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Are We Winning?

Strategies for Overcoming Resistance to Change

rganizational change for mental

health providers is becoming the

rule rather than the exception as

outside forces such as regulatory

agencies and third-party payers
exert increasing influence on the delivery of
services. A key question for providers to ask is,
Are we winning? To know the answer, we need
a scorecard or some direct means of measur-
ing effectiveness. Outcome management is the
art and science of determining whether or not
an organization is actually achieving its
desired level of effectiveness.

To know whether we are winning requires a
well-planned outcome management system
specifically designed to measure the impact of
the mental health service provided.

Simply deciding
to implement a
measurement sys-
tem offers only a
partial solution to
the issue. Within
any organization
or agency there
will be numerous
subgroups involved,
each with their
own vested inter-
ests. Virtually all parties must be convinced
that the proposed system will benefit them.
Otherwise, it is more than likely that the effort
will be doomed to failure. In fact, all organiza-
tions have a scoring system to measure effec-
tiveness.

Current financial, political, and institutional
pressures require mental health practitioners
to go beyond personal preferences toward a
larger organizational ecology. Everyone must
contribute to winning, or winning is less
likely. Organizational performance measures
must hold up to the competition offered by
other choices available to the consumer of
service whether that is an individual or an
entity as large as Medicaid. Examples of alter-
native choices are prescription drugs, other

providers of services, self help groups, and, of
course, no therapy at all.

Established and implicit organizational val-
ues often demonstrate the biases of “softer”
measures when held up against local and sub-
jective vested interests. Such interests are usu-
ally not organization-wide in their benefits.
The policy-making leadership of any service
organization is beholden to a wide variety of
constituencies and must organize perform-
ance and its measurement in terms that hold
up to scrutiny. For instance, stakeholders
may include the board of directors, regulatory
agencies, third-party payers, therapists who
provide the services, program managers, and
the patients being served. All of these
constituencies must be taken into considera-

tion if an outcome
measurement sys-
tem is to succeed.
Those in charge
of the planned
change must search
for common political
denominators that
serve the various
vested interests of
these groups how-
ever well- or ill-
formed those interests may be. Those
motivational denominators may be as simple
as staff participation in the process of creating
the change or as subtle as providing the policy
makers with an enhanced reputation as the
keys to connecting outcomes measures to per-
sonal or political interests. Successful imple-
mentation seldom happens without willing
players.

The single most important aspect of imple-
menting an outcome management system
pivots around the thinking of the planners. If
the planners do not have the necessary mental
maps in their thinking to match the territory
they must cross, the plans they make will most
likely not take into account all the important

features of the reality Continued on page 5

Excerpted from “Making Your Agency Outcome Informed: A Guide to Overcoming Human Resistance
to Change” by Joseph Yeager & Michael L. Saggese. Families in Society © 2008.
To read the complete article, log in to www.familiesinsociety.org.
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Further Reading
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A Model for Organizational Change: Using an
Employee-Driven, Multilevel Intervention in a
Substance Abuse Agency (2007)

A Transtheoretical Model for Assessing Organizational
Change: A Study of Family Service Agencies’ Move-
ment to Time-Limited Therapy (2000)

Social Workers for Rent: The Contingency Human
Services Labor Force (2005)

An Intervention Framework for Collaboration (2005)

Social Workers' Management of Error: Ethical and
Risk Management Issues (2008)

Ethical Issues in Agency Resource Development:
Implications for Social Administration (2002)

Expanding the Conceptual Basis of Outcomes and
Their Use in the Human Services (2001)

Family Caregiving as a Service Niche for
Agencies: Findings From a Study of Philanthropic
Trends (2002)

Elements of Satisfying Organizational Climates in
Child Welfare Agencies (2003)

Clinical, Ethical, and Legal Issues in E-therapy (2003)
It's Time to Charter Welfare Departments (2002)
Building Organizational Capacity in Outcomes

Evaluation: A Successful State Association Model
(2001)

Policy Focus

Developing Contracted Social Service Initiatives
in Small Nonprofit Agencies: Understanding
Management Dilemmas in Uncertain
Environments (2004)

=
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This article tracked several nonprofit organi-

zations that entered into state contracts to
provide services for low-income clients.
Many agencies dropped out or were termi-
nated from the program within 1 year and
others struggled with unforeseen manage-
ment dilemmas and meeting accountability
standards. In-person interviews with pro-
gram administrators, trainers, and agency
recruiters are distilled here, and guidelines
are provided for successful, systematic deci-
sion making for nonprofits faced with at-
tractive new service initiatives.

Operational Strategies and Organizational Struc-
tures in Family Service Agendes (1995)

This study investigated the strategies used by
family service agencies to compete and sur-
vive in the human service marketplace.

