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PREFACE

j he wr i ter b e c a in 0 a Chi .id G & r 0 Ut f i c s r in i y t>-4- j wh i c. h 

preceded the general use ot the generic term of Social 

W o r k e r , T h i s I o i 1 o w e d a n e a r I i e r c o m rn e r c i a i c a r e e r

a n d s o iti e t :i. m e i n t hi e t e a c hi i n g p r o i e s s i o n , L i k e rn a n y

entrants to Social Wo r k at that t :i. me, there had n o t 

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 is 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 wi th committees and their counci1 lor members, 

W hi i J. s t 1 E d u c a t i o n ' i s u n d e r t hi e s a m e L o c a j. G o v e r n rn e n t 

umbrella as Social Services, it is recalled that 

teaching did not seem to impose the same feeling of 

being a 'Local Government Officer1,

lvi a n y y e a r s I a t e r, t hi e s e i s s u e s a g a i n s e e rn e d :i. rn p o r t a n t 

w hi e n s t u cl y i n g t hi e s u la j e c t o f t h i s r e s e a r c I"1 a n d a r e 

ret erred to in reviewing the attitudes, beliefs and
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practices relating to Management Training in today's 
S o c i a 1 S e r v i c e s D e p a r t m e n t s ,

Having experienced the growth and change of the 
D e p a r t rn e n t s f <:::i .1 J. o w i n g a s e r :i. e s o f A c t s o f P a r i i a m e n t 
affecting both client care and service delivery, to 
say nothing of several Departmental reorganisations to 
1 get it right', the writer decided to leave service 
m a n a g e m e n t a n d a s s u m e r e s p o n s i b i 1 i t y f o r s t a f f 
development, a post held until earlier this year, 
T h i s w a s a n a 11 e m p t t o c r e a t e a n d e s t a b 1 i s In a c o -• 
ordinated pattern and programme of training that would 
t a n g :i. b 1 y i m p r o v e w o r k e r s 1 p e r f o r m a n c e i n t h e m o r e 
e f f i c :i. e n t a n cl e f f e c t i v e u s e o f r e s o u r c e s a n d i n 
ci t1 a i n i n g o r g a n i s a t i o n a 1 J. y d e f i n e d g o a 1 s , H o w e v e r ,
w i t h e x p e r :i. e n c e i n b o t h m a n a g e in e n t a n d s e r v i c e , b y 
t h i s 11 rn e , o n e h a d b e e n 1 e d t o t h e r e a .L i z a t i o n t h a t 
clear objectives were often not set and that the 
answers to such questions as why does A need to learn 
B i n o r d e r t o i m p r o v e p e r f o r m a n c e i n C w e r e o f t e n 
diffuse or illogical. This in turn quickly led into 
t h e a r e a o f m a n a g e m e n t t r a i n i n g , w h e r e t h e r e w e r e 
a I r e a cl y k n o w n t o b e w i d e v a r i a 11 o n s i n r e s o u r c e s a n d 
p e r c e p t i o n s . i h e s e p e r c e p 11 o n s w e r e o f t e n t o t a 11 y
u n si- u p p r t e cl b y t e s t e d e v i cl e n c e a n d s o .1. e d t o t in e 
e n q u i r i e s h e r e d o c u rn e n t e d .



B e s i d e s c o n s i d e r :i. n g t h e i r w i cl e s t a t u t o r y p o w e r s a n d 

r e s p q n s i b i 1 i t i 0 s , 8 o c i a I 8 e r v 1 >::: e s D e p a r t rn 0 n t s a r e

w o r t h y o f ‘ a tt © n t i o n b 0 :i. n g p a :i. d t o t h 0 :i. r rn a n a g 0 in 0 n t 

f r o in t h 0 :i. r c o s t a n d s i 2:0 , A s w a s p o .i n t e d c.:« u t i n t h e 

Bare lay Repor't in 1982, they were 'th©n co 11 ©c.tiv©Iy 

s p e n d :i. n g o v 0 r £2 , 000 in i 1 J. i o n p 0 r y e a r a n d 0 in p 1 o y i n g 

over 200,000 people and as has been said since, Social 

8 e r v i c 0 s D 0 p a r t rn 0 n t s a r 0 n o t o n 1 y t h e r e t o d o g o o d b u t

also to do well,

11 i s su r p r i s i n g , t h e y-0 i o r e , t hi a t g r 0 a t e r a 110 n t *1 o n 

h a s n o t b 0 0 n g i v 0 n p r 0 v i o u s 1 y t o in a n a g 0 in 0 n t t r a 1 n i n g 

a n d t hi e Q o v 0 r n rn 0 n t o n I y a c k n o w 10 d g 0 d i ‘t s i in p o r t a n c e 

ci n d rn a d 0 s p 0 c i f i c rn o n i e s a v a i 1 a b I e t h r o u g h a n

1 n c r e a 5 0 d T r a i n i n g 8 u p p o r t G r &. n t i n I 990 , T l “i 0 n 0 0 d 

has been clearly evident for many years when 

c ons icier at ion Is given to the rapid promotion of many 

s t a ff f o 11owing rap xd 0xpansi on o f t h 0 s ervic e s , 

reorganisation of the services and Local Government

r 0 o r g a n :i. s a fc i o n , i s c o n s i d 0 r e d „

When attempts were made to set up a programme, the

w r :i. 10 r f o u n d a j. a c k o f w h a fc t r a 1 n .i. n g :i. n E d u c a t i o n a n d

2 0 y e a r s ! 0 x p 0 r i e n c e a n d t r a i n i n g 1 n 8 o c i eh 1 W o r k i"i a d

t a u g h fc , w 0 r e t l“‘i e 0 s s 0 n t i a 1 i n g r e d :i. 0 n t s t o c r 0 a t e , 1 e t

alone implement :i. t , This was even tin ought 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 

a p p r o a c h e d , a 1 J. o f w hi o rn s e e m e cl t o h a v e e x p e r i e n c e d t hi e 

s a h i e p r o b .1. e m s , 11 w a. s .. t h e r e f o r e , d e c i d e cl t o

r a s e a r c h i n t o t h i s rn a 11 e r , a n d t o 1 o o k a t i t :i. n t e r rn s 

ci f t hi e p r o e  s s e s t hi a t w e r e n e c e s s a r y i n p r o g r e s s x n g 

the task,

'I h e n e e cl f o r t h i s s t u cl y e rn e r g e d t r o rn e x p e r i e n c e a n d a

wish to tackle the task in hand from a disciplined

b a s e , T h i s r e q u j. r e d t h e w r i1 e r t o u n d e r t a k e a d v a n c e d 

studies in the methodology relating to the research 

pi r o g r a i n rn e , T h e s e w e r e a s f o 11 o w s : —

Q u a 1 i t a t i v e rn e t hi o d -s 1 3 9 h o u r s )

I d e n t i f i c a t i o n o i r e s e a r c h p r o b 1 e rn s 

P 1 a n n i n g a n d id e s i g n o f p r o j e c t

Methods of data col lection, inc 1 tiding observation 

1 n t e r v i e w s a n d q u e s t .i. o n n a i r e s 

Testing and processing of data

M e t h o d o 1 o g i c a 1 p r o b I e rn s , e , g , q u e s t i o n s o f

o b j e c t i v i 1; y , :i. n t e r p r e t a t i o n , e t h i c s a n d o t h e r a s p e c t s 

o f r e s e a r c h p h i I o s o p hi y 

Q u n t :i. t a t i v e rn e t h o d s i 3 9 h o u r s .)

D e s c r i p 11 v e s t a t i s t i c s 

8 a rn p J. i n g a n d s a rn pi 1 i n g d i i;s t r i b u 11 o n s
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Esti mat .ion 

P r o b a i::;i :i. .1. :i. t y t h 0 o r y

1

I

The wr i ter has been 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 is impossible to 

mention but a very few. Mention must be made of the 

g r a t i t u d e a n d f o n d m e m o r i e s f e 11 f o r t h e I a t e D r , 

Colin Palmer, of the University of Bath, It was he 

w h o cj a v 0 t h e c o n f i d e n c e a r 1 d e n c o u r a g e m e n t t o u n cJ e r t a k e 

t h :i. s w o r k , 11 i s w i t h q r e a t s o r1 r o w t h a t o n e

realizes that Colin's sudden death at an early age has 

pi rec eded i ts c omp 1 e t i on ,

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 in supervision 

ancl Professor lorry Watson and the now also sadly late 

Dr, Roy Pel gate have been of great assistance, Dr,

N i c h o I a s R a g g o 1 t h e U n i v e r s i t y o f S u r r e y , h a s a .1. s o 

been particularly helpful, He joined the team to add 

h i s w i d e e x p e r 1 e n c e o f 8 o c i a 1 W o r k a n cl 1 a 11 e r J. y 

H e a 111"i / C a r e E. d u c a t i o n , h a v i n g w o r k e d w i t h t h e w r i t e r 

in establishing an original pattern of joint training 

in mental health studies, I hrough work in earning

- v -



o n e ' s 1 :i. v i n g a n d p e r s o n a 1 c i r c u rn s t a n c e s . t h i s s t u d y 

h a b t a k e n rn u c h i o n g e r t h a n a n t 1 c i p a t e d , a n d C o J. i n 

Fisher has kept up his help and support to a greater 

e x t e n t t h a n :i. t w o u i d h a v e b e e n r e a s o n a h J. e t o e x p e c t ,

0 n e o f t h e e a r .1 y d e c 1 s i o n s w a s t h a t t h e r e s e a r c h 

p r o g r a i n i n e p r e s e n t e d w a s b e s t c a r r :i. e d o u t i n t w o 1 i n k e d 

programmes., the one to which this Preface relates and 

t h e o t f i e r w r i 11 e n b y A n n ••••■ M a r i e "I" o 3.1 e y n e e B r a n s g r o v e , 

'An Analysis of the Problems Associated with Transfer 

of Learning Related to Management Training in Social

S e r v i c e s D e p a r t rn e n t s 1 . A .1.1h o u g h 11 t o o k t hi e w r i t e r

s o rn e 6 y e a r s t o g e t A n n s t a r t e d , n o t o n 1 y d i d s h e 

c o rn p 1 e t e hi e r w o r k e <;:< r 1 :i. e r b u t , w i t h o u t h e r h e 1 p 

•fc h r u g h o u t a n cl p> r e s s u r e a t t l~i e e n d , t i "i i s s t u d y w o u I cl 

probably never have been completed,

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

r e t i r e cl D e p u t y D i r e c t o r , hi o r f o 1 k C o u n t y C o u n c :i. 1 S o c :i. a 1 

Services Department, who backed and continued to

s u p p o r t t h i -iii p r o j e c t a n cl t r :i. n :i. n g s t a f f f r o rn 

M a n c h i e s t e r , B e r k s h i r e , S u lv f o 1 k , B u c k :i. n g h a rn s h i r e , 

E.' n f i e 1 d , 0 e r b y s h i r e a n J S t o >::: k p o r t , w h o g a v e t hi e i r t :i. rn e

f o r i n t e r v i e w a n d p r o v i d e d f u r t h e r i n t r o d u c 11 o n s . 

Also, all the training start who took the time and

t r o u !:::* J. e t o c o rn p> .1. e t e t h e q u e s t :i o n n a i r e ,

-vi-



F i n a .1.1 y .. -J e s s e H a r r i s , a r e c e n 1 1 y r e t i r e d A r e a 

D :L r e c 'fc o r , 6i 1 o u c e s t e r s h x r e C o u n fc y C o u n c :i. 1 , b' o c i a .1. 

8 e r v i c e s . w h o g a v e fc hi e w r i 'fc e r h i s e a r 1 y "fc r a i n i n g ' o n 

the job* 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 
fo11owi ng i ssues ;-

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 is given to the viability tor and desirability of 
c hange,

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 M a n a g e m e n t  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 is constructed for evaluating the relevance 
of new approaches such as 'Competency Based Education and 
Training' and training is put into a broad cultural context 
rather than being restricted to 1 job training',



CHAPTER 1

AIMS AND CONTEXT 

IntradueTi on

I he 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 

c u r r i c u X u m d e v e X o p m e n t p r o c e s s e s w h i c h s e e k t o in e e t 

t Ti e m , F o r t h e p u r p o s e s o T fc h e s t u d y , c u r r i c u X u rn i s 

taken as any programme or plan of activities designed 

to enhance or maintain the manager's performance,

X n ci r d e r t o p u fc t h e s t u d y i n fc o c o n t e x t , t l~i e f o X X o w i n g 

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 

p r ov 1 s i on , Some de ta i X i s a J. so g i ven ot the

p e c u X i a r i 11 e s o f t In e s e o r g a n i s a t i o n s s o fc h a t t h e 

a p p r o p r i a "fc e n e s s a n d v x a b i X :i. t y o i v a r i o u s "fc h e o r i e s a n »:::i 

p r a c "fc i c e s c a n b e a s s e s s e cl i t1 X a t e r C h a p t. e r s ,

S o c i a X S e r v i c es De p a r t rnen fc-s a r e p a r t f C oun "fc y , 

Metropolitan or London Authorities and were set up by



t hi e L o c a 1 A u t hi o r :i t v S o c: i a J. S e r v i c e s A c t i 9 7 O t o a r r y

0 u t t hi e s t a t u t o r y f Li n c -fc i o n s s p e c :i. f :i. e d u n d er v a r :i. o u s

A c t s o f i:::‘ a r I i a rn e n t r e i a 11 n eg t o s o c i a 1 c a r e , T h i s

work had previously been split between separate

d e p a r t rn e n t s w i t h i n t h e A u t hi o r i t i e s , :i. , e , C h i 1 d r e n ' s ,

Welfare and Health, It was decreed that these

Authorities would have a Social Services Committee and 

t h e S o c i a J. 8 e v1 v i c e s D e p a r 1; rn e n t s w o u J. d b e h e a >::i e d b y a 

D irec tor,

i' hi i s rn a d e t h e s i t u a 11 o n a n a J. o g o u s t o t h e

1 rn p J. e rn e n t a 11 o n o f t h e N a t i o n a J. H e a 11 hi A c t I 9 4 6 , U f

t hi i s i t w a s w r i11 e n (H a J. 3. ! 952 p , 7 21.."..- i n p J. a n n i n q

the service regard had to be*'paid to the traditions 

a n d i n t e r e s t s o f e s t a b .1 i s h e d a n d f u n c t i o n i n g 

Institutions and to the professional outlook of the 

men and women who were being asked to enter and

0 p e r a t e t h e n e w s e r v i c e " ,

1 h e n e w S o c i a 1 S e r v i c e s D e p a r fc rn e n t s o 13. e c t e cl t o g e t l "i e r 

a s f i e  1 d w o r k e r s f o r rn e r C h 13. d C  a r e 0 f f i c e r s , W e 1 r a. r e 

0 f f i c e  r s a n M e n t a 1 W e 11 a r e 0 f f i c e r s a s w e 3.1 a s s t a f f , 

b u i 3. d i n g s a n cl e q li i p i n e n t r e 1 a 11 n g t >::■ t h e i-:< e s i d e n t i a 3. 

and Day Care Services provided by the former 

departments,



I' l *i e f :i. e J. d w o r- k e r s w e r e i n a :i. n 1 y r e—d e s :i. g n a t e d a s g e n e r i c 

s o c i a .L w o r k e r s a n d w h :i. I s t t h e y w e r e at i n i n r :i. t y i n t h 0 

n e w d e p a r t rn e n t a : t  h e y h a d a rn u c h h 1 g h e r p r o p o r t i o n o f 

q u a:i. f 1 e cl w o r k e r s t h at n t h o s e :t. n 01 h e r .s e c t i o n s , I hi e y 

were the departments' clients' gateway to services and 

staff from their ranks were appointed to nearly all 

t h e rn a n a g e rn e n t p o a;, t s n e w J. y c r e a t e d f o 1 1 o w 1 n g t h e 

r e o r g a n i s> a t i o n , C o n s e q u e n 11 y , a .11 h o 1,1 g l“i t !"i e f o r rn e r

s p e c i a 1 i s t o f f i c e r s>.. w h o l"'i a c\ t l i e :i. r o w n a s s o c i a t i o n s 

such as the Association of Child Care Officers and the 

Association of Psychiatric Social Workers, had not 

a c hi i e v e d a c 1 e a r p r o t e s s 1 o n a 1 s t a t u s . i t w a s t hi e s e 

workers' ideas and culture which quickly permeated the 

n e w d e p a r t rn e n t s , I hi e y t l"-i e r e f r e b e c; a rn e t l"'i e 1 e a d

0 c c u p «t t i o n i n f u t u r e ri e g o t i a t i o n s a n cl d e y e i«:::»p rn e n t s , 

i" t o t hi a v i n g e s t a b J. i s hi e cl t h e i rv pi r o f e s s i o n .. at s w i 11 b & 

shown later, and working in a local authority, they 

had to use the local authority union M , A . L , (:i, 0 , when 

it, carne to terms and conditions of service, As the

1 e a d p r o f e s s i o n , hi o w e v e r , a f i e 1 d w o r k q u a 11 i- 1 c a 11 o n 

became a goal for the majority of staff,

I n  view of the above, this study has borrowed widely 

f r o rn o  c i a 1 w o r k 1.1. t e r b . t u r e , 1" h e .1. n t r o d u  c 1 1 o n  t o t h  e

Barclay Report < 19W2, p x j which is featured later m  

this Chapter, makes the point that Social Work 

c: cj rn p r i s e s t w o rn a 1 n  s t r a n  d s c o u n s e 111 n  g a n d s o c i a 1



c a r e p i a n n :i. n g , W hi :i. 1 s t- s o c :i. a .L w o r k p r a c t i t i o n e r s

,1. arcjely carry out the c ounse ill ng functions, the 

pi 1 a n n :i. n g i s c a r r i e d o u t to y  to o t h p r a c t i 11 o n e r s a n d 

social work managers, so that tooth practitioners and 

rn a n a g e r s c a n to e r e g a r d e d a s to e i n g i n v o i v 0 d i n s o c i a 1 

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 is hoped that the

ensuing Chapters will make some contribution to this

Social Work as a Semi-Profession

T hi e e s t a to 1 i s h rn e n t o t S o c i a 1 W o r k a s t h e 1 e a d 

occupation presents problems in generalising about 

Departments since Social Work does not provide the 

disc ip line of cither better estatol ished prof ess ions, 

I here are a wide range of values, views and practices 

a Aways present and the Social Worker has direct 

responsibility and accountability to a more senior 

officer who also often exerts considerable control 

o v e r t h e r a n g e o f a n d s t y 1 e 1 n w h 1 c hi f u n ct 1 o n s a r e 

c arr led out, in a Social Services Department,

4



E t i  o n i fc i 964 ) s u q g e s t e d t h e e x i s t e n c e o f t l "i e ' S e rn I -- 

P r o f e s s i o n s 1 , T hi e s e , i n c o rn p a r :i. s o n w i t h 't hi e

established full professions, such as medicine and the 

1 a w hi a d s h o r t e r t r a. i n i n g , 1 e s s r :i. g f j t t o p r x v i I a g e d

i n f o r rn a t i o n a n d h a d a p o o r 1 y r e c o g n .i. s e d s p e c i a 1 :i. s t 

to o d y o i k n o w 1 e d g e o r w e r e u n a to I e t o g e n e r a t e t h e ! r o w n 

knowledge, This in turn could have the effect of

d e i  s i o n s a p p e a r i n g fc o to e rn a d e o n a p p ei r e n t w h i rn , w l“i i c h 

is referred to later in this Chapter,

T o r en fc I 964 p , i 4 ) w r o te of the r e 1 at :t. ve

i n e f f e c fc :i. v e n e s s o t s o c ;i. a 1 w r k e r s i n fc h e s p h e r e s o f 

t h e p s y c h o 1 o g i c a 1 a n d s o c i o I o g i c a 1 r e hi a to i I i t a fc1 o n o f 

•fc hi e i r c 1 :i. e n fc s . I' h i s w a a p u t d o w n "fc- o 'fc hi r e e p r :i. n c i p ei 1

s e t s o f f a c fc o r s ;

a ) 7' hi e u n d e r d e v e .!. o p e cl t hi e c> r e t i >::: a J. k n o w 1 e cJ g e b a s e o T

s o c :i. a I w o r k r a c t i c e , r e 1 a t i v e “fc o t h a t o f f u 13. y 

f 1 e d g e d p r o f e s i o n s ,

t::*) T h e r e .!. a t i v e 1 y .!. o w p r o f e s s :i. o n a 1 a u fc o n o rn y a n d 

a u t T'i o r i fc y o f s o c i a 1 w o r k e r s w i t hi i n t hi e o r g st n :i. s a t i o n s 

:i. n wh i c h soc i a 3. wo r k i s c a r r i eel ou t ,

c ) T h e cl y a d i c -fc. r u c fc u r e o t t l“i e p r c fc i t :t o n e i - c 1 :i. e n fc

r e 1 ei -fc i o n s hi i p a n ci :i. t s i n s u 3. a t :i. o n i r o rn -t hi e c I :i. e n “fc.1 s 

soc x E*1 rni I xeu ,

The first two factors fit into Etzioni’s concept of 

e rn i p r o f e Ei s :i. o n a 3. :i. e> rn fc h e w a s p e r ss o n a i. .1. y x n v o 1 v e d i n
... s



t h i s f u r t h e r r e s e a r c h :>, w h i i. s t :i. t i s h e .1. d t h a t t h e

third is a 'structural property of the professional.

c I :i. e ft fc r e I a "fc i o n s h :i. p .. w h i c h i n c o n ,] u n c t :l o n w i t h t h e t w o 

t o r i n e r v a r :i. a h I e s , e n hi a n c e s "fc h e i rn p a c t o t s e rn i -- 

professional isrn on social work performance and 

a c hi i e v e rn e n t s 1 ,

It must he realised that this research was carried out 

m  the United States where the pattern of service 

d e 1 i v e r y a n d f u n c -fc i o n i n g o t s c i a .1. w o r k e r s cl i i f e r s 

somewhat from this Country, e ,g , Their training is 

longer and there is a greater emphasis on the 

counselling role, I he contention made therefore in

t h e T o r e n s "fc u d y ’ t h a -fc i::> y i n "fc r o d u c i n g a d i f f e r e n t 

s "fc r u c t u r e o t p r o i e s s i o n a J. - c .1. i e n t r e I a ’fc i o n s h i p i n

s o c i a 1 w r k n a rn e J. y t h e g r o u p s e fc fc i n g , a n d b y

s y s fc e rn a t i c a .1. J. y d i f f e r e n fc i a 11 n g f i n a n c i a .!. a i d f r o rri

p r o f e s s i o n a 1 c o u n s e J. J. i n g , -fc h e w e a k n e s s e s o t "fc hi e

p r e s e n "fc s y s "fc- e rn c a n ta e pi a r fc J. y o v e r c: c« rn e ‘ w o u 1 rf s e e rn 

r e a s o n b 1 e i n t hi a t s e 'fc fc i n g , H o w e v e r , w h i J. s t o n o n e

hand the servi c e in this Country with the ever gr ow ing 

e i n pi h a s i s o n C o rn rn u n i "fc y C a r e rn i "fc i g a "fc e s t. c ) a b o v e a n d 

enhances the concept of a group setting the shortness 

and level of Social Work training together with the 

i n c r e a s i n g i n v o .1. v e rn e r;i "fc i n f i n a n i a j. c o n s i d e r a "fc i o n s i n 

the role of Case Managers generated by the 

i rn p I e rn e n t a t i o n o f t h e 6 r :i. r r i fc i "i s H e p o r t ( I 988 > f u r t h e r

— 6 ~



enhance the negative effects of a.1 and b .> 

above, ttiovernriient White Paper1 1990 p,21 ),

K ak a badse i S82 p , 3 7) w r o fce 1 Cons i de r so rne o t t h e 

c o n s fc r a i n t s t h a "fc S o c i a I W o r k p r si c fc i t :l o  n e r a h a v e -fc o 

f a c e . S o c 3. a J. W o r k e r s h a v e t o r e I a t e "fc o a u p e r v i a o r s 

w {*i o p r o v i d e a q u a i i "fc y c o n "fc r o .L s e r v i c e o v e r t h e i r fc a a k

a c fc i v i t i e s , 0 r g a n i a a i i o n a I a u t h o r i 'fc y i s v e a t e d i n

the supervisory role in order to both guide and

c o n t r o J. -fc h e w o r k o f fc h e a c  i a .1. w o r k e r :i. n t h e t i e I d , 

Henc e , the r i gh t to pr :l v i 1 eged c ornrnun :l c  a t :i. o :i. n and

:i. n>:::! i v i dua J. c ho i c e o t ac t :i. on i a J. i in i ted ' , F u r ther ,

since various recommendations for “career' practising 

s o«::: i a I w o r k e r a hi a v e n o t b e e n i in p j. e in e n fc e ci, a t ,1. e a s t 

p a r fc 3. y "fc h r o u g h U n i o n a c fc i v i "fc y i n r e t a i n i n g 

1 d i f f e r e n fc i a J. s 1 w i 'fc h !vl a n a g e rn e n t p o s t s , :i. t i s k n o w ri

f roin exper ience 'fcha fc fche on 3.y way to advance is

t h r o u g h p r o in o t i o n i n t o hi a n a g e in e n fc a n d 1h a t , i n s o in e 

cases, Management posts have been created in order to 

give a motivation and career path for some categories 

o f s fc a f f . f h i s h a s , o f c o u r e , f u r t In e r r e cl u c e d 1h e

professional status of social work m  the terms 

rn e n fc i o n e d a b o v e , e v e n t a k i n g i n fc o a c c o u n fc 1h e

r e f e r e n c e i n "fc h e B si r c .i. a y R e p o r fc g :i. v e n i) i fc h e p r e v i o u s

section, since the manager's role is said to be 

’ .1 n v o 1 v e ci i n 1 r a t h e r fc l ”i a n p r a c -fc i s i n g ,



Factors in the Functions of Social Services 
Depa r trrients

Besides there being a commons1 ity :i.n the problems ot 

implementation between the Health Service and Social 

S e r v i c e s A c t s t h e H e a 11 h S e r v i c e w a s 11 s e 1 f a f f e c t e d , 

since services such as the Home Help and Mental 

Welfare Services had previously been under the control 

o (■ C c> u n t y M e d x c a 1 0 f f x c e r s o f H e a 1 'fc h , A 1 s o t !'"i e e g a J. 

Profession had been active in the translation of the 

Seebohm Report ( i 3 6 8 1, which preceeded the Act., into 

legislation, since it was proposed to include the 

P r o b a 11 o n S e r v i c e , F u r fc h e r t h e E d u •::: a t i o n

Departments were sensitive over the probable loss of 

■fc h e i r W e 1 f a r e S e r v i c e t a "fc h e n e w D e p a r t m e n 'fc s a s w e 11 

as sundry Social Work posts attached to specialist 

estabiishments,

I' h e e f f e c fc o f 1h e s e p r e s s u r e s a n cl d e 1 i !::i e r a fc i o n s w a s 

t h a t t h e S e e to o h m v i s i o n o f c o m p r e h e n s i v e D e p a r t m e n t s , 

a s hi a cl r e s u 11 e d t r c;i m a n e a r 1 i e r r e o r q a n i s a fc i o n o f 

S o c i a 1 C a r e i n S c o 11 a n d , w a s n o fc r e a 1 i s e d , i' hi e e x a c t 

cl i v i s :i. o n o f r e s p o n s i b i 11 "fc y b e t w e e n fc h e v a r i <:::* u s 

ID e p a r t m e n "fc s w a s i n s o m e c i r c li m s t a n c e s 1 e f t "fc o 1 o c a 1 

n e g o t :i. a t :i. o n a n d 1h e r e s u 1 'fc s x n e v i "fc. a b i. y d i cl n o "fc a J. w a y s 

s e e m 1 o g i c a J. o r m a k e t h e b e s 'fc u s e o f r e is o u r e  s , A j. s o

. n-fc hM ■■vV. V"'



s :i. n c e fc h e A c t a i in e d t o i rn p .1. e in e n t t i"i e S e e b o h in :i. n t e n 'fc :i. o n

0 f |:'j< r o d u c i n cj a s  e r v :i. c e t h a t w a is '' C o rn rn u n 1 t y b at s e d > 

e a s i 1 y a c c e s s i b J. e a n d a*, b J. e t o l-i e 1 p b o t h i n d i v i d u a 1 s 

and communities to meet their needs", it seemed quite 

re si s on able to allow local organisation of the new

Departments, i'he Act did not specify how the new

cl e p a r t in e n "fc s w e r e t o In e o r g a n i s e d .. o r t h e d u 'fc i e s 

performed and managed, and the Director or Social 

8 e r v :i. c e s t o r M e w c at s "fc .1. e - o n f y n e fc R o y c r o f 'fc ) a c k n o w 1 e d g e d

1 n tiit "fc e 1 e v i s i o n p r o g r a m m e fc V o p i n g I 9 S S , C h a n n e 1 ■ 4 , ) , 

that one of the problems of Social Services

D e p a r i; rn e n "fc s w a. s "fc hi e '1P r a c fc i c e o t d i t f e r e n t .L e v e 1 s i n 

d i f f e r e n "fc p a r "fc s o f t i'"i e C o u n "fc r y 11 ,

I' hi :i. s hi si s i in p ,i. i c a "fc. i o n s I' o r in a n a q e rn e n t "fc r a i n i n g , 

lvl a n a g e r s a r e o f "fc e n i n t hi e p o s i t i o n o f h a v :i. n g t o m a k e 

decisions regarding priorities of need which are

generally acceptable or at least defensible to 

c 1 :i. e n t s , w o r k e r s , fc I "i e rn a n a q e r s ' o w n fc e v e n 11 i n e in b r y o

form.) professional ethics, and their pel itica.i.

masters, It is possible to use Management framing 

to try to plug the gaps and discrepancies caused by 

resource and structural factors such as the allocation 

o f "fc a s k s a n d r e s p ri s i b i 1111 e s ,



The Philosophy of Social Services

T h e w e 1 f a r e o f p e o p i. e i s a r r a n g e d i n a J. 1 s o c 1 e 11 e s , 

although the form it takes and its organisation vary 

widely (Byrne and PadfTeid, 4th, E d , 1990 p ,f,), 

There are two types of provision. the formal and 

i n i o r m a 1 ; o n e b e i n g a n e p e c t a t i o n o f f a m i 1 y .. 1' r i e n d s ,

neighbours etc , , the other being a legal State 

a r r a n g e m e n t , A s B y r n e a n d P a d f i e 1 d p o i n t o u't, m c:* s t

modern societies have a mixture of these as is true in 

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 

responsibi1i t y ,

The Seebohm statement of helping individuals and 

•::: o m m u n i t i e s t o i d e n t i f y a n d m e e t t h e i r n e e d s , w a s 

therefore an important reinforcement of a system of 

s o c i a 1 w e .L f a r e s i n c e i t s h o w e cl a c I e a r e x p e c t a t i o n o f 

i n d i v i d u a 1 a n d g r o u p r e s p o n s i b i .1.11 y r a t hi e r t h a n 

encouraging the often expressed fear of the Welfare 

S t a t e , I' h i s i s t h a t n o t o n 1 y a r e t h e p r o b 1 e m s t a k e n

o v e r , b u t a 1 s o  t h e i n d :i. v i d u a 1 ' s f r e e d o m . w hi :i. c h i s a 

corollary of ‘With the break up of a feudal system one 

g a i n e d f r e e d o m a n d .1. o s t s e c u r i t y 1 1 d e 8 c h w e i n i t z



1943;, It is, however, a fine dividing line that 

s e p a r a t e s t h e i n h i !:::< i t i o n o f d e p e n d e n c v a n d a i 1 o w a n c e 

of self determination from a. mere cost cutting 

e x e r c i s e a n d a p p a r a n t c aJ. o u s d i s r e g a r d ,

D u r i n g th i s c e n t u r y , t h e 81 a t e h a s a s s u m e d 

r esp ons i b i .1. it y f o r ' the d i r e c t an d i mmed i a t e we 1 f a r e

0 f i t s c i t i z e n s ' , a s B y r n e a n d P a d f i e 1 d p o :i. n t o u t , a n d
1 t d o e s t h i s t h r o u g h :i. n s t :i. t u 11 o n s w e c a 11 8 o c i a 1 

Services, As is clear from the above, this is 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' 

m a n a g e r s u n ci e r p r e s e n t a. r r a n g e m e n t s f o r t h e 

i m p 1 e m e n t a t i o n o f t h e C o m m u n i t y C a r e A c t 1 330 w h i c h 

will require the development of Health/Care teams and 

the intended maximisation of the use of all relevant 

resources (see next section and 'White Paper1 

m e n t i o n e d p r e v i o u s J. y ,

In the above definition there has been a shift from 

the Hall C 1 982 p , 3, ) statement that 'social service 

a n <:::! s o c i a 1 s e r v i-c e s 1 w e r e t e r m s t h a t w e r e u s e d r a t h e r 

vaguely 'without general ageement as to which services 

should be classified as ’social' 1 , Hall says that 

t h e t e r m s c a m e i n t o u s e w i t hi t hi e n i u J. 11 p 11 c a t i o n o f 

public and voluntary provisions to further the weli-

-• 11 -
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being of members of 'the corn m u m  "by and goes on to say 

that the generally accepted hall-mark ot social 

is e r v :i. c e i s t h a t o i cl i r e c t c o n c e r n w 11 hi t h e p e r s o n a .1. 

w e 11 b e :i. n g o f t In e :i. n d i v i d u a .1. ,

In this, there i s 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,

A d d i t i o n a 11 y , H a 1 J. w r i t e s t h at t , 1 i n s t b. t i n g t h a t

social service is essentially 'the manifestation of a 

personal interest in a human situation' and that this 

was ha recognition both or the uniqueness and value of 

t h e i n d i v i d u a<. J. at n d f o u r c o m m o n h u m at n i t y 1 , i t i s

e s s e n t i at 11 y t i e d t o t h e p r a 1 1 c e o t f i e 1 d s o c i. a 1 w o r k ,

in fact, the chapter continues with at quotation from 

' "f ht e R e c r u i t m e n t a n d f r at :i. n i n g o f S o c i at J. W o r k e r s ' h y 

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

0 f f i c e r - i n C h a r g e i ss s e e n at s e n s u r i n g 1 t h at t t h e 

facilities provided are adequate in amount and 

e f f i c i e n t i n o p e r at t i o n 1 , T h i s . i t w at s h e J. d , d i f f e r s 

from social work m  that the interest is on the object 

provided and not on the effects of its use on the 

p e r m o n a 1 i 11 e s a n d r e 1 a t 1 o n s h :i. p s o f t h e p e o p 1 e t at k i n g 

aid vantage of it, l‘his in turn could imply that two



cl i f f e r e n t v a I u e a y s t e rn s a r e u s e d :i. n t h e rn a n a q e m e n t o f 

soci a 1 care,

Social Work Training

Alt-hough the considerations made above might at first 

a p p e a r o u t o f p 1 a c e :i. n t h e p r e s e n t c h a p t e r t h e y h a v e 

a particular relevance in relation to the National 

pattern of management training, This is both in the 

c u r r i c u 1 a 1 e a d i n g t o t h e s o c l a 1 w o r k q u a 1 i f i c a t :l o n s 

a w a r d e d a n d i n t h e p u r p o s e b e hi i n d t hi e m , A 1 s o t hi e y 

a f f e c t 11 "i e r o 1 e o f a n d t r a i n i n q f o r rn a n a g e r s i n t hi e

s e V' v i c e s o f f e r e«:::!,

The Central Council for Education and Training m  

Social Work, tC,C ,E ,T ,S .W , ) . is the award granting 

b o«:::! y a n d i s i n cl e p e n d e n t b u t t o t a J. i. y 8 o v e r n rn e n t f u n d e d , 

11 s rn e i n b e r s a r e a p p o i n t e d b y t h e hi i n i s t e r f r o rn 

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

t h e f i e I d o f s o c i a 1 c a r e ,

In I97B, C ,C ,E ,1,S ,W , started a new training programmeI
t o r u n a J. o n g s :l cl e t h e e x i s 11 n g C e r t i f i c a t e o f 

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



b e e n cl e s :i. g n e d f o r f i e J. cl w o r k e r s b u t o >::: c a s i o n a 1.1. y

0 f f e r ed o ther op t j. oris , T h i s new qua 1 i f :i. c a t i on , the 
Cer t :i. f i c a te i n Soc i a 1 Ser v i c e , (. C , S , 8 , ) was a i iried 
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
1 persona 1 i ti es and re 1 ati onsh i ps', Thii s ac c ounts f or 
t hi e i n c 1 u s i o n o f a hi a n a g e m e n t U n i t i n s o m e o f t h e 
C.S.S, schemes, shown by some Authorities in the 
research reported in Chapter 4, as being their major 
hi a n a g e rn e n t 7 r a i n i n g e y e n t , I n c i d e n t a 11 y , 
C ,C ,E .T ,S ,W , have a system f or va1i dat ing 1 Post 
Q u a 1 i f i c a t i o n S t u d i e s ' w h i c h c o u 1 d i n c 1 u cl e rn a n a g e rn e n t, 
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 C.S.S, as a social work 

q u a 11 f i c a 11 o n s e e rn e d i 1 .i. o q i c a 1 t o rn a n y p e o p 1 e f o r a 

v a r i e t y o f r e a s o n s , i t w a s s o rn e w h a t s u r p r i s i n g t h a t 

C , C:, E , 1, 8 , W . dec id eel in I 988 that i t was a soc ial work 

q u a 1 :i. f i c a t i o n a f t e r a 11 , a n cl t hi e r e e o g n i t i o n w a s 

hi a c k d a t e d t o t h e c o rn rn e n c e rn e n t o f t h e s ■::: h e rn e , 7 h i s

rn e a n t t h a t C , 8 , 8 , hi o 1 d e r s b e c a rn e e 1 i g i b 1 e f o r 

a p p o i n t rn e n t t o a v a r i e t y o f j o b s p r e v :i. o u s 1 y hi a r r e d t o



them and they are now to he found managing and 

p r o f e s s i o n a 1 i. y s u p e r v :i. s :i. n g C , Q , S , W , h o J. d e r s , I1

c 1 e a r J. y r e c g n :i. s e s t h e c h a n g e i n t h e p hi 11os o p h y o f 

residential care but it a J. b o  contributes to the sort 

o f c r i t i c i s m s hi id w n I a t e r i n t h i s c h a p t e r .

Publie Re1a t i one

As has been pointed out earlier. Social Services 

Departments are only responsible for a set range of 

s e r v :i. c e s a  J. t h o u g h ■& m a j o r c o m p o n e n t i n t h e w h o 1 e

s p e c t r u m o f s o c i a 1 c a r e ,

in looking at the previous century. Marsh (1965 p ,223) 

wrote, ‘We have moved from a society in which the 

gross inequalities of opportunity and 'the grinding of 

the faces of the masses' were acceptable principles, 

to a society in which every individual counts and is

a t .L e a s t e n t i 11 e d t o t h e c h a n c e o f r a i s i n g h i s 1 i v i n g

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 C 1 990 p , 1 4 :> , writing on

w o r k c a r r i e d o u t b y t h e 1 n s t i t u t e o f F i s c a J. S t u d i e s ,
... |6 ..

~  — 1 -  — ■ ; ■ ' “ ■.'■'■- • j  V  ' -  ~ '-----   - ■ — -a — _C.  il ■ ■■ 1 i



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 of less than half the average, but 

second, the Government had made an error in

calculating the new figures m  1988, based on incomes 

b e t w e e n I 9 8 I a n d I 985 , T h e s e s e e m e d t o s h o w t h a t f o r 

t h e b o 11 o m 1 0 % o f t In e p o p u 1 a t i o n , t hi e i r i n c o m e s in a d 

risen by 8,4% as against 4.8% for the rest, whereas 

the real figures were 2,6% as against 5,4%, As was

pointed out in the article, this made sense when one

r e a 1 i s e d t h e g r o w i n g n u m b e r o f h o rn e .1. e s s , hi i g h e r 

unemployment, more part time work and benefits rising 

i n 1 i ne w :i. th p r i c es ancl ng t e a r n i n gs ,

1-1 o w e v e r , c o n c e r n :i. s a 1 s o q u i c k 1 y s In o w n b y t h e

p u b 1 i / rn e d i a o v e r , o n o n e hi a n d , t h e a p f::* a r e n t a b u s e o f 

p o w e r a s i n t h e C .1. e v e .i. a n d C hi i .1. d A Id u s  e e n q u i r y ( 1 989) 

or, on the other, by insufficient power or late action 

a s i n t h e AI e x a n >4 e r H o u s e c a s e (1-1 .i. g h C o u r t , •- D e c 

19901, where the death of an elderly woman resident

o c c u v' r e d t in r o u g In rn a n s I a u g In t e r b y n e g .1. e c t ,

T' h e s e a r e i m p o r t a n t c o n s i cl e r a t x o n 15; w in e n 1 o k 1 n g a t t In e

managerial climate in a Social Services Department and 

t h e r o 1. e a n d t a s k s o 1' a rn a n a q e r , 1 n e v i t a to J. y t In e
j j_t



e s o u r c 0 s 9 i v 0 n t o t h 0 Vi 0 w D e p a r t rn e n t s a n ct t h 01 r 

d 1 s b u r s 0 m 0 n t -a c q u :i r 0 d a P o 111 :i. c a 1 f ac e . f r rn t h e 

nature of the target groups and beJ. let's as regards 

S  t a t e r 0 s p o n s :i. b :i. 1 i t y a n d :i. n v o 1 v 0 rn 0 n t , T h 0 r a n g 0 ..

quantity and quality of the resources, both in ter-ins

0 f I'M a t i o rt a i a n d X o c a X f u n d i n g , p r i o r :i. t :i. e s a n cl

0 r s n n 0 J. .. c 1 e a r J. y d i r 0 c t X y to r :i. n g s a d cl i t i on a X p r o b I e rn s

f o r rn a n a g 0 rn 0 ni j o b s i n a s t r u c t u r e w h i c I"! v a r i e s 

w i cl 01 y , a s w a s p o i n t e o u t e a r X :i. 0 r i n t h 0

1 n t r o d u c t i o n . H o w 0 v 0 r , in o s u g g 0 s 10 d p h i 1 o s o p h y ,

priorities and personneX practices can be easily 

imposed on Local Government in this country owing to 

t l"i e 1 o c a X d e rn o c r a t i c p o X i t :i. c a X s y s t e rn a s w 0 j. 1 a s t h e 

v a r y :i. n g o p i n i o n s a n d p r a c t i c 0 s o t 0 f f i c e r s , T In i s i s 

b 0 :i. n g cl 0 rn o n s t r- a. 10 cJ to y ' o v e r s p e n cl e r s ' a t t hi 0 p r e s 0 n t 

t i rn e w h 0 n • t h 0 G o v 0 r n rn 0 n t i s r 0 s o r t i n g t o 1 c a p p :i. n g 1 

Councils to enforce their spending poiicies, and the

efforts of Councils such as Hammersmith to increase

t hi 0 i r rn o n i e s a v a i X a to 1 e f o r- s p 0 n d :i. n g to y s w :i. t c h i n g t h e 1 r 

i n v e s t rn 0 n t s , n o w d e c X a r 0 cl i X X e g a 1 ,

Accountability and Control in Social Services

A c o n fc r o X k e p t to y C e n t r X G o v 0 r n rn e n t :i. n s e 11 i n g u p 

S o»::: i a X S 0 r v i c 0 s D 0 p a r t rn 0 n t s , to 0 s 1 cl 0 s s 11 p u X a 1 1 n g t- hi 0 

X eg i s X a11 on was to appr ove thr ough the then



! j e p a r t m a n t o f H e a 1t h & S o c i a 1 S e c u r i t y , t hi e 

appointment of each Director in terms of his/her 

training and apparent credibility, This makes the

situ ant ion similar to that in which the Local Authority 

Education Departments are placed, However, in the

a s e o f t h e e d u c a 1i o n s y s t e m , s c h o o I s p r o v 1 s 1 o n i s 

more tightly controlled and the schools themselves are 

s u b j e c t t o t hi e -a 1t e n 11 o n s o f H e r M a .3 e s t y ‘ s 

I n s p e c t c:« r a t e , T hi e D e p a r t m e n t o f H e a 11 hi & S o c i a 1

Secur 1 ty ( D , H , S , S , ) , now the Depar tment of Hea 1 th , 

o n 1 y r e :i. n t r o d u c e d a n I n s p e c' i o r a t e f o r S o c i a 1 S e r v ices 

in 1988 and even this does not control Departmental 

structures or patterns of service delivery but is to 

see that at least statutory responsibilities appear to 

be honoured, (he !..), H , 8 , S , had previously operated an 

advisory service and the Home Uffice inspectorate for 

C hi i 1 cl r e n 1 s D e p a r t m e n t s h a cl d i e w  i t h t h e p a s s i n g o f 

the 1970 Act,

In considering controls and having mentioned earlier 

t h e 1 o p i n i o n s a n p r a c t i c e s o f 0 f f :i. c e r s ' :i. t i s

interesting to consider the predominant values, their 

consistency, and the way that they have emerged in 

association with Social Work, which, as can be seen 

f r o m t hi e p r e v i o u s s e c 11 o n s , w a s i n e v i t a b 1 y t h e 1 e a cl 

p r o f e s s i o n i n t hi e n e w 0 e p a r t m e n t s ,



Ot the first Directors appointed some did not have any 

S o c i a .1. W o r k t r a i n i n g o r q u a .1 i f :i c a t i o n a a n d r e 1 :i. e d o n 

e x p e r :i. e n c e g a 3. n e d i n o n e o f t h e f o r rn e r v e r y rn u c h 

a rn a 11 e r d e p a r t rn e n t s w h :i c h c a r r :L e d rn u c h i. e s s 

V' espons n. b i 1 :i. ty . 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

e x p e r i e n c e s , C o n s e q u e n 11 y , n o t o n 1 y cl i cl t It e i r o w n

attitudes and behaviours vary considerably, but also 

t l"'i e i r e x p e c t a t i o n s o f t h e b e h a v i o u r s o f o t h e r s , 

1' h e r e f o r e , t h e r e h a v e a .1. w a y s b e e n d i f f e r e n c e s b e t w e e n , 

«i n d s o rn e t :i. rn e s e v e n w i t h i n , D e p a r t rn e n t s a s t o w h a t 

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

a p p o i n t i n g n o n - s o c i a .1. w o r k e r s a s t h e i r I j i r e c t o r s a n d

0 t h e r p r o f e s s i o n s / o c c u p a t :i. o n s f u n c t i o n 3. n t h e 

II) e p a r t rn e n t s , i n c 1 u d i n g 0 c c u p a 11 n a .1. T hi e r a p y ,

Administration, Accountancy etc, , However, as was

stated earlier, Social Work has been the leading force 

t h r o u g h o u t t hi e D e p a r t rn e n t s ' d e v e j. o p rn e n t a n d i t i s 

t h e r e f o r e f r o rn t h i. s p e r s p e c 11 v e t hi a t t hi i s s t u d y h a s 

b e e n u n d e r t a k e n ,

1 ‘ hi e i n t e n t. :i. o n o f 8 e e o h rn w a s t o hi a v e ;-ii c o rn rn u n i t y b a s e cl 

s e r v i <::: e a n d t ! "i c>. t n a t u r a 11 y r e s u .L t s :i. n v a r i a 11 o n s i n



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 

b e c o n s i d e r e cl a 1 o n g s i d e t h e a b s e n c e o f s t r i c t 

g o v e r n rn e n t c o n t r o 1 s w h e n t h e cl e p a r t lit e n t s w e r e s e t u p , 

if any assessment is to be 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

w i 1 J. to e n e c e s s a r y i f a >::: 1 e a r o to j e c t i v e o f t h e

management training programme is to ensure that the

m o s t e f i e c t i v e a n d e f f i c i e n t u s e i s b e i n g m a d e o f t h e 

r e s o u r c: e s , 1 f t h i s :i. s g o i n g t to e a c h 1 e v e d t h e n i t

follows that not only should the organisations be 

closely monitored tout they will have to be controlled 

e i t h e r :i. n t e r n a .1.1 y to y p r o f e s s i o n a .1. p r a c t i c e a n d 

s t a n cl a r d s , o r b y e x t e r n a 1 a u t h o r i t y ,

As has been stated earlier, the nature of Social 

Service and its academic Parent. ‘Social Studies' is 

p o 1 i 1:-1 c a 1 to y 11.:- s c o n t e n t a n d i t i s n o t s u r p r i s i n g ,

t h e r a f«:::»r e , t h a t D e p a r t m e n t a 1 s t r u c t u r e is , p r i o r 111 e s o f 

s e r v i c e a n d t a s k s a s s o >::: i a t e d w 11 h c e r t a i n j o b s a n d t hi e 

resources allocated vary widely between Authorities 

(Bayley 19791, There is also usually no tangible end 

product in the services given, making the organisation 

p a r t i c u I a r I y v u 1 n e r a b 1 e t o ' p o J. x t i c s ' w i t h t hi e s rn a 11



'' p '1 (P e 11 i g V- e w , 1 973) , 11 c a n m a k e q u e s t :i.n hh 1 i k e

'why' difficult to get answers to.

As has been pointed out earlier, Social Work, as the 

k e y o r c o r e e 1 e rn e n t o f t hi e s e r v i c e s g i v e n , 

u n f o r t u n a t e J. y a J. s o i rn p o s e s 11111 e i n t h e w a y o f 

professional controls, A recent report -

S a f e g u a r d i n g S t a n d a r d s ( I 390 ) - o f a C o rn rn x 11 e e rn e e t i n g 

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 

e n q u i r i e s t h a t h a v e t a k e n p I a c e o n c hi i 1 d a b u s e c a s e s 

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 is 

r e f e r r e d t o e a r I i e r ( p , 3 .) d e s c r :i. b e s t hi e p r o p s a I s a s 

'ahosolutely pernicious' (Dean 1990 p.17), which

heralds a rough passage for the proposal and must put 

t hi e o u t c o rn e i n d o u b t , I n c :i. d e n t a .1. j. y , t I n e I 982 B a r c 1 a y 

Re po r t , aga x n un de r the au sp i c e s o f t he Na t i o na 1 

Institute of Social Work, (which has been referred to 

p r e v i o u s 1 y a n d i s a c:j a i n f e a t u r e d i n t h e n e x t s e c t i«:::»n ) , 

stated that 'it would be premature at present to 

r e c o m rn e n d t h e s e 11 i n g u p o f a g e n e r a 1 s o c i a 3. w o r k 

( Soc :i. a J. Serv i c es .> Counc i J. ( Bare 1 ay I 982 , p ' s I 77- I 78 ') ,



A major voice in both these reports and an advocate of 

t h e p r e s e n t r e c m m e n d a t i o n w a s t h e B r 11 i s hi As s o c i a t i o n 

ot Social Workers. This however, although it has

nearly i I,100 members of which about 98% hold a 

C e n t r a 1 C o u n c i 1 r o r E d u c a t i o n a n d !' r a i n i n g i n 8 o c i a 1 

W o r k q u a 1 i f i c a t i o n , s t i 11 o n 1 y r e p r e s e n t s a b o u t o n e 

t h ;i. r d o f p r a c t i c :i. n g s o c i a 1 w o r k e r s 1 f i g u r e s is u p p J. i e d 

d :i. r e c t f r o m B , A , S . W > a n d t h e r e a r e cl i s a g r e e m e n t s 

a i i'i o n g s t t h e i r r a n k s , 1" h e ' v a I u e s ' w h i c i"i m a n y s o c :t. ai 1

workers hold clear, are not unique to social work and 

cl o n o t p r o v i d e e f f e c t i v e c o n t r o 1 s i n t hi e m s e ives.as 

w i 1 i. b e e x p 1 o r e d i n t hi e n e x t s e c t- i o n ,

Social Work and Management

In 1980, the ' National Institute for Social Work, on 

b e hi a 1 f o f t h e S e c r e t a r y o f S t a t e f o r S o c :i. a 1 S e r v i c e s , 

w a s a s k e d t o s e t u p 1 a n i n d e p e n ci e n t a n d a u t hi o r i t a t i v e 

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,

T h i s r e p o r t r e c e i v e d c o n s i d e r a b 1 e c r :i. t i c i s nt, p a r 11 y , 

it is felt, because of its debunking of social work, 

It is pointed out that many of the respondents to the



0 n q u i r 1 e s w h i c i'"i u n cl e r p i n n e d t h e r e p o r 1 , b e .1. :l e v e d t h a i 

s o c :i. a 1 w o r k c o n t a i n e d >::: e r t a :i. n v a .1. u s s w h i c h w e r e u n i c| u e 

t o :i. t o r i ri o r e i n f 1 u e n t i a .1. t hi a. n i n o t h e r o c c u p a t i o n s 

( p , I 4 5 ) , T h 0 r e p o r t s a y s t h a t w h i 1 s t a c k n o w I e d g :L n g 

t h e :i. i n p o r t a n c e o f t h e s e v a 1 u e s , 1 w e b e 1 :i. e v e t h a t t h e r e

1 s n o t hi i n g u n :i. q u e t o s o c :i. a 3. w o r k a b o u t s u c hi v a 3. u e s ' , 

The values given are those of respect for a 13. persons, 

c o rn p a s s i o n , u n d e r s t a n d i n g , s y m p a t l-i y , :j u s t :i c e , e q u a 1 i t y 

Hit n f a i r n e s s . T'hi e s e , t h e r e p o r t s t a t e s , Hit r e s h a r e d 

explicitly or by implication by workers in many other 

fields and by most ot us in our private lives 

Chapter 9 of the report is on !Issues of Organisation 

and Management' and is therefore of particular 

r e 1 e v a n c e t o t h 1 s s t u d y ,

j: t i s p o i n t e d o u t , a 11 hi o u g h i s e e rn i n g I v q u i t e o b v i o u s , 

t h i a t ' t h e o r g a n i s a t i o n i n w h i c hi s o c 1 a J. w o r k e r s w o r k 

Hit n d t hi e w a y i n w i-"i i c: h t h i e y a r e m a n a g e d rn a y d i r e c 1 1 y 

a s s i s t o r i m p e d e t h e e f f e c t i y e n e s s o f t h e :l r 

at c t i v i t :i. e i» 1 , A 1 s o t h a t 1 t h e s h a pi e o f o r g st n i s a t i o n s 

n e e d s t, o b e d e c i cl e d a c c o r d i n g t o 1 o c a 1 c i r c u rn s t a n c e s 

st n d h e c Hit p Hit Id 1 e o f a d a p 11 n g a s c i r c u m s t a n c e s c h a n g e , 

but we wish in this chapter to underline some 

:i. rn pi o r t a n t g e n e r a J. p r i n c :i. p 1 e s , 11 o a t o f o u r c:» rn m e n t s

r e I Hit t e t o m a 11 e r s w h i •::: i "t hi a. v e d .i. r e c t b e a v* i n cj o n 

o r g a n i s Hii t i o n a n ci m at n at g e rn e n t i s s u e s a f f e c 11 n g s o c :i. at 1 

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 

s h a p i n g t h e D e p a r t m e n fc s ,

T h e r e p o r t g o e s o n t o s a y t h a t ' S o c :i. a 1 S e r v i c e s

Departments are big business' , as even at that time

t l *i e y c ci 11 e c t i v e J. v e m p 1 o y e d o v e r 200 , 000 p e o p I e a n cl 

spent more than £2, DOOM per year, It is claimed,

t h si t s i n c e t h e b u .!. k o f t h e i r a c t i v i t y i s d i r e c t e cl

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,

U hi :i. 1 s t t h i s e x p 1 a n a fc i o n i s c o n v e n i e n t , i t i s d i f f i c u 1 "fc 

to see what other pattern could have emerged, 

c o n s i d e r i n g t h e d e p a r t m e n t s * p 1 a c e i n a 1 o c a J. 

a u "fc h o r i "fc y , "fc i"'i e i a i .1. u r e o f a c J. e a r p r o I- e s s i o n a 1 r o 1 e o r 

status to emerge, and the backgrounds of the directing 

staff ,

It was reported that the structure of departments as 

s e e n b y 1 t h e f r n t ■■■■■ J. i n e f i e 1 d s o c i a J. w o r k e r i n cl a y 

a n d r e s :i. d e n "fc i a I s e r v i c e s w a s c o m p J. e x a n d t h e I i n e s o t 

authority long', fhe three themes that emerged from



the enquiries carried out by the Working Party 

( p , I 2 7 ) , w e r e ; •“

:f: 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 

c a r r y o u t "fc h e o r ci e r s o f t h e i r ID e p a r 'fc rri e n fc s :

;fc: A d e g r e e o f f r u s 1; r a t :i. o n a t t h e c o m p I e x 11 y o f fc h e

structure of social services departments and the 

cl i f f i c u .1t y o f g e t 'fc i n g d e c i s i o n s m a d e o r r e s o u r c e s 

allocated;

:f: A feeling among social workers that their managers 

n e i fc !'”i e r u n d e r s 'fc o d "fc l"'i e m n o r s u p p o r "fc e d t In e m ,

The report expresses a feeling that social workers' 

a d m i fc t e d c o n f u s i o n a n d f r u s fc r a fc .i. o n a r i s e s p a r 11 y f r o m 

a conflict between the expectations which clients and 

the public have of them and what they rind they have 

■fc. h e r e s o u r c e s o f fc i m e , a n ci t h e a c c e s s t o t a c i 11 -fc i e s 

and services, to provide, However it is also felt to 

be partly due to a divergence between the degree of 

a u "fc h o r i 'fc y , d i s c r e fc i o n a n d r e s p o n s i b i J. i t y ' fc h e y o f -fc e n 

find themselves perforce carrying in practice and that 

which is formally delegated to them at the base of a 

pyramid of authority' , It is pointed out that 'The 

I o n g e r t h e 1 i n e m a n a g e m e n fc ■::: h a i ri is , t h e g r e a t e r i s 

1 i k e J. y t o b e "fc h e d e I a y i n o b "fc a i n :i. n g d e c i s i o n s o n 

i s s u e s w h i c I "i m a y d i r e c fc I y a f f e c fc fc h e w e 1 f a r e o f



clients', Also that 'the higher up the chain an

i s s u e i s r e f e r r e d , t h e 1 e s s k n o w J. e d g e t h e r e i s o f t h e

c 1 i e n t a n d t h e c 1 i e n t 1 s c i r c u rn s t a n c e s ‘ ,

R e c o g n i t i o n i s g i v e n t o t h e f a c t t h a t D e p a r t rn e n t s h a v e 

w o r k e d h a r d t o i rn p r o v e -fc hi e i r I i n e s o f c o rn rn u n :i. c a t i o n , 

but it is still felt that as a general principle

decisions about individual clients should be taken by 

t h e p e r is o n b e s t e q u i p p e cl b y s k i 11 , e x p e r i e n c e a n cl 

k n o w I e d g e o f t h e c i r c u rn s t a n e  s , w h i c h w o u 1 cl m e a n t h a t 

n o r i n a 1.1 y d e c. i s i o n s w o u 1 d n o t b e r e f e r r e d a b o v e t e a m 

leader level, The report advocates, 'the greatest

p r Hi c t :i. c a b 1 e d e g r e e o f f o r rn a .1. ci e I e g a 11 o n t o f r o n t I .i. n e 

social workers and their immediate 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 

t e n s :i. o n b e t w e e n s o c i a 1 w o r k e r s , t la e i r e rn p 1 o y e r s a n d

t hi e g e n e r a i p u b 1 i c , s i n c e , i n d e a 1 i n g w i t h s o rn e o f

s o c :i e t y ‘ s i n t r a c. t a b I e p r o b J. e rn s , s o c i a .1. w o r k e r s an r e 

s t a n d i n g b e t w e e n t h e d i s a cl v a n t a g e d a n d d e .1. i n q u e n t a n ci 

a society which has mixed or hostile feelings towards 

them ,

Chapter 9 also considers a career structure for social 

w o r k e r s , ‘ \ o g u o t e , 1 A n i s s u e p r e s e n t e d t o u s i n t hi e

e v :i. d sn c e a n d i n d :i. s c u s s i o n w a s hi o w t- o r e c o q n i s e a n d



use the skills of those social workers of great 

e x p e r i e n c e , s k i .!. 1 a n d e x p e r t i s e w h o h a v e n o i n t e r e s t 

:i. n ( a n d p e r hi a p s n o p o t e n t i a 1 f o r ) , p r o g r e s s i n g u p t l“i e 

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 

f rorn the f ie J.d 1 (. Bar c .!. ay 9 , 3 I > ,

Reference is made to the fact that ‘at the present 

t i in e pi e o pi .1 e u s u a 11 y hi a v e t o 1 e a v e d i r e c t p r a c t i c e a n d 

g o i n t o m a n a g e m e n t i f t h e y a r e t o i m p r o v e t h e i r 

pi o i t i o n a n cl i n c r e a s e t hi e i r s a 1 at r y * , T h e r e p o r t g o e s 

on to point out the undesirability of this for the 

individual, the organisation, and the clients, 

However, in looking at the feasabiiity of a career 

scheme, reference :i.s made to the existing 3 levels of 

social workers1 pay in the National Scheme of 

Conditions of Service and the need for Union and 

e m p 1 o y e r c o - o p e r a t :i.n :i. s r e c o g n :l s  e d , 11 m u s t b e

r e c a 11 e d h o w e v e r , t l i a t w h e n t h e s e i e v e .1. s w e r e 

i n t r o d u c e ci, i t w a s t h r o u g hi a r g u m e n t s s i rn i 1 at r t o t i“i e s e , 

and yet the cry went up "Where are the differentials" 

a Vi d -fc l "i e r e s u J. t w a s a g e n e r at 1 u p g r a cl :i. n g w i t hi o u t at n y 

f uvid amen ta 1 c h at n ges i n p r atc t :i. c e o r s t r uc t u r e ,

' I" h e s e at r e a g a i n i m p o r t at n t c o n s i d e r a t i o n s i n t h e 

pi 1 at n n i n g o f H at n a g e rn e n t i r a i n i. n g s i n c e a t t h e p r e s e n t



i i vrj e a n y g r o u p o f t r a i n e e s i s 1 :i. k e 1 y t o :i. n c J. u d e t h e

poorly motivated or the unable, Further, there will 

be the tendency tor some managers to include in their 

duties some tasks which the Barclay Report sees as 

fitting better into the role of a senior pratitloner, 

s u >::: h a s s t u d e n t s u p e r v i s i o n , A 1 s o t h e r e :i. s t h e

p o s s i b i 1 i t y o f m a n a g e rn e n t .j o b s b e i n q c r e a t e d f o r t h e 

s a k e o f c a r e e r p r o g r e s s , T h e r e p o r t , h o w e v e r , ci o e s

expect social workers to have the management skills 

for organising their own time and any ancillary staff 

o r v o 1 u n t e e r- s a 11 a c h e ci t o t h e rn .

