Thus the people concerned with the training function

must be in direct contact with senior management's

way of working and thinkijng, They must also
however, Dbe understood 1in that their qgquestioning and
challenging of senior management's views is not

dGutomatxcally 'dfxs Ioyal', and they should have



My fficient contact with outside thinking to enablIle
the’ to relate theilr own managemontls v iews with
othorsJd witlbut this understand ing and outside
contact, the tramiing function wili merely roinforee
conventions witledn the organisat ion rathor thian
commun icate them, oxploro thom, intorprof thom and bo

a major factor in their proper evolution,

These quotations have Dbeen given as not only did
Profossor Newwnkin have a great offoct on the writer's
thinkgng at soveral meolings at the time <cf Local
Government reorganisation, but they are particularly
portinont when considoring thie laek of clear
pgrofossionalism in Social Work, 1" way advancement
is awarded in the organisations and the way that
loydally might be porceived, and honce the difficully
of tho training function oven st a timo wkhen ciiango
Ils faeing callod for with tho implomontation of tho

National Hoallh and Comrun ity Care Ac t,

The gque tion of 1loyally/disloy#illy. looms largo whon
there 1is a question of change. A Director of Social
Servicos (Authbrity G 1in Chiaplor 4). re ontdy wrole
to staff regarding very heavy Dbudget over™spending
for 30/9! and one possibly even higher for 1931/92,
A series of decisions were listed in his memorandumt
which were said to be not open for discussion and
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included the information that the training budget
would be reduced back down to 1its base target, there
apparenlly having been an increase given previouslIly,
O0Dbviously this is go ing to mean significant
reductions in provision and it 1is understood that the
Departmental Directorate are going to determine the
priorities but on what basis does not appear to be
clear, It is understood that charges of misconduct
will foe levelled against anyone who Dbreaches the
instruc tions or expresses their feelings to clients,
The redson has been given that clients might become

anxious but since clients are also part of the

electorate in a democratic system, they have a right
to know 'what and whyl, This could be seen as
giving further examples of the lack of social
workers' professional status and criticism being seen
as disloyalty to the rganisation, Also it could be
yet another example of 'Officer’ power over the

Counc ils, allhough it 1s believed that in this case
the Director has agreed to meet any management group

that wishes to discuss the situation,

Where the approach to organisations seems to be A
rather than B, it 1s suggested that an indicator of
style is to see the role played Dby the internal
services of Planning, Research, Service Devedopment

and Staff Development, These are areas which must



have a particularly high prominence with resultant
status and inclusion in decision making groups if
Mocdel B is to function effectively, Ii; decision
makersj who are ullimately the Councillers, are going
to be presented with all the relevant information,
put objectively and digestibly and Departmental
Senior Management are to take a relevant course of
action, it is clear that research regarding social
anc demographic trends must be reqgularly reviewed, as
must the effects of any new legislation or
Departmental reorganisatijon, Further , *statistics
must be translated into usable information and buill
into p lans for the growth, change or re—
prioritisation of services ll 1is not unknown for

plans to be presented nmerely giving the resull of a

cut in budget, such as the closure of a home for the
elderly, or the Home Help Service, rather than other
more politically acceptable cuts, from the point of
view of the local electorate . Also, since the
glality of the services in a human service
organisation is going to be dependent on the
knowledge, skills and practices of its staff, and
therefore, in the way they have been developed, it 1is

necessary tfat not ondy must plans be drawn up if
chiinge is to take pIlace, but they must be implemented
before the .organisational changes are put into
effect, So often din the research, associated with
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ihis study, and the responses to enquiries and
informalaion collated since . indicate very low
Ftlention to these sub specialisms which, 1in turn,

suggests that their work is also almost cosmetijc.

Of course, depending on whether the Department tends
to be A or B will depend the curriculum for
Management Training in not only the content, design
and styde of delivery, fut ®mElso the twehaviours one
wants to see emerging if the objectives are not to be
limited to only knowledge and skills development and

an effective human relations programme 1is going to be

produced, The nearer one is to A, the more the
'self directed' study and the personal selection of
options (or even whether to undertake the programme
at all),

The nearer B, the more loptilons become ‘directed
alternatives' andthe student is set clear

organisationally defined targets 1in terms of specific

know ledge, skills and practices,

At this point, itseems appropriate to introduce a
comment from papers handed out ait wvarious seminars
and courses by Professor Derek Newman (1973/74),
His note- on professional ism heralded 'competency'
assessment referred to in Chapter 2 and again in this

— 246~

o P S - - —c - - =



Chapter, Newman 's note 1s presented here 1in full,
s Ince the writer has not found a record of 1its
publication, probabdy Dbecause Nswman, ot Nollingham
Universily, who ran lthe Centre for Organisation
Analysis', at Fulmer in Berkshire, was killed in a

boating accident in the late 1I970s,

lProfessional ism seems to be and to do with, not
only with the generation and possession of a certain
content or area of knowledge and expertise, but also
with its comjetent use, tfe term Ilcompetentl Dbeing
employed in 1its widest sense. 11 appears thus to
contain three main features:- The first 1is that of
knowledge, of the ontent or 'technology 1l of the
professionJ competence in this and its application is
a sine gua non ot professionalism. e second 1is
also of know ledge , bu'b of a different kind

knowledge of the context or environment within wfich

the first kind of knowledge will Dbe wused, Without
this second kind of knowledge, the first kind cannot
competently be used, The third is that of the

stance of the person practising in the profession,

By 'stance'’ is meant the way in which the person

relates with the previously mentioned features of

know ledge, A protessional stance involves a sense
of accuracy, honesty, integrily, comprehensiveness,
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lalkk of prejudice and a recognilion of personal

fallibility .

It follows, therefore, that adequate and proper
professional education, however and wherever it 1is
carried out, should be concerned with each of these
features, and that the professional person should

evince each of them in his or her work,'

In relation to the training function, he wrote;-

1#f an organisation 1s to benefit from being such,
then to some extent it must be able to operate as a
cohesive who le , There must be some general
organisation structure and some general philosophy
and style of working, In achieving such a state,
there are two important requirements - that senior
management has development policies or views about
duch Issues, and tHat & training function exists and
reflects senior management's policies and views by
commun icating lhem, explaining them, interpreting
them, and challenging them since they cannot Dbe

'right for all time',

Thus the people concerned with the training function
must be 1in direct contact with senior management 's
way of w rking and thinking, They must a3so

~ 248"



however, be understood, dn that their questionincj and
chalienging ot senior management ‘s views is not
automatically 'disloyal', and they should have
sufficient contact wi1lh outside thin¥king to enable
them to relate their own management's views with
Others; with ut this understand ing and outside
contact, the training function will merely reinforce
conventions with in t ke organisat ion rather tMan
communicate them, explore them, interpret them and be

a major Factor in their proper evodution,

These quotations have Dbeen given as Professor Newman
had a great effect on the writer's thinking at
several meetings at the time of Local Government
reorganisat ion, Also, they are parlicularly
pertinent when cons idering the lack ot c lear
professjionalism in Social Work, the way advancement
1l awarded in the organis tions and the way that
loyally might be perceived. This contributes to the
difficulties with the training function even at a
t ime when cflange is being called for with ie
imiocTementation of the hhtishal Headth anad Community

Care Act.

The question of loyalty/dieloyalty, looms large when
there 1is a question of change, A Director of Social

Services cAuthority 0 in chapter 41, recently wrote



to staf f regard:i.ng very heavy Dbudget over'-spend ing
for 90/9i and one possibly even higher for 1991/92,
A series of decisions were Jdisled in his memorandum,
which were saxd to be not open tor discussxon and
included the information that the +training budget
would be reduced Dback down to its base target, there
apparently having been an increase given previously,
Gbviously thiis is go ing to mean sign ificant
reductions in provision and it is understood that the
Departmental Directorate are going to determine the
priorities but onwhat basis doesnot appear to be !
cIlear, 11 is un*kerstood that charges of misconduct
will be levelled against anyone wh breachies the
instvuctions or expresses their ieelings to clients,
The reason has been given thiat clients might become
anxious but since clients are also part of the
electorate in a democratic system, they have a right
to know 'what and whyl, This could be seen as
giving further examples of the lack of social
workers 1l professional status and criticism being seen
as disloyalty to the organisation, Also it could be
yvet another example of 'Officer’ power over the
Councils, allhough it is believed that in thiis case
the Director has agreed to meet any management group

ihat wishes to discuss lhe situalaion
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The Assessment of Management Competences

In Chapter 2, attention was drawn to three models of
dec is ion making and referen*e was made to Compe tence
Based Education and Training as Dbeing a rational
process, It would therefore seem to operate more
easily 1in the 'B' type ot organisation referred in
the 'previous section, 11 could work in conjunction
with 'Design ' decisions as long as standards were
ma intained and un iversa 13.y applied, 11 wou 1d
however seem impossible to operate in a 'Garbage Canl

err-/ironrnent,

As was also shown in Chapter 2, the new National
Vocational Qualifications will be awarded against
competence criteria, and 1t was, therefore, logical
that this system should Dbe used with regard to
management training and assessment, Whilst it is
intended that the NVQ TIevelIs will develop heyond the
level 4 (sub professional), management is in a
position 1in some ways comparable to social work, for
it 1is part of many people's Jjobs and has not yet

achieved a true professional status n its own,

At a West Midlands Regional Management Centre
Conference (1983.5, it was pointed out that

'competence encompasses organisation and planning of



work , innovation and coping with non routine
activities, I1 includes those qualIities of personaX
effectiveness that are required in the work place to

deal with co=workers, managers and custonmers ',

This statement i1ncorporates many *Management skills 1

as does Level 4 of the N.C.V.Q, which relates to :-

18pecialist or supervisoryactivities, including

design, problem sodving and planning .1

Where then does this leave management training in
general and in Human Service Organisations and Social

8ervices Departments in particular?

