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This research is an exploratory study of thirty human service
agencies' programs to link their services to informal helpers in their
camunities. The helpers were persons identified as important helping
resources to persons in their own social networks, who were often also
clients of the service agency. The thirty agencies were drawn fram
across the nation, and served several different types of client popula-
tions and needs.

Models fram practice and theory suggest that linkages between the



2
formal and informal caregiving systems should be modeled aftor primary
type relations, that is, those that are informal and personal in
character. Other research and literature on organizations suggests,
however, that the tendency of the formal service system is to impose
its own standards on its linkages, in order to ensure its own control
and accountability.

The primary question of this research was how agency context
influenced the structure of the relationships between agency staff and
informal caregivers. Specific questions asked were: (1) What
organizational attributes act as barriers to, or facilitators of,
informally structured relationships? (2) Does the perception of the
program innovation moderate the influence of organizational attrilutes
on the relationship structure?

Data on the agency programs were gathered through intensive site
visits, using discussions, observations, and document reviews. These
data were converted into case studies ard content analyses. Multiple
item scales were constructed to measure different attributes of the
agency comtext: structure, work climate, and envirommental linkages;
of the program innovation: perceived relevance, perceived riskiness
and stage of program implementation; amd of staff-helper relationship
formalization. In all the scales constructed the reliability ranged
fran an alpha of .29 to .93. A conceptual model was proposed regarding
the relationships among these variables, fram which seven hypotheses
were derived.

Pearson correlations and partial correlations were used to test

the hypotheses statistically. Case analyses and multiple regressions



were used to gain further insights into the patterns of association
among the variables.

The pattern of associations found in the study are more camplex
than initially proposed. The major organizational attrilmte associated
with high farmalization cf the staff-helper relationship was a high
degree of formalizaticon of the roles amd relationships among the staff
in the program unit. The attribute most highly associated with the
infarmal relationship between staff and helpers was a supportive
work climate, including supportive leadership and peer support among
the staff in the program. Program camplexity was also associated with
informal relationships, rather than with formalized relationships as

was predicted.
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CHAPTER I
INTRODUCTION
OVERVIEW OF RESEARCH PROBLEM

Most social welfare policy deals with ways to organize and evalu-
ate the formal system of care offered by public and private human
service organizations. However, in recent years same attention has
shifted from the formal system of care to a wider range of caregiving
resources and settings (President's Cammission on Mental Health, 1978;
National Cammission on Neighborhoods, 1979; Wingspread Report, 1972;
Wolfenden Report, 1978). Attention has turned to the value and perva-
siveness of informal sources of help such as often occur in everyday
social relationships with family, friends, neighbors, or in voluntary
mitual support groups. A perspective has emerged that extends the
responsibility of the formal system to include giving support to such
informal helping activities that benefit their clients (or potential
clients). Arising from this perspective there has been a call for
partnerships between the formal and informal helping systems, which
involves working relationships between professional staff and informal
caregivers known to help the agency's clients (Collins & Pancoast, 1976;
Froland, 1980; Gottlieb & Schroter, 1978; Lenrow & Burch, 1981).

Underlying this perspective is an assumption that this type of
working relationship differs both in form and content fram more conven-

tional strategies used by human service agencies to engage public



participation in agency decision-making and service delivery. For
example, these partnerships differ from the use of indigeneous carm
munity members as paid paraprofessionals who perform nontechnical tasks
urder professicnal supervision. They also differ fram programs which
rely primarily on advice of influential citizens or clients on agency
advisory groups. The lay helpers are looked upon as sharing more
responsibility for the actual definition and delivery of care than
either of these other approaches permits. However, though most may
agree on what should differ from other programs to involve clients
and citizens, it is less clear how to develop relationships between the
formal and informal, between professicnal and lay helper, what their
respective roles will be, ard what services are amenable to this type
of linkage. It is to this issue of the nature of the linkage ard the
roles that the current research is directed. Underlying this research
is a normative model for such relationships that derives fram the
practice literature, from social service theory, and, more generally,
from social exchange theory.

However, before discussing in more detail the normative model for
such relationships the broader research question will be discussed.
The principal question in the current study is just how differences in
agency context influence the type of partnership relationships that
develop between professionals and lay helpers. Do differences in the
formal agency context affect the way the relationships are structured,
the roles of professionals and lay helpers? If so, what aspects of
the formal agency context are more influential in shaping the way the
relationships develop? Owverall, is the partnership between formal and

informal helping systems samething that can happen in only certain



types of agencies or is it feasible for a broad range of human service
agencies?

These questions are significant within the context of present
social service practice for a number of reasons. Most social service
agencies today are looking for ways to stem the ever-rising costs of
social service delivery without drastic reductions in the level of
services available. They are also seeking to ensure that their ser-
vices are accessible and acceptable to their clients, and that they
are available in the least restrictive enviromment, with an emphasis
on comunity-based alternatives to institutional care. Each of these
agency concerns may lead to an interest in achieving better linkages
to the informal helping rescurces in the cammnity. Many agencies
may see families, neighbors, or friends as sharing responsibility for
caring for their clients. Not all, however, see it as their responsi-
bility to directly involve themselves in assuring that there is
cantinmuity of care between the formal and the informal sectors.

Same make no effort to work with the infarmal caregivers of their
clients. They may be unaware or unconcerned about how their own care-
giving activities affect the informal helping resources of their
clients. Of those who attempt to develop linkages with informal help-
ers, same cite the contrast between "the world of the bureaucrat and
the work of mothers" (Abrams, 1978), or the discontinuities in values,
premises, and attitudes underlying the two types of caregiving
(Froland, 1980; Lenrow & Burch, 1981). This is done to caution against
permitting either form of caregiving to undermine or distort the

inherent character, worth, and effectiveness of the other.



NORMATIVE MODEL

These concerns and cautions underline the significance of the
relationship that develops when agencies do seek to create partner-
ships with informal helping systems. Such cautions are inherent in
most models for such relationships emerging fram social service
practice and theory, giving rise to a cammon philosophy and set of
principles for action. This normative approach assumes, first, that
formal and informal sources of help are camplementary to each other.
Each has different roles and potentials that can work together with
the other to assure a continuum of helping resources available for
persons in need.

A second assumption of this normative model is that the relation-
ship between professional and lay helpers is most appropriately a
collegial, collaborative one (rather than hierarchical or directive).
The professional brings to the relationship knowledge and understanding
of human behavior, organizational skills, knowledge of formal community
resources. Informal helpers bring their opportunities for spontaneous
helping, their knowledge and understanding of their own social network
and its needs and preferences regarding helping services, and their
willingness to help and/or reputation as a helper. These two sets of
knowledge and skills are both essential to the success of the relation-
ship.

These two assumptions, which are critical to this current study,
derive as previously noted, both from social service practice amd

theory. Each will be described briefly in the following sections.



Practice Models

Due to the emerging nature of the effort for human service
agencies to work with informal helpers, the practice models that
evolved are frequently mcdifications of conventional service models.
For example, Collins and Pancoast (1976) identify mental health
consultation as one conventional service approach which lends itself
to adaptation in work with informal caregivers, particularly those
"central figures" who function as major sources of informal care
within their own commnities. The professional, as consultant,
makes available his/her knowledge of human behavior and of commnity
resources, and expresses a willingness to listen, and to advise, as
requested by the lay helpers. The lay helpers are the ones who
provide direct emotional and instrumental support to persons within
their own social network. Consultants and lay helpers relate to one
another as "friends and partners" (Collins & Pancoast, 1976: 136).
From their relationship each can expect to benefit and to address
their mutual concerns, which are to serve the needs of those within the
helper's network who are also actual or potential clients of the
professional's agency.

Biegel and Naperstek (1979) offer a slightly different model for
partnerships between professionals and community or lay helpers. They
view neighborhocds, families, ethnic groups, and religiocus groups as
"mediating structures" whereby many of the social and material needs
of individuals are met. They advocate that these mediating structures
receive support fram the formal institutional caregivers. Thus, in
a reversal of conventional commnity organization practice, they

recamend that professionals seeking to enter a cammunity £ind



"natural sponsors" who have already determined their local needs, the
services they find appropriate and acceptable, and their own resources.
The cammnity members can then seek the advice and assistance of pro-
fessionals in developing programs and services that meet their own
locally identified needs. Professionals, in this instance. work
through the cammnity helpers to assure that the needs of a local
cammunity, ethnic group, or other natural comminity are met.

Both of these service models propose relationships between
formal ard informal helper in which lay helpers have an equal (if not
greater) responsibility for developing and delivering services with
professicnals. The professionals may initiate the relationship in
order to expand or improve the services available to a specific client
population. Yet both partners share the initiative and responsibility
for the services that result. The relationship goes beyond cooperation,
which has been defined as "partial incorporation of each other's needs
and actions into the other's actions and activities" (Warner, Hutchison,
et al., n.d.:18). It involves full collaboration, in that both are

working together on a mutually defined project or task.

Theoretical Models

Litwak's work (1978a; 1978b) on coordination between two or more
social service agencies, or between a social service agency ard a
cammnity group or collection of individuals is described as "balance
theory." He stresses that the structure of the linkage or relation-
ship between the two parties is a critical factor in the eventual
success of such coordination efforts. 1In his balance theory he suggests

that such relationships between highly formalized agencies and primary-
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type cammunity groups must remain as informal in structure as possible,
so that they will be campatible with and non-disruptive to the primary
relations. Such an informal structure should consist of face-to~face
contact, positive affect, mutual trust and respect, and egalitarian

or collegial role relationships. Litwak notes that such relationships
are patterned after those of friemds in everyday interpersonal
relationships.

Lenrow (1976) and Lenrow and Burch (1981) argue for relationships
between professionals and clients or self-help group members where
power is equal. In order for professiocnals to "help" anyone they must
recognize the basic interdeperdence of helper and helped in any type of
helping relationship. They suggest that, once power is equal, both
professionals and clients can more readily learn from each other and
achieve their common goals. Lenrow's argument regarding interdependence
ad equalization of power is even more relevant in relationships be-
tween professionals and lay helpers. The helpers may have little
interest or incentive to involve themselves in relationships with
professionals if these relationships do not offer them benefits, such
as power, support, trust, and an opportunity to share cammon interests
and concerns.

These viewpoints fram both practice and theory are cited because
they underscore the importance of the structure of the relationship
between formal and informal systems. Each view, fram a slightly
different approach, points to a cammon urderlying philosophy and narm
for such relationships. They call for equal power, collegiality, trust,

mutual benefit, and collaboration in a common effort. They suggest
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that the professionals and lay helpers are partners in joint endeavors.

These are the characteristics of partnership programs which constitute
the reference norm against which the specific relationships between
professionals and helpers in different agency programs will be campared

in the present research.

CURRENT RESEARCH PROBLEM

Purpose
The purpose of this research is to examine the structure of

relationships between professionals and informal helpers in 30 differ-
ent agencies. This research investigates the differences in the formal
side of the relationship, that is, in the agencies sponscoring the
programs. It also looks at how the agency differences are associated
with differences in the structure of the relationship between agency
staff and informal helpers. The research seeks to identify those
agency attributes which appear to influence the ability of professional
staff to structure relationships that fit the normative model of

collaboration and collegiality.

Identification of the Research Problem

The initial impetus for this study came from observations by the

author during work on a larger research project:.l The purpose of that

lThe author was a research assistant on the project, "Natural
Helping Networks and Service Delivery," funded by the Office of Human
Development Services (#18-P-00088), 1978-1980.



study (Froland, Pancoast, Chapman, & Kimhoko, 1980a, Fxecutive Sum-
mary) was to:
identify and assess program strategies which human
service agencies might adopt to strengthen and
facilitate the use of informal sources of help in
meeting the needs of such populations as the elderly,
the developmentally and physically disabled, children,
youth and families, as well as servicing preventive
aims in the general commmnity. (p. 1)

The larger project selected 30 agencies fram across the United
States. Each of these agencies had established a program for working
with informal helpers in its community. The research staff collected
information from these agencies regarding the agency, the program,
the comunity in which the agency and/or program operated, the client
population served by agency and program, the informal helpers that the
agency staff had identified, and the type of working relationships
that agency staff had developed with the informal helpers. These data
were collected through in-depth interviews and reviews of program
documents and descriptive materials. Analysis of the data included
case studies and content analyses of the materials.

The current research is based on the same sample of programs and
the same data base as the larger Network project. In the early stages
of the Network project, research staff recognized that it was possible
that variations in the size and structure of the agencies adopting
programs might be reflected in the types of relationships that developed
between staff and lay helpers. Preliminary reviews of the organiza-
tional theory and research suggested other organizational factors as
well that could influence the implementation of innovative programs
such as these requiring professionals to work collaboratively with lay

caregivers.
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The Network project adopted a naormative model for the way pro-

grams for working with natural helpers should be structured. This
model, previously described, was based on both a review of the litera-
ture and expert opinion. Certain key elements of that model are
defined below to facilitate ease and clarity of camminication through-

out the remainder of this research study.

Definitions

A concept that is basic to this research is that of "informal
helpers.” Other terms used synonymously with informal helper are
informal caregiver, commnity helper, natural helper, or lay helper.
The first part of this expression, "informal," refers to relationships
that grow out of personal, individual interactions in everyday
contexts. The second part of the term refers to individuals whose
activities constitute services or support to others within their own
everyday personal network. By their actions and attitudes they offer
either material, emotional, or referral services to others with whom
they came in contact. Generally such help is voluntary, spontaneous,
unpaid, and a natural outgrowth of the reciprocal give-and-take of
primary, persocnal relationships. In this research informal helpers were
were individuals or groups of individuals identified by agency staff
for their helping activities that benefitted the clients of the agency
in which the staff worked.

A secord basic concept is that of a program offered by direct
service agency in which agency staff work with informal helpers.
Throughout this report these programs are referred to as "partnership

programs.” Partnership here refers to the implicit notion of
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collaboration, camplementarity, and rutual benefit that underlie such

programs. Program refers to the fact that these efforts were systematic,
agency-sanctioned efforts to work with natural helpers, rather than the
ad hoc efforts of individual staff members acting on their own initia-
tive. The assumption is that these programs will benefit the agency

(by expanding or improving its services to clients) and that it will
benefit the lay helpers (by sustaining and enhancing their helping
activities). Throughout this paper all references to staff-helver

relationships assume the existence of a partmership program.

Factors Affecting Programs

The normative model calls for programs in which the relationship
between staff amd helpers is collegial, collaborative, and in which
there is mutual respect, cultural sensitivity on the part of the staff,
ard where there is joint or balanced responsibility for planning
and delivery of services. However, the research staff of the Networks
project and this author observed that not all the programs had developed
these types of relationships with informal helpers. This was true,
despite the fact that all the programs had assigned paid staff to
work with informal helpers, and seemed to share a common philosophy
that involved respect for the value of informal helping and self-
reliance, and a commitment to empowerment. Several possible contributing
factors arose as research staff sought to explain the differences ob-
served in the programs:

(1) The agency in which the partnership program was established.
Agencies varied in size, the degree to which they relied on formal

structuring of rules, procedures, personnel selection and supervision,
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ard decision-making hierarchies to coordinate staff activiaties. They

also varied in the diversity of sites, functions, clients or com-
munities served by the agency, in the types and sources of funding,
and in their client populations.

(2) The models of social service practice that agency staff
relied on to chart their relationships with informal helpers. These
models varied in the goals for the partnership, amd their campatibility
with the overall agency goals and other programs offered by the larger
agency (if the program was not a freestarding "agency"). In any event,
there was the issue of how compatible the program was thought to be
with "professional practice" by the staff who were directly involved,
as well as by their peers.

(3) The attitudes of the individual staff members anmd of the
group of staff members directly involved in the program about the
relative value and purpose of their efforts. Staff attitudes varied in
the level of enthusiasm or excitement and in the degree of cammitment
of the individuals and of the entire work group toward the partnership
program and toward the helpers with whom they were directly involved.

These three broad factors were identified through an inductive
process by the Network project researchers and confirmed by organiza-
tional theory and research as each potentially having significant
impacts on the type of relationships that developed between agency
staff and informal helpers. This research study reviews the literature
relevant to this issue, then tests the relative contribution of each
factor in explaining the types of relationships that were developed be-
tween the professionals and informal helpers in the 30 agencies in the

study.
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SIGNIFICANCE OF THE RESEARCH PROBLEM

This research is significant for a number of reasons. It
addresses an area of life that has taken on increased significance
over the past 50 years, the service sector; it recognizes and expands
upon the contrasts between formal and informal relations, between
professional and non~-professional bases for helping ard their relative
value; it provides new insights into the emerging social service
strategy of trying to find a balance between lay and institutional
responsibility for caring for dependent and needy populations; and
it addresses problems and issues that affect urban as well as rural

populations.

Service Society

Formal, institutionalized human services have been expanding
both in mmber and in scope in the last generation. New services
have been developed to respond to new needs as they have been identi-
fied by a growing cadre of professionally trained social service
experts. New professional specialties have emerged to provide the
new services. More than a third of society's resources have been
devoted to services of various kinds, although not all of these are
social welfare services (Hirschhorn, 1974). Certainly service
activities have becane a central element of modern society (Bell,1273).

Institutionalization of the caregiving process is just one more
step in the shift of functions from the primary group to the insti-
tutional level. Sociological theory supports this shift as a trend

characteristic of urbanization and modernization. Classical theorists



14
even suggested that the primary group would eventually lose all of its
functions to formal institutions (Simmel, 1950; Wirth, 1938). Other
theorists and researchers today have found, however, that with every
shift of functions to the institutional level ner functions arise for
the primary or informal relationships. Thus, personal social ties
that arise in family, friendship, and similar daily circumstances
have vital importance to the well-being of individuals in modern
society. These relationships are the source for information, advice,
moral support, tangible support needed by individuals to cope with
everyday problems or with major life crises (Gourash, 1978; Craven &
Wellman, 1973; Litwak & Szelenyi, 1969; Wellman, 1979; Wellman, 1981).

Formal and Informal Caregiving Values

Many people rely solely on informal sources of support and help to
deal with their problems or difficulties. Others seek out professional
services as a matter of preference. Still others seek out professional
services as a last resort, after their informal resources are exhausted,
or after sameone in their informal personal network refers them to a
specific agency or professional for help (Booth & Babchuk, 1972; Kasl,
Gore & Cobb, 1975; lLeutz, 1976). Studies have shown that people rate
the help received fram infomal sources at least as high as they rate
professional help (Gourash, 1978). They also associate different
rights and obligations, or different expectations with each type of
care, each of which may be deemed to be beneficial or detrimental by
the intended recipient of care (Brown, 1978; Schreiber & Glidewell,

1978).
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Recognition of Informal Care as a Resource

Social welfare professiocnals have begun to recognize the con-
tinuing importance of personal social ties as caregiving resources to
individuals. Coupled with this recognition is an increasing awareness
that often illness, distress, and other social personal problems are
averted because of the informal system, and that many problems only
reach the formal system because of referrals fram the informal system.
This recognition has led to the development of the idea of working with
certain types of informal caregivers. It has also led to the perplex-
ing situation of trying to devise ways of bringing together these two
types of caregiving which often differ radically in their basic
premises and methods of giving help (Abrams, 1980).

The significance of this research lies in the information it can
provide that can facilitate the development of successful working
relationships between the formal and informal helpers, and that can
reduce the rate of failure and the distress that results for both the
formal and informal helpers involved. More and better information will
enable agencies and professionals to adapt their partnership programs
to the realities of their own situation, and to adopt policies and
procedures that minimize adverse consequences for both partners and

for the agency's client population.

Urban Relevance

Partnership programs were found in urban, rural and suburban
settings. This research will permit an assessment of potential
differences arising from these cammnity differences. Since urban

environments tend to have high concentrations of social service
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agencies and clients the research is likely to benefit urban residents
and social service professionals. Also since urban settings tend to
have diverse populations this research will potentially demonstrate
the value and significance for a number of different needy urban popu-
lations such as the chronically mentally ill, developmentally-disabled,
the physically-disabled, and neighborhoods of lower-incame or working

class ethnic groups.

ORGAMIZATION QOF THE DISSERTATION

The remainder of the research reported here will include a more
detailed review of the literature of formal organizatians, informal
social relationships, and factors affecting their structure and their
activities. Particular attention will be given to those factors
that condition the success of organizations in implementing a new
program or technology. Though the general literature on organizations
is reviewed, primary attention is given to formal human service organi-
zations and their functioning.

Following the review of the literature and research, the specific
research questions and hypotheses to be addressed by this research
are presented. This is followed by a discussion of the research design,
methodology, and analysis.

Finally, the results of the research are discussed and conclusions
and implications for policy and practice that can be drawn from it are

presented.



CHAPTER II
LITERATURE REVIEW AND CONCEPTUAL FRAMEWORK

A key concern in this research study is how to develop colla-
borative partnership programs between agency-based human service
professionals and community-based informal helpers or helping systems.
Current evidence fram the developing practice and theory in regard to
formal/informal linkages suggests that, to succeed, they should be
egalitarian, collaborative, flexible, and beneficial to both sides
of the relationship.

In order to achieve this type of linkage the interpersonal
relationships between agency staff gnd informal helpers are central.
Their structure, it has been suggested, should be patterned after those
characteristic of primary social relationships rather than of formal
organizations. That is, the interpersonal relationships between staff
ard helpers require either loosening or abandoning agency measures of
control such as hierarchies or authority, standardized and routinized
procedures, and impersonal or objective approaches to interaction.
However the ability of staff to develop such a collaborative linkage
structure is potentially affected by the agency in which they work: its
own structure of formal and informal relationships, and other signifi-
cant dimensions of the agency context.

The present chapter seeks to draw on the existing research,

theory, and literature to examine these factors influencing the
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structure of linkages between formal and informal caregiving systems.
Broadly stated the question to be answered by this review is: which
aspects of the organizational context are likely to facilitate and which
will hinder the develomment of collaborative relationships between
agency staff and informal helpers. This perspective is consciously
one-sided; it would be equally reascnable to focus on the aspects of
informal helping systems that prevent or facilitate collaboratian.
However, this research seeks to address the policy and program issues
that may arise within a human service organization when proposals are
made to develop a partnership program, to work with natural helpers.

Figure 1 presents a simple model of the factors that are to be
discussed in this review. It is presented here as a guide to the reader,
as this review must necessarily draw on a diverse literature. At the

end of the review the conceptual model is presented again in more detail.

PROGRAM' S
PERCEIVED
INNOVATIVE
ATTRIBUTES
ORGANIZATIONAL N, ATTRIBUTES OF
ATTRIBUTES / RETATIONSHIP BETWEEN

AGENCY STAFF AND HELPERS

Figure 1. Simple conceptual model

Several major subjects are reviewed: (1) the contrasts between

the formal and informal social systems and between primary and secondary
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social relationships; (2) explanations for the nature of social relations
within formal organizations, fram the perspectives of several major
schools of thought; (3) effects of program innovations on organizational
behaviar, in view of both the program design and agency context. Factors
that arise specifically fram the nature of human service arganizations

are included in each discussion section, as appropriate.

CONTRASTS BETWEEN FORMAL AND INFORMAL RELATIONSHIPS

There are two key dimensions of social relationships that serve
to focus the discussion of formal and informal relations. A social
relationship may be thought of as existing whenever two or more persons
interact or have the probability of interacting. However, relationships
vary in the degree to which they engage the individual, that is, the
extent to which the individual interacts as a total person rather than
simply as an occupant of a role. As relationships move fram one end
of the continuum to the other, there is a decrease in the affective or
emotional effect on the persons involved (Arderson & Carter, 1974).
Relationships also vary in their relative emphasis on expressive or
integrative behaviors or goal-directed or instrumental behaviors. That
is, relationships range in their basic premises between sentiment and
task orientations (Parsons, 1951). Relationships in which sentiment is
the basis of interaction tend to have little articulation of purpose
and vague or unspecific limits on the content of exchanges, while those
in which goals and task-performance are the basis tend to be narrow and
defined in purpose and clearly limited in terms of the appropriate con-

tent of exchanges (Hamans, 1961; Broom & Selznick, 1968; Cooley, 1902).
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Within classical sociology, sociai relationships have generally
been studied in terms of their function within social organizations
such as groups (Cooley,1902), bureaucracies (Weber, 1947), or
comunities (Simmel, 1950), or have been looked at less as relationships
between persons than between the abstract patterns of social roles
(Parsons, 1951).

In social relationships membership in a common collectivity
the basis for the probability of interaction and the form the interac-
tion will take (McCall, 1970). At one extreme, the collectivity

which is the basis for interaction is a role relationship, which

brings with it certain constraints (expectations, rights, and duties)
that shape the form of the interaction. On the other extreme is the

personal relationship in which knowledge of persons rather than roles

shapes the interaction. The relationship based primarily on roles
has also been referred to as formal or secondary, while that based on
personal knowledge is referred to as personal, primary, or informal.
Social relationships are characterized by McCall (1970) in terms
of their substance or the bords, structure, and culture. Bonds are
the basic premises that hold people together in relationships. Bonding
arises from such factors as ascription (ties that arise simply out of
position in other social groups such as families, or occupation),
comuitment (linking oneself with another for either moral or other
reasons), attachment (building in specific other persons into one's
own role-identify), investment (caming about because of time and

resources being devoted to another), reward dependability (the other
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person has shown him or herself to be reliable as a source of moral and

emotional support).

Primary Relations

Primary or informal relations involve individuals interacting with
each other as total persons. Such relations have the broadest influ-
ence on the individual's affective functioning. They develop in
situations where individuals have ongoing fact-to-face contact in
everyday life such as family, work group, neighborhood, and other
long-term voluntary associations. Primary relationships often empha-
size expressive and emotional content more than task performance.

Primary relations may arise out of ascribed statuses such as
leadership, but they are more likely, in the modern West, to be shaped
by bonds of cammitment, attachment, investment, and reward dependa-
bility. This is another way of saying that these relations are more
likely to engage the total person, and to be affective and normative
in content than are formal or secondary relations. Attachments are to
specific persons, not to roles. Such attachments make one person
vulnerable to the behaviors, arnd experiences of the other, and make
the resulting relationship non-transferable. Once an individual has
invested time, resources such as money and ideas, and shared life
experiences with another in a specific relationship, it becomes
difficult to replace that specific person. Within primary relations,
norms of reciprocity tend to prevail (Gouldner, 1960) requiring of
each partner consideration for the other's attachments and investments

in the relationship. When ane knows that another person is a reliable
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and dependable source of certain types of support, then he/she will
usually work to make that relationship more durable.

Primary groups. Social psychologists have devoted considerable

attention to the behavior of irdividuals within groups--either primary
groups or small groups. Berelson ard Steiner (1964) define the small
group as:

an aggregate of people . . . who associate together in

face-to-face relations over an extended period of time,

who differentiate themselves in same regard fram others

around them, who are mutually aware of their memberhsip

in the groups, and whose personal relations are taken

as an end in itself . . . all the members must be able

to engage in direct personal relations at one time.

(P. 326)

There are two broad types of groups,as of relationships. The
first are groups with specific tasks to do, and the second, those with
more diffuse or diverse purposes, such as social and emotional satis-~
factions. Regardless of the form or purposes of the group, they exhibit
certain similarities of functioning and influence on individuals.
Interaction within small groups is likely to involve patterned behaviors
and shared expectations or norms. These expectations or norms increase
the likelihood that members of a group are similar to each other in
values and beliefs. Lazarfield and Thielens (1958) note that:

sharing of beliefs which are relevant to a group facili-
tates friendships among that group and . . . inversely,
close personal contacts lead to a similarity of relevant
attitudes. (p. 147)
Researchers have found that primary groups provide opportunities for
interaction, which are also associated with similarity in activities,

beliefs, and sentiments (Homans, 1950; Newcamb, 1959). Small groups

exert strong influence on their members to conform to the values and
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behavioral standards shared by the group through the use of rewards
such as reinforcement, encouragement, and security for proper behavior,
and penalties such as expulsion, ridicule, shame, and punishment for
improper behavior (Berelson & Steiner, 1964).

Group norms can be particulary important in groups with specific
tasks to accomplish, such as work groups. In such situations group
norms can support or undermine the goals or norms of the larger
collectivity (organization or commumnity) of which the small group
is a part (Mayo, 1945). In either event primary groups act as a
major influence on individual behavior and social relations. There
are both informal pressures and formal controls that serve to hold
the individual to specific roles and relationships.

Social networks. While the "group concept" has long standing in

sociology, a slightly different way of looking at social relationships
has emerged in recent years. This approach looks at interpersonal
relationships as "ties that cut across the boundaries of institution-
alized groups or social categories" (Wellman, 1981) to form networks
of inter-connected individuals. The focus of attention is on the
regular patterns of interaction that underlie the groups or systems,
not just the behaviors of the individuals directly involved. Inter-
actions within these ties may be limited to one single type of exchange,
as in secondary relations, ar to multiple types of exchanges. Networks
as a concept differs fram "group" concept by not assuming either goal-
directed behavior of the network or a sense of common identity among
those individuals who are within the network. Thus ,. two acquaintances

of a nodal individual may not know of each other, yet be connected



indirectly to each other through the nodal individual, arnd thus both
be members of the nodal individual's personal network. The personal
network of any one person cuts across the many groups and settings
which that person belongs to or participates in. It also reaches
through indirect ties to persons ard resources that are not directly
available to the individual in his/her own face-to-face social rela-

tionships.

Secondary Relations

It has been a major tenet of sociological theory that the central
trend of Western civilization is toward "impersonal and instrumental
modes of sccial organization" (Broom & Selznick, 1968, p. 46). This
is a move away from personal and affective relations to relations
derived from specialized role relationships and social categories. The
latter relationships are referred to variously as secondary relations
or formal relations. The basic ethic underlying secondary relations
is utility--one interacts with certain individuals because of their
role, which is critical to one's own achievement of same purpose or
satisfaction of same need (Simmel, 1950). Such interactions remain
impersonal, that is, they involve little affective content, personal
attachment, commitment or investment.

Formal relations within organizations or settings are usually
expected to exhibit these principles of impersonal interpersonal rela-
tions, that is, specialization,division of labor (or roles), ratiocnality,
utilitarian values, ard detachment. There are an infinite variety of
organizations and settings in everyday life in which individuals inter-

act with others in formal (role-defined, impersonal, secondary)
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relationships. Examples include the grocery store, the doctor's office,
driving or riding to work, using the telephone operator, paying a bill,
and so on. Farmal relationships are the glue that holds together our

modern, complex, institutionalized society (McCall, 1970).

Implications of Contrasts Between Formal and Informal Relations

The two types of relations described here are polar types, in
sharp contrast to each other. As noted, in informal relations there
is sentiment, shared knowledge of the other, diffuse purposes, and
personal identity that is closely tied to the others with whaom one
shares the relationship. Personal relationships of this type involve
affect (which can be negatively or positively weighted), attachment,
personal long-term camitments and investments, and a knowledge
{based on experience) of what one can share with, get from, or depend
on the other for. In formal relations there is a specific purpose for
interaction, little sentiment or affect, no cammitment or investment.
In formal relations, where the roles are more important than the
individuals involved, one person can easily replace another without
significant consequences for the relationship. One bases one's
expectations on what the relationship has to offer more on the roles
involved than on the personal knowledge of the individuals playing
the roles (McCall, 1970: Berelson & Steiner, 1964).

The network of social relations of any individual at any given
time involve relationships that vary in level of formality or infor-
mality. There are in reality many different levels of formality,
rather than all or nothing types. When social relationships are in-

formal or perscnal they have developed and been sustained through
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ongoing interaction, commitment, rutuality, trust and personal know-
ledge and may also be ascribed by common membership in a binding social
relationship such as kinship, neighborhood residence, or so on. Formal
social relationships are developed and sustained differently--generally
through the develomment of explicit role definitions and role-set
expectations for appropriate role performance, to which sanctions are
attached. Standardization of roles, rules, and expectations takes

the place of affect, personal knowledge, and trust in shaping the
social relations.

These contrasts between formal and informal relations are re-
viewed in such detail here because of their implications for the types
of programs this research study deals with. Partnership programs
propose to link together agency staff, whose explicit purpose for
the link derives from their role as "professional helpers," and informal
helpers, who have no explicit purpose for linking with the agency staff
but through their personal relations have developed a pattern of
involvement, attachment, and commitment that is particularly helpful
to specific other individuals. The normative model proposes that the
most effective way for the professional staff to achieve their goals,
that is, to support and enhance the help offered by informal helpers,
is to develop a more informal relationship with individuals that is
based on mutual respect and trust rather than a étaxﬂardized, role-
based type of relationship. The question, then is to what extent the
agency staff will be able to develop social relations that are informal

and yet effective in meeting the agency's purposes.
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ORGANIZATIONS AND SOCIAL RELATTONS

One of the major factors shaping the nature of social relations
that are developed between agency staff and informal helpers is the
organization in which the staff are members, and the nature of social
relations that occur within the organization. The types of roles, the
expectations regarding role performance, the sanctions for poor per-
formance, and the system of relationships within the organization
through which the roles are established and enforced will all influence
the formality of relations within the organization and the ability of
the individual staff member to develop informal relations with the non-

member informal helper.

Definition of Organizations

Organizations, in contrast to primary groups or social networks,
are "social units deliberately constructed to seek specific goals"
(Parsors, 1960, p. 17). Thus the principal basis of association of
individuals within organizations is goal-attainment, i.e., to carry
out specific activities that will contribute to the achievement of the
organization's goals. Social relationships or interactions within
organizations are generally goal-oriented, instrumental, and functional.
This cames about because, in order to accamplish its goals the organi-
zation has rules and procedures governing the behavior of its members.
These rules and procedures are intended to make goal attaimment a
rational and efficient process.

The classical model of a rational, effective formal organization

is the "bureaucracy" (Weber, 1947). It is presented as the most
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effective form of organization because of its rational use of indivi-
duals ard of technical knowledge, and its ability to capitalize on
econamies of large scale (Litwak, 1978b). The basic principles identi-
fied by Weber as governing social relations within bureaucracies are
primarily structural, including: (1) a clear division of labor, with
a high degree of specialization in tasks; (2) a pyramidal hierarchy of
positions in which each role-occupant is under the control and super-
vision of a higher one, up to a single highest position of authority;
(3) a system of abstract rules governing the coordination of tasks

to assure uniform work results and criteria for performance criteria;
(4) impersonal interactions in relation to work performance, governed
by organizational rather than personal goals; (5) positions filled by
persons having the appropriate levels of training and experience, or
technical expertise; (6) transactions, criteria, and rules recorded in
writing to make them explicit and clear.

Bupirical research has shown that organizations vary widely in
the degree to which they adopt these principles of bureaucratic
organization, that is, standardization, centralization, impersonal
relations, merit, and large size (Hall, 1963). Same of the principles
may be adhered to or present in an organization while others are
ignored or absent. Hall concludes that each of the bureaucratic
principles represents a separate dimension of the organizational
structure, and that each can vary on a continuum from present to
absent independently of the others. For example, an organization may
be small in size and still adopt written rules and procedures, rely on
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technical expertise and merit in hiring amd promotion, and hierarichies
of roles and authority.

The bureaucracy represents an extreme version of the way in which
formal relations enable an organization to achieve its goals. In
this model individuals are expected to interact only in terms of their
organizationally-determined roles. The content or behaviors and
activities appropriate to each role are predetermined ard standardized,
and rxoles are specialized and arranged in hierarchical role-sets, such
that the higher role has pom-_r to control the lower ones. Bureaucracy
focuses its attention primarily on these structural positions and
froperties of roles. From this perspective on organizations, certain
structural dimensions emerge that shape the social relations among
oOrganization members. They include the size and complexity of the
organization and the degree of formal definition and standardization
cf roles and authority (Hage & Aiken, 1967 Hall, 1977; Pugh, Hickson,
Hinings, & Turner, 1968). The ways in which these structural dimen-
sions influence social relations are explored in more detail below.

Size. In most organization research arnd literature, the size of

the organization is the number of organization members. In empirical
research this has been narrowed to include anly paid members or
broadened to include the number of financial resources or assets or
the number of clients (Hall, 1977). These types of measures are often
bighly intercorrelated, although Kimberley (1976) argues that they need
not be. Increases in organization size have been found to be asso-
ciated with problems in communication (Caplow, 1957), control (Weick,

1976) , coordination and administration (Blau, 1973), with internal
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differentiation of functions and roles (Blau & Scott, 1962; Blau &
Schoenherr, 1971), and with increased standardization of tasks and
decreased centralization of decision-making authority (Pugh et al.,
1968). This pattern of associations suggests that the degree of
formality of social relations among organizational members will in-
crease directly with the size of the organization, in an effort to
achieve organization goals in an efficient, predictable manner. How-
ever, size alone is not sufficient to explain the level of formalization
of social relations within an organization (Hall, 1977).

Camplexity. Camplexity of an organization is another structural
dimension that can influence social relations. This concept refers to
the extent of role-specialization and functional differentiation that
exists within an organization, that is, the division of labor within
the organization among specialized roles, functions, divisions, levels,
or locations (Beyer & Trice, 1979; Hall, 1977). In empirical research
these elements have been clustered into three broad categories:
horizontal differentiation, vertical differentiation, and spatial
dispersion (Aiken & Hage, 1968).

Horizontal differentiation refers to the number of different
parallel divisions or roles at any given level. For example, in
a hospital there may be separate units to deal with pediatrics,
surgery, gynecology, emergencies, and so on.

Vertical differentiation refers to the number of levels of
supervisory and administrative authority above the direct line employee

(Pugh, 1966), and the degree of separation of administrative and
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production functions in a hierarchical manner (Litwak, 1978a). The
unit used in determining the differentiation is the role.

Spatial dispersion refers to the extent to which the organization
is made up of multiple units which are physically located at different
sites.

When organizational tasks and/or roles are both physically and
functionally separate there are at least two possible ocutcames.

The first is that each functional unit will develop its own set of
formal prescriptions regarding roles, performance standards, procedures,
and decision-making hierarchy that are appropriate to its specific
tasks. This means that social relations may differ in formality within
an organization from one unit or division to another in response to
differences in tasks. Camplexity, in this type of situation, derives
from the necessity of assuring adequate and appropriate cammunication
and coordination at the higher levels within the organization so that
all units will also contimie to pursue agency-wide goals ard objectives.
The second possibility is that a uniform set of roles, procedures,

and performance criteria will be applied across all units. This
requires mechanisms of control and integration that shape social
relations at every level of the organization, with the emphasis on
internal administrative concerns (Andersen & Warkov, 1961; Baldridge &
Burnham, 1979; Hall, 1977). In either event, higher camplexity may be
expected to be associated with higher formality of social relations at
same level within the organization.

Formalization. The property of organizations that is most com-

monly associated with bureaucracy (albeit negatively) is formalization.
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This term refers to ways explicity used by organizations to shape the
behavior and social relations among members. It includes the written
rules and regulations used by organizations to ensure the camparability
and predictability of role performance, the hierarchy of roles that
exist to ensure that these rules are abserved, and the criteria and
methods used to match person to organizational roles (Hage & Aiken,
1967; Hall, 1963, 1977; Katz & Kahn, 1966).

Same arganizations strictly adhere to their formal rules and
regulations while others use written rules ard procedures primarily
as guides to action (Child, 1973). When standards arnd procedures
are written, then it is easier to replace any single role-occupant
without serious threat to the relations or to the accamplisihment of
the organization's goals. Written procedures and guidelines serve to
document solutions to recurring problems and methods to be used in
carrying out routine tasks, based on past organizational experience
(Litwak, 1961). Within organizations, formalization serves two
purposes: to ensure the predictability of individual behaviors and
interpersonal relations, and to contribute to the production and
maintenance functions of the organization, i.e. its stability and
survival (Merton, 1957; Katz & Kahn, 1966; Thormpson, 1967).

Critics of the bureaucratic model note a number of problems with
the autamatic adoption of formalization of social relations in organi-
zations. Litwak (196l) argues that formalization is an efficiernt,
rational approach to arranging social relations only when the argani-
zation deals with one uniform, recurrent event which requires only the

application of traditional knowledge. When there are many different
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types of events or situations which must be dealt with, when the
situations are rapidly changing, or where social skills are an important
job requirement, then formalization is no longer rational or efficient.
Formalization encourages conformity and discourages individual initiative
or the use of personal judgment (Hage & Aiken, 1967).

In sum, then, it can be seen that each of the major dimensions
of organization structure, if it approaches the high levels represented
by the bureaucratic concept, acts to increase the level or necessity of
formal or role-specific, impersonal relations.

While structural factars are seemingly major determinants of the
types of social relations and the nature of interactions and exchanges
among organization members there are at least two other types of
properties of organizations that are used within the field of organiza-
tion theory and research to explain such relations. They include what
are referred to by Hage & Aiken (1967) as performance variables and
contextual variables. Those properties grouped together under perfor-
mance variables are the task-structure or technology, and the work
climate. Those properties included under contextual variables are the
relationships between organizations and their enviromment and the
nature of the general envircrment in which the organization is

situated.

Performance Variables

Technology. The term technology refers to the skills and know-
ledge base relied on in carrying out the organization goals. Perrow
(1967) and Woodward (197C) showed that many of the structural and

interpersonal properties within organizations are shaped by the
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properties of the tasks and the raw materials (things, symbols, or
people) used in production. The technology or methods used in processing
materials may be based on a knowledge base that is simple, reliable,
well-developed and integrated, or one that is complex, ill-defined, or
only partially developed. Raw materials can be stable, predictable
ard uniform or highly reactive and variable. The social relations or
positions in an organization are likely to be grouped to minimize
coordination costs (Thompson, 1967). When technology is necessarily
non-routine (because of the nature either of the raw materials or of
the knowledge base or both), less formal relations are likely to be
the most effective approach to carrying out the organization's goals
(Hall, 1977; Litwak, 1978a). BEmpirical studies also show that when
there are intra-organizational variations in technology (e.g., between
research and production tasks), there are variations in the types of
social relations that are most common.

Litwak (1978a, 1978b) notes that technology is a critical factor
in the types of relations relied on in human service organizations.
Some human service organizations have relatively routine, repetitive
or "uniform" tasks to perform, while others must deal with the vari-
ability and idiosyncracies of their primary raw material, individual
human beings. Hasenfeld (1974) contrasts those human service organi-
zations that have as their primary task people-processing with those
that have people-changing goals. The technologies and structures of
social relations differ between these two tasks. Both must deal with
the variability and reactivity of human nature and personality. How-

ever, the knowledge base for people-processing, which is classifying
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and disposing social statuses on individuals (as in an admissions
office, diagnostic clinic, credit bureau), is generally more stan-
dardized, routine, and repetitive than is people-changing knowledge
base. The former is more likely to function effectively with a formal
social relations structure than the latter.

Technology can be seen to have a potentially significant impact
on the social relations in an organization by modifying the type of
structure that is effective, and, as will be seen in the next section,
on the type of leadership style that is most appropriate.

Work Climate. Rules and regulations prescribe the roles and
relationships between roles within an organization. However, there are
total persons occupying those roles; and when role-relationships
continue over time and tasks require interdependence among roles, it
is quite normal for the social relations among workers to take on the
attributes of a primary or informal and personal nature. Ongoing, face-
to-face contact leads to personal knowledge of the others involved
and may lead to affect, attaclkment, and a sense of mutual obligation
and dependency. It may also lead to the development of shared values
and norms relative to the work to be performed and to other matters
of cammon concern and interest (Mayo, 1933; McCall, 1970). The inter-
personal relations that occur in the work setting can be broadly
classified into two types: those between superiors and subordinates,
which in large part revolve arcund the style of leadership exercised
by the person occupying the superior role, and those among peers,
revolving around the work group noms and their compatibility with the
formal rules and procedures prescribed by the organization.
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Leadership roles. Within hierarchy of roles, the person occupy-

ing the superior role is expected to exercise "leadership" vis-a-vis
his/her subordinates. A good leader from the perspective of the organi-
zation is the individual who is able to develop and sustain effective
work performance.

There are two sets of attitudes and behaviors that are consis-
tently associated with effective leadership. On the one hand is the
person who is critical, directive, autocratic, task-oriented, on the
other the person who is democratic, permissive, supportive, and person-
oriented (Argyris, 1970; Etzioni, 1975; Fiedler, 1965; Lewin, 1952;
Lippett & White, 1965; Stogdill & Coons, 1957). The more traditional
bureaucratic approach supposes that a decisive, authoritative leader
who impersonally ccordinates, directs, and evaluates the actions of
subordinate workers will be most effective. The human relations
approach supposes a leader who has social skills as well as technical
expertise and who is non-directive, democratic, and permissive will
be more effective in part because subordinate workers can develop
same attachment and positive affect for him/her.

There is contradictory evidence regarding which style of leader-
ship is most likely to contribute to effective work performance and to
informal narms that support rather than undermine the formal purposes
and goals of the organization. Fiedler (1965) proposes a contingency
model of leadership in which the style of leadership that is most
effective is contingent in large part on the task-structure that the

work group must perform and also samewhat on the position of the leader
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in the role hierarchy. Structured tasks can be programmed because of
their recurring, routine, and repetitive nature. They are amenable to
a leader who is directive, controlling, and task-oriented. Tasks that
are relatively unstructured cammot be programmed because of their
uniqueness, the many possible solutions or procedures for dealing with
them, or because solutions rust be created. They will be most effec-
tively carried out when the leader is accepting of his/her subordinates,
permissive, considerate and person-oriented. While the directive
leader can rely on the authority structure of the organization to
enforce campliance with the directions issued, the permissive or sup-
portive leader must be personally capable of inspiring and motivating
subordinates and initiating a structure appropriate to their specific
task (Fiedler, 1965; Stogdill & Coons, 1957; Litwak, 1978a).
Leadership styles also have a direct influence on the perfor-
mance, motivation, and satisfaction of individual organization members
(Argyris, 1957; Likert, 1961; Katz & Kahn, 1966). Directive leadership
seeks to control the flow of cammunications through appropriate channels
ard to limit the content to task performance. Supportive leadership
not only permits but encourages open communication among organization
members (Etzioni, 1975). The pattern of social relations that develops
among organization members will be influenced by leadership style.
The type of social relations that the individual has within an organi-
zation is an important influence on their role performance (Likert,
1961; Katz & Kahn, 1966).

Work Group Norms. The formal structure of an organization pro-

vides official patterns of leadership authority, role-relationships,
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and camunications. However, informal patterns of association and
commnication tend to develop fram the spontaneocus exchanges and
interactions among organization members. Friendships and small groups
or cliques arise which lead to patterns of cammnication and association
that cross or contravene the formal structure (Broam & Selznick, 1968;
Likert, 1961).

This happens in a very natural fashion because the individuals
in the organizations are not only organization members; they have
personal lives (family and friends), ties to other organizations and
associations, and values ard attitudes derived fram their personal
life experiences. Individuals prefer to be treated as persons rather
than instruments. These factors act together to bring about the
process of informal relations development within an organization.

These personal, informal relations may develop with peers (who function
basically at the same level of authority) or they may cross lines of
authority. In the same manner, they may develop between members

whose work-tasks are interdependent, or may cross functional divisians
within the formal roles and activities of the organization (Cartwright &
Zarder, 1968; Berelson & Steiner, 1964).

As previously noted, primary groups tend to develop in contexts
where individuals have ongoing, face-to-face contact. Such groups
develop shared norms and role expectations. Within the work context
the norms of the work group may support or undermine the formal
organizational norms and role expectations (Broam & Selznick, 1968).