7 h e r e p o r t a c k n o w 1 e d g e s t h a t s o rn e e v i d e n c e w a s 

r e c e :i. v e ci s u g g e s t i n g t h a t & o c i a 1 S e r v i c e s D e p a r t rn e n t s 

c o u .1. d b e d i s b a n ci e d o r t a k e n o u t o f 1 o c 5i .1 a u t h o r i t y 

control, and whilst the present system is said to be 

the best, the ■ nature of the other evidence is not 

cl i s c u s s e d :i. n d e t a i X ,

Kakabacise (1982 p , 12) quotes Handy (1976), 'In 

organisations, there are deep set beliefs about the 

way work should foe organised, the way authority should 

h e e x a r c i s e d , p e o p 1 e r e w a r d e ci, p e o pi 1 e c o n t r o 11 e d , 

What are the degrees of formalisation required? How 

much planning and how far ahead? What combination of 

o b e d i e n c e a n ci i n :i. t i a t i v e i s 1 o o k e cl f o r i n 

s u b o r d :i. n a fc e s ? D o h o u r s rn a -fc t e r , o r d r e s s ,, o r



p e r s o n a 1 e c c e ri t r :i. •::: :i. t :i. e s ? , , , D o c *:.:i rn rn :l t1 e e s o n t r o 1 a ri

individual? Are there rui.es and procedures, or only

results? These are ail parts ot the culture ot an 

o r g a n i s a t i o n 1 ,

j; t ri*i u s t b e c o n s i d e r e d .. I t o w e v e r , h o w t r u e t hi i s :i. s f o r 

S o c i a 1 S e r v 1 >::: e s , li o s i 0 e p a r t rn e n t s h a v e r e o r g a n i s e d 

t h e i r w o r k , rn a n y s e v e r a 1 t i rn e s s i n c e I ’3 7 0 , T hi i s i s 

b e s i d e s i hi a t n e c e s s a r y f o 11 o w :i. n g t h e I 974 1 o c a 1

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 

p r e s e n t e d p r o b 1 e m s , K a I a a  d s e q u o t e s C p , 2 fe :> t hi e

Schumacher research t. 1974.)., which proposed that “to be 

t o o b i g i s u n d e s i r a b 1 e a n d 1 e a d s t o o r g a n :i. s t i o n s 

operating inefficiently", He goes on to quote Kahn 

(. 13641, who found that sub-units of large

organisations could engage in activities that are out 

of the control and co-ordinative power of those at the 

t o |:::> o f t h e o r g a n i s a t i o n .

Although Barclay ?. p , 148 did not agree with the 

s u b rn i s s i o n d e f i n :i. n g s o c i a J. w o r k y i t s v a 1 u e s , h a s 

this proclivity changed in the last eight years?



A Recent Research into Managers1 Views

'Insight1 magazine for ‘Managers in the Community1, 

September 1990. published details of a survey it 

carried out in June 1990 through Reid Business 

R e s e a r c h , 1 , 4 2 S r e a d e r s c o rn p 1 e t e d t h e q u e s t i o n n a i r e

sent out in the June issue which they show as an I 1 % 

response rate although as copies are generally passed 

round offices and questionnaires could have been 

duplicated, this cannot be specific, Further, there 

is no attempt to estimate the potential i.e. the total 

n u rn b e r o f M a n a g e r s , 1“ h i r t y q u e s t i o n s w e r e a s k e cl

concerning personal details, job location and 

p r o f e s s i o n a 1 a 11 i t u d e s , a n d i t ;i. s d e s c r :i. la e d a s o n e o f 

t h e m o s t c o rn p r e h e n s i v e s u r v e y s o f S o c i a J. S e r v i c e s 

I j a n a g e rn e n t e v e r c o n d u c t e cl, I' h i s i s s u r p r i s :i. n g i n

i t s e I f a is i t c o u 1 d h a v e I:::* e e n e x p e c t e d t h a t s u c h 

e x p e n s i v e o r g a n i s a t i o n s c a r r y i n g w i d e I e g i s 1 a t i v e 

r e s p o n s i fc:i :i. J. i t i e s w o u I d hi a v e w a r r a n t e d e a r 1 i e r a n d rn o r e 

d e t a i 1 e cl a 11 e n t i o n , S o rn e o f t h e f i n cl i n g s o f t h i s

s ti d y , h o w e v e r , a r e p a r 11 c u i a r 1 y r e J. e v a n t t o t h i s 

r e s e a r >::: h a n cl fc h e s e hi a v e b e e n e x t r a c t e d a n d r e - w r i 11 e n 

b e 1 o w , T hi e s e a r e ; -•

I , I n s e 1 f d e s c r :i. p t i o n o f j o b , 5 0 % a n s w e r e d ii a n a g e r ,

33% Specific Job Title and 18% Social Worker,

2. Transition to management 10% thought very easy and 

6 2 % c| u i fc e e a s y ,

   ————   —   —  -  '——  —  — -——  1C LLhi 1 —iZ i iS / . i r :  ' I  "■



3, Pride in job showed 89% proud to be managers and 

7 9 % f e X t t h e m s e X v e s e q u a X t o M a n a q e r s i n o t hi e r j o b s ,

4, 12% felt it very easy to transfer their management 

skiXXs to other sections of the economy and 64% quite 

easy ,

5, Managers had an average of 16 years in social

s e r v i c e s a n d 9 o f t h o s e i n m a n a g e m e n t ,

6, 83% thought Social Services were becoming more

e n fc r e p r e n e u r i a I a n d I S % n o fc , 0 f t l"'i e 8 3 % , 6 S %

welcomed the move and 31% opposed it,

7, , 53% considered a change of career,

8, 43% think that their role has a stronger

p r o f e s s i o n a X i d e n t i t y t h a n N , H . 8 , p e r s o n n e X ,

9, As measures of personal performance, 61% thought of 

e f f i c i e n c y a s v e r y i m p o r -fc a n t , a n d 3 6 % a s f a i r X y 

i rn p o r fc a n t , 8 9 % s a w e f t e c t .i. v e n e s s a s v e r y i rn p o r t a n t ,

Only 33% see economy as very important and another 54% 

as fairly,

10, 83% saw Workforce Management as very important and

61% saw innovation as very important,

11, On the question of Budget Control, 72% had control 

b u -fc o n X y I 4 % c o n s i cl e r e d 1hi e y hi a d a d e q u a t e 'fc r a i n i n g , 

A n a d d i t i o n a X 3 6 % hi a d s o m e t r a i n i n g a n d 4 9 % n o n e

whatsoever,

T hi i s s u r v e y w a s s a :i. d b y fc h e M a g a i n e < -fc hi e 17 d :i. t o r i a X ) 

•fc o b e a r e sponse t o fche He a X thi 8ec r e t a r y 1 s

-  3 1  •-
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d e n o u n c e rn e n t o f S o c i a 1 S e r v i c e s D e p a r t rn e n t s 1

fianagernen t as be i ng 1 i ne f f ec t i ve , i nef f ic i en t and 

u ri e c o n o rn i c a I i n t e r rn s o f t i"i e a xp e c t a t :i. o n s o f t h e 

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 t

accepted professional status, and the severe
Ilimitations of the basic social work training, the 

f i n d i n g s o f t h e s u r v e y c o u I d a p p e a r c o rn p 1 a c e n t i f n o 1; 

arrogant in 79% feeling equal to managers, in other 

jobs, and 43% thinking that their role has a stronger '%

p r o f e s s i o n a 1 i d e n t i t y' t h a n N a t i o n a .i. H e a 11 h 8 e r v i. c e 

p e r s o n n el, ' I" h i s rn :i. g h t o f c o u r s e b e r e f e r r i n g t o t h e 

r 1 e o f t h e G en e r a 1 lvl a n b g e r i n He a 11 h A u t ho r i t i es , b u t 

t h e y a 1 s o h a v e rn a n a g e r s f r o rri t i'"i e c o n t r i b u t i n g 

professions such as the 'Director of Nursing Services' 

as well as the role of the contracted consultants,

1 n c i d e n t a 11 y , t h e G o v e r n rn e n t I n a c! a 1 r e a d y t u r n e d d o w n a 

r e q u e s t t o p r o v i d e t h e f u n d i n g f o r t I n e n e w 

qua1i fi cation to rep1ace the C ,S ,S , and the C ,Q ,S ,W , 

to be a three year training although strongly fought 

by C , C , E , T . S , W , , and the resultant two year training 

w i 11 n o t fci e a c >::: e p t a la .1. e a s a p r o f e s s i o n a 1 q u .L i f i c & t i o n



:l. n m a n y o t h e r c o u n t r i e s , :i. n c I u d i n g t h o s e w :i. t h i n t h e 

E , E , C , ,

The negative aspects of this 'Insight' research are 

c o rn p o u n d e d b y t hi e e d i t o r i a I w h :i. c h s a y s t hi a t t h e 

results give 1 a clear rebuttal to those who have

0 f f e r e cl s p u r :i. o u s c r 11 i c :i. s rn s o f 8 o c i a I 8 e r v i c e s 

M a n a g e r s i n t h e p a s t , T h e p a 11 e r n w h i c h e rne r g e s i s 

of a highly committed cadre of Managers whose 

p r o f e s s :i. o n a I i n s-1 i n c t s s t e rn f r o i n a w e 13. o f c lea r 

(whisper the word in so rne quarters! ) altruism, proud 

of their skills, role and the jobs they do; and aware,

1 n a n o v e r w h e 1 rn i n g n u rn b e r o f c a s e s , o f t hi e n e e d t o 

judge their work along rigorous yardsticks', This is 

a s w e e p i n g g e n e r a I i s a t i o n w i t hi I i 111 e t o s u p p o r t i t 

bearing in mind the low response rate, given as 11% 

b u t p r ci b a b I y a c t u a I1 y 1 o w e r o w i n g t o t hi e w a y c o p i e s 

are circulated, as was mentioned above,

The editorial opens with the statement 'It has often 

b e e n i n rn a n y p e o p 3. e 1 s i n t e r e s t t o p a i n t a p i c t u r e o f 

d e rn o r a 1 i s e»:::!, d e rn o t i v a t e cl, :i. n e f f e c t i v e a n d i n e f f i c i e n t

s t a f f r e s e n 11 u 11 y s t a 1 k :i. n g t hi e c o r r i d o r s o f o u r

S , 8 , D * s , a ri g r i .!. y a n d s e 1 f i n t e r e s t e d I y cl e rn a n d i n g

higher salaries for themselves -- their clients and 

c u si t o rn e r s fo e b 1 o w e d 1 , 1-1 o w e v e r , fc h :i. s e d i "fc i o n a J. s o

c a r r 1 e Si t h e r e s u .1. “fc s o f a s e p a r a t e p a y a ri d c o n ci i t i o n s



s u r v e y w h :i. c h s h o w s ' A rn a s s i v e I e a p :i. n p e r f o r rn a n c 0 

re I a ted p a y 1 , There are net details given of 'the

pi e r f o r rn a n c e r e 1 a t i o n s h 1 p s u s e d a n d 1 n o n e A u't h o r 1 fc y , 

it is known that, these increases have been given in 

advance of some of the jobs being measured and that 

there has been no re--measurement when the posts 

receive a change of occupant, What has been

ci i s •::: o v e r e d 1 a c k s a s p e c i f i c i t y , h a r d .1. y s u r p r i s i n g f r o rri 

the problems to be expected in objective setting, from 

c o n s i d e r a t .i o n o f t h e i n f o r rn a t i o n a 1 r e a d y g i v e n i n t h i s 

Chapter ,

Ninety-one Authorities responded in this survey, a 

r e s p o n s e r a t e o f 6 3 % , b u t s i n c e o n .1. y 2 I c:« f 'fc h o s e e v e n 

claimed performance related pay and there was no 

t a 11 g i b 1 e cl i f f e r e n c e i n t h e 1 p e r t o r m a n c e r e 1 a t e cJ ‘ 

Authorities from the 70 others, it seems a somewhat 

meaningless statement, Also the article says that

the 9,38% National pay settlement has been included 

'where possible', but it does not specify which ones, 

IT o w e v e r , t a k i n g t o p p o i n t s o f s c a 1 e s , t h e rn a j o r i t y o f 

Chief Officers earn about £50,000 p,a, (Kent £75,000), 

a n d f i f t h t i e r a o u 'fc £ 2 0 , O 0 0 ,

Another trade magazine, Social Work foday, published a 

‘Special Supplement 'in 1987, The lead article is by 

•fc ("1 e G e n e r a 1 S e c r e fc a r y o f fc I"* e 3 o c :i. a 1 C a r e A s s o c i a fc 1 o n

-  3 4  -



(S , C , A , ) and 1b on management in the residential and 

day care sectors and .introduces the S , C , A backed 

Middle Manage merit in Residential Work programme, To 

q u o i e f r o m t h e a r t i c 1 e : - ' F r e q u e n 11 y , M a n at g e r s o f

q r o u s o f h o m e s a r e o f t e n f o r m e v’ o i f i c e r b i n—c h a r g e o f 

v' e s i d e n t i a 1 h o m e s a n d t h i s d i m e n s i o n o f f e r b a c a r e e r 

sty%lic ture to staff who believe there is a time limit 

t o h o w 1 o n g y o u s i"i o u 1 d r e m a i n i n p r a c t i c e ,

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

a n d t h e i r e x p e r i e n c e s i n m i d d 1 e m a n a g e m e n t h a v e 1 e d t o 

e n ci r m o u s f r u s t r a t i o n s . .[ n s o m e A u  t h o r i t i e s I h a v e

described it as a 'non job' without direction,

a u t h o r i t y o r i n f 1 u e n c e , F o r s o m e , i t h a s b r o li g h t

h o m e , t 1 a t e , t h e r e a 11 s a t i o n o f j u s t w hi e r e t i"t e 

power lies in the residential and day care sector',

I n ' M i d d 1 e M a n a g e m e n t i n IT e s i d e n t i a 1 S o c i a 1 W o  r k , ' 

first published by the Social Care Association in 

1 382 , i t s a i d ' T h e r e i s n o cl o u b t t h a t S c i a 1 S e r v i c e s 

Departments are increasingly concerned to develop the 

m a n a g e r i a J. k n o w I e d g e a n d s k :i. .11 s o f s t a f f i n p o s t s s l i c  h 

a s 0 f f :i. c e r -• i n - C h a r g e , p a y a w a r d s i n m a n y i n s t a n c e s 

taking Officers-in-Charge to a higher salary level 

than Group Managers, to whom they may Par may not!) be 

accountable,'



The article, later, g o e s  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 who in these new structures, can

speak with the same voice of authority who, in

e f f e c t , m a n a q e ai t h e U n i t M a n a g e r s ?

A n s w e r s t o t h a t q u e s t i n  h at v e b e e n h e s i t a n t a n d 

i n d e c i s i v e , 1 a r g e 1 y b e c a u s e o f at f at i 1 u r e t o d e f i n e

i n i 1; :i. a 11 y i h e n a t u r e o f t h e m a n at g e m e n t r e q u i r e d ,

F i v e y e a r s 1 a t e r w e a r e s t i 11 hi e s i t at n t ‘ ,

U h i 1 s t t h e s e c o m m e n t s w e r e p at r t i c u I at r 1 y a i m e cl at t 

residential and day care, they are Just sts applicable 

to the other atreas of service in at Soc ia 1 Serv ices

D e p a r t m e n t , I n f a c t , s o m e D e p a r t rn e n t s h at v e n o w

reorganised so that the Management of all sectors is 

g r o u p e d t o g e t h e r i n s m a 11 u n i t s w hi e r e t h e s e n i o r 

member of staff might have come from residential, clary 

care or fieldwork, Whilst the salary differential

h a s n ow u s u at 1 1 y b een r e c t i f :i. e cl, thie r e i s at w i d e 

c r e d i b i 1 i t y g a p i n t e r m s o f p r o f e s s i o n at 1 s u p e r v i s i o n 

a s c at n b e s e e n f r o m p r e v :i. o u s c o m m e n t s , i n c I u d i n g t y p e s 

o f t r at i n i n g at n d t h e J. a c k o f a u t o n o m y s p e c i f i e d b y 

Kakabadse, As was sat id in the article 'Answers to

tha t ques t i o n ha ve been hes i tan t ' bu t a 11 the 

q u e s t i o n s r a i s e d a b o v e a r e f u n d a m e n t a 1 .



In considering the information so far given there is 

c I e a r I y c o n f 1 i c t b e t w e e n a r e a s o f s p e c i a 1 i s rn a s w e 11 

as management. in fact the Barclay Report (.9,111

s t a t e s th e e x :i. s t e n c e o f c u 11 u r a. I t e n s i o n b e t w e e n

w o r k e r s / M a n a g e r / C o m rn i 11 e e ,

Domains in Human Service Organisations

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

f o r H u rn a n S e r v i c e s D e v e I o p m e n t , 3 a n J o s e S t a t e

U n i v e r s i t y , U , S , A , , p u b 1 i s h e d t h e i r t h e o r y o f

0 r g a n i s a t i o n a 1 B e h a v i. o u r i n H u rn a n S e r v i c e

0 r g a n i s a t :i. o n s , < H , 8 , 0 ' s 1 , T h e y s u g g e s t e d t h a t

H , S , 0 ‘ s a r e c o rn p r I s e d o i 1; h e t h r e e d i s t i n c t d o rn a :i. n s 

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

T h e K o u z e & M :i c o r e s e a r c h w a s c a r r i e d o u t i n t i "i e 

United States, but as Fisher 119871 points out, other 

researches have postulated similar theories in this 

c: o u n t r y , :i. n c 1 u i n g I" h o rn p s o n (. i 983 > , I n h i s P a p e r ,

7 h o rn p s o n s u g g e s t e d t h r e e c o a .1 i t i o n s , t h a t o f 1 1 T h e 

p o 1 i t i c a 1 , c o n s i s t :i. n q o f p o 1. i t i c i a n s :i. n N a t i o n a 1 a n d 

Local Government, as well as Health Authority Members, 

2 ) . T h a t o f t h e A d rn i n i s t r a t i o n , r e p r e s e n t i n g t h e 

Managerial, and, 31,That of the Practitioner providing



The Kouzes and i'iico research C 1979) noted ;

‘one-'easily perceiveis the absence of harmony in H , S , Os

-tension and conflict are always continually present, 

The stress is due in a large part to the discordance 

between the princ iples, success measures, structures 

and work needs of each domain * ,

The folowing diagrams give an illustration of the

Principles: Consent ot the Governed 

Success M easures: Equity

Structure: Representative 
Participative 

Work Modes: Voting
Bargaining
Negotiating

t h e  e l e c t o r a l

POLICY D OM AIN '•‘ S-

d i s c o r d a n c e d i s j u n c t i o n  T c o n f l i c t s :-:-;

/  m  n h  m  \
t U  ill, k
MANAGEMENT DOMAIN

Principles: H ierarchical Control 
and Coordination

Success M easures: Cost Efficiency 
Effectiveness

Structure: Bureaucratic

Work M odes: Use of Linear 
v  Techniques and Tools

SERVICE DOMAIN Principles: Autonomy
Self-regulation

Success M easures: Quality o f Service 
Good Standards of 
Practice

Structure: Collegial

Work Modes: C lient-specific 
Problem-solving

I

J
.f

•i



Kouze and ivlieo suggest that each of these domains 

o p e r a t e s b y d i f f e r e n t a n d c o n t r a s t :i. n g p r i n c i p I e s , 

success measures , structured arrangements and 

w o r k I o a d s a n d t h a t i n t e r v e nt i o n s b e t w e e n t h e s e c r e a t e 

na tu r a 1 c ond i t :i. oris of d :i. sf unc t i on and cl i ssonanc e ,

They suggest that this paradigm of conflicting domains 

could serve as a conceptual guide to organisational 

development in H ,S ,01s , They point out fruit's work 

o f 1 977 wh i c In r ef er s to 1 Tec hnoc ra t i c Bur eauc r ac y 1 as 

a paradigm which has fixated research into business 

and industrial organisations and does not fit H,8 ,0‘s,

T !"•( e y e a r s o f e x p e r i e n c e o f t l"i e w r i t e r x n t h e 8 o c i a 1 

S e r v i c e s e c h o e s t h e s e v i e w s . a 1t h o u g h t h e s u g g e s t i o n 

i s m a d e i h a t t h e f i r s t , - 1 h e p o 1 i t i c a J. d o m a i n , ™ i s

o f t e n p a r t :i. c u X a r 1 y s t r o n g i n a S o c i a 1 8 e r v i c e s

Organisation and is not only illustrated by 

C o u n c i 1.1 o r s , 1 n p r a c t i c e . t h i s d o m a i n e v e n w h e n

o c c u p i e cl b y t h e s t a f f . c at n b e i n t h e p a r t y p o 1 i t i c a J. 

sense, This is not only quite strong in some

Departments from the point of overt Party allegiance 

j and hats undoubtedly contributed to the introduction 

of W i del i combe (1986) based regulations, but is also 

quite strong in the sense of the way staff behave 

towards each other as shown by Pettigrew (1973),



T h e s e c o n cl d o rn a i n , t h a t o f t h e A d m i n i s t r a t o r / lvl a n a g e r , 

is self evident and in considering the third, in the 

S >;:• c: i a I 8 e r v i c e s D e p a r t m e n t s s o c i a 1 w o r k c a n b e 3. o o k e d 

u pi o n a s c o n t r c:i 11 :L n g t h e p r o f e s s i o n a 3. , ( o r s e m i —

p r f  e s s i o n a 1 i n E t z :i. o n i ' s t e r r»*t si-) , d o rn a i n .

3. t h a s h e e n f o u n d f r o rn e x p e r i e n c e h o w e v e r , -a n d 

m e n t i o n e d a to o v e , t h a t t In e d o rn a :i. n s d o n o t n e c e s s a r i 3. y 

control or contain appropriate roles or even contain 

c o n 3 :i. s t e n !:• 1 y t hi e s a rn e p e o p 3. e , S e n :i. o r o r p o w e r f  u  1

staff groups can move from one to the other, often 

d e p e n d i n g o n w h :i. c h :i. s t h e p r e d o in i n a n t d o rn a :i. n a t t h  e 

t :i. rn e , T h i s c a n o f t e n b e d e t e r rn :i. n e d b y t h e

personality and interests of the Chief Officer, The 

e x p r e s s i o n ' w e a r i n g a n o t h e r h a t 1 h a s h e c o rn e 

ornmonp 1 ac e ,

Kouze and hiico maintain that not only do the domains 

each follow different norms but that these norms tend 

t c< rn a k e 3. e g i t i rn a t e , :i. n c o rn p a t :i. b 1 e to e h a v i o u r s (. B e 11

! 3?6 ) , Also the people who occupy roles in the

d i f f e r e n t d o m a i n s v  :i. e w t hi e s a rn e H , S , 0 , f r o rn cl i f f e r e n t 

v  a n t a g e p o i n t s a n d h e n c e h a v e d i f f e r e n t p e r c e p t :i. o n s o f 

the reality of the H.S.O,, Schon >• 197 i ) , is quoted 

a s r e f e r r i n g t o t i"i i s a s 't h e 1 R a s hi o m o n 1 e f f e c t , n a rn e cl 

after a classic Japanese film in which the observers



0 f a n i n c i d e n t a 11 g i v e d 11 f e r e n t a c c o u n t s o f w h a t 

occ u rt e d ,

They go on to write of their world of multiple and 

d i s j u n c t i o n d o m a i n s a. n d d i s •::: o r d a n t r e 1 a t i o n s h i p s w l"i e r e 

a situation is created in which tasks are 

u n p r e d i c t a b 1 e v a r j. a to 1 e a n d e x t r e m e 1 y d i f f i c u 11 , 11

is suggested that where cause/effect relationships are 

uncertain and/or where preferences for outcome are 

u n >::: e r t a i n , 1 j u d g e rn e n t s c o m p r o rn i s e a n d i n s p i r a 11 o n s

are required1 as J , D ,Thompson wrote in 1967 (p 134-
1 38) .

These are important considerations when viewing an 

organisation from the point of view of staff 

development, which is to toe explored in subsequent 

C h a p t e r s , 1 f t h e a :i. m i s t o i rn p r o v e i n cl i v i d u a 1

k n o w 1 e d g e a n d s k i 11 s a n d t h e r e to y p e r t o r rn a n c e , o n 

o r g a n i s a t i o n a 11 y d e f i n e d p a t h s , a s i-l a i n to 1 i n ( I 97 4 ) 

wrote, ‘then it is essential to establish the tasks to 

to e c a r r i e d o u t , p r i o r i t i e s a n d w hi a t i s r e g a r d e d a s 

good practice',

From consideration of the above it is possible to see 

a n e x p 1 a n a t i o n f o r t hi e a p p a r e n 11 y s o rn e t i rn e s 

c o n f 1 i c t i n g a n d c hi a n g e a to 1 e to e hi a v i o u r s a n d a 11 i t u d e s 

w i t h i n t h e s a rn e o r g a n i s a 11 o n , a n d t h e w r i t e r i s



r e  iti i n d  0 d  o  f a. c o  m  rn e  n  t p  a s  s  0 d  t o  h  i m  b y a c  o  n  s u  1 1  a  n  t 
p  s y c h  i a't r :l b  t a  t a  H o  s p :i. t -“it J. M  a  n  a q  0  rn 0  n t C o  i n rn i 1t 0 0 
! W  hi a t w e  h  a  v 0 I s a  1 1 o  a t i o  n  o  t r- e  s o  u  r c 0 a- b  y  d  e  c 1 b  e  J. s  1 ,

Summary

8 o c: i a 1 S 0 r v i c 0 s D e p a r i rn 0 n t s a r e s t :i. 11 *::: o rn p a r a t i v 0 1 y

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

c o n s 0 q u e n t i y 1 a r g 0 r a n d rn o r 0 c o rn p 1 e x t h a n a n y c.j f t h e 

s t a f f h a d 0 x pi 0 r i e n c 0 d , L a r g 0 o r g a n i s a 11 o n s p r e s e n t 

problems of control and efficiency in themselves,

The dominant profession in the depar trnen is is social 

work but this had not, and still has not established 

itself as a full profession, with a unique body of 

knowledge, values or practices, Also Central

Government were sensitive to allow local organisation 

to take place, The result was a range of

o r g a n i s a t i o n s w i t hi t h 0 s a rn e o v 0 r at .1. J. r e s p o n s 1 b i 1 i t i e s 

b u t s t r u c t u r 0 d a n d f u n c t i o n 1 n g i n d i f f 0 r 0 n t w a<. y s , I n 

H-j p 11 e f t h e A u t In o r i t i 0 s t h e rn s 0.1. v e s i"i a v 1 n g rn o s 1 1 y 

r- e o r g a n 1 s e cl rn co r 0 t hi at n o n c e 1 n a n at 110 m p t t o 1 g e t i t



riqht' this has not brought about greater 

s t a n da r d 1 s a*, t i o n ,

A N a t i o n a 1 r e p o r t o n S o c :i. a 3. W o r k 0 r s J r o 1 e at n d t a sk s , 

highiighted many problems affecting management issues 

but i n t h e ensu inq eight year s lit 11e h a s changed 

e x c e p t i m p r o v e cl r e m u n 0 r a t i o n ,

V a r i o u a:- f u r 11 "1 e r r e p o r t s a n cl r e s e a r c h e s h at v e d r a w n

attention to the particular problems that social 

w o r k e r s f a c e 1 n w o r k i n g i n a b u r e a u c r a t i c

o r g a. n i s a t i o n , b e t h e y w o r k i n g w i t h :i. n d i v i d u a 1 c 11 e n t s

or held accountable for aspects of day or residential 

care, There is a long chat in of command and

e o n s e q u e n t b i g d i f f e r e n t i a 1 s i n s a 1 a r y , A s on e w o u 1 d

expect there is a high motivation to go into 

“management", Reward is obviously a big reason for 

t h i s a 11 h o u g h i t h a s a 1 s o b e e n s u g g e s t e d t h a t i t i s

w r o n g t o s p e n d t o o 1 o n g i n f a c e t o f a c e w o r k :i. m p 1 y :i. n g

'1 b u r n o u111 a s a t o—b e—e x p e c t e d r e s u 1 t , Wh y t h i s

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 jobs that do not seem essential 

t o t h e f u n c t i o n 1 n g o f t h e o r g a n :s. s a t .1. o n a n d c o u 1 d e v e n 

r e d u c e i t s e f f i c i e n <::: y ,
-  4 3  -



S o c i a I S e r v i c e s s e e rn t o h a v e p a r t i c u 1 a r 1 y b e n e f :L t t e d 

f r o rn pi e r f r rn a n c e r e I a t e d p a y , p o s s i b 3. y b e c a u s e t hi e i r 

s t riii f f h a v e b e e n a b 1 e t o c 1 a i m a p a r i t y w i t h o t h e r 

L o c a 3. A u t h o r i t y s t a f f b e o  n g :i. n g t o o n e o f t h i e 1 f u 13. e r ' 

professions,

Although there are tendencies towards an anti — 

rn a n gernen t f e e I :i. n g :i. n a 3.1 bu r e auc r si t i c o r g n  i sa t :i. ons, 

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 

f i n d t h e rn s e 1 v e s i n s i t u a t i o n s w h e r e t h e y h a v e i o 

assume responsibi1xties which neither their employers 

n o r s c  i e t y i n . g e n e v a I h a v e d e 3. e g a t e d t o t h e rn , 

Social Workers are the doorway to Social Services 

b e n e f i t s a n d b. r e o f t e n v u 1 n e r a !:::• 1 e , t h e r e f o r e f e e 1 i n g 

s a f e r a s rn a n a g e r s t h a n ;::t s p r b c  t i -fc i o n e r s .

The Secretary of State for Social Services has now 

s p o k e n o f t h e d e f i c i e n c i e s :i. n S o c i a 3. S e r v i c e sir 

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, IE a si ly apparent

inefficiences cannot ail be accounted for by large

-  4 4  -



o r g st n i e a t i o n s b e i n q d i f f :i. c l i 11 t o c o n t r o 1 , T h e

c r :i t i c i s rn s 1 e v e 11 e d a t S o c i a I S 0 r v i c 0 s rn a n a 9 0 rn e n t 

however, have still not been generally accepted and 

a i t i t u d e s s o f a r v o i c e d d o n o t s h 0 w a c I e a r a n d

u n :i. v e r s a 1 i n o t :i v a t :i. 0 n f 0 r c h st n g e ,

Pufolic Human Service organisations have themselves 

p a r t i c li .1 a r p r 0 fo 1 e rn s 1 n rn a n a q e rn e n t si n d t r st i n :L n g , 

stemming from the mix and interaction of the

p o 1 i t i c a 1 , t h e a d m :i. n i s t r a t i v e a n d t h e p r 0 f e s s i o n a 1 , 

"I" h e s e p r o b 1 e rn s c a n b e p a r t i c u 1 a r 1 y f 1 o r i d i n B r i t i s h 

Social Sevices Departments owing to their history, 

s t r l i c t y r e , s i t u a t i 0 n i n o u r p r e s e n t s y s t e rn o f 

government, status and deficiencies in training of the 

c o r e o c c li p a t i o n at 3. g r 0 u p ,

This Chapter hats shown the context in which Social 

Services Training Officers have to work and further 

C h Hii p t e r s w i 11 i. o o k a t t h e a p p r* o p r :i. a t e n e s s a n d

viability of various ideas and practices,.



CHAPTER 2

THEORIES ABOUT MANAGEMENT AND CURRICULUM DEVELOPMENT

Designs for Management Training and Development

T h i s C1 "i a p t e r 1 o o k s a t t h e g e n e r a J. t hi e o r i e s w h i c: h 

i.i n >:::! e r p :i. n d e s :i. g n s u s e d :i. n M a n a g e m e n t T r a. i n 1 n g a n d 

D e v e j. o p in e n t P r o g r a m in e s a n d t h e i r a p p ,L i c a !:::* 11 i t y i:- o 

Social Services Departments, m  the light of material 

presented in the last Chapter, Some of the problems 

a s s o c i a t e d w i t l"-i e v a 1 u a t i o n r e a 1 s c o n s i d e r e d ,

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 

:i. s s u e s r e 1 :i;i t i vi g t o T r ■ a i n i n g st n d D e v e 1 o p m e n t , I h e s e

three are the rational, the design and the 'garbage 

c a n ' 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 in the operation of the

3 y b t e m a t i c T r a i n i n g M o d e 1 w h e r e t h e p r o c e s s i d e n t i f i e s

si series of standard situations which :m turn identify 

a s e r .i. e s o f s t a n d a r d r e s p o n s e s f o r t h e p r o d u c t i o n o f

t r i:i i n i n g p r o g r a m in e s , 11 a 1 s o o c c u r s i n C o iti p e t e n c e

Based Education and fraining, described later in this 

Chapter C p , 6 0 ') , This process of decision making in 

t r a .i. n i n g m a 11 e r s t h e r e f o r e i n v o 1 v e s s 1 o 11 i n g p e o p 1 e 

into a category 'which then automatically triggers a 

r e s o n s e , 1 n t h e s y s t e m a t i c t r a i n i n g m o d e 1 , i h e

a p p r o p r i a t e r e s p o n s e i s s e 1 e c t e d f r o m a p r e d e t e r m i n e d

r a n g e o f o p t i o n s .

T h e s e c: o n cl p r c.:> c e s s , t h a t o f d e s i g n . i s i n d u c t i v e a n d

1 e si d s t o i n n o v a t i o n , 1 s s u e s a r e s p e c i f i call y

i n v e s t i g a t e d a n d a p p r o p r i a t e a n d u n i q u e s 1 u 1; :i. o n s 

c o n s t r u c t e d , T h i s t e c h n i q u e .. u n 1 i k e t h e f o r m e r , d o e s 

n Ci t i n v o I v e s e 1 e c t i o n b e t *w e e n s t a n d a r d p a c k a g e s a n cl i s 

a n i n t e r a c t i v e p r o c e s s , 1' i hi a s c e r t a i n s i m i 1 a r 11 i e s

to the 'contingency* approach (Lawrence and Lorsch 

19681 where appropriateness is said to be the key and 

t h e u s e o f o n e p a r t i •::: u 1 a r s t r u c t u r a 1 f o r m o r 

mo t i va t i ona 1 app r a c hi i s r e j ec te d , 1 n p r ac I- i c e

however a contingency approach still leads to the
... 47 ...



0 p e r a t i o n o f p a r t i c u 1 a r s t y 1 e s i n p a r t i u 1 a r 

s i t u a. t i o n s , cl i s m i s s e* d b y B .1 a. k e a n d lvl o u t o n ( I 9 81 ) f o r

1 a c k o f c o n s i d e r a t i o n o f 1 o n q - 1  e r rn n e g a t i v e e t f e c t s o f 
w h a t c o u 1 d b e a s t a t i c s t y 1 e , 0 r g a n i s a t x o n 
Development (O.D.f is seen as an example of the 

' d e s x g n ' a p p r o a c h ,

The third approach xs the 'Garbage Can Model of 

0 r g a n i s a t i o n a 1 C h o i c e ' ( li a r c h a n d 0 1 s e n I 9 76 > , T h i s

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 l "i e s i t u a t i o n :i. s :i. 11 u s t r a t e d b y p e o p 1 e i n

0 r g a n i s a t .i. o n s s e e k i n g :i. n f o r rn a t i o n t h a t t h e y d o n o t 

use, seeking the right to be part of a decision making 

process and not using the opportunity and then taking

1 i 111 e i n t e r e s t :i. n t h e r e s u 11 o r i t s x rn p 1 e rn e n t a t i o n , 

The decision is then the outcome of the interplay 

b e t w e e n p r o b 1 e rn s , s o I u t i o n s , p a r t i c i p a n t s a n d c h o x c e s 

a 11 o f w I "i i c h c a n h a v e b e e n t h r o w n i n t o t h e c a n 

r e I a t x v e 1 y i n d e p e n d e n 11 y o f e a c h o t h e r C P u g h -=:i n d 

Hick son 1989),

This situation appears to arise frequently in Social 

Services Departments (passim) and can be seen in 

training and development issues xn the application of 

' A c 1 1 o n L e a r n i n g 1 ,



I

The Dangers of Generalisation,

Much has been written about organisations and their i
decision making processes over the last thirty years, |

However possibly through difficulties in funding 4

research into Government services and there seldom 

b e i n g t h e p r o s p e c t s o f t h e r e s e a r c If e r s r e c e i v i n g 1 a r g e 

financial rewards as a result of their work however
Icost saving, most of the research has been carried out ^

i n i n d u s t r :i. a 1. a. n d c o m m e r c i a 1 o r g a n i s a t i o n s , A1 s o , a
-1g r e a t d e a 1 o f w h a t h a s b e e n i n v e s t i g a "I:, e cl i n t h e P u b .1. i c 

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

1 t e c h n o c r a t i c b u r e a u c r a c y 1 , b u s 1 n e s s a n d i n d u s t r 1 a 1
o r g a n x s a t i o n s h a v  e d o rn i n a t e d t h e m a j o r :i. t y o f

orqanisational research on the assumption that they i

s h o w a n i d e a 1 p a r a d i g m 1 f o r a 11 r e a 1 m s o f o r g a n i s e cl

effort', which, as has been shown, they question, |
J
1iI'he tendency to see one organisation as being very *

J. i k e a n o t h e r , t o q e t I f e r w i t h a g r e a t m a n y o f t h e <̂j
Itheories having been generated in a foreign Country,

a 1 s o p r e s e n t a d d i t i o n a I p r o b 1 e m s 1 n r e 1 a t i o n t o t h e

application of many theories to British Social *1
■4j

8 e r v i c e s D  e p a r t m e n t s , N ot o n J. y d o If u m a n s e r v 1 c e • $hi
o r g a n i s a t i o n s I f a v e t h e i r o w n p e c u 11 a r i 11 e s b u t , a s w a s wj

I
-  49 -- 1



shown in the last Chapter, the Departments differ 

a rn o n g s t t h e m s e 1 v e s a n d t h e A rn e r i c a n p a 11 e r n o f s o c i a 1 

w e .1. f a r e a n d c u 11 u r e d i f f e r s t r o rn o u r o w n ,

The Systematic Training Model

As was stated at the beginning of this Chapter the

Sytematic Training Model is an example of rational 

cl e •::: i s i o n rn si k i n g i n t r a i n i n g a n d d e v e .1. o p rn e n t ,

With the emergence of the Industrial Training Boards 

(. I , T, B 1 s ), which have now been replaced by the 

Industrial Training Organisations linked by a National 

C o u n c i 1 , a t 1 e a s t a s t a n d a r d rn o d e I o f e s t a to 1 i s h i n g 

n e e d a n d p 1 a n n i n g c u r r i c u I a w a s ci e v e 1 o p e d ,

T h i s i s b a s i c a 11 y a n a n a 1 y s i s o f t h e t a s  k s t o b e

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 between these two is

d e s i g n a t e d a s t h e ' t r a i n i n g g a p 1 a n d o b j e c t i v e s a r e 

t h e n s e t w h i c h a r e e x p e c t e cl t o b e a c h i e v e d b y a 

relevant training programme, This is referred to by 

Kenney & Reid i 198b p. 15) as the global approach, and

t
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:i. t .Led to what is described as The Systematic Training

Mode. I. ,

1" h e f o u r s t a g e s i t h i s rn o d e j. a r e : —

1 ) I d e n t i f y a n d s p e c i f y t r i e t r a i n i n g n e e d ,

2 J D e s i g n a t r a i n i n g p r o g r a rn rn e ,

3 ) I rn p I e rn e n t t I n e t r a :i. n i n g ,

4) Evaluate it,

Kenney and Reid elaborated this into the 'Planned 

T r a :i. n i n g I n t e r v e n t i o n s 1 rn o cl e 1 , a s s h o w n b e i o w ; •••■•

J.dent i t y 

The Learning 

R e g u i r e rn e n t s N e e d s\
Set Learning

Ob dectives

Determine 

Training 

Strategy

Eva1ua te 

the 

Learning

Implement the 

Training

Design and 

Plan the 

T ra i n ing



classified by the resources to which they are applied,

The five-fold classification is set out using letters 

a s a la h r e v i a t i o n s , e , g , A d e t e c t i o n t e >::: h n i q u e s , F =» 

f a c t o r y p r o cl u c t x o n i n I n d e 11 b u t c o n t r o J. t e c h n i q u e s 

in Index 111. The indexes are shown as 11 -

-  5 2  ~

I

4
J

A very mechanistic approach to training, which fits in 

well with with the Kenney and Reid model, is shown by 

F i n c h C I S 7 6 ) . H e w r o t e t h a t t r a i n i n g i n i n d u s t r y o r 

c o rts m e r c e i s c o n c e r n e d w i t h 1 g :i. v i n g m e n a n cl w o m e n t h e

information they need and with helping them to acquire 

the practical, theoretical and managerial skills to |

c a r r y o u t t hi e i r e x i s t i n g j o b s a t a h i g h e r 1 e v e 1 o f • J

p e r f o r m a n c e o r t o u n cl e r t a k e n e w j o b s 1 , H e m a i n t a :i. n s

that managers should not think in terms of what

t e c h n i q u e s a r e a v a i 1 a b 1 e f o r w hi a t D e p a r t m e n t s , b u t

shou 1 d be ‘ p r ob 1 e m , r esour c es and ob j ec t .i ves T
-44oriented1 .

IIn order that the manager might discover when and
4

w hi e r e t o a j:::* p 1 y w h a t t e c h n i q u e s f o J. 1 o w i n g t h e t h e 

c o n s i d e r a t i o n s j u s t q i v  e n , F i n c h e s t a b 1 i s h e d f :i. v e 

c 1 a s s i f i c a t i n s . T hi e s e a r e : - I ) A n a 1 p h a b e t i c a 1 - ̂

listing, II) Techniques classified by the functions or :*

departments in which they can be applied, III)

T e c h n i q u e s c 1 a s s i t i e d b y t h e i r o b j e c t i v e s 1V )
IT e c hi n :i. q u e s c 1 a s s i f i e d b y u s e r s V ) "f e c h n i q u e s

•I

A
‘I



f unctions j XII ::r- objectives, IV users , V

r e s ci u v- c e s . I-1 e n c e t h e t a b 1 e s h o w s a c tx v :i. t y s a i n p .1. :i. n q

as being G A  WS X and training avid trail ning needs 

analysis (p,26Sl= G J T P, The body of the book

gives short explanations of each of the items arranged 

i n a I p h a b e 11 c ai j. o r d e r , s h o w 1 n g d e f :i. n i t i o n , e x p I a n a t i o n 

at n d :i. 11 u s t r a t i o n a n d g i v i n g s o m e r e f e r e n c e s ,

French maintains that 'the elements of an engineering 

control system find exact p sir a. 1.1 els in the elements of 

m a n a g e r i a 1 c o n t r o 1 s ' , H e g o e s o n t o s t a t e t h a t t hi e

Manager has to take the following steps :—

( i ) D i s c o v e r w h a t i s h a p p e n i n g   t h e d e t e c t :i. o n

elament

( i :i. ) Quant i f y it •■••• the evaluation element

C :i. i :i. > Determine what the situation should be — the 

s p a c i f i c a t i o n e 1 e rn e n t ,

C iv) Prepare the ground to bring the actual and 

ci e s i r e d s i t u a t :i. o n s c I o s e r t o g e t h e r t h e m o t o r i z a t i o n
elament ,

( v > T a k e a c t i o n t h e c o r r- e c t i n e 1 e m e n t ,

In preparing this work, French's idea was that the 

Manager can no longer leave the problem to the experts 

like the 0 & hi Manager, or Work Study officer, but now 

had to go further in being able to say 'Here we have a 

problem A in a particular department B, Possible



a p p r o a c h e s  t o  i t  i n c l u d e  t e c h n i q u e s .  C , D a n d  E ,  We 

h  a  v  e  t  h  e  e  x  p  e  r  "1:. i  s  e  a  v  a  :i. 1 a  b  .1. e  i  n  D e  p  a  r  t  ni e  n  t  i::" ' ,

Kenney & Reid point out that the Systematic Training 

Mode1, although it pr oduced a 1 og i c a 1 a n d d i scip1i ned 

a p p r o a c l" i , a c q u i r e cl 1 a s o m e w h a t t a r n i s h e d r e p u t a t i o n ' , 

This they put down to the model being poorly

u n d e r s t >zi o c! b y t r a i n e r s , a s C o m p a n i e s w ere rn o r e

interested in obtaining a maximum grant from the 

r e 1 e v a n t I . T , B t i"i a n p r o d u c i n g a n e f f e c t i v e p r o g r a rn rri e , 

Also, the trainers themselves were often former craft 

apprentice instructors or, 'A Manager who has been 

less than successful elsewhere in the organisation1, 

They go on to state that these appointees ' lacked the 

a u t h o r i t y , c o rn p e 1:- e n c e a n d o f t e n t h e s u p p o r t f r o rn 

w i t h i n t h e o r g a n i s a t i n  1 w h i c h i s n e c e s s -a r y i f a

S y s t e rn a t i c T r a i n i n g M o d e 1 i s g o i n g t o b e e f f e c t i v e 1 y

app1i e d ,

8 o rn e o f t h e s e p r o to 1 e rn s c o u  J. d la e s h o w n i n t o d a y ' s 
Social Services Departments although there are some 
f u n ci a rn e n t a 1 d i f f e r e n c e s , T h e L o c a 1 6 o v e r n rn e n i:.
Training Board, C L . G , I' , B ) , which still exists, is non 
statutory and the imposition of levies by agreement 

w h i c h w e r e c 1 a i rn e d to a c k f o r t r a i n i n g a c t i v i t i e s x n a 
similar fashion to the l.T.B's was abolished with the 

L  o  c a  1 G o  v  e  r  n  rn e  n  t  r  e  o  r  q  a  n  i  s  a  t  i  o  n  o  f  i 9 7 4  s  h  o  r  1 1 y  a  f  t  e  r



the outset of Social Services Depar trnents, Also,

w h :i. 1 s t t h e L , G , T , B . h at d t h e r e aa p o n s i b i 1 i t y f o r g e n e r a 1 

o c a 1 G o v e r n rn e n t t r at i n :i. n g at n cl rn a d e s o rn e v e n t u r e s :L n t o 

M a n at g e rn e n t T r a i n i n g , at s h a s at 1 r e at d y b e e n rn e n t i o n e d , 

C , C . E , T , 8 , W had the respons :i.b i 1 i ty f or Soc iat 1 Work 

T r at i n i n g at n d a 1 s o rn at d e s rn e at 11 e rn p t s a t rn at n at g e rn e n t 

t r a i n i n g at s a n e 1 e rn e n t i n s o c i a 1 w o r k t r a i n i n g 

programmes, These were either at a basic qualifying 

level such as a unit in the Certificate in Social 

Service (C.S.S) or as Post Qualification Studies, 

H e n c e , b e s i d e s t h e o t h e r p r o b 1 e rn s s h o w n , t h e r e w at s at 

d i v i s i o n o f r e s p o n s i b i 1 i t y , 1 n c i d e n t a J. 1 y , t h e

L ,fi.T, E!. r e t at i n e d r e s p o n s i b i I i t y f o r ' rn a n u a I w o r k e r '

training, which in Social Services includes Horne Helps

at n cl C at r e A s s i s t at n t s i n H o rn e s f o r t h e EI d e r 1 y , 

However the managers of these groups are mainly C.S.S, 

q u a I i f i e d a n d s o u n d e r t o o k t hi e i r t r a i n i n g v i a

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

R e t u r n i n g t o t h e c o n s i d e r a t i o n o t t hi e a p p 1 i c a 11 o n o i a 

s y s t e rn a i 1 c t r a .i n i n g rn o d e 1 t o t h e S o c i at 1 8 e r v i c e s

situation, the organisations do not readily lend 

themselves to the application of an input/output 

model, for which needs hstve to be clearly identified 

a n cl p< e r f o r rn a n c e rn e a s u r e d , at s w :i. 11 to e f u r t h e r e x p 1 o r e d 

1 a t e r , A 1 s o , s t a n d at r d i s e d b e h a v i o u r s , e v e n i f

generated, are not always considered appropriate,



This :i.s both through the variations and range in the 

t y p e o f w o r k c a r r i e d o u t , t h e s e r v 1 c e s p r o v i d e d b y t h e 

organisations and the diifaring interpretation of 

values referred to in the last Chapter,

I'  h  :i. b t  V' a  i  n  i  n  g  rn o  d  e  1 h  a  s  , h  o  w e  v  e  r  . i  n  f  1 u  e  n  c  e  d  

D e  p  a  r  t  rn e  n  t  s  , !"i o  w e  v  e  r  r  e  1 u  c  a  n  1 1 y  , i  n  s  e  e  i  n  g  p  r  o  g  r  a  rn rn e  s

i n  t e r m s  o f  t h e  m e a n s  o f  a t t a i n i n g  i m p r o v e d  w o r k e r  

p  e  r  f  o  r  rn a  n  c. e  b  y  d  e  v  e  1 o  p  i  n  g  r  e  I  e  v  a  n  t  k  n  o  w I  e  d  g  e  a  n  d  

s k i l l s  a n d  t r a i n i n g  t h e r e f o r e  a s  s o m e t h i n g  t h a t  a  

D e p a r t m e n t  s h o u l d  h a v e  i f  i t  i s  g o i n g  t o  b e  s e e n  a s  

b e i n g  ' g o o d ' ,  S t a f f  d e v e l o p m e n t  c a n n o t  m e r e l y  b e

1 e  f  t  t  c h  a  n  c  e  , T h  a  t  i  s  , b  y  a  b  a  s  i  c  q  u  a  1 i  f  i  c  a  t  i  o  n  

w h e r e  c o n d i d e r e d  n e c e s s a r y , f o l l o w e d  b y  l e a r n i n g  o n  

t  h  e  ,i o  b  b  y  c  a  s  u  a  1 e  x  p  e  r  i  e  n  e e  w h  i  c h  c  a  n  b  e  a  u  g  rn e  n  t  e  d  

w h e r e  t h e  m o t i v a t i o n  e x i s t s  b y  e x t e r n a l  c o u r s e s  a n d  

c o n  f  e r e n c e s .

T h i s h a s , h o w e v e r , n o t n e c e s s a r i 1 y p r e v e n t e d 1 i p 

service being paid to the need rather than a dynamic 

staff development programme emerging, This in turn

has resulted in many programmes merely being lists of 

courses, the need for which is often 'worker self- 

:i. den t :i. f :i. eci' , as th e r esea r c h s hown i n Ch ap t e r 4. 

i n d i c a t e s , T hi e c h o i c e o f t h e s e c o u r s e s i s o f t e n o u t 

of interest rather than matching the needs of the 

organisation with those of the individual worker,

•- 5 6  •••



The benefits to be derived from these courses and the 

s i a f f s e J. e c: t i o n rn e t h o ci u s e d c a n t h e r e T o r e o f t e n b e 

seen in terms ot improved morale rather than i a ) 

direct development of relevant knowledge and skills, 

or lb) necessarily improved efficiency, When this is 

i h e c a s e t h e p o s i t i v e e f f e c t i s u s u a 11 y s h o r t X i v e d 

since the underlying reason for low morale might not 

h a v e b e e n t a c k 1 e d o r e v e n i f h i g In 1 i g h fc e d , n o t h a v e 

c hanged f o 11 owi ng the pr ogr amine ,

As Kenney and Reid point out Ip, 71), the scope and 

effectiveness of a needs analysis is determined 

1 a r g e 1 y b y t h e 1 e v e J. o f s u p >:o r t i t r e c e i v e s f r o m 

rn a n a g e rn e n t , F u r "fc h e r , "fc h e y s t a t e t In a t a n

0 r g a n :i. s a fc i o n—w i d e r e v i e w o f rn a n a g e rn e n ’fc "fc r a i n i n g n e e d s 

c: o u 1 d o n 1 y b e u n cl e r t a k e n by a "fc- r a i n i n g o f f i c e r 1 w In o i s 

a member of the senior management team and who has 

a c e  s s t o c o n f i d e n -fc i a 1 i n f o r rn a t .i. o n , i n c 1 u d i n g 

p e r f o r rn a n c e a p p r a i s a 1 d e "fc a i 1 s a n d p r o rn o t :i. o n p 1 a n s 1 , 

As was shown in the last Chapter, the majority of 

Auf hoV' i "fc i es have s"fc i 11 not i rnp 1 ernented per f ormane e 

a p p r a i s a 1 a n d t h e r e r e rn a i n q u e s t i o n s r e g a r d i n g "fc In e 

basis of the scheme with some that have, As in shown

1 n C in a p t e r 4 , T r a i n :i. n g 0 f f :i. c e r s a r e n o t rn e rn b e r s o f 

s e n :l o r- rn a n a g e rn e n fc , t h a fc p« 1 a c e u s u a 11 y b e i n g r e s e r v e d 

for the Principal Training Officer's manager, who is 

u s u a 11 y n o fc a fc r a i n i n g s p e c i a 1 i s t a n d f r e qu e n 1 1 y In e a d s



a Depart mental Division made up of a range of 

s p e c i a 1 i s m s n o t n e c e s s a r i 1 y c o n n e c t e d ,

T o u s e t r a :i. n i n g a s a m o t i v a "fc o r i n i "fc s e 1 f i s , h o w e v e r 

a dangerous practice as it can easily weaken 

m a n si g e r i a 1 a u fc h o r i fc y w i "fc h o u t n e c e s s a v* i 1 y d e v e 1 o p i n g a 

m a "fc u r e , s e 1 f a c t u a 1 i s i n g r e s p a n s e i n t e r m s o t t h e 

needs of the organisation on the part of the 

w o r k f o r c e , T' h e ' w a n t s / n e e cl s 1 a r e a s d i f f i c u 1 fc ‘fc o

ha 1 anc e i n t r a i n i ng as i n si 11 o the r a spec ts o f human 

behaviour, and it is easy to respond to demand, 

A 11 h o u g h e v e n d e rn a n d a n lo e d i f f i c u 11 t o s a t i s f y a s 

any assessment in this context is bound to be value 

laden., and as has been pointed out earlier, the nature 

o f S o c i a 1 W o r k , 8 o c i a 1 8 e r v i c e s D e p a r "fc i n e n ‘fc s , a n d

w i d e 1 y r a n g i n g i n d i v i d u a 1 p h i 1 o s o p h i e s c a n e a s i 1 y 

distort in practice what might have appeared to be 

s i rn i 1 a r r e q u e s fc si, F u r t h e r , w h e n f a c e d w i ‘fc hi a n

apparent paradox there can be a tendency for the 

■fc r a i n e r t o s a y fc h a fc fc h e r i g h fc i n fc e r p r e t a fc i o n i s t h e

o n e t hi a t h e / s h e a g r e e s w i t hi,

T h i s c a n o c c u r s i n c e 'fc h e t r a i n e r ' is p e r c e p t i o n f t h e 

o r g a n :i. s a t i n , .1. i k e ■::■ t l“i e r s -fc a f t 1 s c a n v a r y w 11 h t h e i r

own practice and background as well as the culture 

described later in this study, One way to attempt to

g e -fc o u t o f 1h i s s i t u a 11 o n , a 1 ‘ fc h o u g h n o t a 1 w a y s



sat i sf ac "bo ry as it- does not t- a k e into account "the 

i s b Lies shown above, is by the use of what has become a 

jargon training expression •- ' i loaf courses' in likely

or in vogue areas and see the 'take u p ' ,

T h i s t e c h n i q u e c a n a 1 s o b e u s e d f o r C o u r s e s w i'"i i c h h a v e 

been set up for therapeutic as well as developmental 

p u r p o s e s , F i s h e r C I 987 > d r a w s a 11 e n t i o n t o t h i s ,

H 0 c ;i. t es sc h oo 1 s as examp 1 es o f hurnan s e r v :i. c e 

o r g a n i s a t i o n s t; H , 8 , 0 ' s ') a n d q u o t e s t h e K o u z e s a n d M i c o 

r e s e a r c h <. 1 979) rn e n t i o n e d e a r 1 i e r , w hi i c hi n o t e d ;

'one easily perceives the absence of harmony in H ,S ,Os 

t e n s i o n a n d c o n f 1 :i. c t a r e a 1 w a y s c o n t i n u a .L1 y p r e s e n t , 

The stress is due in a large part to the discordance, 

hi e t w e e n th e p r i n c i p J. e s , s u c c e s s rn e a s u r es , s t r u c t u r e s 

and work needs of each domain',

Fisher points out that other researchers have 

p o s t u 1 a t e d s i rn i 1 a r t h e o r i e s i n c 1 u d i n g D , "I" h o m p s o n '! 983 . 

In his paper, Thompson suggested three coalitions,

s i rn i I a r t o t h e d o rn a x n s rn e n t i o n e cl a b o v e , t l"'i a t o f t hi e 

p o 1 i t i c a 1 , c o n s i s t i n g o f p o 1 i t i c x a n s x n N a t i o n a .1. a n d 

Local Government as well as Health Authority members, 

that of the administrative, representing the

rn a n a g e r :i. a 1 a n d t h i r cl .L y t hi a t o f 't h e p r a c t i t i o n e r

p r o v i cl i n g s e r v i c e s  ,



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

;i; n the I 980 1 s and I 990 ' s the deve 1 opment of C , B , E , T , 

h a s r e i n f o r c e d t h e p r e e rn i n e n c e o f t h e r a t i o n a J. 

d e c i s i o n rn a k :i. n g rn o d e I i n t r a i n :i. n g a n d rn a n a g e rn e n t , 

H a v i n g s t a r t e d i n i n d u a t r :i. a I t r a i n :i. n g i t h a s n o w 

f i 11 e r e d i n i o m a n a g e rn e n t t r a i n i n g a n d d e v e 1 o p rn e n t a n d 

it is proposed to be introduced to Social Services 

D e p a r t rn e n t s , E o g e r D a w e , D i T' e c t o r G e n e r a 1 o f t h e

Training Agency addressing a conference at Leeds on 

7 1 h F e b r li si r y I 989 ’ U s :i. n g s t si n cl a r d s f o r B u s i n e s s

S u c >::: e s s ' . p o i n t e d o u t t h a t , t o o b t a i n t o p q u si 1 i t y

people, there must be ‘competence based selection and 

t r a i n i n g ' , H e s a i cl t h a t t h e I 990s s h o u J. d b e k n o w n a s 

the ‘skills decade1, It is obvious that moving

t r a i n i n g :i. n t h :i. s d i r e •::: t i o n i s g o i n g t o r e i n f o r c e t h e 

Manager's role in relation to staff development, 

rn a k :i. n g i t rn o r e o v e p t a n d s p e c i f i c ■ w i t T'i n e w t r a i n i n g

n e e d s f o r b c.> t h rn a n a g e r s a n d is t a f f b e i n g i d e n t :i. f i e d a s

a d i r e c t c o n s e q u e n c e ,

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 

i m p o r t a n t o b j e c t i v e f o r v o c a t :i. o n a 1 e cl u c a t i o n a n d 

t r a i n i n g i n ' A N e w T r a i n i n g .1! n :i. t i a t i v e * (M 8 C I 9 8 I ) ,

Quoting from notes from the West Midlands Regional



i i a n a g e in 0 n t C e n t r 0 < W , M , R , M , C I S 8 9 > C o n f e r e n c e o n

C.B.E.T, , 1 standards development should be based on

t h *e c o n c e p t o f c o rn {a e t e n c e 1 , T h :i. s :i. s n o w g e n e r a 11 y

a c <::: e p t e d a 11hi ou g h r e s e r v a t i o n s h a v e b ee n e xp r e s s e d to y 

v a r 1 o u s to o d :i. 0 s , i n 1 u d :i. n g t hi e r e t a i 1 :i. n d u s t r y , t h a t i t 

could lead to a Nation of the uneducated, since the 

t r a 1 n i n g g i v e n i s 1 i k e 1 y t o to e rn o r e d :i. r e c 11 y t a s k 

spec if ic,

TI"i e T r a i n i n g A g e n c y cl e f i n e s c o m p e 10 n c e a s ; ~ 1 T h e

a to :i. 111 y t o p 0 r f o r rn t hi 0 a c t i v i t :i. 0 s w i t h i n a n 

o c«::: u p a t i o n a I a r 0 a t o t h 0 1 e v 0 J. s o f p e r f o r rn a n c 0

0 x p e c 10 d i n 0111 p 1 o y rn e n t , 1

The work of the National Council for Vocational 

Q u a 1 :L f i c a t i o n s (N , C . V , Q ) h a s d r a w n a 1t0 n t i o n t o 

C.B.E.T but the Council has no mandatory powers and it 

may be that Departments will not wish to pursue action

1 n i h i s d :i. r 0 c t i o n , l-i o w 0 v 0 r , a 11 h o u g l"-i s o f a r t hi e 

levels of competence defined toy N.C.V.Q are below 

professional level.. they do provide a criteria of 

performance and offer indicators for the performance

0 f 11 "1 e o r g ai n i s a t i o n a s w e 11 a s t i"i e :i. n d i v :i. cl u a 1 w o r k e r ,

This, of course, assumes that there is a relationship

1 n 8 o c i a 1 S e r v i c: e s> D e p a r t rn e n t s to e t w e 0 n s t a f f



qualifications and performance that is 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

E J. e rn e n t s o t c o rn p e t e n c e

>lUn j ts-oj.

C o m p e te n c e

N , V , Q ,

S t a t e r n e n  t  

o f

Competence

A

P e r f o r rn a n c e C r i t e r i a

Work on C.B.E.T for Managers has been carried out by 

a n t h e r g r o u p , t h e 1 M a n a g e rn e n t C h a r t e r I n i t :i. a 11 v e 1 

(M.C,I,), which has been sponsored by the Government 

in carrying out its own research into management 

c o rn p e t e n c i e s , i' h :i. s g r o u p o r i g i n a 11 y c o n s i s t e d o f t h e

C o n f e d e r a t :i. o n o 1; B r i t i s hi I n d u s t r y , t hi e F o u n d a i :i. o n t o r 

M a n a g e rn e n t E d u c si 11 n a n d t hi e B r 11 i s h 1 n s t :i. t u t e o f 

Management. This Organisation hoped to produce a



c o cl 0 o f p r a c t i c e , t o u n d t h e C h a r t e r & d I n s t i t u t e o f

ii a n a g e in e n t a n d t h e r e b y p r o d u c. e C h a r t e r e d ii a n a g e r s ,

T h e s e pi 0 o p 1 e w o u 1 d b  y i n f e r e n c e , I:::* e li a n a g e r a i n a

aspect of a rationalist approach to management 

t r a :i. n :i. n g w h e r e i t t e a c h e s t h t a w e 11 t r a i n e d

pi r o f e s s i c.:* n a 1 m «i n a g e r c a vi m a n a g e hi n y t h i n g < P e t e r s a n d

W a t e v'm a n I 982 p , 2 9 > ,

The original ii, C , I , aims are shown in the diagram

be 1 ow ; --

ivl a n a g e m e n t p r o f e s s i o n , T h :i. s &. i m c a n b e s e e n a s a n

ii, C

Code of Chartered

P r ac t i c e Manager

C h a r t e r e d I n s t i t u t e 

o f ii a n a g e rn e n t



The B , 1 , ii have since pulled out of the group which has 

r e f o y- rn e d a s t h e C o u n c i I f o r ivl a n a g e rn e n t E d u c a 1x o n a n id

Developrnent, f C , lvi, E , D ) , T he B , .1. , hi, are now

v a 11 d a t :i. n g c o u r s e s w h i c h a r e c o rn p J. y x n g w i t h C , lv1, E , D , 

r e ■::: o rn rn e n d a t :i. o n s a n d t h e r e b y h o p :i. n g t o e s t a b 1 :i. s h t h e 

p r- o f e s s i o n a 1 rn a n a g e r , a 1 t hi o u g h , a s a s p o k e s rn a n ( C 1 i v e 

Ingram) for O.M.E.D., said, 'This is a long way down 

the road',

W h a t w i 11 b e e x p 1 o r e d J. a t e r , is t h e n e c ess a r y 
cornrnunicat ion and col labor at ion that should exist, 

between the N , C , V , Q , C , lvi, 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 

a n ci o t h e r a w a r d i n g b o d i e s o f hi a n a g e rn e n t q u a 1 i f x c a t i o n s 

for Social Services Departments' staff, such as City & 

Guilds of London,

C , B , E . T , h a s a ci d e d t o S y s t e rn a t :i. c t r a i n i n g a p a r t :i. c u 1 a r

c o n c e r n w x t h a s s e s s rn e n t a n d a c c r e cl i t a t x o n , t h a t x s ,

1 outcomes' .

