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As in other institutions, there is more often than not a large difference between what leadership in childcare agencies espouses as organizational values and the organizational culture, the day-to-day functioning of administrators and workers.   The extreme discrepancy between organizational values -- what leadership says—and what leadership does-- pays attention to, models, rewards, and disciplines—leads to organizational crisis.  Crisis is often the only motive for organizational change.  This workshop invited participants to examine their own organizational values and reflect on how well they are represented in the lives of their agencies.  Authentic change emerges from eliciting a shift in values at the grass roots level, in the workers.  This approach contrasts sharply with the large-scale efforts typically implemented to change child welfare agencies. Often, these efforts focus on organizational procedures, how well they are followed, and how well records are maintained, whether there is compliance in case planning and follow through.  The assumption is that an agency's procedures and records are a direct reflection of its values. However, auditing the materials of an organization may have little to do with the way in which an organization’s values are represented in the habits of its workers on a day-to-day basis or whether these habits achieve safety and well being of the child and family clients.  The workshop included a case study of an institution to demonstrate how systems do not change without attacking the clash between functional and ideal values or what separates personal values from professional ones.

Change Theory and Organizational Cultures

Although there are many theories of change (e.g., see  www.comminit.com/change_theories.html , www.med.usf.edu/~kmbrown/Stages_of_Change_Overview.htm, www.sol-ne.org/res/wp/10006.htm, and  lhttp://www.motivationalinterview.org/), the writings of Thomas D. Morton are examined here because of their relevance to child welfare.
 According to Morton, change is constant, occurs every time we choose, and represents a loss (of old ways, etc.).  Morton refers to five interrelated variables that influence both the choice to change and the process of change.  According to Morton these variables “apply to all human social systems –from the individual to the family, group, organization or community” (10/2000).  The five variables of change are represented in the slide set Morton’s Change Theory.

Change Theory: A Case Study of a Child Care Agency in Crisis

In this case study, these variables were applied to effect change at the institutional and personal levels at a childcare agency in crisis.  The crisis was brought about by an administration too focused on the value of personal relationships among staff at the cost of professionalism.  From a historical perspective, this childcare agency, like many, evolved from an “orphan asylums”. Such asylums were initially established on the principal of good will or charity toward children and families in need.  That is, they were established as a matter of personal or moral investment and not as a matter of professional dedication.  Organizations with such a history often suffer a clash of personal to professional values. This clash is easily exemplified in power struggles between clinicians and childcare workers, many of the latter having inherited their jobs from family members or friends in the community at large. Thus any attempt to “professionalize” childcare workers may actually attack a system of “family” values carried over from one generation to the next.  For example, the use of corporal punishment is not a value endorsed by the professional child welfare community but may be a method of discipline endorsed by the workers family and, historically, by the cohort of workers that preceded the present child care force.  This is further confused for childcare workers when they are trained in the use of physical restraints. 

The crisis in the agency studied here was gradually precipitated by a series of incidents that were the result of child care workers on a specific living unit within the agency engaging with the residents on the unit in a manner which compromised the children’s physical and emotional safety.  The magnitude of the incidents and the sheer number elicited an investigation of the agency by the state governing body.  Results of internal and external investigations revealed that the culpable childcare workers repeatedly justified their actions by referring to their long-standing experience in childcare and association with the agency.  They pointed out that some of them had even been residents in the agency as children and that attempts to professionalize childcare since “their time” as residents represented a change in child care practices for the worse.  To summarize and paraphrase, they argued, “I’ve been doing this for so long, no one can tell me what to do”.  

A general application of Change Theory to elicit change in the values of child care workers (from personal to professional) is illustrated in the slide set Change Theory Applied to Child Care Workers. These principles were applied in an attempt to change the interaction between residential childcare staff and residents.  This change process was used with the most frontline segment of the agencies workforce, while other, separately employed, consultants worked with the top administrative level to develop a more clinical orientation to childcare and childcare training.  A key player on this administrative committee for change was a seasoned childcare trainer who was well known and trusted by the childcare workers.  He became the administrative committee’s emissary of change to the childcare force.  The overall strategy was to sandwich old agency values with change from the top and bottom, thus minimizing problems of filtering values from the top through the middle of the agency hierarchy (through clinicians) to the bottom (child care workers). 