There is an extensive literature in organizational and small group
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research which documents the overriding influence that work group norms
have on individual role performance and organization effectiveness
(Argyris, 1957; Bowers & Seashore, 1966; Lewin, 1952; Katz & Kahn, 1966;
Whyte, 1956). Work group norms often prevail over individual or
organizational norms (idayo, 1945; Roethlisberger & Dickson, 1939).

The informal work group can often effectively mobilize its members to
achieve organizational goals. On the other hand the group may under-
mine organization goals by setting other goals for individual
performance.

Primary relations among individuals within work settings may
result in an informal structure (including a socio—emotional and a
task leader) and informal mechanisms of control over the behavior of
individuals that are either positive (offering affection, respect,
ard inclusion) or negative (offering disapproval, shame, or expulsion)
in valence. Primary relations are generally viewed by the human
relations theorists in organizational research as essential to the
effective functioning of an organization because they help improve
morale by reducing the impersonality of the formal system, improve
communication by adapting it to the specific situation and special
vocabulary of the work groups, ard operate as an alternative and
powerful source of control over the behavior of members (Broom &
Selznick, 1968; Argyris, 1957; Katz & Kahn, 1966).

The role of the supportive work group is particularly important
to the individual faced with carrying out tasks which are not clearly
covered by the rules of the organization, such as occurs when the

problems or situations to be dealt with are diverse and changing or
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novel. In such situations it is important for the individual to
have trusted peers to call on if they are to perform effectively
(Litwak, 1961; Hage & Aiken, 1967). Litwak (1978a) even suggests
that informal peer support and a democratic leader are essential for
effective performance when tasks are non-routine or involve frontier
areas of knowledge.

Interaction of Performance Variables. The three types of per-

formance variables interact to have a significant influence on the
types of social relations that develcp among members of an organization.
As indicated leadership style and work group norms are mutually inter-
dependent and are both influenced by the technology or task structure
with which both leader and workers are faced. Together they constitute
a work climate that shapes the ability of the organization to engage
its members in effectively carrying cut its goals. Periods of
innovation in procedures or tasks are particularly susceptible to
uncertainty and to a need for individual innovation and creativity, for
short lines of cammunication and spontaneity in problem-solving and
decision-making, and for peer group norms that support asking for and

giving help (Lippitt & White, 1965; Aiken & Hage, 1968).

Contextual Variables

Mauch of organizational theary ard research focuses only on the
internal workings of organizations, adopting a closed-systems perspec-
tive. However, in the past decade an open-systems perspective has
developed that takes into account forces in the environment of an
organization that set limits on its behavior, including the shape

of social relations within it (Aldrich, 1979; Katz & Kahn, 1966).
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Fram this perspective organizations are not only goal-directed activity
systems (Parsons, 1956) but boundary-maintaining systems as well. The
boundedness of organizations is reflected in the distinction that

is made between members and non-members. Cantrol over organizational
boundaries is a central concern and activity of any organization
(Aldrich, 1979).

Organizations and Environments. While the bureaucratic model

assumes that organizational goals are known, it is possible for goals
to be imposed on an organization by its environment, that is, by other
organizations or groups that provide resources or obtain rescurces from
a nodal organization (Thompson & McEwen, 1958; Aldrich, 1979). It is
also possible for changes in the enviromment to make the technology of
an organization ineffective or irrelevant, requiring appropriate
changes in the organization's technology if it is to survive. Most
organizations are dependent on transactions with other organizations
for resources which leads to a system or set of inter-organizational
ties with associated degrees of interdependency (Levine & White, 1961;
Evans, 1966). Within these inter-organizational sets, dominant
organizations (those in control of certain vital resources) may have

a significant impact on the behavior (the structure, boundaries,
technology, and social relations) of the other deperdent organizations
(Aldrich, 1975). In sum, the open-systems perspective reveals that
organizations are affected by changes and variations in their environ-
mental context at both a general level (i.e., the general availablility
of both input and output resources, raw materials and consumers) and at

the level of specific links they have to a set of organizations.



General Environment. The carunity in which an organization is

located constitutes an enviromment with indirect influence on the
organization. This occurs through the conditions that exist and
changes that occur in several spheres: technology, law, political
values, econamic corditions, demographics, ecology, local culture, and
through their varied interconnections and interdependencies. Changes
in any of these spheres may indirectly alter the value or relevance of
the organization's product, the availability of appropriate resources
(be they persons, funds, symbols, or raw materials), or the effective-
ness of the technology (Aldrich, 1979; Hall, 1977). Enviromments in
which these external spheres are highly interconnected tend to be
"turbulent," subject to rapid changes that are effectively outside

of the organization's control (Terreberry, 1968; Emery & Trist, 1965;
Aldrich, 1979). It is particularly important for an organization to
have a structure that is capable of processing information about the
environment and that can respond rapidly and effectively when it
exists within a turbulent enviromment. The bureaucratic model, on

the other hand, with its fixed roles and hierarchical cammnication
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patterns is deemed most effective for dealing with a stable environment,

whereas a less formal structure of roles and comminication is essential

when dealing with a turbulent enviromment (Aldrich, 1979; Zaltman,
Duncan, & Holbek, 1973).

Organization-Set Enviromment. At the level of direct linkages

to other arganizations, an organization exchanges resources such as
information, personnel and products (Evans, 1966). Within any set of

organizations, there are variations in the relative status (i.e.,
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daminance or dependency) of the organizations and in the strength of
the tie that exists between any two of them (Weick, 1976; Aldrich,
1979). Weick (1976) found that loose coupling or weak connections
between organizations permitted coordination of cammon activities
while permitting each organization to vary indeperdently. Loose
coupling to other organizations also permits an organization to adapt
the technology or activities of one internal unit to its specific
enviromment, while maintaining the stability of technology and
activities of other units. If this argument and evidence is accepted,
then it seems reasonable to suppose that organizations which are
tightly coupled to other organizations or which are tightly linked
internally will find it difficult to adopt technology that is more
appropriate to its envirarment’ to be, in a sense, locked into a
particular way of carrying out its activities. Loose coupling may
also permit more self-determination and require more initiative fram
organization members which contributes, in turn, to informal social
relations among members (Aldrich, 1976).

When an organization is both highly dependent and tightly coupled
to an external organization, such as funding body, it is particularly
valnerable to envirommental influence. 1In this situation it is likely
that changes in practice will reflect the preferences of the daminant
organization and that the rules and requlaticns and communication
pattern will be adapted to the demands of that external source, rather
than to less tightly coupled groups or organizations (Sieber, 1974;
Aldrich, 1979). Human service organizatians are among the most
vulnerable to this type of influence (Hasenfeld & English, 1974;
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Sarri & Hasenfeld, 1978) and the social relations within them thus tend
to be overly bureaucratized (Elgin & Bushnell, 1977; Lenrow, 1976).
Litwak (1978b) emphasizes that the suwrvival and effectiveness of human
service organizations require the develomment of a differentiated
structure within an organization, wiiich is bureaucratized only to the
level appropriate to its specific technology and environment. He
argues that the coupling of any organization to its enviromment should
vary by unit and that each unit should be free to vary independently of

other units to achieve a linkage that is appropriately halanced.

Implications of Organizational Influences on Social Relations

This discussion has reviewed several perspectives on the ways
that organizational properties influence social relations and behaviors
of organization members. From the structural perspective the variables
of organization size, camplexity, and formalization are major determi-
nants of the form of social relations among members. Fram the
performance perspective, the nature of the task or technology, the
leadership style, and work group norms interact to shape behaviors
and relations within the organization. From the envirommental
(contextual, open-systems) perspective, the general enviromment and
the organization-set (both in terms of levels of dependency and degree
of coupling) influence an organization's goals and its internal
structure of control and initiative.

While organizations may be internally hamogeneous on each of
these dimensions, it is more likely that there will be variations among
different functional units within the organization. In any event each

of these dimensions can have an influence on the shape that social
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relations among organization members take. In turn, the social rela-
tions among staff can be expected to influence the behavior and norms
of staff when they are given the task to work with informal helpers in

the cammunity.
PROGRAM IMNOVATTIONS AND SOCIAL RELATIONS

In the organizational literature, attention has been directed to
cbservinc and describing the impact of the adoption of changes ar
innovations on organizational behavior (Bennis, 1966; Burns & Stalker,
1961; Havelock, 1970; Zaltman et al., 1973). This subject has been of
increasing interest and concern as an open-systems perspective has
taken hold because of the need for organizations to adopt new techno-
logies that contribute to their survival. There have been several
studies that have identified factors operating at the individual, organi-
zational and envirammental levels that either hinder or facilitate the
adoption of innovations (P.A.C., 1976; Zaltman et al., 1973). However,
in this section, the properties of the innovation itself are considered
as factors that influence how easily and campletely it is adopted.

Fram the perspective of organization members, changes may be
viewed as major or minor, radical or non-radical (Knight, 1967). Thus
there are same changes which alter the entire organization and the rules
and role expectations for all members, while other changes may alter only
the roles of a small portion of organization members (Rowe & Boise, 1973).
Changes may be minimal in effect in that they require modification or
addition of only a few procedures; they may be moderate requiring

modifications of many procedures, or addition of a camplete set
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of new procedures; or they may be basic (or major) in effect, reaching
the core goals and procedures of the total organization and all its
menbers (Patti, 1971). The ability of an organization to adopt a
change in the way that it is initially intended and with the effect
that was envisioned depends to a great extent on the perceived scope
or magnitude of the proposed change. Organization members are likely
to weigh the perceived riskiness of the change and the perceived
relevance, that is, the advantages and disadvantages that the innova-
tion poses for their own set of responsibilities and their roles
({P.A.C., 1976; Zaltman et al., 1973). There are a number of potential
advantages that are more likely to lead to support or camitment to a
proposed innovation. Thus organization members are more likely to be
supportive of a change that is seen as relatively advantageous, or
superior to existing procedures; compatible with current practices
and procedures; feasible, not too camplex or costly; easily implemented
in increments or stages; with results that are visibly observable;
relevant to the situational needs or problems of the organization; low
in real costs, both in terms of actual resources, social statuses, and
existing assets of the arganization; readily modified to make it
more relevant, compatible, or advantageous; easily reversed if it
proves to be unsuccessful or unsatisfactory (P.A.C., 1976, HIRI, 1973;

t is often easier to gain the motivation and commitment of organization
members when they have had a part in the design and decision-making
regarding the change (Marrow, 1969; HIRI, 1973).

The structural and performance properties of the organization are

significant influences on the ability of the meambers to adopt changed
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or new procedures and tasks. Whenever a change is in its initial stage,
there are elements of uncertainty, a need for learning and becaming
accustamed to the new elements. At such times the organization with
low formalization of roles, open cammnication, supportive leaders,
administrative and peer support, and high levels of mutual trust and
morale has been found to be most effective in adopting changes.

However, in later stages of implementation of a change, it may be
feasible and in fact desirable to have a rmore formalized structure

of roles and responsibilities, including a more directive leadership
style. This seems to be particularly true if the technology being
adopted is well-developed and if the task involves problems that are
fairly predictable and recurrent. If the technology is less well-
developed, or the problems that arise are non-recurrent and non-routine,
the change in structure toward a more impersonal routine set of rules
and procedures may, in fact, reduce the ability of the organization

to achieve its goals. Nevertheless, the stage of implementation of

an innovation may well be a factor in determining the shape of social
relations among organization members (Zaltman et al., 1973).

Each organization will respond to a specific innovation in a
manner that reflects its own properties and the perceptions of its
members of the innovation's potential relevance and riskiness to their
existing roles and relationships. The nature of the organizational
response may vary as the process of implementing the innovation pro-
gresses. Thus, organization structures may evolve from very informal
to very formal as the members' experience with the innovation increases

their sense of certainty.
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Innovations are, thus, one more variable or factor that can affect
the structure of social relations within an organization. However,
they do this indirectly through their influence on the technology and
on the morale of the members. The intensity of their effect can be
expected to vary with the relevance and scope of the innovation as
perceived by organization members and with the stage to which the
organization has progressed in implementing the change. The intensity
of effect also tends to be greater in the specific unit of the organi-
zation that is directly involved in the change, in proportion to
degree of difference or risk that the change is perceived to present

from existing practices.

CONCEPTUAL MODEL

The major dimensions of the conceptual model (Figure 1) have
now been reviewed and can be elaborated an in more detail, and a

more fully developed model can now be presented (Figure 2).

Organizational Attributes as Predictor Variables

This model includes the predictor variables which are the several
dimensions of the organization itself that are presumed to have a
prevailing and direct influence on the types of relationships that
agency staff develop with informal helpers. Included here are three
general types of organizational attributes: the structural, the
work climate, and the environmental linkage dimensions (Table I).

Structure. The structural dimension is divided into some of

its component elements: size, camplexity, and formalization. It is
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TABLE I

OPEPATIONAL DEFINITION CF ORGANIZATIQNAL ATTRIBUTES

Agency Size
Agency Formalization

Agency Camplexity

Program Size

Pargram formalization

Program Camplexity

Work Group Identity

Agency Structure

Program Structure

Overall Structure

WORK CLIMATE

Leadership

Peer Support

Overall Work Climate

ENVIRONMENTAL LINKAGE

General Envirorment

External Furding Autonamy

Internal Funding Autonamy

Agency Service Integration

Program Service Integration

Overall ProgramrEnvironmental
Linkage

Assesses budget and staff capacities of total agency.

Assesses specialization of roles, standardization of
multiple aspects of work, hiring and perfommance,
and centralization of decision-making within agency
as a whole.

Assesses mmber of different branches, clients, and
natural helper programs.

Assesses budget and staff capacities in natural
helper program.

Assesses specialization of roles, stardardization of
work procedures, hiring, performance appraisal, and
reporting and centralization of decision-making in
program unit.

Assesses nunber of hranches, client types, funding
sources, ard approaches within program unit.

Assesses degree to which natural helper program is
freestanding unit within a larger agency context.

Is an overall measure cambining size, formalization
and complexity.

Is an overall measure cambining size and formalization
of program unit.

Cambines agency size, ocamplexity, and formalization,
program size, cawplexity and formalization and wark
graup identity.

Assesses the relative emphasis on participation and
suppart or directions and control of program manager.

Assesses the morale amd openness of exchange among
workers in program.

Cambines leadership and peer support

Assesses level of urbanization, density and absolute
physical size of service area.

Assesses the sources, stability, flexibility and
adequacy of furnding for the program.

Assesses degree to which natural helper program
funding is separate from general agency.

Assesses the role, reputation, and level of linkage of
agency to other service arganizations.

Catbines program service integration and external
funding autonamy.

50
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also divided into measures of each of these elements at both the total
agency level and at the program level. An additional structural dimen-
sion at the program level is the degree to which the program operates
as an identifiable, distinct unit.

Work Climate. The work climate dimension is divided into the

camponent elements of leadership style and peer support.
Environmental Linkage. The envirommental linkage dimension is

divided into its camponent elements of funding autonamy and service
integration at both the total agency level and the program level and
a measure of the total level of urbanization of the general erviromment.
While the component elements of the structural and work climate
dimensions are self-explanatory, those related to envirormental
linkage deserve same further explanation. The critical dimensions
of envirommental linkage have been described as the resource dependency
contimum, the continuum of linkage to other organizations, as well as
the level of stability of the general envirorment. In this study each
of these dimensions is translated into an element used as a proxy for
the more camplex concept. Thus, the rescurce dependency element
is operationalized using a funding autonamy measure; the organizational
linkage element is measured through service integration; and the
environmental stability dimension is measured using level of urbani-

zation and density as proxies for stability.

Program Innovation Attributes as Mediating Variables

Also included in the model are mediating variables, which are

several dimensions of the perception of the program innovation,



expected to influence the organizational attributes and to exert

an indirect influence on the types of relationships that develop be-
tween agency staff and informal helpers. Included here are three
general types of program innovation attributes: the perceived
relevance of the innovation to the agency/program overall mission;

the perceived riskiness of the innovation in terms of scope of change
and intensity of service needs of client population; and, finally,

the stage to which the implementation of the innovation had progressed.
Each of these attributes is an agency-specific assessment of the
potentials offered by the program within that agency context (Table II),

Perceived Relevance. This innovation dimension is divided into

two component elements: type of agency camitment and level of ovwner-
ship by program staff of the innovation idea.

Perceived Riskiness. This dimension of the perception of the

program innovation consists of two elements: the level of client need
and stigma, an indicator of the importance of appropriate services

to the target population; and the degree of perceived difference of
campatibility of the program innovation in terms of its procedures, the
tasks that staff must perform, and certainty of the technology. In
cambination high need and high difference levels constitute a proxy

for program riskiness.

Stage of Program Implementation. This dimension cambines several

elements that are indicators of the process stages in implementing an
innovation, one of which is the length of time since the program

was instituted.
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TABLE IT

OPERATIONAL DEFINITIONS OF PROGRAM INNOVATIONS

Agency Camnitment

Origin/fmergence

Client Need/Stigma

Difference/Campatability

Stage of Program

Implementation

Perceived Relevance

Perceived Riskiness

Assesses overall view by agency admini-
strators and staff of the general idea
of natural helper program and its
specific value to this agency.

Assesses the degree to which present
program staff helped develop program
idea.

Assesses the level of social stigma of
problems of clients and the types of
helping resources needed to meet them.

Assesses the number of dimensions on
which staffing and practice in natural
helper program differ fram general
agency practices.

Assesses the duration and point in
program development process of the
natural helper idea and/or program.

Cambines the agency commitment and
emergence dimensions.

Carbines the client need and program
difference dimensions.
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Together these three dimensions of the program innovation can be
taken either as exerting an indirect effect on the structure of the
staff-helper relationship through their influence on the organizational
attributes, or as exerting a direct, confounding influence on the
relationship which exists between the organizational attributes and
the staff-helper relationship. In the model direct influences are
represented with a solid line, and indirect influences with a dotted

line.

Staff-Helper Relationship Attriobutes as Outcame Variable

In this model the outcame variable is the structure of the rela-
tionship between the agency staff and the informal helpers. This
is a single unitary concept which has certain component elements,
reflecting in a staff-helper relationship certain of the dimensions
used in the literature to describe the relationships between leaders
and workers or between peers within an organizational context. These
elements include: bureaucratic standardization (of roles, procedures,
times and places of service, etc.), staff control (over the activities
of helpers), status concerns, relaticnship complexity (a diversity of
horizontal and geographic differentiations of the staff-helper activi-

ties), and helper autonamy of norms and activities (Table III).
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TABLE ITT

OPERATIONAL DEFINITIONS QF STAFF-HELPER
RELATTONSHIP FORMALIZATION

Bureaucratic Standardization Assesses the degree to which staff use
agency practices such as job titles,
training, scheduling contacts, and
agency-base for helpers.

Staff Control Assesses the extent to which staff
assign helpers specific tasks or per-
sons to help, tell helpers how to help,
use helpers only as assistants, and
require reports fram helpers.

Status Concerns Assesses the extent to which staff
express beliefs in need for profes-
sional supervision and concerms about
adequacy of informal helpers or
informal helping.

Relationship Camplexity Assesses the number of sites, the
shifts of roles between staff persons
and shifts in initiative between staff

and helpers.
Helper Autoncomy Assesses the level of helper initia-
tive and connectedness among helpers.
Overall Relationship Carmbines all the above: bureaucratic
Formalization standardization, staff control, status

concerns, complexity and helper
autonamy.
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RESEARCH HYPOTHESES

Based on the literature review and the conceptual model, the
following research hypotheses were formulated:

1. Large organizaticnal size will be associated with high
formalization of the staff-helper relationship. Similarly,
large size of a program unit will be associated with high
formalization of the staff-helper relationship.

2. High organizational bureaucratization (carbining high cam-
plexity and high formalization) will be associated with high
formalization of the staff-helper relationship, at both an
agency level and a program level.

3. A highly supportive work climate (where there is supportive,
democratic, person-criented leadership, and supportive work
group norms) within the program unit responsible for the
partnership program will be associated with low formalization
of the staff-helper relationship.

4. An arganization or program unit with an envirormental linkage
that cambines low autonamy in funding and tightly-coupled
service integration will be associated with high formalization
of the staff-helper relationship.

5. when organization members perceive the partnership program to
be relevant to their agency's overall goals (that is, they
know the agency is cammitted to the program and have had a
part in developing the program), this perceived relevance will
be associated with low formalization of the staff-helper
relationship and, when controlled for, the strength of associ-
ation between the staff-helper relationship and the agency or
program unit structure, work climate, and envirormental linkage
will be reduced.

6. VWhen organization members perceive the partnership program to
be risky (for their clients, whose needs are high, and for
themselves, because the practices required by the program are
different/incampatible with existing agency practice), this
perceived riskiness will be associated with high formalization
of the staff-helper relationship, and, when controlled for,
the strength of the association between the staff-helper re-
lationship structure and the agency or program unit structure,
work climate, and enwirommental linkage will be reduced.

7. The further along the program has progressed in implementing
the partnership program, the more highly formalized the staff-
helper relationship will be.
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Each of these hypotheses was tested using appropriate statistical

procedures after the scales measuring each of the elements were con-
structed. Following the testing of these hypotheses, which primarily
involved the testing of pairs or triads of variables at one time, the
larger research question of the overall relative significance of the
measured attributes of the organization and the program innovation

was posed for exploratory analysis. The results of these tests and
exploratory analyses will be discussed in Chapter IV, after more

camplete description of the research methodology in Chapter III.



CHAPTER III

RESEARCH METHODOLOGY

A variety of strategies was used to answer the research questions
of interest to the Networks project. The purpose and methods used
were primarily exploratory and descriptive. The procedures used in
selecting the sample and in collecting the data reflected this pursuit
of information to illustrate the range of possible partnership
programs linking formal and informal systems, rather than a concern
for statistical representativeness. This research study, as an integral
part of the Networks project, shares the same sample, data bhase, data
collection procedures and concerns, with all their attendant strengths
and weaknesses. This chapter presents more detailed information on
the methods used in this research, including sampling procedures, data
collection procedures, and methods of data reduction, scale-building,

analysis and hypothesis testing.

SAMPLING PROCEDURES

Inventory of Programs

An inventory of social service agencies with natural helper part-
nership programs was compiled in response to several different methods
of identification and recruitment. The methods used by the research
staff to identify programs included: scenning the research and prac-

tice literature for descriptions of such programs, sending letters
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and announcements regarding the research project and its purpose to

national, regional and state agencies or organizations serving one or
more of the target populations, publishing announcements of the re-
search project in newsletters and hulletins reaching a wide variety of
human service professionals. In addition known experts and researchers
in the areas of natural helping networks and/or partnerships between
professionals and informal helpers were asked to nominate any programs
known to them. In this way about 70 programs were identified. This .
inventory of programs served as the sampling frame from which the 30
sample programs were selected. Appendix A contains samples of the
announcements, letters, the program description recuest form, and the

project review checklist,

Sample Selection

Normative Criteria. The actual sample of 30 programs was selected

in two stages using a set of normative criteria derived from an inten-
sive review by research staff of practice, theory, and expert opinion
regarding the form that such programs should take. These normative
criteria are summarized in Table IV.

First Stage. The first stage of the sample was selected after
the normative criteria were agreed upon. In the first stage 10 pro-
grams were studied in depth and used to evaluate the empirical relevance
of the normative criteria to determine what, if any, other criteria
should be used to ensure a broad range of program types and experiences
focusing on partnerships between agency staff and informal helpers.

Second stage. In the second stage of sample selection several

considerations were weighed in addition to the normative criteria.



TABLE IV

NORMATIVE CRITERIA FOR SAMPLE SELECTION

Agency Characteristics

1.

3.

Agency operates with paid professional staff. Professional as
used here means irdividuals for wham providing helping services
is a principal occupation (rather than simply having attained
a certain level of training).

The agency has a program of direct service delivery or is in-
volved in activities that have applications to human service
abjectives.

The project must be currently operational and expected to
continue for the duration of the research study, 18 months.

Characteristics of Staff-Helper Relationship

1.

*2.

*3.

The agency staff intend to develop a sustained relationship
with helpers in the network.

The agency seeks to establish links with individuals who are
instrumental in providing help to others within their own
network.

The agency staff views helpers as colleagues or as peers. The
helpers are considered as equals, with a “"clientele" of their
own. This excludes agencies working with paraprofessionals

ar volunteers who are considered junior partners to the agency.

The objective of the staff-helper relationship is to reach a
broader group of individuals through the identified helpers,
rather than to provide social services to the helpers only.

The agency staff respects the cultural nomms of the helpers and
the network. The focus is on enhancing rather than changing
the network.

Network Characteristics

*1.

*4.

Relational ties within the network are existing rather than
created. Within the network individuals have a reason for
getting together or having a relationship indeperdent of the
efforts of the agency. While an agency may initially foster
the develomment of such a network, the intent should be to
promote a "freestanding” network of relationships.

The predaninant element of exchange within the network is help—
ing. The emphasis is on exchanges directed to pramoting
positive functioning or adjustment among members.

The exchange is based on mutuality, reciprocity and shared
values. People are not interacting primarily because they
are being paid to do s0. The focus is on voluntary and equal
participation.

The netwark may have key figqures or imdividuals who play central
roles in exchanging information, advise, support or other help-
ing rescurces within the network. This characteristic may
alternatively be considered as a feature of a "multiplier

effect.” This means that the network functions so as to diffuse,

share or transfer helping resources across the entire network.

The exchange of help occurs in the indigenocus setting of the
network and does not depend on a created envircrment.

*This element may be allowed to vary

60
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Decisions were made to select programs representing the widest possible

diversity in target populations, to include small "shoestring" pro-
grams that might otherwise be overlocked in a national survey, amd to
include programs using different program approaches, fram among the
tvoes identified in preliminary analyses of the first ten cases.

The research project was funded with a cross—cutting grant of
funds fram several agencies within the federal Department of Health,
BEducation, and Welfare, Office of Human Development Services. This
office encampasses agencies serving the elderly, children, youth and
families, the developmentally-disabled, and Native Americans. One goal
of the research staff was to ensure representation of programs serving
each of these populations, as well as neighborhood service programs
and mental health prevention services or cammunity support programs
for the chronic patient.

Small service projects, often operating on very small budgets,
are ubiquitous in the field of human services. However, they may
escape the attention of experts or of large governmental bureaucracies,
and may not have access to the media used to announce the Natural
Helping Network project's goals and purposes. Many such small local
programs were known to members of the research team through their
involvement with the local cawminities in Oregon. Several such local
programs were deliberately included in this study to ensure fair
representation to this cammon type of social service effort.

Program Approaches. Finally, staff sought to include programs

using the five different strategies for working with informal helpers

that were apparent in the first ten cases. These five approaches,
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described in more detail elsewhere (Frolard, et al. 1980a, 198l1), are

presented briefly below:

Neighborhood networks: In these approaches agency staff

worked with a locality-based network of local residents who
were found to be natural helpers to agency clients, and/or
they worked with local civic leaders and activities interested
in assuring better social services for residents of their
area. Two types of neighborhood network approaches were

identified: the neighborhood helper approach in which local

residents were providing services directly to other residents,

and the cammnity empowerment approach in which the residents

of interest to the agency were involved indirectly in serving
individuals, with their primary efforts directed to benefit-
ing the entire neighborhood or cammunity.

Personal networks: In this approach agency staff worked

with persons who were relatives, neighbors, or friends of
specific individuals who were also clients or potential clients
of the agency's direct service programs.

Volunteer-linkage: In this approach the agency recruited

volunteers to work with individual clients or families. These
volunteers were selected because they possessed skills that
could be of value to the agency's clients, often including
though not limited to their willingness and ability to social-
ize with and befriend clients.

Mutual aid: In this approach the agency staff played the

role of catalyst and facilitator for informal groups or dyads
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of persons who came together around conmon concerns, problems,

or life experiences, for sharing ideas, experiences, exchanging

advice, amd offering mutual support in coping with the focal

concern.
Each of the programs in the study used one or more of these approaches
to working with informal helpers or informal helping systems. Often
different approaches were used with different populations within a
single agency, in other cases several approaches were cambined within
a single program. Table V presents brief descriptions of the 30
programs in the study and includes information regarding the types of
approaches used in each, the target populations, the agency auspices,

and location. Appendix B includes more extensive case study summaries.

Issues Regarding Sampling Procedures

There are two aspects of the study sample that deserve mention
because they require same caution in regard to the interpretation of
results. The first aspect that requires caution is that of the sample

size; the secord is the sample selection process itself.

Size. A sample of 30 programs constitutes a small sample for
purposes of statistical and quantitative analysis, particularly when
the number of variables measured begins to approach the number of
cases in the study sample. However, it is not uncammon for studies in
the field of organizational research to have small sizes. Two highly
regarded studies in this field range in sammle size fram 16 agencies
(Bage & Aiken, 1270) to 52 (Pugh et al, 1968). This study sawple is
clearly in the middle of that range. The research design seeks to

overcame the limitations of the small sample size by relying on a



Case § Target Popuilation

1 Elderly

2 Elderly

3 Elderly

4 Elderly

5 Elderly

6 Elderly

7 Elderly

;] Elderly

9 Elderly
10 Families
11 Families

12 Families

3 Families

14 Families

15 Physically handicapped
16 Develogmentally disabled
17 Develogmentally disabled
18 Develogmentally disabled
19 Developmentally disabled
20 Preventive mental health
21 Chranically mentally ill
22 Preventive mental health
23 Mental health
24 Chronically mentally ill
25 Preventive mental health
26 Neighbarhood housing & health
27 Camumnity mental health
28 Camamity mental health
29 Camunity health and mental

health

30 General camnity improvement

TABLE V

BRIEF CASE DESCRTPTIONS

Location

gmall, midwestern town
mediun-sized western city
rural counties in nartheast
large, eastern city
large, eastern city
eastern, suburban area
large, western city
large, western city
large, southwestern city
medium-gsized western city
large, western city

medjum~sized midwestern city

large, westemn city
eastern suburban area
large, southwestern city
mediun-sized western city
large, eastern city
large, western city

large, eastern city
small southwestern town

large, southeagstern city
rural eastern counties

urban and rural midwestern

ocounty

four urban and rural, mid-
western counties

large midwestern city

mediun-sized southern city

amall, western town

large, midwestern city

midwestern, rural Indian
reservation

large, western city

Strategies
Neighbor-
Personal Volunteer Mutual hood Cammuni ty
Agency Network Linking Aid Helping  Empowerment
amnall damonstration project X X X
small seniar center X
camunity mental health center X
large, private agency X X
large, private sectarian agency X X X
camunity mental health center X
private settlement house X X X
branch of large seniar center X X
middle-sized ethnic agency X
amll demonstration project X
amall demonstration project X
branch of statewide private program X X
mmall private agency X
large, private child quidance agency X X
large, private agency X X
middle-sized private agency X X
amall, private agency X
one site of a 3-site, statewide
demonstration project X
private mental health agency X X
branch of camunity mental health
center X X
large, state agency X
deronstration project at state
university X
camunity mental health center
X X
amll, private agency
X X
branch of large private settlement
house X X
city goverrment X
small demonstration program X X X
amall demonstration program X X
demonstration project at college
X X
large, private service agency X X X X
[¢)]
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combination of quantitative and qualitative analyses. The quantitative
methods (correlations and multiple regressions) are complemented by
analyses of the case materials.

Despite the limitations of the small sample size this study does
move the understanding of professional collaboration with informal
helpers from the primarily anecdotal level of single case studies to
a more empirical lewvel in which comparisons between programs can be
made.

Selection process. The sample of 30 agencies was selected

using a purposeful rather than a randam selection process, as previously
noted. This was due, in part, to the broad exploratory nature of the
research. It was also due to the limited availability of information
on such programs that drastically constrain the construction of a
sampling frame from which programs could be randamly selected. The
result of this type of selection process is to limit the nature of
conclusions that can be drawn from the resulting data and analyses.
These conclusions cannot be generalized to all human service organi-
zations, for example, or to all such organizations involved in working
with informal helpers. However, the research does serve its purpose
as an exploration into the types of issues and considerations that
can occur when human service organizations attempt to adopt programs

in which they work with non-professicnals in partnership relationships.

DATA COLLECTION PROCEDURES

Types of Data Collected

The data gathered in this study were primarily qualitative in

nature. Guided discussions, observations, and written materials were
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the primary data sources. The guided discussions were held by research

staff with agency administrators, program managers and staff, and with
natural helpers. These discussions were loosely structured around
several major topics: characteristics of the community or neighbor-
hood, program history and functioning, staff characteristics, agency
characteristics, helper characteristics, staff-helper relationships,
assessments of program strengths and weaknesses. Same topics were
discussed only with agency administrators, others with line staff or
helpers only (See Appendix C for the Discussion Guide).

Data were collected during hrief byt intensive site visits to the
agencies, in which research staff met, talked with, and watched program
staff in action with natural helpers. The average duration for site
visits was 13 hours. During the visit the researcher met with many
levels of staff and often also met natural helpers. Some discussions

occurred in groups of staff and/or helpers, others with individuals.

Discussion Guide Development

A discussion guide was developed prior to the actual site visits.
Questions included in the discussion quide were selected by the
research staff by drawing on the questions originally posed in the
research proposal and adding others of interest and relevance to these
central issues. Specific questions were develcoped through review
of prior research and joint review by staff and by expert consultants.
For example, the questions regarding the influence of agency on pro-
gram characteristics were developed out of literature reviews of
organizational factors that affect the ability of organizations and

their characteristics. These sources offered both theoretical ard
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operational definitions of organizational characteristics. Many of

the specific instruments were deemed to be either too narrow in focus
(e.g., worker morale or leadership style) or too general (broad
typologies, for example) to be used in the context provided by this
research. The questions finally settled upon in the Agency portion

of the discussion guide were those which were intended to permit the
research staff to reconstruct both a case history of the program within
its agency context and to develop a case profile of the specific
structure and context of the program at the time of the site visit.

The discussion guide provided the framework for the site visits,
each of which was conductgd by one member of the research staff. The
researcher took notes, taped conversations, gathered program and agency
descriptions ard/or other written conceptual or descriptive materials
produced by agency or program staff relative to their partnership
efforts. 1In several instances the researchers were given access to
case materials on individual helpers or helping systems that were
maintained by program staff.

In order to minimize the potential biases that could enter into
the interpretations given to different programs due to individual
differences among the researchers, special efforts were made to achieve
and maintain cammon understandings. This was done through frequent,
intensive sessions focused on clarifying the questions and their
relevance to the research focus. This effort was doubly important,
for not only did the research staff members differ in background and
training, but the agencies and programs visited were quite diverse.

This diversity made it necessary for staff to probe responses, check
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perceptions, and to strive to master the vocabulary and nuances of each
specific program in order to describe them within the research frame-

work.

Reliability Controls on Data Collection Procedures

Given the potential for individual biases in rating programs,
i.e.,one researcher consistently rating his/her programs high or low
on certain items, tests for biases were run. Included among similar
potential "nuisance" influences on the reliability of the data were
such factors as the length of time spent at the agency during the site
visit, the number of administrators met, the amount of documentation
available regarding the agency and/cr program. One-way analysis of
variance procedures using the interviewer (length of site visit, amount
of documentation and so on) as the treatment was used to test for
systematic differences in the dependent variable, the structure of the
staff-helper relationship. Using this method to test for bias revealed
no “nuisance" factors that were associated with significant differences
in the structure of staff-helper relationships. Appendix E presents the

items used and the results.
DATA REDUCTION PROCEDURES

Case Studies

Each researcher was responsible for generating the two major
types of descriptive data about the programs she/he visited. The first
step in data reduction was the preparation of a narrative description
or case study of each program, drawing on the notes, tapes, and other

documentation obtained during the site visit. The first 10 programs’
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case studies ranged in length fram 15 to 30 pages. The other 20 case

studies were less Getailed, ranging in length fram 10 to 15 pages. Each
case study was returned to the staff in the program described, who

reviewed it for accuracy and for content validity.

Content Analyses

The secord type of data generated by the researchers came after
the campletion of all of the site visits and case descriptions. The
researchers jointly conducted a content or theme analysis of the
programs in order to identify major dimensions along which they varied.
Once these major dimensions were determmined they were factored into
camponent elements, for which item stams were written. Each item
stem consisted of a descriptive statement which permitted each program
to be rated (generally on a 4-point scale). For example, the degree
to which the agency relied on written job descriptions and written job
procedures could range fram very high to very low. The camplete set
of item—stem/descriptive statements on which each program was rated
for this study is included in Appendix D.

The development of the themes, dimensions, and elements was a
joint endeavor of the research staff in order to develop a common
understanding of the complexities of the different situations they had
observed and compare these situations. Each researcher was then
responsible for rating those programs she/he had visited, again relying
on all the available information and documentation. The ratings were
then camputerized for ease of analysis using the Statistical Package
for the Social Sciences, Version 8 (Hull & Nie, 1979), on the Honeywell

66/20 camputer located at Portland State University.
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MULTIPLE-ITEM SCALE CONSTRUCTION

The research reported here relies on a cambinration of quantita-
tive and qualitative methods of data analysis. As previously noted,
two methods of data reduction were the use of case descriptions and
content rating scale analyses.

The primary step that this research adds is the construction of
multi-item scales. These scales are formed by adding together the items
which theory suggests to be interrelated, yvielding a single scale. The
multi-item scale measures camplex constructs such as organizational or
program size, camplexity, or formalization; cammunity type and density,

program leadership style, and so on.

Benefits of Multiple-Item Scales

Maltiple~item scales are deemed to be an effective method of
determining relationships between camplex variables in social science
research, Nunnally (1978) identified four strengths of such multiple-
item scales: (1) they avoid the specificity and narrowness of
operational definition of single items; (2) they permit finer differen-
tiation between subjects than would single items; (3) they are more
reliable than single items: (4) they include more information cn the

various aspects of the attribute being measured than do single items.

Steps in Scale Construction

To form the scales used in this research, a nurber of steps were

followed:
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71
The first step was to develop items deemed to be valid

operational definitions of same aspect of the attributes
of human service organizations and to identify all of
those items which then were deemed to be conceptually-
related. For example, organizational size was one aspect
of agency structure, and it was measured by items such

as total budget ar funding level, total number of paid
staff and so on. The complete list of variables with
brief descriptions of the items used to operationally
define and measure them were presented in Tables I-III. They
are the same variables included in the research model in
Chapter II. The actual items are included in Appendix D,
All items were entered into a correlation matrix. Items
conceptually linked to a common scale were rated for the
number of other items in that scale with which they
correlated at a level of r > .40. Their correlations with
items in other scales was also examined, primarily as a
first rough assessment of the conceptual validity of the
proposed scales. Also examined at this stage was the
direction of the correlation to determine whether items
were all reflected in the same direction. As necessary
items were reflected. {see Apperdix F for more detail),

The scores on all items were standardized into z-scores
with a mean score of 0, standard deviation of 1. This step,
campleted using the SPSS Condescriptive subprogram, vas
necessary because 'the range of values on variables included

in each scale varied, Standardization permits addition.
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The next step in the scale construction was to campute

the reliabilities of the proposed scales through the

use of the SPSS Reliability sub-program. Careful
examination of the correlation matrix, the item-total
correlations, the item-total correlation and alphas that
would result by removing each item (one at a time) and the
standardized alpha for the overall scale were the steps
followed to finalize the selection of items to include
in each scale. At times the choice was between a

higher reliability level for the overall scale, but a
lowered content or conceptual validity by removing an
item or items fram the scale. These considerations

were carefully weighed in deciding which items to in-
clude in the final version of each scale.

The scales included in this study were of two types:
First, subscales were constructed to measure different
aspects of same larger concept. Thus, the larger cancept
of work climate was measured by two subscales, leader-
ship style and peer support. The subscales each
consisted of two or more items which reflected an
operational definition of one aspect of the larger
concept. Second, aggregate scales were constructed

by cambining two or more subscales. These aggregate
scales were formed by adding the subscale scores.
Among the aggregate scales were agency structure, program

structure, overall work climate and overall staff-helper
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relationship formalization. The same steps followed in

subscale construction (particularly steps 2 and 4 above)

were followed in constructing aggregate scales.

Missing Data

In the process of scale construction the problem of missing data
had to be dealt with.

Two types of missing data were found in this data. In develop-~
ing items on which programs were to be rated, same items were included
that were of theoretical interest and relevance to certain programs
and not others. This resulted in missing data on those cases for
-which those items were not relevant. For example, some programs
were essentially autonamous and had no other agency to which they were
directly accountable. In these instances items designed to measure
agency-wide characteristics (e.g., to show the differences or similari-
ties between agency structure and program structure) were deemed
inappropriate, and these scales were not constructed. That is, missing
data was not a problem.

A second type of missing data resulted when the rater failed to
camplete an item due to lack of knowledge or certainty regarding the
specific item. While this is a very appropriate response, it presented
complications for the use of the SPSS Reliability sub-program which
excludes any cases from the internal consistency analysis which has
data missing on any item included in the scale. Rather than lose
cases from the analysis on which most items were available, a decision
was made to determine whether using mean scores on missing items would

alter significantly the overall scores.
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This was determined using the multiple regression technique

described by Cohen and Cohen (1975, p. 265-290) for assessing whether
the mean score was changed vhen overall mean replaced missing welues.
This technique involved using two forms of the same scale in a
multiple regression equation, then inspecting the beta weights to
determine whether they differed significantly. The first form of the
scale consisted of all appropriate cases, with the group mean score
assigned for those items on which there was missing data. The secord
form used a dummy variable, with 0 for cases with no missing data,

1 for those with missing. The beta weights revealed no differences
between the group mean approach and that in which the dummy variables
were entered. The decision was then made to assign group mean scores
to the items on which there was inappropriate missing data. This step

was campleted prior to standardizing scores and scale canstruction.

Constructing Weighted Scores

In constructing scales to represent the predaminant structure of
relationship between agency staff and informal helpers, it wvas first
necessary to construct a single score on each item. Rating of rela-
tionships between staff and helpers was done separately for each
different approach used. Then the percent of total staff effort and
program resources used in each approach were assessed. The scores on
items were multiplied by the percentage of staff effort devoted to
that approach, then added together and divided by 100 to obtain a
single weighted score for each item. It was the weighted scores which

were cambined to form scales measuring different aspects of the staff-
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helper relationships but may, in fact, obscure same of the variation

possible within agencies.

Reliabilities of Scales

Thirty-two scales were constructed to measure different aspects
of the agency context, program context, and staff-helper relationship.
Of these 32 scales, 24 were subscales consisting of two or more item-
stems, while the other eight scales were aggregate scales formed by
adding together scores on two or more subscales. Fourteen scales were
predictor subscales measuring attributes of the agency, five subscales
measured innovational nature of program, and five subscales measured
staff-helper relationships. The internal consistency reliability of
these scales was calculated through the use of Cronbach's alpha, using
the SPSS Reliability sub-program (See Table VI). These coefficients
ranged from a very low alpha of .28 to a high of .94. Eighteen of the
scales had high reliabilities, over .80. Eight had moderate reliabili-
ties, between .60 and .79. Four of the scales had low reliabilities,
under .60. Since reliabilities are affected by the number of items
in the scale, scales with fewer items tended to have lower reliabili-
ties. Althougn construction of subscales served to partially reduce
the camslexity and heterogeneity of the measures, even same concepts
measured by the subscales were camplex and multidimensional. This
reduced their internal consistency. The aggregate scales generally
proved to be much less reliable and internally consistent due in part
to the fewer items they included and to the greater camplexity of the

concepts they represent.



TABLE VI

INTERAL CONSISTENCY RELIABILTIES OF SCALES

Subscales
Alpha
STRXCTURE
Agency Size (ASIZE) .82
Agency Formalization (QFORMAL) -89
Agency Camplexity (ACOMPLEX) .59
Program Size (NSIZE) .84
Program Formalization (NFORMAL) .85
Program Camplexity (NCOMPLEX) .65
Work Group Identity (IDENTITY) .80
WORK CLIMATE
Supportive Leadership (LEADRS) .91
Peer Support (PEERS) .88
ENVIRONMENTAL LINKAGE
Internal Furding Autenamy (INFUND) .39
External Funding Autonamy (EXFUND) .81

Agency Service Integration (OSERVIN) .50
Program Service Integration (NSERVIN) .85
General Environment (ENVIRONS) .73
DINOVATION
Organizational Commitment (OCOMMIT) .83
Internal Origin/Bmergence (EMERGE) .63
Client Stigma/Need (STIGA) .91
Difference/Risk {DIFFER) .92
Stage of Implementation (STAGE) .78
STAFF-HELPER RELATIONSHIP FORMALIZATION
Bureaucratic Standardization (BURST) .92
Staff Control (STAFCON) .94
Status Concerns (STATUS) .89
Camplexity (COMPLEX) .80
Helper Autonamy (AUTOHELP) .61
Aggregate Scales
STRICTURE
Overall Structure (STRUCTR) .70
Agency Structure (ASTRUCT) .65
Program Structure (NSTRUCT) .55
Work Group Autonamy (AUTOGRP) .53
WORK CLIMATE
Overall Work Climate (WRKCLIM) .87
ENVIRONMENTAL LINKAGE
Overall Program Linkage (NENVRINK) .48
Overall Agency Linkage (AGENLINK) .28
PROGRAM INNOVATION
Perceived Relevance (RELEVANT) .29
Perceived Riskiness (RISKY) .38
Total Innovation Potential (TOTTNNOV) .65
STAFF-HELPER RELATIONSHIP FORMALIZATION
.85

Overall Relationship Formalization
{TORELAT)

27
27
27
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30
30
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30

30
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Although high reliabilities contribute to a higher level of con-
fidence in the conclusions one draws fram the data, the process of scale
construction requires a fine balance between the thecoretical or con-
struct validity of the scale and its overall reliability. Removal of
certain items could increase the alpha reliability of the resultant
scale. However, removal of such an item could decrease the overall
validity by eliminating an item essential to the meaining of the concept.
Scales, once constructed, were used to generate single scores
for each case on each variable. Subscale scares and aggregate scale
sccres were developed for each major category of variables in keeping
with the model of predicted relationships--the predictor variables,
the mediating variables, and the dependent variable.
Once the scales were constructed, the next step in the research
process was to test the relationships among these variables and to

test the hypotheses.
HYPOTHESIS TESTING PROCEDURES

Pearson Correlations

Quantitative methods used to test the hypotheses included calcu-
lation of Pearson correlation (r) to measure the degree of association
between each of the scores on predictor scales and the score on the de-
pendent variable scale, and partial correlation procedures to determine
the mediating effect of innovation on the associations between predictor
and dependent variable. Also, due to the exploratory and qualitative
nature of the research, multiple regressions were run and case materials
used to increase the understanding of the complex social situations
presented by these data.
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For purposes of this analysis correlations significant at the
.01 level or greater were considered outright to be evidence for
associations between variables. Due to the small sample size,
correlations which the camputer programs placed at the .05 level of
significance were also tested using an analysis of variance test
using the formila F = ;%:'2' N-2) (See Blalock, 1979, p. 417-418).
This was done because of concern for the degree of significance of a
relationship of about .30 when the sample size is small. This more
conservative test of significance reduces the liklihood of attributing
undue significance to associations that occur as a result of small

sample size.

Partial Correlations

Correlations permit generalizations about the degree to which
two variables vary together. Partial correlations were used to
test hypotheses suggesting that the relationship between two variables
was an artifact of their relationship to a third variable. The magni-
tude of the direct relationships vas expected to he larger than those
of indirect relationships. If the relationshir was spurious, controlling
for the third variable would reduce the correlation to zero; if the
relationship was mediated through the third variable, controlling for
the third variable will also reduce it to nearly zero. If the third
variable is an independent variable affecting the dependent variable,
controlling for it should increase the magnitude of the relationship

between the first two.