C.B.E.T in Operation

An example of management training in a human service 

o r g a n i s a t i o v \ a n d a n a t1 e rn p t t o i n t r o d u c e C , B . E , T c a n



be seen in the Police torce following work carried out 

b y t h e H o m e u f f i c e C e n t r a 1 P 1 a n n 1 n g U n i t ( C . i;::', U > ,

The Pol ice, a rn o r e o v e r i 1 y d ;i. s c x p .!. x n e d b o «:::i y t h a n 

Social Services in terms of line management authority., 

h a v e a 1 w a y s r e c o g n i s e d i h e n e e d t o r in a n a g e m e n t 

t r a :i. n i n g a n d h a d i n c 1 u d e d i h i s e 1 e in e n t i n t !"i e i r 

promotional exam inactions at a I J. levels. However,

there did not appear to be specific objectives set for 

police who were seconded to external courses, such as 

t h e D i p 1 c< rn a i n M a n a g e rn e n t S t u d :i. e s , A P a p e r o n t h i s 

w a s p r e s e n t e d a t t h e L e e d s C o n f e r e n c e rn e n t i o n e d 

previously, The C ,P ,U represents 42 of the 43 police 

f o r c e s i n t h i s C o u n t r y , T h e i • I e t r o p o 1 i t a n i:;:' o 1 i c e r u n 

t h e ;i. r o w n u n 11, b u t o b v i o u s 1 y k e e p i n c o n t i n u a 1 

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 sk11 Is and accurate empathy 

that a major training input was required, Whilst,

considering the content of Soc xal Work professional 

t r a i n i ng , i t rn i ghi t be surpr i s i ng , the f i ncl x ngs o f tl"ie 

research reported on in Chapters 4 and S indicate that 

it might also be true for Social Services Departments,



T h e C ,P , U a 1 s o r e c o g n i s e d t h a t ' t h e a s s e s a rn e n t o f s u c h 

s o f t s k i i 1 s h a d a v i t a 1 .i n t e r n a 1 r o 1 e t o p 1 a y i n t h e 

development process, To introduce meaningful

assessments, what had to be done was to 'identify 

c o m Hi o n rn i n i rn u rn s t a n d a r cl s 1 n p o .1. i c. i n g a n «::l p o .i. :L c e 

rn a n a g e rn e n t p e r f o r rn a n c e * ,

I n c a r r v :i. n g o u t t hi :i. s w o r k , t h e p o 1 :i. c e u t i 1 i s e d t h e

ideas of McClelland and Lyle Spencer of lie Be r & Co,

B o s t o n . T h e y i n t e r v i e w e cl 0 p e r a t i o n a J. 0 f f i c e r s , a s k e d 

0 f f i c e r s o f v a r y i n g r a n k t o d e s c r :i. b e w a y s i n w h i c h 

they distinguished between good and bad performance 

and asked the same Officers to describe behavioural 

events exemplifying particularly effective or less 

e f f e c t :i. v e p e r f o r rn a n c e , T h e y a 1 s o a s k e cl s u p e r v i s o r s

to select in rank order competences from a 

predetermined list of skills, using Saville a 

H o 1 ci s w o r t h ' s W o r k P vi o f i 1 :i. n g S y s t e rn ( 19 8 8 ) ,

T h e r e s u 11 s w e r e e x a rn i n e d b y p a n e 1 s a n d c o rn p e t e n c y 

models were developed that should enable

discrimination to be made of competent and less 

c o rn p e t e n t o f f i c e r s , !:::> e f i r rn 1 y v o o t e d i n o b s e r v a la 1 e

b e h a v i o u r , a n ci b e 1 i rn i t e d t t h o s e c o i n p e t e n c e s> t hi a t 

w e r e e a s i 1 y i d e n t i 1 i c*. b 1 e , «:::| u a n t i f i a la 1 e a n d c a p a i::i 1 e o f

b e i n g q u a 1 i f i e d , \ h e y s h >:::i u 1 ci a 1 s o b e s c a 1 e d t o f o r rn

a national progression, ensure continuity and



standard! sat ion, be defensible in terms of race and 

s e x d i s c v :i, in i n a t i o n I e q i s .1 a t :i. o n a n d b e s u :i. t a b I e f o r 

a p p 3. :i. c a t i o n i o c a n d :i. d b t e b , r e g a r d .1. e s s o t p r o f e s s i o n a i 

qualifications, The inodels were then distributed for 

approval to the three police staff associations, 

representing all ranks between the 43 police forces 

a n cl v a I i d a t i o n o f t hi e rn o d e 1 s w a s c a r r i e d o u t b y d i r e c "t 

f i e 1 d o h s e r v a t i o n , b e h a v i o u r a 1 e v e n t i n t e r v i e w i n g , 

s u p e r v i is o r , p e e r a n d s e 1 f a s s e s s rn e n t e x e r c i s e s a n d b y 

c o rn p a r i n g t h e r e s u 11 s t o o t h e r f o r rn a 3. a s s e s s rn e n t 

t e *::: h n :i. q u e s 1 i n k e d t o vv e 1 e v a n t t r a i n i n g c o u r s e s ,

Organisation Development CO D>

O.D, was shown at the beginning of this Chapter Cp ,46> 

a s e i n g a rn e t h o d o f u s i n g t h e 1 d e s i g n 1 t e c h n i q u e :l. n 

training and develpment decision making, Peters and 

W a t e r rn a n C I 982 p , 29 / 30 ) e x p r e s s t hi e i r f e e 1 i n g s o f t h e 

inadequacy of the ‘rational1 model, the subject of the 

last section of this study Cp.SO), which they say 

‘misses a lot’ . ft :i.s argued that the rationalist

a p pi r o a c h , w hi i <::: h i s a J. s o e s s e n t i a 11 y n u rn e r a t :i. v  e , n o w 

dominates the business schools where it is ‘right 

e n o u g hi t o b e d a n g e r o u s 1 y w r o n g ‘ , I f a s 1 e d pi e o p 3. e a s t r a y 

a i ”i d s e e k s ’ d e t a c hi e d , a n a 1 y t :i. ■::: a 1 j u s t x f i c a 11 o n f o r a i. 1 

d e >::::!. s i o n s 1 . 11 i s c I. a :i. rn e d t h a t a r e a s o f o rn ;i. s s i o n



include the failure to instruct leaders in the 

importance of making average workers feel winners and 

t h e g r e a t e r i d e n t i f i c a t i o n w i t h t a s k s w h e n w o r k e r s 1 

opinions are sought, Also it does not explain why 

i n s p e c t o r ■- g e n e r a t e d q u a 1 i t y c o n t r o 1 i s 1 e s s e f f e c t :i. v e

t h a n s e 1 f ••••■ g e n e r a t e d , e t a 1 ,

B instead, (1980 p,2 > who gave an interview and

material to assist this project, quoted Papanek (1973) 

a s d e s c r i b i n g d e s i g n a s b e i n g ’ a p r o b 3. e m s o 1 v i n g 

a c t i v i t y w h i c h c a n n e v e r b y d e f i n i t i o n y i e J. d t h e o n e 

r i g h t a n s w e r , 11 w i 13. a 1 w a y s p r o d u c e a n i n f i n i t e

number of answers, some righter and some wronger',

B :i n s t e a d g o e s o n t o d i s c .!. o s e t h e u r g e t o r e d e s i g n 

e v e n t s , p r e v i o u s  1 y a p p a r e n t J. y s a t i s f a c t o r i 1 y r u n . H e 

gives the following characteristics for the design 

process ; •••••

I ) It generally involves making a large number of 

dec i s :i. ons ,

2) It has to look forward and predict situations and 

f u t u r e e v e n t s ,

3 > 11 i s o f t e n i t e r a t i v e ,

4) J. t i n v o I v e s c r e a t :i. v e a c 1 1 v i t y ,

J! n w r i't i n g o n t h e p r e - r e q u :i. s :i. t e s f o r d e s i g n , B :i n s t e a d

compares the work of Stiefel (1974) and i h o m e  and

M a r s h a 1.1. C i 9 76 ) w h i c h h e f o u n d hi a d t w o c o m m o n



e 1 ernents :

1 ) The establ ishment of some sort of need which can he 

t r a n s I a t e d :i. n t o s o rn e r e q u i r e in e n t f o r 1 e a r n i n g ,

2) Some sort of contract with the learners and their 

role set (i.e. group of people with whom they normally 

interact).

It is clearly indicated from the Binstead monograph 

t h a t t hi e ii a n a g e rn e n t T r a :i. n e r , D e v e 1 o p rn e n t A d v i s e r o r 

0 r g a n i s a t i o n D e v e 1 o p rn e n t C o n s u 1 t a n t rn u s t h a v e i h e 

u t h o r i t y a n d s t a t u s t o b e a h 1 e t o c o rn p 1 y w i t h t h e s e 

elements, which Chapter 4 shows is not afforded to 

S o c i a 1 S e r v i c e s ii a n a g e in e n t T r a i n e r s , I n

conversation, Binstead suggested an organisation model 

w h e r e t h e t r a i n e r w a s d i r e c 11 y r e s p o n s i b 1 e t o t h e H e a cl 

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 

p a r t i c i p a n t s c o n f i d e n c e :i. n t i"i e t r a :i. n e r 1 s a u t h o r i t y 

without the trainer feeling a loyalty to and 

controlled by a possibly faceless group, or receiving 

rn i x e ci rn e s s a g e s ,

Since the intention of this study is that it should 

improve Management Training in Sociai Services 

Departments for the ultimate good of the organisations 

r a t h e r t h a n rn e r e 1 y t h e b e 1t e r rn e n t o f :i. n d i v i cl u a 1



m a n a g e v s t h e p r o c e s s c o u 1 d b e I o o k © d a t :i. n t e r m is o f 

0 r g a n :i. s a t i a n D © v e I o p rn e n t ( 0 . D . > .

French and Bel J. (.1978 p ,14) wrote that the phrase, 

Organisation Development, could refer to a wide range 

of strategies, but has become more specific in the 

b e h a v i o u r a 1 s c i e n c e s e n s e o f t h e t e r m . T h i s t hi e y

define as :- 'Organisation Development is a long-range 

e f i o r t t o i rn p r o v e a n o r g a n i s a t i o n ' s p r o b 1 e rn s o 1 v i n g 

a n d r e n e w a 1 p r t:;:» c e s s e s , p a r t i c u 1 a r X y t h r o u g h a m o r e 

e f f e c t i v e a n d c o 11 a b o r a t i v e rn a n a g e rn e n t o f o r g a n i s a t i o n 

culture-- with special emphasis on the culture of

f o r rn a 1 t e a rn s  w i t h t h e s p e c i a 1 a s s i s t a n c e o f a c h a n g e

agent or catalyst and the use of theory and of applied 

b e hi a v i o u r a 1 s c i e n c e , i n c 1 u cl i n g a c t :i. o n r e s e a r c h ‘ ,

T' h e a u t h o r s g o o n t o d e f i n e p r o b 1 e rn s o 1 v i n g p r o c e s s e s 

a s b e i n g t hi e w a y t h a t o r g a n i s a t :i. o n s g o a b o u t 

cl i a g n o s i n g a n cl rn a k i n g cl e c i s i o n s a b o u t t h e

o p p o r t u n i t i e s a n d c h a 1 j. e n g e s o f i t s e n v i r o n rn e n t ,

They draw attention to the inter-relationships quoting 

Lippi tt's concept of organisation renewal ( 1969 p , I ') 

and Argyris (1971 p,ix) which includes 'the concern 

f o r t h e v i t a J. :i. z i n g , e n e r g .i. z i n g a c t u a 1 i z i n g ,

a c 11 v b. t i n g a n d r e n e w i n g o i <::> r g a n i z e>. t i o n s t h r o u g h

t e c h n i c a 1 a n d h u rn a n r e s o u r c e s 1 ,



French and Bell introduce the notion of an 1 informal 

system1 into the understanding of the culture of an

0 r g a n i s a t :i. o n w h i c h t h e y d e s c r i b e a s t h e 1 h :i. d e n o r 

s u p p v e s s e d d o rn a i n f o r g a n i 2:: a t i o n a 1 1 i f e * . T h i s

1 r 1 e 1 u d e s f e e 1 :i. n g s .. i n f o r rn a I a e t ;i. o n s a n d i n t e r a c t j. o n s , 

group norms and values and is described as 'the covert 

p a r i o f t h e o r g a n i z a t i o n a 1 i c e b e r g 1 ,

The fo

0 , 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 is usually

-  7 1  -

Form ol (O v e rt )  Aspects:

G o a ls  *
T ec h n o lo g y
S tructure
P o lic ie s  and procedures 

Products
F in a n c ia l resources

11owing diagram; is reproduced from the work ,

Organizational Iceberg

In fo rm al (C o ve rt) Aspects:

P e r c e p t io n T " "  ribout the
A ttitu d e s  I  [orrmo1 ° nd
F ee lings  {a n g e r, fe a r ,  f  informal

l ik in g ,  d e s p a ir , e t c . )  J systems

V a lu e s
In fo rm al in te ra c tio n s  

G ro u p  norms



through the informal system in the sense that 

perceptions, attitudes and feelings are usually the 

first data to be confronted',

Since the aim of 0 .0 , is to bring about a more

c o I1 a b o r a t i v e m a n a g e m e n t , t h e m a n a g e m e n t o f g r o u p 

culture must be owned as much by subordinates as it is 

by the formal leader, However, Local Authorities are 

b u r e a u c r a t i c o r g a n i s a t i n  s a n d h i e r a r c h i c a 1 p o w e r £i n d 

f::i r i v :i. 3. e g e t o i n f o r m a t i o n :i. s o f t e n j e a 1 o u s 1 y g u a r d e ci b y 

b o t h m a n a g e r s a n d w o r k e r s a n d o f t e n p r o t e c t e d b y U n i o n 

activity, Also anyone trained in social work is

u s u a 11 y v e r y m u •::: h a t h o m e i n a g r o u p a c t i v i t y a n d , 

h:>. 11 h u g h w i 11 i n g t o cl i s c u s s m a 11 e r s a n d f e e 1 i n g s t h a t 

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 issues are shown in Chapter 5,



Action Learning Sets

X n considering Managemen t 1ra1n i ng as pri nc i pally 

human relations training and bearing in mind the 

previous considerations, it is possible to see that 

A c t i o n L e a r n i n g a s d e v e 1 o p e d b y R e v a n s C I 972 ) a t t h e 

Manchester Business School, would be very attractive 

as a vehic1e for training in Socia1 Services, since it 

i s o f t e n u n s p e c i f i c i n i t s o b j e c t i v e s a n d d o e s n o t

impose a clear learning schedule on the trainee who

would be part of a small group known as a 'set', The 

* s e t s 1 a r e a 11 o w e cJ t o s e 1 e c t a n d w o r k o n p r o b 1 e m s , a n d 

although with the help of a 'facilitator', a variety 

of problems, solutions and choices appear in the sets 

w i t h p a r t i c i p a n t s n o t n e c e s s a r i 1 y a c t i v e i n s o 1 u t i o n 

finding or the organisation in implementation, Hence 

although it is often seen as an aspect of O.D., in

t hi i s a p p 1 i c a t i o n i t f i t s i n w e 11 w i t h t h e ' g a r b a g e

can' model of decision making shown earlier m  this 

Chapter Cp,48 >,

A c' t i n L e a r n i n g i s s u c c i n c 11 y ci e s c r i b e d  b y R a e ( 1 9 8 3 

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 

n e a r e r t h e w o r k i n g e n v i r o n m e n t , t h a n c o m p 1 e t e 1 y o f f

-  7 3  -
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the job1 , He goes on to describe Action Learning as 

an approach where ‘a group of people < sorneti rnes from 

the same Company, sometimes from stranger companies, 

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

N o v'm a 13. y , a f a c i 1 i t a t >:::i r a s s i s t s :i. n t h e o p e r a t i o n o t 

t h e s e t , b u t , a s w .i t h rn o s t f a c i I i t a t :i. v e r o 3. e s , a 

r e 3. a t i v e 1 y p a s s i v e a p p r o a e h i s t a k e n , N o s p e c i f i c

objectives are produced prior to the set's meeting, 

usually the first few meetings will be utilised in the

m e m b e r s s e 11 i n g o b j e c t i v e s f o r t h e m s elves,

Often the objectives can involve the solving of a real 

work problem, and although the onus is on the problem— 

owner to provide the final solution, he is helped in 

t h i s p r o c e s s b y t h e s e t i n w h i c h u n c o n s t r a i n e d 

possib 1 e soIutions can be generated , However , in

a d ci i t i o n t o t h e p o s i t i v e rn o v e rn e n 'fc s t o w a r d s t i"'i e f .i n a 1 

solution, a variety of other forms of learning can 

arise within the set, through exposure to the group — 

i n t e r a c t i v e s k i 11 s , d e c i s i o n m a k i n g s k i 11 s , c o n s u 11 :i. n g 

skills and so on, In fact, some sets look to these 

o t h e r f o r rn s o f 1 e a r n i n g a s t hi e p r i n c i p a 1 o b j e c t i v e s o f 

|***| 0 0 **{*, t

The aims of Action Learning, as concisely expressed by 

Andrzej Huczynski ( ! yyy p.iidi, are 'to ‘develop

managers' skills to pose entirely new quest i o n s t o
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h e I p i h e m r e c o g n 1 s e t h e i r e x i s t :i. n g e x p e r i e nc e f o r 

f u t u r e p r o fo i e m s l t o d e v e J. o p a n d c h a n g e o r g a n i s a t i o n s 

b y h e 1 p i v "i g rri a n a g 0 r s t o s 0 e t h e i r s t r 0 n gt hi is a n d

weaknesses and creating a new momenturn to go on 

d e a 1 :i. n g w i t h t hi e f u t u r e p r o b 1 e m s t h r o u g hi a c o n t i 11 u o u s 

p r o c e s s o f I e a r n i n g a n d d e v e 1 o p m e n t ' ,

French and Bell (1978) who are quoted in the last 

s e c t .i. o n , m a i n t a :i. n t h e n e e d f o r a c hi a n g e a g e n t o r 

c a t a 1 y s t , T hi e y s t a t e Ii hi e i r p e s s 1 m i s m a b o u t Ii h e

optimal effectiveness of programmes that are 1 do it 

yourself' unless accompanied by an action element, 

These elements put their ideas into the mould of the 

A c t i o n L e a r n i n g m o ci e 1 ,

U n f o "ii u n a t e 1 y , w h i 1 s t t h e p r a c t i c e w a s f r e q u e n 1 1 y 

m e n t i o n e d , t h e r e w a s o n 1 y o n e o p p o r t u n i t y d u r i n g t h e 

research for this study to gain first hand experience 

o f t hi e u s e o f t h i s m e t h o d i n a S o c i a 1 S e r v i c e s 

Department, This is featured in Chapter 5 and was

s hi o w n t o h a v e 1 i m i t e d s u c c e s s a n d w a s a b a n d o n n e d ,

T h e s c hi e m e i n q u e s 1 1 o n . hi o w e v e r , w a s hi 11 b y a 11 s o r t s

0 f p r o b 1 e m s , s o m e o f a !:::' o 1 i t i c a 1 n a t u r e , a n d o t h e r s 

s t e m m i n g f r o m t h e b a >::: k g r o u n d a n cl s e 1 e c t i n o f rn e m b e r s 

of the groups, There was the difficulty of

1 d e n t :i. f y i n g w l "i o h a d J. e hh r n e c! w h a t a n cl w hi e r e 11 w o u 1 d
_ 75
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improve performance, The programme had obviously

b e e n o f g r e a t e r b e n e f :i. t t o t h o s e a .1. r & a d y w i t h

management experience and/or training, |
I
I

A very experienced participant had found it enjoyable 

and useful but the results of the work carried out had

n o t b e e n i m p 1 e m e n t e d a  n d i t In a  d n 1 t b e e n a  p p r e c i a  t e d b y /•
$all the participants that ai 'set' was part of a
s

management training programme, These would seem
•iclear signs of the 'garbage c a n ,  a

Some of the students on the scheme investigated stated 

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

J o h n M o r r i s a  f o r m e r c o 11 e a g u e o f R e v a n s a n d a n 

e x p o n e n t o f 1 A c t i o n L e a r n i n g 1 i s p r i n t e d o n t hi e cl u s t 

cover of Huezynski's book as saying;-

'For me, the test such a book as this must pass is I

s t r a i g hi t f o r >w a r d , b u t i m m e n s e 1 y d .i f f i c u It; 0 o e s i t hi e 1 p 

the reader to understand better what he or she is 

doing and to find ways of doing it better? From my 

e x p e r i e n c e , t h e b o o k h a s p a s s e d t h i is t e s t 

tri umphant1y 1 ,

This same criteria can well be applied to an

e v a I u a t :i. o n o f a m a n a g e m e n t d e v e 1 o p m e n t p r o g r a m m e , b u t J

can only be demonstrated if the management of the
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ci e |:::> a r t rn e n t i s c I e a r .1. y s u p p o r t i n g t h e p r o g r a rn rn e a t a X j. 

0 f f e c t i v e X 0 v 01 s , i s w i 11 i n g t o a 11 o w e x p 0 r i m e n t a t i o n 

a n d t o a c c e p t c h a n g e a s n 0 c 0 s s a r y , w h i c h d i d n o t s e 0 rn 

to be the case in the situation mentioned,

Training must have a purpose which, in the majority of 

cases, will be to either bring about change or to 

rn a i n t a i n s t a n cl a r d s , ! • ! o w e v e r , c 1 r c u rn s t a n c e s b e y o n d

the immediate control of the trainer are frequently 

going to prevent agreement as to the priorities to be 

in e t , i f n o t t h e rn e a n s t h e rn s e 1 v e s , T h e r e f o r e , o n e

must consider how 'wants' are to be, if legitimised, 

ci e f i n e d a n cl e x p r e s s e cl, a n d i f n o t 1 e g i t i rn i s e d , n o t 

cause blockages to learning by festering in a state of 

continuing discontent, Also, what are going to be 

t h & g r a t i f i c a t i o n s / a w a r d s , a 11 a c h e ci t o 1h e i r 

f u 1 f i 1 iii 0 n t , I h e s 0 a r 0 f a c t o r s w hi i c !"i c a n 1 e a d t o t h e

'garbage can 1 ,

M c C 1 e 11 a n d ( 1 372 ) , d e s i g n e d a p r o g r a rn rn e t o p r o rn o t e 

h i g h rn o t i v a t i o n a n d e n t r e p r 0 n e u r i a 1 b e h a v i o u r f r o rn h i s 

study of high achievers. Group strategies based on 

this work aim (Huezynsk i 1983 p ,p , f 9 I, 192), are shown

a s ; ■••••

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 

h i g h .. b u t c a r e f u 11 y p 1 a n n & d g o a 1 s o v e r a s p e c i f i c 

pi e r i o d o f t i m e ,

c ) T o i n c r e a s e p a r t i c i p a n t s 1 k n o w 1 e d g e a b o u t 

thernse1v e s ,

cl) T o c r e a t e a G r o u p s p i r i t a m o n g s t p a r t i c i p a n t s

f r o m 1 e a r ni n g a b o u t e a c h o 11 "i e r 1 s f e a rs, h o pes, 

successes, failures and from sharing an emotional 

e x p e r :i. e n c e i n a r e t r e a t s e 11 i n g .

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 

v a 1 u e s a n d b e h a v :i. o u r s s e t b y t h e D i r e c t o r a t e , t h e 

c 1 e a r i d e n t i f i c a t :i. o n o f b e h a v i o u r s t h a t e n I "i a n c e d 

success would surely stimulate the need to achieve and 

p r o v :i. d e s o m e i d e a o f t h e m e ei n s t o a c h :i. eve, T h e

w r i t e r I"! a s f o u n d b y e x p e r i e n c e t l“i «i t t h i s o f t e n s e e m s 

to be lacking in Social.Services Departments,

S o c :i. Ei 1 W o r k e r s , a s h a s b e e n p o i n t e d o u t p r e v i o u s 1 y , 

s h o u 1 d ei 1 r e a d y h ei v e a g o o d k n o w J. e d g e a b o u t t h e m s e 1 v e s 

and be able to function well in groups, it should

well be 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 both 

u is e f u 1 a n d a p p r e c i a t © d ,

The Post Modern Apr each to Management Development

in reviewing forms of training intervention and their 

appropriateness for soe ial services management 

d e v e I o p m e n t .. t h e w r i t e r h a s n o i m e n t i o n e d t h e P o s t 

Modern School of Management Education, Fox C1987

p«, I 0 > w r o t e t hi a t ' m o d e r n .i t y h a s s h i a 11 e r e d t h e

t r a d i t i o n a 1 v a 1 u e s i n b o t h to u s i n e s s at n d h i g h e r

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 is as a pursuer of 

and 1 forum for the questioning of ethical values,

j u s t i c e ' , E a r 1 i e r i n t h e p a pi e r , h e q u o t e s L y o t a r d

< I 984 p ,81 ):.

* A post modern artist or writer is in the position of 

a philosopher; the text he writes, the work he 

produces are not in principle governed by pre-

established rules, and they cannot be judged according 

t o a d e t e r m i n i n g j u d g m e n t , b y a p p 1 y i n g f a m :i. 1 i a r

categories to the text or to the work, Those rules



and categories are what the work of art itself is

I o o k i n g f o r , T h e a r t i s t a n d t h e w r .i. t e r . t h e n , a r e

working without rules in order to forumlate the rules 

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

It would seem as if Action learning could provide 

o p p o r t u n i t i e s f o r t l"i i s a p p r o a c h ,

Purpose of Training and Development

Both the rational (systematic) and design approaches 

t o t r a i n i n g a n d d e v e 1 o p m e n t a r e p u r p o s i v e b u t t h e r e 

a r e a s p e c t s o f o r g a n .i s> a t i o n s wh i c h c a n m a k e

p u r p o s e f u 1 n e s s a d i f f i c u 11 i s s u e a n d c a u s e d e c :i. s i o n

makers to use the 'garbage can' method,

If the main purpose of training and development is to 

bring about change., it is necessary to both understand 

organisations and understand our own perception of 

organisations, Carnal 1 (1985 p,l,> suggests that it

is now commonplace to refer to either ‘the ubiquitous 

n a t u r e o f o r g a n i s a t i o n s .i n o u r d a 1,1. y 1 i v e s , o r t o t h e 

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 

ci i f f e r i n g o r g a n i s a t i o n d e s i g n p r i n c i p I e s o r n e w



t e *::: h n o X o g y o n t h e s t r u c t u r e a n d e f f e c t i v e n e s s  s o f 

organisations, forms a central concern of writers on 

or gan i sat ions,

T h i s s t u d y i s c o n s i d e r i n g c h a n g e s i n rn a n a g e m e n t 

t r a i n i n g a n d d e v e 1 o j:::' rn e n t , a n d t r a i n i n g i n i t s e 1 f i s 

1 :i. k e 1 y t o b r i n g a b o u t c h a n g e , C a r n a 11 1 s at s s e r t :i. o n , 

t h e n , t h a t t w o a p p r o a c h e s a r i s i n g f r o rn t hi e 

alternatives given above can be distinguished in the 

a s s e s s rn e n t o f o r g a n i is at t i o n c h ange p r o p osals, is 

particularly worth considering, First, he suggests 

c o n s i c! e r at t i o n o f t h i e ' © rn p i r i c at .L e v i d e n c e 1 i n k i n g t h e 

s p e c :i. ■(•' i c p r o p o s a j. s t o t h e e n d s o r o u t c o rn e s p r e d i c t e d 

b y t hi e d e c i s :i. o n rn a k e r s ‘ at n d , s e c o n d , t h e e x at rn i n at t i o n 

o f 1 t hi e s t a t u s o f t h e e n d is t h e d e c i s i o n rn at k e r s 

consider themselves to be pursuing,1 He suggests

that it is possible to draw more general conclusions 

b y e x a rn i n i n g t h e p r :i. o r i t y g i v e n t o d i f f e r e n t e n d s at n d 

p r o b 1 e rn s e x c J. u d e >:::! f r o rn t h e a n at 1 y s i s ,

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 at control method sis 

w i 11 b e d i s c u s s e cl J. s. t e r , < H a rn b 1 i n ) .



Thor ley (.1973 p , 3 3 1 ), suggests that an assessment of 

literature on the subject shows evaluation to fall

1 n t o t h r e e c a t e g o r i e s ; -

'! Opinion surveys of participants or observers

2 Objective measurement of performance back on the 

j o b ,

3 An overall look at the total growth of people in 

t h e o r g a n i s a t i o n ,

Of these, the most common method of evaluating

management training is simply to ask those involved 

h o w u s e f u 1 a n d e n j o y a b 1 e t la e y f o u n d i t , li s  u a J. 1 y b y 

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

"i" h i s i n e v i t a b 1 y w i 11 s h o w e n j o y a b 1 e c o u r s e s i n g o o d 

v e n u e s b e s t a n d 1 e a v e t h e t r at :i. n e r s t o j u d g e t h e 

quality,

Sample interviews with selected students have some 

v a 1 u e i f h e 1 d b e f o r e a n d a f t e r t h e t r a i n i n g e v e n t , 

T h o r 1 e y s u g g e s t s , i n c o n s i d e r j. n g c a t e g o r y 2 , t h a t 

t h e r e i s a r e 1 a t i o n s h i p b e t w e e n m a n a g e m e n t t r a i n i n g 

and profitability and that the management training of 

t h e 19 S 0 s w h ic h t a u g h t t h a t 1 o v i n g p e o p 1 e a n d b e i n g 

nice to everyone is at the core of the manager's job, 

c a n b e d a m a g i n g t o t h e o r g a n i s a t i o n , 8  i n c e , a 11 h o l i  g h

S o c i a 1 S e r v i c e s i s n o n p r o f i t - rn a k i n g , t h e o b j e c 11 v e o f

- 82 -



■ S 3

the training is still to improve the quality of the 

work as well as efficiency and efficacy, it is one 

possible reason for the continual conflict between 

what would appear to be good management practice and 

t h e s o c i a 1 w o r k e t hi i c ,

This conflict is quite apparent in that whilst there 

is now a general acceptance of the view that a 

development programme is not merely a series of 

courses, b u t i nvo1ves a who1e r ange o f issues, 

including the service factors, there is little 

t a n g i b 1 e e v i e n c e t o s h o w t h a t t h i s h a s b e e n 

t r a n s 1 a t e d i n t o p r a c t i c e ,

The nature of local government, in which Social 

S e r v :i. c e s D e p a r t m e n t s a t p r e s e n t s i t , i m p o s e s 

limitations for change as has been pointed out, and 

C a v' n ell's hi y p o t h e s i s a p p lie d t o ' d o m a i n t h e o r y 1 s h o w n 

earlier, gives a scenario where conflicts could well 

n u 11 i f y e a c h o t h e r , c r e a t i n g a r e a o t i o n a r y s i t u a t i o n , 

Further, it has frequently been stated that the nature 

of the services provided only allows a breakdown of 

r espons i b i 11 i y :i. n one o f th r ee way s , F i r s i ,

organisation on a geographical basis, second along 

«::: 1 :i. e n t g r o u p s , o r t h i r d , b y t h e t y p e o f s e r v i c e b e i n g 

given, That is, for example,Cl) District Council

b o u n d a r i e s o r N o r t h , S o u t h , E a s t , W e s t a n d C e n t r a 1 (. 2 ')
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eI d e r 1 y , h a n d i c a p p e d , rn e n t a 1 hi e a 11 h a n d c h i 1 d r e n C 3 > 
r e s i d e n t i a I, f i e I d w o r k . c o m rn u n i t y a n d d o m i c :i. 1 i a r y a n d 

admi n i st r ation,

The writer has worked in all these types of

organisation and has seen common problems in each, 

highlighted in the last chapter, This makes change 

i n o r g a n i s a t i o n a 1 s t r u c t u r e o f d o u b t f u 1 b e n e f .i. t a n d 

points to a Manager ‘ s neecl to be rnore ef f ective in 

t e r rn s o f a tt i t u cl e , s t y 1 e a n d s y s t e rn s , rath e r t h a n 

o r g a n i s a t i o n a 1 c h a n g e , I n a n y c a s e , P e 1t i g r e w C 1973 > 

si a y s t h a t i n n o v a t i v e cl e c i s i o n s w h i i c h h e r a 1 d t hi e 

creation of new resources and threaten the 

o r g a n i s a t .i o n 1 s e x :i. s t i n g p a 11 e r n s o f r e s o u r c e s h ai r i n g 

a n d s t a t u s d i s t r i b u t i o n , a r e i n e v i t a b 1 y a s o u r c e o f 

uncertainty and apprehension and are, therefore,

particularly likely to evoke power conflicts and 

p o 1 i t i c a 1 b e hi a v i o u r s , 8 i n c e t r a i n i n g i s a rn e d i u rn o f

change, it is suggested by the writer that it is 

p a r t i c u 1 a r 1 y 1 i k e 1 y t o a 11 r a c t t h e s e d i s r u p t i v e 

behaviours and that it is one of the reasons why 

t r a i n i n g i s o n e o f t h e f i r s t i t e rn s t o s u f f e r f r o rn

budget cuts when the organisation is not under the

same immediate cost effective pressure as an 

•j. n d u s t r i a 1 o r c o rn rn e r c i a 1 c o n c e r n ,



A Generic Approach "to Management Development

A writer1 who attempted to put together ail the types 

f t r a i n i n g a n d d e v e 1 o p m e n t :i. n t e r v e n t i o n s s h o w n i n 

t h :i. s c h ei p t e r w a s B :i. n s t e a d <. 1 980) m e n t i o n e d e a r 1 i e r i n 

this chapter,

All the systems shown so far could be of value 

depending on the form of development expected, e , q , 

changes in or reinforcement of knowledge or 

b e h a v i o u r s , a n d t h e a g r e e d o u t c o m e s , B i n s t e a d w r o t e 

o f t h e p r i n c i p J. e o f h i e r a r c h i c a 1 cl e c i s i o n m a k i n g ,

' that is to say the design process is organised to 

take the most fundamental decisions first and then 

progress into more and more detail* , He set out a 

logical basis of three levels which he defined as;- 

Level .1: t. the most fundamental) - Will be concerned

w i t h i s s u e s t h a t a f f e c t t hi e t o t a 1 1 e a r n i n g e v e n t ,

Level 2; Concerning the general shape and sequence

o f a c t i v i t i e s w i t h i n t h e e v e n t s a n cl

L e v e 1 3 ; D e 1 i v e r y w i t h t h e d e s i g n o f i n d i v i d u a 1

a c t i v i t i e s o r s e s s i o n s .

B 1 n s t e ei d * s m o n o g r -a p h g o e s o n t o d e s c r i b e t h e d e c i s i o n 

ei n d t hi e p u r p o s e i , e , f o r m a i n t e n a n c e o r c h si n g e , a s t h e 

m o s t f u n d a m e n t a 1 , a n d t h e rn o s t i m p o r t a n t d e c i s i o n o f



1I
■ i

a 11 , a s i t t e 1 1 s i h e t r a i n e r s 1 w hi i c h b a 3.1 p a r k t h e y

a r e i n 1 ,

The Level 1 decisions given by Binstead are regarding 

whether the proposed learning is for maintenance or 

c h a n g e , M a i n t e n a n c e i n t h i s s e n s e i s r e f e r r e d t o a s 

m a i n t e n a n c e o f t hi e o r g a n i s a t i o n a n d r e q u i r e s 1 e a r n e r s 

to function more effectively within it, In this

s e n s e , :i. t :i. s t In e o n e m o s t f r e q u e n 11 y r e q u .i r e d i n a

Local Authority Department, Four categories of this 

heading are shown, I) remedial, 2 ) promotional! 3 > 

induction and 4) role expansion, The point is made 

that category 4 could well be argued as Management 

r e vi e w a 1 si n c e i t i s p o i n t e d o u t t hi a t 1 t h e f i r s t t h r e e 

t y |a e s I "i a v e a s t r o n g e 1 e m e n t o f m a k i n g t h e r i g h t s h a p e s 

to fit organisational holes, whereas the fourth could 

b e d e s c r i b e d a s a 11 e m p t i n g t o a 11 e r b o t h t hi a p e g a n d 

t h e h o 1 e t o g e t h e r ,

Where learning for change is concerned, it is held

t hi a:*, t n o t o n 1 y s hi o u .!. d t h e 1 e a r n e r s b e c o m e m o r e

effective, but also that the learning should make some 

c o n t r i h u t i o n t o c h a n g :i. n g • s o m e a s p e c t o f t hi e 

organisation in which they work, which puts it into 

the 'ball park 1 of 0,0, Under this heading, two main 

activities are given, a.) interventions where the O.D, 

person takes the role of consultant, and b> learning

-  8 6  -
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events in which the 0 ,0 , person takes the role of 

trainer,

B ;i v"i s t e a d s e e iti s  t o c o m b i n e e 1 e rri e n t s o f t h e R a t i o n a 1 a n cl 

Design approaches as can be seen from the two roles he 

g 1 v e s f o r t h e 0 , D , p e r s o n , s In o w n a b o v e ,

Micro—Politics and Interpersonal Relations in Garbage 
Can Decision Making

W h a t t h e n , a r e t In e r e a s o n s f o r t In e 1 a c k o f c o n s i s t e n c y

a n d s o rn e t i m e s J. o g i c i n t h e s e d e c i s i o n s ? P e 11 i g r e w ,

(1973), says that innovative decisions which herald 

t h e c r e a t .i. o n o f n e w r e s o u r c e s a n d t h r e a t e n t h e 

o r gci n i sa t i on ' s e x i s t i n g p a t t e r ns o f r e so u r c e sha r i n g 

and status distribution are inevitably a source of 

u n c e r t a i n t y a n d a p p r e h e n s i o n a n d a r e , t h e r e f o r e , 

p a r t i c u 1 a r 1 y 1 i k e 1 y 1; o e v o k e p o w e r c o n f 1 i c t s a n d 

p o I i t i •::: a 1 b e h a v i o u r s , S i n c e t r a i n i n g i s a m e d :i. u m o f

change, it is suggested that it is likely to attract 

these disruptive behaviours, It is further suggested 

that this is one of the reasons why training is always 

one of the first items to suffer from budget cuts 

w h e n , 1 o g i c a 11 y , o n e w o u 1 d in a v e e x p e c ‘fc e d i m p r o v e d

w o r k e r p e r f o r m a n c e t o b e o f t in e In i g he s t p r i o r i t y , 

A 1 s o r e s e a r c In h a s s In o w n s e c u r :i. t y o f e m pi 1 o y m e n t a n d

- 37 -



c o vi g e n i a I w o r k m a t e s , w h i c h rn i g h t b e a t r i s k b y c h a n g e , 

to rank above high pay as incentives CHerzberg 1966), 

and this could certainly have contributed to this 

paradox,

Robi nson ( '! 98 I ) rna:i.nta 1 ns that in estab 1 ishing 

training methods, we imply that there are weaknesses 

somewhere in the organisation which demand 

s t r e n g 1h e n i n g i n s o m e f o r m o r o t her , H e s u g g e s t s

that we should not confine ourselves solely to the

individual but pursue the needs in terms of the

a 11 a i n m e n t c* f t h e o b j e c t :i. v e s o f t h e o r g a n i s a t i o n ,

However, as has been pointed out earlier, the nature 

o f s o c i a J. w o r k m a k e s t hi e s e 11 i n g o f s p e c i f i c 

o b j e c t i v e s d i f f i c u 11 a n cl o f t e n c o n t e n t i o u s a n d t h i s 

c o n t r i b u t e s t o t h e s t a t e w hi e r e n o t h i n g m o r e

s o p hi ;i. s t i c a t e cl t h a n a s o m e t i m e s v a g u e ' j o b d e s c r i p t i o n '

b e c o m e s t h e b a s e f o r m o s t j o fo s , C o n s e q u e n 11 y , t In i s 

a 11 o w s f o r t h e rn a n y d i f f e r e n 1; v a I u e s , e t h i c s a n d 

practices to be believed and carried out by different 

people performing the same job as mentioned earlier, 

This non-uniform self determination is held by many as 

a precious element of service delivery and a 

m a r i i f e s t a t i o n o f 1 p r o f e s s i o n a 1 :i. s m ' , A 1 s o rn u c h a s

e n q i n e e r s a n cl s c i e n t i s t s a r e 1 o o k e cl u p o n s c e p i i c: a 11 y

a s rn a n ai q e r s , s i n c e t h e y h a v e n 1 t d e a 11 w it hi p e o p 1 e , 

s o c :i. a 1 w o r k e r s o f t e n hi a v e t i"'i e c o n f i d e n c e a n d f e e 1



t h e m s e 1 v e s w 01I 0 q u 3. pi p 0 d t o b 0 rn a n a 9 e r s s ;i. n c 0 t h 0 y 

have. Both these views are far from true,

Opportunities for Evaluation

For a useful evaluation to assess the worth of what

has taken place the original intention of the training 

or development must be known, Hamblin (1974 C h , I 
section 1>, sets his primary audience as

' prac t i ti oners of i nc!ustr i a 1 tra i n i ng ' ancl cl i f f erenc es 

b e tween Soc i a 1 Se r v i c es and 1 ncl us t r :i. a .1. T r a i n i ng h si ve

a 1. r e a d y b e e n r e f e r r e cl t o , H i s p r o c e s s e s o f

evaluation are rational and sequential being largely 

s y s t e m a t i c , a 11 h o u g h a s i s s h o w n 1 a t e r , hi e r e ■::: o g n i s e cl 

t h at t t h e e f f e c t o f e 1 a b o r a t e c o n t r o 1 s y s t e rn s w a s t o 

enhance short term efficiency at the expense of long 

t e r rn f 1 e x i b i 1 i. t y a n d e f f e c t :i. v e n e s s , 0 n t h e o t h e r

hi ci n id , r e 1 y i n g o n p e o p 1 e 1 s j u d g e rn e n t a s a p pi r o p r i ate 

c: o u 1 d b e s e e n a s a w a y o f e v a 1 u a t i n g t r a i n i n g a n d 

d e v e 1 o p rn e n t a g a i n s t t h e D 0 s i g n a p p r o a c h t o d e c i s i o n 

rn a k i n g i n e v a 11.1 a t i o n , ,

As has been pointed out previously, such literature is 

t hi e rn a i n s o u r c e o f rn a t e r i a 1 a n cl i s o f v a 1 u e a n d 

relevance if the findings and recommendation are are 

p u t i. n t o t h e r i g h t c o n t e x t ,



Hamblin looks at five levels of evaluation, which are 

d e s c r i b e d a s s u p p 1 e rn e n t :i. n g o t h e r w r i t e r s ‘

c 1 a s s ;i. f i c a t :i. o n s , i n c 1 u d i n g t h e W a r r , B i r d a n d R a c k h a rn

C'! 970 >, 1 C o n t e x i , i n p u t , r e a c t i o n s a n d o u t p u t <. CIR 0 > '

model, The levels given CCh, 3, section I) are :— 

Level I - Reactions 

Level 2 Learning

Level 3 Job Behaviour

L e v e 1 4 - 0 r g a n i s a i i o n 

L. e v e 1 5 - U 11 i i n a t e V a 1 u e

H a rn b 1 i n h a s s p 1 i t o t h e r r e s a a r c h e r s * 41 h . 1 e v e 1 ,

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 

a c h i e v e s i t s u 11 i rn a t e g o a J. s , H e g o e s o n t o s h o w a 

cause-and—effect chain linking the five, i.e.

T r a i n i n g 1 e a d s t o R e a c t i o n s w h i c h 1 e a ci t o L e a r n i n g , 

w h .i c h 1 e a d s t o C h a n g e s i n J o b B e h a v i o u r , w h .i c h 1 e a d s 

to Changes in the Organisation which leads to Changes 

i n t h e A c h i e v e rn e n t o f U 1t i rn a i e 6 o a 1 s , 11 i s p o i n t e d

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 be 

r e p a i r e cl, I n o r cl e r t o d o t h i s h o w e v e r , e a c h 1 e v e 1

requires objectives to foe set which as has been

yu
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pointed out often presents problems to Social Services 

workera,

1

Hamblin presents the following diagram adapted from 

B u r g o y n e ( i 9 7 3 ) , T h :i. s i s p a r t i c u  J. a r 1 y i n t e r e s t i n g

s 1 n c e :i. t i n t r o d u c e s t h e c o n c e p t o f c o m p e t e n c e , 

mentioned earlier in this Chapter. tir?
■r&

[~ V A LU E :
| Occupation*! 

j  choice, entry 
| opportunity. 
I (E5)

--1

I—

Ticket
(-)

Course
(T)-
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the course 

(E l)

Beheviour
chtnge

i

.1
1

Hamblin also compares training evaluation to 

Woodward's ( 1970) study of production control systems., 

which/ as was stated earlier1/ showed that elaborate 

and quantified control and evaluation procedures could 

max i rn i se shor t term ef f i c i ency at the expense of 1 ong 

t e r. rn f 1 e x i b i 1 i t y a n d e f f e c t i v e n e s s , w h e r e a s b y 

‘reducing the amount of control data and relying on
%



t h e j u d g e rn 0 n t o f p 0 o p I e 1 o w 0 r d o w n t h 0 a u 'fc l"'t o r i t y 

I a d d 0 r . t h 0 f J. e x i b i .L i t y w a s i n c r 0 a s 0 d a t t h 0 e x p e n s 0 

of short term efficiency',

Whilst an ideal area of evaluating training is at 

1 e v 01 s 4 a n d 5, i t i s o f t e n 1 m p o s s i b 10 t o f o 11 o w t h 0 

1 i n k s p r 0 s 0 n t e d e a r 1 i 0 r a n d a 1 s o a s H a rn b 1 i n says ; ( C h ,

3 , s e c t i o n 6 > , t h i s i 5 ' i n 0 f f e c t e v a 1 u a t i o n o f

rn a n a g 0 rn e n 'fc a s a w i"i o 10 a n d n o t j u s t fc h 0 rn a n a g e rn 0 n t o f 

t r a i n i n g 1 w h i c l“'i o f c o u r s e i n t h e c o n 10 x t o f t his s t u d y 

i s rn a n a g 0 rn 0 n t t r a i n i n g , H o w 0 v 0 r :i. 'fc is a I s o a

reminder that training is only one method by which an 

o r g a n i s a t i o n c a n r 0 a c h i t s o b j 0 c t :i. v 0 s , F u r t h 0 r ,

these levels are usually outside the control or 

sometimes even influence of Social Services Management 

T r a i n 0 r s .. a s w i 11 b 0 s 0 e n :i. n C h a p 10 r 4 ,

Hamblin suggests that at levels 4 and 5, training can 

only be evaluated in the context of an integrated 

feedback system, to include the evaluation of other 

a c t i v i t i e s a s s h o w n o n t h e n e x -fc p a g e ,



-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 

m a n a g e m e n t , H a rn b 1 i n s u g g e s t e d t h a t s :i. n c e W o o d w a r d

found fragmentation, inevitable because of the sheer 

c o m p J. e x i t y o f t h e s i t u a t :i. o n t  h e i n e v i t a b i 1 i t y m u s t b e 

even greater in Training and Personnel where control 

a ri d e v a 1 u a t i o n t e c h n :i. q u e s a r e 1 e s s a d v a n c e d -fc h a n 

p r <:;:i d u c t :i. n c on t r o 1 ,



W h i 1 s t t h e s i t u at t i o n d e s c r :i. b e d :i. s r e rn i n i s c e n t o f t hi e 

one to be found in 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 

o f t hi e i n d i v i d u a 1 i s s e r i o u s 1 y c o n s t r a i n e d i n 

p r o f e s s i o n a 1 t e r m s b y t h e h i e r a r c h i c a 1 s t r u c t u re' , 

Therefore it is suggested that since Personnel and 

Training are human services within a human service 

organisation and share similar philosophies and 

h o p e f u 11 y d i s c i p 1 i n e s , i t s h o u 1 d b e p o s s i b 1 e t o e n s u r e 

si-, u f f i c i e n t c o n s i s t e n c y t o m a k e a n i n t e g r a t e d s y s t e m 

p o t e n t i a 11 y v i a b 1 e ,

W h i 1 Sis t , a s hi a s b e e n s t a t e d a b o v e , a n ' i n t e g r a t e d 

f e e d b a c k s y s t e m * c o u 1 d b e p o s s i b 1 e i n a S o c i a 1 

Services Department, as has been shown in C h , I, there 

are in existence wide variations in the values and 

practices of Social Services staff performing even the 

s a m e j o b s , S i n c e t h e s e cl i f f e r e n c e s h a v e s t i 11 t o b e 

r e s o 1 v e d i fc i s p o s s i b 1 e t o s e e 'fc h a t t h e 1 f r a g m e n -fc e 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, 

a s w i 11 b e c o m e e v i d e n t i n C h , 4 , E v a 1 u a t i n g

t r a i n i n g , w h e n t hi e 1 g a r b a g e c a n ' i s i n o p e r a t i o n , i s

-  9 4  ~



Did youI a r q e i y b y u s 0 o f t h 0 1 h a p p y s> h 0 0 t



Summary

In this Chapter three major theories of decision 

making have been identified, These are the

1 Rational' the 1 Design' and the 'Garbage C a n 1, How 

v a r i o u s a p p r o a c h e s t o rn a n a g e rn e n t t r a i n i n g a n d 

d e v e 1 o p rn e n t e x e rn p I i f y t h e s e t h e o r i e s h a s a 1 s o b e e n 

p r e s e n t e cl, S o rn e o f 11"! e p r o b 1 e rn s o f t r a i n i n g

evaluation in Social Services Departments, where the 

' g a r b a g e c a n 1 a p p r o a c h :i. s f r e q u e n t i y f o u n d , h a v e a 1 s o 

been explored,

W h e r e S o c i a .i. S e r v i c e s D e p a r t rn e n t s a r e c o n c e r n e d , sty 1 e 

has a great deal to do with the effect of the system 

and as has been shown this varies widely, Therefore 

there are inconsistenc ies at all 1 eve 1 s of what is 

sis e e n a s g o o d p r a c t :i. c e in rn a n a g e rn e n t , :i. n c 1 u d J. n g t h e

oversight and control of the professional functions, 

Further, Social Work has failed to establish a common 

professional base, a factor which has been exacerbated 

in this country by the shortness of the training and 

type of service delivery, Hence, there is always

bound to be a negative reaction to the imposition of 

a n y s y s t e rn, w h a t e v e r i t :i. s , f r o rn a s i 2: e -a b 1 e rn i n o r :i. t y ,



and yet the lack of a true professional identity will 

i n hi i b 11.. i f n o t p r e c 1 u d e , a p o 1 i c y o f s e X f g e n e r a t i o n .

C o n f 1 i c t w o u 1 d , t h e r e f o r e a e e rn i n e v i t a b X e , F u r t h e r , 

c«. s i s s h o w n i n C h a p t e r 4 , t h e iv! a n a g e rn e n t T r a i n i n g 

person is invariably not at a senior management level 

and of ten unab1e to accu r ateXy assess s tudents, 

implement changes, or award credibility, all of which 

can quickly undermine any programme, Even at this 

stage in the study, one is drawn to the issues raised 

by Palfrey C 1981 ) from a study of the existing 

1 i t e r a t u r e , T h e s e a r e : -•

1 ) Structural model of formal organisation - are 

t h e r e a 11 e r n a t i v e rn o d e 1 s o f o r g a n i s a t i o n a 1 s t r u c t u r e 

that would be more appropriate to Social Services 

A g e n c i e s t h a n t In e c o n v e n t i o n a 1 p y r a rn i d a 1 t y p e ?

2 ) D e c i s i o n rn a k i n g a n cl a c c o u n t a b i 1 i t y - w h a t d e g r e e 

of professional /autonomy are social workers, senior 

residential and clay care staff able to exercise in 

d e c i s i o n s a f f e c t i n g t h e i r c 1 i e n t s ?

3 ) 0 r g a n i s a t i o n a n d rn a n a g e rn e n t e f f i c i e n c y — a< c c o r d i n g

t o w h a t c r .i t e r i a d o s o c i a 1 w o r k e r s a n d rn a n a g e rn e n t 

staff evaluate the effectiveness of the services 

c a r r i e d u t b y t h e D e p a r t rn e n t ?

- 97 -
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All these questions should be answered at some level 

if the traditional forms of curriculum planning are to 

be appropriate and ensure that relevant knowledge is 

given and skills generated, By the time of the

r e s e a r c hi p r e s e n t e d i n C h a p t e r 4 , i t i s c 1 e a r f r o m t h e 

r e s u 11 s p r e s e n t e d t h a t n o p r o g r e s s hi a d a p p a r e n 11 y b e e n 

made in finding any answers to these questions,and in 

t h e t i rn e s i n c e , n o e v i d e n c e o f c h a n g e h a s c o rn e t o

1ight ,

11 i s a p p r e c i a t e d t hi a i; t h e a r g u rn e n t i n t hi i s C hi a p t e r 

has been concerned with management development and 

training designed to bring about change, although

reference has been made to training for maintenance 

a n cl t hi e r a p e u t i c p u r p o s e s , H o w e v e r , i f rn a n a g e rn e n t

training is regarded as a human relations training, jf

w h i c h s u r e 1 y i s p a r t i c u 1 a r J. y a s s e n t i a 1 1 o o k i n g a t t hi e

n a t u r e o f S o c .i. a 1 S e r v 1 c e s , i t w i 11 i n 6/ v i fc a b 1 y b r :i. n g 

about change, Kakabadse (1982 p , 168 ')  , makes the ft

Ipoint that human relations training could be more of a

h i n d r a n c e "fc hi a n o f a h e 1 pi i f c h a n g e is n o t a n

0 b j e c "fc i v e , s i n c e c h a n g e i s at 1 rn o s t t h e i n e v i t a b 1 e 

r e s u 11 i f p e r s o n a 1 s k i 11 s t r a i n i n g i s u n cl e r "fc a k e n ,

1 n B i n s t e a d 1 s ( I 980 ) c o n c e p t o f rn a i n t e n a n c e o r c h a n g e 

rri e n t i o n e d i n t h i s C h a p t e r , i n a i n t e n a n c e i s s a :l d -fc o

i i n p 1 y t h -Si fc t hi e 1 e a r n i n g r e q u i r e d w i 11 e n a hi 1 e t hi e

-  9 8  -
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i e a r n e r b t o f u n c t i o n rn o r e e f f e c t i v e J. y w i t h i n t h e 

organisation, but that change in the organisation is 

n o t i rn p 1 i e d s i n c e t hi e a i rn is t o rn a i n t a i n it, , C h a n g e 

:i. n t h e 1 e a r n e r s , h o w e v e r rn i g hi t b e ,

Maintenance training is, therefore to do with the 

p e r f o r rn a n e  o f t h e i n d i v i d u a i , n o t w i t h t h e 

organisation, although in the case of 'Role 

Expansion', Binstead sees an element of change in both 

' p e g a n d h o 1 e ' r a t hi e r t hi a n o n 1 y c r e a t i n g t h e r i g h t 

p e g s f o r t hi e e x i s t i n g h o 1 e s .

Where Social Services are concerned, and bearing in 

mind the comments of the Government mentioned in the 

1 a s t C h a p t e r , i rn p r o v e d e f f i c j. e n c y o f , a n d t hi e r e f o r e 

change in the organisations, must be accepted as a 

general objective of management training to be 

offered,

B instead presents a helpful and integrated model set 

w i t hi i n hi i s c o n t e x t o f 0 , D , H i s d i a g r a rn r e p r e s e n t i n g 

the situation in which 'most trainers find themselves*



U s i n g i h :i. s m o cl e J., t h e 1 e a r n i n g e v e n t c. o u J. d t a k e a n y

a p p r o p v' 1 a t a f o r rri, b u t i t p r e s u p p o s e s t i'"i at a n

a p r o p r i a t a p o p u I a t :i o n i s a c c e s s i 1 e , w h :i. c h i s n o t

a I w a y s t hi e c a s e :i. n S o c i a 1 S e r v c i c e s , s i n c e rn a n y c o u r s e ■%
y

attenders 'self select' and pressures or even 

i n s t r u c t i o n i s f v- e q u e n 11 y p u t u p o n the t r ainer t o 

accept all those staff nominated for the programme,

more fundamental questions of where were we, where are 

w e n o w , a n d w hi e r e a r e w e g i n g , r e m a i n «::: o rn p 1 e x a n d 

o f t e n :i. n s o 1 u b 1 e ,
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As has been discussed in this Chapter, the planning ^
■jphase can be a rational, design or garbage can

process. Which one is used will depend upon a range

of factors such as the style and structure of the

organisation and whether maintenance, change or

ther apy i s the ob j ec t :i. ve .

Change can only be measured against some other entity
|I-:: n o w n i n t e r m s o i p o s i t i o n o r m a s s a n d , o w i n g 'fc o t h e r
1lack of specificity, and sometimes clarity in social •••>
|

services objectives and standards setting, the even 1
%

-is
?



CHAPTER 3

RESEARCH METHODS AND METHODOLOGY 

Introduction!

T I"! :i. s C h a p t e r :i. s c o n c e r n e d w i t hi t h e r e s e a r c h 

methodology used in this study and with the broader 

rn e t h o d o 1 o g i c a i i s s u e s u n d e r 1 y i n g t hi e rn ,

S o rn e o f t h e r e s e a r c h f o r t h i s s t u d y , :i. n c I u d i n g t h e

f i e I d r e s e a r c h , q u e s t, i o n n a i r e d e s i g n a n d t h e i n i t i a I 

a n a 1 y s i s o f 'fc h e r e s p o n s e s w a s <::: a r r i e d o u t i n

c o n j u n c t :i. o n w i t h w i t h A n n li a r :i. e 1' o 1 J. e y , w h o w a s

researching a related issue An Analysis of the

Problems Associated Transfer of Learning Relating to 

Management Training in Social Services Departments 

C 1989) ,

0 n e a s p e c t o f fc h e r e s e a r •::: h , fc i "i e p o s t a 1 q l i  e s fc i o n n a :i. r e , 
was a joint excercise, I t contained : -■
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One section relevant to both studies,

0 n e s e c t i o n r e J. e v a n t t o t h i s s t u cl y ,

O n e s e c t i o n r e 1 e v a n t t o t h e 1" o 11 e y s t u d y ,

W h e n i s s u e s r e i e v at n t t o b o t h p r o j e c t s a r e d i s c u s s e d , 

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 w a s a p p r e c i a t e d t h a t fc h e n e c e s s a r y i n f o r rn a t i o n f o r 

t h i s s t u d y w a s c o n t a i n e d i n p u b 1 i s h e d 1 i t e r at u r e , b o t h 

books and articles, the practices of other workers in 

s i rn i I a r w o r k i n g s i t u a t i o n s t o t hi e w r i t e r , a n o b j e c t i v e 

view of existing management training and development 

in Social Services Departments and the 'writer's own 

e x p e r i e n c e , S o rn e o f t h i s m at t e r i a I w o u 1 d b e i n t h e

form of established facts and some of it elicited from 

o t h e r r e 1 e v a n t p e o p 1 e 1 s p e r c e p t i o n s ,

7 h e :i. n f o r rn at t :i. o n w o u .!. d t h e r e f o r e hi e c o n c e r n e d w i t h ;

:i. , How management training was currently being

c a r r i ed ou t i n SSD ' s ,

i 0 2 -



ii The formal decision making processes- together

w i t h t h e p e r c e p t i o n s o f t r a. i n :i. n g o f f :i. c e r s a b o u t h o w 

d e c i s i o n s w e r e at c t u a I 1 y a r r i v e d a t w i t h r e g a r >:::! t o 

c u r r i c u 1 urn p 1 arm :i. nq ,

i i :i. T h e w o r k o f o t h e r r e s e a r c h e r s c o n c: e r n e d w i t l"’t 

c u V' r i c u 1 u m p 1 a n n i n g .

:i. v, The evaluation of traini ng in terms of the

d e v e 1 o p m e n t o f a p p r o p r i a t e k n o w 1 e d g e a n d s k i 11 s .

v. How training participants and their managers 

p e r c e i v e cJ t hi e r e I e v a n c e o i t h e p r o g r a m m e s w h i c h t h e y 

h a u n d e r t a k e n . . 1-1 o w t h e p e r c e p t i o n s o f p a r t i c i p a n t s

at n d t r a*, i n e r s w e r e c o r r o b o r a ‘fc e d i n p r a c t i c e .

vi , What sorts of strategies and methods were being 

e m p 1 o y e d i n S S D s t o e n h at n c e p r o g r a rn rn e d e v e 1 o p m e n t at n d 

s t at f f at 11 e n cl at n c e ,

vi:i. The satisfaction felt by training officers 

towards the programmes which they had run,

The research methods used were;-

A J. i t e r' a t u r e s e a r c hi



:i. i , A q u e is t i o n n a :i. r e d i s t r i b u t e d t o a J. .1. S S D s i n 

E! n g I a n d a n d W a ,L e s .

iii , Individual I informal, semi'-struciured and 

unstructured :i. vvterv i sws with learners and 'training

0 f f i c © r s i n t hi © p r e p a r a t i o n o f c a s e s t u d i © s , ,

E x p e r i e n c e g a i n e d f r o in o v e r 2 0 y e a r s ' e rn p I o y m e n t i n 

S o ■::: i a I S e r v i c e s D e p a r t m © n t s a n d t h e i r p r e d & c e s b o r s , 

was used to put this information into context,

The Literature Search

T h e s e a r c h w a s c o n t i n u e d t hi r o u g h o u t 1h e r ©sea r c h 

p e r i o d a s it h a s b e e n a t i rn e o f c o n s i d e r a to 1 e a c t i t v i t y

1 n t hi e at r e a o f t r a i n i n g p J. a n n j. n g . 1 hi i s I "i a d t to e

continually weighed against what was already known or 

l:« e 1 i e v © d a to o u t c u r r i c u I u rn p 1 a n n i n g a n d t hi e rn a n a g e rn © n t 

t r a i n i n g n e e cl s o f rn a n a g e r s i n S S D s a n d t h © n e © d s o i 

t hi © i e p a r t rn © n t s 1h © rn s- e I v e s a s o r g a n i s a t i o n s ,

It was approached in the same three ways as the Tolley 

study., namely :



” :i. , The reading of . or reference to books concerned

w i t in a v a r :i. e t y o f i s s u e s r e 1 a t e d t o t h e s u b j e c t , 

e i t h e r f o 11 o w i n g r e c o rn rn e n d a t :i. o n s , 1 i b r a r y s e a r c h e s o r

by following up references in other books or articles,

ii, The reading of reports and other documents on 

i s s u e s r e 1 a t e d t o t h e s u b j e c t i n c 1 u d :i. n g p l i  b 1 i c a t i o n s 

by the Central Council for Education and Training in 

S o c :i. a 1 W o r k a n d t h e L.. o c a 1 Q o v e r n rn e n t T r a i n i n g B o a r d ,

iii, Reading of and reference to articles contained 

i n a v a r i e t y o f j o u r n a 1 s r e 1 a t i n g t o rn a n a g e rn e n t 

t r a i n i n g a n d h u rn a n s e r v i c e o r g a n i s a t i o n s , ( i n c 1 u d :i. n g 

SSDs). The bulk of relevant literature concerned 

s p e c i f i c a 11 y w i t h rn a n a g e rn e n t i n S S D s w a s c o n t a i n e d i n 

s:- i,i c h p u b 1 i c a t i o n s a n d t h i s i s i n c r e a s i n g 1 v t h e •::: a s e 

with the ever growing interest in management training 

w :'l 11”! i n 1 o c a 1 g o v e r n rn e n t a n <::! t h e 1 c a r i n g p r o f e s s i o n s 1 

a s w e 11 £i s i n i n d u s t r y a n d •::: o rn rn e r c e , ''

The w r i te r ' s o f f i c i a 1 po s i t i on du r i ng the r esea r c h 

gave ready access to Government and other National 

r e p o r t s r e 1 a t i n g t o t h i s s t u d y ,



The Quest i onnaire

The questionnaire was designed to elicit the factual 

information relating to points i ') , .i. i ) , and vi ) , An

0 p e n q u e s t i o n w a s d e s i g n e d t o c o n t r i b u t e t o p o i n t s v ) 

and vi:i. ),

"I " h e t hi r e e p a r t s o f t h e q u e s t i o n n a i r e w e r e d e s i g n e d 

r e s p e c t i v e 1 y b y ; -

A , T  h e w r i t e r i n c o n j u n c t i o n w i t h t h e s e c o n cl 

researcher who investigated the transfer of learning

1 n r e 1 a t i o n t o rn a n a g ern e n t t r a i n i n g i n S S D s ,

B , T h e w V' i t e r i n d i v :i. >:::! u a 11 y .