As was shown in Chapter 2, the new National
Vocational Qualif ications will be awarded aep inst
ceampetence criteria . and it was therefore 1logical
that this system should Dbe usel with regard to

manaepment training and assessment,

As was stated earlier, it is intended that the N,V,Q,
levels will develop beyond the leave! 4, it is at
present difficult tea see how 1,Cc .1, and M,V,0, levels

are go ing to be camparecl,



The project was introduced by Bailey as 'to consider
management competenc.es required in Social Services
Oegartments and the possibility of deve loping
programmes of study and practice that might lead, if
desired, to an advanced award 1in Social Work, to be

offered by the Central Council',

In his introductory circular letter, it was
Interesting that Professor Bailey writes 'the specific
aims of the project were, I) to establish a range of
management competencies at advanced levels 1in personal
8ocial 8ervices and which are consistent with the
lianagement Charter Initiative and 2) to provide these
in ways acceptable to employers and employees, CCET8W

and CNAAs Credit Accumulation Iransfer scheme (CAI8 >,

By definition, an Advanced Award in Social Work wouId
bring it within the Central Council's category of Post
Qualification studies (PQ8 ), for whichh CCETSU Iave
only previolisly given recognition to existing hodders
of CCET8W awards , i,e, the Certificate in 8ocial
8ervice and tHe Certificate of Qualification din Social
Work, or their prexkcessors, No Certificate Hhas
previously been awarded, CCETSW are now proposing to

establish an Advanced Award in 8ocial Work whichi will



ho certificated by them, The intention of this
pro ©Oct was to OstabIishthOmanag®mOnt cowmpO®Xenc i©s

which will b® commemsurate with such an award and thoO

finaX work was publish©d in February 990 , Tho
pr Jject was undertakenin coilaboration w ith
rOpr©sGntativOs from CCE'8W, tho CNAA , the Local

Government I'raining Board <now Y¥anag@uOnt Board> thoO
Training AgOncy ih© TIin ivOrs ity of HuXXand a

consuXtant Dir©coV of Sociad 80rvicOs .

In view of the evidence submitted in the ©previous
chapters of this study regarding the lack of
un iquen®©ss in 8ociaX WorkOrs va Iues and tho©
inappropriatOGness of using thOm din assessing Social
Work performance, it 1s surprising that BaiXO0y <p ,5)
def ines th® cone©pt of compOtONnc® in 8ocial Uork
ManhgOmOnt as rOfOrring to knowi®©dg®, undOrstanding,
values, skill in performance, He goes on to quote
the "fra dining AgOncy dofinition 1tho ability to
pOrforni the activiti®s within an oc«wupational ar©a to

the levels of performance expected in employment',

As has t@0n sibwn, Socixl ©rvices Departi®©nts vary
cons idor wly in e pected 1l0vels of pOrformanc®, and
the Lead Body has called for a move away from values
ass@©ssnmOnt CCET W Conference on MVQ, WOwmarkO©t 1I989 >.
Also, the findings of the Barclay Report as shown in
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Chapter 1 of this study, showed that social workers
are almost obsessed with wvalues which are not reliably

baeed or consistant,

The Bailey project did not start until July 1989, and
as Bailey comments, the summer months of July and
August effectively reduced the time for the survey by
2 months. Further, the team did not start Dby
assessing where people were, as was attempted with the
research with this study, Dbut instead assessed their
reaction to the aims, which were - 'to establish a
range of management competencies required at advanced
levels in personal Social Services and which are
consistent with the Management Charter Initiative
«ICI - to prov ide these in ways acceptable to
employers, CCETSW and the CMAAs Credit Accumulation
and Transfer Schemel, These were a re-write of those
given in the introductory 1leller to the project and

shown on p.241 of this study,

The Local Government staff Union, N .A,L,06,0, has
always stronly resisted any requirement tor the re
assessment of staff, Also, the levels of performance

and knowledge and skills vary considerably between the

holders of the same social work award (.Ch. I p. 14 of
this study and below), CCETSW, as an Awarding Body,
approve a course as meeting their criteria, which in
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many areas 1s not specific or mandatory, since there
is not a National curriculum, Also., the conditions
of entry for mature students. i.e. over 21 or 23,

depending on which of the two Awards, is being

undertaken, is 1left to the course, or scheme in the
case of the 0SS, Whilst external assessors are
appointed to schemes, standardisation does not seem to
have been achieved, and, in the case of C,Q,S,W,, many
of the education establishments running CCETSW

accepted programunes , offer academic awards wh ich
reflect wvariations in levels, For instance, some
courses are I year with related degree or diploma
entry, others are 2 year withh unrelated degree but
still, in practice, very  happy to take students
qualified for ! year entry, Ther e ar e also 3 year
and4 vyear degree programmes, Some of the Post
6radualle programmes award Oiplomas, some Certificates

and some Master's Degrees,

Bailey picks wup this point (para, 7,'3), but even his

lowest <classification for a CQSW Award 1llsay a Dip

H,E,) would not apply to many who have teen receiving
the CQSW since 1363, He notes, however, the CSS as
being seldom, if ever, an X,E, Award,

11 is not surprising that the Head of an Area Hea lth
Authority, Psychoijogv Department remdrked to the
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wri'ter some vyears ago that 1Iwith mostprofess ions

there are wvariations inperformance hut one can rely
on FE common Eirea of knowledge and skills, hut with 4
Social Worker, the only way of finding what they know
and can do is to go out with them and watch their
performance', Interestingly, this was before CBET
came 1nto prominence but it would fit wvery well into

the concept of performdnce criteria,

What needs to be established, however, is a consistent
expectHtion of standards at FEn appropriate level.
This, of course, posesthe gquestion as to what 1is
appropriate, A competence signifies that someone is
competent and it should not, therefore, be possible
for one person to be more competent than another at an
agreed 1level, Care must foe taken when assessments

Fire 1mmEide, that theyare as objective as possible and

not 'good if we 1like them and bad if we don't', This
is a particular danger m the personal Social
Services, which was reported meiny years ago toy Ms,

Whitehorn in the Daily Telegraph who, writing about
Sociall Workers, said that the practice and powers were
'autfority 1if they 1liked them rnd ©®vUthoritmErian if

they didnlt ',

Bai ley, therefore, ©proposes an 'intermediate ' award
which, if Eichieved, could be continued at a Master's
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level, Further, Bailey suggests that CCEI'SW adopts a
similar pattern to Universities and Polytechnics in
admitting non graduate students who <can satisfy the

Institution regarding ti#eir achiOvements and ability,

In Bailey's study, i21 guestionnaires were sent to
colleagues from 17 Agencies,which included the 7
which were visited, 11 was sa id that these

Authorities had all a&greed totske part, yet only.74
questionnaires were returned 6 1% ), allhoughit was

said that 94% of +the respondents had agreed with the

propositions, The interviews were from a wide range
of levels and branches of service, Team Leaders,
Area Leaders, Personne l and Training Ollicers
lincluding Assistants, Deputies and Directors),

Staff were said to be from field work, residential and
cdlomiciliarv care, disabiIity, elderly, administration
and finance, Bailey comments 1p.33, on the number of
participants being less than would have been
gdreferrecl, but the writer guestions his assertion that
sufficient issues were highlighted to warrant the
su s equent conc lusions, 11 is accepted that the
response rate was higher than that for the

questionnaire re lated to thiis study, but tt was with 4

much narrower field, and to some extent with a
rehearsed audience, Further, the wriler gueslions
the statement (3,21) that most employees are not
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professional social workers as being iTtisleading, as in

talking about Managers, one is automatically
cons icier ing the 10fficer ' grades . By far the
majority of Senior Staff hold a Social Work
qua lification, Since the acceptancs into this

category of the CSS, the only major exceptions will be
amongst the Administrators and 'manual workersl e .g,
Care Assistants and Home Helps, These latter posts
are often part time, Dbut even these could be included

in some lower levels of management training, bearing

in mind one of CCETSWs other plans, which 1is for a
Certificate in Social Care, as being a lower
clualifica ion in 1its own right, or an lintermediatel

towards a full gqualification,

The Bailey Report makes reference to cost, but no
allempt has been made to quantify this, CCETSW has
always insisted on students Dbeing totally released
from work during study, which has invariably wmeant
repIlacement . The writer estimates that well over
half the 1ikely students would require to start with
the Intermediate Award and costs are, therefore, going

to be unaxceptably high,

There sure many misconceptions at the present time
about CBET and how assessments will be made, and as

can be seen from the ‘Insightl research (Chapter 1>,



there is a great deal of self-confidence amongst
Social Work Managers although many accept that their
qualiiications «wompare tadly with other professtoinad
carers, If 1t was believed, therefore, that they
could merely assess each otherls perlormance and e
awarded Masters Degrees, the scheme would be readily
acceptable and cheap to run, The reality, however,
is very different and the proposals with the present
pattern of service delivery would appear to be non

viable,

The writer has been for 10 years the Deputy Director
of a University wvalidated Mental Health Course, which
is recognised as a 1Post Qualification Studies ' course
by CCETSW and now has a Master's Degree attachment,
which has been Dbased on the CH IS scheme, This 1is
coincidental tut tIhe experience gained would seem to

be particularly relevant to the matters now under

cons iderat ion, Recruitment has been difficull, the
drop out rate has been high, and it 1is now understood
that it is to be replaced by a less ambitious

pr gramme JIeading to a Iower Award,

When an Authority was approached regarding
implementation of the Bailey proposals, the
information was given that the Department was already
over *s—egpent and that the proposals were not even being
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considered, Verbal contact with the Ministry of
Hea J11h has revealed that Authorxties stiIl seem to be
a<s far apart Xn their practice and thinking of
management develIopnrment a&s they were xn 'YThe research

for tMis study reported in Chapter 4,

The Future of Management Training

The Baxley rec ornrnornendat ions are based on the
contxnued ex istence of fhe Couricii for Mational
Academic Awards <CMAA > which the Government now plans
@ dxsband wxth fhie Polytechnxcs be ing awarded
University status, A natxonal va ixdat rng body would
therefore have to ensure overall levels and content of
an award, which CCETSW mighf have to take on alone,
assumxng their willingness . abxlify and continued

existence,

However, the researched Proposed Management
Competencies for Personal 8ocial 8ervices, shown zxn
the Bailey study «p,16 & 35) appear essential to

management functioning and should surely be obtained
before rather than after appointment, They are
reproduced as Appendix 3 in thxs sfudy , Allhiough
they can be obtained 'Post Qualification' this should
not be post appointment since failure to obtain the
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guiil &4f ication later will not change ihe appo intrnent,
will TIessen notivation and discourage Authorities from

ailotting tHe ne=essary resources for training,

In conjunction wdith 1epartment of Health circular
LAC (39>17 mentioned earlier, the Department of Health
issued 'Yfanagement Deve lopment ; Guidance for Local
Authior ity Sociad 3ervzxces Departments 1, The
foreword, by the linister of State (Heallh), draws
atlention to the lconple bus xnessde whiich consune
xncreas ing amounts f pomhIic funds'’, AIso 1lthe
graater importance xn the context of servxce delxvery
Bet out in our Commurify Care Whxte Paper ; 'Carxng
for Peopde ', ™™ foreword adso refers to the
hackground fo thie 'Guxdance l fchraughi the Devel oprnent
of Senior Managers within Social Servxces Departments
(LGTB 1988) and the use of the Personal Assessment and
Development Package tor managers entitled
lTransitions 1l (ABA C nsullants 1989), Further, the
'Yuidance ' xnc ludes sugge 1ions and diagrams,
reproduced as Appendix 4 in this study, and showxng
how to formulate a policy, 'strategy and a systematic:

approach for #Man&gement Development,

What 1s unknown at the moment, however, xs what effect
thiis advxce and finBncial help has had on Departments,