Multiple Regression

In this research there was interest in the explanatory power of
the several predictor variables taken together, as well as that of the
relationship between the dependent variable and the predictor variables
taken separately. This led to the use of multiple carrelations. An
effort is made to explain as much of the variance in the deperdent
variable as possible, while avoiding problems of multicollinearity of
the predictor variables or spurious correlations due to the number of
predictor variables approaching the number of cases.

To deal with problems of multicollinearity, each of the clusters
of predictor variables that represent a larger construct vas first
entered into a regression equation with the deperndent variable. In
this step highly intercorrelated variables were identified and the best
of the two predictors was selected out for later use in a single
regression equation to explain the dependent variable using the three
or four best predictors as proxies for the larger constructs.

This step was also required in order to reduce the number of
variables entered into any single multiple regression equation so that

the number of variables did not approach the number of cases.

Case Materials

Finally, the introduction and analysis of case materials were
used to give more depth to the quantitative results in hypothesis
testing. Since the number of cases is small, it is possible to explore
more fully the results of hypotheses that are either supported or re-
futed by drawing on specific examples and analyzing the factors at

work within them.
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The case analysis for each hypothesis was accamplished using a
cross—classification procedure in which programs with scores above the
mean on any scale were classed as high on that dimension; those with
scores below the mean then were classed as low. This resulted in a
four—cell classification of the 30 cases in which two cells were
expected to hold all the cases and two cells to be empty. Those cases
which fell into the cells that did not support the hypothesis were
reviewed to determine whether they exhibited same cammon features
that might account for their unexpected pattern of association with
the dependent variable. Case examples were drawn fram among these
deviant cases for description and analysis to illustrate such other

influences on the farmalization of the staff-helper relationship.



CFAPTER IV
RESULTS

Seven hypotheses were stated regarding the impact of the organiza-
tional context on the structure of the linkage between agency staff and
natural hel-~rs. Four of these hypotheses are statements of ways that
arganizational attributes will be associated with the level of formali-
zation of staff-helper relationships. The other three hypotheses are
statements of ways that the program innovation affects the association
between organizaticnal and relationship attributes. In this chapter,
the results of tests of these hypotheses are presented and discussed,
using case illustrations to interpret them. Also, in keeping with the
exploratory nature of the research, the results of other procedures,
used to gauge the relative and cambined influence of the organizational

attributes, are described and discussed.

FFTECTS OF PREDICTOR VARIZBLES

Size
Hypothesis 1. large organizaticnal size will be associated
with high formalization of the staff-helper relationship.
Similarly, large size of the program unit will be associated
with high formalization of the staff-helper relationship.
Underlying this hypothesis is the assumption that the size of an
agency has a direct influence on the degrec to which staff will be in-
clined to use formal procedures and impersonal approaches of interaction

in their working relationship to natural helpers. This assumption is
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based on empirical data that suggest that the larger an corganization the
more emphasis is put on control and coordination procedures within the
organization and, consequently, staff will extend this norm into their
relationships with informal helpers.

Size was measured at two levels, the total agency size and the
program unit size, using a cambination of two cammon indicators of size.
First, the total budget of the agency and the total mumber of paid staff
in the agency were cambined into a measure of agency size. Second, the
total budget of the program unit, the total mumber of paid staff in the
program unit, and the total number of staff full-time equivalencies
were canbined into a measure of program size.

Formalization of the staff-helper relationship was measured using
a combination of five indicators: bureaucratic standardization, staff
contrdl, staff status concerns, camplexity of the relationship, ard
autonamy of helpers.

To test the hypothesis, correlations were calculated between the
size scales and the relationship formalization scale, using the Pearson
correlations procedure of the SPSS. 2s can le seen fra- Takle VII,
neither agency size nor program size is significantly correlated with the
formalization of the staff-helper relationship. The hypothesis is not
supported by thedata. Knowing the size of the agency or of the program
does not allow one to predict the level of formalization of the staff-
helper relationship.

Fram the Pearson correlations ocne can canclude that the relation-
ship between size and relationship formalization is not a direct, linear

relationship. However, there is a possibility of a curvilinear pattern
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TABLE VII

CORRELATIONS BETWEEN PREDICTCOR MEASURES AND OVERALL
STAFF-HELPER REIATIONSHIP FORMALIZATION

Subscales Pearson Correlation-r
Agency Sizeb b ns
Agency Camplexity’ b ns
Agency Forma%ization ns
Program Size a ns
Program Camplexity -.40*
Program Formalization LE0***
Work Group Identity ns
WORK CLIMATE
leadership S:,;ylec - 45**
Peer Support -.36*
ENVIRONMENTAL LINKAGE
Internal Funding Autoncmyg ns
External Funding Autonamy b ns
Agency Service Integration a ns
Program Service Intggration ns
General Envirorment ns

Aggregate Scales

STRUCTURE
Overall Structurgb ns
Agency Structure a ns
Program Structure b ns
Work Group Autonamy ns
WORK CLIMATE
Overall Work Climate® -.42*

ENVIRONMENTAL LINKAGE

Overall Program Linkagea ns

Overall Agency Li.nkageb ns

Note: (a) N=30 cases; (b) N=27 cases; (c) N=26 cases
ns: not significant
* pg.05 **pg.01 ***pg.001
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of association in which the very large and the very small programs or
agencies are similar in the staff-helper relationship structure, with
the medium-sized agencies at the other end of the continmum of formali-~
zation. This possibility of curvilinearity was tested using the eta
statistic. Again, this test revealed no significant pattern of associa-
tion to support the existence of a curvilinear relationship between size
and the formalization of staff-helper relationship.

The conclusion that can be drawn fram these results is that the
level of formalization of the staff-helper relationship cannot be pre-
dicted solely on the kasis of either the size of the agency or of the
program unit in which the staff are members. This conclusion leads to
the questicon, what other factors may be influencing the pattern of
association?

Case Illustrations. To answer this question, the case materials

were reviewed with an eye to ways in which the size of an agency or pro-
gram varied in its association with the formalization of the staff-helper
relationship fram what was predicted. Two cases are briefly presentad
to illustrate the issues that were discovered in the course of this
analysis. These two cases illustrate examples in which the hypothesis
did not hold, that is, where large agency or program size was not, or
where small size was, associated with highly formalized staff-helper
relationships.

In the first case (%#14) a medium-sized agency with a primary focus
on treating child ard family prcblems determined that it needed to also
serve these populations in non-clinical vays. The agency was located

in a large, densely-populated suburban county on the outskirts of MNew
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York City. It had a staff of clinicians located at several different
sites within its service area. The partnership program that the agency
had established to offer the non—clinical services was very small, both
in its staff capacity (less than one full-time person) and its budget.
There was one staff member who worked part-time as the coordinator of
the program, and another who essentially volunteered her own time to
get one part of the program underway. The coordinator worked on a
separate strategy fram the volunteer staff member, thus, within this
verv small program there vere two separate sets of roles and relation-
ships that developed between staff and helpers. In one approach the
staff member sought to identify natural helpers fram the area served
by the agency and to recruit them as volunteers to work with the agency
clients providing non-clinical types of services, such as counseling
families in financial management or tutoring adolescents.

The relationship between staff and helpers was highly structured.
She recruited volunteers, trained them, assigned them to carry out cer-
tain tasks, had regular staff meetings with them, and generally dealt
with them in the sarme manner as one would feal with subordinate neic staff
such as paraprofessionals. The types of roles they were expected to
assume were very diverse, and in same ways each was a function of needs
identified by the coordinator and the particular skills of the volunteer
helper. Similarly the places where they were asked to work and the
clients they were to assist were rarely fram their own cammmities so
they were essentially helping strangers. This particular strategy had
the coordinator trying to serve the entire agency service area and

target population and supervising a set of helpers that were widely
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dispersed and each doing something different while working in a part-
time capacity.,

In the other approach a staff member voluntarily worked with a
self-~help group of single parents. She initially cenducted forums
that were used to recruit persons interested in participating in such
a self-help group. Participants were recruited fram throughout the
entire service area. Among the helping activities that grew ocut of the
self-help group effort, several were quite structured and formal. They
included setting up an information and referral telephone service which
different parents took turns answering, putting together a monthly
newsletter for single parents that same parents produced. The staff
member also scheduled training sessions for interested group members in
which she sought to teach them group process skills so that they could
work as assistants to her in facilitating new groups.

Both of the approaches resulted in quite formalized relationships
between the agency staff and the informal helpers. The staff functioned
in roles that gave them considerable contrcl and influence over the
activities of the helpers. Also the relationships were camolex in that
the program involved nearly parallel sets of activities that had little
interaction or cammonality other than the fact that they stemmed fram
a single agency and were both non-clinical activities in a predaminantly
clinical sstting, In each instance the amount of staff time available
to reach the goals of the program were very limited so that the need for
efficiency arose.

In the second case (#25) a very large social work agency with a

primary focus on serving thevery poor, inner-city neighborhoods of
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Chicago had developed a moderate-sized program (with at least six full-

time positions) for working with natural helpers in one neighborhood
within its service area. The agency had arranged funding for a research
and demonstration program over a three-year periad, "in ocollaboration
with professors at the University of Chicago. The staff selected for the
program had to be able to carry out their service roles and to work in
collaboration with the researchers as well, so that their salaries
equaled or exceeded those of other staff in other agency programs.
Although the agency service area vas very large and densely populated,
the program service area was limited to a neighborhood area of about

50 blocks, and effectively about 25 to 30 blocks were served. The
neighborhood was carprised primarily of two to three story flats and
many of the homes originally in the area had been demolished so that

the densities in the neighborhood were quite modest.

The guiding philosophy of this program was to learn more about
how professionals could identify natural helpers and support their
helping activities without controlling them. The target population
vere all residents of the neichcrhood (seen as potential clients of
the agency) as well as local business persons. This program was not
offering specific services to specific categories of persons. Two
broad approaches were used. One was to work with individuals naminated
by other residents in the neighborhood as helpful, to get to know them,
to offer to support their endeavors in certain ways. The second was
to find different individuals with cammon concerns or an interest in
doing something about the same problem, to link them up, and to assist

them in their efforts to solve the problem. Staff members met the
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residents in their hames, on the street, and often invited them into
the rather home~like atmosphere of the program's storefront office.
Helpers were not expected to perform any tasks for staff but to simply
cantinue in their normal range of helping activities, to discuss it
with staff,and to call on staff if they thought that staff could help
them with their activities in same way.

The relationship that dewveloped between staff and helpers in this
program was quite informal. Many neighborhood residents came to feel
quite cawfortahle calling upon staff of the program for acdvice or
for other types of assistance, such as transportation for a group of
elderly neighbors who wanted to socialize together, or filing cabinets
for a neighborhood resident who made an effort to familiarize herself
with the many types of resources and services available to her friends
and neighbors. Thus, despite a very generous budget and moderate staff
size, this program was one of the least formalized in the study.

These two cases illustrate some of the factors that contribute
to lack of association between agency or program size and the level of
formalization of the staff-belper relationship. The first issue that
arises is the definition of size used in the study. Although the
operational definition of size as number of paid personnel and budgetary
resources is caommon in the organizational research (Hall, 1977), these
cases illustrate that other dimensions could be labeled as size, which
operate differently than budget and personnel in relation to the level
of formalization of the staff-helper relationship. Same of these
elements of size are the actual size or scale (geographic area) to be

served or, perhaps more accurately, a ratio of size of the service area



to the amount or scale of staff and budgetary resources available to
carry out the program.

It seems then that the smaller the scale of the program (staff
and budgetary resources) relative to the scale of the service area or
persons to be served, the higher the formalization of the staff-helper
relationship. This measure of size predicts a pattern of assoication be-
tween the two variables which is the opposite of the original hypothesis.
This explanation appears to be relevant to all the cases with small
program size and high formalization.

These cases also illustrate a difference between programs in
their focus, i.e., the specificity of what is expected both in terms
of who is to be helped and how that help will be offered. When the
focus is narrow, e.g., working with single parents or providing specific
services to specific clients, then it may seem rore feasible and
appropriate for the number of paid staff to remain small and for their
time and involvement with helpers to be limited to the formally
structured roles. Often the staff member is actually expanding the
netvork of a client ky creating links between helper and client.

Thus, service goals that are specific ard narrow are very lilsely *o
lead to a small program in vhich staff and helper roles are rmore
formalized. On the other hand, a program in which the focus is rather
broad or diffuse indicates the need for a larger staff and a larger
budget and more time for informal relations with the helpers whose own
activities are the primary direct outcare of the program. The staff
member is primarily concerned with existing links between helper and

potential client. This is particularly true when the service population
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is defined as a total neighborhood or cammmnity. Staff members will
need to have time to get to know their community and to became known
so that persons in the camumnity will think of the agency/program
staff as resources to help them with their own helping activities. The
number of perscons that any one individual can work with in this way is
small, so staff and hudget resources may need to be large and continuous.

Litwak (1978a) makes reference to these two issues in his discus-
sion regarding the different types of linkages that can be formed between
an agency and a neichiorhood:

There does seem t0 be same relationship between the
demands for smallscopeandthedatmﬂsfor‘-%:m;rx
group intensity; and the more intense the linkage,

the less the scope. (p. 79)

He is suggesting that when the staff member is involved in personal,
informal relations with cammmnity members, the geographic scope of
the program must be limited. When staff or budgetary resources are
severely limited and a natural helper program is desired, the scope
of the area to be served or the scope of the population to be served
must be limited accordinglv if the staff-helver relationship is to
remain informal.

Summary. The data revealed no clear pattern of association
between the size of the agency or the program and the level of formali-
zation of the staff-helper relationship. Review of some of the specific
cases included in the study revealed other potential size-related
factors that may be affecting the form of the staff-helper relationship.

The first factor may be the choice of definition of size. These

case materials suggest that the size of the service area or the number
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of clients to be served relative to the size of the staff and budgetary
resources (that is, the scale of intended services to scale of resources)
may be a more camplex but accurate indicator of effective size. Surpris-
ingly, in this case smaller size may be associated with higher
formalization.

The cases also reveal that there may be other program decisions
that will affect the size and the formalization of the staff-helper
relationship. For example, the decision to serve a specific population
with a particular set of services may preclude the use of an informal
relationship, while the decision to serve a broad population in a large
area with an informal helper approach will require a large staff size
and resources because of the demands of informal relations for face-to-
face contacts and mutual trust. Certainly these data support the
conclusion that neither large agency size nor large program size precludes
the development of informal relations between the professional staff and
lay helpers, and small size of program or of agency does not ensure a

relationship that is less formalized.

Formalization and Camplexity or Bureaucratization

Hypothesis 2. High organizational bureaucratization (cam-

bining high camplexity and high formalization) will be

associated with high formalization of the staff-helper

relationship at both the agency and the program levels.

There are two assumptions underlying this hypothesis. The first
assumption is that both dimensions of bureaucratization (i.e., camplexity

and formalization), when at the high end of the continuum, are associated
directly with high formalization of the staff-helper relationship. The

second assumption is that the two dimensions of formalization and
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camplexity comprise a single dimension of organizational context, the
structure of the organization (agency or program), making it reasonable
to combine the two measures into a single aggregate measure of agency
structure or program structure.

In keeping with this hypothesis, bureaucratization or structure
was measured at two levels, the agency level and the program level.
Subscales were canstructed to measure agency camplexity, agency formali-
zation, program camplexity, program formalization, and work group
identity. Tais last subscale soucht to gauge the degree to which the
natural helper partnerships actually functioned as a single unit within
the agency in terms of staff and other resources or, in terms of the
bureaucratic model, how specialized the unit was. Aggregate scales of
agency structure and program structure were also constructed.

To test hypothesis 2, correlations were calculated to measure the
degree of association between the measures of agency structure or pro-
gram structure and the staff-helper relationship formalization. Also
correlations were calculated between each of the bureaucratization sub~
scales of agency formalization, agencv carplexity, program formalization,
program camplexity, work group identity and the overall staff-helper
relationship (See Table VII, p. 83).

The correlations between the aggregate scales of agency structure
and program structure and the aggregate scale of staff-helper relation-
ship formalization were not significant. Thus, the overall structure
of the agency or program (as reflected in these scales which summed

together the scores on formalization and camplexity) cannct be used to



a3
predict the type of relationship that will be developed between agency
staff and informal helpers.

However, this is not conclusive evidence of an absence of
association between the separate dimensions of structure and the form of
the relationship. As noted earlier, Hall (1963) found in his research
that the dimensions of camplexity and formalization (as well as other
dimensions of bureaucracy) often vary indeperdently of each other.
Thus, a single measure of bureaucratic structure may mask the indepen-
dent effects of formalization and camplexity on the staff-helper
relationship.

In fact the pattern of correlations between the subscales of
program structure and the relationship formalization scale lend support
to this interpretation. There are high positive correlations between
the level of program formalization and high formalization of the staff-
helper relationship. Concurrently, there is a moderately high negative
correlation or inverse relationship between the degree of program
camplexity and the level of formalization of the staff-helper relation-
ship. These two suhscales, when cat-ined into a single measure of
program structure essentially cancelled ocut each other and resulted in
a lack of clear patterns of association.

At the agency level, the pattern of association is similar, i.e.,
positive correlations between agency formalization and staff-helper
relationship form and negative correlations between agency camplexity
ard the relationship form. However, none of the correlations achieves

the significant level.
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These data also raise questions regarding the different contexts
in which camplexity and formalization differ in their relationship to
the staff-helper linkage, and the contexts in which the two share a
camon pattern of relationship. Given the strength of the two correla-
tions, it seams camplexity varies more in its association with relation-
ship formalization than does program unit formalization. Case materials
help in exploring this and similar issues regarding the vattern of
association betveen bhureaucratization and partnership programs.

Case Illustrations of Camplexity and Formalization. Camplexity

and formalization are both multidimensional measures making the analysis
of case materials slightly more difficult to manage. Camplexity, for
example, is a measure of internal differentiation. It includes the use
of different sites or branch facilities (i.e., decentralization of ser-
vice delivery), different functional units, target populations or
levels of decision-making and control, and different types of funding
sources at both the agency and the program levels. At the program unit
level, it also includes the number of other types of service programs
that were carhined into the single program unit, under the sare super-
visor or manager as the natural helper partnership program. Three
cases are briefly presented to illustrate differences in level of
camplexity.

In the first case (#11) , a very small free-standing program vith
two part-time staff members had been established by private agency funds
to work with a working-class neighborhood in Portland (Or), to improve
the child-care options available to working parents. The program vas

Jow in complexity; it operated out of a single office; served a single
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neighborhood, had a single funding source, and, as noted, was free-
standing so had no other programs or hierarchical controls to deal with.
The staff had identified the family daycare providers in the neighbor-
hood and had met and talked with many of them to identify the types of
services that would enable providers to improve their services. One
outcame was a mutual aid group of providers who met together occasionally
to discuss their problems and experiences, and who joined forces to
obtain certain materials they could use in their daycare activities such
as croceries, toys, ard beds. Staff also worked with parents who called
the information and referral number, providing them with guidelines

for selecting a provider, and assisting others to start a play group.

The staff roles in this program were very low in formalization.

The two staff members shared basically the same responsibilities but
alternated in the times they worked. There were no written rules,
procedures, or guidelines; no hierarchy of roles; and no written formal
evaluation of staff performance. Although a final written report was
required, the funding body gave great leeway to the staff. While there
vas a local advisory hoard of professionals and corrunity residents,
they functioned more as a sounding board for staff ideas and concerns
than as a source of bureaucratic control.

The relationship between helpers and the staff was moderately low
in farmalization. Initially staff had canvassed the neighborhood to get
to know the residents ard their child—-care concerns and to became known as
a resource. However, in time the most camon type of contact was by
phone rather than face-to-face. Staff called providers from time to time

to check on their information about availability of care, and they called
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back parents to check on their satisfaction with the referrals they
had received, The staff came to be trusted by the members of the
camunity who were users or providers of child-care and by other
agencies in the city who used the staff as an information and referral
source as well. This program was one which was low on both dimensions
of structure, low program camplexity and low program formalization,

in cambination with low staff-helper relaticnship formalization.

In the second case (#24) program camplexity was high. The
agency was small in size with three different programs, two of
which involved working with informal helpers. Both were designed to
provide socialization services to clients of the mental health system
{both institutionalized and de-institutionalized clients) in a four
county service area of southeastern Michigan. In one program the
specific services offered were short-term mutual social groups, which
brought together cammunity volunteers fram churches, civic groups, and
uriversity student bodies, and clients of the mental health system.

In the other camumity, volunteers were matched one-to-one with long-
term residents of the state hospital. Fach program ves coorcinated
by a different staff person, both of whom reported directly to the
executive director.

The funding for each of these programs came fram a different
source. These two core staff members were paid cut of the contract
for services the agency had with a local commnity mental health center.
In the first program, each group was led by a part-time, paid, staff
facilitator. Each staff member was based in a different mental health

center catchment area, from which both clients and volunteer helpers
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came. These staff members were paid out of CETA monies. These posi-
tions could be only temparary and the CETA program as such encouraged
all workers to seek other, more permanent positions, which resulted
in high turnover in these positions. Staff in the hospital setting
were volunteer members of the hospital paid staff.

Within the group program, relationships among the staff members
were relatively formalized. In many cases the only staff member known
by the facilitators was the staff coordinator, whose main base of
operations vas in the main office of the agency located at the state
hospital. The contact between the coordinator and the facilitators
was relatively infrequent and impersonal, although the coordinator
sought to help staff with problems they might be experiencing. The
facilitators were also supervised more directly by a designated staff
member of the agency within which they were located, leading frequently
to a divided sense of loyalties. Staff selection relied on formal
procedures and criteria (such as professional training). Before staff
were assigned to work with groups they underwent program-specific
training. Formmal performance evaluations vere performed, in part,
due to the CETA requirements.

Relationships between group facilitators and cammnity volunteer
were moderately formalized as well. The staff coordinator trained
the volunteers before they were assigned to a specific group facili-
tator. The facilitator then met with the volunteers before group
sessions as a facilitator and role model, and conducted post-session
performance evaluations for volunteers. The contact between the

facilitator and camunity volunteers was generally relatively brief,
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structured and impersonal. The brevity resulted fram the time-~limited
nature of the socialization groups (maximm ten weeks), the one-time
involvement of most volunteers, and the high turnover in the staff
positions. Overall this program represents one in which both program
structure measures were high (camplexity and formalization) and the
staff-helper relationship was moderately formalized.

A third case (#3), a small program for working with the elderly,
was based in a cammnity mental health center serving two rural
counties in Massachusetts. However, the program had its own indepen-
dent funding for a research and demonstration project fram the local
Area Agency on Aging. Staff cooperated more closely with the AAA than
with their own agency. The program had three staff members, one of
wham was also project director. Staff members were each assigned to
work with the elderly and service providers in a different rural town,
selected on the basis of having an above average proportion of elderly
residents and being in a transitional phase in terms of population
camposition. The staff person was to learn about their caumﬁity, to
hecare knorm. and to act as consultant te the cammmnity on ratters re-
lated to the elderly, The program focus was on prevention of mental
health problems, by supporting individual and cammumnity self-help
efforts and by pramoting better services to the elderly.

The camplexity of this program was in part due to the geographi-
cal dispersion of staff efforts and in part to the necessity for each
of them to be sensitive and responsive to a different camumity's
cultural heritage, its natural helpers, and its own perspectives on

its needs and resources. Camplexity also was derived fram the multiple
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roles of each staff member: £friendly visitor, facilitator, mental
health resource person and consultant, and researcher.

The relationships among program staff were low in formalization.
Staff roles were not functionally distinct, each person had the same
basic assigmment, although in a specific cammmity. The staff members
all worked together collaboratively, sharing program ideas, problems,
progress, and giving and taking advice. The program manager had
certain added responsibilities. The time spent together was spent
trying to descrikre, understand and improve their role performance.
There were few specific written guidelines or procedures although the
staff jointly developed their own guidelines and goals for working
with natural helpers. The most formal aspect of their roles was im-
posed by the research campanent which required the daily logs and
structured interviews with helpers and camunity members.

The relationships between staff and helpers were personal and
informal. Natural helpers were identified through agency contacts and
informal canvassing. Once identified a friendship or informal rela-
tionship vas lowlv develoved throug™ visiting, showirce an irterest
in the activities, encouraging them and supporting them in their help-
ing roles. Staff members also, in time, were able to link together
different helpers with cammon concerns or interests. This program
was high in program complexity but low in program formalization and in
staff-helper relationship formalization and represents the pattern of
association between complexity and relationship form most frequent in
these data.
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These three cases illustrate the different patterns of associa-
tion between program camplexity and the formalization of the staff-
helper relationship most frequently found in these data. A camparison
of the first and third cases reveals several factors that may lead to
different levels of program camplexity in association with low program
formalization. These two cases differed in the level of program
camplexity and in the scale of the area to be served, although both
established informal relations between staff and helpers. The large
scale service area (three different rural towns) was associated with
same specialization and variation in the specific activities carried
out by the staff members and with relationships reflecting personal
attachments, making it difficult for one staff member to take the place
of the other. In the smaller scale program, staff roles were essen-
tially interchangeable. On the other hand, both programs had a focus
on working with helpers within their existing helping roles and
relationships. Their focus was on the helpers and not on specific
clients, permitting both programs to develop and maintain staff-helper
relationships that were informal and personal.

Camparisons of the second and third cases illustrate the
differences in level of staff-helper relationship formalization that
can be associated with high program camplexity. These two programs
differed on several dimensions. One difference was the level of
staff involvement in creating and structuring the relationship between
helpers and clients. In the program where the staff-helper relation-
ship formalization was high, the relationships had all been created by

the program staff. The helper-client relationship was controlled by
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the staff's definition of roles, procedures, frequency of contact and
duration of the relationship. In the other program, the helpers were
helping persons who were members of their own personal social networks,
so that the staff role was supportive rather than directive relative
to the content, frequency, and other aspects of the helping role.

A second difference between high camwplexity programs that were
high, versus those low in staff-helper relationship formalization was
their status vis-a-vis other programs or agencies serving the same
client population. The high formalized staff-helper relationship
programs were highly dependent an the active cooperation and collabora-
tion of other agencies, which controlled both staff and resources and
clients, Volunteers or helpers were also drawn fram social organiza-
tions; places for the groups to meet in the cammnity were the property
of still other organizations. The program with an informal staff-
helper relationship approached other organizations for information
and for collaboration but was not dependent on their ongoing coopera-
tion and involvement for the success of the program. Thus, the
directness of access of the program to its resources (or its relative
dependency on other arganizations for resources) varied with the level
of the staff-helper relationship formalization. In one instance the
program relied on formal inter-organization agreements, in the other
staff were permitted and encouraged to make informal connections and
agreements as appropriate.

A third difference between the two programs and one that seems
to hold across other programs in the sample is the real or implied

reference group for staff. While the one program was serving chronic
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mental patients in which the professional role models were the highly
formalized professions of psychiatry, psychotherapy, and medicine,

the other program was serving the elderly fram a prevention unit in a
mental health center where the professional role models were more
likely to work in the community and in collaboration with other
professionals. Helpers do not fit the role-sets of either professional
model; they are neither co-professionals, sub-professicnals, nor
clients. However, the daminant models of practice within the agency or
with the target population seems to influence the level of formaliza-
tion of staff-helper relationships.

Sumary. These data reveal that the structure of the program
unit fram which the partnership program operates can be used to predict
the level of formalization of the staff-helper relationship. Highly
formalized relationships within the program unit are associated with g
highly formalized relationship between line staff and natural helpers.
High program camplexity, however, was more frequently, though less
intensely, associated with informal relationships between staff and
helpers.

Review of cases identified several factors that could alter the
association between level of program camplexity and the form of the
étaff-helper relationship. Sametimes when relationships were low in
formalization, high complexity reflected differences in the scale of
" the service area. When high camplexity was associated with high
formalization of the staff-helper relationship, it was most frequently a
situation in which staff were seeking to create relationships between

camunity helpers and specific clients, rather than supporting
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existing relationships. This pattern of association between the two
variables often occurred when there was high reliance on cother formal
organizations for the primary resources (staff, space, helpers or
clients) required to make the program succeed, or when the prevailing
nndel of professional practice within the agency (or with the target
population with which the program staff had to deal) were highly

formalized, clinical or casework types of professional roles.

ork Climate
esis 3. A highly supportive work climate (where

there is supportive, democratic, person-oriented leader-

ship and supportive work group norms) in the program unit

which is responsible for the partnership program will

be associated with low formalization (or informality) of

the staff-helper relationship.

Underlying this hypothesis are several related assumptions.
The first is that in a work unit where the supervisor or program mana-
ger relies on open cammunication, joint decision-making, and positive
feedback on staff perfarmance, the adoption of an informal relationship
with the lay helpers will be easier for staff to accamplish. Second,
that if staff are encouraged to adopt norms that include asking for and
giving advice and sharing experiences both positive and negative, the
informal relationships with helpers will become the work group norm
offsetting other tendencies or role models of the individual staff
member or the larger agency. Third, the cambination of supportive
leadership and peer group support will result in an overall work climate
that is conducive, and perhaps essential, to the development of relation-

ships between staff and helpers that are low in formalization.



In this study, leadership style and peer group support were
measured only at the program unit level. The two subscales were
added together to form an aggregate work climate scale.

Hypothesis 3 was tested by calculating the level of association
between each work climate scale and subscale and the overall relation-
ship formalization scale using Pearson correlations. The resulting
correlations (see Table VII) were as predicted. Fach work climate scale
(high leadership supportiveness, high peer support, high overall work
climate) is negatively correlated with the relationship formalization
scale at significant levels of p .04. The strength of the association
was greater for leader support (r=-.45, p .0l) than for peer support
(r=-.36, p .05).

These data support the hypothesis that the work climate of the
program unit is associated with the level of formalization of the staff
helper relationship. The pattern of correlations suggests that each
factor, leadership style and peer support, affects the level of formali-
zation, although leadership style may be more important in its effect.

Case Illustrations. The case materials were revieved to dis~

cover illustrations highlighting the effects of different leadership
styles or peer group normms and to look at cases where the hypothesis
or the underlying assumptions did not hold to determine possible con-
founding factors.

The cases which had low work climate scores encampassed several
different types of situations. In Case 1, for example, there had been

a change in program directors concurrent with a changeover fram federal
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research and demonstration funding to state categorical funds. The
first program director had conceptualized the program approach, had
cobtained the support and interest of camunity leaders to establish
the agency and program, had selected staff she believed capable of
working informally with their elderly population of helpers/clients,
and had set up the agency and program for the commmity. At the end
of the demonstration period, she returned to 'her academic post, and

a new director was selected fram among the staff trained by the
original director. However, this new director had no formal social
service training and no management training. Her administrative experi-
ence had primarily been J_n coordinating local fund-raising drives.
Both her notions of management, her lower level of appreciation of the
partnership program model, and the changeover to categorical funding
with its rigid, time-consuming reporting categories had altered what
had once been a supportive work climate to a directive one. Yet, the
staff-helper relationships still retained the informal character;
perhaps two years' experience helped keep them on this level.

In a second case, the program director had came fram a line
staff position within the program to the director's position to replace
the program's dynamic, charismatic creator upon her retirement. At the
time of the study, the second program director had held the position
for several years; and she had basically routinized what had ariginally
been a fairly creative, flexible strategy for working with the inner
city elderly and their natural helpers within their networks. During
this routinization, the helpers with whom the agency had worked (hotel

managers, shop keepers, etc.) were gradually reduced in number and new
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anes not sought out. The outreach efforts were taken from professional
staff and assigned to low paid, part-time non-professional senior
citizens. Professional staff roles had become more formal and lines
of authority and cammunication clearly drawn. No mid-level profes-
sionals were authorized to work with the senior outreach workers.

Norms of confidentiality had developed which kept discussions among
staff regarding small problems or concerns to a minimm. This repre-
sents an extreme case of routinization and bureaucratic inflexibility.

In several other cases directive, low supportive work climates
were less extreme or drastic in extent. They seem to have resulted
fram structural elements of program design such as independent,
specialized staff roles, dispersed program sites, short-term staff mem-
bers (hired to do a specific task), concern about issues of liability
or confidentiality, or dependence on other formal organizations for
resources. In many of these cases it was the higher supervisory level
of personnel who had designed the program and who sought to control its
outcames through a directive leadership style.

Cases where the work climate was supportive usually included
elements of both an open, democratic leadership style and work group/
peer norms that supported the development of informal, personal,
mutually-supportive relationships with non-professional, cammumnity-
based helpers. Bowever, there were same programs which lacked either
a supervisor or a peer group or both. One case (# 10) involved four
part-time staff members whose roles were nearly identical except for

the separation of site or neighborhoods with which they worked. In
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this program, decisions were made democratically, and administrative/
clerical responsibilities rotated among staff members.

In some cases the staff roles were totally specialized and
each individual worked autonamously without agency-based supervisory
or peer support. In other cases, the staff members found support for
their informal approach to helpers fram a local advisory group, fram
other professionals involved in similar endeavors, or fram outside
consultants.

A supportive work climate was not always associated with in-
formal relations between staff and helpers. Those programs having a
more formalized staff-helper relationship in association with a suppor-
tive work climate generally premised their work group norms on
factors other than the relationship between staff and helpers. In
same cases this work group supportiveness stemmed fram a shared
perspective such as ethnic minority cultural values, feminism, rights
of the physically handicapped or the importance of peer support for the
chronic, deinstitutionalized patient. In these instances, the emphasis
or focus of work group norms was on the positively shared perspectives
and not on issues of the structure of the relationship with non-
professionals. As a result, high leader or peer support was sometimes
cambined with more formalized linkages between staff and helpers.

Smmary. The data provide support for the hypothesis that the
type of leadership style and work group norms that exist within a pro-
gram unit are associated with the level of formalization of the

relationships that the program staff have with informal helpers. The
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leadership style that relies on person-oriented supervision, open
cammmication, and participatory decision-making and work group norms
for giving and asking for advice, sharing ideas, experiences and
mutual encouragement is more likely to be associated with less
formalized staff-helper relationships. Case materials indicated
that the work climate could be negatively affected by unskilled
supervision, routinization of an approach without personal cammitment,
inflexible reporting requirements by funding sources, or simply by
structural arrangements which preclude the spontaneous, face-to-face
interactions required by the more supportive leadership and peer group
norms. Finally, case materials also illustrated that a supportive
work climate does not necessarily mandate an informal staff-helper
type of relationship. In several cases, the supportiveness of the
program work climate revolves around shared perspectives and goals
that have little or nothing to do with the structure of the relation-

ships between staff and helpers.

Envirommental Linkage

Hypothesis 4. An organization or program unit with an
envirommental linkage that cambines low autonomy in funding
and tightly-coupled service integration will be associated
with high formalization of the staff-helper relationship.

This hypothesis is based on assumptions regarding the influence
of envirormental linkages and interdependencies on the ability of any
agency or program to maintain less formalized relationships with lay
helpers outside the agency boundaries. First, it is assumed that
funding sources in the human services influence program development.

Furthermore, when an agency or program depends on a single source of
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funds, that source will have more influence over program design than
when the agency or program receives funds fram several sources. The
single funding source places the agency/program in a position of
resource dependency. Thus, multiple sources of funds will permit an
agency or program greater flexibility in determining who to serve,
what services to offer, and how to deliver the services. Second, it
is assumed that the agency or program that is tightly coupled into a
coordinated service system will find it more difficult to develop
less formalized staff-helper relationships with lay helpers because of
the nomms ‘or formal relationships with the service system. Third,
the more urbanized or densely populated the service area, the more
likely that staff will rely on formalized staff-helper relationships.
This is due to the greater reliance in urban settings on formal,
impersonal, secondary relationships. Finally, it is assumed that
these elements of the agency or program's environmental linkage are
positively correlated with each other so that they can cambine into a
single, overall measure at the agency level and another at the program
level. This measure cambines low funding autcnamy, high service inte-
graticn, and high urbanization as a measure of high envirommental
linkage which is predicted to be associated with high formalization of
the staff-helper relationship.

In order to test this hypothesis several subscales were construc-
ted: funding autonamy, measured at the agency level in regard to
external sources of funds and at the program level in regard to
internal sources or alternatives for funds; service integration or

tightness of coupling of the agency or of the program to other service
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organizations, measured at both the agency and program levels; and
camunity types, measuring the urbanization and density of the general
enviromment. This resulted in five subscales of envirommental linkage.
Two aggregate scales were constructed: program envirommental linkage
carbining external funding autonamy and program service integration

and agency envirarmental linkage cambining agency service integration
and general enviromment. The subscales and aggregate scales constructed
to measure envirommental linkage proved to be low in reliability.
Particularly important was the independence of the subscales; they

were not highly intercorrelated. Thus, of the two aggregate scales
only the program envirarmental linkage was sufficiently reliable to be
used in testing the hypothesis. Low reliability of the agency environ-
mental linkage scale fails to support the assumption regarding a

single dimension underlying all three measures of envirommentzl linkage.
No single scale could reliably cambine all three measures.

The hypothesis was tested through calculation of the degree of
association between each of the envircmmental linkage subscales, the
aggregate program envirormental linkage scale, and the staff-helper
relationship formalization scale, with the Pearson correlations. None
of the correlations was significant; the level of correlation is so
low that the pattern may not be stable. Newvertheless, the correlations
of the funding autonamy subscales and the general enviromment subscale
with the staff-helper relationship formalization is in the predicted
direction while the carrelation between the program service integration
subscale is in the opposite direction. The highest correlation is be-

tween the general envirorment and relationship formalization (r=.24).
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The program environmental linkage scale is not significantly correlated
with staff-helper relationship formalization. These data fail to lend
support to the hypothesized association between program envirommental
linkage and the formalization of the relationship between staff and
helpers.

Case Illustrations. The pattern of association between each of

the subscales of envirommental linkage and the level of formalization
was investigated at the case level. The associations between external
funding autonamy and the formalization of the staff-helper relationship
was the opposite from what was predicted. That is, low funding autonamy
measured by counting the number of funding sources was predicted to
result in high formalization. However, upon closer examination, six of
the programs classified as low in external funding autonomy were
actually research and demonstration or model projects which also allowed
the program staff great flexibility and discretion in regard to the
staff-helper relationship. If these cases are added to the cases in
which the programs had multiple funding sources, the predicted associa-
tion holds between high funding autonomy/low resource dependency and

low formalization of the staff-helper relationship.

The predicted association in programs that had informal staff-
helper relationships with level of program service integration was
consistent with the hypothesis, that is, low service integration was
associated with low formalization of the staff-helper relationship.
However, the association does not hold in programs that exhibit high
formalization of the staff-helper relationship. Among these programs

other factors must influence the level of formalization.
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what factors may lead to low service integration in associaton
with high formalization of the staff-helper relationship? 2mong the
cases exhibiting this pattern several were programs that were part
of a larger agency to and from which referrals could be made, reducing
likelihood of external referrals. Others were programs which either
preferred to work autonamously or parallel to the rest of the service
system or felt that their methods should reduce the needs for service
referrals (Case 22). Others were programs serving populations either
ignored or ignorant of other types of services, which this program
scught to serve well, thus limiting referrals and collaborative efforts
(Case 9). One program (Case 18) sought to serve handicapped persons
who were experiencing difficulties receiving the service they wanted
or needed fram other agencies. The program was dependent on other
agencies to refer these persons with problems to it. It then turned
into an advocate to get the client what he wanted. This paradox
of being simultanecusly dependent on other agehcies ard their adver-
sary made the integration of this program into the service systém
critical to its success, yet problematic. lLack of referrals was a
major dilemma for the program.

The fact that agencies or programs can choose to be integrated
into the service system, or choose to offer alternative services is
an essential part of the definition of service integration

Summary. The data do not support the hypothesis that the level of
envirormental linkage of a program or agency can be used to predict
the level of formalization of the staff-helper relationship. Nor do

they support the assumptions regarding the predicted associations
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between funding autonamy, service integration, or general urban level
of the environment. However, review of the distribution of cases on
each of the dimensions revealed same factors that seemed to explain
the lack of significant patterns of association. For example, the
measurement of funding autonamy included research and demonstration
projects in the low autonamy group, although R and D monies often
offer great autonamy or discretion in program design. The inclusion
of these programs in the high autonamy category would shift the pattern
of association in the predicted direction. Similarly, the definition
of program service integration fails to give adequate weight to the
choices made by agency or program staff to remain outside of or
parallel to the rest of the service system; this is particularly true
of several of the programs exhibiting high staff-helper relationship
formalization. The level of urbanization and density of the cammmnity
is weakly correlated with level of formalization of the staff-helper
relationship.

Given the lack of internal hamogeneity, the pattern of associa-
tion between program service integration and staff-helper relationship
formalization is not significant. It is possible that the suggested
changes in measurement would increase the reliability of the scale and
the strength of the predicted pattern of associations. It is also
possible that the association is weak because it is spurious, reflect-
‘ing only the indirect influences of envirommental linkage on the

structure of the staff-helper relationship.



114

EFFECTS OF MEDIATING VARTABLES

Perceived Relevance

Hypothesis 5. When organization members perceive the

partnership program to be relevant to their agency's

overall goals (that is, they know the agency is cammitted

to the program and have had a part in developing the

program idea), this will be associated with low formali-

zation of the staff-helper relationship, and when

controlled for, will reduce the strength of association

between the relationship and the agency or program unit

structure, work climate, and envirommental linkage.

Underlying this hypothesis is the assumption that if a program
is perceived by staff to be relevant it will affect the program
structure, work climate, envirommental linkage, and staff-helper
relationship directly, so that the correlations between the predictor
variables and the staff-helper relationship may, in fact, be spurious.
wWhen the effect of perceived relevance is statistically controlled,
the association between the predictor and outcome variables may be
expected to be reduced or disappear.

Perceived relevance was measured as an attribute of the program
innovation in a specific organizational context. It cambined two

subscales measuring the intensity and continuity of agency cammitment

to the program and the staff involvement in developing the program
idea, referred to as emergence. While the initial assumption was
that high agency camitment would be positively correlated with high
emergence to form a scale of high perceived relevance, in constructing
the scale it was determined that staff involvement (emergence) and
agency camitment were negatively correlated with each other. As a

result, the scale that was constructed might better be described as
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low perceived relevance, in which a high score on the scale is expected
to be associated with a high score on the staff-helper relationship
formalization scale, This constructed scale also is low in intermal
consistency (alpha=.29), so that the results are somewhat limited

in their interpretability. Despite these problemc the perceived rele-
vance scale vas used to test the hypothesis.

To test the hypothesis, two steps were followed. Step one
involved calculation of the Pearson correlations (or zero-order
ocorrelations) hetveen the low perceived relevance scale and the
formalization of the relationship. The correlations were also
calculated for each of the subscales of perceived relevance (see
Table VII). None of the resulting correlations vas significant.
However, the direction of the correlation between perceived relevance
and relationship formalization was as predicted. Thus, low perceived
relevance of the program was positively correlated with high formali-
zation of the staff-helper relationship.

The next step was to review the individual cases to see what
factors might explain other patterns of association than predicted.

It was found that cases in which high perceived relevance was
associated with high relationship formalization there was a cammon
reliance on created linkages between helpers and clients, rather

than on existing networks of relationships. These were programs

that involved staff seeking out helpers for specific clients, matching
the skills of the helper to the need of the client. It seems that when

creating relationships between helpers and clients is seen as relevant
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TABLE VIII

CORRELATIONS BETWEEN MEDIATING MEASURES OF PROGRAM INNOVATION
AND OVERALL STAFF-HELPER RELATIONSHIP FORMALIZATION

Subscales Pearson Correlation
Client Need?@ .28
DifferenceP -.17
Low Agency Carmitment? .10
E‘me.rgenceb .20
Stagea .15

Aggregate Scales

Perceived Ri.skinessb .04

Perceived RelevanceP .21

Note: (a) N=30, (b) N=27
None of the correlations were significant
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to the agency's goals, then the relationships between staff and helpers
may require more staff control and decision-making authority,
resulting in more formalized relationships. Programs that carbined low
perceived relevance and low staff-helper relationship formalization,
on the other hand, camonly had an agency policy to develcop "giveavay"
mrograms. They would work with cammmity helpers to get a program
established and then turn control of the program over to the helpers.
Agency camnitment in these types of programs was very short-temm,
but staff worked closely with and respected the strengths of the
helpers.

The partial correlation procedure was used to determine whether,
in fact, controlling for level of perceived relevance altered the
pattern of association between the predictor variables and the staff-
helper relationship (Tahle IX). How does perceived relevance affect
staff-helper relationship formalization, program structure, work oli-
mate, program environmental linkage? Does.it simply contrilute to

spurious correlations?

These questions can be answered by examining the effect of
controlling for perceived relevance on the associations between the
major predictor variables and the ocutcame variable--staff-helper
relationship formalization. The prediction is that the level of
verceived relevance will e directly correlated with both oredictor
variables and cutcome variable creating a spurious correlation between
them. Vhen this effect is removed or controlled, the level of
association between the two will be reduced. This prediction was

supported in regard to the level of association between program
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TABLE IX

PARTTAL CORRELATIONS BETWEEN PREDICTOR MEASURES AND RELATIONSHIP
FORMALTZATIGN CONTRCLLING FOR INNOVATICN MEASURES

Zero Order Correlations
With Relationship

Predictor Scales " Form Relevance Riskiness
Client
b Need
Overall Structure -.08 -.19 -.11 -.17
Agency Str'uctureba -.08 -.21 -.11 -.13
Program Structure .24 .20 .24 .17
Work Climate® -.42 -.40 -.42 -39
Program Environ-
mental Linkage .10 .17 10 .10
General Environ-
ment .24 .19 .24 .17
Program Service
Integration -.04 .05 -.05 -.10
External Funding
Autcnamy .18 .21 .21 .25

Note: (a) N=30, (b) N=27, (c) N=26
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structure and work climate and the level of relationship formalization,
although the change is very slight. However, controlling for per-
ceived relevance led to an increase in the level of association between
agency structure and relationship formalization and between program
environmental linkage and relationship formalization. This may suggest
that perceived relevance suppresses these associations.

Summary. Although the perceived relevance scale is of low
reliability and the resulting patterns of association are not
significant, they are in the predicted direction. That is, low
perceived relevance is associated with high staff-helper relationship
formalization. The perceived relevance dimension seems to slightly
suppress the association between program envirormental linkage and
staff-helper relationship formalization and to contribute slightly to
the assocation between relationship formalization and the program
structure and work climate. Cases indicate that there are factors
contributing to the low associations between level of perceived
relevance and the staff-hslper relationship formalization, including
programs designed to create new relationships rather than to work
with existing ones. Also affecting this pattern was the tendency of
same agencies to develop programs as spin-offs designed to assist
cammmity helpers to get a program underway and then turn it back to

them.

Perceived Riskiness

Bypothesis 6. When organization members perceive the
partnership program to be risky (for their clients whose
needs are high, and for themselves, because the practices
required by the program are different/incampatible with
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existing agency practice), this will be associated with

high formalization of the staff-helper relationship and,

when controlled for, will reduce the strength of associa-

tion between agency or program unit structure, work

climate, and envirommental linkage.

Underlying this hypothesis is the assumption that when a social
service program involves a perceived risk (in that it requires
major changes in the way services are delivered or in that it is
directed to a population with very high levels of need and stigma
who can't, therefore, afford to lose service) this element of riskiness
may offset the positive effect of work climate and increase the
emphasis on structure and standardization in the staff-helper relation-
ship.