C , The second researcher,

11 w a -a; d e c i d e d t o s e n d o n e c o rn p o s i t e q u e s t .i o n n a i r e 

rather than separate questionnaires relating to each 

s t l i d y a s t h e i n t e n d e d r e c i p i e n t s w e r e t h e s a rn e i n b o t h 

cases and it was thought that duplication would lower 

t h e r e s p o n s e r a t e ,

As was shown in the Tolley study;-
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"Part A was concerned with obtaining an overview of 

h o w m a n a g e rn e n t t r a i n i n g i s c a r r i e d o u t i n S S D s , b y 

w hiorn .. f o r whorn, to wha t pu r pose and a t wha t c ost" ,

Part B was designed by the writer in order to 

e s t a b I i s h t h e p r o c e s s e s b y w h i c h c u r r i c u 1 u rn p 1 a n n i n g 

took place,

Part C was designed by the second researcher and is 

n o t t h e r f o r e d e is c r i b e d h e r e ,

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

provided in the Appendix and the responses to Parts A 

& B are the subject of the next Chapter,

A s t h e o t h e r r es e a r c h e r r e p o r t e d ;

"The questionnaire was circulated, together with a 

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

E n g 1 a n d a n d W a 1 e s  , T h i r t y 1; i v e C 3 0 , I 7 % ) , c o rn p 1 e t e d

q u e s t i o n n a .1 r e s w e r e r e t u r n e d , a r e rn i n d e r h a v i n g la e e n

s e n t o u t s i x w e e k s a f t e r t h e t i r s t c i r c u 1 a t i o n ,

H o w e v e r , i n a cl d i t i o n t o t h o s e c o rn p J. e t e d

q u e s t i o n n a i. r e s , a f u r t hi e r I 6 ( 1 3 , 7 9 % > r e s p o n s e s w e r e

received either in the form of letters, or telephone 

c a X 1 s , :i. n s o rn e c a s e s p r o v i d i n g cl e t a i 1 e d d e s c r i p t i o n s

of their approach to management training",

- 1 0 7 -
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It was known that management training in SSDs takes a 

v a r i e t y o f f o r m s i n i t s ' d e 1 i v e r y , m a n a g e rn e rt t a n d 

r e s o u r c i n g . A f o r in a t w a s t h e r e f o r & c o n s t r u c t e d  t h a t 

w o l i J. d  c o v e r a 1 1 p  o s s :i. b  .1. e v a r :i. a t :i. o n s w l"'i i c i n s o m e

r e iii; p o n d e n t s f o u n d d .i. f f i c u 11 t o f o 1 i o w , T h e rn a i n

problem for the respondents, which was also mentioned 

in the Tolley study seemed to be with lack of easily 

a c c e s s i b J. e d a t a a n d s h e e r p r e s s u r e o f w o r k ,

A 1 J. q l i e s t i •:::« n s i n v o 1 v e d rn a t e r i a 1 k n o w n t o b e f e 11 t o b e 

i rn p o r t a n t t o f e 11 o w S o c i a 1 8 e r v i c e s t r a i n e r s f r o rn

c o n v e r s a t i o n s a t v a r i o u s T r a i n i n g 0 f f i c e r s 8 r o u p s ,

Qualifying Course Management Committee meetings et al, 

T h e q u e s t i o n n a i r e w a s t r i e d o u t i n t w o 8 8 D s b e f o r e i t 

was circulated Nationally and no changes were thought 

n e c e s s a r y a t t h a t t i rn e , a 11 h o u g h s u b s e q u e n 11 y t h e 

writer has become aware of some questions that are 

open to misunderstanding and ambiguity, These are

r e f e r r e d t o i n C h a p t e r 4 ,

rate and the content of the responses provided 

s L4 f f i c i e n t rn a t e r i a I f o r a n i 13. u rn i n a t i n g p i c t u r e t o b e 

cl r a w n o f t h e p r o c e s s e s t a k i n g p 1 a e e i n c u r r i c u 1 u rn 

cl e v e 1 o p rn e n t , T h e r e s p o n s e s Et 1 s o p r o v i cJ e cl 1; h e la a s :i. s f o r 

rn a k i n g c h o i c e s a b o u t f o 11 o w u p i n t e r v i e w s i n a n u rn b e r 

of S8Ds ,

In spite of the problems shown above, the response *g



Differences in Perception Between the Two Asso<_ iated 
Studies

The total response rate to the questionnaires of

3 3 , 9 6 % w a s j i s a p p o :i. n t i n g a t t h e t :i. m e a I 'fc h o u g h 

s u h s e q u e n t e n q u i r i e s h e i v  e s h o w n 'fc h i s t o to e a g o o cl 

response to such an attempt at information collection, 

T h :i. s w a s c o n f i r m e d to y t h e S o c :i. a 1 W o r k E d u c a t :i. o n 

A d v j. s e r f r o m t h e C e n t r si 1 C o u n c :i. 1 f o r E d u c a 'fc i o n a n d 

Training in Social Work, who was then working in the 

r e g i o n w h e r e 'fc h e r e s e a r c h w a s to a s e d a n d hi a d h i m s e 1 f 

completed a higher degree by 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-B10 as against 116 for this research, the 146

r e s p o n s e s g a v e a g r e a t e r o p:« p o r t l,i n i fc y f o r c o rn p a r i s o n s 

to toe drawn,

T h e f a c t o f b o t h r e s e a r c h e r s ' e x p e r i e n c e «:::«f t r a i n i n g 

w a i» rn e n 'fc :i. o n e d i n t hi e 1 a s t 8 e c t i o n , to u t a s w a s s h o w n i n 

t h e i:::' r e f a c e , t hi e w r i t e r hi a d a 1 o n g e x p e r i e n c e i n 

Social Work Departments including the practice and 

rri a n a g e m e n t o f s o c i a 1 w o r k , A J. s , a fc -fc h a t "fc i rn e to e :i. n g 

the Principal Officer, was aware from experience of 

t h e d y n a rn :i. c s o f s u c h o r q a n i s a t i o n s a n d t h e g a rn e s t \i b t 

can be played in relation to training programmes, it

- 1 o3-



s e e m e d 't h e r 0 f o r 0 a p p r o p r i a 10 t o u b 0 t hi i s 0 x p e r :i. 0 n c e 

a i" 1 •:::! r 0.1. a t :i. n s h i p s t h a t hi a d to 0 0 n d 0 v 01 o p e d ,

c o n s1 r u c t i v e 1 y i n r e 1 a t i o n t o t h i b r e s 0 at r c hi, T' h e u s 0

0 f s u c hi in at t e r i a 1 i b t h 0 s u b j 0 c t o f at J. ate r s 0 c t i o n i n 

this Chapter.

As can be seen from the above, this was not a case of 

a researcher looking for an area of study, but a work 

to a b e d p r o b 10 m t h a t i t w a s hi o p e d w o u 1 d b e 0 a s e d b y t hi e 

findings of a research programme, The methods used 

w e r 0 t h 0 r 0 f o r e s e J. e c t e d a n d a p p 1 i e d t o t hi 0 p r o b J. 0 m 

f o 11 o w 1 n g a n a n a 1 y s i s o f t h e s o u r c e s o f i n f o r m a t i o n t c> 

to 0 u s e d a n cl t h e t y pi 0 o f i n f o rm a t :i. o n t o to e c o .1.1 e c 10 d .

F i r s t , i t w a s n e c 0 s s a r y t o .1. o o k a t t h 0 v a r i o u s 

management theories pertaining to human behaviour in 

organisations and their relevance to Social Services 

D e p a r t m e n t s . S 0 c o n cl, m a n a g e m e n t t r a i n i n g p r a c t i c e s

and techniques had to be considered and the way in 

w h i c h c u r r :L c u 1 a a r e pi .1. a n n e d 1 n s i d 0 a n d o u t s i d e S o c i a 1 

S e r v i c 0 s D e p a r t m 0 n t s . T h i r d , i n f o r m a t i o n hi a d t o b 0

c o I10 c 10 d f r o m o t h i e r D 0 p at r t m e n t s , i n o r cl e r t o 1 o o k at t

1 "i o '■>■} t hi 0 i r n e e cl s hi a d Id 0 e n :i. d 0 n t i f :i. 0 d , p r o g r at m m e s 

pi 1 a n 11 e cl a n cl r 0 s o u r c 0 s at .L .1. o c at 10 d , F o u r t h , at n

at ses ament had to be made of other trainers* 

pi 0 r c 0 p t i o n s o f at d e q u a c y a n d s u c c e s s , o Id 3 e c 11 v 0 

m 0 at s u r 0 m 0 n t n o t b 1.0 :i. n g p o s s i Id 10 f o r t h 0 r e at s o n s
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o u t I :i. n e d i n t h e p r e v i o u s s e c t i o n , F :i. f t hi, f o 1 J. o w u p s

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 

quest ionnai r e ,

In considering the first and, to a large extent, the 

second tasks. the majority of the information was 

g a t hi e r e d f r o m r e a c! i n g f o 11 o w i n g a 1 i t e r a t u r e s e a r c h . 

As has been written earlier, such is the volume of 

p u b 1 i c a t i o n s o f p o s s i b 1 y r e I e v a n t m a t e r :i. a 1 t h r o u g hi o u t 

t la i s t i m e , t h a t i t h a d t o b e c o m e a c o n t i n u o u s p r o c e s s ,

Qualitative and Quantitative Approaches to the 
Research

y 
'4

As was stated earlier in this Chapter, information of 

a perceptual as well as a factual nature was required, as

11 w a s t h e r e f o r e t e J. t a p p r o p r i a t e t o u s e q u a 1 i t a t i v e 

a s w e I J. a s q u a n t i t a t x v e r e s e a r c h m e t h o d s ,

Jacobs' wrote, in his study in the same subject area 

C I 989 p , 9) ;

' Q u a n t i t a t i v e a n a.!. y s i s o i t h e d a t a w a s p r o b I e m a t i c a 1 ,
11 w a s a I s o n t e cl t h a t , g i v e n t h e s u b j e c t m a 11 e r , a 

more qualitative approach to data was xn any case

-111-
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p r e f 0 r a b 3. oh- , N e v e r t h © 3. e s s i t i s i rn p o r • t a n t t o g i v e

sorne indication of the broad bands and patterns that 

emerged,

H i s vv e p o r t w a s o n a s s e s s i n g i n an a g e i n e n t c o i n p e t e n c: ies, 

which considering that nearly 70% of responders to his 

enquiries had used Assessment Centres, which provide a 

s e r i e s o f s i rn u X a t e cl e x e r c i s e s f o r p a r tic i p a n t s t o 

complete and where experts observe and assess, one 

c o u X d h a v e e x p e c t e d a c o r e o f f a i r X y si in i X a r a n d 

q u a n t i f i a b X e i n f o r i n a t i o n e i n e r g i n g .

The resear c. h reXated to this study did not directXy 

address the use of assessment centres as a management 

training aid since the writer had never encountered 

t h e u s e o f t l"i e s e i n a S o c i a .1. S e r v :i. c e s D e p a r t i n e n t a n d 

n o e v i d e n c e e i n e r g e d f r o m t h e r e s p o n s e s t o t l "i e 

questionnaire to indicate that this technique was :m 

u s e , H o w e v e r , :i. n t h e q u e s t i o n n a i r e , S e c t i o n B ,

q u e s t :i. o n 3 a ••••• I s a s t a f f a p p r a i s a X s y s t e rn c a r r i e d o u t 

f o r i n a n a g e r i ai X s t a f f ? b ) I f no a p p r a i s a X s y s t e rn 

e x :i. s t s , h o w a r e rn a n a g e rn e n t t r a i n i n g n e e d s :i. d e n t i f i e d ? 

P X e a s e s p e c i f y - g a v e t h e o p p o r t u n i t y f o r :i. n f o r rn a t i o n 

to emerge if Centres were being used,,

In the case of this study, the possibility of some 

quantitative presentation was borne in mind and



quest- :i. ons were posed as to make this possible if 

a p p v' o p r :i. a t e , f r o m t h e ;i n f o r m a t i o n g a i n e d , F o r

instance, some of the possibilities considered were;-

a) An analysis of the statistical differences in 

an p pi r o si c h b e t w e e n S hi i r e C o u n t i e s a n d ii e t r o p o 1 i t a n o r

o n cl o n B o r o u g h s

b ) Was there a correlation between the type of course 

am cl the size of the training team?

c) Was there a correlation between the position of the 

t r a :i. n i n g t e a m s i n t h e d i f f e r e n t cl e p a r t m e n t s a n d t h e 

programmes which they managed?

U n f o v-1 u n a t e 1 y hi o w e v e r , n o s i m i I a r i t i e s e m e r g e d f r o m 

t h e q u e s t i o n s a s k e cl t o a i. X o w A u t h o r i 11 e s , p r a c t i c e s o r 

s t r u c t l i  r e s t o b e g r o u p e d i n a n y w a y ,

The Use of Personal Experience

Although Domain theory (Ch, 1 p , 37 of this study) is 

v e r y u s e f u 1 i n g i v i n g a n e x p 1 a n a 11 o n f o r m a n y o f t h e 

situations mentioned earlier in this work, it sets out 

to classify groups within human service orgamsations 

a s p e r f o r m i n g d i f f e r e n t f u n c t i o n s a n d f a 11 i n g w i't h i n 

d i f f e r e n t d o m a i n s , w h i c hi t hi e w r 11 e r 1 s e x p e r 1 e n c e h a s 

s h o w n i s n o t n e c e s s a r i 1 y c o n s i s t e n t ,



C e v t a i n I y , i n t h e B r i t i s hi S o c i a J. S e r v i c e s D e p a r t rn e n t s , 

t h 0 p o w 0 r b a s e rn i g I n t w e i I b e w i t h :l n a n y p a r t i c u I a r 

d o rn a i n , b u t w h :i. c h o n e i s i n f 1 u e n c e d a s rn u  c h b y 

tradition and the personality and style of working of 

s e n i o r s t a f f , p a r t i c u I a r 1 y t hi e D i r e c t o r , a s b y t h & 

f u n c t i o n s w h i c h t h e p e r s o n a J. i a a r e p e r f o r rn i n g . T h e 

s a me p e o p I e c a n , t h e r e f o r e , f u n c 11 o n e f f e c t i v e J. y 

w i t h i n d i f f e r e n t d o rn a :i. n s , b u t t h e p o s i t i v e e f f e c t i n 

terms of the setting and attainment of objectives will 

be dependent on the use of appropriate behaviours in 

appropriate domains to tackle the task in hand,

This, in turn, requires an unbiased judgment and equal 

facility which has yet to be encountered; also the 

ability of staff to loom large in the 'Political' 

domain should not be overlooked, and has caused 

s u f f i c i e n t c o n c e r n t o r e s u 11 i n t h e W i d d i c o rn h e R e p o r t 

(19861, which will prevent senior Local Government 

s t a f f f r o rn b e c o rn i n g C o u n c i 11 o r s , 11 w i 11 n o t h o w e v e r

preven t Po1itica1 i or po1i ti c a 1> ac ti v ity and 

i n f 1 u e n c e b e i n g e x e r t e d b y s o rn e 0 f f i c e r s a n d t h e 

nature of social work ensures that there will always 

b e a f a i r n u rn b e r o f P o 1 i t i c a 1 a c t i v i s t s o n S o c i a 1 

Services Staff which can influence appointments and 

po1ic i e s ,



The considerations set out above raised the 

in e t h o d o 1 o g i c a I i s s u e o f t h e r e 1 a t i o n s h 1 p b e t w e e n 

t hi e o r v .. d e r :i. v e d f r o rn t h e .i. i t e r a t u r e , a n d t h e 

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 

1 o o k e d a t t hi e r o i e o f p e r s c> n a 1 e x p e r i e n c e i s E i s n e r 

c. I 979 > , I n g i v i n g t hi e w r i t e r 1 s p e r s o n a 1 e x p e r i e n c e

in relation to Domain Theory, value was being attached 

to unclassified information gained from working 

t hi r o u g h o f t e n c o m p 1 e x p r o b 1 e rn s o v e r a n u m b e r o f y e a r s . 

Eisner's paper showed the importance of using such 

e x p e r :i. e n c e i n i 11 u rn :i. n a 1; i n g o t h e r w i s e q u a n t i t a t i v e 

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 

t h e o r e t i c a 11 y a n cl p r a c t i c a 11 y a q u a 1 i t a t i v e , 

a r t i s t i c «»11 y g r o u n d e d a p p r o a c h t o e cl u c a t i o n

e v a 1 u t i o n ' , 11 c a rn e f r o rn t h e u n e a s e h i e f e 11 & b o u t

the traditional methods of evaluation, rooted as they 

are in the methods of science, He was not, ‘as he 

wrote, 'rejecting scientific approaches to either 

evaluation or educational research', but in the study 

a n d e x p 1 a n a t i o n o f s o c i a 1 p h e n o rn e n a , f e 11 t h a t t h e y 

failed to tell the whole story, In considering the 

range of human sensory systems and the kind of



i n f o r iii a t i o n i t p r o v i d e d t o g e t h e r w i t h 1 a n g u a g & , t h e 

t h e o r y o f ' c o n n o i s s e u r s h i p ' w a s f o r rn u 1 a t e d ,

C q n n o i s s 0 u r s h i p 1 s «:::! e t i n e d a s 1 t I "i e a r t o t 

a p p r e c :i. a t i o n 1 , 1t i s t h 0 r 0 s u X t o f h a v i n g d e v 01 o p 0 d

1 a h i g h I y d i f f 0 r e n t i a 10 d a r r a y o f a n t i c i p a t o r y 

schemata that enables one to discern qualities and 

relationships that others less well differentiated are 

less likely to s e e,1 As Eisner, however, points out, 

the theory ’provides the context for knowing and makes 

possible the stuff we use for reflection1, If,

t h ci u g h , i t i s n e c e s s a r y t o c o n v e y w h a t w e h a v e c o rn e t o 

know to others, the problem of the transformation must 

b e t a c k 1 e d . I h i s i s d e f i n e d a s c r i t i c i s rn , B y u s i n g 

1 a n g u a g e a r t i s t i c a 11 y , i t 1 s l "i o p e d t h a t t h e c r i t i c 

will be 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 

t h i s d i s s e r t a t i o n w h i c h c o u 1 d , u s i n g h i s c r i t e r i £1, b e 

seen in terms of 1 connoisseurship1 , i.e, attempting a 

c r i t i c i s rn o f rn a n a g e rn e n t t r a i n i n g i n S o c i a I 8 e r v i c e s 

Departments, Connoisseurship has also been important 

i n a n a 1 y s i n g a n d e v a 1 u a t i n g t h e c a s e s t u cl i e s i n C h . 5 ,

~1 16-
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The Value of the Research Carried Out - Lessons 
Learned

A s w a s b e 1 i e v e d f r o in e x p e r i e n c e a n d i s s h o w n i n t l"i e

n e x t C h a p t e r f r o rn t h e r e s u 11 s o f t h e s u r v e y c a r r i e d

out, no even approximately standardised curriculum has 

ernerged to date . This is not surpr ising since , as 
was pointed out in the associated study there is a 

marked absence in Social Services Departments of 

c 1 e a r 1 y c! e f i n e d o r g a n i s a t i o n a 1 o b j e c t i v e s a n cl

c o n s e q u e n 11 y s t a f f o b ,i e c t i v e s ,

It was said earlier that, for the purposes of the 

study, 'curriculum' was taken to mean the material 

pi r e s e n t e d i n a 11 1 e a r n i n g s i t u a t i o n s , T I n i s rn e a n s

' p 1 a n n e d ' I e a r n i n g a n d cJ o e s n o t i n c 1 u cJ e I e a r n i n g f v1 o rn 

c a s u a I e x p e r i e n c e w h i c h rn i g hi t b e p o s i t i v e o r n e g a t i v e 

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 behaviours, Also, most of those requiring 

t r a i n i n g w o u 1 d h a v e s o c i a I w o r k b a c k g r o u n cl s a n d 

a 11 h o u g hi i n t h e rn a j c:» r i t y o f c a s e s p o s s e s s a 

q u a 1 i f i c a t i o n , s o c i a 1 w o r k i t s e 1 f d o e s n o t c o n f o r rn i n 

i t s t r a i n i n g t o a s e t N t i o n a 1 c u r r i c u 1 u rn o r s i; a n d a r d s



o f 0 n t r y a n d t h 0 r 0 b y , b y :i n f 0 r 0 n c 0 , s t a n d a r d s o n 

completion

These factors all precluded a trial programme being 

drawn up and tested against known needs, The study 

h a <:;>, t h e r e f o r e , n o t i n v e s t i g a t e d t h e s u b j e c t m a 11 e r o f 

t h e v a r i o u s c u r r i c u 1 a i n o p e r a t i o n , b u t h a s f o c u s s 0 d 

on how they have been derived and are run.

As has been pointed out earlier, there are no apparent 

c o rn in o n d e n o m i n a t o r s o f 1 e n g t h , c o n t e n t , o r p r o g r a rn rn e 

management, and any attempt therefore to devise a 

common programme would therefore result in a 

denom i na tor be i ng se t wh :i.c hi i s a mu 11 :i. p 1 i c a t i on of all 

the elements to be considered. It may be that this 

c o u 1 d b e r e d u c e d i f t h e e f f e c t c o u i d b e o b j e c t i v e 1 y 

measured and total results compared but they could all 

b e a f f e c t e d y c a s u a I o r h i d cl e n f a c t o r s rn 0 n t i o n e cl 

above, The findings of the research were, therefore, 

tested against the perceptions and practices of 

t r a i n i n g o f f i c e r s a n d rn a n a g e r s :i. n a q e n c i e s r e s p o n d i n g 

to the questionnaire, and by personal experience, 

T h e o r g ei n i s a t i o n s f o r c o rri p a r i s o n w e r e s e 1 e c t e d b y 

their disclosure of a wide management development 

p r o g r a rn rn e , d i f f e r e n c e s i n s t r u c t u r e f r o rn 't h e w r i t e r s 

e x p e r i e n c e , a w i 11 i n g n e s s t o c o—o p e r a t e a n cl e a s e o f 

access,
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This research has, therefore, been used as the basis 

f o r a rn a p p i n g p r o c e s s , t o s h o w i n p 1 a n n :i. n g t e r rn s t hi e 

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

d o e s n o t d e n y t h e p o s s i b 1 e n e e d , a s w i t h t r a n s f e r o f 

1 e a r n i n g p r o b 1 e m s (. T o 11 e y P , 8 4) , f o r c o n t :i. n g e n c y p 1 a n s 

i n t hi e j::« r e s e n t s i t u a t i o n ,

Had there been, or emerged, evidence to suggest the 

ex i stenc e of a management deve1oprnent mode1 that m i ght 

f i t t hi e p e r c e i v e d n e e d s o f S o c i a 1 8 e r v i c e s D e p a r t m e n t s 

in general, this could- have been investigatged further 

and, allowing for time and co-operation, tried out in 

s e v e r a 1 d e p a r t m e n t s , A 1 s o , t h e a s s e s s m e n t o i

rn a n at g e m e n t e f f e c t i v e n e s s a n d i n d i v i d u a 1 m a n a g e r s ' 

pi e r f o r rn a n c e w a s n o t , a t t h e t i rn e o f 11 "i e r e s e a r c h , 

s u f f :i. c i e n t1 y w i d e s pi r e a d t o a 1I o w f o r a c J. e a r 

measurement of improvement to be made,

Further, the research has confirmed the difficulty, if 

n o t i rn pi o s s i b i J. i -fc y , o f .s e p a r at i i n g p r o f e s s i o n a 1 c o n t r o 1 s 

f r o rn t h e rn o r e g e n e r a 1 rn at n at g e r i a .!. r e s p o n s i b i I i t i e s o f 

Social Services managers, with the present pat t tern of
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s e r v i c e d e 1 :i. v e r y ,
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S i n c e s o c :i. a I w o r k e r s , t h r o u g hi i h e i r t r a d e u n i o n , h a v  e 

s o f a r r e f u s e d r e a s s e s s rn e n t o f c o rn p e t e n c e , t h e b e s t 

trained manager might still prove incompetent, This 

c a n b e i 1 u s t r a t e d b y t h e f a c t t h a t w i ‘fc hi t h e 

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 is still not statutorily necessary for 

employment as a social worker and there is not a 

consequent salary or promotion bar, The inclusion

however ■ of professional supervisory duties and when 

n e c e s s a r y . s o c i a 1 w o r k p r a c t i c e a s p a r t o f t h e 

c u r r i c u 1 u rn w a s , n o t a 11 e rn p t e cl i n t h i s s t u d y e x c e p t b y ^

r e f e r e n c e t o c e r t a i n 1 :i. t e r a t u r e . 11 r e rn a i n s a n

i in p o r t a n t f a c t o r h o w e v e r , b u t i t s v a s t n e s s a n d 

p r o h a b 1 e cl i f f i c u 11 i e s i n c o - o p e r a t i o n p ut i 'fc o u t s i d e 

the boundaries of deeper consideration for this 

research.

buromapy

T h e r e s e a r c h p r o g r a rn rn e a s s o c i a fc e d w i t h -fc h i s s t u d y w a s

d e s i g n e d t o a 11 o w a rn a p p i n g p r o c e s s fc o t a k e p 1 a c e , i n
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order to show in terms of future planning,. the

h i s t o r y , d e v e 1 o p m e n t a n d d i r e c: t i o n o f m a n a g e m e n t

training in relation to Social Services Departments, 

As in the associated Tolley research, there has been a 

p r o b 1 e m i n k e e p i n g p a c e w i t h d e v e 1 o p m e n t s i n p 1 a n n i n g , 

a 111 "i o u g h n o e v i d e n c e h a s c o rn e t o h a n d s h o w i n g a g r e a t 

deal of change in practices since the field research 

w a s c a r r .i. e d o u t ,

Since the study set out to produce a critically 

d e s c r i p t i v e w o r k , i t v e e r e d s t r o n g 1 y a n d a p p r o p r i at t e I y 

t o a q u a 1 i t a t i v e b a s i s a 11 h o u g h a 11 e m p t s c o n t i n u e d t o 

find material to set this in a more quantitatively 

b a ss e d fra m e w o r k ,

L, i t e r a t u r e h a s b e e n c o n t :i. n u a 11 y r e v i e w e d a n d 

q u e s t i o n n a i r e s w e r e s e n t t o H e a d s o f a 11 T r a i n i n g 

Sections in Social Services Departments in England and 

W a 1 e s , 8 o m e o f t h e r e s p o n d e n t s t o t hi e q u e s fc i o n n a i r e s

w e r e f o 11 o w e d u p b y p e r s o n a j. v i s i fc s ,

There was a questionnaire completion response of 

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

c o m p a r i s o n t o o t h e r s i m i 1 a r r e s e a r c h e s , i s a g o o d

f igure and could be taken to indicate the importance

a n cl r e I e v a n c e o f t !'"f e q u e s -fc i o ns a s k e d , H o w e v e r , s o m e 

f t h e q u e s t i o n s t u r n e d o u t u n e x p e ■::: t e d 1 y -fc- o b e



ambiguous and the questionnaire in hindsight, appears 

b t h I e n g t h y a n d c o rn p 1 e x , w hi i c: h w a s c o m rn e n t e d o n b y 

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

e x p e r i enc e o f t h e w r i t e r a ncl r e f eren c e rn ad e t o 

E i s n e r - s t h e o r y o f C o n n o i s s e u r s h i p ,

Curriculum has been taken to mean the total planned 

1 e a r n i n g e x p e r i e n c e , It i s a c c e p t e d t h a -fc u n p 1 a n n e d 

o r ' c a s u a I ' I e a r n i n g r e p r e s e n t e d i n "fc h e I a s t c h a p t e r 

b y "fc h e ' 0 r g a n i s a t i o n a I I c e b e r g 1 , m i g hi t h a v e a

c o n s i d e r a b I e i f n o t rn a j o r :i. n f 1 u e n c e o n t h e b e h a v i o u r s 

r e s u 11 i n g f r o rn a n y p r o g r a rn rn e , T o a 11 e rn p "fc t o rn e a s u r e 

t h i s , hi o w e v e r , w a s n o t f o u n d v i a b 1 e i n t e r rn s o f t h e 

situation and resources of this study,

The values attached to Social Work shown in Chapter 'i 

a n d fc l "i e 1 a c k o f t h e i r u n i q u e n e s s a n d c o n s i s t e n c y , h a v e 

b e e n b o r n e :i. n rn i n d , a s h a s t h e o v e r s i g h t o f s o c i a 1 

w o r k p r a c t i c e a n d "fc h e a b i I i fc y t o s t e p i n w h e n 

n e»::: e s s a r y d e rn a n d e d b y t h e rn a j o r i t y o f S o c :l a 1 S e r v i c e s 

management jobs, These have, however, been beyond

the resources available for an :i. n depth study to be
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CHAPTER 4

RESEARCH INTO CURRENT PRACTICES 

Inf or ma t ion Co11ec -fc ion

As was started in the last Chapter, a questionnaire was 

P r e p a r e d a n d s e n t t o fc h e P r i n e i p a 1 I r a i n i n g 0 f f i c e r s 

i n a 11 S o e i a 1 S e r v i c e s D e p a r 'fc m e n t s i n • E n g 1 a n d a n d 

W a 1 e s , T h e q u e s "fc i o n n a 3. r e w a s p r e p a r e d i n c o n j u n c t i o n 

with the associated research (Tolley 1989), Section A 

b e i n g a p p r o p r i a t e t o b o "fc h r e s e a r c h e s , S e c t i o n B t o 

this study and Section C to the Tolley research, The 

r e I e v a n c e a n d u s e o f t h e m a t e r i a 1 g a i n e cl f r o rn S e c 'fc i o n 

A d i f f e r s b e "fc- w e e n t h e p r o j e c t s a n d i s cl i f f e r e n 1 1 y 

presented,

The total response rate of 43,96%, of which 30,17% was 

i n t h e f o r rn o f c o rn p 1 e 'fc e d q u e s t i o n n a i r e s c a n b e 

compared to the Bailey (1990) study referred to in 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 questionnaires sent to a total of only 17 

A u t h o r it :i. e s , a 11 o f w h o m h a d a q r e e d -fc o t Si k e p a r t i n 

t h e {::«r o g r a m rn e o f i d e n t i f y i n g s o c i a 1 w o r k m a n a g e rn e n t 

competenc ies.

The following report on the research has been prepared 

on the basis of an analysis of the responses to each 

q u e s t i o n i n t u r n . B o t h t h e q u e s t i o n s a n d t h e

r e s p o n s e s a r e s h o w n a t t h e s t a r t o f e a c h q u e s t i o n f o r 

ease of reference by the reader , Comments on the

answers are shown after each question and the overall 

p i c t u r e t o b e d r a w n :i. s s u rn rn a r i s e d a t t h e e n d o f t In e 

chapter,

A copy of the questionnaire 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 

r espec t i ve1y ,
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The Questionnaire 

SECTION A

1. Is Management training arranged in your Authority 

by :

a } C h i e f E x e c u t i v e 1 s D e p a r t rn e n t 

b > S o c i a I S e r v i c e s D e p a r t m e n t

c ) Any other Department

d ) C o m b i n a t i o n o f D e p a r t rn e n t s 

If c) or d) please specify

T h .i. s q u e s t i o n w a s a s k e d s i n c e e x p e r i e n c e h a s s h o w n 

t h ra t cl i f f e r e n t j:::* r a c t i c e s e x i s t f o r n o c J. e a r I y

i d e n t :i. f i a b 1 e r e a s o n , Th e r e e x i s t s t h e b r o a d

cl i«::: h o t o rn y o f w h e t h e r M a n a g e rn e n t k n o w .1 e d g e a n cl s k i 11 s 

are readily transferrable and Social Services 

Management tasks can be seen as broadly similar to all 

o t h e r s i n L o c a 1 A u t h o r i t i e s , o r w h e t h e r t h e

professional tasks and values basic to a Social

Services Department are such as to require either an

e x c 1 u s i v e a n d i n d i v i d u a I M a n a g e rn e n t t r a i n :i. n g o r o n e 

s h a r e d w i t hi o t h e r h e I p :i. n g p r o f e s s i o n s s u c h a s 

Me a 11 h , S e v e r a 1 u n i v e r s i t i e s a n d c o 11 e g e s hi a v e

introduced programmes in the latter category, but the 

development is to some extent precluded by the

s t r u c t u r e o f E e g i o n a 3. I-I e a 11 hi A u t h o r i 11 e s a n d f u n d i n g

t hi r o u g h s u c h b o d i e s a s t h e



E n g 1 i s I ”! N u r s i n g B o a r d w h i c h p r a c t i c e s e x c 1 u s i v i t y , 

A 1 s o , Educ ai i on , wh i I s "fc i n the Loc a 1 Author i ty ne t # i s 

largely separate in its Management training which is 

frequently carried out by such organisations as the 

r e n't a i n i n g I n s t i fc u t e s o f E d u c a t i o n , o r c o 11 e g e s 

offering separate Diploma courses (e.g. Nottingham 

P o X y t e c h n i c ) , T h e r e i s , t hi e r e f o r e , s o m e c i e a r

in o "fc :i. v a t i o n f o r t h e C e n t r a 1 T r a :i. n e r s n o "fc t o X e t t h e 

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 :i. n Social Work 

q u a 1 i f i c a t x o n s a n d t h e e n c o u r a g e m e n t / p r e s s u r e f r o m 

both the Central Government in the shape of the 

D e p a r t m e n "fc f H e a 11 h & S o c i a 1 S e c u r i t y C n o w D e p fc , o f 

Health) and the Central Council for Education S< 

T r a i n i. n g i n S o c i a 1 W o r k , S o c i a 1 S e r v i c e s h a v e 

generally been the only Local Authority Department to 

a p p o 1 n 'fc s pi e c i a 1 i s t T r a i n i n g 0 f f i c e r s a n d s e 'fc a s i cl e 

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 best effect and this has 

undoubtedly contributed to other Departments seeing



them as a plain target if they seek to spread their 

si c t i v :L t i e s , p o w e r si n *::l i n f 1 u e n c e ( P e 11 i g r e w , I 973 ) ,

A s s>. r e s u 11 , s o m e S o c i si 1 8 e r v i <::: e is- D e p a r t rn e n t s , i t i s

t r y e , h a v e b e e n p .1. e a s e d t o s i o t i n t o e x i s t i n g 

p r g r a m rn e s w h e n t h e :i. r o w n 1“ r a i n i n g 8 e c t i o n s hi a v e I::* e e n 

si h o r t o f rn si n j:::* o w e r o r e x p e r t i s e . b u t s o rn e A u t hi o r i t i e s 

now have a regulation making one Department, usually 

t h e C h i e f E x e c u t i v e ' s , r e s p o n s i b I e f o r a 11 M a n si g e m e n t 

t r & i n :i. n g , a 11 h o u g h o n t h e w h o 1 e , E d u c a t i o n D e p a r t m e n t s 

still seem able to ignore this,

8 o rn e 8 o c i si 1 S e r v i c e s T r a i n :i. n g 0 f f i c e r s a r e n o w 

p r e v e n t e d f r o m , o r h a v e t o a s k p e r m i s s i o n t o r u n a n y 

f o r m o f 11 si n a g e rn e n t j:::« r o g r si rn rn e , W h e r e t hi i s h i a s

o c c u V' r e d , n o e v i d e n c e hi a s c o rn e 't o 1 i g hi 'fc fc hi a t t h e 

d i •::: h o "fc o rn y rn e n t i o n e d a b o v e h si s b e e n c o n s i d e r e d i n si n y 

profundity and the arrangements often seem to stern

f r o rn “fc h e p e r is o n a I :i. "fc :i. e s o r n e g o 13. a t i n g s k i 1 1 s o f C h i e f 

0 f f :i. c e r s c o n c e r n e d , M a n y © o c i a 1 S e r v i c e s D e p a r "fc rn e n "fc s 

run a Management programme alongside the centrally run 

c o u r s e s a n d c> f fc e n t h e r e :i. s a n o v e r f 1 o w w hi e n “fc h e

Central provision cannot cope with the numbers

presented for training by the Management intensive 

n a t u r e o f t h e 3 o c i si 1 8 e r v i c: e s D e p a r t rn e n t ,

•- 12



Of t-he responses to the questionnaire, 29 of the 35 

A u t h o r :i. 1:l e s u s e cl C e n t r a 11 y r u n c o u r s e s :i, n s in e f o r rn , 

Only 4 Social Services Departments met all their 

t r a i n i n g n e e cl s , 2 I A u t h o r i1 i e s s p e c i f i c a 11 y n a rn e d

the Chief Executive's Department, but the other 8 

named Departments such as Central Personnel, or 

Management Services, which is presumably the location 

o f C e n t r a 1 T r a i n i n g , I 2 A u t h o r i t .i. e s s p e c i f i c a 11 y

mentioned a combination of Departments -• (cl) on the 

q u e s t i o n n a i r e - a n d a 11 t hi e s e w e r e S o c i a 1 S e r  v i c e s 

D e p a r t m e n t s i o g e t h e r w i t h C e n t r a 1 I r a i n :i. n g ,

E x a m p 1 e s o f a 11 t h e p o i n t s rn e n t i o n e d h e r e a p p e a r i n

the case studies in the following Section,

2 , A r e M a n a g e m e n t T r a i n :i. n g C o u r s e s r u n b y ; -•

a ) I n t e r n a 1 t r a i n e r s

b ) 1 n t e r n a .1. / e x i e r n a 1

c ) External

Whilst the intention was that t. b) in the questionnaire 

w o u I d s hi o w e x i e r n a 1 t r a i n e r s w o r k i n g w i t h i n t h e 

D e p a r t rn e n t , t hi e r e i s t h e p o s s :i. b i 111 y t h a t r e s p o n d e e s 

to the questionnaire might have interpreted it as 

jointly run courses, and not as intended, 'outsiders' 

w o r k i n g i n s i d e t l"'i e D e p a r t rn e n t , p e r h a p B u n d e r c o n t r a c t , 

p a r t i c u 1 a r 1 y i f t hi e y w e r e n o t f a rn i .1. i a r w 11 hi t l"'i e



1 i feraxure using this term, e , g , Ottaway 1973) , 

lv! o s t A u t h o r i t i e s r u n a r a n g e o f c o u r s e s , a n d o f t e n r u n 

and staff them differently, Experience has shown

t hi a t t h i s i s f r e q u e n 11 y o n a c o u n t o f r e s o u r c e s a n d 

c; o n v e n i e n c e vs a t h e r t h at n p o 1 i c y , U n d o u b t e d 1 y ,

h o w e v e r , i t i s t r u e t h a t o u t s i d e r s C e x t e r n a Is) b r i n g 

w i th them a c r ed i b :i. 11 ty , howeve r based , and sic c ep t i ng 

t h e i r v i e w s i s e at s i e r t h a n t a k i n g t h e a d v i c e o f a 

c o 11 e a g u e , T hi i s i s p a r t i c u 1 a r J. y t r u e w h e n t h e

s i t u at t i o n .i. s hi i g h 1 y c o m p e t i t i v e , at s o f t e n o c u r s 

f o 11 o w i n g s t a t u t o r i 1 y e n f o r c e d o r g a n i s at 11 o n s a n d n o t 

i n f r e q u e n t m a j o r a n cJ m i n o r v o 1 u n t a r y r e o r g a n i s a t i o n s 

in order to art tempt to 'get it right' , It is not

sur p r i s :i. ng , ther ef o r e , tha t many s taf f suf f e r f r orn 

insecurity and cases of loss of power and status, 

i" hi e m a r k i n g o u t o f t e r r i t o r y a s s h o w n i n s t u d i e s o f

ami mail behaviour, still seems to be am important 

i n f o r m a 1 f u n c t i o n at m o n g s t 1h e hi u m at n at n i m a 1 s i n m at n y 

of these organisations, but whereas animals mark the 

g r o u n d , t hi e e m p 1 o y e e s w i 1 J. o f t e n m e t at p hi o r i c a 11 y 

urinate on each other! As at 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 be suicide to

t e a c h i t y o u r s e 1 f , B r i n g i n a n o u t s i d e r at n d i 1; t h e y

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

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

worked,

Of the respondents to the full questionnaire, only 10 

showed internal trainers for any of their courses, 

w h e r e at s 2 6 1 i s t e d i n t e r n a J. / e k t e r n a J. at n d 1 3 e x t e r n a 1 ,

I 6 o f t h o s e t i c k i n g C b ) s hi o w e cl t h i s c at t e g o r y o n 1 y 

whereas only one showed C c ) only, 2 showed (a)

alone and 5 ticked all three, (a), C h .> and (c ) ,

F:;' r o m t h is, i t i s c 1 e a r t h an t t h e r e i s a rn a r k e d

p r e f e r e n c e i o r b r i n g i n g t h e t u t o r s i n t o t hi e

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 

p o s i t i o n v i a a S o c i a 1 W o r k r o u t e , T h e y rri i g h t h ai v e

n o rn a n a g e rn e n t e x p e r i e n c e , o r e v e n i f t hi e y h a d , n o

hi a n a g e rn e n t t r at i n i n g , F u r t hi e r rn o r e , f e w S o c i a 1

Services trainers have a back up service and have to 

a c t a s a cl rn i n i s t r a t o r s , p 1 a n n e r s , o r g a n :i. s e r s , b u r s a r s 

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 

c o rn rn e n t s a s t o w h e t hi e r i t i s a c c e p t a b 1 e ,

- 131 -



3 , < j.) What is the length of the courses and the

n u iyi h e r o f s t u d e n t s i n v o 1 v e d . I f in o r e 'fc h a n o n e t y p e

o f c o u r s e p 1 e a s e .i. i s t s e p a r a t e 1 y , 8 h o w ; •-

( a ) T :i. 11 e

ib) Hours

t. c > 8 1 u d e n t s t o t a 1

(. d > 8 1 u d e n t s 8 o >::: :i. a 1 8 e r v i c e s ,

W h a t 1 e v e 1 o f s t a f f :i. s o n t h e c o u r s e ; -

( a ) A cl v e r t :i. s e d f o r

(!::< ) A c c e p t e d f o r

( :i. :i.> Over how many days are the courses spread?

Ciii } How are the days spread?

( ;i. v ) H o w rn u c h t :i. m e :i. s e x p e c t e d i n a d d i t i o n f o r 

reading and assignments? How much of this is

g r a n t e cl a.s 1 e a v e f r o m w o r k ?

(v ) A r e s t a f f r e p 1 a c e d ?

i v ) H o w f r e q u e n 11 y a r e t h e c o u r s e s r u n :

c. a ) Monthly

(b) 8 Monthly

Cc) Annua 1ly 

( d ) 0 v e r a n e y e a r ,

"11 his w s  a key ques11on in the w h 1 e pragramrne, since 

A u t h o r i t i e s h a v e t h e s a i n e s t a t u t o r y r e p o n s i fa i 1 :i. t i e s 

and provide broadly similar services, Although there

are some differences in the structure of the
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o r g a n i s a t i o n s , b r o a d J. y s i rn x1 a r p o s 1t :i. o n s a r e f o u n d 

a c r o s s a 11 A u t h o r i t i e s a n d , s i n c e a .11 t h e s e p o s i t :i. o n s 

are filled by people with similar backgrounds and 

experience and, in most cases, no previous Management 

t r a i n i n g , i t w o u 1 d b e r e a s o n a b 1 e t o e x p e c t a

s i m i 1 a r i t y o f p r o g r a rn rn e b e t w e e n t h e A u t h o r i t i e s ,

0 f t h e 3 5 A u t h o r i t j. e s a n s w e r i n g t h e q u e s t i o n n a i r e s i n 

f u 11 , I 2 3 c o u r s e t i 11 e s e rn e r g e cl, i n a d d .11 i o n t o t h e 

two Authorities who failed to name the courses but 

gave other particulars, One Authority offers 8

v a r i a t i o n s a n d 2 A u t h o r i t i e s 7, w i t h a n a v e r a g e f i g u r e 

o f 3 o r 4 c o u r s e s p e r A u t h o r i t y , 9 2 o f t h e c o u r s e

t i t 1 e s s h o w n w e r e t <:::« t a J. 1 y d i f f e r e n t .

Whilst the question asked for hours, some gave days, 

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

the figure given by most Authorities, Excluding

secondment to National courses, the time ranges from 4

hours to 175 hours, There is no correlation of

hours, even between courses bearing the same titles, 

T h e q u e s t i o n r e g a r d i n g t e a c h i n g h o u r s w a s i n t e n d e d t o 

s h w t h e t i rn e a c t u a 11 v re p e n t w :i. t hi t h e c o u r s e g r o u p i n 

a f o r rn a I s e 11 i n g a n d n o t rn e r e .1. y t h e d i ci a c t j. c i n p u t , 

T h e a n s w e r s a n cl e n q u i r i e s i n cl :i. c a t e t h a t i t h a s b e e n



answered as such, The hours shown for the courses

are as follows;--

N o ,of Courses Hours N o ,of Courses Hours

1 4 3 6

5 7 1 8

4 1 2 1 1 1 4

1 1 5 I 1 6

6 I 0 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 1 OS 1 1 1 3

'? 1 26 2 1 40

1 175

E  ••••• w -j. i :i. n  g  t h  :i. s i n  t e  r m s  o  f 

c o u r s e s  w i t h i n  10 h o u r s  o f  e a c h  o t h e r  i n  d u r a t i o n ,  

then ;—



10 under i O

23 10   19

'( S 20   29

0 40 '••• 49

j\| j SO   5'3

1 SO -• 69

3 70 79

2 90 - 99 |
7]

! i 00 '109 \
•I

1 i I 0 -• I 19 |
2]

I ]x"J
M i 1 130 - 139 :|

2 i 40 - 149

1 I 70 I 79 1J..“j
From this, i 1; is shown that on.I.y 23 of the courses are t-*j

over 40 hours in duration and that 71 are under 40

hours, 7

■J
Both the size of the course and the ratio of Social o|4 

—ffyfBervices sta r f to ox-hsr students was asked ro cjet '|gj

some idea of the style of instruction and the emphasis |fj
.4

on the particular problems of the Bocial Bervices 

Manager, Of the internal courses already mentioned,

S'l are run for Social her vices staff only, I he

c o u r s e s a r e w e 11 s p r e a d w i t hi m o st A u t h o r i t i e s o f f e r i n ci
S



a r a n g e o f c o u r s e s , s o m e f o r S o c i a j. S e r v :i. c e s n 1 y a n d 

some for mixed staff, Four of the Authorities that 

r e s p o n d e d f a i 3. e d t o g i v e s p e >:: i f i c a n s w e r s t o t h i s 

q u e s t i o n a n d a f u r t h e r 6 o n 1 y s e c. o n d p e o p J. e t o 

centrally run courses, Many of the Social Services 

Management courses are run for the Department by 

Central staff (see Question I) but., as will be seen in

t h e n e x t S e c t i o n , i t a p p e a r s f r o m t h e c a s e s t u d i e s

that this is usually as a result of a single resource 

b e i n g u n a b 1 e t o m e e t t h e n e e d s o f s u c h a 1 a r g e n u m b e r 

of Managers rather than the result of overt policy, 

T h i s d o e s n o t , o f c o u r s e , r u 3. e o u t t h e p o 1 i t i c s w i t h i n 

t h e o r g a n i s a t i o n a s m e n t i o n e d e a r 11 e r ,

W i t h r e q a r d t o t h e p a r t o f t h e q u e s t i o n a s r e g a r d s t h e 

level of staff on these courses, (a> advertised for 

and (In) accepted, APT & C Staff salary scale spinal

points were requested, This brought a surprising

range of replies, It was intended to show how far

c o i-i r s e s m i x e cl M a n a g e r s w r  k i n g a t *:;! i f f e r e n t 1 e v e 1 s o f 

responsibility, Was there a total separation or was 

i t p o s s i b 1 e f o r s e n i o r a n d s u b o r d i n a t e m a n a g e r s t >:::i 

s h a r e t h e s a m e c o u r s e s ? A 1 s o , b y a s k i n g ( b ) , i 1; w a s 

hoped to see if courses were filled up it they did not

a 11 r a c t t h e t a r g e t g r o u p ,



The results were so varied, with the answers given in 

such a variety oi ways as to make them unciassif iable, 

a n c o J. 1 a t :i. o n o n 1 y p o i n t s t o g e n e r a j. 1:- r e n d s , 0 n J. y 4

A u t h o r i 11 e s a n s w e r e d t h e q u e s t i o n a s a s k e d, a f u r t h e r 

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

points on the scale, i.e. APS, SO (I), PO 1 1 > etc., 

although, in the latter case, this could foe any 

consecutive five from an eight point range. Examples

0 f o t h e r a n s w e r s t h a t w e r e q i v  e n a r e ; — S a 1 a r i e d f i r s t

1 i n e / m i d d 1 e m a n a g e r s a 11 s t a f f i n M a n a g e r i a I 4

o s :L t i o n s -• a 11 1 e v e 1 s n o m 1 n a t i o n s r e q u e s t e d f r o m i

D e p a r t m e n t s a n cl 1 e v e I s v a r y c o n s i e r a fo 1 y - e x p e r i e n c e d 

staff as advertised and any level of Management 

pos i t i o n .

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 s m s ,  This

c o u 1 d i n cl i c a t e a 1 f 1 o a t a n cl h o p e 1 p r a c t i c e i n t h e 

p 1 arming ,

3T w o A u t hi ci r i t :i. e s f a i 1 e d t o g i v e a n y a n s w e r t o t h i s

question,

1
I
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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 3 C i > designed as a big push or a slow drip?

Again, excluding secondments to external award-bearing 

c: o u r s e s , t h e I e n g t h o f t h e c o u r s e s s h o w n v a r i e d f r o m 

half a day to 26 days spread over IS months, One

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

were also shown, All other programmes were of 12

d a y s o r 1 e s s , T h e 1 o n g e r p r g r a m m e s a r e o n 1 y b e i n g 

used by 3 Authorities and all spread over several

months, The shorter courses tend to foe in blocks

a 11 h o u g h a s t h e s t u d i e s i n t h e n e x t S e c t i o n w i 11

show, some are modular or cumulative, so that the

t o t a J. t i m e s p e n t o n M a n a g e m e n t t r a i n i n g f o r a n 

individual employee might reach that of the longer 

c o u r s e s , 0 f t h e c o u r s e s s h o w n : -

1

%

N o , o f C o u r s e s 

3

::>ay< 

I 0

Over how long 

I week plus sets 

4 day block plus 

3 day block 

fo 1 oc k

jf i H. 1 . . . .    „ v . .— —  ——i-—  -    ■ - • -     •   -• ' * , I- i



No , of Courses Days Over how long

1 IS 3 x 3 days plus

I x 10 days 

0 2 b X oc k

22 S block

4 2 block

"I .4 2 x 2 days

5 1 1 day

9 3 b 1oc k

2 10 b 1 oc k

S 10 2 x S days

S I I - S days total us Li a 11 y

j 6 4 2 days

2 12 14 2/3 day blocks

2 2b Mi day per week

] 12 2 x S days +

4. x it day

2 3 2 + i day

i 20 4 x S days

plus proaects 

I 6 i day + 3 days

2 days

I 6 it day monthly

j 12 i day per month

1 18 I day per 2 weeks

I I 2 / 3 cia y b 1 o c k s

i I S i week blocks



N o , of Courses Days Over how long

2 it d a y p r o .j e c t s 

4 2 2 weeks

2 3 I day x 3

j 3/S 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- I

1 2 / 5 W e e k 1 y i n b 1 o c k s

1 7 it S + 2 it

1 St b 1 oc: k s

I 2S 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 blocks 

(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

r e s 1 1 a s c a n b e s e e n . v a r y s o w i d e J. y t h a t c o n v e n i e n c e 

i s t h e m o s t 1 i k e 1 y e x p 1 a n a t i o n , a g a i n i n d i c a t e cl b y t i~i e 

,i. a t e r r e p o r t s ,



<; iv) was a question relating to additional time

expected for reading and assignments and how much of 

this time was granted as leave from work, Only IS of 

t h e c o u r s e s s h o w n w e r e s a i d t o r e q u i r e n o r e a d i n g o r 

a s s i g n m e n t s a w a y f r o m 1h e c o u r s e , b u t s i n c e 9 o f 

these had blocks of consecutive days and the case 

studies indicate that the courses are often

' r e s i cl e n t i a 1 ' , i t s e e m s 1 i k e 1 y t h a t t h e w o r k s e t

exceeds the stated hours, These courses were only

presented by 8 of the Authorities returning the

q u e s t i o n n a i r e s a n d o n e o f t h e s e s e t s w o r k f o r 1: h e

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 

f i r s t at 1 w a y s d i f f i c u 11 t o q u a n t i f y a n d , s e c o n d , a 

be 1 ow the 1 i ne sub j ec t to avo i d cl i f f i c u 11 i es i n 

c o m m i t m e n t , r e s o u r c e s a n d U n i o n n e g o t i a t o n s .

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 

t h e s c at 1 e , 4 h o u r s pi .1. u s e v e n i n g s p e r w e e k , I h e

vague to very vague include ;•■••• found 'within job

t i m e , f o u n d w i t h i n j o b t i m e o r hi o m e w o r k , f e w h o u r s pi e r 

month, reading expected, varies from nil to guided 

w o r k , s e v e r a 1 w e e k s , s e v e r a 1 h o u r s , w o r k r e 1 at t e d

projects at re regarded as being part of job and not
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h o ri i e w o r k , v a r i e s b e t w e e n s t u d e n t s , s e .L f d e v e X o p m e n t i n 

spars time, With regard to leave, only 9 of the 'i
A u t h o v' i t i e s g :i. v e a n y t h i n g :i. n a d d i 11 o n f o r c o u r s e s ,

The answers again vary from the specific to the
iimpossible to quantify, These were: - All of it -•

mostly - carried out at work - expected to be carried H|out at work - work related study related j
n e g otiab1e . T h e majo r ity o f Authori ti es give no y

V
extra leave, even where additional course work is 

expec ted,

(. v > T h i s q u e s t i o n r e 1 a t e d t o t hi e r e p 1 a c e m e n t o f

s t a f f i n t h e i r p 1 a c e o f w o r k w h i 1 s t a 11 e n d i n g

Management courses and was easily answered as the 

r e s u 11 s w e r e a .L m o s t u n a n i m o u s , 1 n m o s t A u t h o r i ties,

there is a practice of replacing staff on

professionatl Social Work courses, This is done by

recruiting additional staff, making up or closing 

r a n k s a n d s li p p o r t i n g r e s u J. t ai n t o v e r t i rn e , 11 i s t r u e

that most of the Management courses are far shorter , 

b u t i n p r a c t i c e , 11 s hi o u I d b e n o t e d h o w r e a 1 t h e n e e d

b  e ■::: o m e s f o r a d d i t i o n a J. 1 e a v e . W h e n a s k e d t hi e q u e s t i o n 
a b o u t r e p 1 a c e m e n t s t a f f , a 11 A u t hi o r i t3. e s a n s w e r e d
’N o ’, although one Authority went on to say that

some key residential staff were replaced, and another 

r e pi 1 a c e s f o r 1h e C S S S p e c i a J. U n 11 o p t i o n i n
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Management, but this is really in the Social Work 

p r o f e s s i o n a 1 t r a i n i n g b a s k e t ,

(v :i. ') This question, 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 be 

meeting the needs of but a small percentage of these 

staff, although the majority needs might of course, 

be met in some other w a y . Responses were as

f ol lows :

F r e q u e n c y i n m o n t h s N u m b e r o f c o u r s e s

4 4

6 34

I 2 SO

One additional answer was a programme of short courses 

spread over a 3 year period,



4 , P 3. e a s e 1 i s t a n y ii a n a g e m e n t d m v e I o p m e n t a c t1 v i t i e s 

o t h e r t h £'. n i" r a i n .1 n g C o u r s e s ; --

P lac e merits

5 p e c i a 1 P r o j e t s 

F o r m a 1 C o o a c h i n g

0 i h e r C p 1 e a s e s p e c i f y )

21 o f t h e A u t h o r i t i e s r e s p o n d e d t o t h i s q u e a t i o n :i n 

a o m e w a y a 11 h o u g h , i n at d d i t i o n , o n e w r o t e 1 d o n o t 

u n d e r s t a n d q u e s t i o n ' ,

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 

c a r e e r d e v e 1 o p rn e n t p r o g r at m m e a n d at n o t h e r s e c o n d m e n t s 

to other posts (occasional), A further Authority

s a i d t h e m a 11 e r w a s u n d e r c o n s i d e r a t i o n ,

It is regrettable, although not surprising, that this

valuable learning tool is not more widely used, but

placements are often difficult to find and arrange 

and the lack of replacement staff must be borne in 

mind, More use is made of this effective learning 

e x p e r i e n c e i n i n d u s t r i a 1 ai n d c o m m e r c :i. a 1 s e 11 :i. n q s , 

Two further Authorities ticked the question, but gave 

no details, and one wrote 'nil',
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Under 'special projects', four Authorities related 

t h e s e t o p a r t i c u 3. a r c o u r s e s , 0 f t l"i e s e , o n e

specified secondment to project work, one to CSS, one 

to mental health and one to general management 

development, Of the less specific replies, one

s tated stud i es f or P o 1y techni c o r Uni ver si ty cour ses, 

a n d o n e i o R e g i o n a*. 1 w o r k s h o p s , 1 n t e r e s t i n g 1 y ,

another Authority showed the special projects as the 

result of a previous Senior Management programme, 

w h e r e t h e t e a m s t i 11 o f t e n m e e t s t o d e v e I o p n e w 

elements and relate these to specific tasks, Three 

other Authorities ticked the question, but did not 

elucidate, Mine Authorities responded to the

' f o r m a 1 c o a c h i n g 1 q u e s t i o n , a 11 h o u g h t h r e e o f t h e s e 

only by a tick and one 'yes' . Of the rest, one

r e 3. a t e d t h i s t o t l"*i e c o u r s e a 1 r e a d y s p e c i f i e d u n d e r 

the previous two headings, another answered 

'supervision', another 'at times' and one with 

'action staff development courses', The last

A u t h o r i t y c o u p 3. e d i t w i t h t h e f o 11 o w i n g q u e s t i o n , 

cl e v e 1 o p i n g t h e a n s w e r t h u s , 11 e a m b u :i. 1 d :i. n g a c t i v i t i e s

— identify groups or teams and exhibited problems are 

looked at in detail and varying pressures are 

examined with the group (Social Services Department 

only)', This is an Authority using Central Traini ng 

and it would appear offers an orientation to 

particular aspects of social work. Under the



h 1.3 a d i n g ' o t h e r 1 , t w e 1 v e A u t h o r i t i e s r e s p o n d e d t o 

this question, five of which had not responded to any 

other aspects of the question,

1" h e a n s w e r s w hi i c h s hi o w n o c o m m o n d e n o rn i n a t o r w e r e ; — 

Time for work in teams is encouraged,

E x t e r n a I c o u r s e s ,

R e c e n t a p p o i n t rn e n t o f ii a n a g e m e n t s k i 11 s t r a i n e r t o a

S o c i a 1 S e r v i c. e s D e p a r t m e n t ,

Act i on 1earni ng sets,

R e g u 1 a r 1 o n t hi e j o b ' s u p e r v i s i o n , hi a n a g e r / li a n a g e r ,

CSS development involving Line Manager in assessment

0 f s t u d e n t / s t a f f ,

A f e w s e n i o r s t a f f a r e s u p p o r t i n g t h e D i. p J. o m a i n 

M a n a g e m e n t S t u d i e s (. 2 ) a n d C e r t i f i c a t e i n M a n a g e m e n t 

Studies 13) ,

M a n g e m e n t c o n s u 11 a n c y a s a g r e e cl w i t h L i n e li a n a g e r s - 

s u c c e s s f u 1 vi e w i n t a k e .

ii o n t h 1 y li a n a g e rn e n t f o r u m s 1 t e a c h - i n s ' f o r ii a n «i g e r s ,

C u r r e n 11 y b e i n g c o n s i d e r e d i n 1 i n e w i t h C e n t r a 1 

Council for Education and Training in Social Work

1 n i t i a t i v e , A 1 s o d e v e 1 o p rn e n t o f T e a rn D e v e 1 o p rn e n t

Manual, Management development strategy now

b e g i n n i n g , S o rn e p r e v i o u s w o r k d o n e b  u t n o t v e r y

productive, Very little Management support in

P r a c t- i c e , e x c e p t i n >::< n e o r t w o a r e a s , A c t i o n

L e a r n :i, n g S e t s j o b s w a p s p r o j e c t w o r k ,



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 y

programme. That is that the 'on the job j

supervision* is related to course supervision which y

t a I-:*, e s i n t o a c c o u n t r e s o u r c e s a n cl c o n s t r a i n t s a n d u s e s y

to maximum effect other means of learning besides 4

course attendance, It is again, on the whole, a |

hotch potch of ideas to embroider courses and there

is no evidence to suggest that most have any clear 4
y

purpose other than 'we need something, and this seems 

a good idea',

5, In your organisation are Management Training

c o u r s e s s e e n a s ; •••••

i ) 1 m p o r t a n t t o p r o m o t i o n

2) As a priority for staff

3 !> 0 f h i g I"1 s t a t u s

4) Relevant to job,

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

'not very' to 'very',



A i b o , r 0 s p o n d e e s w e r e a is k e d t o c o rn m e n t :l f a n y 

particular staff groups were known to feel 

differently,

In considering the responses, it must be remembered 

t h a t t h e q u e s t i o n n a i r e w a s d i r e c t e d a t t hi e p e r s o n 

responsible for training and that, necessarily, it is 

their perception of others perceptions, Only 2

Authorities, however, responded with a 5 to each 

question, A1together;-

Question I scored : 6 x I , 6 x 2, 4 x 3, I 1 x 4, 3

x 6 ,

Question 2 scored : 3 x I, 3 x 2, 3 x 3, 8 x 4, 7 x

8 ,

Question 3 scored : 0 x I, 7 x 2. 3 x 3, 8 x 4, 7 x

S .

Question 4 scored : 0 x I, 2 x 2, 8 x 3, 12 x 4, TO

x 5 ,

0 n 1 y I 8 o f t h e r e s p o n d e e s m a d e c o rn rn e n t s i n r e J. a t i o n 

t o t h e q u e s t i o n a n cJ t h e s e a r e 1 i s t e cl e 1 o w ; -■

1 , Course i has. been mandatory; not every course



member has been a willing participant. Score sheet 

2., 4, 3, 4,

2 , M o t i v i t at t i n g s t a f f t o li a n a g e rn e n t t r a i n i n g 1 s

cl i f f i c u 11 , p a r t i c u 1 a r 1 y 1 f t h e y hi a v e n o at i n b i t i o n ,

:i. , e . rn o s t li a n a g e r s i n a r u r a 1 c o u n t y . S c o r e

sheet 5, 5, S., S,

3 , T r at i n i n g S e c t i o n / S e n i o r li a n a g e r s p e r s p e c t i v e . 