The SST have commissioned the Insitute of Local



Goverment Studies IMLOGOV >, University of Birmingham,
to carry out a three month research programme into
this question which should report later this year in

ISs'i

The Department ot Healll't Circu3ar and 'Guidancel
called for 8ocial 8ervices Departments to nominate a
senior manager to attend National Workshops, and who
would have responsibility for Management Deve 3opment,
As can be seen from the research shown in Chapter 4 of
this study, this person might easily not be a training
specialist or even have had any training in

management,

The 'Guidance' 1s recommending a 'Systematic' approach
Cp,16) , the possible problems of which are shown in
Chapter 2 of this study. it draws attention to the
importance of a clear lead being taken by the Director
and states that 'only the senior management team has
an overview of the whole Department and the direction
in which it 1is mov ing and coldeclive responsibility

for the Department as a wholel,

The writer dis reminded of a response given by Prof
Derek Newman, mentioned earlier in thiis Chapter, to a
statement made at one of his seminars — ‘It is

ipeccable an at the same t ime meaningless '. TIne



effect of the statement is to assume attitudes and

levels of competence Dby the Director- and members of
the Senior Management Team which might not exist, As
has a lready been stated, the ilarsdand article 'Ssck

The Lot and Start Againl is not without foundation,
uith thie absence of a <ciear promotions criteria,
assuming 'the cream has 1risen to the surfacel could
ossify rather than change situations, FFurther, in
recommending lhe sysematic approach mentioned above,
the document also states, '"Whiilst the Department of
heallh expects Social Services Departments to adopt a
strategic approach to management development and to
deve Iop appropriate podic ies and strategies, the
detail of the ap3froach and content will. vary for each
Department, according to the needs and context of the

organisation and its staffl,

This repeafed allowance of 1sedt determinat jon ' which
has been referred to earlier Cp ,227 & passim) seems to
have mitigated against setting high standards,
During the research for this study, it was suggested
to, and at that time rejected by the writer, that this
lack of <control was not through negligence or Dblind
acceptance of local control, but was a direct
goverment policy, that since laad practice could not be
preventecl, when 11 emerged the policy ensured that it
was the local Depardments fha £ took the blanme, Th is
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Wa POCA1IO0OCI WhOW 1t WES vi0l0d tleclt tHO MIVLIStOP,
boivig interviewed on teiov isiovw ovor tho chil care
'Pindownl case <"991), was gquick to defend the SSI by
say 1ing tMat it was the Ioc«l author it des '
rewpons ibili'ty to clie k on practicos and that tlie SSI
only checked on tho sorvices ofi¥red and the use of

resources,



Summary

The present Government has focussed attention on
Social 8ervices Departments over concern regarding the
hlgh and increasing <cost of the services and the
number of highly pubIicised mistakes that have been
made 1in the services given, the Government's policy
is towards greater and more efficientdy run community
care, and this in turn points towards more
standardised Departments and more National control,
This would need to be reflected in the eontent of the
management training and develoment Dbeing offered,
The 8overnment for the first time 1is now offering
Departments additional monies for management tra ining
under the Ministry of Health, Social Services Training
Support Programme , Wiih this grant, the Hinistry has
siated ihat that it is their 3ntention to ask Tor nmore

specific and detailed plans in the future,

In relation to these plans, if objectives are going to
be set and their achievement demonstrated, the

'RationalIl model ot decision making wlll provide a

specific and detailed response in a Bureaucratic
sy tem, The 'Designl approach, which is more broad
and directional, could still be used to set and

achieve objectives in a more llaissez fairs'



organisation, but standards would have to be <clearly
set, achieved and maintained, Both these models are

qoing to J'resent difficudties for Departments where

social work has enjoyed many of the advantages of a
professional status, without standards or constraints
necessarily heing imposeci, Also , Trade Union

pressure has resisted re--assessments being made or

mandatory training being given ,

T Me pVessure to iunction eftectively, with thie
weighting being on the Bureaucratic end of the A H
scale, will be further increased by the use of
N,Vv,0,1s and C.B.E, f, both to assess managers and as a

manfigement respons ibility,

However the rnost cornrnon mode i of managernent cur ricu lum
planning m wuse at the present time, appears to be the
'Garbage Can', {"his 1is where objectives are unclear
or not set, assessments ot performence are not wmade
and participation is optional and could be for a

variety of reasons

There is no National pattern of service delivery,
hence the 8,8,I’s acknowledgement of local needs in
their training guidelines, However, m relation to
'terms and condilions of service ', great difficullies

would be placed on anyone attempting to give more



vetponkibility to a meiber of statf withiout cdear

Vecogn itxon and payment, making on *fhe job training
even more difficull, as 1is the opportunily to try
peopde out xn management roles. Ii 1s also an
expectation that all posts will be advertised, making

the need for National standards of knowledge and
skills even more important, A locad orientation
cojild be added lpost training ‘' rather than be ing

incorporated into the basic model,

There have been ‘headline cases' on the standards of
social work, Dbut there has not been a national enquiry
0f the type follow ing the Brixton riots, wh xch
resulted in the Denning Report on the Police, whxch
direclly led to =xmproved Police trainxng xn general

and management traxning xn particular,

If Nationally agreed policies, are not imposed 1is only-
likely to be competition, in terms of recruitment of
staff, and pressure for efficiency and efficacy that

is 1likely to bring about a common approach to a high

standard in management training and development, The
advent of the Nat ional Council tor Voca tional
Qua lificalions has, therefore, a potential for

improving what research was showing to be a fairly
clepress xng picture, 11 will not, however, be

ligIemrented easily,



Rexzommendations in re3alion to idlanacgemont Tra ining
must be viable in terms or resources, necessity,

wi3lingness and ab diiity,

Different Social Services Departments have different
perceptions of need and are wunlikely to voluntarily
accept a standardised and National ©programme, it
wou3d need to be established adong the same Iines as
the po3ice training with CCEI'SW taking a simiIar role

to the CPU, as shown in Chapter 2,

The re is the opportunity to change Scc:iad Servaces
culture Dby the introduction of a Competence Based
Education and fraining model and the use of the work
of the IMCVQ., Dbut implementation is going to be
difficull if it is likely to upset peop le 's

expectations and the existing hierarchy of Jjobs,

The Management Charter Initiative now sees the concept
0f a management profession as 'a long way tlomh the
road' and Management Training in the Social Services
should be seen as an essential post qualificalaion

study, possibly 3eading to a second qualiticalion,

These innovations would =2nevitabdy lead Departments
Into more Rleardv struc'tured organaisalions, the B

model shown earlier, arid the establishment of tangible



and assessable management development programmes wx th

g National commonality,

In an intervxew with a senlor memffer of Yfhe Department
of Iallh, 8o ial Services Jdnspectoral'te the wr .ller
asked about the effect of +the grant aiding and was
advised of The INLOGOV research, T the writer
mentioned the results of the research shown in Chapter
4. NALGOls refusal to consider re-assessment, the lack
of clear promotion criteria etc,, and received the
reply, 'WVou have obviously rehearsed the difficulties
very welll, It was explained that they had not been
rehearsed but had been experienced, a reply which was

read iIy accepted,

This study has not considered +he possibility that
Social Services Departments in their present form
might soon cease to exist with the probable
reorganisation of Local Government, It 1is felt that
whatever form the Social Services take 1in the future,
the matters raised by this study could prove to be

useful Y“Yor considera-xon .



CHAPTER 7

CONCLUSIONS AND RECOMMENDATIONS.

Caution in Planning

A Trainer in a Local Authority or, for that matter,
any setting, must always be mindful of viability, In
other words, however good the ideas are, not only do
the resources have to be present or available, Dbut the
a ftifudes and practices w £th in thie organisation
sympa fthetic, Ierefore, it 1s intended tlaat these

suggestions will be practical and supported by
experience as well as based on an analysis of the
materiad presented, Thiis s'udy has not allempted to
establish a curr iculum but to go back fo t Te
pgrincipdes by which an appropriate curriculum could lae
estab lished, Thiis s fudy is , therefore, concerned
w ifchi processrather than outcomes, A Director of
Social Services said to the writer, that it was not

worth defining objectives for training as it was ail

going to change in the near future, 11 was Foin £=d
out, as has been said earlier, that if training was to
bring about change, it must have a clear purpose and

direction and be at the forefront or any planned
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change, Further that it was necessary to have a
clear 1dea of where one was Dbefore mapping a clear

path to where ne was go iVig,

Change in human Dbehaviours seldom happens overnight
and any change is often the result of a long and
sometimes painful process. it is necessary,
therefore., for objectives to be set and the intentions
made clear. The argument often put forward, that
standardising and clarifying existing practices is
unnecessary fecause of impending change, holds 1illle
validily, particularly in a service organisat ion which
is meet ing the needs of a cont inualdy chang ing soc iety

and where efficiency and efficacy must foe of paramount

imporlance, The factor in the Departmental
organisation that seems to cause the greatest
disparity 1n and problems with service delivery, is
the concept that each area down to parts of

.Authorities should recognise the individuality of that
area and 1its differing needs back to Seefoohm. In
practice, however, thishas often Dbeen used as an
excuse to expdaindifferences rather than an agreed

variatiow from an established organisational plan.

For examp le in Social Serviees, organ isation
variations in size of areas and local patterns of
service delivery o *tenowe more to the force of

indvidiclua L managers 5 personalities than thie



ident ifiab le difierences in demography or social

functioning,

In reviewing the case studies, National enquiries,
interviews with specific amrthorities, historical
cieve lopinents and recent pro.jects in an allempt to find
some recurrent theme, as has been stated previously,
the most significant finding has been that there does
not appear to be one. There 1is certainly widespread
interest and, 1n some areas, this has been transdated
into considerable motivation and in still fewer areas,
a major commitment of resources. These are either
overlly in terms of cIear tudget allocations or the

commitment of existing staffs time and expenses,

11 is clIear from the impIementation of the Qriffiths
Report that there will have to be a shift of emphasis
from casework to case management and that this must be
urgently reflected in any curriculum that 1is going to

meet the needs of the 1990's.