Perceived riskiness was constructed by cambining the measures of
client need or stigma and of the difference of the program fram its
agency context. The two measures were added together to cbtain a
single score, the higher the score, the higher the perceived riskiness
of the program innovation which is predicted to be associated with
higher relationship formalization.

To test this hypothesis, two steps were followed. First, zero
order correlations were calculated between the measure of perceived
riskiness and its component subscales with staff-helper relationship
formalization. Second, partial correlations were calculated between
the major predictor variables and relationship formalization while
controlling for perceived riskiness.

Examining the zero order correlations, it can be seen that the
two subscales are not both positively correlated with high staff-

helper relationship formalization. Client need or stigma is positively
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(though not significantly) correlated with formalized relationships.
The level of difference between program and agency, however, is
associated, though weakly, with informal relationships. As a result,
there is no association at all between the constructed scale of
perceived riskiness and the formalization of staff-helper relation-
ships as the two camponent scales cancel out the effects of each
other (see Tables VIII and IX).

The influence of the perceived riskiness of the program innova-
tion on the association between measures of structure, work climate
or enviromnmental linkage and the staff-helper relationship was tested
using partial correlation procedures (See Table IX). The first
order correlations were camputed between the predictor variables and
the relationship formalization while controlling for perceived riski-
ness. Because this perceived riskiness scale was very low in
reliability, the same procedure was repeated using the client need
subscale as a control variable (in lieu of the constructed scale).
This subscale serves as a praxy for the perceived riskiness of the
program for all the cases, whereas the difference/campatability
scale applies only to programs located within a larger agency context.

The effect of perceived riskiness was not supported. The
strength of the associations between predictor and outcave measures
was neither strengthened or weakened significantly by controlling for
perceived riskiness. However, controlling for client need does have
a slight effect on several of the correlations. The strength of
association between relationship formalization and overall structure,

agency structure, program service integration and externmal funding
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autonamy increases slightly while the association between relationship
formalization and program structure, work climate, and general
enviromment decreases slightly. This suggests that the perceived
riskiness is not directly related either to the predictor variables
or the relationship formalization. When the magnitude of the correla-
tion increases, this suggests that riskiness (or its proxy, client
need) is operating independently of the predictor variable (overall
structure, agency structure) to cause variations in the lewvel of
formalization of the staff-helper relationship. When the magnitude
decreases as with program structure, work climate, and external
funding autonomy, it suggests that perceived riskiness may spuriously
increase the relationship between these predictor variables and the
formalization of the relationship; controlling this effect then weakens
the association.

Both hypotheses (4 and 5) camprise two sets of findings. First,
the scales proved to be unreliable or unstable in their internal
consistency. The subscales camprising each of the dimensions of
perceived relevance (agency camitment and emergence) and of perceived
riskiness {client need and program difference/campatability) were not
associated with each other in the predicted manner. Thus, low agency
camitment was positively, though weakly, related with staff involve-
ment in idea development (i.e., emergence). And the difference subscale
was negatively, though weakly, correlated with high client need. Rather
than tapping a single, underlying dimension, then, each of the construc-
ted scales proved to be tapping divergent dimensions, leading to their

low levels of reliability. Despite this they were used for further
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analysis because of their conceptual validity. When the effects of
these measures were controlled and the resulting first order correla-
tions between the major predictor scales and the overall relationship
formalization scale were examined, no association changed significantly,
although there vas evidence of minor influences of the perception of
the program innovation on the other predictor and ocutcame variables.

It is not clear fram the data whether the limited effects reflect the
actual limited influence of program inncvation or whether they are

due to the instability of the constructed scales.

Stage of Progam Implementation

Hypothesis 7. The further along the program has progressed

in implementing the partnership program, the more highly

formalized the staff-helper relationship will be.

Underlying this hypothesis is the assumption that while early
stages in the implementation of an innovation may require an informal
staff-helper relationship structure, time and experience may lead
to more routinized and standardized relationships and activites. The
longer the time since a program was initiated, then, the more highly
formalized the staff-helper relationship is predicted to be.

The stage of program implementation was a subscale reflecting
both age and stability of the program at the time of the site visit.
To test this hypothesis, Pearson correlations were camputed between
scales of stage of program implementation and overall staff-helper
relationship farmalization. Though the resulting correlation is
positive, it is not significant. Thus, the level of formalization of

the staff-helper relationship cannot be predicted solely on the basis

of the stage of program implementation.
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Sumary Regarding Effects of Program Innovation. Overall, the

data have not revealed a significant mediating influence of program
inmovation dimensions on the staff-helper relationship or on the
pattern of association betveen the staff-helper relationship and
the major predictor variables. Thus, the organizational context has
a greater influence on the staff-helper relationship than do the
perceptions of the relevance or riskiness of the program or the

actual stage in the implementation of the program.

EXPLORATORY PROCEDURES

Due to the exploratory nature of this research, several
procedures were used to explore more fully the nature of the relation-
ships between organizational attributes, innovational attributes,
and the staff-helper relationship. These procedures are by natwre
more exploratory, and less constrained by theory and/or measurement
limitations and must be viewed cautiocusly only as suggestions
regarding the interrelationships amcng organizational and inncvational
attributes.

The purpose of these exploratory procedures was to increase
the understanding of the interrelationships among the three major types
of variables, i.e., the predictor, mediating, and outcame variables and,
particularly, the degree of association among subscales of different
major concepts or scales.

This led to a closer examination of the patterns of association
among the subscales to determine whether, for example, there were

significant correlations between program formalization and leadership
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style or between external funding autonamy and agency commitment. The
intercorrelation matrix of all the subscales is presented in Table X,
It also led to the use of stepwise regression procedures to
determine more accurately the relative contribution of different
elements of the model to the level of formalization of the staff-helper
relationship. This process encampassed two broad steps. In the first
steps, the best cambination of elements within each larger concept or
category (e.q., program structure) were identified through regression
procedure. In the second step, four of the best elements taken fram
across major concepts (e.g., one subscale as a proxy for work climate,
another for envirommental linkage, and so on) were entered into a
carbined multiple regression equation. This process was followed,
rather than entering all the variables at the subscale level into a
single stepwise regression procedure, because the small sample size

makes the use of more than four or five variables totally unreliable.

Intercorrelations Among Variables Across Scales

As previously noted, the model suggests three major categories cf
organizational attributes: structure, work climate, and envirormental
linkage. Each of these major attributes is comprised of several
elements, each of which is measured by a different subscale. There
are seven structure subscales, two work climate subscales, five environ-
mental linkage suhscales. In addition, there are five program
innovation subscales and five relationship formalization subscales.

Among the seven structure subscales, there are twenty-one possible

correlations; only eight actually achieve a significant level (p<.05,
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or greater). The two work climate subscales are highly intercorrelated
(p.001). The five envircmmental linkage subscales have only two
significant intercorrelations. The five imnovation subscales have
three significant correlations, although same items are negatively
related to each other. The five relationship formalization subscales
are highly intercorrelated (see Table X

There is much intercorrelation across sets of subscales. For
example, agency structure subscales tap same of the same urderlying
dimensions and sources of variance as the work climate subscales.

It is interesting to note same of these intercorrelations in
samewhat more detail. For example, program formalization is correlated
with 11 of the other subscales; it is most highly correlated (inversely)
with leadership style and with stage of program implementation.
Programs that are highly formalized are further along in the process
of implementation and tend to have directive styles of leadership.
Thus, even though stage of implementation is not associated with
relationship formalization, it is associated with the level of
internal formalization. Programs that are low in camplexity are
likely to have external funding autonamy which, in turn, is correlated

with supportive leadership and peer support.

Multiple Regressions with Predictor Categories

The next step in the exploration of relationships among variables
and across sets of variables involved the use of multiple regression
procedures, This approach enables us to determine which variables

were the best predictors, in the sense of accounting for different
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TABRLE X
SIGNIFICANT INTERCORRELATIONS AMRNG SUBSCALES
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sources of variance in the level of relationship formalization. To
this point the only information available was the degree of association
between single variables and the staff-helper relationship formaliza-
tion, or between other pairs of variables. In this exploratory analysis
two steps were followed, in order to avoid the statistical problems of
entering all the predictor variables into a single multiple regression
equation with this small sample size.

In the first step the variables camprising each major category or
attrilute of organizations (agency structure, program structure, work
climate, and envirormental linkage) were entered into four separate
multiple regression procedures with the overall measure of staff-
helper relationships formalization as the dependent variable. A
fifth procedure using the variables camprising program innovation
was also caonducted, even though this set of factors were initially
proposed to be mediating or intervening variables. Table XI presents
the results of these five procedures. Multiple regression procedures
facilitate the identification of the most powerful predictors fram
each category, and of those variables or correlations that are
essentially spurious, in that they simply account for the same variance
as another more powerful predictor variable. Maltiple regression
procedures, thus, permit the researcher to "assess unique variance’
of several variables at one time (Cohen & Cohen, 1975).

In the second step the most powerful predictors fram each of the
categories or attributes of organizations (program structure, work
climate, and so on) were entered into a single multiple regression

equation, to assess the best predictors of the staff-helper relationship.
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TABLE X1

MULTIPLE REGRESSIONS WITH SEPARATE PREDICTOR CATEGORIES AND
STAFF-HELPER RELATIONSHIP FORMALIZATION

. Multiple 5 Standard Degrees of
Major Categary Predictor Subscales R R B HETA fError of B F Freedam
Agency Structured Agency Camplexity .34 12 -4l -.40 .20 4.0% (3,23
Agency Formalization .47 .22 .34 .38 .19 3.1+
Agency Size .48 .23 -.07 -1 .14 0.2

Total Variance Accounted For: 23%, F statistic of equation on 3rd step: 2.3

Progran Structured Program Formalization .60 .36 .64 .75 .13 24.4%*%  (4,22)
Program Carplexity 7 .50 .22 -.26 .12 3.3*
Program Size .75 .57 =.27 -.40 .12 5.4%%
work Group Identity .78 .60 .16 .21 .12 1.9

Total Variance Accounted For: 60%; F statistic of equation on 4th step: 8.3%**

Work Climate® Supportive Leadership .45 21 -.39 -.43 .26 2.2 (2,23)
Peer Support .45 .21 -.00 -.03 .24 .01
Total Variance Accounted for: 218; F statistic of equation on 2nd step: 3.0

Note: If only one variable is entered, Leadership, the F statistic is 6.2*, which indicates
the high multi-collinearity of these two variables.

Environmental Linkage? General Envirorment .24 .06 .14 .23 .12 1.5 (3,26)
External Furding
Autonamy .29 .08 A7 .20 .17 1.0

Program Service
Integration 31 10 =11 -012 .19 0.3

Total Variance Accounted for: 10%; F statistic of equation on 3rd step: .92

Program Inncvation® Client Need .28 .08 .26 .36 .14 3.3* (4,22)
Difference/Compatibility .37 .13 =31 -.38 .18 3.1*
Agency Camitment .44 .19 .19 .22 .20 1.0
Stage of Implemcntation .46 21 .12 .4 .19 .4

Total Variance Accaunted for: 218; F statistic of equation on 4th step: 1.5

Note: a) N=30; b) N=27; c) N=26

*p<.05
**p .01
*¥ep <. 001
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Agency Structure

Three agency structure subscales were entered into a stepwise
regression equation with relationship formalization as dependent
variable. Agency camplexity was the variable most highly associated
with relationship formalization, entering on the first step and
accounting for 12 percent of the variance. Agency formalization
enters the equation on the second step and accounts for an additional
10 percent of the variance. Both of these individual variables are
significant at the p .05 level. However, agency size, which enters
on the third step, adds only 1 percent to the total equation and is
not significant in effect. This is understandable given the high
level of intercorrelation between agency size and the other two
variables as seen fram the intercorrelation matrix. These agency
structure variables account for 23 percent of the variance in the
relationship formalization; however, these results are not statisti-
cally significant. Thus, although both individual variables make
statistically significant unique contributions to the overall explana-
tory power of agency structure, the overall results indicate that
agency structure is not a good predictor of the level of formalization
of the staff-helper relationship. It leaves 77 percent of the

variance in the formalization unexplained.

Program Structure

Four program structure subscales were entered into a stepwise
regression equation with the staff-helper relationship formalization

as the dependent variable (Table XI). The program formalization scale
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entered on the first step, contributing 36 percent of the variance in
the relationship formalization scale, Program camplexity, which enters
on the second step accounts for an additional 14 percent of the vari-
ance, and program size, entering on the third step contributes another
7 percent to the explanatory power of the program structure. Each of
these variables is contributing significantly to the overall explanatory
power of program structure. However, work group identity, which enters
on the fourth step, adds only 3 percent to the overall variance and is
not significant in its contribution. In fact, introducing work group
identity pulled out same of the same variance as program camplexity and
reduced its level of significant unique variance. The overall equation
using the four subscales of program structure as predictor variables
accounts for 60 percent of the variance in the formalization of the
staff-helper relationship and is significant in its explanatory power.
Program structure, again, is revealed to be a very significant factor
in determining the degree of formalization that was found in relation-

ships between agency staff and informal helpers.,

Work Climate

The two work climate subscales, leadership and peer support, were
entered into the third regression equation. The first variable to
enter the equation was leadership, which accounted for 21 percent of
the variance in the formalization of the staff-helper relationship.
However, peer support, entering on the second step, added ncthing to
the explanatory power of the equation and, in effect, reduced the

significance of the total equation. These two subscales are highly
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intercorrelated (r=.77) so that this result reflects their high multi-
collinearity. They are both basically explaining the same variance

in the staff-helper relationship formalization rather than contributing
unique variance. If only one variable is entered, the explanatory
power of work climate is greater than when both variables are entered.
Although leadership is the first cf the two variables to enter the
equation, in later analysis, peer support will be used because it is
essentially explaining the same variance and because it does not

unnecessarily restrict the number of cases that are entered into the

equation.

Program Envirommental Linkage

Only three of the environmental linkage subscales were entered
into the regression equation with relationship formalization. These
were the subscales that in cambination camprised the program environ-
mental linkage scale., The general environment scale entered on the
first step, accounting for 6 percent of the variance. In the next
two steps, external funding autonomy entered, followed by program
service integration. None of these individual factors contributed in
a statistically significant way to the explanation of the variance in
the level of formalization of the staff-helper relationship. And the
total equation combining the three subscales explained only 10 percent
of the variance, which was not statistically significant. Again, the
data reveal that the program envirommental linkage dimension does little
to explain the differences in levels of formalization of the staff-

helper relationship.
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Multiple Regression with Program Imnovation as Predictors

Although the program innovation variables were not predicted
to function as predictors of relationship formalization, one step
in the exploratory process was to determine just how useful this
set of perceptions regarding the innovation were in explaining the
formalization of the staff-helper relationship. The five program
innovation subscales were entered into a multiple regression equation.
Client need/stigma entered on the first step, accounting for 8 percent
of the variance. Difference/campatibility entered on the secord step,
adding ancther 5 percent. Both of these variables offered a signifi-
cant unique camponent of variance. 2dding the other three variables:
agency camitment, stage of program implementation, and emergence
added nothing further of significance to the explanatory power of the
equation. Overall the explanatory power of this egquation was not
significant, and the five variables accounted for only 21 percent of
the variance in the dependent variable, the formalization of the staff-

helper relationnship.

Multiple Regression Using Combination of Organizational Attributes

The primary purpose of this exploratory section was to determine
the relative influence of the different organizaticnal attributes on
the staff-helper relationship. The advantage of the multiple correla-
tion analysis is that it permits one to assess the influence of several
irlependent variables sirultanecuslv and to identify those which are
contributing to the explanation of the variance of the dependent

variable or which are most useful in predicting the level of
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formalization of the staff-helper relationship. In this last step,
those variables which were found to be the best predictors in the
prior regression equations were selected as proxies for the major
organizational attributes and entered sirmltanecusly into a multiple
regression equation. Organizational structure was measured here with
two variables, program formalization and program complexity, due to
their high levels of unique variance. Work climate was measured
using peer support as the proxy. Peer support was used in lieu of
leadership style becuase the two were found to account for essentially
the same variance and peer support had no missing data cases. Program
envircmmental linkage was measured using the variable which entered on
the first step in that equation, general enviromment (see Table XII).

The resulting stepwise regression equation accounted for 55
percent of the variance in the dependent variable, more than any one
single-factor regression except program structure. Program formaliza-
tion entered on the first step, accounting for 36 percent of the
variance, program camplexity on the second step, accounting for
anocther 14 percent of the variance, peer support entered on the third
step adding another 4 percent, and general enviromment adds only 1 per-
cent unique variance to the equation's explanatory power. While the
amount of unicue variance provided by both the structural measures is
significant (p {.001), neither of the other two organizational dimen-
sions adds significantly to the explanatory power of the equation.
vhile this is not suprising in regard to the envirommental linkage
dimension, it is scmewhat unexpected that work climate adds nothing

to the equation. In crder to understand this, the intercorrelations
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MULTTPLE REGRESSION WITH COMBINED ORGANIZATIONAL ATTRIBUTE
AND STAFF-HELPER RELATTONSHIP FORMALIZATION
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Subscale(s)
Major Used as Multiple 2 Standard
Attribute Step Proxy R R® B Beta _Frror E DF
Qrganizaticonal 1 Program Form-
Structure alization .60 .36 .38 .44 .14 7.5%**  (4,25)
2 Program Com-
plexity .71 .50 -.36 -.43 .12 9. 4k%x
Wark Climate 3 Peer Support .74 .54 -.21 -.26 .13 2.6
Envirormental
Linkage 4 General Envi-
ronment .74 .55 .05 .08 .08 0.3
Total Variance Accounted for: 55%; F statistic of equation on fourth step: 7,7*%**

Note: N=30

a) Peer Support is used as a proxy for Wark Climate for two reasons,

It is highly inter=~

correlated with leadership style and has the added advantage of having no case data/missing

data.
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between the work climate subscales and the program structure subscales
were re-examined. There are high intercorrelations between these
scales which suggest that, indeed, the possibility of some malti-~
collinearity between peer support and program formalization. Thus,
the added unique variance of peer support is low because it shared in

the variance explained by program formalization.

Multiple Regression with Program Strategies

There is one final step that was taken to explore the inter-
relationships among the variables potentially influencing the structure
of the staff-helper relationship. Up to this point, the dimensions
that have been used as predictor variables have all been properties of
the arganization or properties of the innovation in its agency context.

The decision was made to explore whether another aspect of the
innovation, the primary program strategy or approach used, vas an
effective predictor of the staff-helper relationship. The choice of
program approach or approaches was a decision reached by agency staff
prior to actual implementation of the program. It may thus be
expected to have an influence on the relationship structure. The
possibility of an interaction between program structure and the
selected program approaches on the staff-helper relationship seems
possible, although the causality of this model cannot be proved.

These five different approaches (a typology developed by the
Natural Helping Networks Project) may vary in the formalization of the
staff-helper relationship with which they are associated. The five

approaches were entered into a single regression equation with the
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staff-helper relationship as the dependent variable (Table XII).
Volunteer linking enters on the first step, accounting for 25 percent
of the variance. The beta weights indicate that volunteer linking is
positively associated with high formalization of the staff-helper
relationship (p<.0l1). On the secand step, cammnity empowerment
enters the equation, adding 7 percent to the variance explained.

The other three variables, neighborhood helper, mutual aid, and
personal network, together add only 7 percent to the variance.. Both
camunity empowerment and neighborhood helper approaches are negatively
correlated with formalization of the staff-helper relationship (see
Table XIV). 2Altogether the subscales camhined explain 36 percent of
the variance in tre staff-helper relationship.

This brief exploration into the associations between program
approaches and the staff-helper relationship reveals that same strate-
gies such as volunteer-linking are more frequently associated with
formalized staff-helper relationships; others, suwch as camunity
empowerment and neighborhood helping are associated with informal
relations between staff and helpers. The overall explanatory power
of these program approaches is less than that of same of the organiza-
tional properties such as program structure but greater than that of
others such as agency structure or envirormental linkage.

In Table XV same of the basic differences between these program
approaches are presented. It can be seen that the voluntary-linking
approach relies most heavily on the creation of new relationships
between skilled helpers or volunteers and specific clients; it is

also the approach associated most directly with highly formalized
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TABLE XTII

MULTIPLE REGRESSION USING PROGRAM APPROACHES AS PREDICTORS
COF STAFF-HEIPER REIATIONSHIP FORMALIZATION

Maltiple Standard
Program Strategies R R B Beta _Error F DF
Volunteer Linking .48 .23 .37 .29 .24 2.3 (5,24)

Cammunity Empowerment .54 .29 -.50 -.30 .30 2.8%
Neighborhood Helper .57 .33 -.23 -.25 .17 1.8
Mutual Aid .60 .36 -.17 -.17 .17 1.0

Personal Network .60 .36 .02 .02 .19 0.0

Total variance explained: 36%, F statistic, 5th step: 2.66*

a) Typology developed by Natural Helping Networks project. These are
not treated elsewhere as predictors but are used here to explore



TABLE XIV

CORRELATIONS AMONG PROGRAM APPROACHES AND
RETATIONSHIP FORMALIZATION

1 2 3 4 5 6
Relation-
Neighbor- Cammmity ship
Perscnal Volunteer Mutual  hood Empower- Formali-

Network Linking Aid Helper ment zation
1 Personal
Network 1.00 -.20 -.30 .20 .34*% -.18
2 Volunteer
Linking 1.00 -.08 0.43* -.24 LATE*
3 Mutual Aid 1.00 -.18 -.13 -.11
4 Neighborhood
Helper 1.00 .12 -.38%

5 Cammnity

Empowerment 1.00 -.36*

6 Relationship
Formalization 1.00



1ABLE XV

OVERVIEW OF PROGRAM APPROMCHES

Source of
Helper & Helpee Relationship
Approach Goal Actors Formalizatian Farmalization
Personal Network o consult with client's significant
others; support existing efforts
. Fxisting
o canvene network of providers aml o family members, friends, neigh- and Informal
family, friends and others to bors, service providers Created
resolve problems
o expand client's range of social ties
Volunteer Linking o provide lay therapists for counseling o citizen volunteers
0 establish companicnate relationships o people with skills, interests Created Formal
relevant to client's needs
o recruit and link volunteer advocates
to client 0 people with similar experiences
Mutual Aid Networks o establish peer support groups o local church associations
Created
o consult with existing groups amd o clients with gimilar problems and Moderately
support activities Existing Formal
o people with shared concerns
Neighborhood Helpers o cansult with neighbor to monitor o neighbors
problems Existing Moderately
o clerks, managers in local busi- amd Informal
o canvene neighbors to pramote local nesses Created
helping
o church leaders
Camunity BEmpcwerment o Establish local task forces for o opinion leaders in local
meeting camunity needs business, churches
Existing Moderately
o provide for camunity farums to have o members of local voluntary amd Formal
input into local policies associations Created

o neighborhood leaders

ovT
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staff-helper relationships in which staff control and bureaucratic
standardization are likely to occur. Cammnity empowerment, on the
other hand, essentially relies on the abilities, interests, and actions
of the camunity residents to help themselves. Together with the
neighborhood helper approach, it relies primarily on existing relation~
ships between helper and helpee for achievement of program goals.

The personal network and mutual aid approaches are more likely
to rely on the less formalized staff-helper relationship, but the
low correlations (Table XIV) suggest that both of these approaches

can vary in formalization of the staff-helper relationship.

Overall Sumary
Hypotheses Tests. The first section of this chapter presented

data to test the seven hypotheses. The results show that agency and
program size are not good predictors of formalization in the staff-
helper relationship. Other ways of measuring size were identified
which may be better predictors. The bureaucratization of the agency
and program levels differ in their relative influence an the staff-
helper relationship. They were found to consist of tvo dimensions
that were widely divergent in their association with the structure
of the staff-helper relationship. Program formalization was positively
associated with staff-helper formalization, program complexity nega-
tively associated with it. Other situational factors were associated
with different levels of program camplexity associated vith staff-

telper relationship formalizationm.
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Envirommental linkage was a weak scale with no significant
predictive effect, although case reviews suggested alternative
definitions which might strengthen the predictive capability of this
scale. Its camponents of funding autonamy, service integration, and
general environmental urbanization were not highly intercorrelated.

The perceived relevance was not a significant predictor of
formalization, although the pattern was in the predicted direction.
This dimension of the program imnovation was only slightly acting
as a suppressor of correlations or creator of spurious effects,
indicating that it dces not function as a significant mediating
factor in the formalization of the staff-helper relationship. Per-
ceived riskiness proved to be a scale with little reliability, due to
problems in its construction which cambined two elements, client
need and the difference or campatibilility of the program relative
to the agency. These two measures were not related in the predicted
manner. As a result, perceived riskiness had no significant associa-
tion with formalization and no significant mediating influence on the
formalization. When client need alone was used as a praxy for per-
ceived riskiness the effect was closer to what was predicted but
still not significant.

Stage of program implementation had no significant association
with formalization of the relationship although the direction of the

relationship was predicted.

Exploratory Findings, Statistical procedures (Pearson correla-~

tions and multiple regressions) were used to assess the degree of

interrelatedness of the scaled variables constructed in this research
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process and to determine which cambination of variables was most
effective in predicting the degree of formalization found in the
staff-helper relationship, Entered into this process also, as a
partial check on the conceptual model, were the five types of program
approaches developed in earlier explorations of the data. The
question raised by this last exploratory step was how well do these
approaches "explain" the formalization of the staff-helper relationship
campared to the conceptual model's predictor variables. Table XVI
sumarizes the results of the multiple regression analyses.

The results of these procedures suggest that program structure
is the single best major organizational dimension to be used in
predicting the amount of formalization in the staff-helper relationship.
The three major dimensions of program structure offer unique explana-
tory power to this conclusion. Cambining the two first program
structure dimensions with peer support and general enviromment reduces
the overall predictive power but still explains 55 percent of the

variance.

The third best predictor of formalization is the program approach
typology which, though not part of the conceptual model, offers an
alternative intervening step between program design and actual develop-
ment of staff-helper relationships.

The other organizational attributes (work climate, agency structue
and envircmmental linkage) and the innovation attributes each offer
same limited explanatory pover.

Work climate, in particular, has significant explanatory power

when only one variable is used to predict formalization, but the two
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SUMMBRY OF REGRESSIONS TO EXPIATN FORMALIZATION

OF STAFF-HELPER REIATTIONSHIPS
Predictor
Program Structure
Cambined Organizational Attributes
Program Approaches
Agency Structure
Work Climate
Innovation Factors

Fnvironmental Linkage

Variance Explained

57%
55%
36%
23%
21%
21%

10%
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variables essentially account for exactly the same variance, so they
add nothing to each other fram the statistical perspective. However,
leadership style and peer support are also highly negatively correlated
with program formalization. Thus, either could be used in lieu of
program formalization with essentially the inverse pattern of association

with formalization of the staff helper relationship.



CHAPTER V
DISCUSSION

This research has explored the ways in which differences in agen-
cy context are associated with differences in the partnership programs
that have been developed between social service agency staff and
camunity-based lay helpers. It has focused primarily on the effects
of the organizational properties on the structure of the relationship
between the paid staff and the informal helpers, and on the ability of
staff to adopt an informal relationship style.

Both statistical and case analyses have been used to answer the
questions and to explore the hypctheses regarding the patterns of
association between the major dimensions of the formal agency context
and level of formalization of relationships between the staff and the
helpers. In the same way the questions regarding the perceptions by
the program staff of the innovative potential of the programs were
examined, to determine the direct effects of this perception on the
formalization of the relationships, armd the indirect effects on the
actual structure, work climate, and envirommental linkages within the
program unit.

Maltiple-item scales were constructed to measure the organiza-
tional, innovational, and staff-helper relationship attributes. This
concluding chapter discusses the relevance of these findings to organi-

zational theory and research and to social service policy and practice.
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THEORETICAL IMPLICATIONS OF THE RESEARCH

This research presents support for a mmber of theories and con-
ceptual models foud in the literature on organizations and on innova-~
tions.

It confirms Hall's (1963) work, in which he notes that the
dimensions of bureaucracy are not necessarily positively intercorre-
lated, ard that they vary independently of each other in any given
organization. The reseach data confirm the independence of several of
the major structural dimensions usually associated with bureaucracy.
Thus, although the size, camplexity, and formalization measures were
all positively intercorrelated at both the agency level and the program
unit level, they differed dramatically in their pattern of association
with the formalization of the staff-helper relationship. Tﬁese
findings suggest that not only do structural dimensions vary among
organizations, but that these differences are associated with differ-
ences in the behavior of organizational members and relationships
among them. They also suggest that, at same point, increases in
organizational size and camplexity reduce the likelihood of uniformity
in level of formalization across the many units of such an organization.
Thus, in this study size and camplexity were not highly correlated with
the structure of the staff-helper relationships while reliance on
formalized procedures and standards within the program unit was
positively associated with reliance on formal procedures and standards
in working with helpers. Staff who felt they had to be accountable for
every mimite and act sought to make helpers also accountable for their

activities.
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The data in this study also lend empirical support to Litwak's
(1978a) contention that lmman service organizations seeking to work
with individuals or groups in the cammnity rmst develop linkages that
find a balance between the formal structure of the agency (bureaucratic
intensity) and the informal structure of the individual or group
(primary group intensity). He also suggests that organizations must
be designed with appropriate internal structuring to permit each pro-
gram unit to adopt a structure (or level of formalization, leadership
style, and work group norms) that are most suited for the types of
tasks it must accamplish (Litwak, 1961; 1978b). The intermal structure
and external linkages of the program unit should both be adapted to the
task structure, i.e., its predictability amd routineness. In his model
of the effectively functioning agency, then, he sees working with
cammnity groups to be a non-routine task, which requires internally
low levels of formalization as well as informal linkages between staff
ard the camunity.

Litwak's conceptual model is supported by the data in this study.
This research has shown that the structure of the relationship between
agency staff and informal helpers in the cammnity varies as the program
unit varies in farmalization. While this does not directly support
Litwak's emphasis on informal linkages or that proposed by the concep-
tual model for this research, it does illustrate that the structure of
the program unit is a key element in the way that staff relate to
informal helpers. A highly formalized program unit may be inappropriate
for the task of working with cammnity helpers in an informal manner,

as this model suggests. Formally structured units tend to develop more
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formalized approaches to working with informal helpers, such as the
volunteer-linking approach. Such approaches rely on creation of ties
between helper and "clients", which are then rore subject to agency
staff definition ard control. Programs that are successful in adopting
more informal staff-helper relationships are those that have fewer
standardized procedures and roles, and which rely, as a result, on the
ingenuity, initiative, and the professionalism of the staff, ard on the
existing social relations of the helpers.

These data support Litwak's theories in another way. They reveal
that luman service organizations need not be monolithic, monocratic
hureaucracies. They can adopt a structure which gives the members
assigned to certain tasks discretion in the way that they structure
their relationships and decision-making authority. The data also indi-
cate that program structure is often correlated with agency structure,
but that is not always true. Certain programs within larger organiza-
tions had managed to develop a supportive work climate cambined with
an informal relationship structure between program staff and informal
helpers. When this happened, however, tﬁat specific program unit was
generally freestanding, such that coordination with other, more formal-
ized program units in the agency was minimized.

There are contradictions in the organizational literature regard-
ing the definition of size and its relevance as an indicator of bureau-
cratization. The work of Blau and associates (Blau, 1973; Blau &
Schoenherr, 1971; Blau & Scott, 1962) suggests that size is a major
predictor of organizational bureaucratization, that is, that it is

highly correlated with camplexity and formalization. Other researchers
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have suggested that size is a multi-faceted concept that can be defined
in so many ways that its relationship to other structural dimensions can
only be determined in a specific context (Kimberley, 1976). In such a
situation different indicators need not be highly interchangeable, as
Hall (1977) suggests the conventional measures of size, number of paid
staff and total budgetary resources, can be. These data offer more
support to Kimberley's perspective than to the others. In the present
study, size of the agency ar the program were not good predictors of
the structure of the staff-helper relationships. Other factors than
size were found to be more useful in accounting for the level of
formalization within these programs. The case analyses also suggested
other ways of operaticnally defining size, such as the proporticnal
size of budgetary and staff resources relative to the size of the
area or client population to be served, which might lead to very
different predictions about the way that size and other structural
dimensions of the staff-helper relationship would be related. These
data add weight to the cautions of those who suggest that size not
be used as a proxy for overall bureaucratization.

The research also lends modest support to the work of the
human-relations schocl of theorists and researchers who posit that
leadership style and work group norms will be reflective of the type
of structure of the organization in which they occur. Highly
formalized organizations generally tend to have more directive, less
personal types of leaders and work group narms that contravene rather
than support the formal definitions of roles. These data showed that

a supportive work climate was more likely to occur in an organization



151
that was camplex in structure (often meaning decentralized in its
rule-making and decision-making) than in one which was more structurally
simple, relying on formal definitions of roles, rules, amd hierarchical
centralized authority. The data also underscored that leadership
style was a critical factor in most of the programs that had developed
informal relationships with the lay helpers. Leadership was closely
associated with supportive work group norms, and both of them related
to the structure of the program unit. Fiedler's (1965) contingency
theory of leadership, which suggests that the type of leadership that
is effective is contingent both on the task structure (the degree of
uncertainty of the tasks to be carried out) and on the position of the
leader in the hierarchy of the organization (the relative autonamy and
decision-making authority delegated to the leader), is supported by
these data. The programs in which the staff-helper relationships were
least formalized required a great deal of flexibility of staff and
prevented the routinization of staff roles and activities. It is in
just such programs that the highly supportive leadership style and
supportive work group norms were found. Similarly, these program
units, often within larger agencies, had often accorded the program
manager considerable authority and discretion to make decisions.

Although this research was not primarily methodological in focus,
the results suggest a continued need for work on measurement issues
within the field of organizational theory. The methads used in this
study prove that a multi-method model of data collection and analysis
can be an effective research strategy in this field. Cambining inter-

views with staff at several levels within the organization, surveys,
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observations of staff in the course of their work with helpers, and

document analysis as data collection techniques, and case studies,
content analyses, and statistical procedures to analyze these data has
been a productive and informative way of exploring organizational beha-
vior.

Multi-item scales, experimented with in this study, permit the
researcher to bridge the two more conventional methods used by organiza-
tional reserachers. 1In one approach, represented by the work of
Woodward (1970) ard Pugh (et al, 1968), the researcher relies heavily
on the viewpoints and descriptions of the organization of one or two
higher level members (such as an executive director or administrator).
In the other approach, represented by the work of Hall (1963) and
Hage & Aiken (1970), persons at many levels within the organization ere
asked to camplete standardized questionnaires. Fram this a single
description of the organization is drawn by weighting the responses
based on levels of authority and other such criteria (Miller, 1977).
The present research seems to offer an attractive alternative to each
of the other approaches. It offers a broader perspective of the organi-
zation than is seen from the executive level, and is a less camplicated
approach than the survey technique. Yet, it permits the synthesis of
of differences between perspectives and vocabularies among arganization
members to be done in a face~-to-face approach by the interviewer,
rather than relying on the construction of a gquestionnaire that assumes
that all organization members share the same language, interests, and
concerns.

This research raises one important concern for theory and research
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on innovational behavior in organizations. It suggests that more
attention needs to be directed to the step of operationally-cefining
the major concepts used in describing innovation and social change.
Considering innovation to be a process ard a step to be undertaken
within a specific organizational context (since what is new to one
organizaticn may resamble standard practice in another) seem to be
valid (Baldridge & Burnham, 1979), as does the notion that the process
can be divided into stages (zaltman et al, 1973). However, these
conceptual models are not integrated. Much of the empirical work
relies on bipolar typologies to characterize innovations (e.g., major
or minor) rather than on a continuum with levels of similarity or
difference, radicality of change, ease of adoption, and so on. This
research sought to develop such continuous measures of the perceived
relevance and riskiness and stage of development of the innovation, but
without great success. These results indicate that further work is
necessary to develop internally consistent measures of the innovative
potential of any program change within an organization, and to assess
its effects on the organization and its members.

In this same vein, it is desirable that research on innovations
have baseline data on the organizational structure and work climate
prior to the adoption of an innovation, so that the inferred causality
of models (suggesting a mediating or intervening role for the innova-

tion) can be more easily tested and interpreted.
IMPLICATIONS FOR SOCIAL SERVICE POLICY AND PRACTICE

Fram the standpoint of policymakers and practitioners in the
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field of human services, this research can provide certain tentative
answers to their questions regarding which organizations can effectively
undertake such programs and what is required of the organization and its
members if the program is to achieve its intended goals.

The data indicate that partnership program can ve developed in a
diversity of organizational contexts. Neither the size of the agency or
the urbanization of its locale are significant barriers to the develop~-
ment of informal relationships between agency staff and lay caregivers. .
Fram these data it also appears that such relationships can be developed
in contexts involving funding dependency and highly integrated service
systems.

Factors which are significant to the ability or inclination of
staff to develop ard maintain informal relationships with the lay
helpers include: a program unit in which there is minimal standardiza-
tion of roles, rules, procedures, and so on; a program manager wiho is
capable of exercising supportive and democratic leadership and engaging
the program staff in mutually supportive relationships; and an under-
standing or belief in the value of informal helping. Sametimes an
individual staff member may be assigned to work with informal helpers.
In this event the availability of peer group support, in the form of
another member of the agency with whom he/she can discuss ideas arnd
problems, may be critical to the ability of that staff member to remain
camitted to the informal type of relationships and to the agency's
goals in working with informal helpers.

Similarly, a program manager must have adequate authority and

status within the arganization, and administrative sanction at a high
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enough level, to set up procedures and roles that differ from standard
agency practice. Staff members must be permitted to give their rela-
tionships with informal helpers adequate time for trust and acceptance
to develop ard for the helpers to accpet them in the the role they
seek to play. Every step taken to develop the relationships can be
evaluated for its level of formalization and the potential consequences
that will have for the type of helpers identified and the eventual
degree of fcrmalization that will ensue. Thus, advertising for natural
helpers may lead to the identification of very different types of
informal helping skills and activities than will asking residents of
a neighborhood or clients who they turn to for help in specific types
of situations.

Agencies which are highly hureaucratized may find that the idea
of working with informal helpers in order to improve the accessibility
or acceptability of services is very attractive. However, upon closer
consideration they may determine that creation of a freestanding unit
is not feasible, that none of their staff have the requisite skills or
interest to manage such a program, or that funding and similar pressures
require high levels of accuntability (cost-reporting systems) that are
not easily adapted to this type of program. Does this mean that such
agencies are precluded from working with informal helpers? The research
data indicate that certain approaches for working with informal helpers
are amenable to use by formalized agencies ar program units. They
include the volunteer-linking approach, in which persons are recruited
for their skills (much as a professional would be) and are matched to

a needy client or group of clients with wham that skill can be well



156
~used. A second approach that has been successfully implemented within
rmore formalized program units is the mutual aid approach, in which the
role of the staff person(s) is to lkring together persons with a cammon
cancern or problems and to act as a group facilitator as these persons
share their problems and solutions to them. Often a staff member who
has the requisite professional skills in group leadership and yet
shares the same problem or concern is an effective catalyst fo matual
aid groups.

This research did not deal with issues of cost analysis. However,
program in the study often had developed rudimentary evaluation tech-
niques. Same of their greatest costs arose fram : staff time to
identify and recruit helpers and to coordinate their activities,
changes in administrative procedures to support the staff activities,
finding locations outside the agency context in which to meet with
helpers, dealing with concerns of staff or board members about issues
of liability and responsibility, deciding who was actually responsible
for the care that helpers provided. The consequences of the work with
informal helpers had also been described by some of the programs. They
included: ircreases in local control over services, increases in the
number of clients who remained in the cammnity rather than in institu-
tions, the greater efficiency in the use of funding resources because
of the addition of helpers' activities to those of professional staff.
These and other issues involving the costs and benefits of working with
informal helpers are discussed in more detail elsewhere (Froland, Chap-
man, Pancoast, & Kimboko, 1981: 85-108). Here it is fair to say that

those agencies which need to exercise care in monitoring their costs
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and effectiveness can find ways to do so with partnership programs.

NEEDS FOR FURTHER RESEARCH

A major limitation of this research is the small sample size.

One area for further research would be to replicate the study with a
larger sample, or with a more controlled sample serving only one type
of client. In this latter event it would also be desirable to match
agencies or programs with partnership programs to agencies or programs
without them to determine how they differ on the many organizatiocnal
attributes. Until such replication occurs the results of this study
mast be accepted with caution.

Another limitation of this research is its attention only on the
organizational context in which agency staff must function, to analyze
the barriers to an informally structured relationship between the staff
and informal helpers. Of equal importance and interest are the proper-
ties of the informal helpers and the informal helping systems within
which they function, and the potential barriers this context presents.
It would be useful to develop a similar profile of the helping systems
linked to the formal service system through partnership programs, if
this study were to be replicated. In this event the structure of the
informal helping system prior to and after the linkage to the agency
should be described, as well as the nature and frequency of helping
exchanges that occured before amd after, and the acceptability of the
help to its recipients before and after the linkage to the agency.

It would also be useful to know how the program innovation was perceived
by the helpers: its relevance to their daily lives, its riskiness for

their other personal relationships, and so on, since it is not clear
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whether this type of linkage is valued by the informal system or
whether same within the informal system would prefer that the formal
and informal systems would continue to operate indeperdently.

This research raises the issue of whether, by working with
informal helpers in the marmer suggested by the normative model,
there is a reduction in the scope of the services offered by an agency
to its target population. Such reductions could occur in the actual
geographic extent of the area sexrved (i.e., reductions in the scope of
the service area) or in the numbers of persons served, or in the types
of clients served. The normative model proposes an effective way of
serving populations who do not make much use of formal services, or
who do not know how to use those services apprcpriately. 1hat effect
does it have on populations who do use formal services? Does it alter
the way they are served or their access to services? This is another
issue for further research.

This research has not given explicit attention to the differences
in professional bacgrounds and role models among the staff fram differ-
ent programs in this sample, although they are known to range widely
from community-based paraprofessionals to highly trained clinical
psychologists. Yet one of the areas of agency procedure most likely to
be standardized early in the history of an organization is the type of
credentials required of staff, either for hiring or for pramotion. It
would add to the explanatory power of this type of research if future
studies also sought to determine how closely associated levels of pro-
fessional training or how specific professional models are associated

with formalization of the relationships between agency staff amd
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informal helpers. One of the further issues for consideration is the
relative emphasis of a given profession on a hierarchical relationship
between professional and client or a collaborative relationship.

The present research was expioratory both in terms of the ques-
tions asked and in the methods used to analyze the data. It would be
desirable to have further methodological development in regard to the
reliability and validity of the ratings used to measure the various
properties of the agencies, programs, and relationships for this study.
A logical next step would be to have more than one observer or rater to
canplete the content analyses, thereby permitting the calculation of the
inter-rater reliabilities of the rating system amxd the scales. The
content or face validity of the ratings could also bhe enhanced by
having the agency staff members rate their own agency, program unit, and
staff-helper relationships. It is possible that such cross-validation
ard reliability checks would strenthen the conclusions of this

exploratory research, or alter the conclusions that could be drawn.

SUMMARY

It is apparent fram recent tremds in social service funding and
fram critiques of the social service system, that social service agen-
cies are being confronted with the need to reassess their delivery
systems and their reliance on highly-trained professionals to deliver
those services. However, in the face of the continued needs of their
client populations, these agencies are not likely to consent to totally
abandon their camnitment to serve those populations. Rather they will

seek acceptable alternative modes of service delivery that permit them
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serve their clients at a reduced cost. The partnership program is one
such alternative model of service delivery that offers at least a
partial solution to policymakers and practitioners alike in their
efforts to serve populations in the face of stable or declining
resources.

In deciding to adopt such a program it is important that those
involved (planners, administrators, and other professional staff)
evaluate both the strengths and the dravbacks of such programs for
their specific purposes, and recognize those aspects of their own
agency context that may either facilitate or impede the successful
implenentation of such a program. Since the long-range purpose of
such program is to aid, support, and foster informal helping behaviors
that prevent the need for more costly formal services, and to pramote
self-reliance and mutual aid among cammnity residents or clients,
then the agency staff must inevitably seek to maintain the integrity of
the informal relationships of those they work with. Staff must deter-
mine whether this integrity would be possible within their particular
agency context.

This research demonstrates that agency context is a valid focus
for concern in regard to partnership programs in at least two ways.

If an agency relies heavily on formal procedures and standards, and
enforces equally across all its program units, the partnership program
unit will develop formalized relationships, in contrast to the norma-
tive model calling for informal relationships between agency staff and
helpers. Highly formalized agencies and programs units tend to have

highly formalized staff-helper linkages, which emphasize staff control



and on staff definition of helper roles and helping activities.
Partnership program also require an open, democratic, supportive leader-
ship style that encourages the open exchange of ideas and advice among
the program staff. Program units with such a work climate are likely
to survive in a highly formalized agency only if they are freestanding,
or are loosely couped to other, more-routinized units in the agency.

Even highly formalized agencies or those with strong legal
obligations to provide services to a particularly needy population or
in a time of crisis may find that there are feasible alternative
approaches to articulating their professional services with the informal
helping resources in their cammunities. 2Among the approaches there are
same that capitalize on the values of informal helping while permitting
higher levels of staff control and accountability.

Underlying all these efforts to work with the informal, private
sector lies a respect for the value of both formal and informal care.
This is coupled with a recognition by both the professional and the
lay caregiver that ocne can never replace the other, and that both are
essential elements in a humane world seeking to provide all its members
with avenues to effectively meet their basic physical and emotional

needs and to pramote their health and well-being.
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Announcing a New Research Project:
NATURAL HELPING NETWORKS AND SERVICE DELIVERY

Investigators at the Regional Research Institute for Human
Services at Portland State University have received a grant fram the
Office of Human Develomment Services to study natural helping networks
and the effects of private and public agency efforts to strengthen and
utilize them. The research team is presently attempting to identify
agencies across the nation which are working with natural helpers.

Natural helping networks occur informally within nearly all
camunities and involve mutual exchange of support, advice, and other
forms of assistance among families, friends, and neighbors. Several
mothers sharing child care, friendship, and information form a helping
network. Family and neighbors who provide assistance to an elderly
person who might not otherwise be able to live alone is another example.
These informal systems of help may be of significant benefit to families
with young children, teenagers, the disabled, the elderly, and a wide
range of other "at risk" target populations.

Many public and private agencies have begun to look for ways to
identify and work with these systems of mutual and informal helping
within the communities they serve. For example, a number of agencies
have developed informal consultative relationships between their staffs
and key individuals in a neighborhood to wham many turn for help or
advice with everyday problems. Often these so-called "natural helpers"
work independently of the agency but may regularly seek advice from
agency staff about the individuals in their networks. Other types of

relationships having varying degrees of formality may be formed between
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agency staff and natural helpers that focus on cammunity outreach,
information and referral, training or different types of preventive
activities. There are likely to be a good number of alternative
approaches to working with natural helping networks that are being
developed spontanecusly by human service agency staffs throughout
the country.

Over the course of the two-year study, research staff will be
identifying agencies in a wide number of fields who have developed
programs to work with natural helping networks arnd natural helpers.
The study will be concerned with describing the chiaracteristics of
networks that are involved, the types of problems of the populations
that are being assisted and the range of strategies that agency staff
have developed to work with such networks. The study hopes to
identify particularly useful models of practice amd to suggest policy
guidelines and implementation procedures for agencies who are inter-
ested in developing such programs.