If successful agencies use particular financial
and program service strategies to compete
and survive, then it may be possible to help
other, less successful organizations assume
and incorporate these adaptive strategies.
However, different strategies had differential
effects upon either the program or financial
structures, and most strategies had a delete-
rious effect upon structures.

Advocacy in the New World of

Managed Care (1997)

With the emergence of large-scale health
care companies, advocacy’s role within the
system has been reduced. Already occupying
only a minor role in case management (itself
partly subsumed into the system), advocacy
efforts to help individuals and to make
structural changes at the system level run
against the driving forces of managed care-
cost containment and profit making. Greater
efforts will have to come from

outside groups focusing on broad issues in-
cluding patients’ rights; standards of care;
consumer empowerment; outside evalua-
tions; protection against lowering of
quantity, type, and quality of services;

and training of managed care personnel.

Practice Focus

Co-CEOs: A New Leadership Paradigm for Social
Service Agendies (2007)

The authors introduce a new type of collab-
orative leadership with a study by two
experienced female executives who lead a
mid-sized community behavioral health
center. Increased accessibility of informa-
tion, cross-functional workplace challenges,
and financial belt-tightening have led organ-
izations since the 1990s to consider a joint
leadership style where leaders embrace
teamwork and empower staff through moti-
vation rather than wielding traditional au-
thoritarian power. For women in

particular, this egalitarian style fits with fem-
inist principles of relationship and
consensus building, and supports effective
power sharing.

Measures for Practice With Families From a
Strengths Perspective (2001)

Social work practice from a strengths per-
spective is increasingly a preferred mode of
practice. In the current environment of
managed care in many fields, practitioners
are required to measure and document vari-
ous aspects of client problems and service
effectiveness. The problem focus is inconsis-
tent with the strengths perspective, but
strengths-based practitioners are not im-
mune from the accountability demands.
This paper identifies and evaluates measure-
ment instruments that can be used in
practice with families—from a strengths
perspective—and will also enable social
workers to document service effectiveness.

Organizational Prevention of Vicarious
Trauma (2003)

1
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Whether shaping public policy or providing
services to individuals, families, and com-
munities, social workers are fully engaged
with today’s social problems. This difficult
work can take an emotional and psychologi-
cal toll on the worker. This stress comes not
only from responding to people in pain and
crisis; characteristics of the organization also
contribute to the stress. In this article, the
authors draw on the research on organiza-
tional correlates of burnout and outline var-
ious organizational strategies suggested by
practitioners working with trauma survivors

All articles featured in this newsletter are available on the Families in Society Web site:

www.familiesinsodiety.org.
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Reconciling Mission and Market
How to Become Business Savvy

ne of the hallmarks of the last decade has been the

proliferation of for-profit companies offering serv-

ices previously provided primarily by nonprofit

and government agencies. Historically, nonprofit
organizations have been the providers of choice within health
and human services. However, as these arrangements mush-
roomed in recent years, nonprofits are pulled in either of two
unfortunate directions: emulation of the government agencies
that fund many of their services, or emulation of the for-profits
with whom they increasingly compete.

Nonprofits, however, are not helpless victims of runaway
forces. If they are passive or benign players, this is of their own
doing. There are several logical courses of action for these
organizations, all of which involve clarity about the pressures
from all sides, strategic planning, and serious decision making.

Business Acumen

The majority of nonprofits operate at the
community level, encourage board partici-
pation from among their target population
and/or consumers of services, or have gover-
nance composed of professionals who are
expert in the specific service purview of the
organization. In such a milieu, the infusion
of business models into the operations of
the organization are met with skepticism, if
not outright hostility. These are the organi-
zations most vulnerable to for-profit compe-
tition. The more successful nonprofits are
those that have recognized the need to
include on their boards people with busi-
ness, managerial, accounting, financial, legal,
and other similar skills.

Reconciling the Mission-Driven Focus
For-profit health and human service organi-
zations regard the economic bottom line
and the commodity (consumer care) they
offer in unison; the service is the means to
achieve the end. On the other hand, non-
profits operate on a singularly driven philos-
ophy of community service. Marketplace
demands and characteristics, when they are
known or assessed, may still be secondary to
organizational mission. This potential gap
between mission and market may be the sin-
gle most important factor accounting for a

poor competitive position among nonprof-
its. Mission orientation, however, need not
preclude a recognition of how the market
operates, nor a rational integration of mar-
ket principles into the planning process. Not
all objectives are equal, and no objectives can
be achieved if an organization is preoccu-
pied with its very survival.