T r at :i. n i n g hi at s p r o b 1 e rn s i n li at n a g e r s , e s p e c i a 11 y

t e a i n 1 e a cl e r s / ' o f f :i. c e r s - i n—c h at r g e * , i n c o rn rn i i t i n g 

themselves for training, Some training is made

mandatory, Score sheet - 4. 5, 4, 5,

4 , T h i s w o u 1 d r e f 1 e c t rn i x e d r e s p o n s e at n d c o rn rn i t rn e n t 

in all groups, Score sheet 4, 4, 3, 3/4,

5 , F i r s t L i n e li a n a g e r s s e e t h e c o u r s e s at s o f h i g h

s t- a t u s 1S > r e 1 e v at n c e t o j o b (5 > , li o s t S e n i o r s t a f f 

see it as less relevant etc, Score sheet — 4, S, 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 •••■• 4, - 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 

r e 1 e v a n t t o j o b , i f d o n e a s p r o c e s s rn a n a g i n g , 

Hospital Social Work Departments place high status on 

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

8, Some members of each Management team believe

t h a t rn a n a g e rn e n t t r a i n i n g i s i rn p o r t a n t t o p r o rn o t i o n , 

particularly in the Area Managers and Principal 

S o c i a 1 W o r k e r s ( T e a rn L e a d e r s ) , S c o r e s h e e t - 3 , 1 ,

2, 3.

As an attempt to assess attitudes, the results of 

this' question are confusing,Besides the respondees to 

t h e q u e s t i o n n a i r e , rn o s t S o c i a .1. 8 e r v i c e s D e p a r t rn e n t s

h a v e s o rn e M a n a g e rn e n t t r a i n :i n g t a k i n g p 1 a c e a n d i t i s , 

therefore, reasonable to assume that it has some 

i. rn p o r t a n c e , p a r t i c u 1 a r 1 y w h e n r e s o u r c e s a r e s c a r c e a s 

at the moment, and the emphasis is on professional 

c o u r s e s t o i rn p r o v e c 1 .i e n t c a r e ,

To question ‘Important to promotion' , just over half 

t h e r e s p o n d e e s r a t e cl 3 o r b e 1 o w i n d i c a t i n g t l"i a t :i. t i s 

n o t a v a 1 u e d a s s e t- w h e n s t a f f a r e b e i n g a s s e s s e d f o r 

senior posts, 'A priority for staff1 only rates

s .1 i g i"'i 11 y hi i g h e r ,

— j so~
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'Of high status' scores slightly higher again :i n as 

much as there were no ‘I‘s. However, again, just over 

half scored 2 or 3, 'Relevant to job" stored much

h e 11 e r c o n f i r rn i n g a rn o t :i. v a t i o n f o r t h e T r a i n i n g 

Officers in running these courses - over two thirds 

scored 4 or 5,

T h e r e a p p e a r s , t h e n t o b e a s :i. t u a t i o n w i"'i e r e t h e 

courses are seen as relevant and receive at least 

some scarce resourc.es. They are not, however, seen 

a s b e i n g i rn p o r t a n t f o r p r o rn o t i o n , a p r i o r i t y , o r o f 

particularly high status by Managers appointing more 

j u n i o r rn a n a g e r s , S t r a n g e i n d e e d !

6, In your opinion, to what extent is attendance of 

c o u r s e s a f f e c t e d b y ; -- 

a > geography

b) time off

c ) o rn pi e t i t i o n f o r p 1 a c e s

T h e a n s w e r s t o t h i s q u e s t i o n w e r e a g a :i. n s c o r e d f r o rn 

v e r y rn u c h t o v e r y 1 i 111 e a g a :i. n s t a s c a .1. e i t o 5 ,
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0 p :i. n i o n s w e r e s o  u  cj h t s i n c e a c c u r a t e rn e a s u r e rn e n t o f 

reasons is impossible ~ there are always adequate 

excuses, However, a) and b ) can to some extent be 

o v e r c o m e i f m o t i v a t :i. o n i s h :i. g h ,

0 f t h e a n s w e r s s t u d i e d , o n 1 y 4 A u t In o r i t i e s t h o u  g h t 
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 c , 5 scored at 5, S at 4, 8 at 3, 4

at 2, 6 at I . The overall picture emerging shows that

on 1 y 6 Author i t i es f e 11 geog r aphy to be an i mpor tant 

factor scoring 3 or less, 12 scored 'time off' at

the same level and 18 felt competition to be

s i g n i f :i. c a n t , T h i s c o u 1 d c e r t a i n 1 y p o 1 n t t o s t a f f

being well motivated or,at least, anxious to attend, 

b u t t h e p r o g r a m rn es b e i n g u n d e r ~ r e s o u r c e d , I" h i s

suggestion is further explored in the next question,

7 0 o e x i s t i n g r e s o u r c e s a 1. J. o w y o u t o p r o v i d e

s u f f :i. c i e n t rn a n a g e rn e n t t r at :i. n i n g o p p o r t u n i t i e s ?

YES/NO If no, please indicate area and extent of 

shortfa11



I n a n s w e r t o t h i s , 2 6 a n s w e r e d N o . 0 n 1 y s e v a n

answered Yes, and one of these qualified the answer- as

'in mental handicap field', Of the 'No' answers, 22 

g a v e t h e f o 11 o w i n g c 1 a r i f i c a t i o n s ; •••••

i ) li a n y r e s .i d e n t- i a 1 li a n a g e r s , ( o v e r 200 ) w h o w i 11

have to wait,

2) Courses (numbers then followed) need to be more

f r e q u e n t a n d c a t e r i n g f o r m o r e ci f o u r s t a f f ,

3 ) T i m e , m o n e v a n d r e 1 i e f s t a f f i n g ,

4 ) Tr hi i n i ng 0 f f :i. c er 1 s t i me , I f mor e ava i 1 ab 1 e ,

t hi e r e w o u I d b e a r e s u 11 i n g s h o r t f a 11 :i. n f i n a n c e ,

5 ) ID e p a r t m e n t i s 1 o o k i n g t o 1 o c a 1 i s e i t s a r e a t e a rn s 

a n d s e r v i c e s , P r e s e n t r e s o u r c e s h a v e n o t a 11 o w e d f o r 

t l"i i s d e v e 1 o p rn e n t   s h o r t f a 11 a p p r o x i rn a t e 1 y £ i 0, 000 ,

6 > 01 h e r M . D o p p o r t u n i t i e s n o t s e e n a s i rn p o r t a n t ,

7) Money and staff

8) Could do with more resources of time and money,

9 > ii o f i r- s t 1 i n e t r a i n i n g o n a n y s y s t e rn a t i c la a s i s -

no importing of specific management skills, No

p r e p a r a t i o n f o r c o r p o r a t e r o 1 e ,

10) Access to CMS fails short of demand,

I I ) No external day release for DliS etc ,

i 2 ) N e e d rn o r e p r o j e c t / p r a c t i c e r e 1 a t e d t a s k s f o r

rn i d d 1 e rn a n a g e rn e n t c o u r s e ,

I 3 ) R e s i d e n t i a J. s t a f f s t i 11 i n v o 1 v e d i n b a s i c t r a i n :i. n g

and resources contentrated on this, Time and money,

I 4 > N o t e n o u g l"'i c o rn rn i t rn e n t t o i n t e g r a t e d a p p r o a c h ,



15) Numbers of staff who wish to attend courses are so 

g r e a t t h a t 1 f o 1.1. o w u p ' c o u r s e s a r e :i. n h i b i t e d b y s t a f f 

a n d t i rn e a v a i 1 a b 1 e ( t r a :i. n i n g s t a f f s t :i. I i g i v i n g s t a f f 

t hi e :i. r f i r s t t a s t e c o u r s e ) ,

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

could do *with more explicit backing by Senior

Management to regard this as a priority,

I 7 > S u c c e s s i o n t r a i n i n g , e , g , s o c i a 1 w o r k e r s , D e p u t y

Managers., 20 plus,

1 8 > C u r r e n 11 y a s s e s s i n g ,

1 9 ! > T hi e w h o 1 e s p e c t r u rn o f M a n a g e rn e n t t r a i n i n g . 0 n I y

2 5 % o f a 11 M a n a g e r s h a v e a n y rn ei n a g e rn e n t t r a i n i n g ,

2 0 > T h e rn a ;i o r i t y o f p e o p 1 e :i n rn a n a g e rn e n t hi a v e b e e n

0 f f e r e d n o f o vi rn o f rn a n a g e rn e n t t r a i n i n g ,

2 1 ) A d v a n c e d / d e g r e e J. e v e 1 ,

8) Is the training programme aimed at a) Improvement

1 n t hi e e x i s t i n g j o b t») c o n t r i b u t i n g t o e f f e c t i v e n e s s 

i n c hi a n g i n g r o 1 e a t t h e s a rn e 1 e v e 1 c > p r e p a r a t i o n f o r 

promotion, d) other (please specify) The course

numbers were also requested, so the information could 

be correlated with other questions as to meeting need,

9 8 c o u r s e s w e r e s e c i f i e d b y t h e 3 I A u t h o r i t i e s i n 

response to this question, and, of these, 85 were 

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



h >.. o n 1 y 'I 1 o f t h e s e w e r e n o t a J. s o s hi o w n u n d e r

category a). The 22 category c>, only included 6 as 

being for this purpose alone and this was only from 4 

Author i t ies,

Of the remaining category c), 12 were also said to

cater for categories a) and b ) , Three were listed

as appropriate to a) and c>, arid 1 to b) and c>, 

0 n 1 y S A u t h o r i t i e s r e s p o n d e d t o c a t e g o r y d ) a n d e a c h

0 f t h e s e o n 1 y 1 i s t e d I c a i e g o r y o r o t h e r ,

T h e r e s p o n s e s w e r e ;

'personal development', 'responding to staff',

1 d e m a n d s f o r o p p o r t u n i t y 1 , ' i n t e g r a t i o n o f rn a n a g e rn e n t

s t y 1 e a n d a i rn s ' , ' i n c r e a s e i n D e p a r t rn e n t a n d w h o 1 e

o r g a n i s a t i o n 1 .. ' c 1 i rn a t e f o r b e t t e r • w o r k i n g

r e 1 a t i o n s hi i p s', 1 ci e a 1 i n g w i t h c h a n g e ' .

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 

r e rn a i n i n g A u t h o r i t i e s w h i 1 s t s h o w n a s a p p 1 y i n g t o a 11 

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



P e v' h a p s t h e c o rn p a r a t :i. v e 1 a c k o f a c t i v i t y i n t h 65 

1 preparation for promotion1, is a result of the 

N a t i o n a 1 p o 1 i c y o f a 11 j o b s b e :i. n g o p £5 n t o 1 o u t s :i. d e 

c o m p e t i t i o n 1 e x c e p t i n c a s e s o f r e d u n d a n c y , T h e

p o I i c y w o u 1 d a 1 s o h a v e i n f I u e n c e d t h e c o m p a r a t i v e 

weighting towards 'improvement in existing jobs', 

since Managers would appear to have to be appointed 

b e f q r e t h e y a r e t r a i n e d , D e p a r t m e n t a 1 r 65 o r g a n i s a t i o n 

has become part of the pattern of life in Social 

Services Departments and yet there is little evidence 

of this being reflected in training programmes, 

P e r j-, a p s 11~, i B i s w |", y t h e r e i s s u c h f r 65 q u 65 n t c h a n g e ,

9) Are the courses award bearing a) some b> all

c ) none if the answer is a) or b>, are the awards; - 

C e r t i f i«::: a t e , D i p 1 m a , L) e g r e e a n cl i s t h e A w a r cl i n g B o d y 

a L o c a 1 A u t h o r i t y o r a l J n i v e r s i t y / C o 11 & g 65 ?

Of the responses, 18 listed 'none' and no 'ail' 

r e s p o n s e s w e r e g i v e n , F i f t e e n r e s p o n cl e d w i t h ' s o m e ' .

Of these, only two listed Local Authority, i,e, 

65 m p 1 o y e r c e r t i f i c a t i o n a n d , o f t i i e r e s fc , t h e r e i a  

m i x t u r <e: o  f C e r t i f i c a t e s , D i p 1 o rn a s <:k n cl H i g h e r 0 e g r e e s , 

0 n 1 y f i v e o f t h e A u t h o r i t i e s s h o w e d H i g h e r D e g r e e 

secondments and this is for very few staff,
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T h e c e r t :i f i c a t e a a r e s h o w n a s C li S o r B E C o r a n y L. A o r 

any D S S . Some also include a Management option under 

t h e i r C e r t i f i c a t e i n S o c i a 1 S e r v i c e s c h e m e , a 11 h o u g h 

level, quality and quantity vary widely, as it is not 

a 'standard option1 , Diplomas are principally DliS

although access and applicability are sometimes 

d i f f i c u 11 f ac to r s ,

It is somewhat surprising to see the paucity in the 

use of the Award bearing course, It undoubtedly

provides a motivating factor for many staff and adds 

to personal CVs when promotion is being sought, It 

i s t r u e t h a t t h e y w o u J. d , t o a 1 a r g e e x t e n t , f ail t o

0 b v i a t e i d i o s y n c r a t :i. c c u r r i c u 3. u m p 1 a n n i n g o r c o n t r o 1 

length of training, but they would lead to an expected 

level of knowledge and at least contribute to a 

g r e a t e r s t a n d a r cl i s a t i o n ,

1 0 ') , M o w a r e c o u r s e s m a n a g e cl ? 3! f a C o rn m :i. 11 e e , g i v e

membership by job title, If more than one system,

p 1 e a s e d e s c r i b e a 11 m o d e 1 s ,

T h j. s q u e s t :i. o n h o p e d t o c 1 a r i f y s o rn e o f

e m p 1 o y e r / c o 11 e g e a 11 e rn p t s a t 1 p a r t n e r s hi i p 1 i n 

m a n a g e m e n t t r a i n i n g , W i t h i n D e p a r t m e n t s , i t w a s a 1 s o



* v.'' #I

:i. n t0 n d e d t o g :i. v 0 s o n 1 e i n c:( :i. c a t :i. o n a s 't o w h e r 0 i h 0 

'power lay' to change curricula to meet changing

p e r c e i v e d n e e d s a n d i n c o n j u n e t i o n w i t h Q u e s 1 1 o n s i 

and 2 to see how and whether the courses were res

ponding to a Departmental Senior Management corporate 

v i ew ,

0 f t h e A u t h o r i t i e s r e s p o n d i n g t o t h e q l i  e s t i o n n a i r e , i t

1 s r e g r e 11 a b 1 e a n d m a y b e s i g n i f i c a n t t h a t S f ailed 

to answer the ques t i o n , one w r ote 'no t app1i c able' 

and another ‘don't understand the question', Of the 

rn o r e p o s i t :i. v e a n s w e r s , m a n y D e p a r t m e n t s hi a< v e d i f f e r e n t 

s y s t e m s o f c o u r s e m a n a g e rn e n t f o r d i f f e r e n t 

•::: o u r s e s o n t h e i r p r o g r a m m e s ,

"!"ak i ng the t o t at 1 o f d i f f e r en t r esponses r at -fchie r t han

separating Departments, there is no common or even 

frequently used pattern apart from those Departments 

looking to the Certificaite in Social Service 

Managernent opt ion as providing a signi f ic ant

rn a n a g e rn e n t i n p li t t o t h e i r p r o g r a rn rn e s , w h e r e t hi e

Centrail Council for Education and Training in Social 

W o r k h a s s t i p u 1 a>. t e d a J o :i. n t M a n at g e rn e n t C o rn rn J. 11 e e 

s t r u c t u r e f o r e a c h s c hi e rn e ,

The single, most frequently stated management vehicle fc
I

i s t h e L. o c a 1 A u t h o r 11; y * C e n t r a 1 F’ e r s o n n e 1 ‘ o r ■
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v a r i a t i o n o f t h i s t h e m e , s u c h a s ' P a r s o n a J. S e r v i c e 

D i v i s :L o n ! , ' C e vi t r a I "I" r a :i. n i n g 0 f f i c e r 1 o r 1 ivl a n p o w e r

S e r v i c e s 0 i v i s i o n ' , T h i. s w a s b h o w n a s s o 1 e ii a n a g a r 

in 19 cases,

Social Services training staff, either individually or 

as a Group., were said to manage 15 courses 'on their 

own' ,

1 n o t h e r c a s e s , t h e P r i n c i p a 1 I" r a i n i n g 0 f f i c e r o r 

nominated member of a section joins a variety of 

different groups. Examples given are;--

1> Training Officer in Senior Management Group

2 > I n t e r n a 1 T r a i n e r , C o u r s e T u t o r , C o n s u 11 a n t ,

0 p e r a t i o n a 1 li a n a g e r ,

3) Director, Principal Training Officer. External

T ra i ne r

4) D e p u t y D i r e c t o r , T r a i n i n g 0 f f i c e r a n d C o 11 e g e 

Leeturer

5 ) T r a i n i ng 0 f f i c e r . A r ea 0 f f i c e r . P r i nc pa 1 0 f f i c e r , 

Team Leader.

6) Training Section and Director of Social Services

7 > "I " r a i n i n g 0 f f i c e r , C o 11 e g e .. C o u n t y P e r s o n n e I ,

f;;’ e p . o f S o c i a 1 S e r v i c e s

8 } P e r s o n a 1 8 e r v i c e s D i v i s i o n , i" r a i n i n g 0 f f i c e r ,

A s s i s t a n t D i r e c t o r ,

9 ) R a c e U n i t a n d S o •::: i a 1 8 e r v i c e s T r a i n e r s



1 0 > A s s :i. s t a n t D :i. r e c t o r a n d F;' r :i. n c i p at 1 T r a:t :L n i n g 0 f f :i. c e r 

I|) Principal Training Officer and a 'Freelance'

t r a-i i ne r

i 2 > A s b i s t a n x D :i. r e c t o r , A r e a 0 f f i c e r , S e n :i. o r 

A cl in i n i s t r a t i on 0 f f i c e r P r i nc i pa 3. I r a i n i ng 0 f f i c e r , 

C e n t r a 1 S e n i o r I r a i n i n g Q f i i c e r ,

01 hi e V' a n s w e r s t o t h i s q u e s t :i. o vi i n c 1 u d e d t u t o r s , 

( i n t e r n a 3. a n d c o u r s e o r g a n i b e r s ) , T r a i n i n g U n i t s t a f f 

and College staff, as well as the ‘external’ courses 

b e :i. n g rn a n a g e d b y ’ U n :i. v e r s i t y ’ o r ‘ P o 1 y t e c h ri i c 1 , b u t n o 

c o rn rn i 11 e e s t r u c t u r e s w e r e g :i. v e n .

Although there is no significant style of course 

management shown, it is quite clear that the role of 

the various Departments’ Training Sections varies so 

w :i. d e 1 y t h a t i t a p p e a r s t o f u n c t i o n y c o n v e n i e n c e o r 

someone’s, or even a Group's whims,

It may be that this tendency is not confined to 

M a n a g e rn e n t t r a i n i n g b u t a 1 s o p e r m e a t e s o t h e r 

a c t i v i t :i. e s , T hi i s v i e w w a s s o m e w h a t c o n f i v4 rn e d b y t hi e

1 ater interviews < see f o 11owing chapter>,

I I .) Do you have a budget heading for Management

training? •■••• YES /NO, If yes, a,' how is this



calculated and b ) what percentage is this of the total 

t v a :i. n i n g u d g e t ?

2 2 f t h e A u t h o r :i. t :i. e s a n s w e r e d ' n o ' t c* t h i s q u e s t :i. o n 

although two of these amplified the answer by stating 

' n o t e x p 1 i c i 11 y * . 0 f t h e r e m a i n i n g t w e 1 v e t h a t

answered 'yes', one gave no further particulars,

The answers amplifying ‘yes' were so varied that no 

c o n c 1 u s .i. o n c a n b e r e a c hi e d , e x c e p t t h a t t h e r e is n o 

c o m m o n {::< a 11 e r n ,

The answers were as follows;™-

H o w c a 1 c u 1 a t e d ? P e r c e n t a g e o f t o t a 1 t r a i n i n q

B u d g e t w h e r e s h o w n

1 — ,6,000 mainly for fees 15% of short course

a n d C li S & D hi S f e e s e x p e n d i t u r e

2- On basis of need then 

m o d i f i e d a c c o r d i n g t o 

Depa r trnen ta 1 p r i o r i t i e s

I’rt*
3 1 n r e 1 a 'fc i o n t o c o u r s e s

p r o p o s e cl / o f f e r e d

—! fc* 1 •”
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4 F u n <::! e d f r •:::• m t w o s o u r c e s ~~ :g; 

C M S f r o rn C e n t r a .1 T r a i n i n g

b u d g e t , * M a n a g i n g 0 b j e c t i v e s 1 , I 4 %

f r »:::< rn 1 :i. n h o u s e 1 t r a i n i n g c o s t s 

o f f e e s , t r a v e 11 i n g , s u b s :i. s t e n c e 

v e n u e s e t c , , G r at n t s b t a i n e d
ff r o in o u ft s i d e s o u r c e s , $
fI
7

5 T h e s u rn r e rn a i n :i. n q a f t e r c e r t a i n 4
&

o t h 0 r p r i o r i i y a X X o c a t i o n s 1 % a p p r o x ,

are made,

6 £ 8 ; 000 t o c o v e r f e e s

a n d s u b s i s t e n c e* e X e rn e n t s 5 , 7 % at p p r o x ,

o I7 e x t e r n «a X rn a n a g e rn e n t c o u r s e s ,

7—Part of CentraX Personnel 

budget for this and other 

Departments.

8 C e n t r a X I r a :i. n i n g r u n b y

C h 1 e f E x e c u t i v e 1 s D e p t , h a s 

a sum of £10,000 for 

M a n a g e rn e n t D e v e X o p rn e n t 

A s w e X 1 a s c e n t r a X X y r u n 

c o u r s e s a n <4 e q u i p rn e n t , D e p a r t rn e n t s 

can get part to encourage

- i 62-
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D e p a r t m e n t a 11 y b a s e d 

initiatives, Not calculated

3 - N e e d s u r v e y ( s h o p p i n g 

I i s t ) , N li rn b e r s o f s t a t f

p r i o r i t i s a t i o n o t t r a i n i n g I s t , y e a r - n o t

s tee r i n g g r o u p , y e t k n o w n ,

I q ..... p 0 0 s a r, c| a c c o rn o d a t i o n 1 0 %

a n d t r a v e 11 i n g o n 1 y 

A 11 o c a t i o n b y li a n a g e rn e n t 

course size,

I I-As par t of staff

cl e v e 1 o p rn e n t i n i t i a t i v e i 0 % o f i n i t i a t i v e

i n rn e n t a X h a n d i c a p , b u d g e t—£ I 0, 0 0 0

per year

T w o o f t h e r e s p o n d e e s w h o t i c k e d ' n o ' , a X s o , h o w e v e r , 

rn a d e c o rn i n e n t s < S i n t o t a J. ) i n t h e c a i c u i a t :i. o n c o X u rn n , 

These were ; --

1 See 8 above,

2 V a r i e s y e a r t y e a r , a v e r a g e £4 , 000 , C a .L c u J. at t i o n 

is to fix a term "-am agreed sum is arrived at through 

decisions with Head of Operations, Director and 

T r a i n i n g 0 f f i c e r s ,

3 A rn o u n t r e q li i r e d i s a s s e s s e d a 1 o n q w i t I n o t hi e r 

a s s e s s e d t r a i n i n g n e e d s ,



4 P r o v i s i o n i s o u t o f P o s t Q u a X i f v i n g B u d g e i ,

5 Any project is given funding, it agreed, by SMT as 

n e e cl e c!, t:::' e r s o n n e X 8 a c t :i. o n c o u r s a s a r e f r e a t o 8 o c i a 1 

Services,

T h e s e a n s w e r s a g a :i. n s e e rn t o r a f 1 e c t t h a w i d e 

variations of perceptions of the importance of 

rn a n a g e rn a n t t r a ;i. n :i. n g i n 8 o c i a X 8 e r v 1 c e s 0 e p a r t rn e n t s ,

T h e c r i t e r :i. a , w h e r e a n y e x i s t , d o n o t 1 n d i c a t e t h e
I

existence of any carefuX.lv planned programme for ;|s

c 1 e ai r X y i d e n t i f :i. e d s t a f f . "I" h e o n 1 y p o s s i b 1 e

exception to this is where secondment to outside award 

b e a r :i. n g o u r s e s i s o f t e r1 e d a n d t h i s , i n a n y c a s e ,

would onlv meet a small part of a Department's needs.
tV

From the answers given it is, however clear, that in *|

total a vast sum of money is being spent,

i 2 > Are ’fchere any issues or concerns you wouId 1 ike 

t o r a i s e a b o u t M a n a g e rn e n t T r a i n i n g i n S o c i a 1 8 e r v i c e s 

Departments? Please make your comments in the space 

below ,

This question was framed to take account of any 

r e X e v a n i s i t u a t i o n s o r d e v e 1 o p rn e n t s w h i c h w e r e n o t 

b r o u g l"t t o u t b y t h e p r e v i o u s q u e s t i o n s a n d t o g i v e t h e
.... j 64~
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respondent the opportunity to amplify or pass some 

g e n e r a I «::: o m rn e n t s ,

11 w a s w :L t h s u r p r i s e . t h e r e f o r e , t h a t t h e r e s p o n s e s 

were received both in terms of quantity and content, 

Of the 32 respondents, 20 completed this question, 

Since many of the answers give a picture of the life

0 f a S o c i a 1 S e r v i c e s i" r a i n i n g 0 f f i c e r at n d t i n rn a n y 

c a s e s , r e f 1 e c t t h e w o r r y a n d f r u strati o n f e 11 t h e y 

a r e 1 i s t e cl b e 1 o w a s w r i 11 e n , b e :i n g o f p a r t i c u 1 a r 

interest ,

1 , Yes •■••• 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

rn a n a g e m e n t d e v e 1 o p m e n t a >::: t i v i "fc i e s s h o u 1 d c o n c e n t r a t e 

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 

c 1 e a r e r t h a n m o s t , T h e 1 a c k o f a n y s y s t e m a t i c

attempts, structures, to support First Line Managers 

o r rn o n i t o r t h e :i. r a c t i v :i. t i e s . T h e r e J. a t i v e n e g 1 e c t

o f r e s :i. d e n t i a 1 u n i t s a n d t h e f a i 1 u r e o f rn o s t 

A u "fc h o r :i. fc i e s t o a cl o p t a s t a f f d e v e 1 o p rn e n t

r e v i e w / p o I i c y , M y o w n p r i o r i t y w o u .1. cl h e t o c o n c e n

- i 65--
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trate Management Training resources ‘in house' (.which 

i s w h e r e t h i n g s r e a 11 y g o w r o n g > si 11 h o u g h I a m a 3. s o 

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

s e c o n d i n g t h e m e 1 s e w h e r e , I” h e i d e a o f

rn a n a g e rn e n t d e v e 1 o p rn e n t o p p o r t u nit :i e s i n a d d i t i o n t o 

c: o li r s e s i s n o t w :i. d e 1 y s e e n !

4 , V e r y e a r 1 y d a y s i n fc h e d e v e 1 o p m e n t o f o u r

rn a n a g e rn e n ‘fc p r o g r a rn rn e .

S, Main need is to make them a normal part of

e x p e c -fc a fc i o n s , rn a d e a t a p a r fc i c u 1 a r j o b 1 e v e 1 a n d o n 

Ei p p o :i. n t rn e n t 1 e v e j. . T h e p r e s e n t p e r rn l s s i v e

recruitment for most courses only attracts the less 

needy,

6 0 n 1 y t h a t i t i s o b v i o u s I y a n e g I e c t e d a r e a , n o t

f o r 1 ei c k o f d e s i r e , b li t f r o rn t hi e c u 11 li  r e i n 8 o c .i. a 1 

8 e r v i c e s w h i c h c o n c e n fc r ei fc e s o n s e r v i c e p r o v x s x o n Ei n cl 

updating to meet new professional demands,

7 , T h e T r e i 1 n i n g 8 e c i i o n x s a 11 e rn p t i n g fc o d e v e 1 o p e i

co ordinated Management Development package, This is

p r o v :i. n g d i  f  f i  c u 11 b e c ei li s  e I > 8 e n i o r M a n a g e r s

Ei c k n o w 1 e d g e t h e i r M e i n a g e r s ei r e o f t e n p o o r 1 y t r a x n e cl 

but seem unclear of what they expect from a good 

li a n e i g e r , 2 ) T r a :i. n x n g c o u r s e s a r e r u n e x  fc e r n ei 11 y ,

e.g, D.ii.S,, M.A, etc .address a wider context



adequately, but do not turn out a totally well

e q u i p p e d ivl a n a g e r , 3 ) M a n a g e r s t h e rn s e .L v e s d o n o t

a i" k n o w 1 e d g e t h e i r p r o b 1 e rn s / u n a w a r e o f t h e i r 

w 0 a k n 0 s s e s , 4 ) P a c k s / b o o k s h a v e b e e n o f 1 i rn i t e d Li s 0 i n

h e ;i. p :i. n g s o r t o u t t h e t  ai s k ,

8, Di.l,ernrna between ;  i > Management per se

as it applies to all Departments and 2) Management in

particular as it applies to Social Work, It

seems important for Social Work' Managers to see the 

c o i n m o n s k i 11 s r e q u i r e d i n rn a n a g e rn 0 n t , y et i t g i v e s 

t h e rn t h e o p p o r t u n i t y t o d u c k i s s u e s a s n o t r e a X 1 y 

a p p 1 i c a b 1 e / r e .1. e v a n t t o t hi e i r s i fc u a t i o n ,

9 , E v e n w i t h t o t a 1 b a c k :i. n g f r o rn S 0 n i o r M a n a g e rn 0 n t

(. w i t h u fc w h i c h I  w o li 1 d n o t e v e n t h i n k a b o u t i t ! ;< , i t 

i s j o 11 y d i f f i c u 11 fc o p r o d u c e a n e f f 0 c t i v e p r o g r a rn rn e 

a n d t o s o r t t h e v a r i e t y o f n e e cl s p r e s e n fc i n S o c i a 1 

8 e r v i c e s EJ e p a r t rn 0 n fc s t a f f . S o rn e s t a f f w a n -fc. t o b e 

'told how to do the job', 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 

n o t t h e f :i. r s fc f o r s o rn e s t a f f fc h i s w a s a d i s a s t e r 

h e c a u s e o f -fc hi e d :i. f f x c u 1 "fc y o f fc r a n s t 0 r , W e a r e n o w 

doing work projects with staff from similar jobs and 

this may help,

10, Very few short courses in thus area specifically 

t a i 1 o r e d f o r S o c i a 1 8 e r v i c e s D e p a r 'fc rn 0 n t s ,



'! 1 , Training has

p o w e r i e s s n e s s h e a d o n . 

s u c h t h a t t :i. rn e f o r 

s e r :i. o u s d o u b t 

institution 1s 

dec i s :i. ons .

1 2 . We

years ago, 

support f or 

out for 

1eaders)

Professional 

( sometimes') 

people to 

staff are poor

0 b s e r v a t1 o n > ,

Executive 1s 

f o r m a n a g e rn e n t 

run courses, 

of their 

programmes,

1 3 , I p e r s o n a 11 y f e e 1 

r e 1 a t e cl i r e >::: 11 y t o t h e 

t h e p e r s o n a 1 i t y o f t h e 

out over a period of time, 

c u r r i c u 1 a i n b 1 o c k c o u r s e s 

8 1 o c k s t u d y a n d s p e c i f i c

- 1 b8-

issue of

a r e 

then 

and 

priority

some 4 or 5 

d e rn a n d a n d 

are crying 

staff (team 

managers, 

their job 

aspect for 

services 

borne out by 

by the Chief 

£ I 0,000 pu t down 

t h e c e n t r a 11 y 

get part 

based

li a n a g e r s 1 t r a i n i n g s h o u 1 d 

required on the job and to 

managers in that job, spread 

C e n t r a .1. i s e cl, p r e—a r r a n g e d 

h a v e .1. e s s .1. a s t i n g e f f e c t s , 

sk i 1 Is are useful — e , g ,

t o a d d r e s s t h e 

1 f li a n a g e rn e n t w o r k 1 o a d s 

t r a i n i n q c a n n o t b e s p at r e d ,

.i. s c a s t o n t h e i n d i v i d u a 1 ‘ s 

ability to manage and make

found that, when we started 

we were overwhelmed by the 

m a n a g e rn e n t t r a i n i n g , S t a f f

m o re, e s p e c i a 1 J. y s o c i a 1 w o r k 

a n d r e s i d e n t i a 1 c a r e

t r a i n i n g e q u i p s s i a f f t o d o 

b u t 1 e a v e s t h e m a n a g e rn e n t 

cl i s c o v e r t h e m s e 1 v e s a n d s o c i a 1 

rn a n a g e r s ( m y o p i n i o n ,

C e n t r a 1 t r a :i. n i n g

Department has a sum of

d e v e 1 o p rn e n t . A s w e 11 a s

equipment e t c ,, Departments can 

money to encourage Departmentally

rnos t 

task



r e >::: r u :i. rn e n t / n e g o t :i. a. t i n g , E n t1") u s :i a s t :i. e J. :i. n e

managers/senior manager support is vital,

14. In running a Management Development programme 

f o r t h e f i r s t t i m e , a n u rn b e r o f c o u r s e s / i s s u e s h a v e

been raised   lack of pre-course appraisal,

i n d i v i cl u a 1 n e e d i cl e n t i f i c a t i o n etc , T h e ' s a c r e cl c o w ' 

o f p r o f e s s i o n at 1 i s rn fa y s o c i a 1 w o r k t r a. :i. n e d m a n a g e r s , 

rather than managers in Social Services Departments 

( 1 e st r n :i. n g s t y 1 e s , d .i. f f e r e n t b st c k g r o u n cl s , si c si d e i n i c 

skills, need for practise management self enroll), 

N e e d f o r b a s i c rn at n a g e rn e n t s k i 11 s /' k n o w 1 e d g e a n d t o o 1 s 

b e i o r e in o v i n g i n t o cl e v e 1 o p i n g t h e ' p e r s o n / rn a n at g sr 1 ,

ri a n a g e rn e n t c o rn rn i t rn e n t -■ 1 i n e   s u p e r v i s o r   h o n e s t y

a b o u t r e a s o n s f o r b e .i. n g p u t f o r w a r cl r a t h e r t h a n t a k e n 

st s p a r t o f a n i n d i v i cl u st 1 p r o g r a rn rn e ,

'I S . I n s u f f i c i e n t r a n g e o f s u i t a b 1 e c o u r s e s st v a i I a b 1 e ,

15. Management training in this Department is not 

s p e c i f i c st 11 y t a r g e 11 e d . 11 h a s t o c o rn p e t e w i t h a

heavily pressurised training budget, There :ls no

transfer evaluation (only a consumer evaluation), 

T h e r e f o r e , i n rn y v i e w , t h e r e i s a d at n g e r o f w a s t i n g 

rn o n e y a n d 1:-1 rn e o n s o rn e rn a n a q e rn e n t t r a i n i n g t y * o me 

courses have ‘feedback’ or ‘recall’ days built into 

t h e rn , b u t t h i s d o e s n o t a rn o u n t t o t r a n s f e r e v a 1 u a t i o n , 

17, Social Services are attempting to develop a 

rn a n a g e rn e n t t r a i n i n g s t r a t e g y , 11 s p r e c i s e f o c u s ,

practices and reasoning have still to be determined,



Part B CURRICULUM PLANNING ;

7 ( 1”

1
-•%!

%
.1
1\
J
$but primarily, it is .Likely to be job focussed and to
!u s e t r a :i. n e r s w h o t r a i n o t hi e r s , ■ v

18, These replies relate only to management training

i n rn e n t a 1 h a n d i c a p s e r v ices, ,

19, 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

k e y r o I e , i , e . t h e i r p r e s e n t p o s i t i o n 3 :. "f u n n e 1
vision re all, lianaqment training must

s p e c i f i c a 11 y p r o f e s s i o n a 11 y f o c u s s e ci,

1 
1

i -- a > 1 s a s t a f f a p p r a i s a I s y s t e m c a r r i e cl o u t f o r

Managerial staff?   Yes /No, If yes,

1 > What is the frequency;- 6 months/1 year/over i 

year ?

2 > A r e o b j e c t i v e s s e t ?

3) For what spinal points are assessments carried

out?

4 > D o t h e s e c o v e r t h e f u 11 r a n g e o f s t a f f i n

m a n a g e m e n t p o s i t i o n s ? 1
1

■■ "  ■- ■. .i.„ vys' ■ >■£***$.i.IS■ V  ± n ' . i i i '



.VI.. v •• ./V.'. ; V 1-  - • i'.r >  • *T- - -,T ^

i -•• b ) If no appraisal system exists, how are 

management needs i dent i f 1 ed ? - PI ease spec :i. f y .

Only 4 of the respondents had an assessment scheme in 

opera11on , a 1 "fchough another had a 1 pi 1 o t ' and a sixthi 

said that one was to be introduced,

Of the four that were running, two gave one year as 

t h e a p p r e i i s a 1 t i m e , o n e s a i d 6 m o n t h s , b u t o p fc i o n a 1 , 

and the third 'the provision and frequency of the 

a c t i v i t y v a r i e s b e t w e e n D i v i s i o n s w h i c h hi a v e e v o i v e d 

their own systems',

O f  t h e  r e m a i n i n g  2 9  w h o  d o  n o t  h a v e  a n  a p p r a i s a l  

s y  s "fc e  m  , 3  1 e  f 'fc q  u  e  s  t i o  n  b .) b 1 ei n  k ei n  d  , o  f t h  e  o  t h  e  r s ,

n  o c 3. e  ei r p  i c "fc u  r e  e  rn e r g  e d  , 0  n  e  s ei i d  o  p  e  n  J. y 1 f i n  g  e r

:i. n  t h  e  w  i n  d  a  p  p  r >:< a  c h  ' a  n d  a  n  o  t h  e  r s  a  3. d ' ei d  h  o  c * a  n  d

y  e t ei n  o  fc hi e  r 1 Ei s  s> u  rn p  -fc i o  n  1 , 0  n  e  A u  t h  o  r i t y  s  a i d  t h  Ei t

n  e  e  d  s  w  e  r e  n  o  fc :l d  e  n  t i f i e d  ei n  d  o  n  1 y  o  n  e  r e  f e  r r e  d  t o  a

S t a f f  D e v e l o p m e n t  s c h e m e ,  a l t h o u g h  a n o t h e r  s a i d  t h a t  a 

s  y  s  "fc e  m  w  ei s  b e  i n  g f o  r rn u  1 ei t e  d  ,

0 f 11"i & o t h e r s , n o c 1 e a r s y s fc e rn e rn e r g e d a n d rn o s t 

clustered e i round 'discussion with the Manager, ' 1 

d i s c u s s i o n w i t h v  «i r i o u s 6 r o u p s ‘ o r 'self a w eh r e n e s s 1 ,

-d 71-



I n v i a w o f t h e p r e v i o u s a n s w e r s , t hi :i. s w a s n o t 

s u r p r i s i n g , a 11 h o u g h r a t h e r d i s a p p o i n 11 n g .

2 ) H o w a r e i d e n t i f i e d t r a i n i n g n e e d s c o rn m u n i c a t e d t o 

course organisers? (if by Group or Committee, show 

d e s i g n a t i o n o f m e rn b e r s ) ,

Bear ing in rnind the answers received in par t A and to 

the previous question, it was not surprising that the 

vast majority of answers fell far short of the 'by 

■|v o r rn u 1 a t i n g e 1 e a r o b j e c t i v e s ' m o d e .1 , 0 n 1 y o n e

respondent who has an appraisal scheme had a specific 

s y s t e rn i , e , 1 s e n t b y a p p r a i s e r t o T r a i n i n g S e c t i o n , 

Designated line manager prioritises and counter signs 

c o u r s e a p p 1 i c a t i o n s ' ,

Seven respondents failed to provide any information 

u n d e r t h :i. s q u e s t i o n a n cl t h e v a s t rn a j o r i t y o f t h e 

others were not specific enough to judge the qua 1 i ty

0 f a s s i s t a n»::: e b e i n g u s e d o r t h e v a 1 i d i t y o f t h e

1 n f o r rn a t i o n b e i n g p a s s e d , T y p i c a 1 o f t h e a n s w e r s

given was 'by discussion', 'staff themselves', 1 in- 

cl i v i d u a 1 d i s c u s s i o n 1 , ' s e c t i o n o r t e a m m e e t i n g s ‘ ,

' r e g u 1 a r m e e t i n g s w i t h c o 11 e g e s t a f f ' e t c ,



3) Are training needs related to course curricula
by

COURSE; 2 3 4 S 6

a) Hatching to existing course 

b ) D e v e 3. o p i n g n e w c o u r s e s 

c ) A c o rn b i n a t i o n

There were different answers to evaluate since they

s h o w e d t h e n u rn b e r s o f c o u r s e s v a r y i n g f r o m 1 t o 8 ,

One respondent did not answer the quetion but, from 

t h i e a n s w e r s t o o t h e r q u e s t i o n s , i t w a s p o s s i b 1 e t o 

cledu*:::e an appropr i a te response , However , th i s st i 11 

s h o w e d t h e 3 0 A u t h o r .i t i e s r u n n i n g a t o t a 1 o f I 3 9 

courses, Th is figure b r oke n dow n showed:-

N u rn b e r o f C o u r s e s *  N u rn I:* e r o f A u t h i o r i t i e s

5

3 b

4 2
5 4

6 9
7



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 ~~ 

tb>, A further 41,73% had at least this element 

Cc), In response to C a ), only 30,93% were matched to 

e x i s t i n g c o u r s e s ,

A 1 s o , i t p o s s i b 1 y i n d i c a t e s t h e p r e s s u r e s b e i n g p 1 a c e d 

on t r a i n i ng .. s ta f f who ar e be i ng p 1 ac ed i n s itua t i ons 

d e rn a n d i n g a c o n s i d e r a b I e p e r s o n a 1 k n o w 1 e ci g e a n d 

skills and are carrying out a great deal of 

r e s p o n s i b i 1 i t y w i t h o u t it b e i n g r e c o g n i s e d o r

s u f f i c i e n t i n f o r m a t i o n b e i n g t o h a n d , T h i s

undoubtedly has contributed to the type of answer- 

given to some of the previous questions,

4 ) W h a t i s t h e d e s i g n a t i o n o f t h e e m p 1 o y e r 1 s

representative responsible for the management of

t r a i n i n g ? A r e t h e y : -

I s t 'fc i e r 

2nd tier



5th tier

Who do they report to? Are they ; 

1st tier 

2nd tier 

3rd tier 

4th tier 

5th tier

This question was designed to see the hierarchical 

p o s i t i o n o f t h e o f f i c e r r e s p o n s i b 1 e f o r rn a n a g e m e n t 

training, It is a commonly used Social Services

format and the Directors are looked upon as 1st tier, 

D e p u t y 2 n d t i e r , A s s i s t a n t 0 i r e c t o r 3 r d t i e r , 

P r i n c i p a I 0 f f i c e r 41 h t i e r ,

ivi o s t A u t h o r i t i e s h a v e s a 1 a r y g r a d I n g b a n cl s t h a t f 11 

approximately into this pattern, Authorities usually 

h a v e t h e 1;::' r i n c i p a 1 T r a i n i n g 0 f f i c e r a s . P r i n c i p a 1 

Officer (4th tier.) although there are one or two that 

have Assistant Directors (Training) at 3rd tier and 

s o m e h a v & t h e t o p p o s t a s a S e n i o r 1" r a :i. n i n g 0 f f i c e r a t 

5th tier,

S o rn e A u t h o r :i. t i e s h a v e t h e P r :i. n c i p a 1 w i t h m a n a g e m e n t 

t r c>. :i. n i ng r espons i b i 111 i es and o the r s ha ve i t de 1 ega ted 

t o s o m e o n e i n t h e t e a m , A g a i n , s o m e A u t h o r 1t :i. e s h a v e



t h e P r i n c i p a 1 T r a :i. n i n g 01 i i c e r r e s p o n s i b 1 e t o t h e 

Deputy Director and others to one of the Assistant 

D :l v- e c t o r s w h o h a s a r a n g e o t o t h e r r e s p o n s :i. b i J. i t i e s , 

Where the former occurs, the Principal often acts with 

a 3rd tier responsibility but is salaried as 4th tier 

o r s o m e t i m e s X e s s , A s o n e r e s p o n cl e n t i n t h i s

posi tion voluntarily wrote * I am paid less than a 

Senior Social Worker or Officer in Charge of a 

r e s i d e n t i a 1 e s t a b 1 i s h rn e n t ' .

T h i s i n f o r rn a t i o n c o n f i r rn e d t h e r e s e a r c h e r s ' c o n c e r n , 

already developed from experience and their other work 

o n t h :i. s p r o j e c t , A 11 h o u g hi i' r a i n i n g 0 f f i c e r s a r e 

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 

' u p f r o n t 1 a s o r g a n i s e r s , s i n c e t h e o t h e r w o r k 

p r e c 1 u cl e s t h i s , I" h e ' g e n e r a 1 p u r p o s e s A s s i s t a n t

D i r e c t o r ' i s p r o m i n a n t i n s o rn e D e p a r t rn e n ts , but t h i s 

is usually out of a*, personal interest rather than it 

being imposed, or even the result of acknowledged 

e x p e r t i s e , s o t h a t t h e r e s u 11 rn i g h t n o t b e p o s l t-i v e , 

it is thought that several '4s' have shown up as '3s', 

Experience shows that the most likely 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!

T h e q u e s t i o n n a i r e p r o v i d e d t h e f o 11 o w i n g r e t u r n s ; —

2 to ! 6 Authorities

3 to '! 4 Author ities

3 to 2 - 14 Author i t ies

4 to 1 2 Author ities

4 to 2 3 Author i t ies

4 to 3 j Authority

S to 4 2 Author i ties

3 f a i 1 e d t o c o in p 1 e t e ,

5 > H o w a r e t hi e c o u r s e s m a n a g e d ?

COURSE: I 2 3 4 6 6

a) By person or section

C p 1 e a s e s p e •::: i f y cl e s :i. q n a t j. o n

b > !-3 y e m p I o y e r ' s C o rn m i 11 e e

( p I e a s e g i v e d e s i g n a 11 o n )



c > J o i n t ivi a n a g e rn e n t C o rn m :i. 11 e e

(. as f o r Ce r t i f i c a t e i n Soc :i. a I 

Service)

cl) B y A c a d e rn i c I n s t i i u t i o n

i I  n c J. u d i n g e rn p J. o y e r s r e p ,

I :i. > E x c X li cl i n g e m p X o y e r s r e p .

T h i s w a s a n a 1t e rn p t t o f u r t h e r q u a X i f y t h e a n s w 0 r s

received from question lo in part A of the

q u e s t i o n n a i r e , I" l~i e r e w e r e t h e s a rn e a b s t e n t i o n & f r o rn

the answer and one said 'don't understand Manage',

Taking the numbers of courses to be represented by the 

n u rn I:* e r s o f t i c k s ; 

a > 97 b > 8 c 6 d ) ••••• i > 1 4

i 1 ) 7

It is appreciated that there is a variation from the 

figures given in Part B , Question 3, but it is thought 

that this does not alter the overall pattern and is

e x p X a i n e d b y ‘ r e p e a t ' c o u r s e s , X t h a s b e e n n o t i c e d 

previously that some of the answers do not add up

c o n s I s t e n t X y o n t h e q u e s -fc i o n n a i r e s w i t h s rn a X X

d i s c r e p a n c i e s , T h i s i s i n s p i t e o f n u rn e r a c y b e i n g

one of the identified management competencies stated 

b y t h e li a n a g e rn e n t C hi a r t e r I n i t i a t i v e !



There was a general failure to respond to the request 

f o r p a r t i c u 1 a r s o f t hi e d e s i g n a i i o n s :i. n a ) a n d b > b u t 

t h i s m i g h t hi a v e b e e n t h r o u g hi s p a e o n t hi e f o r m , 

T h i r t e e n r e s p o n d e r s s p e c i f i e d P r i n c i p a 1 T r a i n i n g 

0 f f i >::: e r T r a :i. n i n g 0 11 ic: e r o r S t a 1- f D e v e I o p m e n t 0 f f i c e r 

l i  n d e r a > a n d t w o o f t h e s e a 1 s o rn e n t i o n e d t hi e P 1 a n n i n g 

0 f f i c e r a n d t h e C h i e f E x e c u t i v e s D e p a r t rn e n t , W i t h

question b> only 3 responded, two naming the Principal 

Training Officer and one the Chief Executive's 

D e p a r t rn e n t , I" hi i s c 1 e a r 1 y s h o w s t h e r e s p o n sibility

pi 1 a c e d o n fc r a i n i n g s t a f f , w h o d o n o t , o n t h e w h o 1 e , 

have the status or resources,

6) How are these courses funded? 

a > b y c o n t r a c t o f c o u r s e

h> by In House labour

c ) I ri cl i v i d u a 1 s e s s i o n a 1 p a y rn e n t s

d) fees from students

e > o t hi e r C p 1 e a s e s p e c i f y )

T h e r e s p o n s e s -fc o t h i s q li e s t i o n w e r e at s f o 11 o w s ; 

a) 37 b) 64 c) 21 cl) 30

e > None

The difference i n numbers between these figures and

■fc h e r e s p o n s e s t o Q u e s fc i o n S h a v e c o rn e a b o u t b y d o u b 1 e

- 1 7 9 -



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 question left with the preponderance of 

i n house 1ahou r , wh i ch fits we 11 i n to the other

f' ind i ngs, i s whe r e h a s the exp e rti se b e e n ge nera te d ,

With the lack of any coordinated programme so far 

d i sc overed, the ques t i on remai ns as to the back ground 

and the priorities perceived of and by the trainers,

T h e r e s e a r c h e r f e els, i n h i n cJ s i g h t , t h a t t h i s w o u 1 d

h a v e b e e n a n o t h e r i n t e r e s t i n g 1 i n e o f e n q u i r y t h a t

might be followed up in the future,



Summary

ft n i ivi rn e d i a t e c o n c: 1 u s i o n t o b e rn a«::! e f r o rn t h e s e a n b w e r s , 

i s t h a t w h i I s t rn a n a g e rn e n t t r a i n i n g i s n o w a n a c c e p t e d 

part of a Social ■ Services Department training 

p r o g r a rn rn e . a 11 h o u g h o f t e n t h e p o o r r e 1 a t i o n , t h e r e :L s 

a g e n e r a I 1 a c k o t b  a t i s a c t i o n w i t hi t h e q u a J. i t y and 

r e s o u r c e s o f t h e p r e s e n t t r a i n i n g b e i n g o f f e r e d b y 

Departments, There is undoubtedly a general air of 

s c e p t i c i s rn a b o u t t J~i e i rn p o r t a n c e t hi a t S e n i o r M a n a g e rn e n t 

g i v & s t o t hi e s e d e v e 1 o p rn e n t s , T h i s i s i n s p i t e o f

s o rn e , t hi o u g h i I i rn i t e d , r e s o u r c e s a n d o b v i o u s 1 y f o c u s e s 

a 11 e n t i o n o n t h e u n d e r 1 y i n g rn a tiers , t h e i rn p 1 i c a t i o n s 

of which are ; ~

1 , Is it that senior management is so pressured that 

there is not the space?

2 , Most senior managers got there without training 

a n d d o n 11 u n d e r s t a n d t hi e p r e s s u r e s i n v o 1 v e d ,

3, Is it mere lip service to give an impression of 

complexity and efficiency in these organisations?

4. Is it fear of the results?

i< e y c o rn rn e n t s e x t r a c t e d f r o rn t h e a n s w e r s t o t h e v a r i o u s 

questions are; - 'tunnel vision' .. ‘support in action 

t e r rn s 1 , ‘a 11 e rn p t i n g 'fc o d e v e I o p a s t r a "fc e g y ' , ' n o

transfer evaluation', 'insufficient range', 'sacred

-IS I-



c o w o f p r o f e s s i o n a I i s i n ' 1 s e n j. o r rn a n a g e rn e n t s u p p o r t 1 s

vital 1 , ‘Social Services staff are poor managers', 

'serious doubt in making priority decisions', 'even 

with total backing1, ‘a dilemma1, ‘do managers

st c k n ci w 1 e d g e t |-i e i r p r o b 1 e rn s ? 1 , ' a n e g 1 e c t e d a r e a 1 .

‘make a normal part of expectations', 'management 

development in addition to courses', 'do not seem',

1 lack of clear cut organisational! values', 'much input 

is still like sand through a sieve',

T o b o r r o w f r o rn s o c i a 3. w o r k 1 i t e r a t u r e ' P e o p  1 e , n o t 

Cases', by N, Ragg, 11972), 'Actions do not just 

h a p p e n , t h © y a r e a 11 p e r f o r rn e cl f o r a r e a s o n , t h e r e f o r e 

all actions are rational* . In this case, an

unsatisfactory situation appears to exist and has done 

s o f o r s o rn e y e a r s , i n t h e p e r c e p t i o n o f 11 "! o s e 

r e s p o n s i b 1 e a n d e rn p 1 o y e d t o b r i n g a b o u t c h a n g e i , e , 

'The Trainers', The fact that there has been little 

or no action is an action in itself, The possibility 

must be considered, therefore, that there is a

widespread view amongst senior managers that

management training is a low priority and unnecessary, 

a J. t h o u g h p r e a c h i n g t o t h e c o n t r a r y ,

F r o rn P a r t B i t :i. s c 1 e a r t h a t b j e c t i v e s e 11 i n g i s 

still rather 'hit and miss', and without appraisal 

s y b t e rn s a n cl a r a n q e o f w o r k i n g s t y x e s a n ci v a 1 u e s , t h i s



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 

g i v e n t h e s t a t u s , r e s o u r c e s o r t r a i n i n g t o m e e t i t ,



CHAPTER 5

REPORTS ON FIVE AUTHORITIES 

Particulars of the Information Collection

This Chapter consists of reports on Management 

1" r a i n i n g i n 'i; i v e d i 11 e r e n t S o c i a J. S e r v i c e s 

Departments, four of which were visited, and looks at 

the processes that have been used in establishing, 

r u n n i n g a n d d e v e 1 o p i n g t h e i r p r o g r a rn rn e s , A 11 the s e

Authorities were respondents to the questionnaire, 

a 11 hi o u g h o n e o f t hi e rn r e s p o n d e d b y s e n d i n g a 1 o n g 

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 

a s s i s t a n c e p r i o r t o t h e q u e s 11 o n n a i r e la e i n g c o rn p I e t e d 

a s w e 11 a s s u b s e q u e n t .1. y ,

A 1 -i. t hi e i n f o r rn a t i o n w a s rn a d e a v a i I a la 1 e by o r t h r o u g h 

tr a i n i ng s ta f f , i nc 1 ud i ng one wh i c h c on ta i ns pe r sonal



e xperi enc e , Thes0 r eports, there f ore, eac h on 1 y

r e f 1 e c t o n 0 p e r c e p t i o n , A X s o , s o rrt 0 o f t h e

i n f o r rn a t i 0 n g i v e n w a s f a i r i y g 0 n 0 r a 1 a n d o c c a s i 0 n a 11 y 

cursory. Further, the time available to both the

q u e s t :L 0 n 0 r s a nd t h 0 r e s p o vt d e n t s rn i t 1 g a t e d a gainst 

t h e v i a b i 1 i t y o f 1 i vt d e p t h ' c a s 0 s t u d i e s b & i n g 

carried out, It is hoped, however, that these

a c c 0 u n t s g i v 0 s 0 rn 0 p i ■::: t u r e o f t h e 1 i f e o f a S o c i a 1 

Services Management Training Officer and give an idea 

as to the prevalent, even if not universal, attitudes 

t »;:< p r i o r i t i 0 s a n cl p r a c t i c e s ,

Since the most senior managers in Social Services 

D e p a r "b m e n t s a r e t hi 0 D :i. r e«::: t o r s , p e r h a p s s 0 rn e 

a s s 0 s s rn e n t c a n a 1 s 0 b e rn a d e o f t h e i r s u c c ess in 

r e 1 a t :i. 0 n 10 rn a n a ge rn e n t t r a i n :i. n g , b e a r i n g 1 n rn i n d t h e 

t r i t e a n d s :i. rn p 1 :i. s 11 c , b u t n e v e r t h e 1 e s s u s e f u 1, v i e w 

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

f i n a 1 r e s p o n s :i. b i J. i t y rn u s t r e s t a 1 w a y s w i t h h 1 rn ,

They are;

1 , A s s e rn b 10 t h e r 1 g h t rn a n a g e r 1 a 1 10 a rn

2 , ' I- o o r g a n i s e t h e t e a rn p r 0 p e r 1 y

3, To set it the right goals

4. To see that it stays on course and 

a t o pi t i rn u rn s p 0 0 d ,



The Director1s role m  Management Training is 

e rn p hi a s i s e d :L n t h e D e p a r t rn e n t o f H e ait h 8 u i d e I i n e s 

( 1 989 > r e p o V't e d :i. n C h a p t e r 6 o f t h :i. s s t u d y ,

Eisner's theory (page 115 of this study) has provided 

t hi e f r a rn e w o r k f o r t h e s e s rn a 11 ■::: a s e s t u dies. A

d e s e r i p t i v e a c c o u n t o f e a c h i s p r e s e n t e d i n t hi i s 

c h a p t e r a n d c o n n o i s s e u r s h i p «k n d c r i t i c a I d e b ate h a v e 

been used as a way of eliciting meaning from the data 

presented ,



Report No.1 — A Large County Council in the South

T h i s A u t h o r i t y i s .i n c 1 u d e d a s a r e s p o n d e n t a 11 h o u g h 

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 been 

p r e p a r e d , T h i s A u t h o r i t y i s i n c 1 u d e d at s , i n

c orrip a r i son w i th the o the r Au tho r i t i a s , i t wou 1 d 

a p p e a r t o b e a w e 11 r e s o u r c e d Ij e p a r t m e n t , t a k i n g c o 

0 r d i n a t e d a n d d y n a m i c s t e p s t o w a r d s a w e 11 p 1 at n n e d 

rn a n at g e m e n t t r a i n i n g |:::> r o g r a m m e , A s t h e P r :i. n c i p a I

Training Officer wrote - ‘As the team is in a period 

of intense growth t. we have just had six new 

additional! appointments), we are struggling with 

these dynamics at the present moment, to appear to be 

u n a b 1 e t o d o i o o m u c h r e t r o s p e c t i v e w o r k , A s y o u

will see ? shire is attempting to get itself 

r e a s o n a b 1 y o r g at n i s e d i n t h e m a n at g e m e n t d e v e 1 o p- m e n t 

sphere,' Incidentally, the letter also said that

e x t r a f u n d i n g h a d b e e n at p p 1 i e d f o r a n d t h a t e x i s t i n g 

manual records were about to be computerised,

T h e D e pi a r t m e n t s t a r t e id i t s p r o g r a m rn e i n I 97 7 w i t h a n

1 e f f e c i i v e t e a m i:::« u i I cl i n g e x e r •::: i s e 1 , t o 11 o w i n g w h i c h 

h a 1 f o f t h e m r e q u e s t e d f u r t h e r e x t e r n a I t r a i n i n q , 

A11 h o u g h t h e s e e v e n t s w e r e f o 11 o w e d b y v a r i o u s
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activities, including 'action learning' groups, needs 

w e r e f i r s t i d e n t i f i e d b y 1 i n e rn a n a g e r s a n d / o r t h e 

r e 1 u c t a n t w e v e p e r s u a d e d o r d i r e c t e d , T h e e f f o r t s 

were continued to include residential and day care 

s t a f f a n d , i n s p i t e o f t h e r e s e n t rn e n t , t h e P r i n c i p a 1 

T r a :i. n i n g 0 f f :i. c e r s a y s t In a t h e a d w a y w a s p o s s i b I e w i t h 

most, but it is impossible to see how this could have 

been a ss es sed i n the c i r c urns tanc es ,

F o 11 o w i n g a r e o r g a n i s a t i o n i n I 9 S 2 , a rn a n a g e rn e n t 

cl e v e 1 o p rn e n t p r o g r a rn rn e w a s a r r a n g e cl i n c o n s u 11 a t i o n 

with the Management Centre of the local Polytechnic. 

T h i s p r o g r a rn rn e w a s rn o d u 3. a r w i t h t In e rn o cl u 1 e s 1 i n k e d 

h y p r o j e c t s , F o 11 o w i n g t In i s , s t u d e n t s w e r e

' ci f f e r e d t In e o p p o r t li n i t y ' o f a n e e d s a s s e s s rn e n t w i t In 

t In e i r 1 i n e rn a n a g e r a n cl a p e r s o n a 1 cl e v e 1 o p m e n t t u t o r , 

w :i t I n n e e d s r e c e i v i n g a p r i o r i t y o v e r t I n e n e x t 2 

years ,

W In :i. 1 s t t In i s cl e v e I o p rn e n t i s c 3. & a r 1 y s t a t e d a s a 

s u c c e s s , s u i::: hi e v i d e n c e a s i s a v a :L 1 a b 1 e rn a k e s :i. t c 1 e a r 

t In a t t In e a b s e n •::: e o f a c e n t r a 3. s t a n d a r d i s e d a p p r a l s a 3. 

s y s t e rn rn a k e s b o t In t h e f o v* rn a t i o n a n cl a 11 a i n rn e n t o f 

objectives very 'hit and miss', and this reservation 

i s we 11 k nown to the F'r i nc i pa 1 7 ra i n i ng 0f f i c er who

specifies the needs in a report, as;-

I , 7 I n e n e e d t o i d e n t i f y t In e c o r e s k i 11 s / k n o w 1 e d g e



a r e a s o f i n d i v i cl u a 3. m a n a g e rn e n t p o s t s .

2. To introduce 'audit' against these by individual 

rn a n a g e r s a n d t h e i r 3. :i. n a rn a n a g e r s ,

3. To follow with an 'appraisal' system where the 

e rn p h a s i s i s o n hi o w t h e s e s k ill s a n d k n o w 1 e d g a a r e a s 

are used by individual managers — selection of 

p r i or iti e s , the crea t i vity, innova t i ve areas, f or 

example (Choices for Managers - Rosemary Stewart)

A report on training needs for the Department was 

prepaired at that time by a visiting Professor , This 

e rn p hi a s i s e d a f o c u s o n rn a n a>. g e rn e n t , A t i rn e scale w a s 

set to introduce an appraisal system to all staff 

groups in 4 years, Further, there was a

recommendation that staff should be nominated rather 

t h a n h e s e 1 f s e 1 e t e d a n d t h a t t h e c o n c e p t o f 

rn e n t o r i n g ( C 1 u 11 e r b a c k I 985 ) s h o u 1 d b e u s e d a s a n 

e x t e n s i o n o f t h e r o 1 e o f t h e p e r s o n a 1 d e v e 1 o p rn e n t 

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 p o s s i b 1 e p a t hi w a y w a s s h o w n a n ci r e p r o d u c e d o n t h e



Xy

X-P1 a n n e d d e v e 1 o p m e nt

P r e p a r a t :i. o n f o r 

management ,

li a v i a g e m e n t d e v . p r o g , -i- 

P e r s o n a I d e v . t u t o r ,

M a n si g e rn e n t li o d u 1 e s 

e , g , Team bu i I d i ng

Se 1 ec t i o n sk :i. 11 s 

Discipline " 

Negotiating " 

Appraisal " 

plus use of external 

sho r t cour s e s ,

A is ® i g n rn e n t o f rn e n t o r

P 1 si n n e d s e c o n d rn e n t

A s s» i g n e d p r o j e c t s

A s s i g n e d r e s e a r c l"i 

v i s-i M  , P h  i 1 ,

V , s e 1 e c t i v e u s e o f



e x 10 r n I c o u r s e s , 

C0,g , Brunei),

0 n e ri i u s t q u e s t i o n t h e v i a b i .L i t y o f s u *::: h a s c h e i n e ,

1 rn ri i e d :i. a t e q u e s t i o n s s u r r o u n d i h e rn a :i. n t e n at n c e / c h at n g e 

c o n c e p t (. B i n s t e at d I 980 > a n d t h e r a n g e a n d p r i o r i t y o f

r e s e a r c hi a u b j e c t s ,

hi o w e v 0 r , i t i s e a s y t o i d e n t i t y w :i. t I n t h e P r i n c i p at 1

Training Officer's1 over requests for a wide range of

courses that did not appear to be tied in with 

o v e r a 11 d e p a r t rn e n t a I p 1 a n n i n g o r p r a c t i c e , a n d rn i g h t 

hi a v e c o n d i t i o n s o f is e r v i c e i rn p 1 i c a t i o n s .