The research staff are currently preparing a listing of projects
across the nation and would like to hear fram any agencies who are
engaged in activities of this type or fram those who may know about
such programs in their commnities.

Please contact:
Cl:larles Froland or
Diane Pancoast
Regional Rgsea.rch Institute far
Human Services
Portland State University
P. O. Box 751
Portland, Oregon 97207

(503) 229-4040
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SAMPLE LETTER #1

We are currently conducting a research project to examine the
efforts of public and private human service agencies to strengthen
or utilize natural helping networks in formal services and have been
referred to your agency in this connection. At present, we are
trying to identify a variety of projects across the nation who may
be engaged in activities of this type.

As this is a rather innovative and developing area within the
fiald, there is no common definition of terms and a wide variety of
words may be used to describe what we are interested in studying; lay
helpers, gatekeepers, indigenous workers, informal support systens,
natural helping networks are perhaps some of the terms. Our particular
interest is centered around how formal services may link up with
naturally occurring helping networks in their communities. This type
of resource is largely an informal and unstructured set of ralationships
among people that occurs to engage in mutual support, advice and other
forms of assistance. Several mothers who share day care, friendship,
and information is a common example. Family and neighbors who provide
asgsistance to an elderly person who might not otherwise be able to live
alone is another. These informal systems of help occur in a wide
variety of ways and may be of significant benefit to families with
young children, youth peer groups, the disabled, the elderly, and a
wide range of other potential "at risk" target populations.

We are becoming aware of many public and private agencies that
have begun to look for ways to identify and work with these systems of
mutual and informal helping within the communities they serve. For
example, a number of agencies have developed informal consultative
relationships between their staffs and key individuals in a neighborhood
to whom many turn for help or advice with evaryday problems. Often
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these so-called "natural helpers” work independently of the agency

but may regularly seek advice from agency staff about the individuals
they're attempting to help. The variety of ways these "links" may be
developed is potentially as diverse as the range of helping networks
that may occur or the particular types of services, problems or target
populations an agency is concerned with.

If your agency has developed a project or program that adopts this
kind of strategy, we would like to hear from you. Fecr this purpose,
we have enclosed a short project information sheet to help us get a
better idea of what you may be doing.

Over the course of our study, we will be concerned with describing
the characteristics of networks that are involved, the types of problems
of the populations that are being assisted and the various range of
strategies that agency staff have developed to work with such networks.
We hope to identify particularly useful models of practice and to suggest
policy guidelines and implementation procedures for agencies who are
interested in developing such programs.

Should you have any questions, or know of any projects that may be
working in this area, please let us know. Thank you for your interest.

Sincerely,

Nancy J. Chapman
Co-Principal Investigator
Natural Helping Networks Project

NJC/vlm
Enc.



SAMPLE LETTER # 2

We are currently conducting a research project to examine the
efforts of public and private human service agencies to strengthen or
utilize natural helping networks in formal services. More particularly
we are looking for a number of projects or programs serving the develop~
mentally disabled that are engaged in activities of this type. We have
been referred to you and your agency in this regard.

A brief announcement is enclosed which more fully describes the
goals and purposes of our project. If your agency has developed a
oroject or program that adopts this kind of strategy we would like to
hear from you. We have enclosed a brief project information sheet to
help us get a better idea of what you are doing. We would also be
appreciative of any more detailed written materials that you have
available.

Over the course of our study we will be concerned with describing
the characteristics of the networks involved, the types of problems of
the target population(s), the range of strategies that agency s:zaff have
developed to work with such retworks. We hope to identify useful models

of practice and to suggest policy guidelines and implementation procedures

for agencies interested in developing such programs.

We look forward to hearing from you about your own and any other
such projects that you may know of. We would be happy to answer any
questions you may have. Thank you for your interest and assist:ince.

Sincerely, <« -

fne R
/ o Lo % \)
v>/_/,//é;z//47 C
réxua' Kimboke
Risearch Assistant
Natural Helping Networks Project
PK/vlm
Enc.
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NATURAL HELPINGC NETWORKS AND SERVICE DELIVERY PROJECT:

PROJECT INFORMATION

Name of contact person

Agency nane

Address

Phone number

Please briefly describe the ways in which your project 1is working with
natural helping networks, informal systems of support, indigenous helpers
or other types of informal helping resources.

How do yoc identify or recruit natural helping resources?

What problems or target populations do you focus on?
How long has your project been in operation?

Please send any descriptive materials on your project if available. If you
know of any other projects we should contact, please provide their names
and addresses on the back of this sheet. Thank you.

Please return to: Charles Froland or
Diane Pancoast
Regional Research Institute for Human Services
P.0. Box 751
Portland, Oregon 97207

(503) 229-4040



Location
State City
NATURAL HELPING NETWORKS
PROJECT REVIEW CHECKLIST
Yes No
Received by Referral
Date If yes, referred by
Agency Name
Program Name
Contact Person Phone Number

Descriptive Materials Requested

Target Population

Is this project one that should be included in our study?

Yes*(fits the model well)

Yes*, but it is not so close as others

Maybe, some elements that fit model; target population needed.

No, unless nothing else is identified for this target population.

Not at all

*1f checked, please follow up on all data and complete project information

sheet; if direct contact 1s made request descriptive materials.

Follow-up Date

By letter (attach copy)

By phone,

Materials requested

Materials received

Project information sheet complete
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CASE STUDY SUMMARIES

Prepared for Natural Helping Networks and Service Delivery Project,
(Office of Human Development Services Grant #18-P-00088, 1980)
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Benton Neighborhood Program for the Elderly:
A Mutual Help Model
Benton, Illinois

Benton is the county seat of Franklin County in the southern
part of Illiniois. It is a small town (about 8,000) in which coal
mining, local govermments, churches, and civic groups play signifi-
cant roles. An unusually high proportion of the residents of Benton
are elderly--the number of residents over 60 years of age is nearly
2500. The presence of such a high number of elderly ard a lack of
accessible services made this an ideal setting for trying out a new
approach in serving the elderly.

The Benton Neighborhood Program for the Elderly began as a
2-year research ard demonstration project, funded by the federal
Department of Health, BEducation and Welfare through the Administration
on Aging. The funds were awarded in July 1976 and actual program
implementation begun in November 1976, continuing as a joint research/
demonostration effort for 18 months under the direction of Phyllis
Ehrlich, a social worker and researcher at nearby Southern Illinois
University at Carbondale. It was she who had developed the model
program approach and applied for the demonstration monies.

The program model, developed and implemented by Phyllis Ehrlich,
was drawn from her prior experience in administering programs for the
elderly and from gerontclogical research. Both sources pointed to the
need for a decentralized service delivery system geared to a micro-
scale life space (i.e., a decreased mobility) among the elderly, and
to a need for new or renewed social roles to reduce the sense of
loss and isolation experienced by the elderly with the loss of spouse,
frierds and for social contacts. The resulting program is neighborhood-
based and encourages mutual~help among neighbors. The mutual help
model premises that people can and do help themselves and others, that
people (including the elderly) can identify their own needs and can
organize to meet those needs primarily through their own efforts. The
neighbor-helping-neighbor approach opens up or revitalizes the roles
of neighbor and friend, and potential roles as member of the neighbor-
hood group and as community actionist or consumer spokesperson. By
providing this array of meaningful number of roles, the types and
frequency of interactions with peers and participating elderly. The
role of the commnity aide in this neighborhood-based service approach
is to activate peer networks among the elderly by encouraging
neighbors to help neighbors, to increase the visibility and accessi-
bility of existing formal service programs for the elderly, and to
act as advocates and educators within the elderly population, the
commnity, and other service agencies for improving the formal services
for the elderly.

The Benton Program now operates an extensive service program
from its new Center, located in a new building adjacent to the Benton
Township offices. The agency is governed by a 13 member Board of
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Directors, consisting of local leaders, professionals, and elderly
consumers; ard is staffed by a Director, three full-time, and one
part-time cammunity workers. The agency currently operates on funds
fram the state ($30,000) and from local sources (10,000). Many in-
kind resocurces have been made available by local organizations;
particularly significant are the spaces donated by local churches and
organizations for the biweekly neighborhood group meetings, and the
Center Building, paid for by the Benton Township.

The camunity aides have outreach, case management, group work,
and cammnity organization responsibilities. Their efforts to reach
and involve all the elderly in the community are supplemented by
those of volunteers and by the elderly helping themselves. Each
cammnity worker has three neighborhood groups assigned to her. The
small town has been divided up into ten smaller areas or "neighbor-
hoods." All the elderly in each of these neighborhoods has been
identified by name and street-—-and all have been invited to participate
in the closest neighborhood group for the elderly. The groups meet
twice a month, primarily for social and recreational activities with
same added elements—blood pressures are taken, information about
services and programs and special events, and information about other
elderly individuals in the neighborhood are shared. The group
participants are encouraged to reach out to home-bourd and hospitalized
neighbors. A local newspaper column, the Senior Forum, reports on the
activities of each neighborhood group so that even non-participants
can follow neighborhood happenings. While originally limited to
the City of Benton, the neighborhood groups and related services have
recently been extended to a small neighboring town and to a nearby
rural area. The Center receives calls and makes referrals for elderly
throughout Franklin County.

The Benton Program is designed to provide highly visible,
accessible services to its elderly consituents. It also actively
seeks coordination with other agencies serving the elderly and advo-
cates for more cammunity-wide resources for the areas where neighborhood
groups exist. The Board intends to expand the service program to the
entire county. The staff in the program and the Board also collaborate
with the originator of the Program in her efforts to disseminate the
Matual Help Model to a wider audience.
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Trude Kaufinan Senior Center
Eugene, Oregon

The Trude Kaufman Senior Center began operation in late 1972
in a large old house that was the family hame of the Kaufman family,
donated to the city by Mrs. Kaufiman in 1969 with the stipulation that
it became a senior center. The goal of the Center is to meet the needs
of all the elderly in the neighborhood, whether by providing a service
directly, by helping neighbors help each other, or by providing infor-
mation and referral to the formal services provided elsewhere in the
camunity. A number of the unique features of the Kaufman Center
program originate in the fortunate cambination of circumstances
surrounding the donation of the house: the big rambling old hame
that the older neighbors proudly show off to friends and relations; a
facilitity that had already been remodelled by the elderly Mrs. Kaufman
and is particularly suited to older people; its funding and administra-
tion by the City Parks and Recreation Department rather than by a
'welfare agency;' and its location in a 170 block area adjacent tc down-
town housing 21 percent of the city's and 10 percent of the county's
elderly population. The Center is staffed by a director, two assis-
tant supervisors, an outreach worker and a maintenance person. In
addition to the professional staff, there are two elderly persons
funded by outside sources who do friendly visiting and ccordinate the
food programs. Older volunteers fram the commnity and a student
intern are also integral to the program.

The Center is unusual both in its emphasis on ocutreach work and
on relatively unstructured activities within the Center itself. The
Center provides a hame-like atmosphere and drop-in activities, although
there are also planned events such as mini-tours, a weekly produce
market, a yearly yard sale ard weekly transportation to the supermarket.
The Center also provides a focal point for the outreach-—a place,
program and staff that can be identified with, and it provides a
reason for maintaining contact with the neighbors. The cutreach pro-
gram allows the Center to serve the whole neighborhood, not just the
few active and involved individuals who came to the Center itself.

The strategy of the cutreach program has been to contact all of the
older persons in the neighborhood, and to maintain contact by providing
monthly calendars that inform the elderly about activities at the
Center and about other services available in the commnity. The
calendars are delivered by block workers, amd the role of the block
worker is to get to know his/her neighbors and chat a little as well

as deliver the calendar. In this way, the block worker can learn
about their problems and service as a source of information or refer
them to the Center staff. The block workers were recruited fram

among the elderly on each block, with an emphasis on those who are able
to relate well to others, and are enthusiastic about the role but not
intrusive or judgmental.

Through their outreach work in the neighborhood and their contacts
with block workers and with the elderly who use the center, the staff
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have discovered people who provide some kind of assistance on a regular
or irreqular basis to one of the elderly residents of the neighbor-
hood. They use this growing fund of knowledge about the helping system
to find informal help for other elderly residents. They may encourage
such helping by simply letting it be known that sameone has a
problem—-perhaps a need for lawn mowing or small services during an
illness; a simple mention is usually enough to spark spontaneocus

offers to help or visit. In other cases, the staff may be able to
suggest what an older person could offer in return for help, for many
are reluctant to accept help if they cannot reciprocate. Their work
with both block workers and the neighborhood helping system are aimed
at making the resources of the center a part of the neighborhood and

at making the helping system work better.
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Elder Support Project
Franklin Hampshire Cammnity Mental Health Center
Northampton, Massachusetts

As route 9 threads its way through rural Hampshire County in
western Massachusetts, it cannects a mumber of small towns and villages
to the largest city in the county, Northampton. The connection pro-
vides a camon thoroughfare but the towns retain their distinct
identities and unique heritages, each steeped in several centuries of
history. Farming has been a tradition for the area but is now over-
shadowed as a way of life by the concentration of institutions of
higher learning. Within a 25 mile radius, one finds five major
colleges—Amherst, University of Massachusetts, Smith College, Hampshire
College and Mt. Holyoke~-all contributing to an influx of students, a
shortage of housing, new develomment, and a change in tradition.

ILocated in Northampton, the Elder Support Project reaches out to
three of the small towns along Route 9, each town having an above
average proportion of senior residents and each in various stages of
transition. Middleton, the smallest of the three towns with under
700 residents, is the furthest away fram Northampton and also has the
highest proportion of elderly. Closer in, Russellville with a popu-
lation of 3000 is experiencing change but still retains a spirit of
camunity. Ashton is the third and largest town at 4000 population
and is undergoing the greatest amount of transition as it is slowly
being absorbed into nearby Amherst. Each of the three commnities
has been assigned an individual staff member of the Elder Support
Project who has responsibility for learning about the commmity,
becoming known and accepted by residents, and acting broadly in the
role of a camuinity consultant. The project was formally funded in
March of 1977 as part of the Consultation and Education Program of the
Franklin/Hampshire Cammnity Mental Health Center. Funding was pro-
vided by the local Area Agency on Aging and will continue for two
years at approximately $100,000 each year. The goals of the Elder
Support Project emphasize prevention. Supporting and pramoting the
strengths of individuals, families and cammunities, pramoting self-
help and improving cammunication among service delivery arganizations
in order to develop better policies for the elderly are the major
elements of the projects' philosophy of prevention.

The strategy for addressing these goals is one that is of
necessity and by design carried ocut on an informal and personal basis.
As each of the three project staff have responsibility for a particular
cammunity, emphasis is given to identifying and developing relation-
ships with each comunity's natural helpers as a way to became
sensitive to cammnity needs and to exterd staff resources. The
focus is on finding the key helping resources in each town and under-
standing the role they play both for elderly and in the community.

This task is pursued on many levels. Representatives of formal service
agencies such as the Visiting Nurses Association, or the Council on
Aging, and religious and voluntary organizations are contacted as a
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way to understamd what various organizations are doing, develop ties
with agency staff, and identify possible referrals. Through such
referrals, as well as a good deal of informal canvassing, staff learn
of informal helpers who play key helping roles in the cammmnities.
Another dimension of staff activities is concerned with understanding
the cultural heritage of each town, as this has been recognized as
being an important aspect of working with each camminity particularly
in regard to the elderly.

While still in the early stages of implementation, staff have
already made progress in identifying and working with cammnity helpers.
In one community, Middleton, where informal efforts had been made for
a year prior to formal funding of the project, contacts have been made
with a number of key helpers, group meetings are ongoing, consultation
ard referral relationships have been established, and a major cammnity
forum has been held. A cammon principle underlying work in all three
camunities has been the staff's belief in the importance of informal
networks of support, and the need to develop a sensitivity to the
interests, and incorporate the perspectives of such networks, in the
direction the project takes. Thus, as the project develops further, it
is likely that the shape of the project will emerge differently in
each of the three towns as it comes to reflect the particular history
ard traditions of the separate cammnities. The cammon elements,
however, will involve working with natural helpers, developing peer
support groups, consulting with community agencies, and using educa-
tional efforts and the media to prawote a broader awareness within
each community of the process of aging and the needs of the elderly.

Ultimately, the project intends to formulate and disseminate a
model of prevention for working with the rural elderly. In line with
this, the project includes a research and evaluation component that
will study and document several aspects of project work. Staff main-
tain logs of daily activities and minutes are kept of meetings in
order to provide a record of the process of implementing the project.
Several surveys will be conducted including a pre/post survey of
cammunity attitudes and understanding of elderly citizens and a
survey of formal service providers. Natural helpers and other
volunteers will also be interviewed to document their activities in
the commnity and interactions with staff. Information obtained
from research and evaluation studies will be melded with staff experi-
ence in developing a handbook for dissemination of project results.

While the development of a model of prevention will represent one
outcome of the project, the project will perhaps have greater meaning
to the commnity members with which staff are working. The cammit-
ment of staff members goes beyond project objectives and stems fram
a philosophy that sees a strength and dignity in the citizens of each
town and a desire to reinforce patterns of everyday helping within the
camunity. It is this camnitment and philosophy that will likely be
at the base of the project's success and will ensure continuing efforts
of the staff after the project is completed.
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Natural Supports Program, Community Service Society
New York, New York

The Camminity Service Society is ane of the oldest and largest
non-profit social agencies in the country. The Natural Supports Pro-
gram began as an extension of the services provided by the Older
Persans Service Program of the Cammnity Service Society. In contrast
to existing programs, the purpose of the individual services camponent
of this program is to work with the informal supports of the older
person as well as with the older person him or herself to make deci-
sions about formal service needs. The emphasis of the program is
on supporting the caregivers of the elderly, sc that they are able to
continue in their role, Keeping the older person out of an institution
for as long as that is possible or reasonable. The program allows
the caregivers rather than staff to make decisions about the services
needed, and is able to provide counseling, housekeeping, homecare
and other services.

In addition to the individual services camponent, there is a
group services effort which has been supported since October 1978 by
a grant fram the Administration on Aging. In this sector of the pro-
gram the support for caregivers occurs in the context of groups.

The groups operate according to a variety of models, and may offer
social and emotional support, education in aging and the needs of the
elderly, skills training, and group problem solving. The groups may
be led either by a professional or as self-help groups, and choose a
model of group activity that fits their needs.

The Natural Supports program is staffed by nine professional
workers, seven paraprofessionals (largely hame care workers), and four
or five student intems. In the group program, the staff work through
planning committees of social service professionals in each of the
camunities. The intent of the program is to enable the planning
camittees, or the commnity agencies, to continue the program on a
permanent basis after the initial development and demonstration of the
program by the Natural Supports Program staff.

While the individual services camponent of the program is avail-
able to anyone living within one-hour travelling distance from Midtown
Manhattan, the groups are based in specific localities served by the
program: Staten Island, Scutheast Queens, Clinton (midtown Manhattan),
and the Upper East Side of Manhattan. The areas served are diverse in
population, in service availability, and in size, and have became more
diverse with the addition of two more areas, the Upper West Side and
Harlem.

Major developments recently include the phasing out of the indi-
vidual services camponent, although the group program will be able to
provide services to 25 people, and, the growth of an advocacy group.
The advocacy group, with 8 to 10 active members, has developed
spontaneously among the caregivers to advocate at the local, state and
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and national levels for services and other forms of support for families
caring for elderly parents.
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In-Hare Service Program, Philadelphia Geriatric Center
Philadelphia, Pennsylvania

The Philadelphia Geriatric Center was formed in 1865 as a Jewish
Hame for the Aged, and has developed into a large private non-profit
organization which provides intermediate and skilled nurisng care for
Jewish elderly, provides apartments for semi-independent living, and
conducts behavioral and biamedical research through its Gerontological
Institute. Beginning in about 1973, it began for the first time to
reach out into the community immediately surrounding the Center, offer-
ing new services to this population as well as making same of its
existing services available to them. The In-Hame Service Program is
one part of this development, funded in 1974 by a grant fram the
Administration on Aging and since 1976 by the local Area Agency on
Aging.

The goal of the In-Home Service Program is to support the elderly
in the commnity in order to prevent early or unnecessary institution-
alization. The program relies on three sources of services to support
the elderly in the commnity, in the following order of priority:
the informal system made up of family, friends, and neighbors; the
private and public system of formal services; and services provided by
the staff of the program itself. Program staff include a director,

a social work supervisor, four paraprofessicnal caseworkers, and a
driver who provides transportation and delivers meals. The paraprofes-
sicnals meet with the elderly client, identify with them present and
potentital sources of help within the client's personal network, and
encourage the older person to contact particular people to ask for
help with specific tasks. If the personal network is not present

or able to help, services from this agency and others are located. The
aim of this part of the program is to build a support system for each
person, relying as much as possible on his or her own informal system.

The program also has a camunity development component, which
involves two major parts: (l) contacting businesses, hospitals,
libraries, and banks in the cammnity, to educate them about the needs
and problems of the elderly, to ask them to refer those with problems
to the program, and to encourage them to change their policies and
procedures to benefit the elderly; (2) working with existing organi-
zations in the commnity, particularly clurches and civic groups,
helping them develop volunteer programs to aid the elderly, which
may include friendly visiting, transportation, or escort services.
These resources can then be used by the staff in meeting the needs of
their elderly clients.

The Geriatric Center is located in an area of Philadelphia which
has traditionally been populated by white ethnic immigrant groups,
particularly from Germany and Eastern Eurcpe. It is about equally
Protestant, Catholic, and Jewish. Since 1970, portions of the cammunity
have turned over very rapidly, becoming perhaps 60 to 80 percent non-
white. In these sections almost all of the older people are white and



almost all the young families are nonwhite. As the original white
population left, the stores, doctors, churches ard synagogues and
related institutions that served them left also. Since both the
perscnal and institutional supports that the elderly depended on have
gone, the program has been challenged to rely on informal supports
for this segment of their population.



Elderly Services
Northwest Center for Cammnity Mental Health
Reston, Virginia

Not far fram Dulles Airport, situated in Virginia's traditionally
rural northwest Fairfax County, Reston has added a new dimension to
East Coast urban living. As one of the "New Towns," the city is a
totally planned commnity, mixing residential densities, shopping
centers, industrial parks, recreational opportunities and open spaces—
an urban planner's dream cut fram whole cloth. Begun in the 60's,
Reston will have same time to go before losing its feeling of newness,
as development (same still on the drawing boards) expands to accamodate
the influx of new business and population seeking proximity to the
Nation's Capitol same 15 miles away.

located in newly acquired office space in an industrial park
within Reston, the Northwest Center for Cammunity Mental Health was
formally established in 1975 to serve the expanding population of more
than 205,000 residents in Northwest Fairfax County. As an agency of
the Fairfax County-Falls Church Cawmmnity Services Board, the Center
is funded by local, state, and federal goverrmental grants to provide
a full complement of camprehensive cammnity mental health services,
including the 12 basic services mandated by PL 94-63. Major services
include: psychiatric inpatient; adult, children and adolescent
programs; emergency services; residential care; consultation education
and prevention programs with a support system of administration and
evaluation services. The center is based upon the Balanced Service
System model emphasizing integrated clinical service based on need and
aimed toward greater functional autonamy for clients. When fully
operational, the Center will have over 90 professional staff including
psychiatrists, psychologists, nurses, and social workers. Since it
began in 1975, the Center has grown from a staff of less than 10 to
more than 80, adding 45 staff in the last year alone. The growth in
program has not been without problems, as, even with recently acquired
office space, the center is planning to rent additional facilities
for staff.

One of the main gquiding principles of the Center's services is to
recognize the assets of the client's natural cammumrity support networks
defined as family, friends, neighbors, other cammnity providers such
as clergy, community groups, and other community agencies. This
principle is translated into program objectives aimed at maximizing
existing client resources and participation in the commnity and
conserving limited agency resources by camplementing, rather than
supplanting, the clients' support network.

Although still in the developing stages, the Elderly Services
component of the Adult Service Section within the Center is a good
illustration of how a program of services can incorporate an emphasis
on natural community support networks in their activities with elderly
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clients. With the expansion of staff within the last year, the Adult
Outpatient program hired a full-time professional to develop a pro-
gram of both clinical and consultation and education services to

the elderly population in the catchment area. With half-time devoted
to clinical outpatient activities and the remainder oriented to
camunity consultation and education, the elderly services coordinator
is at present responsible for the primary effort directed to elderly,
although plans are to add additional staff in the future. Although
limited in time, she began to explore the informal resources of the
elderly within the commnity and fourd nearly a half a dozen mutual
aid groups for the elderly in the Reston area alone. She has made
presentations or informal contacts with many of the informal leaders
of the groups and is beginning to develop an ongoing relationship with
some groups. As coordinator of elderly services, her goals are
several, incorporating general educational and case finding cbjectives
with consultative aims specific to each group. In general, her
developing role is cne oriented to identifying elderly needs and
strengthening existing mutual aid efforts in the help they provide
senior citizens. Plans include contacting other groups within the
catchment area (there are nearly 80 identified groups within Fairfax
County) and developing a supporting role with key helpers within the
existing mutual aid networks of elderly.



Neighborhood House: Support Systems for the Elderly
Portland, Oregon

Neighborhood House serves the metropolitan area of southwest
Partland which is made up of a number of small neighborhood cammini-
ties. The people who live here think in terms of "districts" and
there are many neighborhood councils. These areas consist of pockets
of older settlements now engulfed in the spread of suburban housing in
the last 20 to 30 years. Many of these neighborhoods are geographi-
cally insulated by traffic, hills, and other natural boundaries,
as well as the less easily drawn influence of tradition.

In recent years, a number of these small communities have faced
a growth of population, in some instances threatening or destroying the
cohesiveness of the neighborhood. Many neighborhood councils have
taken up battle with encroaching developers. Other neighborhoods
have been threatened more by new develomment rather than redevelopment.
Overall, Southwest Portland is typically considered to be an area
where only those with above average incames might live. The area
is predaminantly white, single family, owner-occupied residences,
with housing values generally above average. Campared to other
sections of metropolitan Portland, the elderly population as a whole
also appears to be in relatively favorable circumstances. Of the
more than 7,500 person aged 60 and over (roughly 40 percent are over
75), 13 percent had income below the poverty line, substantially lower
than the county average of 22 percent. Twenty-seven percent of the
elderly live alone and are considered isolated. These statistics
give perhaps a distorted picture of an area characterized by a diver-
sity of insular neighborhoods and possessing a mumber of pockets of
poverty. For example, within a long strip west of Barbur Boulevard
between Cheltenhan and the Ross Island Bridge, nearly one-half of
the elderly (65 amd over) live in impoverishment.

Although changes have been made to suit shifting needs, Neighbor-
hood House has been saving the southwest camunity of Portland since
the turn of the century. Founded as a settlement house by the National
Council of Jewish Wamen, the agency has a long tradition having
served variously as a school, medical center, recreational facility,
Red Cross and USO Centers, and provided for the needs of day camps,
clubs for all ages, and programs for the physically and mentally
handicapped. In 1975, Neihgborhood House was designated and funded
by the Aging Services Division of Portland Human Resources Bureau
(the Area Agency on Aging) to provide for the needs of the elderly as
indicated under the Older American Act.

Neighborhood House is a private non-profit organization governed
by a policy board of 25 individuals recruited fram the business
community, other agencies, and citizens in the community. The board
delegates the management of the agency to the Executive Director with



the two major components of the agency (Aging Services and Children
and Youth Services) being managed by assistant directors.

All told, the agency has 25 paid staff although not all are full-
time. The largest source of funding is The United Way which also
supports several staff to provide aging services. Most of the staff
working with the elderly (a total of nine) are supported through the
Aging services contract with the City of Portland.

The stated policies of the senior adult camponent of Neighbor-
hood House stress neighborhood development by pramoting client
indeperndence, elderly support system, and cooperation with other
agencies, outreach to elderly to improve access to services where need-
ed, and; social contact and involvement, which emphasizes a balance
between advocacy, education and recreation services to promote indepen-
dence and volunteer involvement. Throughout, agency philosophy centers
on increasing self-determination, recognition, and strengthening the
elderly clients' own resources, and helping people to help themselves,
"live amd help live," as the agency advertises. The program views it-
self as filling gaps that other people can't serve whether this be
the informal support resocurces of the client or other formal services
potentially available within the community. The program is cammitted
to serving those in need and will not refuse services for reasons of
incame. This is exemplified by the agency's policy to serve elderly
who do not meet the eligibility criteria under the aging services
grant from the city. Needy clients who fall outside of these incame
rules are served using United Way furds.

The staffing of the elderly program is highly differentiated by
task: one half-time assistant director; three full-time field counse-
lors (one of wham serves as a counseling supervisor); one senior
worker responsible for transportation services; two half-time informa-
tion and referral workers; one community liaison; and one volunteer
coordinator. The staff is roughly split between young and old, male
and female, ard professional (MSW) and non-professional. The program
offers a full range of services including case management, information,
referral and follow-up, telephone reassurance, frierdly visiting,
counseling, problem-solving, and educational and recreational opportuni-
ties.

Staff go about identifying informal helping resocurces in several
ways. First, because most clients are referred by other agencies
(roughly 5~10 percent are self-referred), clients are asked at intake
who has helped them before, what help has been provided and who are
the client's family, friends, and relations. A file sheet records
potential contacts which individual staff follow up on to establish
a relationship. Staff often first visit the "referrals"--sametimes
neighbors, sametimes family members—--to make contact, to let them
know the agency is working with the client, and to set an expectation
of cooperation in helping the elderly client. From time to time,
usually every one to three months unless a crisis emerges, staff will
phone the significant others to "check-in," monitor their relationship



196

with the client, and to discuss what problems might be occurring.
The relationship is informal, neighborly, but special and reserved
between an individual staff member, a client, and their significant
others. This means that although staff may exchange information
between one another, only a crisis will provide cause for a field
counselor who has not had contact with an elderly client's support
system to contact a member of that system. This may not be so much
a matter of confidentiality as it is a reflection of who knows wham,
and who has established a basis for commnication. In all, the
process appears to be distinguished by informality and cooperation.

Another realm of resource goes beyond any single client and
refers to the more general clusters of interrelationships that involve
the elderly population in the southwest area. Some of these involve
the churches and others such as the Golden Age Club are mutual aid
groups. Here, the nature of helping is one of linking elderly clients
into a broader resource network of activities, social involvement, and

participation.

In the future staff plan to spend time contacting more neighbor-
hood organizations, church groups, and to develop relationships with the
business commnity. The process of tapping into support resources for
the elderly is one that is dynamic. Continuing efforts need to be
mrde to establish new comminity ties and to maintain existing relation-
ships in sustaining a network of informal support for the agency's
clients.
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Downtown Senior Center
San Francisco, CA

The "Tenderloin”" is a central city district of old hotels and
apartment buildings, porno shops and adult movies, and small shops and
restaurants. It is situated amidst the affluence and porp of San
Francisco luxury hotels, central shopping district, and government
buildings. Within the Terderloin are some of San Francisco's most
destitute residents--it is here that recent immigrants and refugees,
addicts, prostitutes, and alcoholics, and many frail elderly have
congregated due to the availability of low cost lodgings--typically
the old hotels in this district have single-room occupancy units.
Over 17,000 elderly San Franciscans reside here--many are in deterio-
rated physical condition, poor, and without close ties to family or
friends.

In designing a program to serve all elderly San Franciscans the
San Francisco Senior Center was located in cne of the most prestigiocus,
accessible areas of the city. It is housed in the Aquatic Park
Maritime Museum Building on the elegant North Beach. Within this same
vicinity are such attractions as Ghiradelli Square, Fisherman's Wharf,
and Golden Gate Bridge. San Francisco Senior Center, established in
1946, is the oldest private non-profit senior center in the country.
Despite its goal to serve all the elderly in the city, however, the
Center staff found that those poor, frail elderly from the Terderloin,
the largest concentration of elderly in the city, were not being
well served. In an effort to reach out to these hard-to-reach elderly
a small storefront Dowontown Branch Center was established in the heart
of the Terderloin in the mid-1960's. Today, several years later, this
Downtown Senior Center is still in operation. Its $80,000 annual
budget cames from several sources—-San Francisco Department of Public
Health, federal AOA Title III and Title XX, and San Francisco Surplus
Parking tax monies.

This Center is staffed by four professional social workers and
six non-professional Senior Aides, or outreach workers. The Senior
Aides are paid with DOL Senior Employment funds and, occasionally
CETA manpower funds. The Center also has an administrative assistant,
kitchen help and volunteers or paid staff who conduct classes and
other program activities. The Center serves as an outpost for other
agencies who provide individual services to this same elderly popula-
tion. In the past year new outstations have been established away
fram the Center to reach elderly not otherwise involved in Center
programs and activities.

The Downtown Senior Center has its own regular schedule of acti-
vities for the central city elderly: it is an approved congregate
meal site with nutritious hot lunches for up to 40 seniors; a weekly
mini-market gives the members an opportunity to purchase low-priced
fresh produce. The problems of the seniors who frequent the small store-
front Center are initially attended to by professionals. They are then
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assigned to the Senior Aides who, under supervision of a social worker,
each work with up to 30 clients. The Senior Aides visit the clients
in their hames, and assist them in their efforts to stay in the com~
munity.

The Center is an infarmal hospitable setting--a "home away fram
hame"—where many elderly spent time together, or in pleasant
solitude with a book, craft or puzzle. The lounge is open fram 9 to 4
weekdays; one aor two regular participants sit near the door to greet
those entering and to record their names. Same of the members meet
weekly with staff to play the regular program and special events as
well as the very popular special trips. Beyond these participatory
roles little effort has been made to create a formal structure among
the elderly members of the Center. The "members" of the Downtown
Branch are also members of the Acquatic Park San Francisco Center and
can participate in’ their programs and activities.

Having struggled along for same time with a cramped facility and
minimal resources for space, staff, and innovating program endeavors,
the Downtown Senior Center now looks to a bright future. Recent
decisions in the North of Market Planning Area which encampasses the
Tenderloin, have provided the opportunity and auspices for the construc-
tion of a new, much larger downtown senior center in conjunction with
the development of a small park and open space area adjacent to the
new Ajrporter terminal. It is expected that when this new facility is
available the Downtown Senior Center will plan a much greater role in
serving all the elderly in this central city district.



Mutual Aid and Self-Help Project, Centro del Barrio
San Antonio, Texas

In the midst one of the poorest sections of San Antonio is
located Centro del Barrio, whose itutual Aid and Self-Help Project
(MASH) serves the elderly of this largely Mexican-American neighbor-
hood. Centro del Barrio was established in 1971 as a learning
laboratory for social work students at Our Lady of the lLake University,
and receives funding fram NIMH for the teaching-learning lab, fram the
city for a nutrition center and human services program, fram the
county for the youth program, and fram HUD for housing counseling.

The MASH program is funded by a five-year grant (due to erd in
September 1980) fram the Texas State Department of Human Resources to
Centro del Barrio and to an evaluation research team fram the Univer-
sity of Texas Health Sciences Center.

The MASH program serves those who are 60 years old or older and
live in two census tracts in San Antonio, with the aim of extending
mutual aid and self-help among the elderly in the neighborhood. The
program is staffed by a program coordinator, three social workers, a
nurse, and a nurses aide in addition to the evaluation team. The
major effort of the program has been to organizae elderly volunteers
from the area into task forces to provide services to their neighbors.
The home maintenance task force provides hame repair, gardening and
yard work, and housecleaning; the hame health task force has groups
which provide friendly visiting and telephone reassurance as well
as self-help groups for those with arthritis, diabetes, and hyperten-
sion; and the social service task force provides information and
assistance in acquiring social services; education, recreation and
therapy classes; and programs to 'maintain and sustain' the volunteers.

Much of the mutual aid activity occurs in groups. For example,
friendly visiting groups meet three times a week and go in pairs to
visit people in the area. Hame repair and maintenance is also often
carried out by a team. Volunteers also associate with each other
reqularly at the nearby nutrition center, at task force and advisory
cauncil meetings, and through activities planned for the volunteers
as incentives. Over time,relationships among volunteers and with those
they help often turn into friendship, increasing the network of ties
ard potential for additional mutual aid within the neighborhood.

A major reason for the emphasis on direct service delivery in this
program is the lack of public services due to low levels of human
services funding within the city, county, and state. In addition, the
elderly Mexican-American population is often unaware of available
services, and prevented by the language barrier and lack of self-
confidence from using those they do know about. Thus, a major service
provided by MASH is information about services, help in filling out
forms and an escort who will see the client through the process at the
agency.
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If there is one lesson that this program teaches, it is the
importance of allowing the program to develop slowly over a period of
years. It has taken time for the elderly in the neighborhood to
develop trust in the program through their contact with the MASH staff
and with neighbors and friends who have received help fram MASH. The
elderly are now very active, they have developed their assertiveness
and self-confidence, and through the body of the Advisory Council
appear to have developed to the point that they will be able to take
a major role in continuing the program when the funding ceases or is
reduced.
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Birth to Three
Eugene, Oregon

Bugene, Oregon is a small city situated near the southern tip of
the Willamette Valley. Though the University of Oregon is a daminant
force in the lifestyle and values of Eugene this area has long relied
on agriculture and lumber for its econamic base. Thus the Eugene
metropolitan area has a diverse population ranging from those
associated with the university faculty and student bodies to a working
class of loggers and lumber mill workers. In social and public
services Eugene has typically offered a full array of innovative
programs.

Birth to Three is a private non-profit, grass-roots service
organization in Eugene that was formed soley for the purpose of pro-
viding services to parents of infants and young children. It is
staffed by four half-time workers who are all young women with the
dual roles of service provider and mother of young children. The
primary goal of Birth to Three is to pramote good parenting skills
and positive attitudes toward child-rearing among parents of newborns
and toddlers; conversely, it is to prevent child abuse or neglect
and parental isolation, uncertainty, and exhaustion.

The agency meets this goal by offering a camprehensive array of
support services to parents of newborns in BEugene and Springfield.
These services include an informational poster detailing services and
resources for parents of infants which is distributed through hospitals,
birth clinics, and midwives to new mothers and posted in offices of
pediatricians and other appropriate public places; outreach to new
parents by B-3 staff through letters, phone calls, and hame visits;
support groups for parents of newborns that are neighborhood based;
peer counseling by the Birth to Three staff through phone and first
person contacts, and parent education, through a newsletter and a
series of special events on themes and topics of interest to parents.

Although Birth to Three is an independent organization whose
sole function is to deliver these services, it receives its funding
through an agency consortium or network which links it administratively
and programatically to Family Counseling Services of Lane County.
These two agencies, together with the Eugene Public Library, were fund-
ed by the National Center on Child Abuse and Neglect to develop a
model program in child abuse prevention. The lead agency in this
demonstration grant is Family Counseling which is thereby responsible
for administration of the funds, monitoring the service program, and
preparing reports and evaluations. Family Counseling also has a
program function in the overall network. A primary function is the
assigment of one staff member to be Director of the New Parent Support
Network Project, who is in turn responsible for providing professional
consultation and support to the Birth to Three program. The Project
Director meets biweekly with Birth to Three staff in this regard.
Family Counseling also provides direct services to parents of newborns
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and toddlers who have been referred by Birth to Three. The services
provided range fram homemaker assistance with home management and

child care training and assistance, to individual, couple, family or
group therapy. The agency has used its grant funds to reduce or
eliminate waiting time and reduce fees for the Birth to Three referrals.
The Eugene Public Library used its portions of the funds to develop

an extensive collection of books and tapes on child develocpment,
parenting and other related topics.

In its efforts to fill the service gap for parents of young
children, Birth to Three has drawn widely on the larger network serv-
ing children and families in Eugene. The organization now has linkages
with the health services through hospitals, public health agencies,
professionals (nurses, pediatricians, dentists), and with social
service agencies (welfare, private organizations such as Catholic
Charities, Laleche league), with schools and day care providers, and
with local goverrment bodies. Through its Board of Directors Birth
to Three also taps the civic and business leaders of the cammnity.

Three different neighborhoods with high birth rates were selected
for demonstration of the basic service—~-the new parent support groups.
These neighborhoods vary on a number of dimensions such as demographic
structure, incame levels. In the first nine months of the program,

22 groups had been started by the staff. About 50 percent of the new
mothers contacted participated in the groups which have an average
size of 10-12 members. After 8 to 10 sessions urder the guidance of
a staff member, volunteers from the group are sought to lead their
own group, while staff then form groups with a new cochort of young
parents.

The demonstration grant funding from HEW requires that local
funding levels increase each year. For its second year, Birth to Three
has succeeded in obtaining revenue sharing funds fram Lane County,
and has also approached local mental health agencies for funds. If
possible, the staff would like to be able to obtain sufficient levels
of furding to be able to add two additional full-time staff positions
to permit more extensive outreach and follow-up for hard-to-reach
and resistant parents. The staff also sees a need to concentrate on
providing more support, training, and guidance to the volunteer group
leaders.
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Neighborhood Opticns in Child Care
Portland, Oregon

Often when a need is identified the first response of social
service planners is to look for outside resources which can be used
to develop a new program. The Neighborhood Options for Child Care
Project (NOCC) is an example of an alternative approach. 1In 1975,
when the closure of same day care centers in Portland, Oregon pushed
the chronic need for day care into the critical category, the American
Friends Service Camittee decided to look for a neighborhood which
could be helped to meet its child care needs by using existing
resources——chiefly the informal system of family day care and child
care exchanges. While same external resocurces would be needed at
first to help the comminity mobilize to provide child care, the aim
of the project was to eventually withdraw these resources, leaving a
self-sustaining day care system. AFSC's sponsorship of the project
ended in June, 1979. The NOCC office was closed at this time but
several of the programs continue to function.

A neighborhood was chosen which met same preselected criteria:
racial and economic mix; demonstrated need for child care based on a
large number of women in the labor force and a lack of child care
services, and evidence of neighborhood stability and local resources.
The area is a blue collar neighborhood of modest, well-maintained,
single family hames, 70 percent of which are owner-occupied. Ten per-
cent of the residents are black and the percentage is increasing since
this neighborhood is on the edge of the main concentration of blacks
in the city. Originally the area was strongly Catholic, primarily
German and Irish in ethnic backgrowd, but this is no longer as typical.
The median income is below the city average. Forty-one percent of the
neighborhood's wamen are in the workforce.

The Catholic Church and school and the public schools are major
institutions for families in the neighborhood. Many of the parents
attended these same schools. In addition, there is a large park with
a camminity center. There is an active neighborhood association with
an interest in child care. The major social service agencies in the
area are a Catholic residential treatment center for delinquent young
wamen and a family counseling agency. The family counseling agency
is located in an old house on a busy street and offered space to the
NOCC project.

While this area continued to be the main target of NOCC's efforts,
the boundaries for "elibibility" never needed to be clearly drawn
and the program eventually extended its services into an entire
quadrant of the city. The program was run by a steering camnittee
camposed of local AFSC representatives and same local day care
professionals and experts in child care. Once the neighborhood was
selected, local residents were added to the cammittee. As the project
developed, the "outside" professionals were replaced by local people—
nany of wham are participants in the variocus child care options
developed by the project.
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The NOCC project was originally staffed in 1975 by one profes-
sional and an assistant, both of whom were full-time. As funds were
reduced, the staff was cut back to two half-time workers.

Fram the beginning, the project was more committed to a neighbor-
helping-neighbor approach than to any specific form of child care.
Their initial activities therefore were intended to identify the
types of child care activities already going on in the neighborhood,
key figures in these activities and needs as perceived by local resi-
dents. A door-to—door canvass of part of the neighborhcod was conducted
to inform the neighborhood of the existence of the project and learn
more about needs. A flyer which asked "CHILD CARE--can you give it,
do you need it?" was posted in stores, laundramats, coammnity centers
and distributed through school and church bulletins. Word of mouth
leads were followed up and coffees were held in neighborhood hames
to talk about child care. Hames which were known to be providing
family day care were visited.

Visits to the day care providers showed that they were isolated
and could benefit fram association with other day care givers. They
also had specific needs for clothing and equipment. Increasing visi-
bility was bringing the project inquiries from parents who were looking
for child care. Several mothers were also interested in starting a
play group. These became the major activities of the project: organi-
zation of a day care providers association; procurement and disbursement
of resources for family day hames; information and referral for parents
looking for day care and a variety of services aimed at families who
were looking for occasional care and enrichment activities for their
children.

In same instances the staff has organized local residents to
provide various forms of child care, in others they have provided
same services themselves. Both forms of intervention are based on an
understanding of how all camponents of the neighborhood's child care
system function and interrelate so that the interventions can enhance
this system rather than duplicating or interfering with it. The
Cammittee has also intended originally to provide more indirect support
to the central figures in the neighborhood day care system but
decided that the approaches mentioned above were more compatikle with
local needs and staff preferences. They handed over the direct
service activities to local residents as they neared the end of their
funding.

The most general function that NOCC served was as a rallying
point, resource base and focus for child care concerns in this area.
It was seen as "the place to go" with questions, concerns, or ideas
about child care by local residents and outside agencies alike. With-
out this base, day care concerns may lose their visibility and saliency,
new programs may not be generated and there is no one to provide a
matchmaking function.
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SCAN Volunteer Services
Arkansas

Arkansas is the site of an innovative approach to dealing with
child abuse, SCAN (Suspected Child Abuse and Neglect) Volunteer
Services, Inc. SCAN is a private, non-profit organization which
contracts with Arkansas Social Services to handle all cases of abuse
in families with children 12 years of age and under, in 12 counties
in Arkansas. SCAN has grown fram an initial informal volunteer
service with six volunteers and six cases located in Pulaski County,
to a 12-county program with over 50 staff persons, about 300 lay-
therapists (volunteers), and fram no budget to one of over $700,000
most of which is Title XX funding.

The program has a state central office which includes the
Executive Director, Assistant Director, three Field Coordinators,
and administrative staff. The three Field Coordinators supervise
and provide support to the staff of the 12 county programs. Each
county has a small staff of paid professionals and a number of volun-
teers trained to be "lay therapists" to families suspected of child
abuse. For purposes of this study we focused on the J. County
program in a small city not far fram Little Rock. The J. County SCAN
program, opened in 1973, is located in donated office space in an old
hospital. It had a budget in 1978-79 of $47,000, which covered staff
salaries and $50 monthly reimbursements for the volunteer lay thera~
pists. It has a small staff of paid professionals: a Director, an
Assistant Director, an Evaluator (currently, part-time), and a
secretary. There is a volunteer staff of about 15 persons, plus
several student nurses who, as part of their training, each serve
as lay therapists to one family. The program serves up to 60 families.
The local program is assisted in its planning, administration, and
evaluation efforts by one of the field coordinators from the state
office. The state and local offices are closely linked by a WATS line,
and by the availability of the field coordinator for support in
decision-making.

The primary "treatment" approach of the SCAN program is the "lay
therapists” who are the "primary caseworkers" in the hames of the
abusive families. The entire paid staff of SCAN see their fundamental
responsibility to be to provide the necessary support and supervision
to the volunteers who are directly working with families.

The volunteers or lay therapists can expect to spend up to 20
hours a week working with these difficult families, to be on call 24
hours a day, and to make immediate responses to emergency calls fram
their families. Initially, daily contact is recammended with involve-
ment in meeting all the obvious concrete needs of the family; at the
second level, the lay therapist views the case as stabilized but
continues to visit or call the family two or three times a week, at
this point the family is expected to take more responsibility for
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meeting their own needs (i. e. to draw on cammumnity resources and ser-
vices); at stage 3, a "case" is considered closed and the interaction
between lay therapist and client is no longer required (but deep,
personal bonds have normally developed and friendships persist).