8 iVice this study was commenced, there has Dbeen an
increased enphasis on ‘'devolved management', which is
borne out by reference o Innovat ry Tanagement
Practice in 8ocial Services Departments (LQTB 1I989),
This however has not necessarily been decided on after

a cleFr analysis of the situation and an appreciation



fha &t fhe resources . includ ing fhe knowIedge and skills
of the managers and the stage in 'the development of
fthe organdisati n, make fthis des iraixle, This Reporfc
followed the 1988 LQOTB publication entitled 'The
Development of Senior Managers within Social Services

Depar tments 1As 1s wr itfcen in $che introduc tion foo

fthe second document 'One of 4its recommendalions was
that a further document should be published, in order
to stimulate discussion on what 1is possible, provide
practical examples of what has been achieved, provide

Deparfments and individual Managers wi'fth ideas and

sfcimu1ste =iscussion 1,

Depending on many factors, including the maturity of
individuals and the organisations, discussion may or
may not come about, However, as has been made clear
earlier in fthis study, from history, research and
progress so far, whatever the reasons, it is
inconceivab le 'tThat the 8ocial 8ervices Departmenfs

will come together of their own volition and reach an
agreed formula for Yhe conten't and standards of a
Ma'Bional managemen'®t programme , Also, 1€ is doubfful
if any Iocdy aft fthe present timeexists wifth 'mfhe dower

to enforce it.

The Departmenf of Heal'mh 's 1lnspectorate 1s primarily
concerned wi'th the range of Xre care services, and
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wh ils'™® the Bepar'mment oT Hea .lth has recenlly made sone
provision for financial support for training, most
Agencies have seen this *in terms of 1increasing 'the
number of off-the-dob +Hfraining courses, where it 1is
far easier to quantify training in numbers of courses,
staff attending etc,, than in targeting managerial
staff 1in order to equip them to carry out this work
'on thejob ' , 0 ne of the problemspointed out is
that many of the first Line Managers are 1inexperienced
in their tasks and many are either not notiva''ed or,
in some cases, not able, If this 1is the case, it
bodes 111 for the introduc'™ion oi an effective and
honest staff appr isad system and a sound transfer oi
learning f» take place from YThe off—lhe-job learning

on courses (see associlated research by A, Tolley),

Social Service Departments are 1likely to become seen
less as Social Work Departments, certainly in terms of
the percentage of posts requiring a Social Work
qualification, with the implementafion of the National
Health Service and Community Care Act 1990, However,
the the majority of staff in management positions are,
for the forseeabie future, likely to have Dbeen social
work trained, This 1is recognisisng the fact that the
Central Council for Education in Training and Social
Work decided "ha't Lhe Cerfrificate 1in Social Service

qualificatrIon (C,5,5,> which they had steadfaslly



ma inta ined, however d4iljogacaidy, was not a Sociaij Work
qual if ication since its inception in i975 was., in

fact one atter ald,

1t ds difficull to see what the 1long term eiiect of
the present phasing out of the C,S,S, and C.Q.S.W, and
their replacement with the new Diploma m Social Work
is 1likely to have on future management training and

ceve lopmerit,

This new gqualification had been plarmed by C,C,E.T,S .W
as the Qualifying Diplorna :@An Soc ial Work CQ ,D,S ,W,),
but this failed +to be launched when the Government
refused to fund three year training as a replacement
for the existing two year programmes. Had this taken
place, not only would the gualificalion have Dbeen
acceptable in most other Countries, whi*h 1s unlikely
with the present arrangements, but there might well
have been some time on the courses for some management
training, This now seems 1impossible if expectations
are going to be met of improvements 1in training in
casework practice and assessment techniqgues, This 1is
not allowing for training m the necessary additional
tasks, such as contracting tor services for improved
community <are, that wilid be necessary by the

irmp lementalion of the new Act.



The Diploma in Social Work, whilst being still only at
two years' duration, 1is intended to be set at a higher
academxc Ievel than the previous qualifie=alions and
will, in fact, have advanced status. This is to
equip it to Dbe fitted into the envisaged N.C.V.Q,
level 5 category, but if this 1s the case, it will
obviously be above the needs of many of the present
posts and possibIy the abilities of some of the
holders of the existing gqua lifications . Ii will a3so
probably be more expensive. Many senior staff are
already talking in terms of seeing this qualificalion
as being applicable to a much smalller range of Jjobs

than Bhe previ us two qualll icalions .

Cons idering the present situalion, however, great

reliance will have, to be made on 'post qualifying
studies', and management training and development
would seem to fit clearly into this arena since, where

it 1s deemed necessary for a particular post, a social
work qualification 1is nowadays normaldy required at
the start of one's professional career, rather than
once on the managerial ladder. This is also the most
likely situation in the future, taking thie above

informalion into account,

Having stated the above, it must be recalled that the



shortage of training <=ourse p laces and fhe expansion
0f fhe Deparfwenfis grea'®ly incroased 'the number of
uriClualifiod staff recruited in the I360b and IS70a,
whiich mean't that qualifica®™ ns were offen obYained
after appointment and this greatly distorted any
training programme. either basic, professional or
management, Of course, with the exception of the
1s83 flental Healm™h Act, where new appilcants tor
authorisation as 'Approved Social Workers', now have
to be qualified social workers, there is no statutory
requirement for a sociad worker to hold a CCE i8W
approved qualifica fion, (and fhis inc ludes the
0,8,8,), Dbut merely to be appropriately authorised by

their emp loying Authorify,

Even in salary Jeve ds , whiis€£ there 1s a Soc1ial
Workers Scale in the National Local Government
Oondi'tions of 3ervice, 'These can be varied from

Au'thority o Authorilfty and, evenwhere striclly

applied in respect of 1levels i, 2 and 3, whilst there
was a clear inteniion tha't 'The level 3 workers woudd
be qualified, th 1s has now Dbeen Ireachied and 11 1s
awarded on the basis of the percieved complexity of
fhe cases being supervised, This, of course presents
problelts in selling enfry criteria for managemen

training and development programmes and in making



assumptions about abilities and existing levels of

know ledge,

A further probdem in sell ing standaro's for Post
Qualification Studies, is the social workers' National
stance 1n refusing to accept re-assessment in any area

of work,

Although social work is neither a specific science,
nor the prerogative of social workers, since it 1is
carried out -as part of the praclice of other
professionals and non professionals, the views and
practices of social workers have tended to pervade
Social Services Departments, as has been stated
previously and the mandatory imposition of an assessed
management training programme, Nationally, or even at
a local 1level 1is unlikely to succeed under present

regulations,

A Department encountered in the research programme had
refused to introduce a programme which was validated
against assessed stanclards, on thie grounds that many
staff who had previously attended a course where a
certificate was awarded by attendance would ask for
re-training and might easily not make the standards

expected, Further, since the most senior staff had



now been trained, it was felt that the needs of those
witli the greatest atoilililies had aiready teen met, a
strange assumption as many of the later entrants to
the service and therefore the more junior, had in fact

better academic track records,

Another situation was encountered where & Department
agreeci to the introduc llon of a vadidated Diploma
course, allhough at the same txme Inposing an emtargo
on applica'tions twy all those under Principad Officer
grades, Even some o0of these were excluded and only
3eft with the same opportunity a&s alj other managers,
that of attending a voluntary in-house ©programme,
3h is wil3. effeclaively preven £ ‘‘ra in ing te fore
dppointment to a manageriad pos't and s ince no
cond ition is imposed on ou £s ide appo in ftments or
promotions . fo require further training, the work done
so far might easildy te dilu'fecl, The situa&lion has
fur'ther teen complicated ty some s'taff teing seconded
to the programme run by the Chief Executives
Department on an i1,C,I, level I, without any direct

«onmpar Yjsan twe'tween the fwo programmes teing made ,

Change in Soe iety 5s Expec tions,

An unexpec f=ed tenefit in having ex''ended tte period of
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time normally expected for a study such as this, has
been to see the change in attitudes now expected of

eip loyers in generali,

Ai a Conference 1in Leeds on the /lh ifbruary 1989,
'Using 8landards for SBusiness 8uccess *, which was
presented by the National Council of Industry Training
Organisations and supported by the Training Agency
(part of the Government ls Emp ioyment Oepartment
Group, » the Chairman, John Hillier, pointed out tTat
in 1986 £80 Bn had been spent on training, yet only
One third of the employers had carried out any
planning in relation to traintng and fewer sti1dd had
any system to assess 1its worth, He thought that now
was the opportunity to put training on the same
footing as ald other business functions, Certainly,
pressure is now on to make the most efficient and
effeclive wuse of all. resources in an increasingly
competitive world, and it is now recognised that

lpeoplel are the most important re—ource,

Eoger Dawe, Oirector General ol t'ie 1lraining Agency
Tointed ouft to the same conference thaf, allhougfi
training was now moving to the centre of Dbusiness
inf=erests, approxima'fely one '‘third of employers were

still not carrying out any training programme and A'2%



at fhe oxis't™xng wor forco did not see tMeinsodvos
uncor fakxng fur'thor training during tho rest of 'their
career , This is of partxcular concern in that 80% of
ffhio workforco of this coun'mry xn "™MO© yoar 2000 aro
Iroady in onp Joymont . B earxng xn mxnd thie
Europoanisa'txon programmo for ISS2 Rogor Dawo was
a lvoady roflocfing 6overnmonf£f po licy. whon ho saaid

fhat 'our futuro 1is dopondont on hxgh produc fivxty and

high skills', However, John Fuller, Head of
Qualxfxcatxons & 8landards Branchof 'he Traxnaing
Agency, in alater address, saxd that only 33% of the

United Kingdom workforce held a trade qualification,

comparod " 78% in tho Unifed 81ls'tes of Amorica,

Thxs rocdlxsationof fho i1nmporfanco of "Yrainxng has
been reflected xn the public sector and has been
marked xn the Social Services Dby the introduction of
training support monies by the Department of Health,

mentxonod earlier.