Co ill merits were made such as 'several work-bases bave a 

selection of schemes in operation from peer group 

e v a I u a t i o n t o rn o r e t r at d i t i o n a I a p p r o a c h e s - at n y 

f u r t h e r cl e 1 a y i n cl e v :l s :i. n g a n d i rn p 1 e rn e n t i n g at 

D e p a r t rn e n t at 1 s c h e rn e w o u 1 d r e s u 11 i n s u c h rn u 11 i - f o c i 

f e e d b at c k o n t r at i n :i. n g n e e cl s t h a t i t w o u 1 d b e 

impossible to co-ordinate it into a coherent/over at 11 

picture',

Another of the 'more urgent' needs to be met is shown 

at s ; ••••• ' U n i o n s t r u c t u r e , r o 1 e a n d f u n c t i o n o f

representatives, shop stewards etc, I'here have been 

many instances of uninformed perceptions in Social



8 e r v :i. c e s i’j a n at g e r s . w h :i. c h c o u .1. d c at u s e a c o n f r o 'n t a t i o n 

i n s t e a d o f c o 11 a b o r a t :i. v e a p p r o at c h , t o s o 1 v i n g 

w o r k p 1 at c e p r o b 1 e rn s ; ,

Relating this study to the decision making processes 

referred to in Ch. 2, this was an ait tempt at a 

sytemati c programme. indicated by the attempt to 

es tab I i shi atn appra i sa 1 systern and to t i e thie tr a i n i ng 

to specific jobs in the Department, However from 

t h e e x p r e s s e d u r g e n c y t o g e t s o rn e t h i n g r u n n j. n g 

without the infra-structure being in place, makes the 

1 g a r b a cj e c a n ' a p p r o c h t h e rn o s t 1 :i. k e 1 y o u t c o rn e ,



Report N o ,2 - An Eastern County

The Principal Training and Staff Development Officer 

h a d e e n a p p o i n t e d f r o m a n A r e a ivi a n a g e m e n t p o s t i n 

1975 with the task of producing a comprehensive 

p r o g r a m rn e o f s t a f f d e v e 1 o p m e n t a c t i v i t i e s , T hi i s w a s 

to be set up to meet the needs of a large and new 

D e p a r t m e n t , f o 11 o w i n g t h e I 974 r e o r g a n i s a t i o n , 7 hi e

information for this study came from interviews, 

r' e c o r cl s a n d p e r s o n a 1 e p e r i e n c e ,

Training for three different levels of management was 

i n c 1 u d e d :i. n a d r a f i m o d u 1 a r S t a f f D e v e 1 o p m e n t 

Programme which was devised to meet the aims set out 

a b o v e , b u t g o t 1 o s t s o m e w h e r e i n t h e s e n i o r 

management processes, It apparently surfaced at a

Senior Management Group meeting when 'training1 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 

c 1 e a r - t h e A s s i s t a n t D i r e c t o r w h o a 11 e n d e d t h a t 

meeting thought that it 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 

P r i n c :i. p a I T r a i n i n g 0 f f i c e r , o n e T r a i n i n g 0 f f i c e r a n d 

an Assistant Training Officer, who also did all the



sidmini strati ve work, including finance, the scheme 

w o u 1 d n o t f t a v e b 0 0 n v :i. a b .1.0 ,

The Principal Training Officer at that time recalled 

tl"iat, a11hough having receivecf a br ief f or a co— 

ordinated programme, there was intense pressure to 

show ac ti vity by runni ng a 1arge number of c ourses as 

quickly as possible, the need be i rig verified by the 

n u m b e r o f a p p i i c a 11 o n s r e c e i v e d o n c e a c o u r s e w a s 

advertised, and its evaluation by whether attenders 

thought it had been useful, which often meant whether 

they had enjoyed it,

i he practices and pressures clearly indicated that 

rn a n a g e rn e n t c o u r s e s s h o u 1 cl b e i n c 1 u d e d i n t h e 1 i s t o f 

o p p o r t u n i t i e s o f f & r e d a s q u i c k I y a s p o s s 1 b 1 e , 

H o w e v e r , w i t h o u t h at v i n g t r at i n e d :i. n rn a n a g e rn e n t a t t h a t 

t i rn e -• at n at p p 1 i c a t i o n t o t h e A s s i s t a n t D i r e c t o r w a s 

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 

w e r e rn a :i. n 1 y i n f o r rn a 11 o n g 1 v i n g , A I o c a 1 U n i v e r s i t y

was chosen ais the venue since this gave access to 

v a r 1 o u s s e s s i o n a 1 1 e c t u r e r s w I "1 o w e r e w 1 I 11 n g t o

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
i 34-
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f a :i. 1 ) , i t d :i. d n o t h i n g t o c h a n g e p r a c t i c e o r t o a s s i s t 

i n f li r t h e r d e v e 1 o p rn e n t a n d a f u r t h e r e f f o r t w a s rn a d e 

to establish a more comprehensive programme,

A very helpful Professor, although not in this

s p e c :i. a 1 i s rn , a d v i s e d t h a t , s i n c e t h e o r g a n i s a t i o n h a d

not reached the maturity to enable staff to learn 

from each other, the best thing was to contract the 

programme out on the basis that, if it was good, 

there was spin off credit coming and if it was bad,

'wave goodbye at the station1.

At that time, '1376, the Training Officer returned 

exhausted to a Senior fieldwork post and the only
U..r e s pi o n s e s t o t h e r e s u 11 a n 1:. a d v e r t i s e rn e n t s w e r e f r o rn |

t w o p r e v i o u s 1 y s e s s i o n a 1 s t a f f w h o w a n t e d h a 1 f t i rn e 

each, since one of them had a higher management 

degree and spent the other half time in the private 

s e c. t o r , B o t h t h e s e p e o p 1 e w e r e cl u 1 y a p p o x n t e d a n d 

t h e P r i n c i p a 1 T r a i n i n g 01 f i c e r w a s p I e a s e d t o 

cl e 1 e g a t e t h e r es po n s i b i 1 i t y f o r p 1 a n n i n g t h e d e s i r e d 

p r o g r a rn rn e ’ o f rn a n a g e rn e n t t r a :i. n i n g , I
■;«>
■fi-Some 10 providers of management training were

■ J
c o n t a c t e cl a n d t h e e v e n t u a 1 c: h o i c e s e t t .1. e d o n a 

Poly technic that had a Public Service Management
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■1

S 0 c t :i. o n a n d e x p e r i e n c 0 1 n L o c a 1 A u t h o r i t y , E d u c a t i o n 

and Health Service Management Development, J

1

J

The result of the negotiations was a programme 

1 a s fc :i. n g a p p r o x i rn a fc e 1 y 1 8 rn o n t h s a n d c o n a i s t :i. n g o f a 

series of residential 3 day modules, linked by 

assignments, It was intended that training would

s fc a. r fc f r o m t h e t o p , w h i c h w a s a g r e e d , a 11 hi c:« u g h , i n 

p r a c 11 c e , n o - o n e hi i g h e r t hi a n t h i r d t i e r eve r 

a 1t e n d e cl a 11 h u g h , ta y t h i s t i rn e , t h e P rincipal 

T r a i n i n g 0 f f i c e r w a s r e s p o n s i fo 1 e t o s e c o n d t i e r a n d 

the training team had increased to one Principal 

Tr a i ni ng 0f f i c er , two I"r a i n ing 0 f f :i. cers, two ha 1 f - 

time Training Officers and one Assistant Training

0 f f i c e r , f o r a D e p a r t rn e n t a 1 s t a f f t o t a 11 .i n g a b o u t 

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 

w a s c a r r 1 e d o u t b y a s s i g n rn e n t s a n d a n a g r e e d 

pi r o j e c t , T h i s p r o g r a rn rn e , w h i c h 1 n c 1 u d e d rn a n y s t y 1 e s ,
H11 n c 1 u d i n g t h e d 1 d a c t i c , e x p e r i e n t i a 1 a n ci ‘ a c t i o n 4
I

1 e a  r n i n g 1 a p p e a  r s t o h a v e b e e n s u c c e s s i u 1 a  s f a  r a  s

can be judged, but failed to be as effective as

anticipated since transfer of learning was not

s a t :i s f a c t o r i 1 y r e s o 1 v e d , p e r h a p s cl u e t o fc h e a b s e n c e J
.... i 9 b ._ |
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of the holders of the 'top three' posts in the 

d e p a r t rn e n t , A s :i. rn i J. a r f i n d i n g w a s rn a d e i n N e w V o r k 

State - <.'B re snick i 38 I ) ,

A C e r t i f i c a t e w a s i s s u e d j o i n t i y b e t w e e n t h e 

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 

t h e w o r k s u b rn i 11 e cJ w a s n o t t a k e n i n t o a c c o u n t ,

P r o p o s a 1 s w e r e , t h e r e f o r e , rn a d e t o * u p—r a t e ' t h e 

programme as a validated Diploma and obtain CCETSW 

r e c o g n i t i o n , U n f o r t u n a t e 1 y t h i s w a s o r i g i n ally

t u r n e cl d o w n b y t h e D e p a r t rn e n t o n t l~i e b a s i s t l"i a t t h e r e 

would be disquiet it more junior staf f got a higher 

award, and that it a 'top up* system was introduced, 

s o m e o f t h o s e t h a t a 1 r e a d y h a d t h e C e r t :i. f i c a t e b y 

attendance might fail the Diploma and therefore be 

demotivated,

As an indication of attitudes towards qualifications 

held in Social Services Departments, it is noteworthy 

t h a t t h e U n i o n N A L 6 0 s u c: c e e d e cl i n f o r c i n g t h e
ik.Department of Health and their agents in the matter, *

CCETSW, to drop assessment of social workers ;/:

st 11 e n d i n g ' A p p r o v e S o c i a 1 W o r k e r T r a i n i n g 1 f o r '4 \
tduties under the 1983 Mental Health Act, All that is 

required is 'attendance' although such courses are
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o f t e n s u b m i 'fc t e d b y s o c  i a 1 w o r k e r s a s 1 q u a 111 i c a "fc i o n s ' 

a n d i t :i. s k n o w n t h a fc t h e a b o v e rn e n t i o n e d c o u r s e !"'i hk s 

b e e n s i rn i I a r 1 y u s e d ,

By this time, 1933, the training team was shrinking

ag ai n , a n d now c onsi s ted o i one P r i nc i pa 1 Trax ni ng 

0 f f i c e r a n d t h r e e T' r a i n i n g 0 f f i c e r s , o vi e o f w h i c h , 

t hi e 1 o w e s 'fc g r a d e d , k e p t r e s p o n s :i. b i I i t y f o r rn a n a g e rn e n t 

t r a ini n g ,

At about the same time, the Senior Chief Officers' 

g r o u p , w h i c h i n c 1 u d e d t h e D :l r e c t o r o f S o c i a I 
S e r v i c e s , a g r e e d t h at, in f u t u r e , a 13. rn a n a g e rn e n t 

t r a i n :i. n g w o u I d b e "fc h e r e s p o n s i b i 1 i "fc y o f t h e C e n t r a 1 

Personne3. Uni fc of fche Chief Executive's Depar 1;rnent, 

T hi e S o c i a 3. S e r v i c e s , h o w e v e r , a p p a r e n 11 y k e p fc t h e i r 

course running on the basis that it 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 

p r o g r a rn rn e , V In e s e w e r e s hi o r t ' f u n d a rn e n t a 3. 1 c o u r s e s

of about 3 days, and a longer programme based on the 

CCETSW marketed programme of 1938, This is almost 

back to the P ,T ,01s objectives of 1975,

W i "fc- h y e t a f u r t h e r r e o r g a n i s a t 1 o n , i t w a s cl e c i d e d t o 

have another attempt at launching a Diploma, this



t i in e w i t h s u c c e s s , p o s s i b 1 y b e c a u s e a 11 e n t i o n w a s o n 

a r e o r g a n i s a t :i. o n a n d p a r fc i c i p a t i o n i n fc h i e p r e v i o u s 

programmes did not appear to have been considered 

w h e n n e w li a n a g e r a p p o i n fc rn e n t s w e r e rn a d e , F u r t h e r , 

training had been put back under a third tier post 

a n d I i n k e d w i fc In i n s p e c t i o n , w e I f a r e r i g In t s , c r e a "fc i v e 

a c t i v i t i e s , d o rn i c i 1 i a r y c a r e , o c c u p a fc i o n a I t h e r a p y 

c o o r d i n a t i o n a n cl In o rn e s r e g i s fc- r a t i o n , A p p I i c a t i o n s

f o r t h e c o u r s e w e r e a c c e p t e d i r o rn s fc a f  f o n t h e b a sis 

of criteria set for the previous certificate, but in 

this case, the list was vetted by the then 

D i r e c t o r a fc e , a n cl o n 1 y P r i n c i p a 1 0 f f i c e r s ' w i t h

r e p o n s i b i 1 i t y f o r s t a f  f ' w e r e p e r rn :l 11 e d "fc o a fc t e n d , 

fc h e r e s t b e i n g r e d i r e c t e d o n t o o n e o f t h e o t h e r 

programmes. In what seems a strange move, having

r e j e c t e d s t a f f s u c h as fc h e i r o w n o f f i c e r s i n c In a r g e 

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 is 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 

1 i pi s e r v i c e t o b y fc in e D e p a r t rn e n t a 1 rn a n a g e rn e n t . I fc

~  1 9 9 -
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Report No.3 — A Metropolitan Borough

This Department was first used as a preparation for 

i In e r e s e a r c In a n d t o g a i n e x p e r .i. e n c e i n t h e t e c h n i q u e s 

of questioning for research purposes and three visits 

i n a i 1 w e r e m a d e . i h e v i s i t s w e r e v e r y i n f o r m a t i v e 

and total co-operation was given by the training 

team, Access to this programme was via one of the 

T r a i n i n g 0 f f i c e r s w h o hi a cl p r e v i o u s 1 v w o r k e d c 1 o s e 1 y 

with the researchers when he had been employed by the 

L o c a 1 G o v e r n m e n t i" r a i n i n g B o a r d . H e in a d b e e n

i n v o 1 v e cJ i n t h e d e v e 1 o p m e n t o f t h e m a n a g e m e n t

training programme and suggested the programme which

h e in a d i n h e r i t e d i n g o i n g b a c k t o L o c a 1 A u t h o r i t y 

w o r k a s a u s e f u 1 c o m p a r a t i v e s t u d y , 'I' h i s w a s 

particularly welcome as the programme was based on 

A c t i o n L e a r n i n g , w in i c hi in a d n o t b e e n 1 o o }■;: e d a t i n 

d e t a i 1 i n o p e r a t i o n , U n f o r t u n a t e 1 y , d e 'fc a i 1 e d

records of tine planning process were not made

a v a i 1 a b 1 e , e v e n i f t h e y e v e r e x i s t e d . F u r t in e r , i "fc 

was unclear how the students had been selected as 

-fc- hi e r e w e r e n o r e c o r d s o f i n "fc e r v i e w s w i 'fc In fc In e s t u d e n t s 

p r :i. o r t o c o m m e n c: e m e n t o t t h e c o u r s e , o r i n d i v i d u a 1 

s p e c i f i c o b j e c 11 v e s . T In e i n "fc e r v i e w s c a r r i e d o u t ,

therefore, 'view on hindsight', which was criticised 

i n t hi e 1 a s "fc- c in a p t e r .



'i' h e :l n i % i a .i. :i. n t e i - v i e w s w e r e a r r a n q e d b y t h e

:i. ntroduc tory train! ng officer and were with three 

o t i ""i e r t r a i n :i. n g o f f j. c e r s a n d fc h r e e f t h e s t u d e n t a , 

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 

f o r f o r rn e r p s y c h :i. a t r i c p a t i e n t s , U n f o r t u n a t e 1 y ,

n e i t h e r t h e D :i. r e c t o r , n o r t h e P r .i. n c :i. p a I I r a i n i n g 

Officer, were available on either of the first two 

v i s i i s , B y t h e t h i r cl v i s i -fc , t h e P r i n c i p a J. T r a i n :i. n g 

Officer had retired, and the new Principal Training 

Officer had introduced a totally new programme,

It was never clearly established as to why ‘action 

learning1 had been selected as the best vehicle for

iri a n a g e rn e n t d e v e 1 o p rn e n t , e x c e p t t h a t i t is a 

s p e c i a 1 i s rn o f a 1 o c £i I U n i v e r s i t y B u s i n e s s S c h o o 1 a n d 

a C o u n c :i. 1 p o 1 i c y e x i s t e d t h a t 'I. o c a 1 e d u c a t i o n a 1

institutions should be used in training all Council

staff .

In view of comments made previously, it was noted 

tha "fc t he 1 goocl t i rn e 1 c on c ep t , ap pea r e d i n t he c ou r se 

p u b I i c i “fc y "fc h r o u g h s u c h p h r a s e s a s ' w i s i" i e s t o fc a !•••: e 

part1, and ‘might enjoy the challenge’, Also, the
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p o s s :i. b i 1 i i y o f n e w hi o r i z o n s i s o f f e r e d b y s t a t i n g 

that the unit to be worked with must accept that ‘you 

have a right to be there', although this is modified 

by ‘it is part of the project to persuade them to 

a c c e p t y o u r c o n c I u s i n s a n d h e J. p t h e m w i t h c h a n g e 1 ,

T h e T r a i n i n g C e n t r e w a s o n t h e f i r s t f I o o r o f 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 

c hi o s e n a s t h e v e n u e f o r t la i s p r o g r a m m e ,

I

The Training Officer mainly responsible for the 

p r o g r a rn m e w a s a n e n t h u s i a s t t o r R e g R e v a n s 1 1 a c t i o n 4

1 e a r n i n g ‘ b u t , o n q u e s t i o n :i. n g , hi i s r o 1 e w a s o b v i o u s 1 y 

c o n f i n e d t o i m p I e m e n t a 1 1 o n r a t h e r t h a n p o 1 i c y

ri i a k i n g , T h e v i e w w a s r e i n f o r c e d t h a t t h e c h o i c e o f

tutor, venue and method only rested with the ‘non 

a v a i 1 a b 1 e ‘ P r i n c i p a J. T r a i n i n g 0 f f i c e r , H o w e v e r , i t i

w a s s a i d t h a -fc v a r .i. o u s s 'fc a f f c o n s u 1 "fc a 11 o n g r o u p s a n d a 

s t a f f c o m m i 11 e e t h a t w ini s m a d e u p o f s e n :i. o r s t a f f ( b u t 

d i cl no t i nc I u de t r «i i n :l n g ) and se emecJ t o c a r r y po we r , 

had reported favourably to the Director who, rn turn, 

a p p e a r s t o h a ve s rn i 1 e d u o n "fc h e P r i n c i p a 1 T r a i n i n g 

0 f f i c e r ,
IJ

A



•5*-

The interviews with the other I'raining Otticers were
a

i n t e r e a t i n g i n t h a t t h e y s h are d s i rn i 1 a r p r o b 1 e rn s t o |

the researchers in identifying 'training need1, but 

t i"i e y w e r e n o t d i r  e c. 1 1 y 1 n v o 1 v e d :i. n t h e m a n a g e rn e n t 

t r a i n i n g , T h e r e w a s s o rn e see p t i c: i is rn p r e s e n t a n d i t 

emerged that the Professor engaged in the programme 

had retired, and was working m  a private capacity, 

w h i c h a p p e a r e d t o b e a g a i n s t C o u n c i 1 p o I icy,

All three students interviewed were extreme J. y co

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 years, He said, laughingly,

that he thought that perhaps he had just been in 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 

i n t e r n a 1 / e x t e r n a 1 m e n t i o n e d i n t h e 1 a s t c h a p t e r ,
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One :i.s reminded of the point made in the last study, 

w h e r e S o c i a 1 S e r v i c e s D e p a r t m e n t s a p p e a r a 11 r a c t e d t o 

having 'gloss* on their training without being 

r e s t r i c t e d !:::< y r e g u 1 a t i o n s a n d c 1 e a r s t a n d a r d s o f 

achievement,

When asked for benefits derived from the course, all 

who had participated were enthusiastic but for very 

d i f f e r e n t r e a s o n s , 0 n e s a i d t h a t i1 w a s a w o n d e r f u 1

expe r i enc e , h a v i ng b ee n t o th e B us i n ess Sc hoo 1 , w as 

interested in meeting other people from the 

D e p a r t m e n t a n d 1 e a r n i n g o f t h e i r p r o b 1 e m s a n d 

cl i f f i c u 11 i e s , i' h e s e c o n d t h o u g h t t h a t t h e

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 

a g a i n e n j o y e d t h e cl i s c u s s i o n a n d m e e t i n g o 1h e r 

people in the Department, but the only' tangible 

b e n e f i c i a 1 e x p e r i e n c e t h a t h e c o u J. d r e c a 11 w a s b e i n g 

a d d r e s s e d b y h i s C h r i s t i a>. n n a m e b y t h e p r o f e s s o r w h e n 

out shopping with his family, who were most 

i rnp res seel,

On the second visit, it was mentioned sotto voce that 

t h e C o u n c i 11 o r s hi a cl ci i s c o v e r e d t h e 1 p r i v a t e 1 n a t u r e 

of the enterprise and that the news had ‘hit the



fan' , This could he an example of act‘temp‘ted

1 Of fleer' power over Counci i dec isions,

T' h e P r o f e s o r c o n c e r n e d w a s e x't r e rn e I y c o—o p e r a t i v e

and p r orn i sed any f ur the r ass i s tane e w i th the

r e s e a r c h , H e s a i d t h a t t h e p r o g r a rn rn e w a s n o w g o i n g

t o b e e v a J. u a t e d , H e r e a d i X y a c c e p t e d t h e

d i ffi cu11ies o f 1acti on 1ea rn i n g 1 i n es tabXishing 

c X e a r s t a n d a r d s , o b j e c t i v e s a n d a c h i e v e rn e n t s ,

The Department had left the programme in a state of 

suspended animation, 'Yes — very good ••••• but

a w a i t i n g r e v i e w b e f o r e c o n t :i. n u i n g 1 , W h e n , w h e r e ,

o n I y k n o w n t o t h e P r i n c i p a 1 ' ! r a i n i n g 0 f f i c e r , a s w a s

t h e c o s t o f t h e w h o J. e v e n t u r e , S i n c e t h e n t h e

P r i n c i p a X T r a i n :i. n g 0 f f i c e r h a s r e t i r e d a n d a n e w 

modular subject based programme is being put into 

operation,

This was an interesting case to analyse in terms of 

th e cJ e i s i o n rn a k i n g p r oc e s s e s t h a t h Hit d t a k e n p X a c e , 

The gene rail feelings expressed by the training

0 f f 1 c e r s t o w a r cl s t hi e i r p r o g r a rn rn e s w e r e t ha t t h e y 

a p p r e c i a t e cl t h a t t h e i r w e r e e s s e n t :i. a X e 1 e rn e n t s rn i s s i n g

1 n t hi e i n f o r rn a t i o n Hit v a i 1 at b X e , b u t t hi a t a s y s t e rn a t i c 

approach 'was to foe desired, However, in the

management training programme this was presented in

- 2 0 b -



t e r n'i s o f i t b e i n g a ' D e s i g n ' rn o d e 1 ,

]-i o w 0 v e r w a s c 1 e a r 1 y 1 G a r b a g e C a n f 

effected by micro and macro politics,

The end result 

which had been



Report N o ,4 - A London Borough

The information for this study was gathered in 

o n e h a 1 f d a y ' s v i s i t t o i h e B o r o u g h ' s ' I" r a i n i n g 

C e n t re. 11 i s t h e r e f o r e b a s e d o n rn a t e r i a i a s

("i r e s e n t e d a n d i rn p r e s s i o n s g a i n e d

The i n ter v i ew was w :l th the P r i nc .i. pa J. "i" r a i n i ng 0f f i c er 

and one other Training Officer out of a full 

complement of Principal Training Officer, two 

T r a i n i n g 0 f f i c e r s , o n e p a r t - t i m e L. e c t u r e r a n d o n e 

Consultant in group work. Group work is used as a 

m e t h o d o f s o c i a 1 w o r k a n d t e <a m d e v e 1 o p m e n t . 11 i s a

f a :i. r 1 y s m a 11 b o r o u g h w i t h e a s y a c c e s s i b i 1 i t y t o 

c o u r s e s i n t h e v a r i o u s L o n d o n e d u c a t :i. o n a 1 

insti tutions,

This was an interesting visit as the Authority does 

n o t s u p p o r t t h e ‘ o n e o f f 1 c o u r s e rn o d e J. a n d t r i e s t o 

tie all training and development into an overall 

s t r a t e g y , F o r i n s t a n c e , t h e c a r e a s s i s t a n t t r a i n i n g 

h a s b e e n t :i. e d i n t o rn a n a g e rn e n t d e v e 1 o p rn e n t f o r 

officers in charge by using a 'sitting next to Nelly1 

pack, and giving the officers training m  

s u p e r v i s i o n . 1 n t h i s w a y , n o t o n 1 y w a s t h e

supervision improved and the officers appropriately 

developed, but it was hoped to train 400 care staff



in 2 years, 'It was admitted however, that some of 

the supervision offered was 'diabolical',

A t t h e t i m e o f v i s :t. t i n g , a J. o t w a s s 1i j. J. i n t h e 

p 1 a n n i n g s t a g e , b u t t h e P r 1 n c :i. p a 1 T r a i n l n g 0 f f l c e r 

was fully aware of the sort of deficiencies which

were shown up in the last chapter and had formulated 

s t r a teg i c p J. ans to rnee t the sI "io r tf a 11 , Dur :i. ng the 

vi s it i t t ranspi r e d , however, tha t the Principal 

"I" r a i n i n g 0 f f :i. c e r h a d a I r e a d y a p p 1 i e d f o r a n o t h e r m u c h 

higher graded position with a large county and it was 

difficult to tell how far the ideas had been

i n c o r p o r a t e d :i. n t o t hi e D e p a r t m e n t a n d h o w f a r t h e y 

p r o v i cl e d a g o o d d e in o n s t r a t i o n rn o d e 1 .

Individual staff appraisals had been agreed to start 

later in the year, 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 issues, This system 

would be geared to the needs identified by a 'forward 

p 1 a n n i n g / r e v i e w t e a rn ' , c a 11 e cl t h e 1 P 1 a n n i n g f o r u rn ' , 

This, it was intended would comprise of the 

Director's Management Team with the Heads of the 

P 1 a n n i n g a n d T r a i n i n g t e a rn s a n d t h e 0 e v e 1 o p rn e n t
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1

j: t i s st n 11 c 1 p a i e d t h a t e t r a t a g i c a :i. rn s w i 1.!. b e r a i. a t e d 

to Client Group Philosophies but that operational 

p 1 a n s w o u 1 d h a v e t o b e r a v i e w e d a f t e r t h i s y e a r a s 

1 w e h a v e o n .1 y j u s t s t a r t ed 1 , It w a s ant i c i p a t e d

t h at t t h e s o c at 11 a d o b j e c t i v e s w o u 1 d h a v a t o b e m a d e 

H i o r a s p e c i f i c s o t h a t D i v i s :i o n s c o u 1 d rn a k a s l.i r a t h a t 

t h a i r u n i t s o t s e r v i •::: a c o u 1 cJ h a v  a t h e i r o w n Jj

appraisals and measure success, It was hoped that 

homes for the elderly were already into this work 

and that field work would follow, A question was 

sit s k a d a b o u t p a e r a s s a s s rn a n t s t o a s t a b 1 i s h s t a n d a r d 

a q u a 1 i t y , b u t a p p a r a n 11 y s t a f f h a cl b a a n t o 1 d t h a t 

they could 'get on with i f  it they wished to but

that it was not part ot the main stream, although 

s o rn e t h i n g rn i g hi t b a d a v i s a c! i n t h a f u t u r a ,

3! t w a s a s t a b 1.1 s hi a d t h a t 1 s u p a r v i s i o n 1 s hi o u I d i n c 1 u d a

the clear setting of tasks to be tackled and be

t a r g a t b a s a d p 1 u s a n i d a n t i f i c a t i o n o f n a e d s w h i c h '■$,

could be met by training, Outside supervision was 

a r r a n g a d f r o rn v i s i t i n g P o I y t a c h n :i. c 1 e c t u r e r s a s a 

means of improving objectivity, Also, one or two

s t a f f h a d b a e n a n c o u r a g e cl t o u n cl is r t a k e a x t e r n a 11 y 

v a 1 i d a t a d p r o g r a rn rn a s t. hi. P hi i 1 , a t c .) w 11 h t h e r a s e a r c h 

1 i n k a d t o p 1 a n n i n g p.* r o j a c t s , o in a o f *t h a s e i d a a s

h a d c o rn a f r o rn t h © s t a t t t f'i a rn s a J. v a ,

*!■■'■it



I hi e T r a i n i n g S e c t :i. o n w a s ' 1 :l n k e d ' w i1 h t h e C e n 1-r a 3. 

T v a i n i n g 0 f f i c e r , (C h i e f E x e c u t i v © ' s D e p a r t m e n t ) . f o r

a >d rri i n i s t r a t i o n a n d m a n a g © m e n t t r a i n i n g a n d i t w a s 

d i f f i c u 3. t t o g e t t h © f © © J. o f hi o w r © s t r i c t i v © i h i s w a s 

o r rn i g h t b e c o m e , 11 w a s a a i d n o t t o b © a b 3. o c k a g e

but you 'just had to speak politely',

S © 1 f d i r © c t © d 3. e a r n i n g i n r e s p e c t o i rn a n a g e rn e n t 

t r a i n i n g hi a s h e © n c 1 r c u .L a t © d a s b e :i. n g a v a :i. 3. a b J. e f r o rn 

a Po 3. y t©c hn i c ( a d :i. f t er en t on© t rorn tha t rnent x on©d 

above), but not much interest has been shown and

j o i n t t r a i n i n g w 11 h o t h © r D © p a r t rn © n t s h a d n o t

included management, Some use had been made of the 

L o n d o n B o r o u g hi s ' T r a i n i n g C o rn rn i 11 © © , b u t n o t hi i n g 

specific emerged, The comment made was 'they will 

put on more or less whatever they are asked to,'

T h e 6 r e a t © r !... o n d o n E in pi I o y e r s 1 S e c r e t a r i a t , w h i c h i s a 

t r a i n i n g o r g a n i s a 1 1 o n f o r t h e L o n d o n a r e a , w a s
| .j r 0  } y r U n n  |. r,g %u> r  QK| S © S  |

I , Management trends i. using action sets.) for one of

t h e s i x d a y s o f b h e c o u r s e ,

2, Action sets,

The Q.L.E.S. programme is "self oriented, with such 

c o rn p o n e n t s a s I i s t e n i n g , s e 1 f d e v e 1 o p rn © n t ai n d ' k n o w



thyself'", The tutor was sa i cl to be a very

c h a r i s m a t i c p e r s o n ,

11 w a s t h e i:::‘ r i n c i p a 1 i r a i n i n g 0 f f i c e r 1 s s t a t e d 

p hi i .1. o s o p h y t hi a t w h i 1 s t t r a i n i n g c a n s o rr» e t .i rn e s h e .1. p a 
b a cl s u p e r v :i. a o r y  n e t w o r k , i t c o u J. d n o t c u r e a b a d 

s y s t e rn , A s w a s s a i d ' i f i t i s a t r a i n i n g p r o b .L e rn 

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 based on research 

done by the Department's Management Development Team 

i n d e f i n i n g w h a t t h e y r e g a r cl a s a g o o d rn a n a g e r , 

Ownership would clearly lie with the Department's 

lvl a n a g e rn e n t t e a rn ,

It was not anticipated that training would be

mandatory but that there would be a series of modules

0 n rn a n a g e rn © n t a v a :i. J. a b .1. e , e , g , i n ci u s t r i a J. r e 1 a t i o n s , 

supervision, action sets, As was said, the idea

being that 'If they are not up to scratch book them

1 n f o r w hi a t e v e r i s a p p r o p r i a t e ' ,

T hi e r e s e a r c h e r s •::: a m e a w a y w i t h t h e I e e I :i. n g t h at, e v e n

if the Borough wasn't heard of again, the Principal 

T r a i n i n g 0 f f i e r c e r 1:- a i n 1 y w o u j. d Id e ,



This appears to have been an attempt at an u,D, 

deductive approach the ‘Design1 model presented in 

C h ,2 p of this study, The planning appeared to be at 

a fairly advanced stage but it was not possible to 

assess its1 viability or whether it would be fully 

implemented,



Report No. 5 ~ A bhi re County with Close Liaison
Between Social Services Training and Central Personnel

The management training is run as a corporate venture 

a n i::l t h e S o c i a 1 S e r v i c e s S e n i o r S t a f f D e v e 1 o p m e n t 

Officer and the Central Personnel representative 

obviously have a good working relationship, and 

a p p r e c i a t e d t h e o p p o r t u n i t y o f d i s c u s s i n g s o rn e o f t h e 

problems,

They had experimented with setting up leader less staff 

development groups. These had followed a senior

s t a f f c o n f e r e n c e o n m a. n a g e rn e n t w h e n p e o p 1 e w e r e 

invited to take the matter further and about 20 came 

t o a f o 11 o w u p rn e e t i n g , 11 s o u n d e d q u i t e

evangelical! Only one of the resultant groups of

about 6 people had really gelled and it had been noted 

t h a t t hi i s w a s o n e t h a t h a d m o v e d f a i r 1 y r a p i d 1 y f r o rn 

s e 1 f a s s e s s m e n t i n t o t h e a r e a s o f a c t u a 1 w o r k b a s e d 

problems. These are now inter departmental groups

consisting of people who have been on management 

d e v e 1 o p rn e n t c o u r s e s , 11 i s i n t e n cl e d t o s e t u pi a

working party (inter departmental) to look at training 

rn a 11 e r s c o r p o r a t e 1 y w h :i. 1 s t a c c e p t i n g t hi a t d i f f e r e n t 

f!) e p a r 1:- m e n t s hi a d d i t f e r e n t o b j e c t i v e s ,

:

•j

'.A

’•3I
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Centrally, they have been 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

t o u c In s a 3. a r y . T h e s e n i o r S t a f f D e v e 1 o p rn e n t 0 f f i c e r 

i s p a r t o f t hi e P r i n c :i p a 1 D e v e 1 o p rn e n t 0 f f i c e r ' s 

S e c t i o n a n d t hi e P r i n c i p a 1 D e v e .i. o p rn e n t 0 f f i c e r w a s 

a p p a r e n 11 y o n a w o r k i n g p a r t y 1 o o k i n g a t a p o s s i b 1 e 

a p p r a i s a 1 s c h e rn e b u t t h e s e n i o r rn a n age rn e n t g r o u p 

d i d n 1 t 1 i k e i t a n d s o t h e R e s i cl e n t i a 1 D i v i s i o n s e t u p 

one of their own.

Central Training have no central training budget, but 

b e c a rn e q u i t e i n d i g n a n t w h e n a s k e d i f t h e y c h a r g e d 

o t h e r D e p a r t rn e n 1s 1 o v e r t h e t o p 1 f o r t h e i r p r o g r a rn rn e s
1in order to create one as this had been known.

Apparently, however, a central budget has been asked

for, to particularly cover such courses as Induction, -J
F i r s t A :i. d a n d A cl rn i n i s t r a t i o n . J

One of the reasons given for the Central Training f j

involvement was the need to ensure that there were no
■4variations in standards of Departments and practices df
-rj

in certain areas of work, such as disciplinary cases. yj
'M

The Social Services trainer said that the priority was
i l••-2 I 5- i

■, - V . W V  -.-Wr V.rfVw.,.. »/.{&, i l l



trying to work more closely with the Health Authority 

a n d v o 1 u n t a r y sect o r , I hi e p o i n t w a s rn a d e t hi a t i n

pi r c« f e s s :i. o n a 1 t r a i n i n g s u c h a s c h i I d a b u s e v a r i a t i o n s 

in objectives and assumptions were apparent which also 

a f f e •::: t e d rn a n a g e m e n t c o n s i d e r a t i o n s , T h e n e e d h a d

been noted to help lower level staff understand the 

d i f f e r i n g p r o f e s s i o n a 1 / rn a n a g e rn e n t p e r c e p t i o n s .

T h e S o c i a 1 S e r v i >::: e s t r at i n e r s h i a d b e e n u s e d 

increasingly on working parties setting up guidelines 

for priorities and were involved in training across 

a 11 p r o f e s s i o n a 1 i s s u e s . w h e r e a s C e n t r a 1 P e r s o n n e I 

dealt with such matters as equal opportunities. They 

d o n o t , howe v e r , touc h thi e Educ a t i on se r v j. ces o r o f f e r 

h e 1 p< t o t h e P r o b a t i o n S e r v i c e .

There is no Social Services or Central Training 

e s t a b 1 i s h rn e n t a n d f i n d i n g v e n u e s f o r t r a i n i n g e v e n t s 

i s a c o n t i n u a 1 p r o b 1 e rn . U s e i s rn a cl e o f r e s i d e n t :i. a 1 

e s t si b 1 i s hi rn e n t s a n d p r i v a t e a c c o rn rn o d a t .i o n ,

The senior management course running at the present 

t i rn e :i. s o r g a n i s © d b y a n ' o u t C o u n t y ' P o 1 y t e c h n i c a n d 

is on a. residential one week 6 week project ••••• one 

week basis. The project is expected to be on an area 

of work that the manager would have undertaken in any 

c a s e . I n r e s p o n s e t o a q u e s t i o n a b o u t 8 o c i a 1



8 e r v i c e s f r e e d o m t o r u n t h e i r o w n c o u r s e s , i t w a s s a i d

that they could but courses should be run corporately
\

whenever possible as resources had to be allocated to 

t h e F‘ o 1 y t e c h n i c ,

It was believed by the interviewees that more 

o r g a n i s a t i o n a 1 ' c 1 o u t 1 w a s n e e d e d o n t r a i n i n g i s s u e s

g e n e r a 11 y , L i n e ivl a n a g e r s 1 c o m m :i. t m e n t w a s e x p e c t e cl t o 

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 value but it was all that 

resources permitted, They looked upon the National 

Institute of Social Work 6 months management course as 

a n i d e a 1 a s i t h r o u g h t a b o u t c h a n g e * S k i 11 s—w i s e a n cl 

in personal style1, but it was said to be ‘luxurious1,

Three students who had been on the 4 day course were 

o f f e r e d f o r :i. n t e r v i e w , a 11 h o u g h o n e f a i I e d t o k e e p t h e 

appointment, Student 1 was a very affable and

c o o p e r a t i v e m a n a g e r o f a n A d u 1t T r a i n i n g C e n t r e f o r 

11 "! e M e n t a 11 y H a n d i c a p p e d , 1-1 i s p r o j e c t h a d c o n c e r n e d

health oriented workers coming to the Centre - e.q, 

o c c u p a t i o n a 1 a n d p hi y s i o t h e r a p i s t s , N o t o n 1 y d i d t h e y



s e e t h e H e a 11 h A u t h o r i t y a s t h e i r m a i n A u t hi o r i t y f o r 

w o r k , b u t h a d p r o f e s s :L n a 1 r i v a 1 r i e s b e t w e e n 

themselves, He told an amusing story of the issue of 

m o hi i 1 i t y a i d s , w h e r e e v e n t u a 11 y t !"i e 0 e c u p a t i o n a 1 

Therapists had been able to jubilantly take over the 

r e s p o n s i b i 1 i t y f o r w a I k i n g f r a m e s f r o m t h e 

Physiotherapists, only to find that the 

P hi y s i o t h e r a p i s t s hi a d r e t a i n e d r e s p o n s i b i 1 i t y f o r t hi e 

rubber feet,

T hi e M a n a g e r hi a d a p p 1 i e d f o r t h e m a n a g e m e n t t r a i n i n g 

c o li r s e f r o m a D e p a r t m e n t a 1 b u 11 e t i n v i a h is I i n e 

manager. He said that he would like to have spent 

more time on the 'man management' theme instead of the 

rn a :i. n t h e rn e g i v e n t hi e rn , w h i c hr h a d b e e n o ri c h a n g e , 

There is no common standard of how they should operate 

a n d t h  e r e i o n 1 y a b o u t a 4 0 %  q u a J. i f :l c a t i o n r a t e 

ac r o s s t h e c o u n t y . H e hi a d r e c e i v e d n o f o r rn a 1

t r a i n i n g o n h o w t o c o p e w i t h h i is f i n a n c i a 1 

r e s p o n s i b i 1 i t i e s , A s a r e s u 11 o f t h e c o u rs e , h e f e 11 

he was a better manager, as he had more confidence and 

w a s a b I e t o p 1 a n p r o j e c t s e 11 e r ,

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

t h a t , w i t h s o m e t hi i n g I i k e s u p e r v i s i o n , e v e r y b o d y 

wanted to try it out and should be allowed to 'do 

t h e i r o w n t h i n g 1 b e f o r e g o i n g o n a t r a i yt i n g c o u r s e , 

As a project, she had chosen the design of a booklet 

f o p 11 "i e c h i 1 cJ r e n c o m i n g i n t o h e r h o m e a n cl t h e i p 

p a r e n t s ,

She felt the main benefit had been to make hev' secure 

i n h e r b e 1 i e f t h a t w hi a t s h e w a s cl o i n g w a s r i g hi t . 
B o t h t h e D i r e c t o r a n d t hi e A s s i s t a n t D i r e c t o r h a d 

spoken on the course and the Director had talked about 

1 time planning1 , 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 

c o u r s e o n s u p e vl v i s i o n ,

She said they all (the staff group), liked going on 

courses so that 'even if I wasn't giving it to them, 

t h e y w o u 1 d b e d e rn a n d i n g i t 1 , W h e n a s k e d a la o u t

support from her line manager, she said that she had 

seen him about the project before deciding on the 

jar os pectus and he had made a lot of suggestions that 

she had found con fusing, 8 i vice she decided on hey1 

project, he had merely asked 1 How is it going':' 1 One 

came away with the feeling of a lack of clarity m



b ci 1:- h p u v p o s e a n cl s c p e a n d w i s l"'i e d T h a t o n e c o u J. d h at v e 

s t a y e d J. o n g e r t o a s s i s t s o rn e v e r y h e 1 p f u 1 a n d q u i t e 

anxious people who wanted to do better- and were 

I o o k :r. n g t o r c 1 e a r e r cl :l. r e c t :i. o n s ,

T' hi :i. s j:> r o g r a rn rn e c J. e a r i. y t h e 1 g a r b a g e c a n 1 rn o ci e 1 i n 

o p e r a t i o n , T h e a t u cl e n t s o n t h e c o u r s e w e r e s e I f

s e .1. e c t e d a n cl a 11 h a d d :i. f f e r e n t n e e d s a n d b a c k g r o u n d b 

w h :L c h d 1 cl n o t a p p e a r t o hi a v e b e e n :i. n v e s t :i. g a t e cl, T h e 

c o u r s e s s e e rn e d t o h a v e b e e n w e 11 r u n a 11 hi o u g h p u t 

together mainly by guesswork, The students at 11

appeared to have got something out of the programme 

at n d i i f v«:«. n e v a J. u at t i o n - h at ci b e e n at 11 e m p t e cl i t w o u 1 cl 

have scored well on the 'happy sheet',



Summary

These are reports of the Management Training carried 

o u t b y t h e S o c i a 1 S e r v i c e s 0 e p a r t m e n t s i n f i v e 

different Authorities, The information has been

g a t h e r e d f r o m r e p o r t s f r o m t hi e a u t h o r .11 i e s , i n t e r v i e w s 

with organisers and students, and from personal 

expe r ience.

Referring to the decision making processes described 

in C h , 2 of this study, all the training officers

interviewed had set out to organise programmes that 

wou I d me e t needs tha t wou I d be c I ea r 1 y i den t i f i ed , 

a 11 hi u g h t hi e y a 11 e m p t e cf t o p 1 a n t h e s e e i t h e r b y t hi e 

R a t i o n a 1 o r t h e D e s i g n m e t h o d s , F r o m t h e c o n t a c t s 

made during the research, it was difficult to tell 

whether there was any correlation between the senior 

m a ri at g e m e n t s t y 1 e s p r a c t i s e d i n t hi e d e p a r t m e n t s a n d t h e 

n i o cl e 1 c h o s e n , a s i s s u g g e s t e d i n t h e n e x t C h a p t e r , 

w o u 1 d b e a p p r o p r :i. a t e ,

However, with the possible exception of the London 

Borough, where the eventual outcome is not known, all 

the programme planning appeared end up demonstrating 

the Garbage Can model,



In each Department the training officers seemed to be 

d i s t a n c e d f r o rn t h e rn a :i. n rn a n a g e rn e n t g r o u p s , a n d i n rn o s t 

c a s e s t h e :i. r w o r k a p p e a r e d t o h a v e b e e n s e J. f — 

a c t u a X i s e ci, T h e r e p e a t e d rn e s s a g e g i v e n w a s t h a t t h e 

D e pi a r t rn e n t s w a n t e d , o r t h o u g h t t In a t t h e y s h o u X d h ave, 

s o rn e t h i n g , b u t w e r e n o t c| y i t e s u r e w h a t o r w h y ,

The reports confirmed the impressions gained from the 

a n a X y s i s o f t h e g y e s t i o n n a i r e s , T h e s e w e r e

p r :i. n c i p a X 1 y t h a t t h e r e h a s b e e n a g r e a t d e a X o f e f f o r t 

and resources put into aXX these programmes and that 

the subject of Management Training at least receives 

regular consideration at senior/middle manager level, 

but that its importance still has to be established. 

Also, there seems to be little in depth consideration 

regarding what should be expected that is different by 

t in e e n d o f a p r o g r a rn rn e .

Although all the trainers encountered had a great deal 

o f c o rn rn o n a 1 i t y o f v i e w , t h e r e w a s s t i 1 X t h e g e n e r a 1 

a 11 i t u ci e i n 1:- hi e D e p a r t rn e n t s t hi a t , w h i 1 s t t h e y s h o u 1 d 

hr a v e a M a n a g e rn e n t T r a i n i n g F* r o g r a rn rn e , t h e y w o u 1 d s t i 1 X 

be alright if they diet not,

There was general agreement amongst the training 

o f f i c e r s t hi a t a s s e s s rn e n t s s h o u 1 d b e rn a d e o f b «::• t h j o b 

contents and personal performance before the training 

took place, Objectives should be set for both the



i n d i v :i. ci u a 1 a n cl t i "i e p r o g r a m m e , F u r t h e r .. t h e p r o g r a rn rn e

s h o u 1 d i n c i u d e b o t h ' o n ’ a n d ‘ o f f ‘ t h e ,i o b c o m p o n e n t s ,

t h e o p p o r t u n i t i e s t o r w i d e n i n g w o r l-c e x p e r i e n c e a n d

t i m e f r s t u d y ,

A 13. t h e p v- o g r a rn rn e s :i. n v e s i i g a t e d f a :i. 1 e d t o s orn e e x t e n t 

on all these issues,



CHAPTER 6

IMPROVING PRACTICES IN PROGRAMME PLANNING - AN 
ANALYSIS 

Introduc t i on

In the previous Chapters of this study the history 

a n d d e v e I o p m e n t S o c i a I S o c :i. a 1 S e r v i c e s D e p a r t rn e n t s 

and theories about management training and 

d e v e I o p rn e n t w e r e e x p I o r e d . "I" h e s e h a v e h e e n u s e d t o

illustrate the decision making processes that appear 

t o !:::< e t a k i n g p 1 a c e i n t h e s e o r g a n i s a t i o n s ,

The field research carried out and the literature and 

personal experience have been used to illustrate the 

k e y i s s u e s a n d a p p a r e n t p r o b 1 e rn s s u r v- o u n d i n g 

c u r r i c u 1 u rn d e v e 1 o p rn e n t f o r m a n a g e rn e n i t r a i n i n g a n d 

cl eve loprnent,

T h i s C h a p t e r w i 1 1 a 11 e rn p t t o a n a 1 y b e a n cl p u 13. 

together the information and practices presented so



t h a t c o n c 3. u s i o n s a n d r e c o rn m e n d a t i o n 5 c a n b e rn a d e i n

the next and fined. Chapter, j
- yj£j

In reviewing the information given previously in this 3

s t u d y a n d a s s e s s x n g i t s e f f e c t o n c u r r i c u 1 u rn

planning, si navigational model is suggested as 

si p p r o p r i a t e . T h e r e s u 11 a n t s p e e d a n d d i r e c t i o n o f a 

v e s s e 1 c a n b e c si 3. c u 1 si t e d i f a 11 t h e f o r c e s si c t i n g o n
1the vessel sire known, However, in the case of a

ship, the destination is known and agreed and the |1

f o r c e s o f w i n d a n d c u r r e n t a r e q u si n t :i f i si b I e , T hi i s
3

b e i n g s o , t hi e d e s t i n si t i o n c si n b e a c h i e v e d la y a 11 e r i n g :!

t hi e c o n t r o 1 s o f t h e e n g i n e s p e e d a n d s t e e r i n g , e v e n
>■£

i f d e I si y a n d e x t r si c o s t s a r os in v o I v e d ,

If the various forces impinging on the development of 

Social Services Departments were able to be measured 

•j. n t h e s si rn e w a y i t w o u 3. d b e p o s s i b 1 e t o v i s u a 1 i s e

t h e i r e f f os c t i n t e r rn s o f a r e s u 11 si n t t hi a t w i 11 s h o w

t hi e d i r e c t i o n a n d rn a g n :i. t u d e o f f u t u r e d e v e 1 o p rn e n t s , c

:i. f u n c hi e c k e d , A n a s s e s s rn e n t c o u 1 d t h e n b e rn a d e o f 

t h e p r o b a b 1 e d e v e 3. o p rn e n t s ' a p p r o p r i si t e n e s s i n t e r rn s 

o f e f f i c i e n c v si n d e f f i c a c y i n t h e d e 3. i v e r y o f t h e 

services delegated to these departments,

Further, the forces in play on the Departments are \

t hi e rn s e 3. v e s v a r i a b 3. e i n t e r rn s o f t h e :i. r f o r rn a s w e 11 hi s  f
4
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^strength and direction, it is possible to gain some 

idea of the apparent resultant., but this does not 

1 e si d t o si c I e a r p i c t u r e o t t h e c a u s a t i v e f o r c e s a n d 

t h e :i. r d i r e c 11 co n a n d h e n c e , f a i 1 s t o s h o w t h e c o n t r o 1 s 

t hi a t s h o li 1 d b e a p p 1 i e d a n d a d j u si t e d i f a n a c c u r a t e 

d :i. r ec: t i on :i. s to be sic in i eved :i. n a c os t ef f ec t i ve way,,

In the case of Social Services Departments, their 

management and hence their management training 

p rog r amrnes, the p rob 1 ems enc o u n t e r e i  n a11ernpt i ng to 

apply such a model are so gresit as to make ’it of

1 i 111 e u s e , A is c a n b e s e e n t r o rn t h e .i. i t e r a t u r e a n d

the information gained from the research, Social 

Services objectives do not appear to be clearly 

stated, On referring back to the three styles of

d e c i s i o n m si k i n g , c 1 e a r 1 y t h e s y s t e rn a t i c a n d t h e 

design methods of planning require objectives to be 

set, The 'garbage can' approach, which appears to 

b e i hi e rn o s t w i c! e 1 y u s e ci ci o e s n o t r e q u ire t in i s 

c o rn p o n e n t , 1" h e e x p e r i e n c e o f t h e w r i t e r h a s b e e n

that there is always an intense interest over the

obtaining of resources, even before detailed planning 

is carried out, i.e. a focus on input rather than

output,

Attitudes and managerial practices will need to 

c hi a n g e , a s i s rn e n t i o n e d 1 a t e r , a s w i t h t h e



implementation of the National Health Service and 

Commum i ty Care Ac t i990, Soci a 1 Ser vi ces Departments 

w i 11 b e r e q u i r e d t o p u h 1 :i. s h d e t a i 1 e d C o m m u n i t y C a r e 

PI a n s a n n u a I J. y , i n c 1 u d i n g e x p e c t e d o u t c o m e s ,

I n c n s i d e r i n g t h e s e p o s s i b 1 e c o n t r o 1 s i n t h i s

Chapter j i t is necessary to take account of other- 

work which is still being or has recently been 

c o rn p 1 e t e d i n t h e s a m e s u b j e c t a r e a , T h i s

f::i a r t i c u 1 a r 1 y a p p 1 x e s t o w o r k o n 1 m a n a g e m e n t

c ompetenc ies 1 i n C . C , E . T , S , UJ. ' s proposa 1 f or an 

A d v a n c e d A w a r d i n S o c i at 1 W o r k 1B a i 1 e y I 990 ) , 

m e n t i o n e d i n C h a p t e r 4 , a n d t h e 6 o v e r n rn e n t ' s 

e n >::: o u r at g e rn e n t a n d s u p p o r t t. jvj & n a g e rn e n t D e v e 1 o p rn e n t ; 

G u i d a n c e f o r L o c a 1 A u t h o r i t y S o c i a 1 8 e r v i c e s a n d

Social Services Training Support Programme i990/91 -

Dept, of Health and Social Services Inspectorate.) , 

Notice must also be taken of the considerable 

c r i t i c .1 s rn t h a t h a s b e e n h e a p e d o n S o c i a 1 S e r vie e s b y 

the 'media', This has been over both the standard 

of Social Work and the efficiency of Social Services 

D e p a r t rn e n t s , C o n s i d e r a t i o n rn u s t b e g i v e n a s t o

whether this is justified and whether an atmosphere 

of good odour is redeemable or necessary, Further, 

the National Health Service and Community Care Act 

(. I 990) w i 11 g i v e to t a 11 y new r espons i b :i._ 1 i t i e s t o 

Social Services managers and radically change the

-■ 227 -



c o n t e n t o f t h e j. r w o r k I o a cl s . T h :i. s h a s s e r i o u s

impiications for management training and development 

i n S o c i a J. S e r v j. c e s D e p a r t m e n t s ,

This is spelt out in the ‘Policy Guidance' to the new 

A c t C H ii S 0 I 330 ) w h i c h s t a i e s «. p a r a , I , I 3 >

' I rn p 1 e rn e n t a t i o n w ill r e q u i r e s u b s t a n t i a 1 c h a n g e s i n 

the role and appv'oach of start at ail levels in the 

i-l e a .1. t h S e r v x c e a n d F' e r s o n a 1 S o c i a 1 8 e r v i c e s A g e n c i e s ,

With the emphasis on independence and choice for

8 o c i a I S e r v i c e u s e r s , a n d o n q u a 1 i 'fc y a n d v a .1. u e f o r 

money in service provision, there :i. s a need for

c hi a n g e s i n a 11 i t u d e a n d c u 11 u r e t h r o u g h o u t A g e n c i e s 

c o rn rn :i. s s i o n i n g a n d p r o v i d i n g c a r e . 8 1 a f f a t

rn a n a g e r i a 1 , p r o f e s s i o n a 1 a n d v o c a t i o n a 1 1 e v e 1 s rn u s t

b e e q u :i. p p e d w it hi n e w s k :i. 11 s a n d e n a b I e ci t o w o r k i n 

new ways,1

T hi i s s e c t i o n o f t h e * G u i d a n c e * g o e s o n t o s p e c i f y n e w 

skills and attitudes in ‘Assessment and Care 

hi a n a g e rn e n t , p 1 a n n i n g p u r c h a s i n g a n d c o n tract
I

s p e c i f i c a t i o n , s e r v x c e rn a n a q e rn e n t a n d d e 1 i v e r y , $
*

i n «: > p e c t i o n a n d >:::j u a 1 i t y a s s u r a n c e , b u d g e t i n g a n d '4
Tf :i. n a n c i a .1. rn a n a g e rn e n t , rn o n i t o r i n g a n d e v a 1 u a t i o n a n d *]

the use of information technology,‘ Further it says 

t h a t t h e D e p.* a r t rn e n t o f H e a 11 h i s s u p p o r t i n g w o r k t o 

i d e n t i f y t h e i rn p 1 i a t i o n s o f C o rn rn u n i t y C a r- e p o 1 'J. c i e s

-  228-
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f o r t hi e f o r rn a  I t r a i n :i. n g p r o g r a. rn rn e s .1. e a d :i. n g t o

p r o f e s s i o n a  1 , v o c -a t i o n a 1 , p o s t q u a I :i. f y i n g a n d

rn a n a  g e rn e n t q u a J. i f i c a t i a n s :i. n H e a J. t h a n d S o c i a 1

8 e r v i c e s a n d t h a t t h e lvl a n a g e rn e n t D e v e 1 o p rn e n t

strategies should address the changes in expectations 

o f rn a n a g e r  s w h i c h s t e rn f r o rn t h e 1 C a r  i n g f o r p e o p 1 e 1 

W h i t e P a p e r w hi i c h p r e c e d e cJ t h e A c t ,

The support which is referred to above 'was given via 

t h e D e p a r t rn e n t o f H e a 11 hi L o c a 1 A u t h o r i t y C i r c: u 1 a r , 

L A C ( 8 9 ') I 7 ' S o c i a 1 S e r v i c e s "I" r a i n i n g 8 u p p o r t

Programme: Financial Year 1990--91 Under its aims

it states the improvement in both the quality and 

management of Social Services by increasing the 

a v a i X a b i 1 i t y o f t r :i. n i n g t o' r e 1 e v a n t s t a f f , a n d t f i a t 

spec: if ical ly 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 Paper1 and that overall 

s t r a t e g i e s w o u 1 d b e r e q u i r e d i n d u e c o u r s e , '



Tr  ‘V }  zTy. 5

Lack of ControIs

What can be clearly seen from the foregoing Chapters, 

i s t h e a b s e n c e o f a. n e f f e c t i v e N a t i o n a 1 c o n t r o 1 

system, This has allowed Departments to develop

i d i o s y n c r a t i c a 1 X y a n d a s c a n b e s e e n f r o m C h a p t e r 4, 

they approach their Management Training in a 

s i rn i 1 a r 1 y i cl i o s y n c r a t i c f a s h i c< n ,

The intention in the formation of the Social Services 

D e p a r t rn e n t s b y t h e L o c a 1 A u t h o r i t y S o c i a 1 S e r v i c e s 

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 

b a s e d s e r v i c e w h i c h w o u I d h e 1 p f a m i 1 i e s a n d 

communities to both identify and meet their needs,

T h i s d o e s n o t g e n e r a 11 y s e e rn t o h a v e h a p p e n e d , 

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 

t h e e 1 e rn e n t o f p r i v a t e a n cl v o 1 u n t a r y c a r e o f f e r e d a n d 

k e e p c 1 :i. e n t s i n t h e i r o w n h o m e s a n ci c o rn rn u n x 1 1 e s , 11

also sets out to provide a client centred service and 

therefore reflects a feeling that the existing

- 230- |
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D e p a r t rn 0 n t s h a v e f a :i. 1 e d i n a c hi i 0 v :i. n q t h e i r :i. n i i :i. a 1 

a .1 rns , Thi:i.s is not surpr is:i.ng when one considers, as 

has been shown in Chapter 2, that Social Work, as the 

p r e cl o i n :i. n a n t p r o f e s s i o n i n S o c i a 1 S e r v i c e s

D e j:::» a r t rn e n 15 , h a s n o t a c h i e v e d a p r o f e s s i o n a 1 p o s i t i o n
j?

in terms of its knowledge, functions and control of
1

:i. t s» o w n b e h a v i o u r s . H e n c 0 i t a 1 s o h a s p r o b 1 e rn s i n 4
It h 0 g 0 n e r a t i o n a n d o r g a n i s a t :i. o n o f :i. n n o v a t i v e

*processes, ;•
i
$

The independence allowed to Local Authorities as to |
■fjj

how they meet the responsibilities placed on them by "M

Central Government, has traditionally been seen as fi
\

part of the democratic process in this country and -Jjj
.. v.t r ait d :i. t :i. o n a 11 y a 11 o w s s e r v :i. c e s a n d !..) e p a r t rn e n t a 1
!

s t r u c t u r e s t o b e a r r a n g e d b y t hi 0 C o u n t y C o u n c i 1 s s o I
li

a s t o rn e 01 1 o c at 1 n e e d s . H o w e v  e r , .1. n c o n s i d e r i n g t h e 'j.

r e s p o n s e s t 0 t h e Q u e s t i o n n a i r 0 s h o w n i n C h a p 10 r 4 a n d 4
’1

s u p« p o r 10 d b y t h e f u r t hi e r e n q u i r 10 s s h o w n i n C h a p t e r - ;I.4
5 . t |-i 0 a p j:.' r o a c h e s t o i n a n a q e rn e n t t r a i n i n q i n ||[.) e p a r t rn e n t si;- r u n n i n g s i rn i 1 a r s e r v i c e s 1 n s i rn i 1 a r

c ci rn rn u n i 1 10 s a r 0 s o v a r i e d a s n o t t h a v e St n y

c! i s c e r n a b 1 e c o rn rn o n t hi e rn e , T hi e s e v a r :i. a t i o n s a r e n o t

a c c o u n 10 cl f o r fo y t h e d i f f 0 r e n c 0 s :i. n o r g a n i s a t i o n a 1 

structure, although the fact that these vary widely, 

e v e n w l" i 0 n rn e e t i n g s i rn i I a r n e e d s , i s s i g n i f i c a n t 3. n

i t <ii> e 1 f , 11 c o u 1 d 1 n d i c a t e t hi at t t h 0 y f o 11 o w e i t h 0 r

~  2 3 1 -



the perceptions ot a power T u J. individual in the 

Departments or a senior group in the Departments 

which, if this is the case, from the history of the 

Departments, shown in Chapter i , could account tor 

t h e 1 a c k o f a c o n s i s t e n t t r a i n i n g pi r o g r a m m e , t o g e t h e r 

with the lack of a consistent range of services or

0 r g a n i s a t i o n a I s t r u c. t u r e s s i n c e t h e s e p e r c e p t i o n s 

w i 11 a 11 i nev i tab 1 y vary w i de 1 y as w i 11 the i r 

pi e r s o vi a 1 d e g r e e o f i n t e r e s t o r b e 1 i e f i n t h e

1 m p o r t a nc e o f s t a f f d e v e 1 o p m e n t p r o g r a rn m e s .