The "lay therapist” approach is a hame-based intervention. It
takes place in the hames of the clients. The therapist cames to the
hane as a "friend" and focuses on positive interactions. Therapists
are often accepted by the clients more readily than a professional
because they have time to build up a relationship based on trust. The
client soon learns that the therapist helps in concrete ways and does
not force the client to make decisions or take initiatives that they
are not ready for. The therapists do not represent authority; they
rarely ever are used to present testimony regarding a client in court,
and they can assure the clients that their involvement with them is
totally voluntary.

SCAN uses Parents Anonymous as a strong parallel treatment. Other
abusive parents act as a peer group who press the individual or couple
to get involved in solving their parenting problems. P.A. can also
provide a positive support system to individuals who have became very
isolated or are tied into negative social relationships. In J. County
the staff of SCAN serve as advisors and sponsors to the local P.A.
chapter.

The SCAN Volunteer Services plans to continue to expand within
the State of Arkansas, at least two counties a year and to "package" the
SCAN program for a wider audience on a national level, acting as
consultants to assist other localities in developing SCAN programs.

SCAN staff also believe that the "lay therapist,” or equal-partner role
of volunteers in social service delivery can be used in other program
areas and with other populations.
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Abused Wamen's Network
Seattle, Washington

Seattle probably has a more camplete array of services for
battered waomen than many other large metropolitan areas. Services
include temporary shelters, legal aid, and a special prosecution unit
in the City Attorney's office. There are also counseling agencies
for long-term therapy, and the police and a Crisis Clinic for direct
intervention in dangerous or violent situations. There was still a
need, however, to provide an information and referral service with an
outreach capacity to help wamen in crises link up with the available
services and services aimed specifically at helping a woman build a new
life for herself once she has decided to leave the abusive situation.
It is common for wamen who do not have such support to return to the
abusive relationship once the crisis period is over and more long-term
problems such as loneliness and financial security set in.

The Abused Wamen's Network is sponsored by the Wamen's Institute,
a non-profit, feminist-oriented center which offers individual and
group counselling, workshops, and courses in assertiveness training
and other topics of interest to women. The Institute also does
research and evaluation projects on feminist topics. Two of the
directors of the Institute are also faculty members of the School of
Social Work, University of Washington.

The feminist orientation of the program leads them to view the
problems of battered women as social ones, cased, in part, by sex role
definitions. The feminist perspective also influences the way services
are designed. They are intended to help battered women develop a
sense of self-esteem and an independent lifestyle, and learn to trust
and rely upon other women. "Women helping women" is the philosophy of
the program.

Headquartered at the Institute, an old house near the University
of Washington, the Network has been in existence since 1976. It
employs a part-time director, a full-time assistant director, and two
full-time ocutreach workers. Funding has been a continuous problem
and funds (in the form of staff positions) have been provided by
CETA, the Work Incentive Program of Public Assistance, private founda-
tion money and donated time and overhead fram the Wamen's Institute.

Services consist of support groups led by trained group leaders,
information ard referral, crisis intervention, and individual casework.
The staff has also been involved in training other professionals to
work with this population and advocacy efforts on their behalf with
other elements of the service system such as welfare and the police.

While battered women require an array of professional services,
the program is finding it increasingly possible to involve battered
wamen in mutual helping activities. Some women who met in the group
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have set up cooperative living arrangements. Other wamen who were
helped by the Network to establish new lives are now offering to help
wamen in crisis. A survey of participants revealed that a number of
them maintain supportive contacts with each other long after they have
ceased to participate in the program. New group leaders have been
trained and have bequn to set up groups in various sections of the
city. Eventually the program staff would like to see a city-wide,
neighborhood based program sponsored by a "mainstream" agency such

as the YWCA.



Family Life Center
North Shore Child Guidance Center
Manhassett, N.Y.

The North Shore Child Guidance Center with its various clinics
and programs is located in Nassau County, on Long Island, just a few
miles from the outer limits of New York City. Nassau County is one of
the most affluent suburban areas in the country, including towns such
as Port Washington, Great Neck, Sands Point, Roslyn, and 0ld Westbury.
Upon closer inspection, however, it becames apparent that Nassau County
is a patchwork of villages, townships, and neighborhoods of great
diversity in terms of wealth, ethnicity, and values. Some areas are
conservative white, blue-collar working-class suburbs. Others are
suburban ghettoes with a large percentage of poor racial minorities,
public housing projects and substandard housing. These are pockets
within the larger service area of middle to upper class white
camunities. The North Shore Child Guidance Center serves children,
youth, and families in seven Nassau County suburbs. It is a cammunity-
based, non-profit mental health facility with a professiocnal clinical
staff, and a corps of wolunteer supporters (North Shore Child Guidance
Association), with offices in Manhassett, Roslyn Heights, and Westbury.
These offices are centrally located so as to serve several of the poor
and working class neighborhoods. The agency's treatment programs
are funded by Nassau County and New York State.

The Center has undergone a thorough reorganization and revitali-
zation since 1975 under the guidance of a new Executive Director and
its Board of Directors. While clinical services retain a primary role,
the reorganization has led to greater emphasis on brief therapy, early
intervention and assessments, and team approaches so that more people
are being treated by the professional staff of psychiatrists, psycholo-
gists, and social workers. Other new developments involve expanded
camunity education programs, advocacy projects to increase services
to unserved and urderserved children and families, and a nationally
acclaimed non-clinical program with an emphasis on discovering and
encouraging natural helping networks, and developing informal support
or self-help networks for individuals and families with special needs,
the Family Life Center.

With a small grant from the North Hempsted Community Development
Fund a part-time social worker was hired to coordinate the Family Life
Center (FIC) development. Since the programs rely heavily on a cambi-
nation of professional and volunteer skills to assist or launch groups
designed to support families in special life situations and crises, the
first tasks of the coordinator were to identify and train skilled
volunteers to assist in the identification and activation of community
informal support systems, and in the provision of the FIC services.
In the first full program year, Sept. '78 to June '79, she worked with
8-10 volunteers. They were given a rigorous orientation to the agency,

3
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to the Family Life Center concepts, and to basic social work skills,
and were then given "work assignments" based on their own experiences,
talents, and interests.

Initially volunteers were used primarily to provide non-clinical
back-up services for clinical programs-—tutoring adolescents in treat-
ment who were also having problems keeping up in school, providing
escort services to children of working parents needing transportation
to clinic appointments, providing financial management counselling to
individuals or couples that therapists felt needed this added assis-
tance. Two hours each week were devoted to professional supervision
and guidance.

The first year-and-a-half of the Family Life Center has been
devoted to experimenting with the various camponents of the program:
selection, training, and supervising volunteers, making contacts with,
and presentations to, community groups, developing specific programs
(around single parents, and mother of infants, for example); defining
appropriate relationships within the overall North Shore organization.

One of the full-time ‘psychiatric social workers volunteered one
year of her own time to developing a support system for suburban
North Shore single parents. Under the auspices of Family Life Center
the Single Parent Action Network (SPAN) seeks to provide a full range
of non-clinical services to single parents. These 'services' rely
heavily on the efforts of the single parents to help each other, with
a professional available to provide technical support and agency tie-
ins for the network. Parents are 'recruited' through cammnity meet-
ings and workshops on the dilemmas of single parents. The SPAN
program also relies on volunteer single parents to act as peer
problem managers and group facilitators, to edit the newsletter, and
to participate in planning and coordinating the program. Those
recruited to these vital roles are persons who throughout the workshops
and discussion groups demonstrated their capability to reach out and
be supportive to others, and who demonstrated positive problem-
solving skills. The SPAN program represents the Family Life Center
camitment to value and support lay caregivers through a careful
balance of professional and self-help elements. The SPAN program was
funded to go into full operation in the fall of 1979.

As the non-clinical programs evolve, particularly the Family Life
Center, the North Shore agency expects to have two parallel service
organizations, one clinical, the other non-clinical. The Family Life
Center would house a number of non-clinical programs much in the
manner of consultation and education programs of a traditional community
mental health center; it would reach out to those families in the
camunity whose needs are for social support and resources rather than
(or in addition to) individual therapy. The strengths of both the
clinical and the non-clinical programs are expected to grow fram their
close ties and the eventual benefit to the client of receiving
appropriate family services.
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New Options for the Disabled:
Independent Living in Houston

Houston has experienced unbridled growth in the last decade with
population increasing an average of 20 percent per year. Now the fifth
largest city in the United States, the city's 1.5 million residents
are scattered over 500 square miles. Jobs are plentiful, the econamy
booming and same estimate that nearly 1600 people are moving into the
area per week! Much of the prosperity can be attributed to the oil
business; Houston is a major world center for the oil tool trade.

Like any other major city, living in Houston is inviting to some
and problematic for others. For the physically disabled, a housing
market where demand outstrips supply and a transportation system which
only poorly accamcdates special needs for mobility are major obstacles
to successful integration into an urban environment. A major force in
promoting independent living opportunitites for the disabled is the
New Options project which is affiliated with The Texas Institute for
Rehabilitation and Research (TIRR).

The New Options program was a three year research and demonstra-
tion project focussing on helping severely disabled people bridge the
gap into cammnity living and into established housing clusters. New
Options was initiated in June of 1976, relying in part on funds from
TIRR for planning and initial operation. In October of 1976, the
project was awarded a R & D grant fram the Rehabilitation Services
Administration. Other funding comes fram fee-for-service payments
through the Texas Rehabilitation Camnission. The Program provides
an intensive learning experience directed to integrating the severely
disabled into the cammmnity. Goals of project participants include
establishing independent living arrangements, exploring educational
and vocational opportunities, enhancing skills of daily living and
expanding social participation in the mainstream of society.

To carry out these goals, the program is designed as a six-week,
live-in training experience for approximately 8-10 medically stable,
severely disabled individuals. In tne earliier stages of the project,
individuals with spinal cord injuries were more often served; now the
client population is roughly split between spinal cord and developmental
disabilities. Clients may be of all ages (youngest was 18, oldest 53)
and the program is co—educational.

New Options staff includes a project director, research director,
a social worker, a functional skills advisor, a part-time vocational
counselor, staff associate coordinator, secretary and research
assistant and includes a mix of both disabled and able bodied persons.
Although the project director has overall responsiblity for the program,
management is informal and decentralized. Staff coordination is
achieved through informal day to day contacts and weekly meetings
devoted to case review. Relationships with the TIRR, of which the New
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Options project is one arm, are along departmental lines although staff
serve on various camuittees within the Institute. New Options is,
however, perceived as being separate and zpart fram other TIRR programs
and this has allowed staff the flexibility to innovate and change as
the project progresses.

Clients are moved directly into the training aspects of the pro-
gram and group interaction is encouraged. Weekly counseling sessions
during the six weeks provide an opportunity to work on individual
problem solving and planning for the future. The training component
is the core of the program and involves a series of 11 modules
centering on independent livihg skills, including: a) living arrange-
ments; b) educational/vocational training and employment;

c) transportation; 4d) functional skills; e) meeting medical needs;

f) sexual relationships; g) managing financial affairs; h) managing
attendants and budgeting energy; i) developing social skills and
assertiveness; j) consumer affairs; and k) use of leisure time. Modules
run concurrently meeting once per week for a total of about 30 hours of
planned activities. Training methods include classroam instruction and
group discussions, field trips and use of ocutside resource persons
called staff associates. The training component is designed to
increase awareness of available options in the community, to offer
practical skills in personal matters and to informally link up clients
with individuals in the cammunity through the use of staff associates.

Staff Associates - Links to the Cammnity

A central part of pramoting community integration of clients
involves the use of non-professional rescurce persons in the community.
These individuals, usually disabled, are selectively recruited and
paid for their special skill in one or more areas within the series
of training modules. The job of identification and recruitment falls
on the staff associate coordinator, herself a disabled individual
with a wide range of contacts within the handicapped cammunity. The
coordinator goes about identifying individuals in several ways: a
roster is kept of people who have served in the past, they are contacted
to see whether they are interested in doing a training module or if
they know of sameone else; sometimes the "grapevine" is set in motion
by numerous phone calls; announcements are advertised; sametimes the
coordinator knows of someone through her network. Individuals
are recruited because they have a special knowledge or skills in one
of the training areas of independent living. For example, one indivi-
dual was recruited for the module on living arrangements because he
had experienced the gamit of possible living situations. He had lived
with family members, in nursing homes, apartment clusters and had
ultimately set up his own cooperative living arrangement. As a result,
he had unique insights into the problems and possibilities associated
with each type of arrangement. Another individual was recruited for
a session on performance of physical tasks. She was a quadraplegic
with severe limitations in physical mobility but had successfully
managed a law practice by learning how to run several office machines
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specially modified for her abilities. Not only do staff associates
have concrete skills they are able to teach disabled clients, but they
also serve as role models demonstrating a life-style and an approach
to living independently. They also serve as informal contact brokers
for clients suggesting individuals or agencies in the community that
may be helpful to clients.

Staff associates are expected to make a camittment for at least
one six week cycle of clients. This usually involves arourd five or
six training sessions. Staff associates are utilized to teach seven
of the training modules and thus provide the majority of independent
living training clients receive. Associates who play a major role in
leading a training module are paid $25 per session; others who act as
co-facilitators are paid less. The project made a deliberate choice
to pay associates. On the one hand, the payment was a statement about
the important contribution associates were making. On the other hand,
by paying associates, project staff could establish clear expectations
about what they wanted associates to do: if associates were doing
training as a favor, the project felt they would have to take what
was offered. The average time that associates continue is about six
monthis. Same stay "forever" and really enjoy the process. Others
just want to try it out and see what training is like. Sametimes
associates want to drop cut for awhile as personal business may have
created new demands but later return.

Cammunity Networks

To a large extent, the New Options program works closely with
several networks among the disabled in Houston. Some of these networks
are very informal, as, for example, those that grow up around the
process of finding or living within barrier-free living arrangements
or nursing hames. Many also stem fram coammon attendance in service
programs or the University of Houston. Other networks are more
formalized. The major example here is the Coalition for Barrier
Free Living which serves as a link to the politically active and vocal
segment of the disabled commnity as well as providing a point of
association for those less politically inclined.

These networks serve an important function not only in pramoting
broader social participation but in aiding the adjustment of individual
disabled persons. The day to day operations and the ultimate success
of the New Options Program involves a process of both fostering and
drawing from such networks to pramote opportunities for clients to
becare integrated into the community.
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Sonama County Citizen Advocacy
Santa Rosa, Calif.

Within the last decade, Santa Rosa has had to absorb an influx
of population brought in by the develcpent of mobile hame parks, amd
adult and retirement communities. The largest city in Sonama County
and only an hour and a half drive north of San Francisco, Santa Rosa
is swrrounded by orchards, vineyards ard sprawling ranchlands. Just
east of Santa Rosa lies Sonoma State Hospital, housing nearly 2000
mentally retarded residents served by almost an equal number of staff.
Beginning in the lat 1960's, the progressive closing of Sonama State
ard nearby Napa and Mendocino hospitals moved a significant number of
developmentally disabled individuals into the community. Now nearly
12,000 disabled individuals live in Sonama County whether in group care
homes, with families, or indedperdently.

In 1973 a small volunteer advocacy project was initiated by
parents, professionals, and special education faculty at the Foundation
for Bducational Development at Sonama State College in Santa Rosa.

The project was inspired by the citizen advocate model pioneered by
Wolf Wolfensberger who proposed that citizens in the cammnity could
be matched with developmentally disabled individuals to form a
campanionship in which citizens would provide support ard advocacy
for the disabled individual to aid them in the everyday tasks of
living in the cammunity. A year later, the project had grown and
incoroporated as a separate agency with a cammunity board of directors;
Sonama County Citizen Advocacy. In the beginning, the agency's focus
was on finding and training individuals in the cammunity, developing
one-to—~cne relationships between “adwvocates" and "proteges," and pro-
viding community education to foster awareness of the program's aims.

Over the next three years, the agency grew in scope of services
as various sources of funding were found to hire full-time staff. In
1977, the basis for a camprehensive persocnal advocacy system was in
place. Furding came fraom diversified sources and usually in limited
amounts .now the agency has five different sources to fund a staff
of 11 including United Way, County Revenue Sharing, State Protection
and Advocacy monies, CETA ard the federal Developmental Disabilities
office in HEW. The agency has grown in camplexity now operating fram
three different offices, two in Santa Rose and one at Soncma State
Hospital.

The personal advocacy system is camprised of four major parts:
citizen advocacy, consumer rights, self-advocacy and parent-adwvocacy.
The citizen advocacy camponent retains its earlier objectives of pro-
viding for the personal and advocacy needs of disabled individuals
through ane-to-one matches between citizen volunteers and develop~
mentally disabled persons but has grown in size, coverage, and
sophistication. Now with more than a hundred active volunteers, the
camponent functions in the commnity and in Sonama State Hospital to
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link disabled individuals with personal advocates. BAs the longest
standing service of the agency, the process of making successful matches
has been refined from experience and has pointed to the need for other
advocacy services. The consumer rights camponent was added later to
deal with the need to inform disabled individuals, their families and
other service providers cf the legal, educational and service rights
that have been established by law. A representative provides para-
legal counseling and advocacy often working with other agencies to
ensure the appropriateness and accessibility of mandated services. The
Self Advocacy program provides counseling, assertiveness training and
group meetings to assist disabled persons to advocate for themselves.
The program operates in conjunction with People First of Sonama

County and has several groups involving about 20 to 30 individuals
living in the commnity and about 50 who reside in the state hospital.
Beginning in 1977, the Parent Advocacy conponent was started. The
program was originally conceived as a pilot parent program in which
parents of recently identified children with a developmental disability
would be matched with other parents who had gone through a similar
experience and were willing and able to provide support and counsel to
new parents in adjusting to new demands. The concept has been since
expanded to include a more camprehensive view of parent advocacy
incorparating both an emphasis on parents helping parents as well as
parent's role in advocating in the commmnity for the larger needs of
the develommentally disabled population in Sonoma County. This led to
the creation of a Parents Advocacy Council which grew out of the
existing networks among parents in the cammnity and has came to create
and embody other networks of mutual aid and advocacy.

The four camponents of the personal advocacy system provide
separate and camplimentary services in promoting the rights of the
disabled and assuring their support in the cammmnity. Wwhile separately
staffed, the programs are conceptually and operationally integrated
with informal referrals and information flow augmenting the ability
of each to provide services. The agency also gives emphasis to
cammnity education activities to provide the awareness and under-
standing of the wider population about the needs and rights of
developmentally disabled individuals in Sonama County. Overall,
Citizen's Advocacy has effectively articulated an integrated system
of services which incorporates clients and community in the concept
of advocacy.
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Pilot Parents Project
Multonomah County, Oregon

Finding out that your child is mentally retarded can be a lonely
experience, Whether the diagnosis is made at birth or dawns more
slowly as the child grows, many parents report feelings of isolation,
as well as shock, grief, and denial. Few parents are likely to have
other families who have a retarded child in their immediate circle of
friends and relatives.

When parents of retarded childred to get together, often as a
result of participation in programs for their children, they find a
special kind of support in sharing their experiences with others
who have "been there" too. They wish that they could have had this
support earlier when they were dealing with the initial emwotional
reactions to their retarded child and needed more information about
daily care and available services.

Out of these concerns, a group of parents in Multnomah County,
Oregon, who met when they enrolled their children in a special pre-
school program, decided to aorganize a parents' group. As one activity
of the group, they decided to offer themselves to new parents as
friends and quides. In 1975, they approached the Multnamah Association
for Retarded Citizens (MARC) for sponsorship and developed a program
called Pilot Parents.

As the program developed with the input fram the professional
staff at MARC, the parents became aware of similar programs in other
parts of the country and adopted aspects of these programs. While the
parents' experiences, the basis of what they have to offer to new
parents, are influenced by the specific services available in this
county, there is very little about the program that is specific to the
locality. What seems to be much more important for its success is
an enthusiastic group of parents willing to form the core of the group.

The Pilot Parent Program in Multnamah County is run by a group of
approximately 16 fathers and mothers of retarded children. A half-
time social worker in the MARC office provides assistance to the group
in organizing the program, recruiting and training new Pilot Parents,
ard managing the service. Some parents learn of the program through
publicity in the media, or friends and acquaintances, but the main
source of referrals is doctors, murses, and professionals who might
came in contact with families with retarded children. Requests for
services are handled by the social worker who matches the new parents
with a Pilot Parent. It is up to the Pilot Parent to make the initial
contact with a new parent and to decide what is needed. Most contacts
are relatively brief (1-3 visits or phone calls) and deal with new
parents' needs for emotional support and information about services.
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One Pilot Parent described a "typical" contact as going through
three phases. "Uppermost is talking about the child. They want to
know all about my child and then they talk about theirs. The second
thing is the emotional. What they went through when they were told.
Then they finally get to services, the future.”

Currently there are approximately 10 active Pilot Parents ard
referrals average 1-3 per month. The challenge facing the program
is to continue to recruit new Pilot Parents, and to make the program
more widely known in the community in order to be sure that all
parents who might want to make use of the service hear of it, while
maintaining the parent-run nature of the program.
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REP Project
Portland, Oregon

"I have called a service agency on three different occasions
with the same problem and gotten three different answers. On
one occasion they'll say, ‘'Yes, we work with that.' On another,
'No.' Ard a third time, 'I'll have to check.' You have to sit
down and ask yourself, 'We have handicapped people being
integrated into the commnity and if anybody needs these services,
they do. How the hell are they going to sort out the ambiguities,
the inconsistencies and learn to utilize these services?' Right
now anyway, that's basically what the volunteer does." (Jim
Staats, REP Project Coordinator)

This is a succinct statement of the problem the REP Project
was intended to address. The emphasis on commnity living for mentally
and physically handicapped people has led to a plethora of services
intended to make this adjustment easier. But the handicapped person
may not always be able to gain access to them. There may also be
instances when the handicapped person perceived his/her interests
to be contrary to the actions being taken on his/her behalf. The
REP Project made personal REPresentatives availble to handicapped
persons to help them negotiate with this system and protect their
interests.

Funded as a demonstration in June 1978, by ACTION, which had
sponsored a similar program in Harrisburg, Pa., the Oregon REP
program was channeled through People First, a state-wide peer support
and advocacy program for mentally retarded adults. The program was
terminated in September, 1979, midway through its 3-year demonstration
period.

The program had a state-wide director and three coordinators
serving the three areas with the largest concentrations of handicapped
persons in the state--Salem, Eugene and Portland. The Portland office
had a part-time assistant.

While this project was based on the use of volunteers, it is
important to understand the ways in which it departed fram more
traditional volunteer services for the hardicapped. In the first place,
handicapped persons were volunteers as well as users, reflecting the
philosophy of People First. Secondly, it was neither a friendship
nor citizen advocacy program. The volunteers, called REPs, were
expected to have specific skills which they used to help the users
of the service solve a specific problem. The relationship was termi-
nated when the problem was solved. If the user called back with a
new problem, he/she would most likely be assigned to a different
volunteer, depending on the expertise required. Finally, the REP
Project had a camitment to changing the service system as well as to
meeting the specific needs of users of the service. The staff saw
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the individual problems brought to them by the hardicapped as illumi-
native of difficulties in the system and took action at the system
level as well as the individual level. Part of the goal of the project
was to show where the community is failing to provide the necessary
services to allow the handicapped to live independently.
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Coping Skills Program, Transitional Living Services
Syracuse, New York

Transitional Living Services (TLS) was founded in 1974 to provide
group and agpartment housing, training in daily living skills, and
follow-up support for mentally and developmentally disabled clients in
transition from institutions to the cammunity. The voluntary, non-
profit agency is located in Syracuse, New York and funded by United
Way and by federal, state, and local grants and contracts. The agency
originated through the cooperation and planning of a number of agencies,
including the Onordaga County Department of Mental Health, Hutchings
Psychiatric Center, and United Way, and continues to work closely with
them. The staff includes four administrators, two social workers,

a housing staff of 30, two follow-up workers and two in the coping
skills program.

While the program began as a residential program centered in six
apartment complexes and large houses providing training that would
allow clients to move out into the commnity on their own within a
reasonably short time, it has developed into a broader psycho-social
rehabilitation program which also involves a mobile team of staff
working in the community. The team includes follow-up workers who work
with the clients on a one-to-one basis while they are in TLS housing,
help them find housing in the community when they are ready to move
on, and continue to help them cope with problems and retain what they
learned at TLS after they leave.

The second part of the mobile team consists of two staff who pro-
vide opportunities for the clients to take part in activities in the
surrounding commnity and to develop social networks. This camponent,
known as the coping skills program, is the focus of our study. The
coping skills staff try in a variety of ways to make connections
between the clients and informal helping resources in the community.
This may involve developing situations where clients mingle with
comunity people; for example, one of the staff and same of the clients
have bequn to volunteer to cook dinner one night a week at a local
cafe run entirely by volunteers, where clients and cafe 'regulars'
from the cammunity mingle at dinner. In addition to helping clients
feel comfortable in existing cammnity settings, they create new
situations where clients and community can meet, such as sponsoring
a dance with music by a local wamen's band and organizing a softball
team that plays other teams in the community. They also encourage the
clients to develop relationships with other clients, and to take part
individually or in small groups in ongoing activities in the commnity.

Since our visit in June 1979, the coping skills program has re-
ceived more support both within the agency and fram the funding source.
Two new staff have been added, and the two follow-up workers are being
integrated into the program. With the support of the agency, the
coping skills staff are moving out into the cammnity to deal with
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former mental patients in general, not just with TLS clients. The
program has received recognition fram New York State as a model for
camunity support and the staff have been involved in training through-

out the state.
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Ajo Program
La Frontera Inc., Pima County, Arizona

The mental health program in Ajo, a small, campany-owned mining
town in Pima County, 127 miles fram Tucson, Arizona is within the
catchment area of Ia Frontera Inc., the outpatient arm of the Tucson
Southern Counties Mental Health Services, Inc. Ajo has a population
of about 6500. Only two small towns lie between it and Tucson. It
is surrounded by hot, arid desert country, much of it part of the
Papago Irdian reservation and the U.S. Air Force bombing range. Its
location acts to give residents a sense of isolation but also brings
about a high degree of interaction and interdependence. Approximately
half of the residents belong to minority ethnic groups, of which
about 40 percent are Mexican-American. There is an extensive net-
work of clubs, associations, and many churches. Since the men at
all socio—-economic levels work very long hours at the mine, the women
ovn and manage most of the small businesses and are prominent in the
leisure time activities. The Phelps Dodge Copper Mining Campany owns
most of the land in the town, operates the hospital and the local
tavern and owns the housing with it allocates according to position in
the mine hierarchy. It tolerates the mental health service but has
not been active in pramoting it.

The major program of La Frontera centers in South Tucson.
Established in 1967, it has a total hudget of about $2 million derived
from federal (NIMH) state, local, and private sources. Dr. Nelba
Chavez, the director, is nationally known for her work in mental health
with Mexican-Americans who, with other minorities, are of special
concern to the organization. In order to provide them with the mental
health services they need, extensive use is made of paraprofessicnals
in all its programs, and professional staff are chosen for their
sensitivity and ability to reach out, as well as for their training.
The agency offers a range of services in and outside its offices. It
has provided mental health services in Ajo since 1975.

La Frontera initiated the mental health service after a study,
commissioned by the head of Nursing Service of Pima County, which
sought to find ways in which the resident public health nurse might
improve mental health services in the community. At that time anyone
who evidenced problems of non-conformity was referred either to the
judicial system or to the mental hospital and clinic facilities in
Tucson. The Nursing Service study was conducted by a member of
a private Nurse Consultant firm, who initially spent some time in
Ajo, observing the life of the town as it flowed through the central
square, and reading the local paper, noting the recurring names of the
store owners, and the leaders of the numberous clubs and associations
that made up the social networks. Insofar as possible, she included
the public health nurse in her studies and gradually assisted her in
discovering what kinds of services were needed which she might provide
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and how she could make use of the extensive and activie networks which
already existed.

Working with cammnity leadership several programs were started
such as a drop-in day-care center and a listening clinic which
provides counselling by telephone. When the consultant's work was
campleted, La Frontera began to offer service to Ajo as part of
its expansion into the wider catchment area.

A resident of the Mexican American Cammunity is now the mental
health worker, located in the same building as other health and welfare
services. She has worked here since the inception of the program in
1975. she sees some patients herself but works largely to assure
them the support of the cammunity networks. A psychiatrist and
psychologist visit every three weeks to see patients arxd to confer with
her on their management.

An alcoholism program was initiated about two years ago by
La Frontera as an added mental health service. The staff of that
program consists of a man with an MSW and one with a BA in Anthropology.
They have spent most of their time to date sensitizing the entire
camunity to the problem of alcoholism and providing an educational
program for influential citizens and professional people.
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Cammunity Network Development Project
Florida Mental Health Inst., Tampa, Florida

Along with St. Petershurg and Clearwater, Tampa is part of a
two county metropolis on the central west coast of Florida. In many
ways a natural garden spot, the area has an abundance of water whether
from the Tampa Bay, the Gulf of Mexico, the many rivers and small
lakes, the summer thunderstorms or the general high humidity. Tampa
spreads north and east of the Bay Area with the downtown business
district now situated to the south of the new suburban developments
that have reached North in the last several decades.

The Florida Mental Health Institute (FMHI) is located in the
northern part of Tampa near several large state insitutions, notably
the campus of Florida State University. As part of Florida's Department
of Health and Rehabilitation Services, the Institute serves as the
central research and program development arm for the state's mental
health services and also provides statewide consultation and training
services to agencies. Innovative clinical treatment projects are
undertaken in three major sections of FMHI and include Adult,
Gerontology and Children's programs. Each section has a number
of distinct projects serving specific populations that comprise as a
whole a generally more difficult type of clientele with more severe
problems.

As one of four projects within the Adult program section
focusing on ex-mental hospital patients, the Cammumnity Network
Development Project is perhaps unique among all the treatment programs
at FMHI in stressing peer support, self-help and cammunity based
services as the primary focus of treatment. In contrast to other
projects which generally emphasize structured residential or day treat-
ment with an intensive program of clinical services, the CND project
serves a population in the community, incorporates a cammittment
to peer versus professional support, and structures opportunities
for project participants to assume responsiblitites for helping each
other. A core element of this shift in philosophy and practice is
a respect far the abilities of project members to take responsibility
both for the direction of the program as well as for helping other
members as problems arise.

The CND project knits together several key themes in creating a
structure of organization and procedures for involving participants
in project activities. The project is founded on the recognition that
when most people experience stress they look to family, friends,
relatives or neighbors for support in coping and making adjustments.
Such a support system is critical to mental health and is based on
the personal network each individual has available. This is no less
true for those with mental or emotional disturbances but the important
difference lies in the general finding that such individuals have
rather more limited personal networks and thus do not have well
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functioning support systems. Realizing the values of support provided
by peers who have experienced similar circumstances, the project also
incorporates the principles of self-help as a means to pramote the
support systems of members.

The basis of the CND project's efforts centers on a network of
mutual aid and self-help among nearly 100 ex-mental patients living
within the Tampa and St. Petersburg areas. The overall network has
been subdivided into four local networks based on geographical cluster-
ing of members so as to increase the accessibility of members to
regularly scheduled network activities. Sub-networks are based in
North, South and East Tampa and the St. Petersburg area and range in
size fram about 10 to 40 active members. The CND project engages
members in several different types of activities to pramote social
interaction and develop supportive relationships. Regularly scheduled
area meetings provide an opportunity for members within a particular
area to get to know each other on an informal basis to plan activities
and to participate in social and recreational activities. Periodic
general network meetings, a newsletter and a membership directory pro-
vide vehicles for keeping in touch with the whole network. Member
organized fundraising activities such as car washes, dances and bake
sales provide ways to finance more expensive outings and events. The
project also provides educational activities through skill training
materials and programs. Cammmnity Living Skill training modules are
made available to members and include such topics as job hunting,
problem solving and others. Project services also include crisis
support, advocacy, information and referral to cammnity resources.
The CND project has also assisted members to develop and run a coopera-
tive living facility in cooperation with a halfway house, Boley Manor
in St. Petersburg.

Staffing to help organize and maintain the network follows a
pattern that places an emphasis on peer helping roles, called Cammnity
Area Managers (CAM), in providing counseling, activities, organization
and maintaing liaison between members and professional staff in each
geographical area. Each CAM is supervised and provided training,
consultation and support by a Staff Area Manager (SAM) who is a full
time professional with experience in counseling. CAM's are hired
from among members within each area network and are paid to take
major responsiblity for organizing and convening weekly area meetings,
planning actitivies, and sustaining membership involvement and inter-
action. A SAM and CAM responsible for a given area membership will
meet reqularly to discuss how members are doing, jointly plan future
activities, and talk over any difficulties that may occur. The SAM is
a consultant and resource person to the CAM but may directly intervene
when a particular member may need help that the CAM is not able to
provide.

In order to have a forum for the entire four area networks, a
similar pattern of peer-professional staffing exists to arrange for and
coordinate periodic activities involving all network members. A
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Network Director is hired fram among CND members by a Network Coordina-
tor who is a full-time clinical staff member. Because of the greater
camplexity involved in planning and conducting Network wide meetings,
circulating a newsletter and holding activities, other opportunities
for member roles are created. Member Leaders, who are paid, and

Mewber Volunteers, who are not, perform various tasks as needed in
assisting the Network Director to carry out organizing responsibilities.

Research activities cover several aspects of the project with a
major amount of effort centering on the examination of project effec-
tiveness in reducing recidivism among members. Preliminary data fram
a 10 month follow-up among 40 members indicate significant reduction
in required mental health treatment, total days of hospitalization, and
total hours of out-patient contact when campared to similar data
obtained fram 40 controls.

More data is currently being collected to substantiate these
findings, but the response of members and the interest of other agencies
augur well for the project's success. Perhaps the most significant
factor in this success has been a philosophical cammittment to self-help
principles and an interest and organizational capacity for program
innovation. These factors have involved project staff in a continued
process of refining the existing program as well as looking for new
areas to explore. Already, the project is involved in attempting to
develop an independent "client corporation" which would serve as a
vehicle for a cammnity-based, client-controlled venture in program
development. As the project's experience is examined and replicated
in other agencies, it will likely serve as a model for pramoting self-
help and peer support among those with mental and emotional impairments.
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Cammnity Helpers Project
Pennsylvania State University
State College, Pennsylvania

The Community Helpers Program is a three-year project funded by
the National Institute of Mental Health, sponsored by Pennsylvania
State University and the Mental Health/Mental Retardation Program of
four counties in central Pennsylvania. The purpose of the program is
to enhance the ability of nonprofessionals in rural cammnities to
provide preventive mental health services within their own social
networks.

The major focus of the program is on developing and evaluating
the effectiveness of a training program for lay persons in the camunity,
training them in basic helping skills, life develomment skills, and
(prospectively) crisis intervention skills. The basic helping skills
training outlines specific behavioral objectives for the helper,
particularly good listening skills, and teaches them through modelling
and role playing. The role of those receiving the training fram
project staff, called 'trainers,' is to in turn train other groups of
laypersons, called 'trainees,' fram the comunity, passing the skills
down in a pyramiding fashion.

The program operates fram two cities: a town of 12,000 and the
western section of a rural county, where the largest town is about
1300. The areas differ greatly in the availability of formal services.
The region is very stable, settled largely by Germans, English,
Scottish, and Welsh; most are employed in small factories, although
most of the lard is farm lard.

Contact with the two rural areas included in the project was
bequn by recruiting pecple to form volunteer Advisory Boards in each.
The Advisory Boards ard project staff then recruited trainers. Be-
cause those involved in the program at the cutset were professionals
who recruited fram their own networks, both Advisory Boards and
trainers tend to be more professional and human services related
than expected. The trainees, however, are closer to representing a
cross-section of the community. Both groups are expected to employ
their skills in their everyday lives, helping those that seek them out,
but doing so more effectively than before. In an area where people
already rely strongly on informal systems for help, the long-term aim
of the program is to make that help more effective and to prevent
ordinary life development crises fram becaming mental health problems.

Since the funding of the program was largely a research and
demonstration grant fram NIMH which ended in June 1980, the continu-
ance of the program is uncertain. During the period of the grant, the
staff consisted of four faculty members from the College of Human
Development at the University who directed the project and its
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evaluation, four graduate students who carried out the training and
assisted with the evaluation, and a half-time field coordinator who
lived in the project area. The field coordinator continues with 10
percent support fram the cammnity mental health center.
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Washtenaw County Cammunity Mental Health Center
Ann Arbor, Michigan

Washtenaw County encampasses a heterogeneous population--the major
cities, Ann Arbor an Ypsilanti, are quite different in their physical
layout and social camposition. Ann Arbor is dominated by the University
of Michigan campuses, with its students and faculties, and by quiet,
exclusive neighborhoods, lovely tree-lined streets, and light,
clean industries such as research and warehouse/distributive firms.
Many long time local residents are upper level managers of Detroit-
based firms. Ypsilanti, on the other hand, is primarily a working
class cammunity. Eastern Michigan University amd the Ford plant
daminate the town. Many other workers cammte to Detroit's auto
plants. The residents of both cammmnities are predaminately white,
but blacks and other ethnic minorities are also present. The Black
camunities have a long history in this area dating back to the pre-
Civil War days of the "undergrourd railroad." The outlying Washtenaw
County has several small towns ranging from satellites of Ann Arbor
and Detroit, university and industrial towns, to foarm camunities.

To serve this diverse area, the Washtenaw County Community Mental
Health Center is subdivided into three "catchment areas:" Ann Arbor,
¥Ypsilanti, and "Cut-County." This subdividison permits the programs
and services of the overall agency to be responsive to each cammunity
ard to reflect the perceptions of need of each host locale.

Washtenaw CMHC has grown in its 12 year history fram a small
organization with a budget of around $50,000 to a camplex bureaucracy
operating on a $5 million budget. Its funds came primarily fram the
State of Michigan Department of Mental Health, as well as fram fees
for services, and from grants and contracts. The structure of the
agency has changed through the years fram a very flat organization where
everyone knew everyone and teamwork and individual initiative were
highly valued. Despite the pressures toward bureaucratization the
staff fram the top level to the line level continue to pursue the goal
of providing services that "make sense" relative to the community in
which they are offered. The resulting catchment areas are further
divided into adult and child clinical, pre- and after-care, and
camunity services (or direct and indirect services). Parallel to
the catchments are county-wide services provided by the Child Guidance
Center, the Development Center, and C.E.R. (Court, Emergency and
Residential) Services. Within the agency the executive director is
responsible for external linkages to the Mental Health Board and
County Commissioners, the state and regional Mental Health offices,
the State legislature, and to directors of other public service
gencies. The associate director is responsible for internal coordina-
tion and operations. Each catchment level has a program manager who
supervises the clinical, pre- and after-care, and cammnity services
staffs. There are agency-wide coordinators for Consultation and
Education, Aging, and Cammnity Support programs (the latter program
specifically for after—care clients).
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It has been the agency's policy to use mental health generalists
for a variety of its services, ard to provide intensive supervision
ard in-service training programs to enhance staff skills. Persons are
assigned their responsibilities based on personal skills and campetence
rather than credentials. This has led to an interdisciplinary staff
where control and decision~-making is not in the hands of any particular
profession.

The primary mandate of the Washtenaw CMHC is to provide treatment
to individuals suffering from emotional difficulties, or related
problems such as substance abuse, problems in interpersonal realtion-
ships, or exhibiting psychotic behaviors. The agency also is mandated
by Michigan law to provide ‘'aftercare' treatment services for the
deinstitutionalized populaticn, often chronic mental patients. These
direct service programs absorb the bulk of the agency's resources--
both funds and personnel. Cammunity mental health centers are also
mandated to provide primary prevention programs through their consulta-
tion and education (C & E) services. This is a mandate which receives
increasingly miniscule funding allocations relative to the overall
mental health system financing. Despite the loss of a sure funding
base for prevention, Washtenaw QMHC remains firmly camitted to C & E
programing as of equal importance and validity as the clinical
services. C & E is seen as pro-active mental health treatment,
assisting individuals in the community to avoid mental health crises
by educating them to better mental health practices and by strengthen-
ing the informal support systems within a cammnity.

Each catchment agency has its own C & E programs whereby it
provides a variety of services to other formal agencies and organiza-
tions and to informal commnity groups. Aamong the more conventional
C & E relationships are those with schools, law enforcement agencies,
social services agencies, daycare programs and churches. The staff in
the C & E programs work in teams; their relationships with a consultee
are regarded as confidential. The consultation, or information about
the consultee gained through it, is never discussed with persons outside
the agency without the written consent of the consultee. Many of
these programs are "giveaways," where mental health professicnals
use their expertise to assist another agency, group, or neighborhood
to put together a service program which it will eventually deliver on
its own. Some consultations evolve into collaborative efforts with
ongoing involvement of the mental health staff. The C & E staff
generally rely on the lay referral system cawbined with same outreach
efforts to identify and establish new consultation service efforts.

It is in the context of the consultation function of its
prevention programming that Washtenaw Q'HC has worked with infarmal
helping networks, mutual aid groups, and natural helpers or lay care-
givers. Several instances of such efforts have occurred. One major
effort drew together the Selected Neighborhood team for a five-year
consultation relationship. There is an ongoing liaison/consultation
with a 'natural caregiver' in a local S.R.O. hotel. Behavioral



Science Study Groups among teachers and staff were formed in several
schools. In efforts to reach the more informal helping sector of the
camunity, the agency has also drawn volunteers (lay persons) fram

the local cammunities into the agency, to give them an exposure to
mental health services and programs, rotating them among the divisions.
One outcame of this effort has been to improve information referrals
fram the comunities. Same of these cammnity recruits returned to
the camunity, others have stayed with the agency as volunteers or as
para-professional mental health technicians.
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Project Transition, Inc.
Ann Arbor, MI.

Project Transition is a 12-year old program in southeastern
Michigan which provides resocialization opportunities to mental health
system clients through the use of camminity volunteers. It is a
private non-profit organization which for the first decade operated
solely through volunteer participation and membership.

In 1977 the Board of Project Transition added paid staff to
ensure coordination of activities and proper administration of organi-
zational resources and grants. The program is staffed by an
Executive Director, a volunteer coordinator, a resources coordinator,
a special program coordinator, and a secretary. The Executive
Director and secretary positions are funded by a contractual agreement
with Washtenaw County Cammnity Mental Health Center. Other staff
positions are paid for with public manpower funds--CETA and VISTA.

The basic service provided by Project Transition is (re)socializa-
tion for mental health system clients; it involves commnity voluntears
{(coming from churches, civic groups, and student groups) who meet
with clients (fram the Regional Psychiatric Hospital, or fram mental
health agencies in Washtenaw, Lenawee, and Jackson counties), as well
as one or more mental health professionals and/or institutional staff
(nurses, ward attendants). These groups meet weekly for ten weeks for
social and recreational activities that they all plan and participate
in. The program is based on the premise that friemdly, caring commnity
volunteers serve as a critical bridge to normalization for institution-
alized persons and other mental health system clients. The volunteers
form relationships with clients that facilitate their learning
communication and other social skills, and the volunteers do so with-
out pay which enhances their trustworthiness to clients.

In order to provide services to the clients of the psychiatric
hospital and mental health agencies Project Transition has worked out
cooperative agreements with these organizations. Project Transition
contracts with these mental health system organizations to provide
socialization services——to recently admitted patients, to short-temm
patients, to long-term patients, to patients scheduled for release, to
“after-care" clients of the community mental health centers, and to
clients of such centers who may never have been hospitalized but
wham professionals feel could benefit from participation in Project
Transition socialization programs. In their contractual arrangements
the agencies are expected in turn to provide a staff liaison with
Project Transition, who works with the Project Transition Volunteer
Coordinator ard supervises Project Transition staff-leaders of
volunteer-client groups within that catchment; the Project Transition
staff leaders are often shared staff--that is, they work part-time
in their PT leader role ard in supervision of volunteers, and part-
time in other mental health staff capacities within the sponsoring

agency.
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The clients participating in Project Transition activities are
selected by mental health professionals. The Hospital, in its PT
groups, releases in-patients for weekly meetings, provides transpor-
tation for the patients, and sends a staff member with the patients.
Thus maintaining good working relationships with the mental health
organizations is critical for successful functioning of Project

Transition groups.



234

Neighborhood Self-Help Project
Chicago, Illinios

The Meighborhood Self-Help Project is a research and demonstra-
tion project jointly sponsored by the Chicago Cammons (a large, camplex
social service organization), the Taylor Institute (a private policy
studies firm), and the University of Chicago School of Social Services
Administration. The Project also has three major camponents: (1) a
service program, (2) research program, (3) policy program. It is
primarily the service or intervention camponent which is of concern to
this study.

The Chicago neighborhood selected for the demonstration project
is an inner Southwest area of about 60 square blocks, not far from the
University of Chicago. Although once a thriving European immigrant
working class camunity, it has shifted rapidly in the last decade to
one that is predominantly Black and Hispanic. Only a few pockets of
whites remain in the area--they are poor and elderly and thus locked
into the neighborhood despite its decline. The neighborhood is
blighted by vacant lots, abandoned and decaying housing, and rubble,
and the lack of effective city services--street cleaning and mainten-
ance, garbage pick-up, rat control, fire ard police protection, and so
on. This poor service reflects the poor "connections" of the new
residents to the political system, a very important aspect in Chicago
life.

In 1976, in cooperation with the other organizations, the
Chicago Cammons administration selected this neighborhood for a
Project in which it sought to gain a better understanding of how
informal systems of support in such a neighborhood affect the residents'
needs for and/or use of formal services. The funding for the Self-
Help Service Project cames fram Chicago Camons and is limited to a
three-year domonstration program. The Project has four professiocnal
staff, and two clerical assistants; the staff members are all either
Black or Hispanic, as are most of the residents of the neighhorhood.
Although sponsored by the Chicago Commons, the Self-Help Project is
fairly unique in its approach and thus operates in a more autonamous
manner than other "Chicago Cammons" neighborhood-level offices. It
is housed in a two-story apartment building, with a storefront office,
two larger flats converted to meeting space and offices, and a small
flat used by a volunteer caretaker and "natural helper." To residents
of the neighborhood this building is known as the Self-Help Center.

The "service" camponent of the Neighborhood Self-Help Project
is designed to be as non-intrusive as possible. The goal is to under-
stand the natural helping system and the cammnity resources: natural
helpers, special skills, and local concerns. The Self-Help staff role
is to became an added resource to help the local residents accamplish
what they feel is important. Where the standard social service agency
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"does things for" people, the Self-Help Project asks "What do you want
to do, and how can we help you?"

The basic goals for the program staff are to:

- identify natural caregivers and their networks, and
other neighborhood resocurces;

- strengthen, expand, and support self-help practices in
the neighborhood;

-~ as appropriate, link neighborhood residents and groups
to formal human service organizations within and outside
the target area.

Two staff members are referred to as 'natural helper' facilitators.
They are responsible for identifying and working with natural helpers,
particularly those who provide direct personal assistance to their own
circle of neighbors and friends-—as advisors, "good neighbors," "play
ladies," and so on. The natural helper facilitators follow the "good
neighbor" strategy-——they stop by to visit, call occasionally, listen,
share information, act as consultants. They are also responsible for
finding out how the natural helpers' efforts can be enhanced by the
addition of tangible resources.