The most encouraging innovation has been the
xntroduction of 'conmpe 'tonco based oducati<m and
trainingl. 1o again gquote Roger Dawe, who saxd that
to obtain top quality people, 'there must be
coMpelonce basod soloction and 'fraxning*, Ho saxd

that the 0SDs should be known as the 'skills decade',



It is obvious that moving training in this direction
is going to change the Manager's role with new

training needs as a direct consequence,

Assuming there is a relati>dxmship in Social Services
between staff gqua Lif icaliions and performance that 1is
held for other organisaliona, it is necessary to have
a belief that Social Services, a lthough there ‘to do

good' . also need ‘to do w.!l.I',

Although ©National Vocational Qualif ications will not
be mandatory, there 1s the 1risk toDepartments that
decide not to impdement this scheme, that tIey could
could be seen as poor performers in relatIion to others
that have <c¢lear indicators oT pertormance, This
would be in the itemisation of the tasks to be carried
out and an assessment of their staffs' perforrnence 1in

cary ing them out caompetenlly

This could Hhave a wvariety of impiicalions on, lor
exanmple the recruitment of staZX*f, In a Department
implementing the scheme, they should be assured of

adequate training and an objective and wvalldated
assesstent of their conmpetencies, ihe same cou ld

we LI appdy to hanagement Iraining.



f£t WAY FORWARD - The 1930s

If the 1990B are going to be the skills decade, then
changes must come in the Human Service as well as
Jncdustrial and commerc ial organisations, ihese

changes will not only be in organisationa I structure,

but alIiso in the predominant cudtures, In terms of
Social Services they will ftdso have stafutory
pressures from changes in function, incIud ing the

almost immediate impIlementatian of the Community Care

ftct and the ChiiIdrens Act,

This has got to mean training for change. If that
change 1is not only to be in terms of the shape of the
organisi-ation bu't in tife manageriad styles, allitudes
and behaviours of the managers, it must be clearly
linked to the concept of compe tnce and resolved in
programmes of change, Subsequent reinforcement
shoudd inc lude ail areas of funclion and stylIes of
management and ensure ihat ajd are conmplehentary,
Sellirdg up situations of cogn itive dissonance can be
easily done at times of change it care 1is not taken to
ensure that all parties are 1n tune and hearing the

same messages,

if a system of NVO'’s 1is going to he implemented in a
Department, this wiil ifse lt pdace extra

- 285 -



reb ons ibiXxties on managers, Howover, in
cons ideringcthe iove1 ofmanagomont compOtency

required in NVQ termsfor working at different levels
in tho SociaX Sorvicos Dopartmonts, it 1s Interesting

to note that whilst there are National Conditions of

Service and salary scales for many posts, there are
quite wide variations in pay owing to different
structures, availabiIity of staff olc,, Whilst thior®

is as yet no 1linking between pay and NVQ level, this
1s ailiiost bound to come , and couaid distort the

H,Ss Ossments made .

Competenco shouild be demonstrated <nd assossed under
normal work conditions, or those that are as' close as
possible to those in which the candidate would work ,
Thevo 1is, therefore, no automatic 1ink hetwoen courses
and assessment, This should 'unhook 1 Departments
from the idea that training 1is running or ailiendxng
courses, as a ~course will have to show that it
provides a means of attaining a competency quicker or
more cost effeclively, whicin wxll have consideralale
imp!xcations for Col leges and outside course

prov iders,

Sxnce the objectxve xs change, it the NCVQ schieme 1is

to Dbe used, then it was suggested at the CCETSW



Newmarket Conference <1990 ), that the concept of

ichange agents' applied to the scheme would showi~

1, Change generators :- Iraxnxng hgency, NCVQ, Lead
Bodies,

2. Change xmpdementors ;i These were the project
groups and those invoived in piilots,

3, Change adopter's; Those who take on a ready made

scheme,

In practice, all Departments are 1likely to be change

xmplementors . since the flnail materxal xs unilike1ly to

be sufficiently specxtxc and 1s most likely to Dbe 1in

terms of generail guideixnes, ¥ considerxng an

action plIan for the implementation of the scheme,

there 1is no right or wrong way and it xs up to the

Organisation to decxde, Some oi the tactors for

consideration are:

x> Xs the Department de-centralxsed?

1i> bureaucratxc or federai?

iid>does it have ™mission statements' with aims and
objectxves at 1ower stages?

iv ) does it recognxse xts dependence on the gquaixty
and cornpetence of st=aff?

V) are axms and objectives prxrxtxsed?



It 1is emphasised that Social Services must 'target'
and that ca1ear aims and objiecixves shouad come from
the Director ieved Ca point made xn the 'SSJd Ouidedines
mentioned in the 1ast €hapter> wiih =xnstructions as to
priorities, Externai. vent ication can corne from an
awarding body but standards have to be owned by

employers and not by educational institutions,

These are all very much management considerations and
implementation of such a scheme d&ssumes a leved of
managerial competence which might not ailready exist,
The problem then remains on how to implement and how
to 'break the <cycle or deprivationi with regard to

management know iedge and skxils .

There must be a logical pallern of lmpdementation and
the fo1iowing 1is suggested, Terms have Dbeen used
which do not assume a particular pattern of service
delivery and although there are parallels to the
l1implementation diagrams 1 reproduced from the SSI
Gu ide1ines and shown in tlle Appendices, they do not
make assumptions of the existence of any of the stages

and provide a more itemised checklist.:—--

Departmental philosophy and mission statements,

Service phidosophy and mission statements,



Unit object ives

Unit tasks

EIemonts of tasks (Bpecitication)

Conpetonc1os expocted of staff (Performansxe

Cr iter 1a)

Portormanco moasuroOs

H3 0 SSfiowvt

Prog ramihno

Re-Assess

The final live stages can Dbe seen m terms of an

evaluation and a control as demonstrated by Hamblin

(.1974) ., when he described the management ot training

and the 1s011 corrocling trailning systeml introduced

by Rack ham, Honey and Colbert (i9 /1), hi so, this



model dis reminiscent ot what is required for a Style B

organisation, as mentioned 1in the previous chapters,

Ac tion
(Programme)
Investigation
(Re—assess)
Dec ision
(Assess>
Ama1ysi s

<Competency expected)

Evaluation

<Performance mission)

This cycIe has the advantage that one can enier at any
point butj once m one continues round indefinitely or
until1 the evawation shows that no further action 1is
necessary, An impossible concept that not only

impdies perfection b ut that it will be m intained !

Summary of Findings and Conclusions

Ai It 1is suggested that the culture of the Social

Serv ices is strong1iy cdetermined by thie domxnan t

domain, These domains are said to be Political C'p?



Or 'P'), Managerial (administrative ) or Profess ionad,
It is further' suggested that such is the structure and
promot ion system in a 8ocia l 3ervices lepartihent, thHt
senior posts embody adl these, giving the opportunity
to match the nmost appropriate ai1iiiudes t t he tasks

ln hand, but that, in practice . personaility dictates

wh ich one takem precedence and that this, in turn,
produces the predominant culiure, the relaiive
dds;it ions of the Personned. &esearcla, Planning and
Staff Development specialisms are guides to the

predorninant forees ,

B, 8 ince 8ocial Services Departments are 1in a Local
Authority se 11 ing " the y are essentia .Ily
ibureaucratic 1, and this is reinforced by trades1
Un ion activity, The re is conf 11ct in some

Dephirtments lketween Hn = model K laisse faire), whid t
masquerading as B (cileariy defined ro1e ), alihough
mo t Departments fall somewflere aiong tflis ULline . (See

Chapter S p ,23S of this -study),

however, whi13st the decision making processes
regarding thie manhgement training and development
should be rational and based on a systematic or design
moded hs appropriate, they are irequenlly *garbage

can' (Ch. 2, p,46 of this study.).



C. Hamblin's suggestion that whilst am ‘integrated
evaluation systemi1i was ideal, it was not possible and
a MWoodward 's iragmented system ot contro1' was
ineviiabi1ie, might not be true tor 8ociail 8ervices.
The nature of the services being provided by the
Department, the management structure and promotions
ladder and the overlap m the many of the Jobs being
perlornhed, make an 1integrated systemposs ib Ie . Csee

Chap ter 2, fig, i,

D . Quhiliticati@ns in the professional/semi-
professicnail area of 8ocial Work shouid not be cut ff
from managemeni: training and 8ocial Work trausning does
not render m nagement training unnecessary, Furiher,

such training could well be considered as a widening’

railler than 'heightening ' of theexisiing training,
Management may need not to be seenas a higher order
of kncdwledge and skidls. There sifould be a tying ot

reluirecd performances to rank of ©post as in the

Pol ice,

E, Competence based education and training, with the
wdrk of the WCVQ, gives a new opportunily tor Social
Services Departments to ‘get their acts together', and
introduce a new and logicail system of management

deve Jopmen t,



In view of the above, the foilowing suggestions are

made ;

!, Social Services Departments urgently need greater
coviformity of practices and standards in which

management competencies must pilay a major part,

2, A level of management conmpetencies should Dbe
Incorporated into each level of ‘hierarchical

funct ioning.

3, There should be a general agreement as to
standards expected which will facilitate the mobility
of 1abour and ensure that the most efteciive wuse 1Iis

made of the Iimited Jabour res urces,

4, Performance criteria should be established and
assessed by at least two assessors (? Line manager and
A,M,Other) . lhe second assessor could Dbe from
another authoriiy and adjoining authorities cou 1d

group together as 1Imanagement quality circles',

5, Assessment should be made, as far as possible,
before appointments are contirmed. Appointments
could Dbe on a temporary Dbasis until the necessary
competencies have been a«wh ieved tinc 1ud ing

management) . This would Initigate against the 'ovev



promoted1i and the 'under achievera in terms of

performanee criter ia,

6 . The concept of continual development should be
incorporated xnto contracts which wou 1id ensure
expectation of recognition by bo'th empdJdoyers and

ernpJdoyees ,

7. A3l Departments should have a Staff Development
Team (Competency Assessment Team) of sufficient size
and expertise toallowindividual staff development

programmes to be set as necessary to achieve
competencies, as weld as to maintain perTormance, fhey
should be trained as assessors and could perhaps form

the quality circles mentioned in 4 above,

8, Qepartmentssivuid ensure that groups of tasks
forming Jjobs are clearly set out in terms of job
specifications, that job ho3ders are appoxnted agaxnst
person specxrications, and that the assessment of any
gap and competencies not yet achieved are incorporated
into condxtionai1 contracts, ithxs need not affect
continued empiloyment as staff cou1d be he 1d
butstantive against a previous rode where conmpetence
Mac teen achaeveci, T inas will otwxous 1y torxng

additional costs, tout it XS suggested, less than



someone with the wrong or inadequate level oT

competence,

Afterword

As was stated at the end of Chapter 6 of +this study
(p.271), County Councils and Social Services
Departments in particular feel at the moment wunder
threat regarding their con tinued existence,
UndoubtedIy, as has been confirmed y enquiry, a great
deal of effort is being made on survival , It is to
be hoped that Departments will take this and other
researcires idnto management training into consideration
when trying to establish curricula that will improve

the ir efficiency efficacy and pubi1ic image,
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Mr. M. Mills Mrs. A. Tolley

principal Training Officer, Assistant Joint Care Planning
Norfolk Social Services Department Officer,
Tel: Norwich (0603) 611122 Ext. 5026 Norfolk. Social Services Dept.

Tel. (0603) 611122 Ext.5020

Date as postmark

Dear Colleague,

MANAGEMENT TRAINING IN SOCIAL SERVICES DEPARTMENTS

There has been a significant increase in attention to management training anc
development in local authorities since the re-organisation of Local Government ir
1974. In addition to individual initiatives, the Local Government Training Board
as you will know, evolved a management development advisers programme in 1975.
more recent project was the initial report to the Association of Directors of Social
Services in 1983 on the subject of the management training and development needs of
senior staff in Social Services Departments.