Social Services Departments, it has been shown, are 

n o w v e r y 1 a r g e a s w e 1 J. a s e x p e n s i v e fc p . 2 4 o f t h i s 

s t u d y ) A 11 h o u g h :i. t i s n o t 1:- h e s u b j e c t o f t h i s

s t u d y , s rn e e v i cl e n c e h a s b e e n f o u n d t s h o w t h a t t h e y 

h a ve g r own b ey on cl a c 1 e a r un cle r 'B t and i nq by th e I....oc a 1 

A u t h o r j. t y C o rn rn i 11 e e s a n ci h e n c e t hi e C o u n c .i J. 1 o r m e rn b e r s 

rel y h e a v i 1 y on t h e r e c o rn rn e n d a t i o n s o f t h e 

' p r o f e s s i o n a J. s 1 i n t h e :i. r cl e c i s i o n rn a k i n g , i n c 1 u d i n g 

rn a. 11 e r s o f c o s t a n cl r e s o u r c e s fc B a y 1 e y , i 979 ) , 

Departments can therefore be found that seern to 

i n c u 1 c £i t e a J. e f t - w i n g p hi i .1 o s o p h y a n d c u 1t u r e , w h i I. s t 

o p e r a t i n g u n d e r a r i g h t w i n g C o rn rn i 'fc 'fc e e „ T hi .i. s a n d a 

failure to produce the services introduced by the 

Seebohrn Report shown in Chapter I, have led to the 

s ci r fc- ci f c o in rn e n t s •::: o n t a x n e d :l n "fc hi e D a :i. J. y hi a i .1. fc P r o f ,



Mars land 5,4,91) under the heading 'Sack the Lot and

.--■81 a r t A g a i n ' ,

T h i s a rt i c 3. e :i, n c J. u d e s t h e c o rn rn e n t t h a t S o c i a 1 W o r k 

has 'allowed itself to become highjacked by extreme

J. e f t w i n g p o 3. i t i c: s ' , ! ' h e a r 11 c 1 e w a s p u b 3. :i. s h e d a s a

r e s p o n s e t o t h e 0 r k n e y . R o c h d a 3. e a n d C 3. e v e 1 a n d 

controversies, but its 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 bureaucracy has 

continued to expand and seeks to enlarge its powers 

i n e x p r e s s :i. n g t h e b e 1 i e f t h a t 1h e r e s h o u I d b e

radical changes at Government level, This

presumably means that Soc ial Services Departments are 

seeking more power rather than asking for greater 

c o n t r o I s t o b e p 1 a c e d o n t h e m ,

It is in response to such criticism that a Director 

o f S o c i a 1 S e r v i c e s w r o t e t o t h e G u a r ci i a n n e w s p a p e r 

and circulated copies of his published letter around 

t h e D e p a r t m e n t v i a t h e m o n t hi 1 y n e w s 1 e 11 e r , T i"‘i e

letter opens •••-

1 CI e v e 1 a n ci, !:;< o c h d a I e , 0 r k n e y — i f 8 o c i a 1 S e r v i c e s

a p p e a r t o b e si, o c o n s i s t e n 11 y w r o n g , at r e t hi e y t o b e 

trusted in any area ot their responsibility?1



Ha goes on to say ■••••

‘ I n rn y a x p a r :i. e n c e , S o c :i. a J, 3 a r v :i. c e s A u t h o r i t :i. a s a r a 

e x t r a rn a X y a f f i c i a n t a n cl a f f e c t :i. v a , I n N o r f o 1 k

alone, my Department is supporting 23,000 people, 

2 I , 000 a t h o m e a n e x a m p 1 e o f c o m m u n i t y c a r e w o r k i n g 

well. The other 2,000 are in residential care'

(. Wr 1 ght Apr i 1 1 39 I )

N o s u b s t a n t :i. v a a v i d e n c a :i. s g i v a n o f a f f i c i a n c y o r

a f f i c a c y a n d t h a 1 a 11 e r i s c o u c hi a d :i. n a m o t :i. v a t e r m s . 

T h a r e i s n o m a n t i o n rn a d a o i t hi a p r o p o r t i o n o f c 1 i e n t s 

shown that are in fact supported by the private and 

voluntary sector, Neither is mention made that his 

Department has an annual budget of about £ S 0 M , a 

staff of about 4,500, These staff include a

rn a n a g e rn a n t t e a rn w i t h a b o u t I 0  0  s t a f f h a v i n g s a I  a r y 

scales and costs exceeding £20,000 p.a., which is

higher than a figure scorned at in the Marsiand 

a r t i c 1 e ,

1hese figures are not of themselves intended to

d i s c r e d i t t hi a c j. a i rn o f e f f i c i e n c y a n d e f f e c t i v e n e s s 

b u t t h a y cl o i n d i c. a t e t h a t a s s a s s rn a n t o f s u c c a s s i s a 

c o rn jo 1 i c a t a d pi r o c e d u r a ,



To summar :i. se 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

I e g i s 1 a t i v e r e s p o n s i b i J. i t :i. e s a n d e x p e >::: t a t i o n s p 1 a c e d 

o n t h e D e p a r t m e n t s , H o w e v e r , p r e v e n t a t i v e a s w e 11

as therapeu11 c services are provided, which are even 

mo r e di fficu11 to quanti f y , Soci a 1 Serv ic es

D e p a r t m e n t s e x l"i i b i t t h e p r o b 1 e m s a s s o c i a t e d w i t hi 

h u iyi a n s e r v i c e o r g a n i s a t i o n s i n g e n e r a 1 , A 1 s o t h e

F;:' o 1 i t i c a 1 n a t u r e o f L o c a 1 G o v e r n m e n t b r i n g s a b o u t 

v a r x a t i o n s i n r e s o u r c e s a n d p r i o r it i e s , A 1 o n g s i d e 

these issues, workers in the service have not 

achieved a professional status and are not

n e c e s s a r i 1 y w e 11 t r a :i. n e d , T h e s e p r o b 1 e m s m «i k e t hi e

m a n a g e rn e n t o f t h e D e p a r t m e n t s v e r y cl i f f i c u 11 , S i n c e

there is no detailed National control system, a range

o f m a n a g e m e n t s t y 1 e s a n d s t r u c t u r e s h a v e d e v e 1 o p e d 

w h i c hi a r e cl i s c u s s e d :i. n t h e f o .1.1 o w i n g s e c t x o n ,

Management Sty1e

It is suggested that the management styles reflected 

in the planning of any management training programme 

a r e t h o s e w h i c hi f u n c t :i. o n w 11 h i n t h e r e s p e c 11 v e 

cl e p a r t m e n t , F r o m t hi e r e s e a r c hi a n d o b s e r v a t i o n
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carried out, these can he shown as falling he tween A 

a n d B o n t l"'i e 1 :i. n e a r rn o d e 1 p r e s e n t e d b e I o w ; —

A *1 L a i s s & z f a :i. r e ) B C El: u r e a u c r a t i c )

8 t a t u t e s a n d g e n e r a II.

F'h i II. osoph i es

Indi vidua1

:i. n t e r p r e t a t i on

L o*::: a II. S e 3. e c t :i. o n 

of pr :i. or :L t i es 

v
8 trueture to

:i. rn p II. e rn e n t d e s i r e d

p r ac t :i. c es

III n i  v i d u a II. w o r k e r s 

i n t e v' p r e t a t i o n o f 

r o li. e a s e x p r e s s e d 

:i. n h o w t h e y d e X i v e r 

serv :i.c es ,

23b

CII. e a r 1 y d e f i n e d r o II. e a n d 

functions

Po 1i cy

I
Pr lor :i. ties

\/

Structure

L o c ci 1 v a r i a t i o n s

J o b s p e c i i i c a t :i. o n s

- —  •     • - '*"•



At one end of the scale the concept of the agency is 

'there are the responsibilities* there are some of 

t h e t h i n g s w e c o u 1 d d o , t h i s x s y o u r d i s t r :i. c t , a r e a , 

team, client group etc., get on with i f ,  Quality 

i <3 t h e n cl e t e r m :i. n e d b y h o w m a n y

c o m p 1 a x n t s / e o n g r a t u 1 a t i o n s a r e r e c e x v e cl, t h e

responses are 'off the cuff' , and actions acre the

po 1 i i i c a 11 y ex peel :i. en t ,

On the other end is the structured approach, where 

r e s p n s i b i 1 i t i e s a r e u s e d at s t h e b a s :i. s f o r

b .j e c t i v e s , a n d t h e s e , x n t u r n , a r e b r o k e n d o w n x n t o

t a s k s at n d m at n p o w e r at p p r o p r .i a t e 1 y at p p o i n t e d ,

In relating this model to the decision making

p r o c e s s e s r e f e r r e d t o i n C h at p t e r 2 , t h e * A ' 

organisation would seem to lend itself to the

' D e s i g n ' a p p r o a c h a n d t h e ' B ' o r g a n i s a t i o n t o t h e

' R a t :i. o n a 1 ' a p p r o ax c h ,

In at highly politic at I and value laden servxee, such 

a s S o c i a 1 S e r v i c e s , b o t h t h e s e h i g h 1 y s i m p 1 .i. f i e d 

rn o d e J. s w hi i c h c o u I d b e s e e n a s 1 I at i s s e z f a x r e 

b u r e a u c r a c y 1 h a v e t h e i r m e r j. t s a s o n o n e h i a n d I o c a 1 

i n i t i at t i v e s a r e n o t s t i f I e d , a n d 1 o c a 1 s e r v i c e is c a n 

be made to meet local needs whilst on the other hand, 

however, it is easier to discover how priorities have
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been ordered, money spent, and staff time and ski .1.1s 

u t :L 1 i s e d , T h e 1 b u r e a u c r a t :i. c 1 h o w e v e r , h a s i hi e

problems generally associated with bureaucracy such 

a s i n f 1 e x i b i 1 i t y , a n d m e e t i n g t h e g e n e r a 1 r a t h e r t h a n 

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 

c o n s :i. d e r e cl i n C hi a p t e r I a n d e a r 1 :i. e r i n t h i s c h a p t e r ,

i-A
. 4

Neither of these types of organisation preclude the 

'garbage can* practice which seems from the field 

r e s e a r c h f o r t h i s s t u d y , t o p r e d o m i n a t e ,

In these A cases, there does, however, often appear 

t o b e a t e n d e n c y f o r a u t h o r i i i e s t o c 1 a i m the s e c o n d 

B approach as they want to be seen as efficient and 

putting all resources to client need, whilst in fact, 

p r a c t i s i n g A , T h i s :i s s i m i 1 a r t o t h e f i n d :i. n g s b y

t hi e w r i t e r i n g r o u p s o f s o c i a 1 w o r k e r M a n a g e r s a n d

Trainers playing the McGregor 11960) X and ga m e ,

They perhaps compulsively see themselves as theory Y 

and their answers indie arte a Y response in terms of 

p r o f e s s i o n a 1 p e r >::: e p t i o n , e v e n i f t h e i r c o n v e r s a t i o n a 1 

r e s p o n s e s a n cl k n o w n p r a c t i c e s t e n d t o w a r d s t hi e o r y 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 

p o 1 i c e t o b e a u t h o r i t a r i a n a n d e v e n b r u t at 1 w h i 1 is t 

t h ey c onsider them se1ves as r emain i ng totally 

p o s i t i v e a n d ' w e an r i n g w h i t e hi a* t s * , p a r t i c u 1 a r 1 y 

b e at r i n g i n rn i n d a:, o c i at 1 w o r k b e h a v i o u r i n t h e case o f 

t h e 0 r k n e y s , R o c h d a 1 e a n d C 1 e v e I a n d rn e n t i o n e d 

e a r 1 :i. e r , P o i i c e lvl at n a g e rn e n t T r a i n i n g w a s c o n s i d e r e d 

in Chapter 2.

M i n t z b a r g C i 983 ) h a s d e f i n e cl f i v e b a s i c d e s :i. g n s o f

0 r g a n i s a t i o n s w h i c h h e h a s n a rn e d at s ; -

1 ) S i rn 1 e S t r u c t u r e

2) M a c hi i n e B u r e a u c V' at c y

3 ) p r o f a s s i o n a 1 B u r a at u c r a c y

4 ) D i v i s i o n a 1 i s e cl F o r rn 

5> Adhoc racy

He maintains that for all organisations, one of these 

f i v e p r e d o rn i n at t e s , T h e k e y t o w h i c h o n e

p> r e d o rn :i. n at t e s h e g i v e i-s at s ;.

1 > S i rn p 1 e S t r u c t u r e M a n a g i n g D i r e c t o r o r C hi i e f

Executive

2 ) hi a c h i n e B u r e at u c r a c y T a c h n o s t r u c t u r e , w h :i. c hi
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;i. n c 1 u d e s t r a i n :t. n g , r e s e a r c h a n d p 3. a n n i n g

3) Professional Bureaucracy ™ Operating Core e,g 

D o c t o r s a n d I ! l-i r s e s

4 3 D i v :i. s i o n a 3. i s e d F o r i n 11 a n a g e r is o f i n a n a g e r s 

between I) and 3 3 o n ■this scale

5 3 A d h o c r a c y - S u p p o r t 81 a f f , p a r t :i. c u 3. a r 1 y R e s e a r c h 

a n d D e v e 1 o p in e n t

It is difficult to slot Social Services into any one 

of these rnode 1 s , The wr i ter has seen e 1 ernen-fcs of

all these operating somewhere at sometime, and the 

s i t u a t i o n c a n c h a n g e q u i t e r a p i d 1 y , A s h a s b e e n

pointed out previously, social workers have been the 

s t r n g e s t i n 1 f 1 u e n c e i n t h e d e v e 1 o p rn e n t o f t h e 

D e p st. r t rn e n t s , b u t a s h si is a J. s o b e e n p o i n t e d o u t , s o c i a 1 

w o r k h a s n o t e s t a b 1 i s h e d a p r o f e s s i o n a I s t a t u s a n d :i. s 

difficult to see as a ’key' in Mintzberg's terms,

At this point, it seems appropriate to introduce a 

comment from papers handed out at various seminars

a n d c o u r s e s b y P r o f e s s o r D e r e k N e w rn a n ( 1 973 / 74 3 , 

hi i s n o t e o n p r o f e s s :i. o n a 1 :i. s rn h e r a 1 d e cl ' c o rn p e t e n c y ' 

assessment referred to in Chapter 2 and again in this 

C h a p t e r , N e w rn a n ’ s n o t e i s p r e s e n t e d h e r e i n f u 11 , 

since the writer has not found a record of its 

p u 1 i >::: a t i o n , p r o b a la 1 y b e c a u s e N e w rn a n , o f N o 11 1 n g h a rn

University, who ran 'the Centre for Organisation
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Analysis', at Fulmer in Berkshire, was killed in a*, 

b ci a i i n g at c c i d e n t i n t h e 1 a t e I 970s ; —

* 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 

c o m p e t e n t u s e , t hi e t e r m ' c o m p e t e n t ‘ b e i n g e m p 1 o y e d i n 

its widest sense, It appears thus to contain three 

rna i n f eatur e s ;- T he f i r st i s tha t of know1edge, of

t h e c o n t e n t o r 1 t e c h n o 1 o g y ' o f t hi e p r o f e s s i o n ; 

c o m p e t e n c e i n t h i s a n d i t s a p p I i c a t x o n i is a s i n e q u a 

non of professionalism, The second is also of

k n o w 1 e d g e , b u t o f a d i f f e r e n t k i n d k n o w 1 e d g e o f t h e 

context or environment within which the first kind of 

k n o w 1 e d g e w i 11 b e u s e ci, W i t hi o u t t in i s s e c o n d k i n d o f 

k n o w 1 e d g e , t h e f i r s t k i n d c a n n o t c orn p e t e n 1:-1 y b e u se d , 

The third is that of the stance of the person

prac t i Hi:- i ng i n the pr of ess :i. on ,

By 'stance1 is meant the way in which the person

relates with the previously mentioned features of 

knowledge, A professional stance involves a sense 

o f a c c u r a c y , h o n e s t y , :i. n t e g r 11 y , c o m p r e h e n s i v e n ess,

lack of prejudice and a recognition of personal 

f a 11 i b i 1 i ty ,



I t f o 11 o w e , t h e r e f o r e . t h a t a d e q u at t e a n d p r o p e r 

p r o f e s s i o n a 1 e d u c a t i o n , hi o w e v e r a n d w h e r e v e r i t i s 

carried out, should be concerned with each of these 

f e a t u r e s , a n d t h a t t h e p r o f e s s x o n a 1 p e r s o n s h o u 1 d

evince each of them xn his or her work.‘

In relation to the training function, he wrote;-

'If an organisation is to benefit from being such, 

then to some extent it must be able to operate as a 

c o h e s i v e w h o 1 e , T h e r e rn u s t b e s o m e g e n e r a 1

o r g a n i s a t x o n s t r u c t u r e a n d s o m e g e n e r at I p h i I o s o p h y

and style of working, In achieving such at state,

there are two important requirements - that senior

rn a n at g e m e n t h at s d e v e I o p rn e n t p o 1 i c i e s o r v i e w s at b o u t 

s u c h x s s u e s , at n d t h at t a t r a* i n i n g f u n c t i o n e x i s t s at n d 

reflects senior management's policies and views by 

c o m rn u n i c a t i n g t h e m , e x p 1 a i n i. n g t h e rn , i n t e r p r e t i n g 

t h e m , at n d c h at 1 J. e n g i n g t h e m s i n c e t h e y c at n n o t b e 

'right for all time',

Thus the people concerned with the training function 

must be in direct contact with senior management's 

w a y o f w o r k i n g at n d t h i n k j. n g , T h e y rn u s t a I s o

however, be understood in that their questioning and 

c h at 11 e n g i n g o f s e n i o r m a n a g e rn e n t ' s v i e w s i s n o t 

at u t o rn a t x c a 11 y ' cf x s I o y -a 1 ' , a n d t h e y s h o u 1 cl h at v e



£•■> y f f ;i. c :i. e n t c o n t a c t w i t h o u t s i d e t h i n k i n g t o e n a b I e 

t In e iyi t o r e I a t e t h e 1 r o w n rn a n a g e rn 0 n t 1 s v :i. e w s w i t h

0 t h 0 r s J w i t l "i o u t t h i s u n d e r s t a n d :i. n g a n d o u t s i d e

c o n t a c t , t h e t r a 111 :i. n g f u n c t i o n w i .1 i m e r e 1 y r 0 i n f o r e e 

c o n v e n t i o n s w i t1 •« i n t h e o r q a n i s a t :i. o n r a t h 0 r t hi a n 

c o rn rn u n i c a t e t h e rn, 0 x p 10 r 0 t h 0 rn , :i. n t0 r p r 0 fc t h 0 rn a n d b 0

a major factor in their proper evolution,

These quotations have been given as not only did 

P r o f 0 s s 0 r N e w rn «i n h a v e a g r e a t 0 f f 0 c t 0 n t h e w r i t e r ' s 

t h i n k -j. n g a t s 0 v e r a 1 rn e 01 i n g s a t t hi e t i rn e c* f L o c a 1 

Government reorganisation, but they are particularly 

p 0 r t i n 0 n t w h e n c o n s i d 0 r 1 n g t hi e 1 a e k 0 f cle a r 

pi r 0 f 0 s s i o n a 1 i s rn i n S o c i a 1 W o r l< , 11 "i e w a y a d v a n c e rn e n t

is awarded in the organisations and the way that

1 o y ei 11 y rn i g h t b e p 0 r c e i v e d , a n d h 0 n c e t h e d i f f i c: u 11 y

0 f t h 0 t r a i n i n g f u n c t .i. 0 n 0 v e n si t a t i rn 0 w In e n c i"i a n g 0

1 s fa e i n g c a 110 d f o r w i t h t hi 0 i rn p 10 rn 0 n t a t i 0 n 0 f t hi 0 

N a t i 0 n a 1 H 0 a 11 h a n d C 0 m rn u n .i t y C a r e A c  t ,

T hi e q u e t i 0 n 0 f 10 y a 11 y / d i s 1 o y i-ii 11 y .. 10 o rn s 1 a r g 0 w h 0 n

there is a question of change. A Director of Social 

S e r v i c 0 s ( A u t h i o r i t y G i n C hi a p 10 r 4 ) .. r e 0 n t J. y w r 01 e 

to staff regarding very heavy budget over™spending 

for 30/9! and one possibly even higher for 1931/92, 

A series of decisions were listed in his memorandumt 

which were sa :i. d to be not open for discussion and
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included the information that the training budget 

would be reduced back down to its base target, there 

a p p a r e n 11 y h a v :i. n g b e e n a n i n c r e a s e g i v e n p r e v i o u s I y , 

0 Id v i o u s 1 y t h i s i s g o i n g t o rn e a n s i g n i f i c a n t 

reductions in provision and it is 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 breaches the 

instruc t i ons or expresses the i r f ee 1 ings to clients , 

The re ci son has been given that clients might become 

a n x i o u s b u t s :i n c e c 1 i e n t s a r e a 1 s o p a r t o f t h e 

electorate in a democratic system, they have a right 

to know 'what and w h y 1 , This could be seen as

giving further examples of the lack of social 

workers' professional status and criticism being seen 

a s d i s 1 o y a .1. t y t o t h e r g a n i s a t i o n , A 1 s o i t c o u 1 d b e 

yet another example of 'Officer' power over the 

Counc i 1 s , a 11hough i t is be 1 ieved that in this case 

the Director has agreed to meet any management group 

t h at t w i s h e s t o d i s c u s s t h e s i t u a t i o n ,

Where the approach to organisations seems to be A 

rather than B, it is suggested that an indicator of 

style is to see the role played by the internal 

s e r v i c e s o f P 1 a n n i n g , R e s e a r c h , S e r v i c e D e v e J. o p m e n t 

and Staff Development, These are areas which must



have a particu 1 ar ly high prominence with resultant 

status and inclusion in decision making groups if 

M o cl e 1 B i s t o f u n c t i o n e f f e c t i v e 1 y , I i; d e c i s i o n

rn a k e r s j w h o a r e u 11 i rn a t e 1 y t h e C o u n c i 11 e r s , a r e g o i n g 

t o b e p r e s e n t e d w i t h a 11 t h e r e 1 e v a n t i n f o r rn a t i o n , 

p u t o b j e c t i v e 1 y a n d d i g e s t i b 1 y a n d D e p a r t rn e n t a 1 

Senior Management are to take a relevant course of 

a c t i o n , i t i s c 1 e a r t h a t r e s e a r c h r e g a r d i n g s o c i a 1

a n cl d e rn o g r a p h i c t r e n d s rn u s t b e r e g u .1. a r 1 y r e v i e w e d , a s 

rn u s t t h e e f f e c t s o f a n y n e w 1 e g i s 1 a t i o n o r 

D e p a r t rn e n t a 1 r e o r g a n i s a t j. o n , F u r t h e r , • s t a t i s t i c s

rn u s t b e t r a n s 1 a t e d i n t o u s a b 1 e i n f o r rn a t i o n a n d b u i. 11 

i n t o p 1 a n s f o r t h e g r o w t h , c h a n g e o r r e— 

p r i o r i t i s a t i o n o f s e r v i c e s , 11 i s n o t u n k n o w n f o r

p 1 a n s t o b e p r e s e n t e d rn e r e I y g i v i n g t h e r e s u 11 o f a 

cut in budget, such as the closure of a home for the 

elderly, or the Home Help Service, rather than other 

rn o r e p o 1 i t i c a 11 y a c c e p t a b 1 e c u t s , f r o rn t h e p o .i n t o f 

v iew of the 1 oc a 1 e 1 ec tor ate . A 1 so , s i nc e the

q l i a 1 i t y o f t h e s e r v i c e s i n a h u rn a n s e r v i c e 

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 is

n e c e s s a r y t f t a t n o t o n J. y rn u s t p 1 a n s b e d r a w n u p i f 

c: h iiii n g e i s t o t a k e p I a c e , b u t t h e y rn u s t b e i rn p 1 e rn e n t e cl 

before the . organisational changes are put into 

e f f e c t , S o o f t e n :i. n t h e r e s e a r c h , a s s o c i a t e d w i t h
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i h i s s t u d y , a n d t h e r e s p o n s e s t o e n q u i r i e s a n d 

i n f o r m a 11 o n c o 11 a t e d s i n c e .. i n d i c a t e v e r y 1 o w 

Ei t1 e n t i o n t o t h e s e s u b s p e c i a I :i. s m s w h :i. c h , i n t u r n , 

s u g g e s t s t h a t t h e i r w o r k i s a 1 s o a 1 m o s t c o s m e t j. c .

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 

a n d s t y J. e o f d e 1 i v e r y , fo u t ei 1 s o t h e ta e h a v i o u r s o n e 

wants to see emerging if the objectives are not to be 

1 i m i t e d t o o n 1 y k n o w 1 e d g e a n d s k i 11 s d e v e 1 o p m e n t a n d 

an effective human relations programme is 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),

T h e n e a r e r B , t h e m o r e 1 o p t :l o n s ' b e c o m e ‘ d i r e c t e ci

alternatives' and the student is set clear

organisationally defined targets in terms of specific

k n o w .!. e cl g e , s k i 11 s a n cl p r a c t i c e s ,

At this point, it seems appropriate to introduce a

comment from papers handed out ait various 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
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C h a p t e r , N e w rn a n ' s n o t e 1 s p r e s e n t e d h e r e 1 n f u 11 , 

s .1 n c: e t h e w r :L t e r h a s n o t f o u n d a r e c o r d o f i t s 

p u b 1 i c  a t i o n , p r o b a b J. y b e c a u s e N s w rn a n , o t N o 111 n g h a rn 

U n i v e r s i1 y , w h o r a n 1 t h e C e n t r e f o r 0 r g a n i s a t i o n 

Analysis', at Fulmer in Berkshire, was killed in a 

b o a t i n g a c c i d e n t i n t h e 1 a t e I 970s ,

1 Professional ism seems to be and to do with, not 

on 1y with the generation and possession of a certain 

content or area of knowledge and expertise, but also 

w i t h i t s c o rn j:* e t e n t u s e , t j "i e t e r rn 1 c o rn p e t e n t 1 b e i n g 

e rn p 1 o y e d i n i t s w i cl e s t s e n s e . 11 a p p e a r s t h u s t o

contain three main features:- The first is that of 

k n o w 1 e cl g e , o f t h e o n t e n t o r ' t e c h n o 1 o g y 1 o f t h e 

p> r o f e s s i o n J c o rn p e t e n c e i n t h i s a n d i t s a p p 1 i c a t i o n i s 

a s i n e q u a n o n o t p r o f e s s i o n a 1 i s rn . 1" hi e s e c o n d i s

a 1 s o o f k n o w 1 e d g e , b u "b o f a d i f f e r e n t k i n d 

k n o w 1 e d g e o f t h e c o n t e x t o r e n v :i r o n rn e n t w i t h i n w f~i i c h 

the first kind of knowledge will be used, 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 

k n o w 1 e d g e , A p r o t e s s i o n a 1 s t a n c e i n v o 1 v e s a s e n s e 

o f a c c u r a c y , h o n e s t y , i n t e g r 11 y , c o rn p r e h e n s i v e n e s s ,
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1 a ■::: k o f p r e j u cl :i. c e a n d a r e c o g n i 11 o n o f p e r s o n a 1 

f a 11 i b i 1 i ty .

It follows, therefore, that adequate and proper 

p r o f e s s i o n a 1 e d u c a t i o n , h o w e v e r a n d w h e r e v e r i t i s 

c a r r i e d o u t , s h o u 1 d b e c o n c e r n e d w i t h e a c h o f t h e s e 

f e a t u r e s , a n d t h a t t h e p r o f e s s :i. o n a I p e r s o n s h o u 1 d 

evince each of them in his or her work,'

In relation to the training function, he wrote;-

1 ;i: f a n o r g a n i s a t i o n i s t o b e n e f i t f r o m b e i n g s u c h , 

then to some extent it must be able to operate as a 

c o h e s i v e w h o 1 e , T h e r e m u s t b e s o m e g e n e r a I

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 

si. u c h .1 s s u e s , a n d t |-i a t at t r a i n i n g f u n c t i o n e x i s t s a n d 

reflects senior management's policies and views by 

c o rn m u n i c a t i n g 1h e m , e x p 1 a i n i n g t h e m , :i. n t e r p r e t i n g

them, and challenging them since they cannot be 

'right for all time',

T h u s t h e p e o p 1 e c o n c e r n e d w i t h t h e t r a i n i n g f u n c t i o n 

m u s t b e i n d i r e c t c o n t a c t w i t h s e n i o r rn a n a g e m e n t ' s 

w a y o f w r k :i. n g a n d t h :i. n k i n g , T hi e y rn u s t a 3. s o
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however, be understood, :i.n that their questionincj and 

c h a 1 i e n q :i. n g o t s e n i o r m a n a q e m e n t ‘ s v i e w s i s n o t 

automatically 'disloyal', and they should have 

s u f f i c i e n t c o n t a c t w 11 h o u t s i d e t h i n I-;; i n g t o e n a b 1 e 

them to relate their own management's views with

0 t h e r s ; w i t h u t t h i s u n d e r s t a n d :i. n g a n d o u t s i d e 

contact, the training function will merely reinforce 

c o n v e n t i o n s w i t h .i. n t l~i e o r g a n i s a t :i. o n r a t h e r t i "i a n 

communicate them, explore them, interpret them and be 

a m a j o r i* a c t o r i n t h e i r p r o p e r e v o J. u t i o n ,

These quotations have been given as Professor Newman 

had a great effect on the writer's thinking at 

several meetings at the time of Local Government 

r e o r g a n i s a t :i. o n , A 1 s o , t h e y a r e p a r 11 c u .L a r 1 y

p e r t ;i. n e n t w h e n c o n s :i. d e r i n q t h e .i. a c k o t c .i. e a r 

p r o f e s s ;i. o n a 1 i s rn i n S o c i a 1 W o r k , t h e w a y a d v a n c e m e n t

1 <» a w a r d e cl i n t h e o r g a n i s t i o n s a n d t h e w a y t h a t 

1 o y a 11 y m i g h t b e p e r c e i v e d . 1“ h i s c o n t r i b u t e s t o t h e 

difficulties with the training function even at a 

t :i. m e w h e n c f"i a n g e i s b e i n g c a 11 e d f o r w i t h i i "i e 

i rn io I e m e n t a t :i. o n o f t h e h i a t i <::;i n a 1 H e a J. t h a. n c:i C o m m u n i t y 

Care Act.

I he question of loya1ty/dieloyalty, looms large when 

there is a question of change, A Director of Social 

Services cAuthority 0 in chapter 41, recently wrote



to staf f regard:i. ng very heavy budget over'-spend i ng $

for 90/9i and one possibly even higher for 1991/92,

A s e r i e s o f d e c :i. s i o n s w e r e J. i s 1; e d :i. n h i s rn e rn o r a n d u m , 

w h i c h were s a x d t o b e n o t o pen to r d :i. s c u s s x o n a n d ‘ |

included the information that the training budget vf
.. fc

would be reduced back down to its base target, there
-J

apparently having been an increase given previously,

G b v i o u s 1 y t hi i s i s g o .i. n g t o rn e a n s i g n .i. f i c a n t

reductions in provision and it is understood that the |

Departmental Directorate are going to determine the J

priorities but on what basis does not appear to be ’ J

c I e a r , 11 i s u n *:::l e r s t o o d t h a t c h a r g e s o f m i s c o n d u c t
*3?w i 11 b e 1 e v e 11 e d a g a .i. n s t a n y o n e w hi b r e a c hi e s t hi e 

:i. n s t v' u c t i o n s o r e x p r e s s e s t h e i r i e e 1 i n g s t o c 1 i e n t s ,

T h e r e a s o n h a s b e e n g i v e n t hi a t c 1 i e n t s rn i g h t b e c o rn e
i

anxious but since clients are also part of the 

e 1 e c t o r a t e i n a d e rn o c r a t i c s y s t e rn , t h e y h a v e a r i g h t 

to know 'what and w h y 1 , This could be seen as

giving further examples of the lack of social 

w o r k e r s 1 p r o f e s s i o n a 1 s t a t u s a n cl c r i t i c i s rn b e i n g s e e n 

as disloyalty to the organisation, Also it could be 

yet another example of 'Officer' power over the 

C o u n c i 1 s , a 11 hi o u g h i t i s b e 11 e v e d t hi a t i n t hi i s c a s e 

the Director has agreed to meet any management group 

i hi a t w i s h e s t o d i s c u s s 1h e s i t u a 11 o n
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The Assessment of Management Competences

1 n Chapter 2, attention was drawn to three models of 

cl e c :i. s :i. o n m a k i n g and r e f e r e n *::: e w a s rn a d e t o C om pe t ence 

Based Education and Training as being a rational 

p r o c e s s , It w o u I d t h e r e f o r e s e e rn t o o p e r ate r n o r e

easily in the ' B ‘ type ot organisation referred in 

t h e ' p r e v i o u s s e c t i o n , 11 c o u 1 d w o r k i n c o n j u n c t i o n

w i t h ' D e s i g n ' cl e c i s i o n s a s 1 o n g a s s t a n d a r d s w e r e 

rn a i n t a i n e d a n d u n i v e r s a 13. y a p p 1 i e d , 11 w o u 1 d

h o w e v e r s e e rn i rn p o s s i b 1 e t o o p e r a t e i n a ' G a r b a g e C a n 1 

err-/i ronrnent,

As was also shown in Chapter 2, the new National 

V o c a t i o n a 1 Q u a 1 i f i c a t i o n s w i 11 b e a w a r d e d a g a i n s t 

c o iyi p e t e n c e c r i t e r i a , a n d i t w a s , t h e r e f o r e , 1 o g i c a 1

t h a t t h i s s y s t e rn s h o u 1 d b e u s e d w i t h r e g a r d t o 

management training and assessment, Whilst it is

i n t e n d e d t h a t t h e N V Q IeveIs w ill develop he yond t h e 

level 4 (sub professional), management is in a 

position in some ways comparable to social work, for 

it is part of many people's jobs and has not yet 

a c h i e v e d a t r u e p r o f e s s i o n a .1. s t a t u s n i t s o w n ,

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 

a c t i v i t i e s , I1 i n c 1 u d e s t h o s e q u a I i t i e s o f p e r s o n a X 

effectiveness that are required in the work place to 

d e a 1 w i t h c o -••• w o r k e r s , m a n a g e r s a n d c u s t o rn ers ' ,

T h i s s t a t e rn e n t i n c o r p o r a t e s rn a n y * M a n a g e rn e n t s k i 11 s 1 

as does Level 4 of the N.C.V.Q, which relates to : -

18pecia1ist or supervisory acti vi ties , inc1uding
d e s i g n , p r o b 1 e rn s o J. v i n g a n d p 1 a n n i n g . 1

Where then does this leave management training in 

general and in Human Service Organisations and Social 

8 e r v i c e s D e p a r t rn e n t s i n p a r t i c u I a r ?

As was shown in Chapter 2, the new National

V o c a t :i. o n a 1 Q u a 1 i f :i. c a t i o n s w i 11 b e a w a r d e d a eg a i n s t 

c ce rn p e t e n c e c r i t e r i a . a n cl i t w a s t h e r e f o r e 1 o g i c a 1 

that this system should be us eel with regard to 

rn a n a eg e rn e n t t r a i n i n q a n d a s s e s s rn e n t ,

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 11, C . 1 , and M , V , Q , levels

a r e g o :i. n q t o b e c ea rn p a r e c:l,



The project was introduced by Bailey as 'to consider 

m a n a g e rn e n t c o rn p e t e n c j. e s r e q u i r e d i n S o c i a 1 S e r v i c e s

0 e pi a r t rn e n t s a n cl t h e p o s s i b i 1 i t y o f d e v e 1 o p i n g 

programmes of study and practice that might lead, if 

desired, to an advanced award in Social Work, to be 

offered by the Central Council',

In his introductory circular letter, it was

1 n t e r e s t i n g t hi a t P r o f e s s o r B a i 1 e y w r i t e s ' t h e s p e c i f i c 

aims of the project were, I) to establish a range of 

rn a n a g e rn e n t c o rn p e t e n c i e s a t a d v a n c e d 1 e v e 1 s i n p e r s o n a 1 

8 o c i a I 8 e r v i c e s a n cl w h i c hi a r e c o n s i s t e n t w i t h t h e 

li a n a g e rn e n t C h a r t e r 1 n i t i a t :i. v e a n d 2 ) t o p r o v iJ e t hi e s e 

in ways acceptable to employers and employees, CCET8W 

a n d C N A A s C r e cl i t A c c u rn u 1 a t i o n I r a n s f e r s c hi e rn e (. C A1" 8 > ,

B y cl e f i n :i. t i o n , a n A d v a n c e d A w a r d i n S o c i a 1 W o r k w o u I d 

bring it within the Central Council's category of Post 

Q u a 1 :i. f i c a t i o n s t u cl i e s ( P Q 8 ), f o r w h i c hi C C E T S U In a v e 

o n 1 y p r e v i o li s  1 y g i v e n r e c o g n i t i o n t o e x i s t i n g h o J. d e r s 

o f C C E T 8 W a w a r ci s , i , e , t h e C e r t i f i c a t e i n 8 o c i a I 

8 e r v i c: e a n d t |-i e C e r t i f i c at e o f Q u a 1 :i. f i c a t i o n :i. n S o c i a I 

W o r k , o r t h e i r p r e >::J e c e s s o r s , N o C e r t i f i c a t e hi a s

previously been awarded, CCETSW are now proposing to 

e s t a b 1 :i. s h a n A d v a n c e d A w a r d i n 8 o c i a 1 W o r k w hi :i. c hi w i 11



h 0 c e r t i f i c a t e d b y t h e rn , T h e :i. n t e n t i o n o f t h i s

p r o ,'j © c t w a s t o © s t a b I i s h t h © rn a n a g © rn © n t c o rn p © X e n c i © s

w h i c h w i 11 b © c o rn rn e r» s u r a t e w i t h s u c h a n a w a r d a n d t h ©

f i n a X w o r k w a s p u b 1 i s h © d i n F e b r u a r y I 990 , T h ©

p r .j e c t w a s u n d e r t a k e n i n c o i I a b o r a t i o n w :i. t h

r © p r © s © n t a t i v © s f r o rn C C E "I" 8 W , t h © C N A A , t h e L. o c a 1

G o v e r n rn e n t 1" r a i n i n g B o a r d <. n o w lvl a n a g © rn © n t B o a r d >, t h © 

T r a i n i n g A g © n c y i h © Li n :i. v © r s ,i. t y o f H u X X a n d a

c o n s u X t a n t D i r © c I:- o V’ o f S o c i a J. 8 © r v i c © s .

In view of the evidence submitted in the previous 

chapters of this study regarding the lack of 

u n i q u e n © s s i n 8 o c i a X W o r k © r s v a I u e s a n d t h © 

i n a. p p r o p r i a t © n e s s o f u s i n g t h © rn :i. n a s s e s s i n g S o c: i a 3. 

W o r k p e r f o r rn a n c e , i t i s s u r p r i s i n g t hi a t B a i X © y < p , 5) 
d e f i n e s t h © c o n •::: © p t o f c o rn p © t © n c © i n 8 o c i a 1 U o r- k 

M a n b. g © rn © n t a s r © f © r r i n g t o k n o w i © d g ©, u n ci © r s t a n d i n g , 

values, skill in performance, He goes on to quote 

t h e "f' r a :i. n i n g A g © n c y d © f :i. n i t i o n 1 t h © a b i 1 i t y t o 

p © r f o r ri i t h e a c t i v :i. t :i. © s w i t h i n a n o c«::: u p a t i o n a 1 a r © a t o 

the levels of performance expected in employment',

A s hi a s ta © © n s i ”i o w n , S o c i jik 1 © r v i c e s D e p a r t i n © n t s v a r y

c o n s i d © r ta 1 y i n e p e c t e d 1 © v e 1 s o f p © r f o r rn a n c © , a n d 

the Lead Body has called for a move away from values 

a s s © s s rn © n t C C E T W C o n f e r e n c e o n M V Q , W © w rn a r k © t I 989 > . 

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 values which are not reliably 

b a e e d o r c. o n s i s t a n t ,

The Bailey project did not start until July 1989, and 

a s B a i 1 e y c o m rn e n t s , t hi e s u rn rn e r rn o n t h s o f J u 1 y a n d 

A u g u s t e f f e c t i v e 1 y r e cl u c e d t h e t i rn e f o r t h e s u r v e y b y 

2 months. Further, the team did not start by

assessing where people were, as was attempted with the 

research with this study, but instead assessed their 

reaction to the aims, which were - 'to establish a 

r a n g e o f m a n a g e rn e n t c o rn p e t e n c i e s r e q u i r e d a t a d v a n c e d 

levels in personal Social Services and which are 

c o n s i s t e n t w i t h t h e M a n a g e rn e n t C h a r t e r I n i t i a t i v e 

«. IT CI - t o p r o v :i. d e t hi e s e i n w a y s a c c e p t a b 1 e t o 

employers, CCETSW and the CMAAs Credit Accumulation 

and Transfer Scheme1, These were a re-write of those 

g i v e n i n t h e i n t r o ci u c: t o r y 1 e 11 e r t o t h e p r o j e c t a n d 

shown on p.2 4 1 of this study,

The Local Government staff Union, N .A ,L ,6,0, has 

a 1 w a y s s t r o n 1 y r e s i s t e d a n y r e q u i r e rn e n t t o r t h e r e 

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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rn a. n y a r e a s i s n o t s p e c i f i c o r rn a n d a t o r y , s i n c e t h e r e 

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 left to the course, or scheme in the 

c a s e o f t hi e 0 S S , W h i 1 s t e x t e r n a 1 a s s e s s o r s a r e

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 

a c c e p t e d p r o g r a m rn e s , o f f e r a c a d e rn i c a w a r d s w h i c h 

reflect variations in levels, For instance, some

courses are I year with related degree or diploma 

e n t r y , o t h e r s a r e 2 y e a r w i t hi u n r e 1 a t e d d e g r e e b u t 

s t i 11 , i n p r a c t ice, v e r y hi a p p y t o t a k e s t u d e n t s 

q u a 1 i f i e cl f o r ! y e a r e n t r y , I h e r e a r e a 1 s o 3 y e a r

and4 year degree programmes, Some of the Post

6 r a d u a 1; e p r o g r a m rn e s a w a r cl 0 i p 1 o rn a s , s o rn e C e r t i f i c. a t e s 

and some Master's Degrees,

Bailey picks up this point (para, 7 ,'3) , but even his 

lowest classification for a CQSW Award 1 1 say a Dip 

H , E , ) w o u 1 ci n o t a p p .1. y t o rn a n y w h o hi a v e to e e n r e c e i v i n g 

the CQSW since 1363, He notes, however, the CSS as 

being seldom, if ever, an l-l, E , Award,

11 i s n o t s u r p r i s i n g t h a t t h e H e a d o f a n A r e a l-l e a .1. t h 

A u t h o r i t y , P s y c h o j. o g v D e p a r t m e n t r e rn at. r k e d t o t h e
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w r :i. 't e r s o m e y e a r s a g o t h a t 1 w :i. t h rn o s t p r o f e s s :i. o n s
there are variations in performance hut one can rely
on Ei common Eire a. of knowledge and skills, hut with si 
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 into prominence but it would fit very well into 
t h e c o n c e p t o f p e r f o r rn «i n c e c r i t e r :i. a ,

W h a t n e e d s t o b e e s t a b 1 i s h e d , h o w e v e r , i s a c o n s i s t e n t 

e x p e c t Ei t i o n o f s t a n d a r cl s a t Ei n a p p r o p r i a t e 1 e v e 1 . 

This, of course, poses the question as to what is

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 level, Care must foe taken when assessments

Eire rnEide, that they are as objective as possible and

not 'good if we like them and bad if we don't', This

is a particular danger m  the personal Social

S e r v i c e s , w h i c h w a s r e p o r t e ci m e i n y y e a r s a g o to y M s ,

Whitehorn in the Daily Telegraph who, writing about 

Social I Workers, said that the practice and powers were 

' a u t f't o r i t y i f t h e y 1 :i. k e d t h e rn ei n d ei u t h o r i t ei r i a n i f 

they didn1t ',

Bai ley, therefore, proposes an ' :l n ter rned i ate ' award 
which, if Eichieved, could be continued at a Master's

  258.

— — :--------- — — — ---- — ■---------- — — — ■ ■— -------  : ; -■ : ■ - -v ■ ■ ---__ ■___ ■■ - ' 1-jL



level, Further, Bailey suggests that CCEI'SW adopts a 

similar pattern to Universities and Polytechnics in 

admitting non graduate students who can satisfy the 

I n s t i t u t :i. o n r e g a r d i n g t i"i e i r a c h i © v e rn e n t s a n d a b i 1 i t y ,

I n 13 a i 1 e y ' s s t u d y , i 21 q u e s t i o n n a i r e s w e r e s e n t t o

c o 11 e a g u e s f r o m 1 7 A g e n c i e s , w h i c h i n c 1 u cl e d t hi e 7

w h i c h w e r e v i s i t e d , 11 w a s s a :i. d t h a t t h e s e

A u t h o r i t :i. e s h a d a 11 as. g r e e d t o t -;::i k e p a r t , y e t o n 1 y. 7 4

q u e s t i o n n a i r e s w e r e r e t u r n e ci 6 i % ) , a 11 h o u g h i t w a s

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,

A r e a L e a d e r s , P e r s o n n e 1 a n d T r a i n i n g 011 i c e r s 

1 i n c 1 u d i n g A s s i s t a n t s , D e p u t i e s a n d D i r e c t o r s ) , 

Staff were said to be from field work, residential and 

cl o m i c i 1 i a r v c a r e , d i s a b i I i t y , e 1 d e r 1 y , a d m i n i s t r a t i o n 

and finance, Bailey comments ip.33, on the number of 

participants being less than would have been 

pi r e f e r r e cl, b u t t h e w r :i. t e r q u e s t i o n s h i s a s s e r t i o n t h a t 

sufficient issues were highlighted to warrant the 

s u s  e q u e n t c o n c .1. u s i o n s , 11 i s a c c: e p t e d t h a t t h e

response rate was higher than that for the 

q u e s t i o n n a i r e r e .1. a t e d t o t hi i s s t u cl y , b u t :t. t w a s w i t h si 

much narrower field, and to some extent with a 

r e h e a r s e d a u d i e n c e , F u r t h e r , t hi e w r 11 e r q u e s 11 o n s

the statement (3,21) that most employees are not
.... 2&S-



professional social workers as being iTtis 1 eadinq, as in 

talking about Managers, one is automatically 

c ons :i. cier i ng the 1 0f f i c er ' gr ades . By f a r the

majority of Senior Staff hold a Social Work

qua 1 i f ication , Since the acceptancs into this

category of the CSS, the only major exceptions will be 

a m o n g s t t h e A cl m i n i s t r a t o r s a n cl ' m a n u a 1 w o r k ers1 e . g , 

Care Assistants and Home Helps, These latter posts

are often part time, but even these could be included

i n s o rn e 1 o w e r 1 e v e 1 s o f rn a n a g e rn e n t t r a i n i n g , b e a r i n g 

i n rn i n d o n e o f C C E T S W s o t i n e r p 1 a n s , w h i c h i s f o r a 

Certificate in Social Care, as being a lower 

c| u a 1 i f i c a i o n i n i t s o w n r i g h t , o r a n 1 i n t e r rn e d i a t e 1 

t o w a r d s a f u 11 q u a 1 i f :i. c a t i o n ,

The Bailey Report makes reference to cost, but no 

a 11 e rn p t h a s b e e n rn a d e t o q u a n t i f y t h i s , C C: E T S W h a s 

a 1 w a y s i n s i s t e ci o n s t u cl e n t s b e i n g t o t a 11 y r e 1 e a s e d 

f r o rn w o r k ci u r i n g s t u ci y , w h i c h h a s i n v a r i a b 1 y rn e a n t 

r e p I a c e rn e n t . T h e w r i t e r e s t i rn a t e s t h a t w e 11 o v e r

h a 1 f t h e 1 i k e 1 y s t u d e n t s w o u 1 d r e q u i r e t o s t a r t w i t h 

t h e I n t e r rn e d :i. a t e A w a r cl a n cl c o s t s a r e , t h e r e f o r e , g o i n g 

t o b e u n a >::: c e p t a b 1 y h i g h ,

There sure many misconceptions at the present time

about CBET and how assessments will be made, and as

can be seen from the ‘Insight1 research (Chapter 1 > ,



there is a great deal of self-confidence amongst 

Social Work Managers although many accept that their 

q u a 1 :i. i i c a t i o n s «::: o m p a r e to a d 1 y w :i t h o t h e r p r o f e s s :t. o i n a J. 

carers, If it was believed, therefore, that they

c o u 1 d m e r e 1 y a s s e s s e a c h o t h e r 1 s p e r1 o r m a n c e a n cl to* 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 

v i a b 1 e ,

The writer has been for 10 years the Deputy Director 

of a University validated Mental Health Course, which 

i s r e c o g n i s e d a s a 1 P o s t Q u a I i f i c a t i o n S t u d i e s ' c o u r s e 

by CCETSW and now has a Master's Degree attachment, 

which has been based on the Ch IS scheme, This is

c o i n c i d e n t a 1 to u t t In e e x p e r i e n c e g a i n e d w o u 1 d s e e m t o 

be particularly relevant to the matters now under 

c o n s :i. d e r a t :i. o n , R e c r u i t rn e n t h a s b e e n d i f f i c u 11, t h e

drop out rate has been high, and it is now understood 

that it is to be replaced by a less ambitious 

p r g r a rn m e I e a d :i. n g t o a I o w e r A w a r d ,

When an Authority was approached regarding 

implementation of the Bailey proposals, the 

information was given that the Department was already 

over ••-•spent and that the proposals were not even being

-■• 26 I -••
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considered, Verbal contact with the Ministry of

H e a .11 h h a s r e v e a 1 e d t h a t A u t h o r x t i e s s t i I 1 s e e m t o b e 

a <5 f a r a p a r t x n t h e i r p r a c t i c e a n d t h i n k i n g o f 

rn a n a g e rn e n t d e v e I o p rn e n t at s t h e y w e r e x n 'fc h e r e s e a r c h 

f o r t l'"i :i. s s t u d y r e p o r t e d :i. n C h a p t e r 4 ,

The Future of Management Training

The Baxley rec ornrnornendat ions are based on the

c o n t x n u e d e x  :i. s t e n c e o f fc h e C o u r i c i i f o r M a t i o n a 1

Academic Awards <.CMAA >, which the Government now plans 

• fc o d x s b a n d w x t h fc hi e P o 1 y t e c h n x c s b e i n g a w a r cl e d 1

University status, A natxonal va i. xdat rnq body would V

therefore have to ensure overall levels and content of

a n a w a r d , w h i c hi C C E. T S W rn i g h fc hi a v e t o t a k e o n a 1 o n e , M

a s s u rn x n g t hi e i r w i 11 .i. n g n e s s . a b x 1 i fc y a n d c o n t i n u e d

existence, ^

However, the researched Proposed Management

C o rn p e t e n c i e s f o r P e r s o n a 1 8 o c i a I 8 e r v i c e s , s h o w n x n
the Bailey study «. p , 16 & 35) appear essential to

management functioning and should surely be obtained 

before rather than after appointment, They are

r e p r o d u c e d a s A  p p e n d i x  3  i n t h x s s fc u d y  , A 1 1  hi o u g h
they can be obtained 'Post Qualification' this should 

not be post appointment since failure to obtain the

  262 -
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q u iiii I :i. f :i. c a t i o n 1 a t e r w i 11 no t c hange ihe appo i n trnen t , 

w i 11 I e s s e n rn o t i v a t i o n a n d d :i. s c o u r a g e A u t h o r i t i e s f r o rn 

a i 1 o t t i n g t |-i e n e •::: e s s a r y r e s o u r c e s f o r t r a i n i n g ,

I n c o n .j u n c t :i. o n w .i t h 13 e p a r t rn e n t o f H e a 1t h c i r c u .1 a r 

LAC(39>17 mentioned earlier, the Department of Health 

i s s u e d ' lvl a n a g e rn e n t D e v e 1 o p m e n t ; G u i d a n c e f o r L. o c a I

A u t hi o r :i. t y S o c :i. a J. 3 e r v x c e s D e p a r t rn e n t s 1 , T h e

f o r e w o r d , b y t h e lvi :i. n i s t e r o f S t a t e (H e a 11 h ), d r a w s

a t1 e n t i o n t o t h e 1 c. o rn p 1 e b u s x n e s si e w hi i c h c o n s u rn e

x n c r e a s :i. n g a m o u n t s f p o In I i c f u n d s ’ , A I s o 1 t h e

g r a a t e r i rn p o r t a n c e x n t hi e c o n t e x t o f s e r v x c e d e 1 x v e r y 

b e t o u t i n o u r C'- o rn rn u ri :i. fc y C a r e W h x t e P a p e r ; ' C a r x n g

f o r P e o p J. e ' , T‘ l“i e f o r e w o r d a J. s o r e f e r s t o t h e

hac k gr ound fco thie ' Gu x danc e 1 fchraughi the Devel oprnent

of Senior Managers within Social Servxces Departments

(LGTB 1988) and the use of the Personal Assessment and 

Development Package t or managers entitled

1 T r a n s i t i o n s 1 ( A B A C n s u 11 a n t s 'I 989 ) , F u r t hi e r , t hi e

' >3 u i d a n c e ' x n c 1 u cl e s s u g g e i i o n s a n d cl i a g r a rn s , 

reproduced as Appendix 4 in this study, and showxng

how to formulate a policy, 'strategy and a systematic: 

a p p r o a c h f o r i'i a n & g e rn e n t D e v e 1 o p m e n t ,

What is unknown at the moment, however, xs what effect 

t hi i s a d v x c e a n d f i n b. n c i a 1 hi e 1 p hi a s h a d o n D e p a r t rn e n t s , 

The SSI have commissioned the Insitute of Local



G o v e r m e n t S t u d i e s IIM L 0 G 0 V > , U n i v e r s i t y o f B i r m i n g h a m , 

to carry out a three month research programme into 

this question which should report later this year in 

ISS'i ,

T h e D e p a r t m e n t o t H e a 11I "i C i r c u 3. a r a n d ' G u i d a n c e 1 

c a 11 e d f o r 8 o c i a I 8 e r v i c e s D e p a r t m e n t s t o n o m i n a t e a 

senior manager to attend National Workshops, and who 

w o u 1 d hi a v e r e s p o n s i b i 1 i t y f o r M a n a g e m e n t D e v e 3. o p m e n t , 

As can be seen from the research shown in Chapter 4 of 

this study, this person might easily not be a training 

s p e c i a 1 i s t o r e v e n h a v e h a d a n y t r a i n i n g i n 

management,

The 'Guidance' is recommending a 'Systematic' approach 

C p , I 6) , t h e p o s s i b 1 e p r o b 1 e m s o f w h i c h a r e s h o w n i n 

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 

i n wh i c h i t i s mov :i. ng and c o 1 J. ec 11 ve r espons i b i 1 i ty 

. f o r t h e D e p a r t m e n t a s  a w h o 1 e 1 ,

T h e w r i t e r :i. s r e m i n d e cl o f a r e s p o n s e g i v e n b y P r o f 

D e r e k N e w m a n , m e n t i o n e d e a r 1 i e r i n t hi :i. s C hi a p t e r , t o a 

statement made at one of his seminars — ‘It is 

i i n p e c c a b 1 e a n a t t hi e s a m e t :i. m e m e a n i n g 1 e s s ' . T In e



effect of the statement is to assume attitudes and 

levels of competence by the Director- and members of 

the Senior Management Team which might not exist, As 

h a s a .1. r e a d y b e e n s t a t e d , t hi e ivi a r s J. a n cl a r t i c I e ' S si c k 

The Lot and Start Again1 is not without foundation, 

u i t h t hi e a b s e n c e o f a c i e a r p r o m o t i o n s c r i t e r i a , 

assuming 'the cream has risen to the surface1 could 

o s s i f y r a t h e r t h a n c hi a n g e s i t u a t i o n s , F::' u r t h e r , i n

r e c o m m e n cl i n g 1h e s y s e rn a t i c a p p r o a c hi rn e n t i o n e d a b o v e , 

t hi e cl o c u m e n t a 1 s o s t a t e s , ' W hi i 1s t t h e D e p a r t rn e n t o f

hi e a 11 hi e x p e c t s S o c i a I S e r v i c e s D e p a r t rn e n t s t o a d o p t a 

strategic approach to management development and to 

cl e v e I o p a p p r o p r i a t e p o J. i c i e s a n d s t r a t e g i e s , t h e 

d e t a i I o f t h e a p j::.' r o a c h a n d c o n t e n t w i 1.1. v a r y f o r e a c h 

Department, according to the needs and context of the 

o r g a n i s a t i o n a n d i t s s t a f f 1 ,

T h i s r e p e a -fc e d a 11 o w a n c e o f 1 s e J. t cl e t e r rn i n a t :i, o n ' w hi i c h 

has been referred to earlier C p , 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 blind 

acceptance of local control, but was a direct 

g o v e r rn e n t p o 1 i c y , t h a t s i n c e la a cl p r a c t :i. c e c o u 1 d n o t b e 

p r e v e n t e cl, w h e n 11 e rn e r q e d t h e p o .1. i c y e n s u r e cl t h a t i t 

w a s t h e 1 o c a 1 D e p a r -fc m e n t s fc h a fc t o o k t h e b 1 a rn e , T h i. s

2b 5—



W a P 0 C cl 1 I 0 C.l W h 0 Vl 1 t W El S Vi 010 d t l"l clt t f~! 0 M I Vi 1 St0 P ,

b 0 :i. Vi g i n t e r v i e w e d o n t e i 0 v :i, s :i. o vi o v 0 r t h 0 c h i 1 c a r e 

' Pin down1 case <. '! 9 9 1 ) , was quick to defend the SSI by 

s a y 1 n g t i "i a t i t w a s t h e I o c «i 1 a u t h o r :i. t :i. e s '

r e «•> p o n s :i. b i 1 i't y t o c l"i e k o n p r a c t :i. c 0 s a n d t h a t t l"'i e S S I 

o n 1 y c: h e c k e d o n t h 0 s 0 r v .i c e s o f lv e r e d a n d t h e u s e o f 

resources,



Summary

The present Government has focussed attention on 

S o c i a I 8 e r v i c: e s D e p a r t m e n t s o v e r c o n c e r n r e g a r d i n g t h e 

hi 1 g hi a n d i n c: r e a s i n g c o s t o f t h e s e r v i c e s a n ci t h e 

n u rn b e r o f h i g h 1 y p u b I i c i s e d m i s t a k e s t h at h a v e b e e n 

made in the services given, the Government's policy 

:i. s t o w a r d s g r e a t e r a n d rn o r e e f f i. c i e n t J. y r u n c o m m u n i t y 

care, and this in turn points towards more 

standardised Departments and more National control, 

T' h i s w o u 1 cl n e e d t o b e r e f 1 e c t e d i n t hi e e o n t e n t o f t hi e 

m a n a g e m e n t t r a i n i n g a n d cl e v e .1. o m  e n t b e i n g o f f e r e d , 

T hi e 8 o v e r n rn e n t f o r t h e f i r s t t i rn e i s n o w o f f e r i n q 

D e p a r t rn e n t s a cl d i t i o n a 1 rn o n i e s f o r rn a n a g e rn e n t t r a :i. n i n g 

under the Ministry of Health, Social Services Training 

S u p p o r t P r o g r a m m e , W :i. i h t h i s g r a n t , t h e i-1 i n i s t r y h a s 

s i a t e cl i h a t t h a t i t i s t h e i r 3. n  t e n  t i o n  t o a s k T o r rn o r e 

specific and detailed plans in the future,

In relation to these plans, if objectives are going to 

be set and their achievement demonstrated, the 

' R a t i o n a I 1 rn o d e 1 o t ci e c i s :i. o n rn a k i n g w 11.1. p r o v i d e a 

specific and detailed response in a Bureaucratic 

s y t e rn , "I" h e ' D e s i g n 1 a p p r o a c h , w hi i c h i s rn o r e b r o a d

and directional, could still be used to set and 

achieve objectives in a more 1laissez fairs'



o r g a n i s a t i o n ,  b u t  s t a n d a r d s  w o u l d  h a v e  t o  b e  c l e a r l y  

s e t ,  a c h i e v e d  a n d  m a i n t a i n e d ,  B o t h  t h e s e  m o d e l s  a r e  

q  o i n q  t o  j:::' r e  s  e  n t d  i f f i c u  J. t i e  s  f o  r D  e  p  a  r t rn e  n  t s  w  h  e  r e 

s o c i a l  w o r k  h a s  e n j o y e d  m a n y  of t h e  a d v a n t a g e s  of  a 

p r o f e s s i o n a l  s t a t u s , w i  t h o u t  s t a n d a r d s  o r  c o n s t r a i n t s  

n  e  c e  s  s a  r i .1 y  h  e i n  g  i rn p  o  s  e  ci, A .!. s o  , T r a d  e  U n i o  n

p r e s s u r e  h a s  r e s i s t e d  r e - - a s s e s s m e n t s  b e i n g  m a d e  o r  

rn a  n  d  a  t o  r y  t r a  i n  i n  g  b  e  i n  g  g  i v  e  n  ,

T l"i e p V' e s s u r e t o i u n c t i o n e f t e c t i v e 1 y , w i t h t hi e 

weighting being on the Bureaucratic end of the A EH 

scale, will be further increased by the use of 

N ,V ,Q ,1s and C.B.E, f, both to assess managers and as a 

rn a n £i g e rn e n t r e s p o n s :i. b i 1 i t y ,

However the rnost cornrnon mode .i. of managernent cur r icu 1 urn 

planning m  use at the present time, appears to be the 

'Garbage Can', {"his is where objectives are unclear 

o r n o t s e t , a s s e s s rn e n t s o t p e r f o r rn e n c e a r e n o t rn a d e 

and participation is optional and could be for a 

v a r i e t y o f r e a s o n s

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 

' t e r rn s a n d c o n d i 11 o n s o f s e r v i c e ' , g r e a t d i f f i c u 111 e s 

would be placed on anyone attempting to give more



v- e i-i:- p q n Hi- :i. b i 1 i t y t o a rn e in b e r o f s t a t f w i t hi o u t c J. e a r

V' e c o g n :i. t x o n a n d p a y m e n t , rn a k i n g o n ’fc h e j o b t r a 1 n i n g

e v e n rn o r e d i f f i c u 11 , a s i s t h e o p p o r t u n i1 y t o t r y 

p e o p J. e o u t x n rn a n a g e rn e n t r o 1 e s . I i 1 s a 1 s o a n

expectation that all posts will be advertised, making 

the need for National standards of knowledge and 

s k i 11 s e v e n rn o r* e i rn p o r t a n t , A 1 o c a J. o r i e n t a t i o n

c o i, i 1 d b e a d cl e d 1 p o s t t r a i n i n g ‘ r a t h e r t h a n b e i n g

i n c o r p o r a t e ci i n t o t h e b a s i c rn o cl e 1 ,

There have been ‘headline cases' on the standards of 

social work, but there has not been a national enquiry

0 f t h e t y p e f o 11 o w ;i. n g t h e B r i x t o n r i o t s , w h x c h 

r e s u 1 t e d i n t h e D e n n i n g R e p o r t o n t h e P o 1 i c e , w h x c h 

ci i r e c 11 y .!. e d t o x rn p r o v ed P o 1 i c e t r a i n x n g x n g e n e r a 1 

a n d rn a n a g e rn e n t t r a x n i n g x n p a r t :i. c u 1 a r ,

If Nationally agreed policies, are not imposed is only- 

likely to be competition, in terms of recruitment of 

staff, and pressure for efficiency and efficacy that 

is likely to bring about a common approach to a high 

s t a n d a r d i n rn a n a g e rn e n t t r a i n i n g a n d d e v e 1 o p rn e n t , T h e 

a d v e n t o f t h e N a t i o n a 1 C o u n c i 1 t o r V o c a t i o n a 1

Q u a .1. i f i c a 11 o n s h a s , t h e r e f o r e , a p o t e n t i a I f o r

improving what research was showing to be a fairly 

c! e p r e s s x n g p i c t u r e , 11 w i 1.1. n o t , h o w e v e r , b e

1 ivs pi I e rn e n t e ci e a s i 1 y ,



R e >::: o rn rn e n cl a t i o n s i n r e 3. a 11 o n t o ii a n a cj e rn 0 n t T r a :i. n 1 n g 

must be viable in terms or resources, necessity, 

w i 3.1 ingness and ab :i. i i ty ,

Different Social Services Departments have different 

perceptions of need and are unlikely to voluntarily 

accept a standardised and National programme, it

w o u 3, d n e e d t o b e e s t a b 1 i s h e d a J. o n g t h e s a rn e I i n e s a s 

t h e p o 3. i c e t r a i n :i. n g w i t h C C E1" S W t a. k i n q a s i rn i I a r r o 1 e 

to the CPU, as shown in Chapter 2,

T' h e r e :i. s t h e o p p o r t u n i t y t o c h a n g e S oc: i a J. S e r v 3. c e s 

culture by the introduction of a Competence Based 

Education and fraininq model and the use of the work 

of the IMCVQ. , but implementation is going to be 

cl :i f f i c u 11 i f i t i s 1 i k e 1 y to upset peop 1 e ' s 

expectations and the existing hierarchy of jobs,

The Management Charter Initiative now sees the concept

0 f a rn a n a g e rn e n t p r o f e s s i o n a s ' a 1 o n g w a y til o m,‘ n t h e 

road' and Management Training in the Social Services 

s h 0 u 1 d b e s e e n a s a n e s s e n t i a 1 p o s t q u a 1 i f i c a 11 o n 

s t u d y , p o s s 1 b 1 y 3. e a cl i n g t o a s e c o n cl q u a 1 i t i c a 11 o n ,

1" h e s e :i. n n o v a t :i. o n s w o u 1 d 3. n e v i t a b J. y  1 e a d D e p a r t rn e n t s

1 n t o rn o r e ■::: 1 e a r J. v s t r u c't u r e d o r g at n 1 s a<. 11 o n s , t h e B 

model shown earlier, arid the establishment of tangible



and assessable management development programmes wx th 

a, N a t :L o n a 1 c o m m o n a 1 i t y ,

I n a n i n t e r v x ew w :i. t h a s e n 1 o r m e m fc:* e r o f 'fc h e D e p a r t m e n t 

o f I • I e a 11 h , 8 o i a 1 S e r v i c e s J. n s p e c t o r a 'fc e t h e w r .11 e r

asked about the effect of the grant aiding and was 

a d v i s e d o f "fc h e I N L... 0 G 0 V r e s e a r c h, T t"'i e w r i "fc e r

mentioned the results of the research shown in Chapter 

4. NALGO1s refusal to consider re-assessment, the lack 

of clear promotion criteria etc,, and received the 

r e p 1 y , ' V o u h a v e o b v i o u s 1 y r e h e a r s e d t h e d i f f i c u 1t i e s

very well1, It was explained that they had not been 

r e h e a r s e d b u t h a d b e e n e x p e r i e n c e d , a r e p 1 y w h i c h w a s 

r e a d .i. I y a c c e p t e d ,

T h is s t u d y h a s n o t c o n s i d e r e d -fc. h e p o s s i b i 1 i t y t h a t 

Social Services Departments in their present form 

might soon cease to exist with the probable 

reorganisation of Local Government, It is felt that 

whatever form the Social Services take in the future, 

the matters raised by this study could prove to be 

u s e f u 1 'f o r c o n s i cl e r a "fc x o n .