The proposed mechanism for change at the child care/residential level was the Character Inventory: A Therapeutic Level System (as described in the slide set with the same title) for assigning levels of privilege to the residents in the targeted living unit on a weekly basis.  The Character Inventory would require the childcare workers to become familiar with four domains of “character” values –Respect, Boundaries, Personal Responsibility and Social Responsibility—in order to rate the residents with the inventory.  The hope was that by examining these aspects of character in the residents, the staff would also internalize the values on which the character items are based. Our process of introducing the inventory was guided by the five variables of change:

1. Present Discomfort – Because there was outside scrutiny of the agency and workers became afraid of losing their jobs, they asked for help assessing residents and administering the reward system. After a committee was formed to address this need, childcare staff articulated the rationale for developing a new system by examining how their old way of managing residents was suppressive and not helpful in developing responsible citizenship among the residents (this is highlighted in the slides entitled Character Inventory: A Therapeutic Level System- Why a New Level System?)
2. Internalization of Responsibility – A committee was formed that consisted of key figures in residential management (supervisory childcare workers) of the unit on which there were safety concerns as well as clinicians and clinical supervisors.  The task of the committee was to develop a clinically informed level system.  The childcare representative on the team participated in behaviorally defining the 19 items on which the residents would be rated.
3. Emotional Security – Despite the fact that there was close scrutiny of the residential unit in question and that the leadership was either removed or put on probation, many of the personnel were retained with the proviso that they were compelled to develop a clinically based method of residential management.  The lead childcare worker on the division was charged with presenting the level system to his team as well as to administration while receiving support from the rest of the committee.
4. Efficacy –Childcare envisioned the new level system as one that would help “return kids to the community who would make good neighbors”.  They began to regard the new level system as an opportunity to make change in the world, not only “on the job”.
5. Preferred Alternative Future- The representatives of childcare on the committee were invited to define the goals of their residential unit.  The goals of becoming “better people”, of “self- awareness”, accepting help and criticism were defined as belonging to staff and residents alike, effectively removing staff as “operators” and the children as “objects” (at least on a conceptual level).

Summary

Morton’s Theory of Change posits that there are 5 variables that influence the choice to change and the change process: Present Discomfort, Internalization of Responsibility, Emotional Security, Efficacy, and Preferred Alternative Future.  These five variables were used to guide intervention in a childcare agency to improve childcare workers compliance with agencies stated childcare procedures.  At the time of the intervention, the agency was under investigation by the state governing board (thus, the crisis).  The crisis was likely brought about by a discrepancy between the professional values espoused by leadership in the agency and the actual day-to-day practices of the child care workers whose behavior was guided by personal values historically rooted in the organizational culture.  While intervention was carried out at the level of leadership with separate outside consultants, this process describes consultation with childcare staff.  The goal was to elicit change in the value system employed by childcare staff to manage children in their care.  The interventions used the five variables of change and began by meeting with staff to help them articulate goals for their residential living units (Preferred Alternative Future) and to discuss whether or not these goals were discrepant with current child care practices on the living unit (Present Discomfort) Having established a desire for change among the staff, new method of evaluating the resident’s behavior on a weekly basis were proposed (a new therapeutic level system).  A committee consisting of lead childcare workers and clinicians already working with the childcare team was formed to refine the method (Emotional Security).  The new level system was defined by character traits (values) that were desirable in childcare staff.  During the process of learning and using the system, the workers would be repeatedly required to evaluate their own behavior along with that of the residents (Internalization of Responsibility).  The lead childcare worker presented the system to his staff with the support of administration and committee members.  The childcare staff discussed the system as a tool for turning the children in their care into better citizens of their own communities at large (Efficacy).
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