Despite this increasing activity, literature on management training in Social
Services Departments is scarce. Little systematic research has been carried out
into its effectiveness.

We have both had 13 years experience with Norfolk Social Services Department, anc
have been involved in the design and management of the Authority's Management

Training Programme. We are now researching into the curriculum planning an¢
effectiveness of this and similar programmes and are trying to ascertain general
patterns of management training activities in other Social Services Departments. We
would, therefore, be extremely grateful for your co-operation in achieving thi:
objective. May we ask you to complete the survey form attached and return it to wus

in the enclosed prepaid envelope.

The amount of detail reflects the large number of management training models ir
common use. We hope you find the information gained interesting and worthwhile.

If you have any queries about the survey or would like any further information,

please telephone us at either number listed above.

We should be grateful if you would return your completed questionnaire to us by
February 28th 1986, owing to the time scale of the study.

Tours sincerely,

Michael Mills Ann-Marie Tolley



M. 7. MILLS and A-M . TOLLEY
SURVEY ON MANAGEMENT TRAINING IN SOCIAL SERVICES DEPARTMENTS

Definition: 'Management Training¥*

Throughout the questionnaire the phrase 'management training' is used. In /ou
responses we would like you to adopt the following definition of the phrase, base
on Hamblin's definition of training:- _
"any activity which deliberately attempts to improve a person's skill in a jc
of a managerial nature'

It may be therefore that you will discuss activities which your organisatio:
describes as 'management development', or ’'manager education’ if they fit the abow

definition.

All data will be guaranteed couf identiality, so please be as frank as possible i
your answers. Please clarify practice, in cases where this differs from policy.

Now please continue and complete the questionnaire. Please write N/A against ar
item which is not aoolicable to you.

MM/AT/JX ssc 17/2 11



INFORMATION COLLECTION -
RESEARCH PROJECT ON MANAGEMENT TRAINING IN SOCIAL SERVICES DEPARTMENTS
(please attach continuation sheets if necessary)

All information collected will be treated confidentially and only used for the
purposes of this research under the Directorship of Dr. Colin Fisher, Department of
Management Studies, Trent Polytechnic.

A 1. Is Management Training arranged in your Authority by
a) Chief Executive's Department.
b) Social Services Department.

c) Any other Department.

d) Combination of Departments

If c) or d) please specify. Please tick as
appropriate
2. Are Management Courses run by: -
a) Internal Trainers
b) Internal/external trainers
c) External trainers L—

These items refer to the management of the Course.

3. (1) What is the length of the Courses and the number of students involved
(if more than one type of course please show seperately).

TITLE TEACHING STUDENTS ON COURSE STUDENTS FROM YOUR
HOURS SOCIAL SERVICES DEPT.
Course 1.
Course 2.
Course 3.
Course 4.
Course 5.

Course 6.



What level of staff are these courses a) advertised for (include spinal points
APT & C staff salary scale) b) accepted at

a) b)
Course 1.
Course 2.
Course 3.

Course 4.

Course 5.

Course 6.

(ii) Over how many days are the Courses spread?

Course 1. days
Course 2. days
Course 3. days
Course 4. days
Course 5. days
Cour.se 6. days

(iii) How are the days spread e.g. consecutively, in blocks (if so what length)
weekly, monthly.

Course 1.
Course 2.
Course 3.
Course 4.
Course 5.

Course 6.



(iv)

(a) How much additional time is expected for reading and assignments?
How much of this time is granted as leave from work?

(a) (b)
Course 1.
Course 2.
Course 3.
Course 4.
Course 5.
Course 6.
Are staff attending these courses ’replaced' in their place of work
whilst attending the course?
Course 1. YES/NO*
Course 2. YES/NO
Course 3. YES/NO
Course 4. YES/NO
Course 5. YES/NO
Course 6. YES/NO * Please delete as appropriate
Hg@’f‘ﬁ (vi) How frequently
«oTv Every month 6 months Annually Over 1 year
asa
1.
2.
3.
4.
5.
6.
Please list any other Management Development activities other than Training
Courses: - Details
PLACEMENTS

SPECIAL PROJECTS

FORMAL O0OACHING

OTHER (please specify)

(b)



5. In your organisation, are Management training courses seen as:-

Not very very
Important to promotion 1 2 3
As a priority for staff 2
Of high status 2
Relevant to job 2 Please circle as

appropriate

Indicate below if you feel that any staff groups feel differently about this;

6. In your opinion, to what extent is attendance of courses affected by:-
Very much Very Little
a) Geography 1 2 3 4 5
b) Time off 1 2 3 4 5
c) Competition for places 1 2 3 4 5
7. Do existing resources allow you to provide sufficient Management Training
opportunities?
YES/NO

If NO please indicate area and extent of shortfall.

8. Is the training programme aimed at:
Please tick as appropriate

Course Number 1. 2. 3. 4. 5.
Improvement in existing Jjobs

Contributing to effectiveness in
changing role at the same level.

Preparation for promotion
Other (please specify)

Are the Courses AWARD BEARING (a) SOME (b) ALL (c) NONE
If the answer is (a) or (b):-

AWARDING AGENCY
Are the awards LOCAL AUTHORITY UNIVERSITY/OOLLEGE
Certificate
Diploma
Degree

Please tick as appropriate and indicate which course you are referring to (i.e.

Course 1, 2/'3, 4, 5, or 6). Please specify educational institutions.

4.



10.

11.

12.

How are Courses managed?

If a Committee, give membership by job title
If more than one system please describe all models

Course

1

o oo WD

Do you have a budget head for Management Training
YES/NO
If YES,

a) How is this calculated *?
Please give brief particulars

b) What % of your total training budget does this represent?

Are there any issues or concerns that you would like to raise about management
training in Social Services Departments. Please make your comments in the

space below:-

HwwwowWWiW



B.

1.

CURRICULUM PLANNING

a)

b)

How
(If

Are

a)
b)

c)

Is a staff appraisal system carried out for Managerial staff. YES/NO
If YES, (1) What is the frequency:- 6 months
1 year
over 1 year

(please tick as appropriate)
(ii) Are objectives set YES/NO

(iii) For what spinal points are assessments carried out (APT & C

staff salary scale)

(iv) Does this cover the full range of staff in Managerial
positions YES/NO

If no appraisal system exists how are Management Training needs identified
- please specify

are identified training needs communicated to the course organisers
by group or committee show designation of members)

training needs related to Course Curriculum by:-

Course 1. 2. 3. 4. 5. 6.
Matching to existing courses.
Designing new courses.

A combination

What is the designation of the employer’s representative responsible for the
management of the training

Who

Are they 1st Tier
2nd Tier
3rd Tier
4th Tier
5th Tier

do they report to:-
are they 1st Tier
2nd Tier

3rd Tier
4th Tier

5th Tier

ismmm
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How are the Courses managed Course - 1. 2. 3. 4. 5. 6.

a) By person or section
(please specify designation) -

b) By Employers Committee
(please give designation)

c) Joint Management Commitee
(as for Certificate in Social Service)

d) By academic Institution
(1) Including employer representative
(ii) Excluding employer representative
How are courses funded. Course - 1. 2. 3. 4. 5. 6,
a) By contract for course
b) By 'In House' labour
c) Individual sessional payments
d) Fee per student

e) Other (please specify)

TRANSFER OF LEARNING
Definitions: -

Within the context of this questionnaire the following terms are defined as:-

evaluation of training:- "any attempt to obtain information (feedback) on the
effects of a training programme, and to assess the value of the training in the
light of that information". (Hamblin, 1970)

job-behaviour level
the third level of evaluation of training as discussed by Hamblin, (1974) which
refers to the application of learning acquired during training on the job.
1. Are management training activities in your department evaluated
a) occas ionally
b) usually
c) always

d) never



If d) is this because

a) you are unconvinced of evaluation methods

b) you are satisfied with apparent results

c) you lack sufficient resources

d) certain activities are especially difficult to evaluate

e) other (please specify)

If management training is evaluated, does this involve.

Course - 1. 2. 3. 4. 5.
a) Training Officer
b) Student
c) Student’s Line Manager
d) Lecturer
e) Other (please specify)
£) Combinations of above (please specify)

Is evaluation carried out at the job behaviour level?
YES/NO

Are there certain activities for which job behaviour level would not be

evaluated

YES/NO
If yes, please specify.

What methods of job behaviour evaluation are used?
a) None

b) Self appraisal

c) Appraisal by line manager

d) Activity sampling

e) Critical Incident Technique

£) Other (please specify)

Is evaluation carried out

a) during the course

b) immediately following

c) within 6 months
d) within one year
e) combinations of the. above

£) other



What factors do you feel Inhibit transfer of learning, particularly in relation
to Social Services Departments.

Irrelevance of course content
Course method

Role ambiguity

Lack of departmental reinforcement
Uninvolvement of line manager
Organisation climate

Other (please specify)

Are specific steps taken to enhance transfer
YES/NO
If yes, do you use - Work based projects

Pre-course briefings
Post-course follow-up meetings
Specific course input on transfer issues
Specific involvement of line manager
Other (please specify)
a) Is there any formal feedback to Departmental management on staff
performance during training ?

YES/NO
If yes, please specify how this is carried out.

b) Is there any formal feedback to Training Officers on staff performance at
work after training *?
YES/NO
If yes, please specify how this is carried out.

10. Are there any other transfer of learning issues which you feel are important?
Would you like to expand on any of the above responses? If so, please note here
or over page:-

Ssc 17/2
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SECTION A.

4 Please list any other management development activities, other than training courses:

DEPT

CODE PLACEMENTS SPECIAL PROJECTS " FORMAL COACHING OTHER

A - Team Building/Objectives Meetings - Time out for Working

Teams is encouraged

B 'Do not understand Question'

C - - - External Courses

D NIL - .

E Not answered

F - - B (Recent appointment of a
' Man. Skills Trainer to

SS Dept)
G - Yes Yes
H - - - Action Learning Sets
I ‘Not answered

J 2 Placements - - -
arranged for staff
as part of their
Career Development
Programme

K - - - Regular on the job super-

vision manager/manager
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gggg PLACEMENTS SPECIAL PROJECTS FORMAL COACHING OTHER

FF Under consideration Secondments to Project Work Supervision Action Learning Sets; Job
Swaps; Project Work

GG - - Yes -

Hi - CSS - -

11 - Not answered
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DEPT
CODE Important t Promotion A Priority for Staff Of High Status Relevant t© Job
(Scale 1-5 in increasing importance)

8 2 3
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SECTION A

6 To what extent is attendance of courses affected by
DEPT
CODE Geography Time Off Completion for Places

(Scale 1-5 in decreasing importance)

A . ' 5 5 3 5 (Staff are)
B 5 5 3
C 4 2 3
D 4 4 1
E B 4 2
F 4 2 3
G 3 5 L
H 3 5 3
I 5 2 1
J 5 5 4
K 4 4 2
L 5 5 -
M 3 3 3




DEPT
CODE

ST R B SRR - SR < R - R = P

b

Geography

5
-

(Scale 1-5 in decreasing importance)

'
i
i
!