There is one staff member, a Network Developer, who is responsible
for increasing the size of the local resource base by encouraging
linkages between natural helpers with common service concerns—-
recreation for kids, crime, neighborhood maintenance, and jobs. This
is a coordinating/mobilizing/facilitation role that requires sensitivity
to what works and what will most meet what the commnity wants.

The Project has met and talked to over 200 persons that others in
the neighborhood described as helpful. Of these they have found about
20 persons that are central figures, with an ongoing involvement in
helping others. Most of these 'natural helpers' are women, although
sane men are included. Most provide help to neighbors and friends
directly; scme are also concerned with more indirect services such as
neighborhood improvement.

There are two basic service strategies that have been adopted by
staff in the Project:

A. Strengthening natural helping networks--a variety of
techniques designed to match local resources to local
needs are used. Sametimes meetings are held bringing
together helpers with those in need, sametimes referrals
are made to natural caregivers, or persons with a cammon
problem are referred to each other. In their interactions
with natural helpers, staff provide information, assistance,
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or advice on handling problems (whether for another indi-
vidual or for themselves).

B. Linking the neighborhood residents to formal human service
agencies. Often in this impoverished neighborhood the
resources necessary to provide adequate assistance are
lacking in the informal system. Project staff refer resi-
dents to formal service agencies, but they go beyond the
referral--they seek to help the individual, family, or
camunity group to understand how the agency operates,
what will be expected of them, and how they can best
utilize the available services.

The long range goal of Chicago Cammons is for the Neighborhood
Self-Help Project staff to leave this neighborhocd and move on to
other inner~city Chicago neighborhoods with a similar approach.
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Cammnity Development Program
Durham, N.C.

Seasoned urbanites might be samewhat surprised when hearing Durham
being called a city. Although recent population counts number its
inhabitants at 140,000, Durham has many features of a small town atmos-
phere or even a suburban envirarment. The downtown area covers not
much more than a half a dozen blocks, residential areas are spread out,
and open fields are not an infrequent part of the landscape. The city
is growing, but the surrounding county is growing faster. Same of the
county growth may be due to people moving out of Durham to find other
housing, but the majority of it can probably be attributed to residents
who work in other areas such as Chapel Hill, Raleigh and the Research
Triangle Park-—all within cammting distance.

Same of the urban fringe of Durham still engages in farming. For
example, about a quarter of the Rougemont/Bahama population still farms
small tobacco allotments. Poverty and dilapidated housing are not hard
to find in and around Durham; Bragtown to the northeast of Durham had
more than a quarter of its families earning less than $2000 in 1972.

To the north and east, one finds the old established neighborhoods of
Durham, many now in decline or transition, same trying to redevelop.
To the south and west one encounters Duke University, campus housing
and new development, although just beyond one runs into rural farms.
Neighborhood decline and substandard housing are major problems for
many of Durham's residents.

In Durham, the general strategy of the city's Cammnity Develop-
ment Agency (CDA) has been to designate general community development
areas on the basis of need, annually select target neighborhoods for
development, and to offer financial assistance to qualifying hame
owners for the purpose of bringing their houses up to code. Neighbor-
hoods must have a certain amount of owner-occupied dwellings. Renters
cannot receive rehabilitation funds; landlords may be eligible for a
loan to repair rental units but there is little incentive to exercise
this option. Grants are small, usually less than $5000.

The Housing Counselor camponent of the Durham CDA has the front
line responsibility of working with local residents, organizing
neighborhoods to consider special projects and assuring that needy
residents obtain necessary services. Potential clients are identified
by a housing inspector who checks for code violations. Sometimes this
may involve a request by the resident for a determination of eligibility
or a word of mouth referral by neighbors. Housing counselors go over
what the program offers, check an applicant's financial eligibility,
and refer eligible hameowners to the Redevelopment Camission. The CDA
has taken the charge of not just rehabilitating the physical neighbor-
hood but improving the life of the people who live in them. Community
development doss not simply mean code enforcement, the concept is taken
to be much broader in scope. To them, this means identifying the
strengths of a neighborhood area and building upon these or developing
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new resources in order to make a lasting impact on the lives of its
citizens. In essence, the idea is to put the "neighbor" back into
neighborhood.

The agency's approach to articulating this philosophy has been
to seek out and develop a relationship with a camunity's "natural
facilitators." Called "housing facilitators," these are people who
informally play key roles in a neighborhood--others turn to them for
advice or help, they have an active concern for what happens in a
neighborhood or they may be central figures in neighborhood self-help
activity. The tasks they perform are instrumental in sustaining or
developing the informal social organizations within a camunity, and,
as such, they become the channels through which one can best under-
stand and work with a cammnity.

The Durham Housing Facilitator project was bequn in July of 1977
within the housing counselor section of the Durham CDA, utilizing
existing staff. The counseling section is one of three arms of the
CDA; planning and administration being the other two. The CDA Director
is responsible to the City Executive, and lines of authority are
delegated to supervisors for each of the three sections. The housing
counseling staff include two counselors and a facilitator trainer.
Cammnity aides have been hired for five neighborhoods.

As mentioned earlier, the CDA's general strategy involves identi~
fying target neighborhoods each year within an overall CD designated
area. A surbey is conducted initially which incorporates questionnaire
items designed to obtain listings of potential facilitators.

Housing counselors are responsible for hiring cammnity aides and
identifying facilitators. Aside from the survey method, other methods
are employed, the major one being a canvass of cammunity organizations,
especially churches. Counselors refer the facilitators to a staff
trainer who is responsible for arranging and conducting training work-
shops, coordination with the facilitators, conducting periodic
camunity workshops, and evaluating the Housing Facilitator training
program.

Once facilitators are recruited, a process of training is carried
out. Training topics are developed on the basis of the housing
caunselor's needs assessment, resident input, essential CD program
information, and material describing the scope and purpose of other
service programs available to residents. An illustrative range of
topics include Social Security, Senior Citizen programs, Tenants'
Councils, Public Housing, Hameowner rights, Landlord-Tenant Bill,
programs of the Department of Social Services, Homemaker Services and
various health related issues. Training is rather informally arranged
and includes use of resource persons in the cammnity. Descriptive
information packets supplement the training and are intended to serve
as reference materials for facilitators in making referrals to service
programs or advising their clients.



The general idea of training is to refine the facilitators'
preexisting skills, not to alter them. Staff view facilitators as
serving a vital need, and the status of the relationship between staff
and facilitators is equal—"they have as much to offer us as we have
to offer them." Camunity aides work most closely with facilitators
outside of training; often housing counselors are a part of this when
a client they are working with may be helped by a nearby facilitator.
Sametimes facilitators are clients themselves, receiving financial
assistance for repairs or other services. Staff feel this often helps
the facilitator's skill in advising others, as "after they've been
through the process, they are better able to tell others what its like."

The intended ocutcome of the facilitator approach is to increase
the accessibility of formal services to a camunity by making key
helpers more knowledgeable about existing rescurces and when referrals
are appropriate. In same ways, the approach achieves this objective,
as data irdicates that, although facilitators help about the same
number of people as before, they make more referrals to formal agencies
after being trained. Some evidence indicates that facilitators may
play a larger role in providing input to agencies related to cammunity
needs either informally or by serving on advisory cammittees.
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Galt Natural Helping Networks Project
Galt, California

Located not far fram the cooling towers of the Rancho Seco Nuclear
Plant, Galt is a rural cammunity of about 7,500 southeast of Sacramento,
the state capitel of California, In Novambor of 1978, the Galt Natural
Helping Networks project commenced operation through a two-year demon-
stration project grant funded through 314-D special project monies fram
the state. The goal of the project is to develop a cammmnity support
system to meet the mental health needs of Galt residents in a way that
recognizes and reinforces the existing resources of the cammnity. The
principal cbjectives of the project are to: identify and organize
natural helping resources in the Galt community including professiocnal
providers, civic and business organization volunteer efforts, and
informal helping networks; to test the effectiveness of a natural help-
ing team approach to serving persons with mental health problems; to
work with the chronic mentally disturbed population to expand their
support systems, and to develop ties with the helping resources of
the Galt Mexican-American commnity.

The grant, administered by the Department of Mental Health of
Sacramento County, supports two paid positions and the project has also
been fortunate to recruit two student volunteers fram nearby universi-
ties. During the first six months, the project has had office space
donated by the Galt Concillo Clinic, a caommnity health clinic but has
since moved to a storefront office in the business section of Galt
provided by the city. The new office space reveals the progress staff
have made in developing formal support for their work in the Galt
cammunity.

Project staff have been engaged in a two-pronged effort since
beginning operation focussing on overall cammunity develcpment as well
as on individual client-oriented services. The major thrust of the
project so far has been to work with the community,” kelievirig that
until the commnity's existing resources are able to be mobilized,
individual client needs cannot be effectively addressed by the car-
munity. Additionally, the project is concerned to develop an angoing
capacity within the community to respond to its problem, a capacity that
will remain when funds for the project run out. Activities such as
canvassing the neighborhoods of Galt, talking with citizens, the busi-
ness cammunity, church and civic organizations, identifying and
recruiting key opinion leaders within local goverrment, meeting with
other formal service providers, and organizing special interest
camittees to articulate and discuss cammunity needs have been carried
out. These efforts have developed support for the project within the
camunity and helped to identify and enlist the natural resources of
Galt to meet the needs of its residents. Beginning in April of 1979,
the project began to move more in the direction of working with
individual clients, receiving referrals and requests for services,
doing individual and family counseling, and referring individuals to
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volunteer helpers in the commmnity.

At present, the project staff have made progress toward identify-
ing and mobilizing a cammnity support system for residents and plan to
expand this effort and to direct more attention to the needs of the
chronically mentally disabled and to the Mexican-American cammnity.
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South Cammunity Organization
The Neighborhood and Family Services Project
Milwaukee, Wisconsin

The South Commnity Organizatian developed fram the 4-year re-
search and demonstration project for Neighborhood and Family Services
of the Washington Public Affairs Center, funded by the National
Institute of Mental Health. The overall project involves two demon-
stration sites one in Baltimore, MD. and the other in Milwaukee,
Wiscaonsin. This study focuses on the Milwaukee site. Underlying
the overall project are same assumptions about the type of mental
health service delivery that is appropriate for urban white ethnic
working class populations:

1. Social class and ethnicity affect attitudes towards and use
of mental health services. Yet class and ethnicity are
frequently ignored by mental health professionals.

2. Neighborhoods are a source of attachment for individuals,
contributing positive identities; neighborhoods have many
strengths and helping resources which should be strengthened
and augmented by professional services.

3. Professional services should be designed to enhance the
campetence and power of the community.

4. The cammnity needs to be responsible for its own mental
health. Professional services should suppleament not
replace the informal sector.

The overall goal of the Neighborhood and Family Services Project
is to develop a conceptual framework, program and policy mocdel for
human service delivery leading to:

1. Reduction of negative attitudes toward mental health services
among ethnic working class populations;

2. Develomment of a service delivery system congruent with the
lifestyle of ethnic working class populations;

3. Determination of rearrangements of the formal delivery
system necessary to remove obstacles to help seeking ard
receiving;

4. Development of policies in support of neighborhood-based
mental health services.

Milwaukee, Wisconsin, a city of over 600,000 that still retains
a small-town flavor, was settled by several waves of European immigrants,
mostly Germans but including some east and south BRuropeans. Different
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parts of the city still are daminated by their ethnic traditions and
values. One such neighborhood—a tight-woven, Polish Catholic working
class area--was selected for this project. Values of ethnic pride,
self-help, family, and church prevail. Working through an organization
representing the varied sectors of the neighborhood, the Neighborhood
and Family Services Project identified the strengths and resources
used by area residents to solve mental health problems, and same of
the needs that residents still felt were umet by the local helping
network and the professional service system. Pilot projects were
developed to meet these needs. The pilot projects involve volunteers
fram the commnity, in consultation with professionals fram local
agencies, planning a program or project. Each pilot project camittee
is structured in a manner which leaves the cammunity residents in
control of activities and agendas. One representative fram each
project committee sits on the SQO Steering Committee. In Milwaukee
the first pilot project involved the preparation of a single page
Referral Directory listing helping agencies and groups serving the
neighborhood. A second major problem area identified was family
communications for which a series of workshops and skits were developed.
Currently SCO has 10 pilot project committees: Referral Directories,
Family Communications, Widowed Persons with Deperdent Children
(SCOW'ers), Widowed Persons, Southside Younth Camnittee, Clergy/Agency
Camnittee, Southside Wellness Project, Senior Citizens, Separated/
Divorced and Agoraphobia Groups.

The project funded two full-time staff positions--a Coordinator
and an Assistant Coordinator. The Coordinator has worked with the
Project since its initial contacts with the Milwaukee residents. He
functions as a cammmnity organizer, technical advisor, and facilitator.
He acts as a liaison between the community groups and agency-based
professicnals. The role and responsibilities of the Assistant
Coordinator have varied at several points in the project but in each
instance the assistant has had responsibilities similar to those of the
cocrdinator, under his supervision.

The 5CC offices are located on the second floor of one of the
local Catholic rectaries in space donated by the parish. The office
has accamodations for three private offices, and a very small conference
roam. Most of the meetings and activities occur in other places—-in
church halls, parish schools, and sanetimes in the homes of the volun-~
teer leaders of the various committees. In working with informal
helping networks the Neighborhood and Family Services Project includes
churches; ethnic, fraternal and social organizations; and natural helpers
or "gatekeepers." A prime chbjective of this demonstration project is
to refocus the previously fragmented helping system into a partnership
of the professional and informal helping networks mediated through a
neighborhood organization.

The clients of the Project include all residents of the neighbor-
hood. Several self-help groups serve their participants--persons
sharing cammon problems, or experiencing a similar life-situation—-
Widows, Widows with Deperndent Children, Divorced, Agoraphobics. In
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other instances the volunteers present educational skills and workshops
to other residents of their neighborhood.

SCO is now a vital part of the adaptive lifestyle of this ethnic
neighborhood in Milwaukee. Cammnity residents wish to continue the
programs that are currently underway. They are alsc busily involved
in the expansion of services. In order to do this they have success-
fully sought new sources of funds: United Way of Milwaukee has provided
$75,000 per year for the 3-year Southside Wellness Project--which is to
create outreach and prevention capabilities in three local malti-
service agencies. The SCO Seniors Cammittee cbtained funding for a
three-year project from the federal Administration on Aging to expand
the availability of low-cost lunches and other services required by
many low-incame elderly residents of the neighborhood.

When the demonstration funding from NIMH ends in 1980 this urban
ethnic neighborhood will have an ongoing mental health program that
meets needs in a manner that is campatible with the local lifestyles
and values.
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Tiyospaye Project
Rosebud, South Dakota

The leaders of the Tiyospaye Project say that their goal is the
survival of the Indian people. While the poverty and misery of many
people on the Reservation indicate that survival may be spelled out
in very basic terms, the leaders of the Project are not talking just
about bare existence. They are also talking about the survival of
human dignity and self-worth and of the importance of meaningful exis-
tence. The point is that, to the leaders of the project, survival
means all of these things taken together. Without a sense of meaning,
pecple die, as surely as they do without food. "Tiyospaye" is a term
which connotes a traditional way of life based on extended families,
camunal economic/survival activities (e.g., gardening, ranching,
hunting), and a leadership structure for problem-solving and religious
rituals--—all located on an identified land base on the reservation.

A 3-year research grant was awarded by NIMH in 1978 to Sinte
Gleska College for a project to determine the extent to which tradi-
tional practices and beliefs had survived on the Reservation, whether
or not there was any relationship between adherence to tradition and
individual or collective well-being, and, finally, whether reinstituting
traditional practices could improve individual functioning and
community life.

The Reservation is located on rolling grasslands in South Dakota.
Federal boundaries for the Reservation coincide with those of one
county but members of the tribe also live in the commnities in three
contiguous counties. Approximately 10,000 Indian people live in this
6,000 square mile area. Statistics regarding this population show the
high rates of infant and adult mortality, disease, and unemployment
that are, unfortunately, typical of Indian Reservations. Services
consist of hospital, Bureau of Indian Affairs social services, schoois
and missions. Weather conditions and distances are major factors
limiting access to services.

The staff of the Tiyospaye Project consists of a director and
co—principal investigator, who is also the chairman of the Medicine
Men's Association, research assistants, and data gatherers. The
principal investigator is a psychologist and faculty member at
Sinte Gleska. The project has collected data about traditional beliefs
and practices, documented the use of medicine men and other healers ard
natural helpers, and helped to develop services and cammnity develop-
ment projects among members of the Reservation interested in reviving
the traditional way of life. One cammnity was targeted for intensive
intervention.

The Tiyospaye Project is nearing the erd of its demonstration
period. The research portion of the project will soon be campleted.
The project has found that there is a positive relationship between a
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traditional lifestyle and physical ard mental well being. A number of
the cammunity development activities (e.g., a mobile T.V. station,
camunity gardens, a quilting cooperative and cammnity rituals) will
continue. The staff of the project will continue to be involved with
the College, the Medicine Men's Association and mental health services
for the Reservation, and will be looking for new ways to adapt tradi-
tional practices to a modern context.
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Neighborhood Outreach Program
San Diego, Calif.

Formally established in 1887, the Golden Hill neighborhcod of San
Diego was dubbed Diplamat's Hill at the turn of the century, with large
ard elegant mansions reflecting an architecture as diversified as the
political and social elite who lived there. As with many central urban
neighborhoods, the last 50 years have seen a slow decline with the
old hames divided into multifamily dwellings, urban commuines, retire-
ment and board-and-care hames. Even so, Golden Hill still retains a
unique flavor with a varied juxtaposition of class and ethnic back-
grounds among its residents.

In the late 60's, an era which generated a growth in alternative
cammnity-based services, the Neighborhood Outreach Program was
spawned in one of Golden Hill's large old hames as part of what was
to become San Diego Youth Services (SDYS). Beginning as a youth drop-
in center, SDYS expanded until it became the administrative umbrella
for three established service agencies—the Bridge, Family Care Resource
Center, and the Neighborhood Outreach Program—now with a total budget
in excess of $750,000. The three member agencies share a common
tradition as well as a board of directors, and SDYS has grown to
reflect the needs of youth, families and children, and the cammnity of
Golden Hill.

As part of the SDYS, the Neighborhood Outreach Program is the only
milti~-service center serving Golden Hill and displays in detail a
tradition of innovative development in response to an increasingly
broader conception of problems and solutions relevant to Golden Hill.
Established formally in 1972, the program was originally directed to
youth cutreach and gang work but as the problems of families, seniors,
and, ultimately, the community, were seen to be interrelated, NOP
moved to add new programs and develop a more camprehensive array of
services. Now, the program's overall goal is to develop a "well
integrated, self-sufficient neighborhood which effectively meets the
needs of a maximum number of conmunity members by collective self-
determination." Underlying all services of NOP is a philosophy which
emphasizes self-reliance, self-help and the promotion of "networks of
social interaction" and opportunities for social participation.

With a paid staff of almost 30 (14 full-time, 13 part-time) and
a volunteer group of fram 10-20 individuals, NOP operates programs
in four sexrvice areas: Senior Program, Social Services, Youth and
Teen Services, and Community Development. The senior program incar-
porates a peer model of helping, employing five senior citizens to
provide counseling, information and advocacy, and emergency assistance
to the isolated or needy elderly as well as promoting social activities
and self-help networks among seniors in the cammumnity. The social
services program provides services to families with more severe prob-
lems including individual and family counseling, employment assistance,
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emergency assistance, and information and referral along with group
work with single parent families. The Youth and Teen program is
divided into two parts, ane serving youth 6 to 13 and the other 14 to
18. For those 6 to 13, after school and summer programs include
social and recreational activities, counseling, and a Parent's
Advisary Board. Older youth have available peer counselors, counseling,
training and several self-help groups as well as a diversion program
for juvenile offenders. Finally, the community development camponent,
through a multifaceted strategy, directs its attention to the kroader
needs of the commnity. The program was instrumental in organizing an
independent Planning Association to oversee development in Golden

Hill and has also developed a camminity newspaper, a “"block watch"
neighborhood awareness program, an artists' cooperative, a tenant-
landlord council, cammnity forums, and is now funded to offer a
self-help housing rehabilitation program which will include a skills-
and tools bank.

The diverse array of services that represents NOP today indicates
the staff's comittment to both listen and respond to grassroots
issues ard needs as well as the creativity and energy that individuals
have brought to the program since its development. Owing to a shared
philosophy, and an ability to attract individuals who can add to its
articulation, there is a consistency and integration across the four
camponents revealed both in methods of operation and the linking
of clients and camunity in the ocutcames they achieve. The principle
of self-help and self-determination pervade all programs and show
themselves in the way the program emphasizes the recognition of exist-
ing helping resources arnd the need to support or create networks of
helping to strengthen or empower an individual and the neighborhood
of Golden Hill.
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CASE STUDY OUTLINE *

I. Neighborhood/Community Features

Population characteristics
Physical characteristics
Stability/growth
Bounderies/subdivisions

II. Agency Overview

Target population

Development

Goals
Organization/affiliation/management
Staffing

Services/activities

Plans

Community relations

I1I. Description of Agency's Work with Helping Network

Development

Identification, recruitment (training)
Staff characteristics

Staff/helper relationship
Staff/nelper interaction

IV. Description of Helpers and Helping Network

Helper characteristics

Helper activities

Interactions among helpers

Characteristics of helping network

Network's development

Network's connection to community service system
Network's function in neighborhoods

V. Program Implications

Evaluation
Cutcomes
Mediating factors
Replicability
Future plans

*Brief outline of case studies, ranging in length fram 12 to 30 pages,
see also Froland et al, 1979b, 1980a.



250

PROJECT REACTION SHEET *

1. To what extent do you think this case study captures (or distorts) your
program goals, objectives, and interests?

2. Which programs do you think are most similar to yours?

3. Which programs are least similar to yours?

4. Did the site visit benefit you? e.g., lead to new insights, or provide
opportunities for you to clarify your goals and objectives, and/or your
evaluations of your program?

5. Please cczzent on the issues raised in the introduction. Which ones seem
most izportant to you?

6. Do you have any suggestions about how we might improve our site visits?
The case studies? Our generalizations?

7. What common subjects or issues would seem valuable or interesting to discuss
at a conference with the other projects' staff members?

Who filled out this form?

* Submitted with each case study to project staff for their review
and caments.
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Project Recontact Sheet

PROJECT

CONTACT PERSON PHONE

CONFERENCE

Project (does) (does not) plan on attending. £#Attending

Comments:

FOLLOWUP: Date of Site visit

A. Milestones (List major events since site visit)

B. Significant changes (Note changes in organizations, staff, funding, helpers)

C. Future Plans (New projects, funding, etc.)

D. Materials (Studies, reports, etc. available for review)
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DISCUSSION GUIDE FOR AGEXCY SITE VISITS

"We are studying the ways in which formally ocrganized human service
agencies wrk with nan-professional helpers. We are particularly
interested in examining wnether professional staff have identified and
established relationships with people in the cammity who provide help
to others in need on a more ar less spontanecus and natural basis. We
have developed questions far a murber of topic areas which will help us
better understand what kinds of activities you are doing in this area.
We will be asking about the type of neighbarhoods or camumity you wark
in, characteristics of your agency and the kirds of services you offer.
Then we'd like to particularly focus on the kinds of interactions
agency staff have with indigenous or natural helpers, what those
helpers do and the characteristics of those they help. Finally, we'd
like to ask you about what you've learned fraom working in this area.

Befare we start, do you have any questions?”

CODING: Who to ask each question of
A. Superviser
B. Staff
C. "Helpers" in contact with agency - regular

D. Ratural helpers.
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Neighborhood Factors/Community Characteristics

1.

What are the demographic characteristics of the community/neighborhood
you work in?

a. Age mix

b. Socioeconomic status/occupation, education. Would you say they
are predominantly poor, blue collar, white collar, or what?

c. Ethnicity - approximate X by group(s)
d. Any particular religion?
e. Mix of owner- renter occupied houses

(Note: census data can be used for much of this if we can identify
the census tracts.)

What are the physical characteristics of these neighborhoods?

a. Mix of housing types
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b. Residential/commercial mix: Kind of cormercial (neighborhood oriented?)

c. Quality of housing and neighborhood condition

d. Major trafficways - is it divided severely?

e. Density of neighborhood? (average lot size)

f. How is this area related to the city as a whole: core, fringe, etc.

g. City size

How stable are these neighborhoods?

a. How high is residential turnover?

b. What accounts for most of the turnover? 1Is it due to the death of
older residents, transient renters, a popultion mobile due to
occupation?

¢. What is the growth stage of the community? Is it new and still
building, declining, or rebuilding?

How much do people feel they belong to a neighborhood, that there is
a neighborhood identity?

a. Does the neighborhood have clear boundaries? What are they?
b. Does it have an agreed-upon name?

c. Are there any physical features that make it particularly unique
and imageable?
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B.

II.
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d. How well do the neighborhood boundaries coincide with those of the
arca you serve?

5. What organizations are there in the community that provide a focal
point for social integration? For example, active church groups,
voluntary organizations, block clubs, self-help groups.

6. Do you have any statistics on the social problems in this area that you

can compare with the rest of the city--e.g., crime rate, mental
hospitalization rate, child abuse rate, etc.?

Characteristics of the Agency

1. What group or area is the focus of your service efforts?

a. Target population defined--by problem, by locality, by both?
b. Eligibility criteria (1if any)

2. Briefly deseribe the agencies programs (whole agency, or if very complex,
sector in which program is located).

"Program descriptions" -- number of staff devoted to each, levels of

staff devoted to each, funding for each; eligibility criteria; recent

statistics on program; evaluations (etc.). Any descriptive materials.

3. Describe the organizational structure of your agency? (Obtain chart
if available)

a. Levels of responsibility: staff persons at each level-~-who supervises
whom--from program to top levels.

b. Boards (if any), relationship to staff

c. Affiliations: private, independent; private voluntary association;
semi-public; public; ethnic, religious, for profit, non-profit.

4. What is the size of the budget for the whole agency?

a. Sources of funds
-~ federal
- state
- local
- private foundation
- private United Way

b. What about the program's budget
- size
- source
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B.
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5. Would you say that your agency is well-known comuunity-wide (in the
service area defined)?

Which segments of the comaunity know of your services, how well
accepted is your agency/program by the cormunity?

What types of ties do you have to the local political structure?
To the voluntary organizations, churches, etc., within the community?
To other professionals?

To the business coamunity?

6. What are some of the other service agencies in the community who serve

the

same population (or area)? In general, how available are services

to this population?

c.

What are your working relationships with other agencies? How ouch
do you coordinate with other agencies, and particularly large
public agencies?

Is there any conflict (competition) between you and other agencies
over funding, clients, or other resources, or over gcals and
objectives?

does your agency relate to the general community?

Do you have an advisory board? What kind of people are on that?
Or a Board of Directors?

What type of publicity regarding programs?

Do you have a citizen involvement process? What is it?

8. Tell me briefly about the developmental history of this agency?

a.

b.

Program

When was it founded?
Why did the agency locate in this area? Select this target

population? etc. 1Is there anything in the development of the agen:zy
over the years that moved it in the direction of natural helpers?

Characteristics

1. Please briefly describe the overall approach agency staff have taken
in working with the indigenous or non-professional helpers.

a.

What are the goals or objectives of the program?



How

What is the general philosophy or orientation to service

-direct agency advocacy

-direct service delivery

-education and skill development

~-improve access to formal services

~community capacity building (enabling, facilitating, organizing)
-strengthen (and expand) informal services

What are the general strategies employed to meet the goals?
What is special or unique about this approach?

Who are the 'natural helpers' in terms of your project--the ones
you have contact with?

did you get invoived in this area? What led your agency to adopt

this approach?

a.

b.

Describe the types of roles or jobs within the program, at each level.

When did you first start? (funding, program started)

Was it a consciously developed program? Did the '"network" ever
come to the agency to ask for changes in operations to fit the
community?

Was formal approval needed?

Who was involved?

Was it related to earlier activities?

Have your ideas about the purpose of this approach changed since
you started?

Did you draw on the ideas of others outside the agency in developing

the philosophy or activities? (implanted or emergent)

Was it adapted for financial reasons--did funding change just before

adapting.

many persons work for the program?
Administrators, supervisors
Professionals (what professions)
Paraprofessionals (what skill areas)
Volunteers

Others

Title and descriptions of task. (Ask each to describe our roles and
those below.)
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A 4.
A. 5.
B.
A. 6.
B.
helpers.
Iv.
A. 1.
B.
A. 2.
B.
A. 3.
B.
A. 4.
B.

Now I'd

What are the general characteristics of the program staff? Please
describe general background of staff including age, sex, where they

live in community, length of service in agency, time lived in community,

experience, professional training (UG, G), common culture w/target
population.

a. Administrators

b. Professionals

c. Paraprofessionals
d. Volunteers

How do you select your staff? What criteria do you use? What do
you look for?

How are policy decisions relating to the program made?
a. Who makes decisions about policy? Are all staff involved?
b. What about the helpers?

c. Is there a single final decision-maker?

Staff-Helper Interaction

When the program began, what specific steps did you take to begin
working with this network?

What kinds of changes inside your agency were needed to allow yourself

this?

What kind of internal conflicts, if any, were precipitated by this mode

of service delivery?
How do (did) you initially identify the helpers?

a. What procedures were used? What sources did you contact?
Did you: -contact organizations, agencies
~canvass the community, survey
-have referrals from other helpers
-contact key individuals
-advertise, have public hearings
~rely on staff knowledge
-rely on self referral

b. Why did you use this procedure?
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like to focus on the work you're doing with indigenous or non-professional
We have already discussed the general idea of what your approach has been.
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c. Did you use any criteria to screen potential helpers?
d. Did you try to identify central figures in the network?
How are (were) helpers recruited?

a. Who gets selected? Do you use formal, especial criteria or informal
ones?

». What interview processes do they go through?

¢. Have you had any problems in recruiting helpers to work with you?
Can you describe them?

How do you orient helpers to their role? Have you thought about
training them?

a. What is the purpose of training?
b. Please describe training

- formal/informal

~ content

- group/individual sessions

- time-limiced/continuous

What kinds of interactions occur between staff and helpers?
What do you expect of each other? How equal are staff and helpers?

a. What are the major types of activities (e.g., consultation)?

b. Please describe the frequency, duration, and amount of contact
between staff and helpers. Where does it occur?

¢. Overall, how much time do staff spend with helpers?

d. How many helpers does each staff work with on the average?

e. Do you ever see helpers in other contacts? (grocery store, church, etc.)
f. What would you consider the usual process of interaction?

g. Are there any examples of helpers who perform leadership roles
concerning other helpers? (Please describe)

h. Have any difficulties between staff and helpers occured since
you started?

i. Why do the helpers get involved? Are they paid?
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B.
C.

8.

10.

11.

What is the purpose of interaction between staff and helpers--is it:

a. Directly client oriented
- information/referral
- support
- resource assistance
~ consultation
-~ advocacy

b. Indirectly client oriented
¢. Community oriented

~ education/awareness

~ prograa development

- community organizatioa

- interorganizational

I am interested in understanding your roles as a professional within
this program. Could you tell me how you spend your time?

a. Describe a typical day or week.

b. How much do you interact with the other staff (both within this
specific program and outside it)?

c. Can the staff that work with the natural helpers step in for each
other--or do you consider your relationships with specific helpars
to be special?

d. Are there skills, attributes or training that are particularly
helpful for your work with helpers?

Are there things that are frustrating about your job?
a. Did your training prepare you for it?

b. Do you have adequate support and supervision?

c. Do you have enough autonomy and freedom?

How would you improve your job?

Helper Characteristics

1.

What is the "natural helper" expected to do-~how do you/they define
your/their role?

a. Does the role involve giving: information, emotional support,
skill training, material assistance, providing services.

b. How many other are they working with?
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What kind of networks are the helpers working with? (e.g., person
centered, locality based, etc.)

Were these relationships created since they've been involved with
your agency or were they pre-existing?

What do they get in retura for their helping? Do they receive
any direct return; do they expect those they help to help others
in turn?

Do the helpers have a mutual relationship with those they help?

Where does the helping occur? (e.g., in the home or territory
of the helper, helpee, or agency)

Is there ever a conflict between the way they define their role
and the way you define it?

do the helpers function with the agency? Are there:
Committees

Forms to fill out

Specialization of functions

Centralization

What are the characteristics of the helpers?

8-

How many are there?

What are their general demographic characteristics (age, sex,
ethnicity, etc.)?

What part of the community do they live in?

Are they considered key figures in their own networks in terms of
helping?

Are they similar to the people they help? Do they share the same
problems? 1If so, have they been successful in dealing with their
problems? How?

What other volunteer activities are they involved in? How central
is this role in their 1life?

Is their helping related to a role or situation they occupy?

In relating to different helpers in your program, have you found that
some work out very well while others do not? 1If so, are there any

particular characteristics that seem to predict how well the individual

will work out?
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C.
D.
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How much interaction takes place between helpers you work with?
a. How does this occur?

b. Where does this occur?

c. Does the agency promote these interactions?

d. What would be different if there were more interaction?
Less interaction?

What are the characteristics of the networks the helpers work within?

a. How big are they? Are these people who are involved in a rather
large network in general?

b. Do the people in the network tend to know each other? Do they
have a common basis for relating?

¢. How well-supported are those who need help? Do they also use
formal services? If not, why not?

d. What are the local norms regarding mutuality and reciprocity in
everyday helping?

f. How are the helpers perceived by the network? What is their role?
g. Are there ceatral figures in the networks that you don't work with?
What are the linkages to the larger community? Are there people who
have memberships in outside groups or btring news about the larger

community back into the neighborhood?

How often and with what number of neighbors do people interact on the
average during the year?

a. Meet in organizations of social groups--not necessarily in the
neighborhood, but with neighbors?

b. See others in the neighborhood as getting together often even 1f
that's not their own pattern?

Has(ve) the network(s) of the helpers changed in some way since
you first became aware of them? Have they beconme more or less organized?

How do the helpers or their networks function in different neighborhoods?

a. Have you had more problems developing the program in some areas
than in others?

b. Does it seem to be related to the social class, ethnicity,
transiency, housing structure, etc.?

¢. Please identify which neighborhoods seem to have active networks,
which do not.
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The final area 1'd like to discuss concerns the lessons you've learned froom
working with helpers, changes that may have come from this, and how useful you

think your approach would be for other agencies.

VI. Program Implications

B. 1. How do you evaluate your work with helpers?
a. What do you focus on? (e.g., client, helper, network)
b. What procedures have you used?

¢c. (If no evaluation) Why? What would you do?

A. 2. What changes can you attribute to working with the helpers?
B.
c. a. Have any changes been noticeable in:

- staff activities or attitudes?
- agency policy or expectations?
- clients?

- helper activities or attitudes?
- the helping network?

A. 3. VWhat factors would you say facilitate your work with helpers? What
B. factors hinder your work?
C.
a. Community circumstances?
b. Agency philosophy? Funding?
c. Legal? Political? Economic?
d. Cultural?
e. Target population?
f. Clients you serve?
A. 4. To what do you attribute your success? Do you attribute success to
B. qualities of a particular worker or to the intensity with which you
did field work in the community.
A. 5. What do you see, looking back on your experience, as the factors that
B. were most related to your success in this enterprise and what do you

see as the factors that were most resistant to continued work or
elaboration of your work with the network?



A.

B.

A.
B.

11

Do you think what you are doing is applicable elsewhere?

a.

b.

c.

d.

What kinds of problems? situations?

What agencies might be able to adopt your strategy? What about
large public agencies?

What modifications would be required?

What are factors and problews to consider?

What future plans do you have for working with helpers?

a.

b.

Formalize relationships
Seek new funding
Training

Recruit new helpers
Other

you had any advice to give other agencies interested in working with

natural support systems what would it be?

Looking back on what we've discussed, do you feel there is something
important for us to know about your work with helpers that we haven't
touched upon?

Thank you for your help.
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LOVELS

HMAPP

LITRVR

ToTDE

STARMET

PET

NIZIDOC

NOTE:
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ITRS FOR QQVTINT ANALYSIS WITH VARIABLE NAMES

1/

Agency

Progeam Name
UNIT NAME Tap digdcerent]
APPROACHES [LIST}

Round cf Site Viait: | )Fiwe, [ )Secend
Irtesviower: | JChartes, | ) Diane/Abice | IMancy, [ | Priscilia

Time /Duration: How much total time did wou spend with pecple grem the
agency, pregram, or natuial hefpens on the sife visit?
HOURS

Whom did you mect in the agency, progham unit, on compunitu?

{11, Administrator lagency director, proguam on division mandaer,
These whose primarit §unction i supervision or manazement)
HOW MANY?

[}z, w cde whose primry function aclated to werk

hupeu on sdmilarn dinect "client/helper” contact)

HOW MANY?

[ 13, Helpenrs
HOW MANY?

md you talk te these pecple alone on in groups?

. Administrators | JAfone, | 1Group | }Beth, { ) Not applicable
Z Stagf { IAtone { |Group { )Beth () Noi applicablc
3. Nelpers [ JAlone { Group [ )Soth | ) Not applicablc

Do you feel that these pecple had a goed grasp of the concepts (as wme sec ther)
of working with natural helping netuorks?

N.A, Hign Low

1. Adminiatratons {) 0 9 &8 7 6 5 4 3 2 1

2. Staff [ 1o 9 &7 6 5 4 3 2 1
Comments

How much wnitten descriptive matenial or documentation did you obtain relative
Lo the agency? [ 1. NONE,
{ 12. Very Limited amount
{ 13. Moderate amount
[ 14. Extensive amount
How much written descriptive material or documentation did you obtain refative &
the natural helpi.r(xg,neauom programming?
1. NONE
[ 12. Very Limited amount
{ }3. Moderate amount
[ )4. Extensive amount

theitmsrattﬂtyeachzeeaarchetfctthumﬂy
g'le prtsextai 'Igges name given to an item far camputer analysis frecedes
it, wfu.le:.tanspmposedfat;mluszmmasca.leMVethescalerare:.rd.:.catad
in parentheses. Items which were reflectad are marked with an ansterisk (*).
mﬂm?wwuﬁmmmmmmwemw



(ASIZE)

MED
(NSIZE)

(ASIZE)

(NSIZ2E)

NHNSTAF
(NSIZE)

(NSIZE)
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2/

1. What was the total budget for the total! agency in 1979-80 fiscal year?
(to the best of your knowledge, best estimate)

no fixed budget {may have sponsored workers, VISTA, CETA,ETC.)
* under $50,000 annual budget

. $50-100,000 annual budget

3100.000-500.000 annual budget

over $500,000 annual budget

]
(
(
(
(
()

0 b

2. MWhat was the budget for the NHN program in the 1979-80 fiscal year?
$

no fixed budget (may have sponsored workers: VISTA, CETA,etc!
under $25,000 annual budget

. $25-50,000 annual budget

. $50-100,000 annual budget

. over $100,000 annual budget

s o o
— et o o e
[T N XY

3. How many paid staff are there in the total agency? (total employees)
Less than five persons

. Between 5 and 25 persons

. Between 25 and 50 persons

. Between 50 and 100 persons

. Over 100 persons

. Don't know enough to estimate

o~ s
e s s
Il

4. How many paid staff are there in the program unit (if different than the
agency AND different than the NHN program)?

. less than five persons

. between 5 and 25 persons

. between 25 and 50 persons

between 50 and 100 persons

. over 100 persons

. Not Applicable

. don't know

o s s o, o
WYL W~

et St e St S e

taff work in the Natural Helping Networks (NHN) program?
2 or less
3to 5

6 to 10
1

o

5. How many pai

1to 15
ver 15

d sta
()1,
{2
() 3.
()a.
(5.

6. Mhat is the actual staff effort (F.T.E.) in the NHN program?
() 1. less than 2 FTE
() 2 2 to 5 FTE
() 3.5¢t0 10 FTE
{ ) 4. over 10 FTE

COMMENTS ON STAFFING SIZE:



¥

CLIENT TYPE
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Sometimes the client type is generally the same, bu® hroader or narrower

in some way at each “level"; please note is this is true. (Example: the
"elderly” may be general elderly population at agency level, Jewish elderly
at program levél.)

the following client types does the total agency serve?

7. WMhich o

(Check

P s e s o o

)
)
)
)
)
)

—
DO Gonn > r e

all that apply)Answer if agency is greater than NHN program.

. Elderly

Children, youtn, vamwiiies, couples
Physically-disabled persons
Developmentallyv-dicabled persons

Chronic Mentally-i11 persons

General community, neighborhood, catchments
Other (describe)

Not applicable (Agency = NHN Program)

B. wWhich of the client types are served by the program unit (if different
than the agency or the NHN program)?

. Elderly

. Children, youth, families, couples

. Physically-disabled persons

. Developmentally-disabled persons

9. Which of th

COMMENTS

S e s P e o (D e e oy e o o

e et et et Mt et et £ S et M e e S e

SNOUT WA a0~ U &R

Chronic Mentally-i11 persons
General community, neighborhood, catchments

. Other (describe)
. Not applicable
ent types are served by the NHN program?

Elderly
Children, youth, families, couples

. Physically-disabled persons

Developmentally-disabled persons

. Chronic Mentally-ill persons
. General community, neighborhood, catchments

Other (describe)




POPS2Z
(ASIZE)

PUPOPS
(NSIZE)

(NSIZE)

COMMUNTTY)

4/
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10. How large a population base is encompassed by the service area of

11. How large

12. How large

COMMENTS :

the agency? (answer {f agency is greater than N4N program)
( ) T, under 10,000 people

{ ) 2. between 10 and 20,000 people

( ) 3. between 20 and 50, 000 people

{ ) &. between 50 and 100,000 people

{ ) 5. between 100,000 and 250,000 people

{ ) 6. over 250,000 people

a population base is encompassed by the service area of

the program unit (if different than agency or KHN program)?
( ) 1. under 10,000 people

2. between 10 and 20,000 people

3. between 20 and 50,000 people

4, between 50 and 100,000 people

5. between 100 and 250,000 people
6. over 250,000 people
8. Not applicable
9. Don't know

populatior base 1s encompassed by the service area of
NHN program?

1. under 10,000 people

2. between 10-20,000 people

3. between 20-50,000 people

4. between 50,000-100,000 people

S. between 100,000-250,000 people

6. over 250,000 people

9. Don't know

13. What type of community or locale does this agency serve?

COMMENTS:

{ ) 1. RURAL (no co?munity over 20,000, extensive undeveloped
areas

{ ) 2. RURAL/URBAN MIX (some communities over 20,000, but under
200,000, with extensive undeveloped areas)

{ ) 3. SUBURBAN (Communities of varying size, adjacent to urban
centers; primarily residential in character)

{ ) 4. URBAN (communities over 200,000 that are centers of
population, economic activity, political life).

( ) 5. OTHER {DESCRIBE:




ASITES

COMPLEXTTY)

NSITES

O PLEXITY)

PUSECT
COMPLEXTTY)

AGEA
(STAGE)

(STAGE)

5/
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14, At how many different sites does the agency have its staff (emp]oyees)
posted, i.e., branches, different facilities, outreach staticns, etc.}?
(If you know that there are more than one site, but are unsure as to
the exact number, check #3, and make brief note)

) 1 on1y 1 (or no office, station, etc.)

)2
) 3 4 5

) 4, over 5 different sites

) 8. not applicable (Agency = NKN program)
)

(
(
(
(
(
() 9. don't know

15 . At how many different sites does the NHN program offer its services

{have staff posted or assigned to branches, outreach
stations, offices)?

() 1.only 1 (or none? )

{)ea.23

() 3.4-5

() 4. more than 5 different sites

() 5. don't know

16 . How many other sections or programs are there within the program

COMMENTS :

unit (if applicable)?

() 1. none

()2. only 1

() 3. 2 or mre

() 8. not applicable (NHN program = agency or program unit)
() 9. don't know

17. How 014 is this agency?{Establtshed agproxinate!y what year? )

{ ess than 5 years o

() 2 between 5 and 10 years old

{ ) 3. between 10 and 20 years old

( ) 4. over 20 years old

{ ) 8. Mot applicable (Agency = NHN program)

18. How long had 1t been since the first NHN program was inftiated in this

agency or setting (at time of the site visit) ?
Give date or exact number of years, 1f known:

less than 1 year

between 1 and 2 years

. between 2 and 3 years

. between 3 and 6 years

. over 6 years

. not applicabdle

. don't know

o sy o o
[N NP
W00 U I L ) e
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6/

19. Is this program {or host agency):
() 1. pudlic
{ ) 2. private, non-profit
() 3. other?
() 8. not app¥icabie?
() 9. don't know

20. How was the NHN program funded? (Check all that apply, and, if multiple,
indicate relative significance, i.e., 1st or major, etc.)

() 1. Public funds (ongoing, legislated programs)
Local or Regional (includes AAA)
State
Federal

() 2. Public , Research/Demonstration funds or

special projects (CETA, etc.)
Local or Regional (includes AAA)

State
Federal
() 3. Private contributions/ grants {one-time, non-
renewable, including in-kind)
() 4. Private donations/ funds (renewable)
() 5. Private, Research/Demonstration or special
projects

() 7

() 6. Ffees for services

Other (describe)

COMMENTS?



1

0SB *2]. How extensive is the geographical area (actual physical expanse)within
{GENERAL the service area boundaries of the NHN program?

COMENTTY) { ) 1. Small (an area of only a_few hundred blocks or less)
() 2. Medium (an entire section of a city, or amall town)
$ . Large (more than one section, city, etc. )

- Very Large {an entire region, state, or more)

( . Not apnlicable ~

( Don't know

oW &t n

9

DENSAB 22. What is the dehsity of the development within the service area
(GENERAL of the NHN program? Answer for area where efforts are
COMMRITY) concentrated, or for where most helpers are found.

() 1. Low density (e.g., mainly single-level, single-famil )
() 2. Medium densit ?Mix of single-level, multi-]gevel anuy
()3 b Ps‘izgle;fam} Yy, muiti-family)

- High density (mainly multi-level, i-
{ ) 8. not applicable vels multi-fanily )
{)9. don't know

FORMALIZATION

23. Answer the following questions, by rating the NHN program and then the
Program unit (if larger than NHN program) OF agency (if program
unit = NHN program}. Indicate to what extent each statement
is true in_this organization. 07 the second set, let me know
which level you are rating, e.g., PU or A.