CHAPTER 7 |

1
J
%

CONCLUSIONS AND RECOMMENDATIONS. |
5
..-i

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, but the 

a fc. t i 'fc u d e s a n d p r a c t i c e s w :t t h i n t hi e o r g a n i s a t i o n 

s y m p a fc h e t i c , I i"i e r e f o r e , :i t l s i n t e n d e d t la a t t h e s e

s u g g e s t i o n s w i 11 b e p r a c t i c a 1 a n cl s u p p o r t e d b y

experience as well as based on an analysis of the 

rn a t e r i a J. p r e s e n t e d , T hi i s s "fc- u d y h a s n o t a 11 e m p t e cl t o 

e s t a b 1 i s h a c u r r :i. c u 1 u m b u t t o g o b a c: k fc o t l"i e 

pi r i n c i p J. e s b y w h i c h a n a p p r o p r i a t e c u r r i c u 1 u m c o u 1 d la e 

e s t a b 1 i s hi e d , I hi i s s fc u cJ y .i s , fc h e r e f o r e , c o n c e r n e d

w i fc hi p r o c e s s r a t h e r t h  a n o u t c o m e s , A D i r e c t o r o f

Social Services said to the writer, that it was not 

worth defining objectives for training as it was ail 

g o i n q t o c h a n g e :i. n t hi e n e a r f u t u r e , 11 w a s j::' o :i. n fc e 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

- 2/2-
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change, Further that it was necessary to have a

clear idea of where one was before mapping a clear 

p a t hi t o w h e r e n e w a s g o i Vi g ,

Change in human behaviours 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 

u n n e c e s s a r y fo e c a u s e o f i m p e n cl i n g c h a n g e , h o 1 d s 1 i 111 e 

v a 1 i d i 1:- y , p a r t i c u 1 a. r 1 y i n a s e r v i c e o r q a n i s a t :i o n w h i. c hi 

:L s meet i ng the needs of a c ont .i. nua 1 J. y c hang i ng soc i ety 

and where efficiency and efficacy must foe of paramount ;|

i m p o r 1:- a n c e , T h e f a c t o r i n t h e D e p a r t m e n t a 1

organisation that seems to cause the greatest

disparity in and problems with service delivery, is 

the concept that each area down to parts of

.Authorities should recognise the individuality of that

area and its differing needs   back to Seefoohm. In >

practice, however, this has often been used as an

e x c: u s e t o e x p J. a i n d i f f e r e n c e s r a t hi e r t h a n a n a g r e e d

v a r :i. a t i o vi f r o m a n e s t a b 1 i s h e cl o r g a n i s a t i o n a 1 p 1 a n .

F o r e x a m p 1 e :i. n S o c i a 1 S e r v i •::: e s , o r g a n :i. s a t i o n 

variations in size of areas and local patterns of

service delivery o l- ten owe more to the force of

:i. n d v i d i c! u a .!. m a n a g e r s 5 p e r s o n a 1 i t i e s t h a n t hi e



:i. d e n t :i. f i a b 1 e d :i. f i e r e n c e s i n d e m o g r a p h y o r s o c i a 1

functioning ,

In reviewing the case studies, National enquiries, 

i n t e r v i e w s w i t h s p e c i f i c a li t h o r i t i e s , h i s t o r i c a I 

cieve.1.opinents and recent pro.j ec ts in an a11empt to f ind 

some recurrent theme, as has been stated previously, 

the most significant finding has been that there does 

not appear to be one. There is certainly widespread 

i n t e r e s t a n d , i n s o m e a r e a s , t h i s h a s b e e n t r a n s J. a t e cl 

into considerable motivation and in still fewer areas, 

a major commitment of resources. These are either

o v e r 11 y i n t e r m s o f c I e a r to u d g e t a 11 o c a t i o n s o r t h e 

c o m rn i t m e n t o f e x i s t i n g s t a f f s t i rn e a n d e x p e n s e s ,

11 i s c I e a r f r o rn t h e i rn p I e rn e n t a t :i. o n o f t h e Q r i f f i t h s 

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 is going to 

meet the needs of the 1990's.

8 i Vi c e t h i s s t u d y w a s  c o rn rn e n c e d , t h e r e h a s b e e n a n 

:i. n c r e a s e d e rn p h a s :i. s o n ' d e v o 1 v e d rn a n a g e rn e n t ' , w h i c h i s 

b o r n e o u t b y r e f e r e n c e 1:- o I n n o v a t r y Ti a n a g e rn e n t 

P r a c t i c e i n 8 o c i a 1 S e r v i c e s D e p a r t rn e n t s ( L. Q T B I 9 8 9 ) , 

This however has not necessarily been decided on after 

a c 1 e Ei r a n a .L y s :i. s o f t h e s :i. t u a t i o n a n cl a n a p p r e c i a t i o n



•fc h a fc fc h e r e s o u r c e s . i n c 1 u d :i. n g fc h e k n o w I e d g e a n d s k i 11 s 

of the managers and the stage in 'the development of 

fc h e o r g a n :i. s ait t i n , m a k e fc h i s d e s :i. r a i:::< 1 e , T h i s R e p o r fc

followed the 1988 LQTB publication entitled 'The 

Development of Senior Managers within Social Services 

Depar tments 1 , As i s wr i t fcen i n -fche i ntr oduc t i on fc-o

fc h e s e c o n ci d oc u m e n t ' 0 n e o f :i. "fc s r e c o m m e n d a 1; i o n s w a s 

that a further document should be published, in order 

to stimulate discussion on what is possible, provide 

practical examples of what has been achieved, provide 

D e p a r fc- m e n t s a n d i n d i v i d u a 1 M a n a g e rs w i 'fc h i d e a s a n ci 

s fc i m u 1 sit "fc e >:::! i s c u s s i o n 1 ,

D e p e n d i n g o n m a n y f a c t o r s , i n c 1 u d i n g t h e m a t u r i t y o f 

i n d i v i d u a 1 s a n d t h e o r g a n :i. s a t :i. o n s , d i s c u s s i o n rn a y o r 

may not come about, However, as has been made clear 

ea r 1 i e r i n fc h i s s tudy , f r om h :i. s to r y , r esea r c h a nd 

progress so far, whatever the reasons, it is

i n c o n c e i v a b 1 e "fc h a t t h e 8 o c i a 1 8 e r v i c e s D e p a r t rn e n fc- s

will come together of their own volition and reach an 

a g r e e d f o r m u 1 a f o r ‘fc h e c o n t e n "fc a n d s t a n d a r d s o f a 

M a "fc- i o n a 1 m a n a g e m e n "fc- p r o g r a rn rn e , A 1 s o , i -fc- i s ci o u b fc f u 1 

i f a n y 13 o c! y a fc fc h e p r e s e n t t i m e e x i s t s w i fc h "fc h e pi o w e r

to enforce it.

T h e D e p a r t rn e n fc o f H e a 1 "fc h ‘ s 1 n s p e c t o r a t e i s p r i rn a r 11 y 

c o n c e r n e d w i "fc h t h e r a n g e o f 'fc In e c a r e s e r v i c e s , a n d

  275.



w h :i. 1 s "fc t h e 13 e p a r "fc rn e n t o T H e a .1t I n h a s r e c e n 11 y rn a d e s o rn e 

provision for financial support for training, most 

A g e n c i e s h a v e s e e n t h i s • :i. n t e r rn s o f i n c r e a s i n g "fc h e 

n u rn b e r o f o f f — t h e - d o b -fc r a i n i n g c o u r s e s , w h e r e i t i s 

far easier to quantify training in numbers of courses, 

staff attending etc,, than in targeting managerial 

staff in order to equip them to carry out this work 

' o n t h e j o b ' , 0 n e o f t h e p r o b 1 e rn s p o i n t e d o u t i s

that many of the first Line Managers are inexperienced 

i n t h e i r t a s k s a n d rn a n y  a r e e i t h e r n o t rn o t i v a "fc e d o r , 

in some cases, not able, If this is the case, it

b o d e s i 11 f o r t h e i n t r o d u c "fc i o n o i a n e f f e c t i v e a n d 

h o n e s t s t a f f a p p r i s a J. s y s t e rn a n d a s o u n d t r a n s f e r o i 

1 e a r n :i. n g fc o t a k e p 1 a c e f r o rn “fc h e o f f --1 h e - j o b 1 e a r n i n g 

o n c o u r s e s ( s e e a s s o c i a t e cl r e s e a r c h b y A , T o 11 ey ) ,

Social Service Departments are likely to become seen 

less as Social Work Departments, certainly in terms of 

the percentage of posts requiring a Social Work 

q u a 1 i f i c a t i o n , w i t h t h e i rn p 1 e rn e n t a 'fc i o n o f t h i e N a t i o n a 1 

Health Service and Community Care Act 1990, However, 

the the majority of staff in management positions are, 

for the forseeabie future, likely to have been social 

work trained, This is recognisisnq the fact that the 

Central Council for Education in Training and Social 

W o r k d e c i d e cl "fc h a 'fc 1; h e C e r fc i f i c a t e i n S o c i a 1 S e r v i c e 

qua1ific at ion (C ,S ,S , >, whic h they had steadfas11y



rn a :i. n t a i n e d , h o w e v e r :i. .1 j. o g 3. c a j. J. y , w a s n o t a S o c 1 a j. W o r k 

qual if ication since its inception in i 975 was., in 

f ac t o n e  a t ter a .1. J. ,

1 t :i. s d i f f i c u 11 t o s e e w h a t t h e 1 o n g t e r rn e i i e c t o f

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 likely to have on future management training and 

cl eve lop merit,

Th i s new qua 1 i f i.c at 1 on had been p 1 armed by C , C , E . T , S . W 

as the Qua 1 i f y i ng Di p 1 orna :i.n Soc ia 1 Work C Q , D , S , W , ) , 

but this failed to be launched when the Government 

r e f u s e d t o f u n d t h r e e y e a r t r a i n i n g a s a r e p 1 a c e rn e n t 

for the existing two year programmes. Had this taken 

p 1 a c e , n o t o n 1 y w o u 1 d t h e q u a 1 i f i c: a 11 o n h a v e b e e n 

a c c e p t a b 1 e i n rn o s t o t h e r C o u n t r i e s , w I n i *::: h 1 s u n 1 i k e 1 y 

with the present arrangements, but there might well 

have been some time on the courses for some management 

training, This now seems impossible if expectations 

are going to be met of improvements in training in 

casework practice and assessment techniques, This is 

not allowing for training m  the necessary additional 

t a s k s , s u c h a s c o n t r a c t i n g t o r s e r v i c e s f o r i m p r o v e d 

c o rn m u n i t y <::: a r e , t hi a t w 1 j. J. b e n e c e s s a r y b y t h e 

1 rn p 1 e rn e n t a 11 o n o f t h e n e w A c t .



The Diploma in Social Work, whilst being still only at 

two years' duration, is intended to be set at a higher 

a c a d e rn x c I e v e 1 t h a n t h e p r e v i o u s q u a 11 f i •::: a 11 o n s a n d 

will, in fact, have advanced status. This is to

equip it to be fitted into the envisaged N.C.V.Q, 

level 5 category, but if this is the case, it will 

obviously be above the needs of many of the present 

p o s t s a n d p o s s i b I y t h e a b i 1 i t i e s o f s o m e o f t h e 

ho 1 ders of the ex i st i ng qua 11 f i c a t i ons . I i w i 11 a 3. so 

probably be more expensive. Many senior staff are

a 1 r e a d y t a 1 k i n g i n t e r rn s o f s e e i n g t h i s q u a 11 f i c a 11 o n 

a s b e i n g a p p 1 i c a b 1 e t o a rn u c h s rn a 1.!. e r r a n g e o f j o b s 

t hi a n ■ t h e p r e v i u s t w o q u a 111 :i. c a 11 o n s .

C o n s i d e r i n g t h e p r e s e n t s i t u a 11 o n , h o w e v e r , g r e a t 

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 is deemed necessary for a particular post, a social 

w o r k q u a 1 i f i c a t :i. o n i s n o w a d a y s n o r rn a 1 J. y r e q u i r e d a t 

the start of one's professional career, rather than 

once on the managerial ladder. Ihis is also the most 

.1. i k e 1 y s i t u a t i o n i n t h e f u t u r e , t a k i n g t hi e a b o v e 

i n f o r rn a 11 o n i n t o a c c o u n t ,

Having stated the above, it must be recalled that the



s h o r t a g e o f t r a i n i n g •::: o u r s e p .1. a c e s a n d fc h e e x p a n s 1 o n

0 f fc h e D e p a r fc rn e n fc s g r e a "fc J. y :i. n c r 0 a s e d "fc h e n u rn b e r o f 

uriC|ua 1 i f i 0d staff recruited in the I 3 6 Ob and I S 70 a , 

w hi :L c h rn e a n "fc t h a t q u a .1. i f i c a "fc 1 n s w e r e o f fc e n o b “fc a i n e d 

after appointment and this greatly distorted any 

training programme. either basic, professional or 

management, Of course, with the exception of the

1 S 8 3 f-1 e n t a .1. H e a 1 "fc h A c t , w h e r e n e w a p p .i. 1 c a n t s t o r

authorisation as 'Approved Social Workers', now have 

to be qualified social workers, there is no statutory 

r e q u i r e rn e n t f o r a s o c 1 a J. w o r k e r t o h o 1 d a C C E i 8 W 

a p p r o v e d q u a 1 i f i c a fc i o n , (a n d -fc h i s 1 n c 1 u d e s t h e

0,8,8,), but merely to be appropriately authorised by 

•fc h e i r e rn p .1. o y i n g A u t h o r i fc y ,

E v e n i n s a 1 a r y J. e v e J. s , w h i i. s -fc t I n e r e 1 s a S o c 1 a 1 

Workers Scale in the National Local Government 

0 o n d i "fc :i. o n s o f 3 e r v 1 c e , "fc h e s e c a n b e v a r 1 e d f r o rn

A u "fc h o r i t y 'fc o A u t h o r 1 'fc y a n d , e v e n w h e r e s t r i c 1 1 y

applied in respect of levels i, 2 and 3, whilst there 

w a s a c 1 e a r i n t e n i i o n t h a "fc "fc h e 1 e v e 1 3 w o r k e r s w o u J. d

b e q u a 1 i f 1 e d , t h .1 s hi a s n o w b e e n I::' r e a c hi e d a n d 11 1 s

awarded on the basis of the percieved complexity of 

•fc h e c a s e s b e i n g s u p e r v 1 s e d , I" h i s , o f c o u r s e p r e s e n t s 

p r o b 1 e l i t s 1 n s e 11 i n g e n fc r y c r i t e r 1 a f o r rn a n a g e rn e n fc 

training and development programmes and in making
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assumptions about abilities and existing levels of 

k now ledge,

A f u r t h e r p r o b J. e rn i n s e 11 :i. n g s t a n d a r o' s f o r P o s t 

Qualification Studies, is the social workers' National 

stance in 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 is 

c a r r i e d o u t -a s p a r t o f t hi e p r a c 11 c e o f o t h e r 

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 

m a n a g e rn e n t t r a i n :i. n g p r o g r a rn rn e , N a t i o n a 11 y , o r e v e n a t 

a 1 o c a I 1 e v e 1 i s u n 1 i k e .1. y t o s u c c e e d u n ci e r p r e s e n t 

regulations,

A D e p a r t rn e n t e n c o u n t e r e d i n t h e r e s e a r c h p r o g r a rn rn e hi a d 

refused to introduce a programme which was validated 

a g a i n s t a s s  e s s e d s t a n c! a r d s , o n t hi e g r o u n cl s t hi a t rn a n y 

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 

w i t l"'i t h e g r e a t e s t a to i 1 i 11 e s h a d a i r e a d y to e e n rn e t , 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 at Department 

a g r e eci t o t he i n t r oduc 11 o n o f a va J. i d a t ed D i p 1 om a 

c o u r s e , a 11 h o u g h a t t h e s a rn e t x rn e I rn p o s i n g at n e rn to a r g o 

o n a p p 1 :i. c a "fc i o n s to y a 11 t h o s e u n ci e r P r i n c i p a J. 0 f f i c e r 

grades, Even some of these were excluded and only

3. e f t w i t h t h e s at rn e o p p o r t u n i t y ax s a I j. o t h e r rn ax n a g e r s , 

that of attending a voluntary in-house programme, 

3 ‘ h :i. s w i 13. e f f e c 1 1 v e 1 y p r e v e n fc 'fc r a i n i n g to e f o r e 

at p p o i n t rn e n t t o a rn ax n ax g e r i a J. p o s 'fc a n d s i n c e n o 

c o n d :i. t i o n i s i rn p o s e d o n o u fc s :i. d e a p p o :i. n fc rn e n t s o r 

p r o rn o t i o n s . fc o r e q u i r e f u r t h e r t r at i n i n g , t h e w o r k d o n e 

s o f a r rn i g h t e a s i 3. y to e ci i 1 u "fc e cl, T h e s i t u at 11 o n h at s

f u r "fc h e r to e e n c o rn p 1 i c a t e d to y s o rn e s 'fc at f f to e i n g s e c o n d e d 

to the programme run by the Chief Executives 

Department on an ivl, C , I , level I, without any direct 

«::: o rn p a r 'j. s c:« n to e "fc w e e n t h e fc w o p r o g r a rn rn e s to e i n g rn a cl e ,

Change i n Soe i ety 5 s Expec t i o n s ,

A n u n e x p e c fc e d to e n e f i. t i n h a v i n g e x "fc e n d e d t t"'i e p e r i o d o f
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time normally expected for a study such as this, has 

been to see the change in attitudes now expected of 

e in p 1 o y e r s i n g e n e r a i. ,

A i a C o n f e r e n c e i n L. e e d s o n t h e /1 h i:;:' e b r u a r y I 989 ,

' U s i n g 81 a n cl a r d s f o r S3 u s i n e s s 8 u c c e s s * , w h i c h w a s 

presented by the National Council of Industry Training 

0 r cj a n i s a t i o n s a n d s u p p o r t e d b y t h e T r a i n :i. n g A g e n c y 

( p sit r t o f t h e G o v e r n rn e n t 1 s E rn p i o y rn e n t 0 e p a r t rn e n t 

G r o u p , .» t h e Ch a i r rn a n , J o h n H i 111 e r , p o i n t e cl o u t t Ti a t 

in 1986 £80 Bn had been spent on training, yet only

0 n e t h i r d o f t h e e rn p 1 o y e r s h a d c a r r i e d o u t a n y 

p 1 a n n i n g i n r e 1 a t i o n t o t r a :i. n :t. n g a n ci f e w e r s t1 J. J. h a d 

any system to assess its worth, He thought that now 

was the opportunity to put training on the same 

f o o t :i. n g a s a 1 J. o t h e r b u s i n e s s f u n c t i o n s , C e r t a i n 1 y , 

pressure is now on to make the most efficient and 

e f f e c 11 v e u s e o f a 1.1. r e s o u r c e s i n a n i n c r e a s i n g 1 y 

competitive world, and it is now recognised that

1 p e o p 1 e 1 a r e t h e rn o s t i rn p o r t a n t r e --j o u r c e ,

E o ge r Dawe , 0 i r e c t o r Gene r a .!. o 1 ti'i e 1 r a i n i ng A gen c y

j:::< o i n t e d o u fc t o t h e s a rri e c o n f e r e n c e t hi a fc , a 11 h o u g i “i 

training was now moving to the centre of business 

i n fc e r e s t s , a p p r o x i rn a 'fc e 1 y o n e 'fc h i r- d o f e m p I o y e r s w e r e 

still not carrying out any training programme and A'2%



ci t fc h e 0 x :i. s 'fc x n g w o r f o r c 0 d :i. d n o t s e e t l"'i e in s 0 J. v 0 s 

u n ci 0 r 'fc a k x n g f u r "fc h 0 r t r a i n :i. n q d u r i n g t h 0 r e s t o f "fc h e i r 

career , This is of partxcu 1 ar concern in that 80% of 

•fc hi 0 w o r k f o r c 0 o f t h 1 s c o u n "fc r y x n "fc h © y 0 a r 2000 a r 0 

I r 0 a d y i n 0 i n p J. o y rn 0 n t . B e a r x n g x n rn x n d t hi e

E u r o p 0 a n i s a "fc x o n p r o g r a rn rn 0 f o r I S S 2 R o g 0 r ID a w0 w a s 

a 1 v' 0 a d y r 0 f 10 c -fc i n q 6 o v e r n rn 0 n fc p o .1.1 c y .. w h 0 n hi 0 s a 1 d 

•fc- h a t ' o u r f u t u r 0 i s d 0 p 0 n d 0 n t o n h x g hi p r o d u c fc i v x t y a n d 

high skills', However, John Fuller, Head of

Q u a 1 x f x c a t x o n s & 81 a n d a r d s B r a n c h o f "fc h e T r a x n 1 n g

Agency, in a later address, saxd that only 33% of the

United Kingdom workforce held a trade qualification, 

c o m p a r 0 d "fc o 7 8 % i n t h 0 U n i -fc e d 8 1 si "fc e s o f A rn 0 r i c a ,

' i" h x s r 0 ci 1 x s a t i o n o f fc h 0 i rn p o r fc a n c 0 o f "fc r a i n x n g h a s

been reflected xn the public sector and has been 

marked xn the Social Services by the introduction of 

training support monies by the Department of Health, 

rn e n t x o n 0 d e a r 1 i e r .

I he most encouraging innovation has been the

x n t r o d u c t i o n o f ' c o rn p e "fc 0 n c 0 b a s e d 0 d u c a t i <:o n a n d 

training1 . l"o again quote Roger Da we, who saxd that 

to obtain top quality people, 'there must be

c o iyi p e 10 n c e b a s 0 d s 010 c t i o n a n d "fc r a x n i n q * , H 0 s a x d ^

that the O S D s  should be known as the 'skills decade',

•'i

I



It is obvious that moving training in this direction 

is going to change the Manager's role with new

t r a i n i n g n e e d s a s a d i r e c t c. o n s e q u e n c e ,

A s s u rn i n g t h e r e i s a r e .1. a t i >:o n s h i p i n S o c: i a I S e r v i c e s 

b e t w e e n s t a f f q u a .L :i. f :i. c a 1; i o n s a n d p e r f o r rn a n c e t h a t i s 

h e 1 d f o r o t h e r o r g a n i s a 11 o n a , i t .i. s n e c e s s a r y t o h a v e 

a b e 1 i e f t h a t S o c i a .1. S e r v i c e s , a .1. t h o u g h t hi e r e ‘ t o d o 

good' .. also need ‘to do we.!. I ' ,

Although National Vocational Qualif ications wi 11 not 

be mandatory, there is the risk to Departments that

d e c i d e n o t t o i rn p J. e rn e n t t h i s s c h e rn e , t hi a t t In e y c o u 1 d

c o u 1 d b e s e e n a s p o o r p e r f o r rn e r s i n r e 1 a t i o n t o o t h e r s 

t h a t h a v e c .1. e a r i n d i c a t o r s o T p e r t o r rn at n c e , 1“ h is

w o u 1 d b e i n t h e i t e rn :i. s a t i o n o f t h e t a s k s t o b e c a r r i e d 

out and an assessment of their staffs' perforrnence in 

c a r y :i. n g t h e rn o u t c on rn p e t e n 11 y

T h :i. s c o u 1 d hi a v e a v a r i e t y o f i rn p .i. i c a 11 o n s o n , 1' o r

e x a rn p 1 e t h e r e c: r u i t rn e n t o f s t a 1* f , 1 n a D e p a r t rn e n t

implementing the scheme, they should be assured of 

a d e q u a t e t r a i n i n g a n d a n o b j e c t i v e a n cl v a 11 d a t e d 

a s s e s s ri'i e n t o f t h e i r c o rn pi e t e n c i e s , i' hi e s a rn e c o u 1 d

w e .L I a pi p J. y t o hi a n a g e rn e n t I' r a i n i n g .



ft WAY FORWARD - The 1930s

If the i 990b are going to be the skills decade, then 

changes must come in the Human Service as well as 

j. n cl u s t r i a I a n d c o rn m e r c :i. a I o r g a n i s a t :i. o n s , i h e s e

c h a n g e s w i 1.1 n o t o n I y b e i n o r g a n i s a t i o n a I s t r u c t u r e , 

b u t a I is o i n t h e p r e d o m i n a n t c u J. t u r e s , I n t e r m s o f

S o c i a 1 S e r v i c e s t hi e y w i I1 £t J. s o h a v e s t a fc u t o r y 

pr e s s u r e s f r o m c h a n g e s i n f u n c t :i. o n , i n c I u d :i. n g t h e 

a 1 m o s t i rn rn e d i a t e i rn p I e rn e n t a t i a n o f t h e C o rn rn u n i t y C a r e 

ft c t a n d t h e C hi i I d r e n s A c t ,

This has got to mean training for change. If that

change is not only to be in terms of the shape of the 

o r g a n i si -a t i o n b u 'fc i n t i"i e rn a n a g e r i a J. s t y 1 e s , a 11 i t u d e s 

and behaviours of the managers, it must be clearly 

11 n k e d t o t h e c o n c e p t o f c o rn p e fc e n c e a n d r e s o 1 v e d i n 

programmes of change, Subsequent reinforcement

s hi o u J. d i n c .!. u d e a i .1. a r e a s o f f u n c 11 o n a n d s t y I e s o f 

rn a n a g e rn e n t a n d e n s u r e i h a t a j. J. a r e c o rn p 1 e i n e n t a r y , 

S e 111 ri g u p s i t u a t i o n s o f c o g n :L t :i. v e ci i s s o n a n c e c a n b e 

easily done at times of change it care is not taken to 

ensure that all parties are in tune and hearing the 

same messages,

if a system of NVO ’ s is going to he implemented in a 

D e p a r t m e n t , t h i s w i i. 1 i fc s e .1. t p J. a c e e x t r a
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r e b o n s :i. b i X xt1 e s o n m a n a g e r s , H o w 0 v e r , i n

c o n s i d e r1 n g • t h e i 0 v e 1 o f m a n a g 0 m 0 n t c o m p © t e n c y

required in NVQ terms for working at different levels

i n t h 0 S o c i a X S 0 r v i c 0 s D 0 pi a r t m 0 n t s , i t i s :L n t e r e s t i n g 

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 

s t r u c t u r e s , a v a i 1 a b i I i t y o f s t a f f 01 c , , W h i 1 s t t hi 0 r © 

is as yet no linking between pay and NVQ level, this

1 s a 1 ivi o s t b o u n d t o c o m e , a n d c o u 1 d d i s t o r t t h e

Hi*, s b  0 s s rn e n t s m a d e  .

C o m p e t e n c 0 s hi o u 1 d b e d e m o n s t r a t e d < a n d a s s 0 s s e d u n cl e r 

normal work conditions, or those that are as' close as 

possible to those in which the candidate would work , 

T hi e v‘ 0 i s , t h e r e f o r e , n o a u t o m a t i c 1 i n k h e t w 0 e n c o u r s e s 

and assessment, This should 'unhook 1 Departments

f r o m t h e i d e a t h a t t r a i n i n g i s r u n n i n g o r a 11 e n d x n g 

courses, as a course will have to show that it 

provides a means of attaining a competency quicker or 

rn o r e c o s t e f f e c 11 v e 1 y , w I n i c i n w x 11 h a v e c o n s i d e r a la 1 e 

imp!xcations for Col leges and outside course 

prov iders,

S x n c e t I n e o b j e c t x v e x s c hi a n g e , :i. t t h e N C V Q s c hi e rn e i s

to be used, then it was suggested at the CCETSW



N e w rn a r k e t C o n f e r e n c e <. i 990 ) , t h a t t h e c o n c e p t o f 

1 change agents' applied to the scheme would showi~

1 , C h a n g e g e n e r a t o r s : - I r a x n x n g h g e n c y , N C V Q , L  e a d 

Bodies,

2 . C h a n g e x rn p J. e rn e n t o r s ; ■■••• T h e s e w e r e t hi e p r o j e c t

g r o u p s a n d t h o s e i n v o 1 v e d i n p i 1 o t s ,

3, Change adopter's;  Those who take on a ready made

scheme,

In practice, all Departments are likely to be change 

x m p 1 e rn e n t o r s . s i n c e t hi e f l n a 1 rn a t e r x a 1 x s u n 1 i k e 1 y t o 

be sufficiently specxtxc and is most likely to be in 

t e r rn s o f g e n e r a 1 g u i d e i x n e s , X n c o n s i d e r x n g a n

a c t i o n p I a n f o r t hi e i rn p 1 e rn e n t a t :i. o n o f t h e s c h e rn e , 

there is no right or wrong way and it xs up to the

0 r g a n i s a t i o n t o d e c x d e , S o rn e o i t h e t a c t o r s f o r 

c o n s i d e r a t i o n a r e :

x> xs the Department de-centralxsed?

1 i > b u r e a u c r a t x c o r f e d e r a 1 ?

i i :i. > does it have ‘mission statements' with aims and

o b j e c t x v e s a t 1 o w e r s t a g e s ? 

i v ') d o e s i t r e c o g n x s e x t s d e p e n d e n c e o n t h e q u a 1 x t y 

and c ornp e tenc e o f s t-a f f ? 

v ) a r e a x rn s a n d o b j e c t i v e s p r x r x t x s e d ?



It is emphasised that Social Services must 'target' 

a n d t h a t c .1. e a r a i m s a n d o b ,'i e c 1x v e s s h o u .1. d c o m e f r o rn 

t, h e L) i r e c t o r i e v e J. C a p o :l n t rn a d e x n t h e ' S S J. 0 u i d e J. i n e s 

rn e n t i o n e d i n t h e i a s t € h a p t e r > w 11 h x n s t r u c t i o n s a s t o 

priorities, Ex tern a.i. v e n t  ication can corne from an 

awarding body but standards have to be owned by 

employers and not by educational institutions,

T h e s e a r e a 11 v e r y rn u c h rn a n a g e rn e n t c o n s i d e r a t i o n s a n d

i rn p 1 e rn e n t a t :i. o n o f s u c h a s c h e rn e at s s u rn e s a 1 e v e J. o f

rn a n a g e r i a 1 c o rn p e t e n c e w h i c h rn i g hi t n o t a 1 r e a d y e x i s t , 

The problem then remains on how to implement and how 

to 'break the cycle or deprivation1 with regard to 

rn a n a g e rn e n t k n o w .1. e d g e a n d s k x ,i. .1. s .

T h e r e rn u s t b e a 1 o g i c a I p a 11 e r n o f 1 rn p J. e rn e n t a t i o n a n d 

t h e f o 11 o w i n g i s s u g g e s t e d , T e r m s hi a v e b e e n u s e d

which do not assume a particular pattern of service 

delivery and although there are parallels to the 

1 i rn p 1 e rn e n t a t i o n d i a g r a rn s 1 r e p r o d u c e d f r o rn t h e S SI 

Gi u :i. d e 1 :i. n e s a n d s h o w n i n t l"i e A p p e n d i c e s , t h e y d o n o t 

make assumptions of the existence of any of the stages 

and provide a more itemised checklist.:--

D e p a r t rn e n t a 1 p h i 1 o s o p h y a n d rn i s s i o n s t a t e rn e n t s ,

S e r v i c e p h i J. o s o p h y a n d rn :i. s s i o n s t a t e rn e n t s ,



U n i t o b j e c t :i. v e s 

Uni t tasks

E I e rn 0 n t s o f t a s k s (. b p e c: :i. t i c a t i o n )

C o ri i p  e t0 n c 10 s e >c p 0 c t e d o f s t a f f  (P e r f o r rn a. n»::: e 

C r  :i. ter 1 a )

P 0 r t o r rn a n c 0 rn 0 a s u r 0 s

H 3 0  S S ffl 0  V'l t

P r o g r a rn i n 0 

Re-Assess

The final live stages can be seen m  terms of an 

evaluation and a control as demonstrated by Hamblin 

(.1974)., when he described the management ot training

a n ci t hi e 1 s 011 c o r r 0 c 11 n g t r a 1 n 1 n g s y s t e rn 1 i n t r o d u c e d

by Rack ham, Honey and Colbert (. i 9 / i ) , hi so, this



rn o d e 1 :i. s r e rn i n i s c e n t o t w h a t i s r e q u :i. r e d f o r a S t y 1 e B 
organisation, as mentioned in the previous chapters,

Dec ision 

(.Assess>

Ac t ion 

(. Programme)

I n v e s t i g a t i o n 

(Re—assess)

Am a 1ysi s

< Co mpe tenc y expected )

Evaluation

<. P e r f o r rn a n c e m i s s i o n )

T h i s c y c I e h a s t h e a d v a n t a g e t h a t o n e c a n e n i e r a t a n y 

point butj once m  one continues round indefinitely or 

u n t i 1 t h e e v a .1. u a t i o n s h o w s t h a t n o f u r t h e r a c t i o n i s 

necessary, An impossible concept that not only

i rn p J. i e s p e r f e c t :i. o n b  u t t h a t i t w  i 1 .L b e rn :i. n t a i n e d  !

Summary of Findings and Conclusions

Ai It is suggested that the culture of the Social 

S e r v :i. c e s :i. s s t r o n g 1 y ci e t e r m i n e d b y t hi e d o rn x n an n t 
domain, These domains are said to be Political C'p‘



0 r ’ P ' ) , M a n a g e r :i. a 1 ( a d m i n i s t r a t i v e ) o r P r o f e s s :i. o n a J. , 

It is further' suggested that such is the structure and 

p r o rn o t :i. o n s y s t e m :i. n a 8 o c i a .!. 3 e r v i c e s !..) e p a r t i n e n t , t h Hi t 

s e n i o r p o s t s e rn b o d y a J. .1. t h e s e , g i v :i. n g t h e o p p o r t u n i t y 

t o rn a t c h t h e rn o s t a p pi r o p r i a t e a 11i1 u d e s t t  hi e t a s k s

1 n hi a n d , b u t t h a t , :i. n p r a c: t :i. c e . p e r s o n a 1 :i. t y d i c t a t e s

w h :i. c h o n e t a k e hi p r e c e d e n c e a n d t h a t t h i s , :i. n t u r n ,

p r o d u c e s t h e p r e d o rn :i. n a n t c u I1 u r e , 1” h e r e 1 a 11 v e

pi ci s:, i t :i. o n s o f t h e P e r s o n n e J. . It e s e a r c la, P 1 a n n i n g a n d 

Staff Development specialisms are guides to the 

predorninant f orees ,

B , 8 i n c e 8 o c i a 1 S e r v i c e s D e pi a r t rn e n t s a r e i n a L o c. a I

A u t h o r i t y s e 11 i n g ̂ t h e y a r e e s s e n t i a .LI y

1 bureaucratic 1, and this is reinforced by trades1 

Un i on ac t i v i ty , I he r-e i s c onf 11 c t i n some

D e pi hi r t rn e n t s la e t w e e n Hi n r-i rn o d e .1. k .!. a i s s e f a i r e ) , w h i J. t 

rn a. s q u e r a d i n g a s B (. c 1 e a r .1. y d e f :i. n e d r o .1. e ) , a 11 h o u g hi 

rn o t D e p a r t rn e n t s f a 11 s o rn e w f’t e r e a i o n g t i"i i s .!. i n e .. ( S e e

C h a p t e r S p , 2 3 S o f t h i s -s t u d y ) ,

hi o w e v e r , w h 13. s t t h e d e c :i. s i o n rn a k i n g p r o c e s s e s 

r e g a: r cl :i. n g t h i e rn a n hi g e rn e n t t r a i n i n g a n d d e v e 1 o p rn e n t 

should be rational and based on a systematic or design 

rn o cl e J. hi s a p p r o p r i a t e , t h i e y a r e i r e q u e n 11 y * g a r b a g e 

can' (Ch. 2, p , 46 of this study.).
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C. Hamblin's suggestion that whilst am ‘integrated 

evaluation system1 was ideal, it was not possible and 

a 1 W o o d w a r d ' s i r a g m e n t e d s y s t e m o t c o n t r o 1 ' w a s 

i n e v 11 a b 1 e , rn i g h t n o t b e t r u e t o r 8 o c i a 1 8 e r v i c e s .

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

pi e r 1' o r i n e d , rn a k e a n i n t e g r a t e d s y s t e rn pi o s s i b I e . C 8 e e

Chap ter 2 , fig, i ~> ,

D . Q u hi 1 :i. t i c a t i «:::• n s :i. n t h e p r o f e s s :i. o n a 1 / s e rn i -
pi r o f e s s i c:i n a 1 a r e a o f 8 o c i a 1 W o r k s h o u 1 d n o t b e c u t f f 

f r o rn rn a n a g e rn e n 1:. t r a i n i n g a n d 8 o c i a I W o r k t r a j. n i n g d o e s 

n o t r e n d e r rn n a q e rn e n t t r a i n i n g u n n e c: e s s a r y , F u r1 h e r , 

such training could well be considered as a ‘widening’ 

r a i I ") e r t h a n ' h e i g h t e n i n g ' o f t h e e x i s 11 n g t r a i n i n g ,

Management may need not to be seen as a higher order

o f k n ci w 1 e d g e a n d s k i J. 1 s . T h e r e s i f o u .1. d b e a t y i n g o t 

r e ■:::! u i r e cl p e r f o r rn a n c e s t o r a n k o f p o s t a s i n t h e 

Pol ice,

E , C o rn p e t e n c e b a s e d e d u c a t i o n a n cJ t r a i n i n g , w i t h t h e 

w ci r k o f t h e W C V Q , g i v e s a n e w o p p o r t u n 11 y t o r S o c i a 1 

Services Departments to ‘get their acts together', and 

introduce a new and logic ail system of management 

cl eve J. op men t ,



1 n v i e w o f t h e a b o v e , t h e f o i 1 o w i n g s u g g e s t i o n s a r e 

made ;

! , Social Services Departments urgently need greater 

c o vi f o r m i t y o f p r a c t i c e s a n d s t a n d a r d s i n w h i c h 

rn a n a g e rn e n t c o rn p e t e n c i e s rn u s t p 1 a y a rn a j o r p a r t ,

2 , A 1 e v e 1 o f rn a n a g e rn e n t c o rn p e t e n c i e s s h o u 1 d b e 

Incorporated into each level of ‘hierarchical 

funct i oni n g .

3, There should be a general agreement as to

standards expected which will facilitate the mobility 

o f 1 a b o u r a n d e n s u r e t h a t t h e rn o s t e f t e c 11 v e u s e i s 

rn a d e o f t h e I i rn i t e d J. a b o u r r e s u r c e s ,

4, Performance criteria should be established and

assessed by at least two assessors (? Line manager and 

A,M,Other). 1 he second assessor could be from

a n o t h e r a u t h o r 11 y a n d a d :j o i n i n g a u t h o r i t i e s c o u 1 d 

group together as 1 management quality circles',

5, Assessment should be made, as far as possible,

b e f o r e a p p o i n t rn e n t s a r e c o n t i r rn e d . A p p o i n t rn e n t s

could be on a temporary basis until the necessary 

c: o rn p e t e n c i e s h a v e b e e n a«::: h i e v e cl t. i n c 1 u d :i. n g

rn a n a g e rn e n t ) . T h i s w o u .L ci in i t1 g a t e a g a :i. n s t t h e ' o v e v 

-  2 3 3  -
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promoted1 and the 'under achiever1 in terms of 

pe r f or mane e c r i te r i a ,

6 . The concept of continual development should be

1 n c o r p o r a t e ci x n t o c o n t r a c t s w h i c h w o u 1 id e n s u r e 

e x pi e c t a t i o n o f r e c o g n i t i o n b y b o't h e mp J. o y e r s a n d 

ernp J. oyees ,

7 . A 3.1 D e pi a r t rn e n t s s h o u 1 d h a v e a S t a f f D e v e 1 o p rn e n t 

T e a rn ( C o rn p e t e n c y A s s e s s rn e n t T e a rn ) o f s u f f i c i e n t s i z e 

and expertise to allow individual staff development

programmes to be set as necessary to achieve 

c: o rn p e t e n c i e s , a s w e 1 J. a s t o rn a i n t a i n p e r T o r rn a n c e , f h e y 

should be trained as assessors and could perhaps form 

the quality circles mentioned in 4 above,

8 , Q e p a r t rn e n t s; s in o u 1 d e n s u r e t h a t g r o u p s o f t a s k s

forming jobs are clearly set out in terms of job 

s p e c i f i c a t :i. o n s , t h a t j o b h o 3, cl e r s a r e a p p o x n t e cl a g a x n s t 

person specxrications, and that the assessment of any 

gap and competencies not yet achieved are incorporated 

i n t o c o n ci x t i o n a 1 c o n t r a c t s , i' h x s n e e d n o t a f f e c t

c o n t i n u e d e rn pi 1 o y rn e n t a s s t a f f c o u 1 ci b e h e 1 d 

b u to s t a n t i v e a g a :i. n s t a p r e v i o u s r o J. e w h e r e c o rn p e t e n c e 

i“'i a c:l to e e n a c h a. e v e ci, T in a. s w i. 11 o to v x o u s 1 y to r x n g

additional costs, tout it xs suggested, less than



someone with the wronq or inadequate level o t 

c ompetence ,

Afterword

As was stated at the end of Chapter 6 of this study 

(p.27’1 ), County Councils and Social Services 

Departments in particular feel at the moment under 

thr eat r egard ing thei r c on ti nued exi s tence,

U n cl o u b t e d I y , a s h a s b e e n c o n f i r m e d y e n q u i r- y , a g r e a t 

deal of effort is being made on survival , It is to 

be hoped that Departments will take this and other 

r e s e a r c in e s :i n t o m a n a g e m e n t t r a i n i n g i n t o c o n s i d e r a t i o n 

when trying to establish curricula that will improve 

t h e :i. r e f f i c i e n c y e f f i c a c y a n d p u b 1 i c i m a g e ,
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Mrs. A. Tolley
Assistant Joint Care Planning 
Officer,
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 and Jj 
development in local authorities since the re-organisation of Local Government in I 
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 j
senior staff in Social Services Departments. i

n
• PDespite this increasing activity, literature on management training in Social<| 

Services Departments is scarce. Little systematic research has been carried out I
into its effectiveness. I-1
We have both had 13 years experience with Norfolk Social Services Department, and 
have been involved in the design and management of the Authority's Managementjj 
Training Programme. We are now researching into the curriculum planning and. j 
effectiveness of this and similar programmes and are trying to ascertain general i 
patterns of management training activities in other Social Services Departments. Wev! 
would, therefore, be extremely grateful for your co-operation in achieving this:j 
objective. May we ask you to complete the survey form attached and return it to us : 
in the enclosed prepaid envelope.
The amount of detail reflects the large number of management training models ini 
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.

IWe should be grateful if you would return your completed questionnaire to us by i 
February 28th 1986, owing to the time scale of the study.

(I
Tours sincerely, 1

■k

Michael Mills Ann-Marie Tolley

Mr. M. Mills
principal Training Officer,
Norfolk Social Services Department 
Tel: Norwich (0603) 611122 Ext. 5026



M. 7. MILLS and A—M . TOLLEY %
SURVEY ON MANAGEMENT TRAINING IN SOCIAL SERVICES DEPARTMENTS |
Definition: 'Management Training* i|

Throughout the questionnaire the phrase 'management training' is used. In /our 
responses we would like you to adopt the following definition of the phrase, based; 
on Hamblin's definition of training:- _ J*

’any activity which deliberately attempts to improve a person's skill in a job 
of a managerial nature'

It may be therefore that you will discuss activities which your organisation; 
describes as 'management development', or ’manager education’ if they fit the above; 
definition.

%All data will be guaranteed couf identiality, so please be as frank as possible in 
your answers. Please clarify practice, in cases where this differs from policy. |3

Now please continue and complete the questionnaire. Please write N/A against any
item which is not aoolicable to you.
  * * $ 1

MM/AT/JX SSC 17/2 11

- . 3



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

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— !
n

These items refer to the management of the Course. ,'/j
$

3. (i) 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
HOURS

STUDENTS ON COURSE STUDENTS FROM YOUR 
SOCIAL SERVICES DEPT.

Course 1.

Course 2.

Course 3.

Course 4.

Course 5.
Course 6.

-  1 -

i

a) Chief Executive's Department.
b) Social Services Department.

c) Any other Department.

d) Combination of Departments



What level of staff are these courses a) advertised for (include spinal points 
APT & C staff salary scale) b) accepted at

Course 1. 

Course 2. 

Course 3. 

Course 4. 
Course 5. 

Course 6.

a) b)

Course 1. 

Course 2. 

Course 3. 

Course 4. 

Course 5. 

Cour.s e 6.

(ii) Over how many days are the Courses spread? 

_______________days

days

days

days

days
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)

H 8 &
PKsmr̂ f

« O T v

asa

(a) How much additional time is expected for reading and assignments? (b) 
How much of this time is granted as leave from work?

Course 1.

Course 2.

Course 3.

Course 4.
Course 5.

Course 6.

(a) (b)

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
(vi) How frequently

* Please delete as appropriate

Every month

1.
2 .
3.
4.

5.
6.

6 months Annually Over 1 year

Please list any other Management Development activities other than Training 
Courses:- Details

PLACEMENTS 

SPECIAL PROJECTS 
FORMAL 00ACHING 

OTHER (please specify)

- 3 -



5. In your organisation, are Management training courses seen as:-
very

Important to promotion 

As a priority for staff 

Of high status 
Relevant to job

Not very 

1 2  3

2 
2 
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:

Course Number 

Improvement in existing jobs

Please tick as appropriate
1.

Contributing to effectiveness in 
changing role at the same level.
Preparation for promotion 

Other (please specify)

Are the Courses AWARD BEARING

2. 3. 4. 5.

(a) SOME (b) ALL (c) NONE 
If the answer is (a) or (b):-

AWARDING AGENCY
Are the awards

Certificate 
Diploma 
Degree

LOCAL AUTHORITY UNIVERSITY/OOLLEGE

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. How are Courses managed?
If a Committee, give membership by job title 
If more than one system please describe all models

Course
1
2
3
4
5
6

11. 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?

12. 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:-

HwwwqwWWW



B.

1.

CURRICULUM PLANNING

a)

b)

Is a staff appraisal system carried out for Managerial staff. YES/NO 
If YES, (i) What is the frequency:- 6 months

1 year 
over 1 year

(ii) Are objectives set

(please tick as appropriate)

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

2. How are identified training needs communicated to the course organisers 
(If by group or committee show designation of members)

Are training needs related to Course Curriculum by:-
1. 2 . 3. 4. 5. 6.Course

a) Matching to existing courses.
b) Designing new courses.

c) A combination
What is the designation of the employer’s representative responsible for the 
management of the training

Are they 1st Tier 
2nd Tier 
3rd Tier 
4th Tier 
5th Tier

Who do they report to:-
are they 1st Tier 

2nd Tier 
3rd Tier 
4th Tier 
5th Tier

6 -
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How are the Courses managed Cours e -

a)

b)

c)

d)

By person or section 
(please specify designation)-

By Employers Committee 
(please give designation)

Joint Management Commitee
(as for Certificate in Social Service)

By academic Institution
(i) Including employer representative
(ii) Excluding employer representative 

How are courses funded. Course -

a) By contract for course

b) By 'In House' labour

c) Individual sessional payments

d) Fee per student

e) Other (please specify)

1. 2 . 3. 4. 5. 6.

1. 2. 3. 4. 5. 6,

TRANSFER OF LEARNING fj

Definitions:- "J
  1Within the context of this questionnaire the following terms are defined as:- 
evaluation of training:- "any attempt to obtain information (feedback) on the vj 
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) whichf 
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

vxl

- 7 -



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.
Cours e - 1. 2. 3. 4 . 5 . 6.

a) Training Officer
b) Student
c) Student’s Line Manager
d) Lecturer
e) Other (please specify)
f) 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

f) 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

f ) 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

a)

Pre-course briefings 

Post-course follow-up meetings 

Specific course input on transfer issues 

Specific involvement of line manager 

Other (please specify)

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 - 9 -
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carried out in :ny ept, as it is the 
responsibility of he Authority's 
Cnty irng Officer, based in the Cty 
Clerk's Oept,!: such training as there 
is, is arranged on a corporate basis. 

I I I / 
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I I I ' I 
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l S02/Sc5 SOZ/Sc~ " I 0 1 
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4 Please 

DEPT 
CODE 

A 

B 

c 

0 

E 

F 

G 

list any other management development activities, other than training courses: 

PLACEMENTS SPECIAL PROJECTS . FORMAL COACHING 

Team Building/Objectives Meetings 

'Do not understand Question' 

~ 

ruL 

Not answered 

es Yes 

OTHER 

Time out for Working 
Teams is encouraged 

External Courses 

{Recent appointment of a 
Man. Skills Trainer to 
SS Dept) 

H - - - Action Learning Sets 

I 'Not answered 

J 2 Placements 
arranged for staff 
as part of their 
Career Development 
Programme 

Regular on the job super
vision manager/manager 

·~ 
r--1 .. 
N 
c:( 
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DEPT
CODE 

Important 
to 

Promotion 
A 

Priority 
for 

Staff 
Of 

High 
Status 

Relevant 
to 

Job
(Scale 

1-5 
in 

increasing 
importance)
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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 5 (Staff are) 

B 5 5 3 

c 4 2 3 

D 4 4 1 

E 4 4 2 
,..t 
N 

F 4 2 3 .. 
Q! 

, G 3 5 3 

H 3 5 
I 3 

I 5 2 1 

J 5 5 4 

K 4 4 2 
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DEPT 
CODE 

N 

0 

p 

Q 

R 

s 

T 

u 

v 

w 

X 

y 

z 
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Geography Time Off Completion for Places 
(Scale 1-5 in decreasing importance) 

5 2 3 

1 4 5 

5 
I 2 4 

4 
; 

2 2 
I 

I 

3 
I 

4 1 

5 4 4 

4 5 5 
I (\J 

5 5 5 N .. 
4 4 4 

Si! 

s 1 5 

- 2 2 

5 4 1 

5 (Trainer goes 1 5 
to them usual! 
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DEPT 
CODE Geography Time Off 

(Scale 1-5 in decreasing importance) 

AA 4 

BB 5 

cc 5 

DD 2 

EE 5 

FF 5 

GG 5 

HH 4 

II 5 

Total scores 147 

NB Lowest score = highest importance 

FOR11ATTED FLOPPY DISC/VML/APNDIX6.NTS 
9.11.89 
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2 

4 

5 

3 

4 

5 

2 

3 

5 

12 

Completion for Places 

1 

2 

5 

1 

3 

5 

4 
(1} 

N 

4 .. 
-~ 

3/4 

113 



SECTION A
A7 Do existing resources allow you to provide sufficient mt opportunitiea? 

if no. indicate area and extent of shortfall.

A NO Many residential managers (over 200) who will have to wait.

9 YES

C NO

0 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

j NO Oept is looking to localise its area teams and services. Present
resources have not allowed for this development - shortfall approx £10,000

K YES

l_ NO Other M0 opportuni ti es 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 N0(Yes No external day release for QMS etc
In House)

A2 : 2 4



T NjQ 

U YES

V NO

W NO 

X YES

Y NO

Z NO

AA NO 

B8 NO 

CC NO 

DO NO

EE NO

FF NO 

GG NO 

HH YES 

II NO

Need more p r o j e c t / — - — = '"■̂ -s.hed tasks for Middle Management
Course of Personne. ~—  —

Residential staff s— —  ■'**=rv.in basic training and resources
concentrated on thts_ aa-w- ~i nance.

Not enough commi tmetrrr ■ =  set- --teorated approach.

Number of staff wrrtr 
follow up courses a 
(ie Training Staf-^l 
"first taste" course.

■attend courses is so great that 
Lt®d by staff and time available 

giving staff their

Could do with £7,CCC 
explicit backing by

- 5t->t3et - but also could do with more 
^  regard this as a priority.

Succession training as= Sctcolai Workers, Deputy Managers 20+

Currently assessing -s-=_

The whole spectrum err- - tr-jfcrrnng. Only 25X of all managers have 
any management traiTrr:-r==_

Majority of people srrcz er>®nt have been offered no form of mgt
trai ni ng.

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----* a 11 - Senior Management Training.

A2: 25
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SECTION A 

8 (COLLATED WITH A3 AND AlO) 

9 ARE THE COURSES AWARD BEARING? 

DEPT 
CODE SOME ALL NONE 

1\ - - + 

B - - + 

c - - + 

D - - + 

E -· - -t 

F - - + 

G (Not answered) 

H - - + 

I + 

J - - + 

K + 

L - - + 

DESCRIPTION 

University 9f Aston MSc Public Sector Mgt 

CMS 

U) 
C\1 

(\J 

<l, 



DEPT 
CODE 

M 

N 

0 

p 

Q 

R 

s 

T 

u 

v 

X 

y 

z 

SOME 

+ 

+ 

+ 

+ 

+ 

+ 

+ 

+ 

ALL NONE 

+ 

(None of those 
listed) 

+ 

+ 

+ (2 staff) -

DESCRIPTION 

Lancaster (Diploma), liverpool (Degree) 

Certificate (College): Individual 
secondments made to qualifying courses 

Mgt Dev. skills +MSc S. Services Management 
+CSS Mt option 

CMS + DMS 

BEC C.M.S.; NEBSS 

NELP- D.M.S.; Essex MSc and MA in Social Service Planning; Polyt. Soutle 
Bank MSc and MA in Social Service Planning 

CSS Mt. option 

liverpool Polyt. Cert . in SW Management; l iverpool Polyt. D.M.S.; lancaster 
University M.Sc 

CMS; NEBSS 

LA Certificate of Attendance for SSD 
Courses (la and lb) 

2 Staff have attended an external course 
giving a Post-Grad Diploma in Mgt 

['. 

N 

(\J 

~ 

4:: 

,.. 
:~~ 
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Quest lor. 12

Yes - lack cf foliow thr ouch 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 oi organisational values ‘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,1 although I am also interested in 
distance learning developments and the preparation of 
pc t e n t i a1 Ha na vers.

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 ’which 
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 1 ■- 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 ?.



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 i> 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, yet 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 .lob, 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.1

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 1 person/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 
snecixicaiiy 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 1 feedback' or 
'recall' ia',r 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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A1 t v 0. ia i ii ill i”

A Yes 1 vr - Only P at Eventual
present

3 Fo ' - -
c !To - -
D Ho - -
c To be - -

intdcd
F 11 o - -
'I Pilot - 39-C.Offer

Scheme
H lo - -
I Mo _ -
T ITo - -
E Mo - -
L Fo - -
K Fo - -
if Fo - -
0 ITo - -
P Fo - _

0 ITo - -
P. Diff.Di v. - -

Systems
s Yes i vr 31 + above Fo
T ITo - -
rj Fo - -
V ITo - -
V Fo - -
X ITo - -

Y Ho - -
7 Fo - -
AA YES 1 yr Yes ?u 't above Yes

Optnl
SB Fo - -
CO Fo - -
DD Fo - -
EE Fo - -
FF Fo - -
GG Fo - -

HH Fo - -

II Fo Ad Hoc ror some Ind. >lrrs Fo

At y 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> Surv97 cf Management Iraininr undertaken

2) Hunch, discussion and proposals at Senior 
Hsrrant Group Meetings
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1

3‘> Evaluation of courses offered <i) bv consumers.
(.ii> bv trainers 

? 'Finder in the wind' approach
0 “
H Through Training Liaison Workshops with different staff

groups in the Department 
I A working party is currently examining the need for a

formal appraisal system 
J 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.

K Ad hoc discussions. Observation of sickness rate etc.
Requests and discussion with Managers themselves .

L Bv Senior Mgmnt and Directorate
K Assumption
M Bv discussion with relevant staff groups and their JCsrrs ,f:

and by Planning Committee 
0 As part of change in policy and practice, Job title and 4

levels of responsibility . Task oriented. |
P They are not identified.
0 Occasional ITU with specific groups of Managers.
R The provision and frequency of this activity varies

between Divisions which have evolved their own systems. q
S Sheet - 1) Dev.needs to be met through supervision

2> Dev.needs to be met through warning

1

1
$ i

U Through a.' discussion in Mgmnt 0-roups at different 4
levels b> identified in an overall wav by Mgmnt Team %

V rJsually when problems arise. Certain levels of staff 
are encouraged to apply for courses.

V Bv Chief Execs, depending on frequency of problems and 
introduction of new procedures. Also by Asst,Director 
in Service Divs,

X By consultatation with Line Managers
V These are identified following a 3 day introductory 

course fo Management. .Skill modules are developed for 
particular croups of course members identified by 
themselves

Z Senior Managers being aware of Junior Managers need = ■ '?■;
tasks/ski 1Is/abi1 ifies. Self awareness of Managers

A A
BB By Training Officer/Div.Head
CC Guesswork. Training Officer suggestion
DD - %
EE Through team meetings with their Line Manager i
FF System being formulated. Currently needs are identified

by supervisors, self referral and Mgmnt Team decision 
GG By interview with individual staff or -groups before

course pianned 
H.H -
II 1 > Through Dep. Div. Msrrs 2) Self assessment from, to

and on courses

i
4
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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 z an i unction with Dept, Mgnnt * 
Principal T.O. 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 i: 
discussion with Mgmnt Staff at. all levels 
Departments Training Group - Training Officers - 
S.M.T. and Personnel Section

Liaison by specific personnel ‘■.CTO and PTO)

Sent by Appraiser fo Training Section. 
the Manager's priorities and countersign. Train 
application to ensure relevance and not vhimsv! 
By Staf f De*T. Sec tier..
Via Management Team <Control1sr. Director. Asst.

Designated by
no form

and O U ' T.O. •••c.o is  a manner ooControlle 
team.
Regular meetings with college staff.
Personnel sub group - through membership of Tapes
flea lob. 5 Safety J.C.C. - do -
By discussion and close monitoring
By staff themselves - ohev Lcnov/ what our obiectiv
are and often call for areas they identify themes
Hv Snr. Xgmni (AD and FGs.> of the several Divs. cor.
sometimes self referrals also.
Ref. MB? Course I,
Bv discussion
Formal information from Directors Mrmnt Team.

■■j - or

es
Ives
earned

Informs 1
requests Ch pressure and influence
Internal courses are beginning fo be tailored to specific 
Managerial needs. County courses still have com- 
parativelv little 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

Trai nine Advisory Grour. ''Ter. Direct or, Div M-*rs.De'T.

1
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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) establish and monitor the supply of 
services to the organisation

(.2) monitor and maintain delivery of serv
ices to clients

(.3) develop and improve the delivery of 
services

(.4) establish and monitor quality control of 
service provision

(.5) establish and maintain goodwill and co
operation with colleagues “external" to 
one’s own area of responsibility

(.6) 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 bi1i ty

(.1) identify human resources and skill 
requi rements.

(.2) design and evaluate recruitment and 
selection procedures

16
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(.3) recruit and select appropriate personnel *?
f

(.4) develop self, individuals and teams i

(.5) evaluate individual and team performance
§-f

(.6) plan and allocate work to appropriate
personnel within one’s range of respon- |
sibi-lity |

v
1

(.7) identify and minimise interpersonal |
conflict, stress and disciplinary prob- 
1 ems

(.8) establish and maintain a safe and 
healthy working environment

(.9) establish and maintain professional %
relationships with colleagues

(.10 ) inf1uence, where appropriate, and oper- f
ate agreements on pay and conditions %-f

(C) Plan, control and optimise the utilisation of ■'<

financial resources.

(.1) contribute to setting of budgets and 
allocating resources

(.2) monitor and control costs

(.3) evaluate and control one’s area of -f
responsibility through budgets

■ti
(.4) contribute to planning and controlling 

the flow of resources
•1(.5) appraise new proposals and projects

(D) Collect, interpret and communicate informa
tion to support and co-ordinate organisa
tional functioning.

(.1) exchange and debate information with
others to analyse problems and make 
decisions • $.. r*

(.2) interpret and analyse information in ;1
order to contribute to problem solving 
and decision making

(.3) contribute to the establishment of
information storage and retrieval sys- i
terns

•Tv.'J
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(.4) obtain and store information

(.5) advise and inform colleagues of one’s 
organisational responsibilities

(.6) interpret 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 input 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 |

M anagem ent
in the 1990's ^

A
• ends directed
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of professionalism X

• administrative V-'

A
• ad hoc I
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Diagram 2. The Inter-Relationship between 
Organisation Development and 

Development of Individual Managers
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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 issues 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 S t r a t e g y  for I m p l e m e n t i n g  P o l i c y  ,1

C re a t i o n  of a policy alone is insufficient. It must be 
accompanied by a strategy to assist in the implementation of the 
po l ic y and its translation into action that supports theJ 
development of the organisation as a whole. This is the second 
stage of the process.

It will be necessary to decide exactly what the strategy is to 
achieve, both in terms of broad aims, and of specific objectives. 
Targets must be identified in order to measure progress and 
priorities agreed so that limited 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
PrioritiesManagement

Development
Policy

translated 
into action

Strategy

Implementation
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clarifies Means of 

Delivery
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Diagram 5. A Systematic Process for 
Management Development
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Diagram 3. Formulating a Policy 
for Management Development

National developments

in management development

in public sector provision

in social service provision
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