(Trainer goes
to them usually)

Time Off

Completion for Places




DEPT
CODE Geography Time Off Completion for Places
(Scale 1-5 in decreasing importance)

AA 4 2 1

BB 5 4 2

cC 5 5 5

DD 2 3 1

EE 5 4 3

FF 5 5 5

GG 5 . 2 4

HH ‘ 4 3 4 :
1I 5 5 3/4

Total scores 147 124 113

NB Lowest score = highest importance

FORMATTED FLOPPY DISC/VML/APNDIX6.NTS
9.11.89




SECTION A

A7 Do existing resources allow you to provide sufficient mt opportunitiea?

if no. indicate area and extent of shortfall.

NO Many residential managers (over 200) who will have to wait.
YES
NO
NO N/A
E NO Courses 2, 3, 4 and 6 need to be more frequent and catering for

more of our staff.

F NO Time, money and relief staffing.
G YES
H NO Trg Officers' time - if more available, there would be a resulting

shortfall 1n finance.

I NO

| =

NO Oept is looking to 1localise 1its area teams and services. Present
resources have not allowed for this development - shortfall approx £10,000
K YES
NO Other MO opportuni ties not seen as important.
M NO Money and staff.
N NO Could do with more resources of time and money.
0 YES
P NO No first-line training in any systematic basis 2.) No imparting of
specific management skills 3)No preparation for corporate role.
Q NO Relief of staff 1n sufficient numbers is a problem.
R NO Access to CMS falls far short of demand.
S NO (Yes No external day release for QMS etc

In House)

A2 : 24



AA

B8

cc

DO

EE

FEF

GG

HH

II

NO

YES

NO

NO

YES

NO

NO

NO

NO

NO

NO

NO

NO

NO

YES

NO

7/MAL/APNDX7.T8L

Need more project/— - —= '"W-s.hed tasks for Middle Management

Course of Personne. ~— —

Residential staff s— -— B'**=rv.in basic training and resources
concentrated on thts_ aa-w- ~inance.

Not enough commi tmetrrr M= SET- --teorated approach.

Number of staff wrrtr BMattend courses 1is so great that
follow wup courses a It®d by staff and time available

(ie Training Staf-"1 giving staff their

"first taste" course.

Could do with £7,CCC - 5t—>t3et - but also could do with more
explicit backing by ~ regard this as a priority.
Succession training as= Sctcolai Workers, Deputy Managers 20+

Currently assessing ==_

The whole spectrum err- - tr-jfcrrnng. Only 25X of all managers have

any management traiTrr:-r==

Majority of people srrcz er>ént have been offered no form of mgt

training.

Advanced / degree _s“es=—

Tod early to tell.

{in Mental Handicap ~~ e&—=

The money to draw = = -— t-cgramme and see it through with all
management staff. sr-s————*all - Senior Management Training.
A2: 25



SECTION A
8 (COLLATED WITH A3 AND A10)
9 ARE THE COURSES AWARD BEARING?

DEPT
CODE SOME ALL NONE DESCRIPTION

26

F - - +
G (Not answered)
H - - +

I + - - University of Aston MSc Public Sector Mgt

K + - - CMS

e 3 - e . ol mhad b i oo 3 g " e gt e v osadaad Nd | ik S it
1 A0 it S0 Ad i bt B & il A AN E R K Ll A RO Sl B Vs yiIgu e by RO & 6.5 b b B2 B s HOLEY " i ¢ B 2 O S
s 40 UM B3 02 014 i vdtal P 4 D S 4R T S ONRGIREE S S IEORY N § St . - 0 S iy et & 0Tyt iy * AU e i et § L eakct b MY RO T v RS €0 : e 1 b LIRS T e

b sl B B F g s bR g ol it E i s e AR e e b o g doegi s aetvinit g g, b AR B e B0 A 1 et
CP 3 L A 453 12 H % NIER Y T i Vg St wihhst s - have i Ly g1z K 3 : cord b A 1 e N b d v AS
i 5 Wi ER b REF R el HELIIE TH B N e b A A KT DT e R A Ll | m'i’.. ta e L R &‘ A 50A8 il sieellt Tak i i




DEPT

CODE SOME ALL NONE DESCRIPTION

M + - - Lancaster (Diploma), Liverpool (Degree)
N - - *

0 + - (None of those  Certificate (College): Individual

listed) secondments made to qualifying courses

P . - - Mgt Dev. skills +MSc S. Services Management
+CSS Mt option

) + - - CMS + DMS

R 1 - - BEC C.M.S.; NEBSS

S + - - NELP - D.M.S.; Essex MSc and MA in Social Service Planning; Polyt. South
Bank MSc and MA in Social Service Planning

T o - - CSS Mt. option

U - - + '

v + B - Liverpool Polyt. Cert. in SW Management; Liverpool Polyt. D.M.S.: Lancaster
University M,Sc

W - - +

X + - B CMS; NEBSS

Y + - - LA Certificate of Attendance for SSD
Courses (la and 1b)

74 + (2 staff) - - 2 Staff have attended an external course

giving a Post-Grad Diploma in Mgt
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Quest lor. 12

Yes - lack cf foliow throuch Into work situation.
Much innut is like sand through a sieve.

I am less inclined now to favour formalised Management
courses off site, Ve feel our next Management Dsvelop-
ment activities should concentrate on smaller groups of
staff and existing teams or Line Management relationships
<a form of networking or organisational development ".
What hampers this development is the lark of a really
clear set ol organisational wvalues ‘though our value
statements are clearer than most'): the lack oi any
systematic attempts/structures to support first Line
Managers or monitor their activities, the relative
neglect of residential units, and the failure of most
Authorities to adapt a staff development review/policy.
My own priority would be to concentrate Management
training resources 'in house’ (which is where things
really go wrong,l although I am also interested in
distance learning developments and the preparation of
pctential Hanavers.

We have this year diverted much of cur training budget
towards training cur own staff rather than seconding
them elsewhere. The idea of Management development
opportunities in addition to course is not widely seen.

Very early davs in the development of our Management
programme.

Main need is to make them a normal part of expectations
made at a particular iob level and on appointment to

lob level. The present permissive recruitment for moso
courses, only attracts the less needy.

Only that it. is obviously a neglected area, not for lack
of desire, but from the culture in Social Services Wwhich
concentrates on service provision and up-dating to meet
new professional demands.

The Training Section is attempting to develop a co-
ordinated Management Development package; this is
proving difficult because 1M Senior Managers acknowledge
their Managers are often poor and poorly trained but
seem unclear on what they expect from a good Manager.

2> Training courses run externally e.g. D.M.S.. M.A,s
etc. address wider context adequately but is not 2



package to turn out a totally well equipped Manager.

3) Managers themselves do not acknowledge their problems
'unaware of their weaknesses 4> Packs/'books have
limited use in helping us sort out the task.

Dilemma between 1> Management per se as it applies in
ail Departments 2) Management in particular as it
applies to Social Work. It seems important for Social
Work Managers tc understand the common skills required
in Management, vyet it gives then the opportunity to dusk
issues as not really applicable/relevant to their
situation.

Even with total backing for Senior Management (without
which I would not even think about it), it is lolly
difficult to produce an effective programme to meet

the variety of needs present in SSDs. Some staff want
to be ‘told* how to do the .ldo, some want to learn to
think and question (our explicit aim on the course),
others want more theoretical frameworks from which to

choose. Ve tried to bring a bit of the last two. but
not the first; for some staff, this was disaster
because of the difficulty of transfer. Ve are now

doing events, projects, with staff from similar jobs
and this may help.

Very few short courses in ......... specifically
tailored for SSD.

Training has to address the issue of powerlessness head
on, If Management workloads are such that cime for
training cannot be spared, then serious doubt is cast
on the individual and the Institution’s ability to
manage and make priority decisions.

We found that when we started some 4 or 5 years age, we
were overwhelmed by the demand and support for Managemen

trair.ing. Staff are crying out for more, especially
Social Work staff (Team Leaders* and Residential Care.
Managers. Professional training equips staff to do
rheir job ''sometimes), but leaves the Management aspect
for people to discover themselves and Social Services
staff are poor Managers. (My opinion borne out by

observation.l

In running a Management Development programme for the
first time, a number of concerns/issues have been raised
lack of pre-course appraisal - individual need identifi-
cation etc, The 'sacred cow' of professionalism by
Social Work trained Managers, rather than Managers in
SSDs. Need for basic Management skills/knowledge and
tools before moving into developing lperson/Manager’
Management commitment - time - supervision - honesty
about reasons for being put forward, rather than as part
of an individual programme. Learning styles, differing
backgrounds, academic levels. Need for practice Manage
ment>- self in role.

Insufficient range of suitable courses available.



Management training in this Department is net
snecixicaiily taryetted. It has to compete with a
heavily pressured training budget '£95,000 for the
Department>. There is no transfer evaluation tonly
consumer evaluation - coping etc. > Therefore, in my
view, there is a danger of wasting money and time on some
Management, training. Some courses have a lfeedback' or
'recall' ia'x built into them, but this does not amount to
transfer evaluation.

Social Services are attemptin'? to develop a Management
Training strategy. Its precise focus, priorities,
resourcing, have still to be determined, but primarily,
it is likely to be lob focussed and use trainers who
train others.

These replies relate only to Management Training in
Mental Handicap Services.

I'" Making Management a key priority which Is supported
in action terms by Senior Management 2> Belief by
Managers that their Management role is the key role in
their present position 1> Tunnel vision re all Manage-
ment training must be specifically professionally
focussed.
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Altv 0. ia i ii i1l i”

A Yes 1 vr - Only P at Eventual
present

3 Fo ! - -

c ITo - -

D Ho - -

c To be - -
intdecd

F Tlo - -

T Pilot - 39-C.0Offer
Scheme

H lo - -

I Mo _ -

T fIo) - -

E Mo - -

L Fo - -

K Fo - -

if Fo - -

0 o - -

P Fo - -

0 jlite) - -

= Diff.Div. - -
Systems

S Yes i vr 31 + above Fo

T jlille) - -

b Fo - -

\Y Tb - -

v Fo - -

X fite} -

Y Ho - -

7 Fo - -

AA YES 1 yr Yes ?2u 't above Yes
Optnl

SB Fo - -

CO Fo - -

DD Fo - -

EE Fo - -

FFE Fo - -

GG Fo

HH Fo

IT Fo Ad Hoc ror some Ind.>lrrs Fo

Aty Question irb>

a .