= < :
= b4
= & £ &
4 3 2 1 8 9
NFORMALL a. The activities and responsibilities of each staff
OFORMALY position have been specified in NUN program------ (Y)Y ¢Yy¢) €)¢()
- Program unit ; or Agency (Yeyoyoy ¢y Q)
NFORMAL2 b. Written job descriptions and procedures are (YO (1) (1O
CFORMAL2 relied on in NHN program-----«s-e-cmcoccccwaccs
- Projran uni: , Or Agency (ye)yey ey ) o)
NFORMAL3 c. When hiring staff it is necessary to follow pre-
determined procedures and criteria (c.g., education,
CFORMALJ experience, nrofessional credentials, etc.}-----
IN NHN Program (YeYyeye) )0
-IN Program unit : or Agency (Y{Y oYy oy €)Y ()

( NFORMAL = PROGRAM INIT FORMALIZATION )
( OFORMAL = AGENCY FORMALIZATION )

272



NFORMALL4
CFORMALL4
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d. Within the NNN program staff have specialized roles
wit» little overlapping responsibility
Within Program unit i or Agency

e. Standard performance evaluation criteria are app1i!?

to judge staff performance in NKEN program
-IN Prograr unit . or Agency

( )
(yryod

f. There are written standards for coordination between

staff member activities in NHN program
IN Progran unit 3 or Agency

g. Staff are expected to follow standard procedures
in working with clients/helpers in NHN program
In progran unit . or Agency,

h. The procedures to be used in working with clients/

helpers have been compiled in a manual: NHN program{ )} ( ) ( ) ()
(YOHra)y o

In program anit s or Agency

i. Staff are expected to report on their activities
in a standard written report form: NHN Program
In program unit 3 or Agency

3. Failure to follow prescribed procedures can lead
to sanctions and possibly dismissal: NHN program
-In program unit or Agency

k. Line staff cannot make decisions to change or add
programs, without higher approval: NHN program
In progran unit____; or Agency__

1. Decisions and changes of program made by the
nﬂnager of NEN prugram m%ft have higher approval
n program unit___

m. NHN program manager reports to a higher adminise
ator
rogram unit manager

n. NHN program manager must report to a Board or

Council
Program unit i or Agency

COMMENTS ON DEGREE OF FORMALIZATION IN NHN PROGRAM, OR AGENCY:

(
(

=~ High

)
)

(
()Yt

()

(

YOy 0
(Yy()yoat

—~—

= Low

——
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GRPID1
GRPID2

GRPID3

GRPIDS
GRPID6

GRPID7

LEADRL
LEADR2
LEADR3
LEADR4

LEADR?

LEADRB

LERDR10
LEADRLL
LEADR12
LEADRL3

(LEADERSHIP

STYLE)

9/
MGRr. GROUP IDENTITY

24. Answer the following questions for the level or unit specified.
YES
()

a. The NHN program is administered through a

larger organization (hiring, funding, reporting)

b. The program unit is part of a larger agency

()

c. The manzger of the NHN program {s recponsible for

other programs as well

* d. The NHN program has a separate facility from
other programs or divisions

e. The NHN program has its own funding, separate
from that of other programs in agency/unit

f. Staff that work in NHN program also work on
other activities or programs of agency

* g. The NHN program staff constitute a clearly

distinguishable group within the program uni

COMMENTS :
GRPID =(IDENTITY) scale

25. Answer the following questions for the NHN program
LEADIRSHIP

a. There are clearly defined and separate supervisory
and program roles within this NHN program
«b. This program manager seems to emphasize giving

()
()

(
(

)
)

t ()

level.

SHIGH

3

2

NO
()

(1

()
()
()
()

(

)

2
T

@ NA
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NA DX

(
(

(
(
(
(
(

)
) O)

YO
y )
) 0)
) O)
)0

2
=
9

(ryOre)yo)yoryo)

directions and coordinating actions of subordinates( ) { ) ( ) () () ()

c. This program manager empnasizes giving advice, shar-
ing ideas, and supporting subordinates' efforts (
e« €. Staff must have approval of supervisor before making
major changes/decisions re. their work
Staff are expected to work on their own with only
Timited supervision
e. Program manager relies on regularly scheduled staff
meetings to keep in touch with staff work/problems(
€. Program manager calls staff meetings whenever a
problem or decision requires 1t
g. Program manager keeps staff posted about relevant
agency plans, activities, and problems (
Program manager understands what staff in NHN pro-
gram must do to succeed and how to do it {
i. Program manager feels that the NHN program requires
experimentation, flexibility - {
Program manager and staff decide jointly on work
procedures and activities (
Program staff freely discuss job-related matters,
ideas, problems with the manager (
1. Program staff view the manager’'s decisions and
views with confidence and trust {
COMMENTS:

»

AR = (LEADERSHIP STYLE) scale

) 0

()0}

)y 0)
YO
) ()
Y )
) O)
) )
YO
)y O)
Y )

(
(
(
(
(
(
(
(
(
(
(

)
» e
1o
Y (
) (
3o
Y (
M
y(
)
)

)
)
)
)
)
)

)
)
)
)
)

(
(
(
(
(
(
(
(
(
(

(

)
)
)
)
)
)

)
)
)
)
)

(
(
(

)
)
)
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26. Answer the following questions for the NHN program level. Note that
several questions relate to the relationship between the NHN program
and the overall unit or agency. Answer only if NHN program ¢ Agency or
Program Unit,

PEERS 4 3 2 1 8 &

a. The NHN staff get together to discuss their work
(probiems and successes) regularly
b. The NHN staff work together as teams

« c. The NHN staff work independently on special tasks,

populations, areas, or problems

The NHN staff substitute/fill in for each other

The NHN staff commonly ask for and give help

or advice to each other

NHN staff indicate that support from co-workers

contributes to satisfaction and high morale

NHN staff have found Vike-minded individuals

within their agency )

h. NHN staff have found like-minded persons out-
side of the agency context ) ()

i, NHN staff feel that non-NHN staff within their
agency cannot understand their activities (Y)Y )¢

" a
—— ——
o~ o

-

) {

w
—~—

P e e e e N
R L T e

-~
~—
—-—

j. NHN staff seem to share a sense of common interest
and purpose relative to NHN programming (YUY eY e)Yyaod o)

k. Other staff in the program unit seem to understand
the interdependencies of their work and the NHN sta(ff)’

YY)y o) o)

«1. The activities of NHN staff are viewed by other
staff with suspicion or indifference YOy ey ()Y o)y o

m. NHN staff identify more with their program than
with overall agency program YY)y LYy ey o)

n. NHN staff feel that their efforts contribute and
complement overall agency program YY)y ey o) o)

COMMENTS:

PEFR = (PEER SUPPORT) scale



FUNDRY
(DFUND)
FUNDR2

FUNDR3
{EEND)
FONDR4

FUNDRE
(EFW!D)

FUNDR?

{EXFUND)
FUNDRS

(EXFUND)
FUNDRLO
(EXFU:D)
FONDRLL
(INFUND)

FUNDRL2
(EXFUND}

FUNDRL3

FUNDRL4
(EXFUND)
PFONDRLS
(INFUND)

11/

27. Answer the following questions for the NHN program: These
relate to the relationship between program and funding or

bodies.

8
a. NHN program funding is from a different source than
rest of program unit, or agency
b. NHN program has at least one stable, ongoing source
of funding (ongoing=renewable, or 2+ years)
c. NHN funding source is flexible in its requirements
for program activities
d. NHN funding scurce is flexible in its requirements
for target populations
we. NHN funding source exercises tight regulations and
accountability procedures
»f. Funding source's reporting requirements and categor-
ies seem inadequate or inappropriate for NHN progr?m

*g. NHN staff feel that time spent on paperwork and re-
porting functions detracts from NHN program effort( )
h. Funding source has accepted NHN program staff report-
ing categories as alternatives to direct service ( )
i. Personnel within funding body are sensitive to special
issues/demands of NHN programming
J. Relationships between NHN program and funding body
are positive
*k. There are pressures on NHN program staff from other
parts of agency to conform to accountability
standards
«). There are local or regional coordinating bodies that
press NHN program to use standard reporting cate-
gories (e.q., AAA, United Way)
m. The NHN staff have considerable autonomy in the use
and distribution of funds
n. The NHN program has sufficient funding to carry out
it primary program goals
o. There is some competition between NHN program and other
agency programs/units for the same funds ()

{EFUND) = External Fuxling Autonamy
{DFWND) = Internal Funding Autonomy

— e v e e

— e
e e T

L )

questions

regulatory

P e

P =

— v e e e

— e e

e e T e )
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CSERV4

QSERVE

NSERV3
NSERV4

NSERV6

NSERV10

NSERV]12

NSERV14

NSERV1S
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28.

bb.

dd.
ee.
ff.
99-
hh,
ii.
* 3.
* kk.
1n.

nn.

«00.
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Answer the following questions for the Program Unit op Agency if deemed

more appropriate.
To what extent are the following statements true for this
program unit?(QR Agency scheck here if rating latter)

4 3 2 1
The program unit is well known in the service area

by the public and other agencies, is highly visible( ) ( ) () () () ()
+ reputa rogr O OrOra)y O

The reputation of the program unit is positive 4
This program unit 1s a major provider of services

to the target population in this service area (Y)Y o)y o)
This community has a broad array of other service

agencies accessible to the target population (Y)Y o)y o
The program unit has a legal mandate to coordinate

its services with other social and public agencies{ ) ( } { ) ()
The program unit voluntarily coordinates its services

with other agencies (Y () ) o)
The program unit get referrals from other units

within the larger agency (ye)yo)yoy
The program unit get referrals from other agencies

in the community, service area (y () o)
The program unit gives information and referrals

to other agencies Y)Y Yy ()

Answer same questfons for NHY nragram ftself:

The NHN program is well known in the service area
by the public, other agencies: it fs highly visible{ ) { ) () ()

The reputation of the NHN program is positive (Y Yoy o
This NHN program 1is a major provider of services
to the target population in this service area (Y)Y (Y ()

This NHN program has a legal mandate to coordinate
its services with other social service agencies () () () ()
The NHN program voluntarily coordinates its services

with other social service agencies Yoy oy o))
The NHN program get referrals form other units within

the larger agency (yo)y oy o)
The NHN program get referrals from other agencies

within the community, service area. (Yy)yoh)yq)
The NHN program gives information and referrals to

other agencies (Y o) o)y
The NHN program is backed up by other direct services

in the larger agency (Hroro)y o)
The NHN program unit operates largely outside of the

established service delivery system (Yye)yoy oo

The NHN program unit serves that portion of the tar-

get population not well served by other agencies () () () ()
Other agencies in the service area rely on the NHN

program unit as an effective intermediary with the

target population/community (Y (Y () o)
The NHN program unit offers clients better access

to available existing services (YOYyoy ¢y
The NHN program unit offers clients an alternative

to the established services (Y{)roy o

The NHN program unit acts an an advocate for more
appropriate services for the client population (Y)Y o)y ()

CBERV = (AGENCY SERVICE INTEGRATION) scale
NSERV = (PROGRAM SERVICE INTEGRATION) scale

8 9

() ()
()0
(1O
()1
() ()
()0
(0
() ()
() O
(O
(1O

() )
Yoy
()yO)
() )
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fces
LINK . all, how tightly linked is the NHK program unit to other serv
(PROGRAN 2 g::;cted to thegsame target population in the same service area?
SERVICE INTEGRATION)
Tightly
1
'Egg:;eg Coupled
1 [3 5 6 7 8 9 10

Mandated Coordination
Frequent Contact
Mandatory Referral

Voluntary Coordination
Occasional Contact
Voluntary Referral

COMMERTS

30. Rate the client/target population of the NHK program effort:
4 3 2

1 8 9
NEED1 a. The client population has a problem that is socially
stigmatizing (Y)Y Yoy Yy
NEED2 b. The problem of the client population is chronic,
and likely to continue despite services (Y CY QY Q) €Y
NEED3 c. The clients pose a severe burden on the existing
caregivers (YY) ()Y ()Y t()
NEEDA d. The clients frequently have more than one problem { ) ( } () { ) () ()
NEEDS e. The clients' needs include basic material survival
resources (money, jobs, food, shelter, etc.) (Y()Y()YCe) €Y ()
\EXD6 f. The clients’ needs include basic social survival
skills (befrierding, asking and giving help,etc.)( ) ( ) () () () ()
NEED? 9. The clients of this program resist help due to
personal or cultural traditions of self-reliance ( } ( ) () () () ()
NEEDS h. It is particularly difficult to find or retain
informal helping resources for these clients (YOy ()Y () €Y o)
EEDS {. The NHN program staff do not expect this program
to satisfy all the needs of this client group (YOYCY oy (Y ()
KEEDLO J. The NHN program staff find 1t difficult to integrate
this program into the established service system
for these clients (Ye)yaoryoy €Yo
COMMENTS ;

NEED = (CLIENT NEED/STIQHA) scale



Answer the following questions for the program unit, in regard to the

way that this program developed.

x
g 3
X -
The NHN program grew out of other services offeredd 3 2 |
by the program unit (or larger agency) (YY) (
The present NHN pragram staff helped in developing
the program and the approaches (Y)Y ey ()
Though conceived within the agency, outside staff
were selected to implement the program (Yo)yoy o)
The program was initiated and developed in response
to community or client input/ideas (Y(Yyoyo)
The program was developed in response to an exter-
nal model of practice (RFP, consultant, etc.) (KY(Yyeyod
The program was a carefully planned response to a
clearly identified need (Y()Yyo)y o)
The program grew and took on new dimensions through
time, in a relatively unplanned way (YYyor o)

(BES) = Anergence/Internal Nrigin scale
(DPFLAT) = Inplanted/External Qrigin scale
Answer the following questions for the program unit,
general view or committment to NHN programming:

NHN program activities are highly relevant, have
high priority within overall program mission
NHN program 15 viewed as an adjunct {complementary)

to the basic services/mission of this programunit () () () ()

NHN program is seen as filling a gap in the pre-

existing service system/as essential (Y)Y ()Y
The NHN program {s seen primarily as a cost-cutting

measure YY) ()
The NHK program is seen as a way to maintain level

of service despite cutbacks in funding YOrery ()
The NHN program was seen primarily as a program that

was more accessible and acceptable to the clfents ( ) ( ) () ()
The NHN program was seen as a way to promote local

control, through give-aways, spin-offs (Y eYe)y ()
The Program unit is committed to the continuation

of the present level of NHN program effort (YoyYy ey ()
The NHN program effort is expected to expand within

this "agency“/unit (Y)Y )Yy
Other similar NHN programs are in the planning or

early development stages within this unit Yoy oy o
NHN program efforts are seen as temporary, short-

term, and time-limited (Ye)(e)yo
The agency views this program as innovative and

creative but potentially expendable (Y()YoH)y)
The agency §s likely to abandon the NHN programming

if funding s not forthcoming (Ye)yo)y Q)
Other factors than above were considered (YOYOYy ()

JISCRIBE

in regard to

8 3 2 1
(Yoro) oy

=
& o
(1 0)
() ()
(YO
()0
(1O

() )

b4
[=}

QOOMIT = (AGENCY COMMITMENT) scale
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ooeEv 33. Overall how would you rate the agency level of commitment and
(AGEXY investment in the NHN programming?
I ENT)
LON HIGH
1 2 3 4 5 6 7 8 9 10
ALIVE 34. To the best of your knowledge had the NHN program effort been abandoned
at the time the research project ended (November 1980)?
(STAGE}
Yes (1ittle sign of revival)
Yes, but....some indication of possible revival or new funding
Partially...some “pieces" have been lost
NO, program still going
35, At the time of the site visit what was the state of the NHN program?
STATES

a.The number of NHN program staff was:
(STAGE) ( )1. Expanding (FTE was being added)

{ )2. Stable (No change in past 6 months, none anticipated)
( )3. Declining (FTE lost, dropped)

STATEF b. The funding for the NHN program was:
(STAGE) { )1. Expanding {actual dollar amount increasing)

{ )2. Stable (in §), may involve change in source
{ )3. Declining (losing $)

STATEM ¢. The number of helpers {and/or clients) of the
(STAGE) program was:

{ ) 1. Expanding

() 2. stable

{ ) 3. Decreasing



(STAGE)
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36. Overall, which of the following statements best describes the
stage of program development at the time of your site visit?

. Very early ides stage
. Early initfation, first steps taken to implement, planning
. Program underway, with early idenitification, entry occurring
. Program underway, developing routine staff and helper
contacts, activities, still open to ideas
. Program fairly routinized, 1ittle indication of willingness
to try new roles, activities
) 6. Program drifting into more conventionat service approaches,
or staff losing interest/commitment
) 7. Program either inactive, staffing problems, funding problems
or similar hiatus
) 8. Program spun-off, given away to another organization; agency
role ended, or available on call basis only

COMMENTS :

37. How closely is the program unit linked to the agency? (__ Not applicable)

Very loose Very tight
1 2 3 4 5 6 7 8 9 10
P.U. nearly P.U.
freestanding, with integral to
autonomy in staffing agency in
decision-making, etc. staffing, decision-
making, etc.

How closely §s the XHN program linked to the agency? [ __*%)

very Toose very tight
1 2 3 84 5 6 7 8 9 10
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38. Is the structure of the NHN program (use of rules, procedures, staff

STRUCT selection and supervision, etc.) like that of the program
(_RISK) unit? (1f rating agency, check here )
Very Similar VYery Different DX NA
109 7 6 5 4 3" 2 i ()

39. Is the leadership style in the NHN program (type of supervision,
flexibility of job procedures, decision-making process) like

(" RISK) that of the program unit? (Agency rated, )
Very Similar
10 9 7 6 5 4 3 2 1 DK NA
() ()
INTLEV 40. At what Jevel has the NHN program been integrated into the host agency?
( RISK) ) 1. primarily at a line staff, procedural level, with

modest changes in the rules and procedures that
staff in the unit follow in their daily routine

() 2. primarily at the unit level, in which an entire program
or unit has_undergone a change in focus, or has been added
to the services offered in the agency

() 3. At an agency level, the core objectives of the entire
agency have been changed OR a new agency with these
objectives has been created,

() 8. Not applicable
() 9. Don't know

41. To what extent are members of the organization affected by the NHN
SCGFE program effort?
(ISR { ) 1. Only the activities of one small group of staff have
been affected, MINIMAL in effect
() 2. The activities of a majority of staff members have been
affected, MODERATE in effect
{ )} 3. The activities of all members of the agency are affected,
MAJOR in effect

() 8. Mot applicable
{) 9. Don't know



DIFFRL
" DIFFR2
DIFFR3

DIFFR4
DIFFRS
DIFFR6
DIFFR7
DIFFR8
DIFFR9

DIFFR10
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42. To what extent does the NHN program effort differ from its

surroundings {program unit or agency on each of the dimensions =
below: g =
w S
— — -
= -4 - b~
bt ad [-N
> & S 8 C
7 b — =
b - [ <
D & (=3 =
=} [=* =
) . . 4 3 2 8 9
a. VYalues and norms of staff regarding ways to
deliver services (Y)Y C)Y ey o)
b. Values and norms of staff regarding the
relative status of tasks (prigrities) (YY) oryer ¢
Cc. Ways in which decisions are made regarding
programs and activities (Y)Y ey arge ()
d. MWays in which supervision and leadership
roles are assigned/executed (Y (Y (Yo ey o))
e. Actual role or function of program manager (Y)Y Y Q)Xo ()
f. Emphasis placed on staff coordination and
communication (YY) o)) ¢
g. Allocation or use of physical facilities (YY) )y o)
h. Allocation or use of support staff, such as
secretaries, clerks, etc. (Yeryryo)pey o)
f. The amount of time spent by professional
staff in the field, community (Y)Y (YY)
J. The amount of discretion that staff have over
the use of their own time (Y)Y (Yo o) o)
DIFFR = (RISK) acale

List below the approaches you rated on the original "Microcommunity” Scale.

Indicate specific target group for each approach, and then note what percent
of total staff effort (in the NHN program) is devoted to this particular
approach with this specific population. A1l FTE's together should sum
to 100% (1.0). BE SURE TO LIST SAME APPROACHES, NO MORE, NO LESS.

EXAMPLE :

Project Transition (AGENCY)

Approach I = Mutual Afd, Resocialization Groups, 70%
Approach II= Volunteer linking, Hospitalized latches, 30%

APPROACH Specific Target % F.T.E.
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RELATIONSHIP * @
Tensions 5 é § E
Status 4 3 2 1
staff feel helpers should not work without them (Y Q) ()Y ()
staff feel helpers can't handle some problems () () () )
staff feel helpers wouldn't continue if they weren't around () () () ()
staff feel helpers need to be monitored () () () ()
staff feel they have to step in or know what's best C()YC) ¢) ()
Ideology
staff disagree with what helpers are doing C) () () ()
halpers don't want to do what staff say ) () () ()
helpers feel staff should do more () () () ()
helpers won't go to staff with some problems )Y ) () ()
staff have a hard time motivating helpers to do some things ( ) () () ()
there are things helpers do that staff wouldn't do ) QO) ) ()
Accountability
staff or helpers feel there is too much paperwork ) ) ) ()
staff have problems justifying their work with helpers )Y )Y ¢) )
staff worry about confidentiality ) ) ) ()
other work that staff do competes with thelr work w/helpers () () () ()

Identification
staff identify helpers through:
contacting formal service organizations (gov't, professiomal, 46 3 2 1

etc.) ()Y () () ()
contacting voluntary associatlons (churches, neighborhood) () () () ()
contacting other organizatioms (schools, police) (Y Q) () ()
canvassing door to door or community survey ()Y o) () ()
referral from clients ()Y () () ()
referrals from other helpers ()Y o) ) )
contacting opinion leaders or key informants (pastor, store () () () ()
clerk, ete)
general advertisement )Yy )y ()
public weetings )Y () ) ()
informal staff contacts in community () ) () O)
self referral (Y o)y ) O)
Staff identification of helpers is a systematic, planned ) C) () ()
activity
Staff efforts to find helpers in an ongoing process () ¢) C) ()
Staff just seem to "involve" helpers in the source of ()Y () () )
thelir work

Recruitment 4 3 2 1
staff make an explicit effort to invite helpers to partici- () () () ()
pate
staff only work with helpers who have made a formal ()Y ) ) )
committment

staff have a formal procedure for making initial agreements () )Y ¢) ()
with helpers

staff attempt to screen helpers for suitability C) () () ()
staff work with helpers in whatever way they can ()Y () ) ()

* Rated separately for each approach found in program



RELATIONSHLP

Balance of control
Staff

staff define or set expectations for what helpers will
work on
staff take charge 1f problems arise with helpers work
staff have authority if conflict arise
staff supervise helpers
helpers are paid or reimbursed for their efforts
staff work in helpers' environment (e.g., home, street)
staff assign tasks or clients to helpers
staff emphasis is on identifying problems that they will
work on
helpers see staff as "in charge"
staff ultimately "hire or fire" helpers

~ &~ Alvays

P T A -

~ o~
~

Helper
helpers initiate tasks or activities

helpers are left to "do their own thing"

helpers take responsibility for what happens

helpers get staff to do things for them

helper seek staff out for help

helpers get together without staff to make decisions
helpers keep things going by themselves

helpers are expected to report on what they're doing
helpers are seen as assistants by staff

helpers continue what they're doing without staff

P et latateleta el
e N N o N N N et ot

w Must

~
~

.~ N NN S

PN NN e~ e~
N N N N Nl Nt Nt N N

~ Some

o~~~

e telalalatatatalal

et o Nt Nt v N e

Nt " N N N N N s S

4 Never

Py tetetatalal
~

~~

e taletatatatatal

(RN S S R W

~ N

N N N N N N N N N N

Investment

Staff 4
staff live in community or target area
staff share cultural references with client/helpers
staff have background experiences in common with helpers
staff seem to identify with helpers
staff would work with this problem/population if they
weren't part of agency
staff see work as a model of practice that can be exported )

NN NN,
Nt st N e N

Helpers
helpers share problems/circumstances with those they help

(
helpers live in community or target areas (
helpers are not interested in becoming professionals (
the help provided by helpers is part of existing relationship(
helpers are identified as having been key members of [¢
networks

helpers will probably continue what they're doing if )
program ends

helpers are asked to make committment to agency (e.g. 6 mos) ()

et e e N s

Overall, please rate the following: 5 4 3 2
staff identity with agency (
staff investment in helpers (
helpers identity with agency (
helpers investment in clients/community (

~ N~
(R R A
~ o~ o~
N S
o~~~
e N

N N Nt N N

o~~~ o~ o~
D R

N e N

Nt " N e N

A~~~

Nt N e N

N N
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RELATIONSRIP 2w e ®
I Z 2 E i
< X n =
Complexity 4 3 2 1
staff and helpers may wvork in different sectings () () ¢) )
staff and helpers work on many different things ()Y () () ¢)
staff and helpers discuss personal feelings/experiences €)Y () C) ()
abo.t each other
staff and helper roles may change at different times () () ¢)Y ()
staff vork with helpers on a one-to-one basis () () ()Y ()
staff and helpers may see each other outside of program (Y (o) €)Y ¢
activities
Formality 4 3 2 1
helpers receive explicit training in helping skills ()Y (o) ¢) ¢
helpers receive explicit training/info regarding services ()Y () () ()
helpers are given names such as “protege™, "associate”, ete. () () () ()
helpers are asked to keep track of what they're doing ()Y () () ()
staff and helper contact is explicitly scheduled C)Y () ¢) ¢)
helpers take on specialized helping roles (Y () () ()
staff bring together many helpers to work on same task () () ()Y ()
helpers are segregated by task or activity ()Y () ¢) ()
Density 4 3 2 1
different staff substitute for each other in their work () () () C)
with helpers
helpers get together with each other on their owa ¢Y () () O)
helpers crosscut or participate in different types of ()() €)Y Q)
assoclation
staff/helpers live in same neighborhoods as client/target (Y () ()Y ()
population
helpers are sought out for their connections ()Y () ) )
the same helpers are included in other approaches C)YQ)Y ¢) ¢)
helpers are also clients ()Y C)y ()Y )

Responsibilit
Client Related 4 3 2 1

individual helpers work with individual clients () () () )
helpers determine what's "best” for clients Yoy ¢) ()
helpers have previous relationships with those they help (Y () () O
helpers find their own clients ()Y () ) C)
helpers spend more time with clients than do staff ()YC)Y () )
helprs take charge of special tasks or activities ()Y() () ()
helpers are the major part of what happens to clients (Y C) ) ()
Non-client Related
helpers determine what will be worked on ()Y () €)Y ()
helpers have an equal vote in what is done (X)) () ()
nothing would happen if helpers weren't involved ()Y C) C) ()
helpers are seen as continuing when program ends C(YC) ) )
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Bureaucratic Standardization

BURSTL Helper are paid for their efforts

BURST2 Helpers are reimbursed for their efforts

BURST3 Helpers are asked to make camitment to agency

BURST4 Helpers identify with agency

BURSTS Staff amd helpers discuss personal feelings/experiences with
each other

BURST6 Staff ard helpers see each cther outside of program activities

BURST? Helpers receive exglicit training in helping skills

BURSTS Helpers receive arientation regarding services/agency

BURST9 Helpers are given titles such as "protege®, "associate®

BURSTL0 Helpers are asked to keep track of what they do

BURSTHL Staff and helper contact is explicitly scheduled

BURST12 Helpers are segregrated by task or activity (i.e., specialized)

BURST13 Helpers work in agency facilities

Staff Control

STAFCOL Staff define ar set expectations for what helpers do
STAFCO2 Staff take charge if prablems arise with helpers' wark
STAFCO3 Staff assign tasks or client to helpers
STAFCO4 Staff emphasis is an identifying problems for helpers to work on
STAFCOS Helpers see staff as "in chaxge®

« 'Helpers initiate tasks ar activities
STAFCO7 « Helpers get staff to do things for them
STAFC08 « Helpers seek staff aut far help
STAFCOS Helpers are expectad to repart to staff on their activities
STAFCOLO Helpers are seen as assistants by staff
STAFCQLL * Helpers detemine what's best faor clients
STAFCO12 * Helpers have prior relationships with those they help
STAFCOL3 * Helpers find their own "clients"
STAFCOl4 * Helpers determine what will be worked on
STAFCOLS * Helpers have an equal say in what is done

Status Concerns

STATUS1 Staff supervise helpers

STATUS2 Helpers are left to do their own thing

STATUS3 Helpers take responsibility for what happens

STATUSA Staff seem to identify with helpers

STATUSS Staff waild want to werk with this problen or population even
- if they were not part of the agency

STAIUS6 Staff are developing a model of practice to export

STATUS? Helpers are not interested in becaming professionals

STATUSS Helpers spend mere time with clients than do staff

STATUSS Helpers are the major part of what happens to clients

STATUS10 Helpers take charge of special tasks ar activities

STATUS1L Staff feel helpers should not work without them

STATUS12 Staff feel helpers cannot handle same problems

STATUS13 Staff feel helpers would not contimue if staff were not aroud

STATUS14 Staff feel helpers need to be monitored

STATUSLS Staff feel they have to step in, that they know what's best

STATUS16 Staff disagree with what helpers are doing

STATUSL17 There are things helper do that staff would not do

NOTE: The items on this page and the next page are included here, in this form to facilitate
identification of itams selected fram those included on the previcus three pages, and
the items used to measure the staff-helper relatiom



Camplexity

Staff work in helper's enviromment (hames, street, neighbarhood)

Staff share cultural references with client/helpers

staff have background experiences in common with helpers

staff and helpers work in different settings together

Staff and helper roles may change at different times

Staff work with helpers on a one-to-cne basis

Staff bring together many helpers to work an same task

Different staff substitute far each other in their work with
helpers

Helpers get together with each other on their own

The same helpers are included in other approaches

Helpers are also clients

Other wark that staff do campetes with their work with helpers

288
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RESULTS OF TESTS FOR BIAS WITH
NUISANCE VARIABLES
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TABLE XVII

RANDOM EFFECTS ANALYSIS OF VARIANCE FOR
BIAS OR NUISANCE EFFECTS

Variables Tested:

Interviewer

Number of work days on site visit

Number of staff met by interviewer

NMumber of administrators met by interviewer

Amount of written documentation obtained regarding agency
Amount of written documentation obtained regarding program
Round of site visit (1,2)

Age of agency (years)

Age of natural helper program (years)

Continuity of funding® (1)

Auspices (private vs. public)

*» .05

1. Continuity of Funding: measures were Research and Develop-
ment (or short-term funding) and Legislated Funding (ongoing
or long-term)



APPENDIX F

SCATE CORMSTRUCTION PROCESSES
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SUMBRY OF SCALE CONSTRUCTION PROCESS

Several steps were followed in the process of constructing
scales to measure the major constructs included in this study.
Initially items were developed and proposed for certain scales on the
basis of theoretical or conceptual issues, as discussed in Chapter
II. Once the data had been camputerized for analysis purposes there
were two major steps followed prior to camputation of the final scale
scores.

The first step involved the careful inspection of the intercorre-
lation matrix. 2Among the items proposed for any scale this inspection
permitted the determination of how many of the other items each one
was correlated with at a significant level (p<.05). The rule of
thumb that was applied at this stage was to drop an item if it was
correlated with less than 25% of the other items in the scale. Thus,
in the event of a 10-item scale an item was dropped if it was corre-
lated with two or less items. For any item dropped fram its scale
at this step a secord inspection of the correlation matrix was carried
out to determine whether, in fact, the item was highly correlated with
another of the proposed scales. If so the item itself was checked to
see whether, in fact, there was any theoretical or conceptual support
for its inclusion in the other scale. The decision to include an item
in another scale was made very infrequently.

The second step in the scale construction involved the use of
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SPSS Reliability program to analyze the actual properties of the pro-
posed scale. All of the items proposed for an single scale were
entered into a reliability analysis. This program produced the
correlation matrix for the named items, scale statistics (mean, variance,
stardard deviation, item mean, minimm, maximum, range, and variance),
itam-total statistics (scale mean if item deleted, corrected item-
total correlation, squared multiple correlation, alpha if item deleted),
ard the overall scale reliability (alpha, and standardized item alpha).
All items entered into the reliability analysis were equally weighted.

Using this reliability information the items which reduced the
overall scale reliability could be identified, and a determination made
regarding the value of deleting or retaining the item. Also at this
step items which contributed highly to the overall reliability but
reduced the number of cases under consideration (because of missing
data due to lack of information rather than conceptually appropriately
missing) were examined for the effect on the scale reliability if they
were deleted. Thus items were deleted at this step either if they
pulled the reliability of the scale down significantly or if they
involved missing data.

In same cases versions of the scale were samewhat less reliable
with items removed, but this was warranted by the need for a scale
applicable to the full sample. Same scales were split into two at
this step to measure a construct as accurately as possible for all the
cases while retaining those items that measured only for certain
cases. This vas done with the Funding Autonomy measure, which was

split into Internal Funding Autonamy for programs located in larger
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agencies, and External Furding Autonamy, for all the programs.

Once the reliabilities of the scales were determined, each of the
scale scores was camputed by adding the values for the appropriate
items retained in the final form of the scale. The items were all
equally weighted. The sum then was divided by the mumber of items in
the scale to return it to the standardized range, of a mean value of
0, standard deviation of I 1. The values for all the variables had
previously been standardized using the SPSS Condescriptive program to
permit their addition.

It should be noted that the steps followed in this process have
been conservative in their effort to retain items of reasonably sure
significance, and delete those which confourd the results by introducing
missing cases, potentially making the results more difficult to inter-
pret. However, among the 1,382 correlations predicted among the items
in the scales, at least 1,062 were in the predicted direction, or over
77% of the predicted correlations. This result suggests, that despite
the limitations of the sample size, the resulting correlations could
hardly be attributed totally to chance.

Tatkle XVIIT presents information on the scale formation rrocess,
including the number of items proposed for each scale, the number of
items deleted at step one (analysis of the intercorrelation matrix),
the number of items deleted at step two (reliabilities and missing
case analysis), and the number of items included in the camputation of
the final scale score. The other tables in this Apperdix present the
actual items in each scale, by camputer name and by item stem. All the

data used for these analyses are available fram the author upon request.



SCALE NAME

AGENCY SIZE

AGENCY FORMALIZATION
AGENCY COMPLEXITY
PROGRAM SIZE

PROGRAM FORMALIZATION
PROGRAM CCMPLEXITY
WORK GROUP IDENTITY

LEADERSHIP STYLIE
PEER SUPPORT

FUNDING AUTCNOMY
INTERNAL FUNDING AUTONCOMY
EXTERMAL FUNDING AUTCNOMY
AGENCY SERVICE INTEGRATION
PROGRAM SERVICE INTEGRATION
GENERAL ENVIRCNMENT

AGENCY COPMITMENT
STAGE OF DRTPLEIEINTATION
CLIENT EED/STIGRA
DIFFEREMCE/CCtPATIBILITY
ORIGIN

EMERGENCE

IMPLANTED

BUREAUCRATIC STANDARDIZATION
STATUS CONCERNS

STAFF CCNTROL

RELATIONSHIP CCMPLEXITY

(HELPER AUTONOMY)

a) Deleted due to udesirable missing cases
b) Split due to missing cases on same items
c) Created with items determined to be highly intercorrelated, fram those

TABLE XVIII

NUMBER OF ITEMS IN SCALES,
PROPCSED TO FIMAL FORM,
BY STEP

PROPOSED

10
16

14

10
17

(4)
(3)

14
16
16
13

DELETFD
STEP 1

Py HOoOdOONO

N

Hwwow O &

nwonw

DELETED
STEP 2

[y

Ni—'m HNoWeHOOH

o

[=NeNo} N ONIUHOOO Ot—‘b)#ul

deleted fram Status Concerns and Staff Control scales at step 1.
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Agency Size
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TAELE . XIX
AGENCY STRUCTURE SUBSCALES

TOBUDA - Total agency budget
AGSTAF - Paid staff in total agency

Agency Camplexity

NUMAPP - Number of network approaches used by agency
NUMACT - Number of client types served by agency
ASITES - Number of different sites at which agency had branches

Agency Formalization

QFORML
OFORM2
OFORM3
OFORM4
CFORMS
OFORM6
OFORM7
OFORMS8
OFORM9
OFORM10
OFORM11
OFORM12

OFORM14

Activities and responsibilities of each staff position
specified

Agency relies on written job descriptions and written
job procedures

Agency follows predetermined criteria and procedures
in hiring staff for NHN program

Within the agency staff have specialized roles with
little overlapping responsibility

Standardized performance evaluation criteria are used
to judge staff performance in agency

Agency has written standards and rules for coordination
of staff activities

In working with clients agency staff are required to
follow standard procedures

The agency has a manual of precedures for working with
clients

Staff must report on their activities in writing using
a standard report form

In the Agency failure to follow prescribed procedures
is the basis for sanctions or dismissal

Line staff in this agency cannot make decisions to
change or add programs without higher approval
Decisions and changes of program made by program
managers require higher approval

Agency director reports to a Board or Council of
Directors

Overall rating of degree to which agency structure and
program structure (use of rules, procedures, staff
selection, supervision) are similar.
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TARLE XX
PROGRAM STRUCTURE SUBSCALES

NHNSTAF ~ Paid staff working in NHN program
~ Total budget for the NHN program
- Actual staff effort (FTE) in NHN program

Program Camplexity

NHBUD
FTIE

NUMNCT - Number of NHN program client types

NUMAPP - Number of approaches in NHN program

FUNDIV - Number of different funding socurces

NSITES - Number of sites at which NHN program has branches
PUSECT - Number of programs in same unit as NHN program

Program Formalization

NFORML
NFORM2
NEORM3
NEFORMS
NFORM7
NFORMS
NFORM10
NEORM12

NFORM13

- In NHN program the activities and responsibilities of

each staff position have been specified

- Written job description and procedures are relied on

in NHN program

- When hiring staff it is necessary for NHN staff to

follow predetermined procedures and criteria

- Standard performance evaluation criteria are used

to judge staff performance in NHN program
Staff are required to follow stamdard procedures in
working with clients/helpers in NHN program

- Staff are required to report on their activities in

writing on standard reporting forms

Failure to follow prescribed procedures leads to
sanctions and possibly dismissal

Program decisions and changes made by manager must
have higher approval

- Program manager reports to a higher administrator

Work Group Identity

GRPID3
GRPID4
GRPID5

GRPID6

The manager of the NHN program is responsible for other
programs as well

The NHN program does not have a separate facility fram
other programs or divisions

The NHN program does nct have its own funding, separate
fram that of other programs in the agency/unit

Staff that work in the NHN program also work on other
activities or in other programs in the agency

GRPID7 -~ The NHN program staff do not constitute a clearly

distinguishable group within their program unit



298

TAEIE XXI

WORK CLIMATE SUBSCALES

Leadership Style

LEADRL
LEADR2
LEADR3
LEADRS
LFADR7
LEADRS
LEADRY
LEADR11
LEADR12

LEADRI3

Peer Support

PEERl -

PEER2 -
PEER4 -

PEER7

PEER3 -

PEER10

PEER14

- Supervisory and program roles within the NHN program
are clearly defined and separate

- The program manager does not emphasize giving direc-
tions or coordinating actions of subordinates

- The program manager does emphasize sharing ideas,
giving advice, and supporting subordinates' efforts

- Staff are expected to work on their own with only
limited supervision

- Program manager calls staff meetings whenever a problem
or decision requires it

- Program manager keeps staff posted about relevant
agency plans, activities, and problems

- Program manager understands what staff in NHN program
must do to succeed amd how to do it

- Program manager and staff decide jointly on work pro-
cedures and activities

- Program staff freely discuss job-related matters,
ideas, and problems with the program manager

- Program staff view the manager's decisions and views
with confidence and trust

The NHN staff get together to discuss their work (pro-
blems and successes) regularly

The NHN staff work together as teams

The NHN staff fill in or substitute for each other
The NHN staff commonly ask for and give help or advice
to each other

NHN staff have found like-minded persons within their
agency context

NHN staff have found like-minded persons outside of the
agency context

NHN staff seem to share a sense of cammon interest and
purpose relative to NHN programming

- NHN staff feel that their efforts contribute and cample-

ment overall agency mission and programs
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TABLE XXII

Program Service Integration

NSERV2
NSERV3
NSERV4
NSERVS
NSERV7
NSERVB

- The reputation of the NHN program is positive

The NHN program is a major provider of services to the target population in this service area
The NHN program has a legal mardate to coordinate its services with other public agencies

- The NHN progran voluntarily coordinates its services with other social service programs

- The NHN program gets referrals fram other agencies within its cammmity or service area

-~ The NHN program gives infarmation and referrals to other agencies

NSERVL1 - The NHN progran unit serves that portion of the target population not well served by other

agencies

NSERV12 - Other agencies in the service area rely on the NHN program as an intermidiary with the target

population/communi ty

NSERV13 ~ The NeN program unit offers clients better access to available existing services
NSERV15 - The NHN program unit acts as an advocate for more appropriate services for the target population
- Overall how tightly linked is NHN program to others in service area serving same target

LINK

Agency Service

population (s)
Integration

OSERVE
OSERVE

o

The reputation of the agency is positive
The agency is a major provider of services to the target population in this service area
The agency has a legal mandate to coordinate its services with other social and public agencies

The agency voluntarily coordinates its services with other agencies

The agerncy gets referrals fram other agencies in the service area or camumnity

OSERV9 ~ The agency gives information and referrals to other agencies

General Cammunity

CUMMUN - What type of community ar locale does this agency serve? Rural, Rural/Urban Mix Suburban, Urban
DENSAB - What is the density of the service area of the NN program? Low, Medium, High Density

External funding Autonony

FUNDR3
FUNDRS
FUNDR6S

FUNDR?7
FUNDRY
FUNDR10O
FUNDR12

FUNDR14

NHN funding source is flexible in its requirements for program activities
NN funding source does not exercise tight requlations and accountahility procedures
Funding source's reporting requirements and categories seem adequate or appropriate for NiN

program

NHN staff do not feel that time spent on paperwork and reporting detracts fram NHN program
effart

Personnel within funding bady are sensitive to special issues/demands of NHN programming

Relationships betwen NHN program and funding body are positive

There are no local or regional coordinating bodies that press NEN program o use standard
reporting categories

The NHN program has sufficient fumxding to carry out its primary program goals

Internal Funding Autonamy

FUNDRL
FUNDRI1

FUNDR13
FUNDRLS

NEN program funding is from different source than rest of program unit or agency

There are few pressures on NHN program staff fram other parts of agency to conform to general
accountability procedures

The NHN staff have considerable autonamy in the use and distribution of funds

There is little campetition between NHN program and other agency programs/units for the same
funds
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TABLE XXIIT

TNNOVATION SUBSCALES

0CM2 - The NHN program is not viewed as an adjunct to the basic services/mission of the agency
o3 - The MHN program is seen as f£illing a gap in the pre-existing service system . . . is
seen as essential
OCQti6 -~ The NHN program is seen as a program that is more accessible and acceptable to clients
OCaMS - The agency is camitted to the continuation of the present level of NHN program effort
OCOM9 - The NHN program effort is expected to expand within the agency
OCoMll - NHN program effarts are not seen as temporary, short-term or time-limited
oCil2 - The agency does not view this program as expendable, although potentially innovative and creative
COMLEV - Overall level of agency coammitment and investment in the NHN program

Emergence

DEVIPL =~ The NHN program grew cut of other services offered by the agency
DEVLP6é - The program was not carefully planned in response to a clearly identified need

Stigna (Client Need)

NEED1 ~ The ¢lient population has a prohlem that is socially stigmatizing
NEED2 -~ The problem of the client population is chronic, and likely to continue despite services
NEED3 =~ The clients pose a severe-burden on the existing caregivers
NEED4 - The clients frequently have more than one problem
NEEDS - The clients' needs include basic material survival rescurces (money, jabs, food, shelter, ete.)
NEED6 = The clients' needs include basic social survival skills (befriending, asking and giving
help, etc.)
NEEDB =~ It is particularly difficult to find or retain informal helping resources for these clients

Stage of Program Inplementation

ALIVE -~ State of the program effort 18 months after first contact fram NHN Research Project
STATES - State of the program staff size at the time of site visit

STATEF - State of the program funding level at time of site visit

STATEH - State of number of helpers/clients for NeN program at time of site visit

AGEINH - Age of NiN program at time of site visit

AGEA - Age of agency at time of site visit

STAGE - Overall stage of program development at time of site visit

Risk
DIFFRL - Extent to which valves and norms of program staff differ fram larger agency on ways to deliver
services
DIFFR2 - Extent to which values and norms of staff regarding the priorities differ between NN program
and a

gency

DIFFR3 - Extent to which ways in which decisians are made regarding programs and activities differ
between program and agency

DIFFR4 - Extent to which ways in which supervision and leadership roles are assigned/executed differ
between program and agency

DIFFRS = Extent to which actual role or function of program manager differs from NHN program to

larger agency

Extent to which the emphasis is placed on staff coordination and cammunication differs fram

NHN program to agency

DIFFR8 = Extent to which allocation or use of support staff differs between MHN program and agency

DIFTRS - Extent to which the amount of time spent by professional staff in the field differs fram NN
program to agency as a whole

DIFFRIO ~ Extent to which the amount of discretion that staff have over the use of their own time
differs between NHN program and agency as a whole

DIFFR6

STRUCT - Overall similarity of NHN program structure to agency structure
INTILEV - Level at which NHN program was integrated into agency
SCOPE -

Extent to which organization members affected by NHN program effort
LEADSM =~ Overall similarity between leadership style in NHN program and agency as a whole
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TABLE ‘XX1IV

STAFF-HELFER RELATIONSHIP SUBSCALES

Bureaucratic Standardization

BURST3
BURST4
BURST?
BURSTS

BURST9
BURST10
BURST11

Helpers are asked to make a time camitment to the agency
Helpers identify with the agency perspectives

Helpers receive training in helping skills

Helpers receive arientation reqarding agency services

Helpers are given titles such as protege, associate, therapist
Helpers are asked to keep track of what they are doing

Staff and helper contact is explicitly scheduled

HJRST]12 - Helpers take on routine helping roles that are specialized by task
BURST13 - Helpers are segregated by task ar activity (i.e., specialized)

Staff Control

STAFCOL
STAFCO2
STAFCO3
STAFCO4
STAFCOS
STAFCO6
STAFCQ7
STAFCO10
GTAFCO11
STAFCO13
STAFCO14
STARCO15
STAFCO16

Status Concerns

STATUS1
STATUS2
STATUS3
STATUSA
STATUS?
STATUS11
STATUS12
STATUS14
STATUS15
STATUS13

Camplexity

QOMPLEX3
COMPLEX5S
CQMPLEX6
COMPLEXT
CQ&PLHX9

- Staff define or set expectations far helpers' tasks
- Staff take charge if problems arise with helpers' work performance
~ Staff assign tasks and client to helpers

Staff identify prd:lsxs that helpers can work on

- Helpers see staff as "in charge"

Staff ultimately ‘hire and fire' helpers

Helpers do not initiate tasks or activities

Helpers are expected to report to staff on what they are doing
Helpers are seen as assistants by staff

Helpers do not have pre-existing relationships with those they help
Helpers do not find their own "clients"

Helpers do not determine what will be worked an

Helpers do not have an equal say in what is dane

Staff supervise helpers closely

Helpers are left to do their own thing (reflected)

Helpers take little responsibility for what happens

Staff do not seem to identify with helpers

Helpers are not interested in becaming professionals

staff feel helpers should not wark without them

Staff feel helpers cannot handle same problems

Staff feel helpers need to be monitored

Staff feel they have to step in, they know what is best
Staff feel helpers would not continue if staff weren't around

- Staff have background experiences in cammon with helpers

- Staff work with helpers on many different tasks

- Staff and helper roles may change at different times

- sta.ffdonctwarkwithhelpersmaone-to-mebasis

- Different staff substitute far each other in warking with helpers
CQVPLEX1l - The same helpers are included in nore than ane approach

COMPLEX12 ~ Helpers are also clients
COMPLEX13 - Other work that staff must do campetes with their wark with helpers

Helper Autonomy

AUTOHELP] - Helpers get staff to do things far them
AUTOHELP2 - Helpers have an equal say in what is dane
ADTOHELP3 - Helpers take charge of special tasks ar activities



	Portland State University
	PDXScholar
	1-1-1982

	The articulation of formal and informal helping: the influence of organizational context on relationships between professional and lay caregivers
	Priscilla J. Kimboko
	Let us know how access to this document benefits you.
	Recommended Citation


	tmp.1373065945.pdf.kx0F5