B Staff respond to regular publishing of courses and
recommended by their snr Line Hers.

C

D Training needs appraised

E 1> Surv9e7 cf Management Iraininr undertaken

Z2)  Hunch, discussion and proposals at Senior
Hsrrant Group Meetings



== B

AA
BB
cC
DD
EE
FF

GG

HH
IT

it sy vV,

3> Evaluation of courses offered <i) bv consumers.

(ii> bv trainers
'Finder in the wind' approach
Through Training Liaison Workshops with different staff
groups in the Department
A working party is currently examining the need for a
formal appraisal system
By informal contact with Development Section. Through
membership of Div. Kan, Teams/every Dev.Section is
attached to one;or more Divisions. From the experience
of previous course members.
Ad hoc discussions. Observation of sickness rate etc.
Requests and discussion with Managers themselves
Bv Senior Mgmnt and Directorate
Assumption
Bv discussion with relevant staff groups and their Jsmos
and by Planning Committee
As part of change in policy and practice, Job title and
levels of responsibility . Task oriented.
They are not identified.
Occasional ITU with specific groups of Managers.
The provision and frequency of this activity varies
between Divisions which have evolved their own systems.
Sheet - 1) Dev.needs to be met through supervision
2> Dev.needs to be met through warning

Through a.' discussion in Mgmnt O-roups at different
levels b> identified in an overall wav by Mgmnt Team
dsually when problems arise. Certain levels of staff
are encouraged to apply for courses.

Bv Chief Execs, depending on frequency of problems and
introduction of new procedures. Also by Asst,Director
in Service Divs,

By consultatation with Line Managers

These are identified following a 3 day introductory
course fo Management. .Skill modules are developed for
particular croups of course members identified by
themselves

Senior Managers being aware of Junior Managers need=H
tasks/skilIs/abilifies. Self awareness of Managers

By Training Officer/Div.Head

Guesswork. Training Officer suggestion

Through team meetings with their Line Manager

System being formulated. Currently needs are identified
by supervisors, self referral and Mgmnt Team decision
By interview with individual staff or -groups before
course pianned

1> Through Dep. Div .Msrrs 2) Self assessment from, to
and on courses
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oMU HW X

BE
cC

DD

HH
IT

Question 2

As previously described
Via Principal Training Officer

Individnal discussion

CTO and some liaison with Departmental T.Os.

Ey individual involved in the development process
Training Officers lead the training workshops and
identify priorities in =zaniunction with Dept,Mgnnt *
Principal T.0. and T.O.

Largely through Sectional Team Meetings

One to one discussion

Representatives of participants meet to discuss
curriculum with Training Section staff

Outside consultants and Training Officers involved

in Planning Committee. Consultants spent 3 davs 1i:
discussion with Mgmnt Staff at. all levels
Departments Training Group - Training Officers -
S.M.T. and Personnel Section

Liaison by specific personnel MR.CIO and PTO)

Sent by Appraiser fo Training Section. Designated by
the Manager's priorities and countersign. Train no form
application to ensure relevance and not vhimsv!

By Staf f De*T.Sec tier..

Via Management Team <Controllsr. Director. Asst.

Controlle and ou' T.O. =co is a manner oo H-or
team.

Regular meetings with college staff.

Personnel sub group - through membership of Tapes
fleald. 5 Safety J.C.C. - do -

By discussion and close monitoring

By staff themselves - ohev Iadow/ what our obiectives

are and often call for areas they identify themes Ives

Hv Snr. Xgmni (AD and FGs.> of the several Divs. cor.earned
sometimes self referrals also.

Ref. MB? Course I,

Bv discussion

Formal information from Directors Mrmnt Team. Informs 1
requests Chpressure and influence

Internal courses are beginning fo be tailored to specific
Managerial needs. County courses still have com-
parativelv 1little formal feedback and curriculum plnrng.
Through nroblem scdvino sessions before the commencement
of each course. The participants identify the learning
needs thev wish to work on

See our Traininc Directory for referral system

Trainine Advisory Grour. ''Ter.Director, Div M-*rs.De'T.
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4 . Proposed Management Competences for Personal
Social Services.

(.

4.1 4 Core Competences (key roles) may be
identified as follows:

(A) Initiate, plan, implement and improve
the'delivery of the service.

(B) Recruit, develop and integrate the
deployment of human resources within
one’s area of responsibility

(C) Plan, control and optimise the utilisa-
tion of financial resources.

(D) Collect, interpret and communicate
information to support and co-ordinate
organisational functioning.

4.2 Each CORE competence (key role) may then
be subdivided into elements:
(A) Initiate, plan, implement and improve the

delivery of the service.

1)

.5)

.6)

establish and monitor the supply of
services to the organisation

monitor and maintain delivery of serv-
ices to clients

develop and improve the delivery of
services

establish and monitor quality control of
service provision

establish and maintain goodwill and co-
operation with colleagues “external" to
one’s own area of responsibility

contribute to staff development pro-
grammes and innovative provision and
poli cy

(B) Recruit, develop and integrate the deployment
of human resources within one’s area of
responsi bility

identify human resources and skill
requi rements.

design and evaluate recruitment and
selection procedures

16



(.8)

(.9)

recruit and select appropriate personnel
develop self, individuals and teams
evaluate individual and team performance
plan and allocate work to appropriate
personnel within one’s range of respon-
sibi-lity

identify and minimise interpersonal
conflict, stress and disciplinary ©prob-

lems

establish and maintain a safe and
healthy working environment

establish and maintain professional
relationships with colleagues

(.10 )influence, where appropriate, and oper-

(C) Plan,

ate agreements on pay and conditions

control and optimise the utilisation of

financial resources.

(.1)

(.2)

(.3)

(.4)

(.5)

contribute to setting of budgets and
allocating resources

monitor and control costs

evaluate and control one’s area of
responsibility through budgets

contribute to planning and controlling
the flow of resources

appraise new proposals and projects

(D) Collect, interpret and communicate informa-
tion to support and co-ordinate organisa-
tional functioning.

exchange and debate information with
others to analyse problems and make
decisions .

interpretand analyse information in
order to contribute to problem solving
and decision making

contribute to the establishment of

information storage and retrieval sys-
terns

17



(.4) obtain and store i1information

(.5) advise and inform colleagues of one'’s
organisational responsibilities

(.6) 1interpret and communicate information to
contribute to problem solving and deci-
sion making.

4.3 The foregoing structure of management
competences, as defined earlier, presupposes a
range of knowledge and understanding of both gener-
al and specific organisational conditions and
processes. Theories of organisation structures and
behaviour etc., might be considered relevant. It is

not the intention of this project to outline the
knowledge i1input into competence programmes. Suffice
it is to indicate, that the above competences are
not outlined solely as behavioural processes, they
imply theoretical and empirical knowledge and
understanding. The above serve as guidelines as to
the outcome of competence programmes. The knowledge
dimension remains the responsibility of the educa-
tional input, either from educational institutions
or from “in-house" agency programmes. In the plan-
ning of competence units, collaboration between the
educators and the employers will be necessary.
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Diagram 1. Changes to Public Sector Management

Management
in the 1990's A

* ends directed

* mixed economy

* consumer sensitive

* devolved

¢ purchasing sen/ices <

* business plans

* quality management =

* cash limited budgets |
Management « individual accountability

in the Past .. « targeted sen/ices

¢+ means driven * entrepreneurial

* based on a narrow concept
of professionalism

- administrative /
*ad hoc ]
* opportunist |
« monopolistic 1
* patchy 12

* no clear policies
or targets

2y

* no accountability



implementation
and review

Diagram 2. The Inter-Relationship between
Organisation Development and
Development of Individual Managers
Developing
effective &
efficient

departments
for the 1990's

support & strengthen

Development

contribute needs of take
individual account
managers

including means of
meeting needs

Strategies &
targets for
implementing
policies

" the futu



Key questions that should be asked within the department, when
going through the process of formulating a policy for staff
development and the related strategy include questions on

organisational change
'resources

secondment

qualification training

study time

replacement staff
involvement of service users

These 1issues are covered more fully in the publication "Training
for the Caring Business" the development of which was assisted by
a grant from the Department of Health and which is available from
Reed Publications Ltd.

A Strategy for Implementing Policy /.

Creation of a policy alone is insufficient. It must Dbe
accompanied by a strategy to assist 1in the implementation of the
policy and 1its translation 1into action that supports thed
development of the organisation as a whole. This 1is the second
stage of the process.

It will be necessary to decide exactly what the strategy 1is to
achieve, Dboth in terms of broad aims, and of specific objectives.

Targets must be identified in order to measure progress and
priorities agreed so that 1limited resources may be allocated to*
areas of activity and individuals with the most significant
development needs. Diagram 4 should assist.

Diagram 4. A Strategy for Management Development

Aims
Objectives
Targets

Management translated Strategy which Priorities
Development into action clarifies

Policy Implementation Means of

Delivery

Quality
assurance

Review &
assessment
process



Indlvidual martagers

equip managers'with,
copies of self-

Diagram 5. A Systematic Process for
Management Development

*MD Policy & Strategy

produce draft

f. policy
assessment package

m ., ..
assess initial
competence

Y
appoint lead ;;
T-1 manager .-

fderrtifyl: individual '

‘and group

:consult managers

-and staff
development needs

measure quality *

oi pe normance;.: *
review fvD needs

measure quality
of performance,
review MD needs!

finalise policy

develop strategy
based on
individual/group
needs and
organisation needs

"identify priorities \
for MD to achieve
:'organisatromchanges

_ identify ways of
meeting MD needs'

allocate ISP arid
.other monies, to
priority areas

implement strategy
tmpriority;: areas.;

monitor and
review strategy;

Organisation Devt Ne:

identify what dept. |
should look like f
in 2 - 3 years time |

clarify aims [

and objectives -

I [

identify targets foria
organisational change

identify: deveiopment
needs of organisatior
to achieve change 1

prioritise, needs

identify process ‘|
of achieving
llif organisation change”

identify key people f
.who will make it
; happen, and their 3
development needs

[ implement process |
of organisation change

measure extent
\ change has
beenl achieved



Diagram 3. Formulating a Policy
for Management Development

National developments

in management development

in public sector provision

in social service provision

demographic change affecting

Local or departmental issues

existing culture, values and ethos

existing policies and strategies

current level of resources

current level and quality of

recruitment and training service provision

capacity of managers and staff

experience of management
training and development

which inform

A POLICY FOR
' DEVELOPING
MANAGERS

with outcomes that are

\"4 Y

realistic practical. achievable rheasarable