Accountability

The most effective means to slow down the
train of for-profit encroachment is for non-
profits to do their work better and to be real
competitors with for-profits rather than the
other way around. To be truly competitive
will mean some significant changes.
Quality measurement and performance
studies can and should emphasize the char-
acteristics of those served to highlight sector
differences in the provision of services to the
most vulnerable and at-risk populations.
Emphasizing how and to what extent social
justice goals are achieved will further differ-
entiate the role of nonprofits in American
society. In this process, hard facts may be
made available to validate that lower costs
translate to skimpier treatment and that
higher quality care involves the heart (and
mission) of nonprofits in combination with
business savvy.

Excerpted from “The Commercialization of Health and Human Services: Neutral Phenomenon or Cause
for Concern?” by Margaret Gibelman & Harold W. Demone, Jr. Families in Society © 2002
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Outcomes Measurement:
Practical Advice for Agencies

Outcomes measurement has begun to take hold
in nonprofits across the broad spectrum of agen-
cies in the human service sector. This broad ap-
plication of evaluative approaches should and
will lead to improved program services, better
outcomes for clients, and better use of finite re-
sources within the nonprofit sector.

Agencies moving to adopt measurements
must adapt the available models and approaches
to their own specific situations. That approach
depends on the extent of prior evaluative work
in the agency, the expectations of funders, the
size of the agency, and resource availability.
However, the following points are threads that
can be useful across agency situations:

Begin small. It is neither feasible nor
prudent to implement outcomes measurement
overnight. The process can begin with one
program service or even one site of a program.
The agency staff working on the process will gain
useful knowledge that will be transferable to
other program areas within the agency as the
effort progresses. It should be noted that success
is not necessarily linked to expensive technology
initially, but over time it may become a neces-
sary component.

Focus on measures that are both
meaningful and practical. Whatever outcome
indicators are selected should be viewed by
stakeholders as acceptable measures of program
impact and the collection of data should mesh
well with the delivery of the program. It improves
the product to incude a variety of staff and
other stakeholders in the process of measure
selection to provide these various perspectives.

Do your homework (or get someone else to
do it). Most programs currently operated by
agencies are rooted in some subfield of human
services. Undoubtedly, some literature exists on
the theory underlying the program, its imple-
mentafion in other areas, and potentially,
findings in regard to its effectiveness. Begin to
compile this type of information, as both a way
of generating ideas for measuring the outcomes
of the program and as a resource for providing
context to your future findings.

From “The Sea Change in Nonprofit Human Services: E
A Critical Assessment of Outcomes Measurement” :
by Robert L. Fischer. Families in Society © 2001. .

Pressures for Change

Contemporary agencies can face different
forms of change reflecting the multiple practice
and policy environments within which the
agencies function. To be effective, human
service agencies must be sensitive to an
increasingly broad array of demands from
these environments. Using agency-based
evaluation—for building the knowledge
human-service organizations need to advance
practice in the face of these environmental
demands—is more important than ever.

The response of agencies to pressures for
organizational change, like that of their coun-
terparts in business and industry, can take
three forms. All are legitimate responses to the
need for different kinds of change; each is
suitable under the appropriate conditions. The
table below presents a conceptual framework
that incorporates two major dimensions.

The first offers three forms of change:
Revitalization is a preferred form in organiza-
tional conditions of certainty. Renaissance is
most applicable in conditions of uncertainty.
Recovery usually occurs when societal condi-
tions call the very nature and configuration of
social institutions into question.

The second dimension of the framework
assigns two major roles to evaluation.
Examination/reflection relates to the role of
evaluation in scrutinizing existing agency
arrangements, objects, and operations.

Try Agency-Based Evaluation

Implementation/action refers to how evaluation
helps address the challenges inherent in the
changes an agency faces. The resulting frame-
work yields six agency-based evaluation
alternatives, each of which offers specific
responses to different aspects and contexts

of change:

1. Critiquing. Identifying improvement issues,
needs, and/or challenges that demand atten-
tion in the name of quality, performance,
and/or effectiveness.

2. Extending & improving. Hands-on imple-
mentation activities that make a material but
incremental improvement in those objects or
operations that currently exist.

3. Contesting. Challenging and debunking
what exists, and creating a sense that the
existing object needs to be replaced to ensure
viability, relevance, or vitality.

4. lluminating & replacing. Knowledge helps
the development of new alternatives and is key
in replacing existing objects with new, more
viable and relevant ones.

5. Converting. Adjusting new configurations of
values and organizational forms, and assigning
evaluation’s role in the sweeping changes
brought about by social revolution.

6. Adapting & positioning. Proving the agency
provides a critical set of services that embody
and promote current social values and meet
essential human needs.

Responses of Human-Service Organizations fo Pressures for Change

I Excerpted from “Agency-Based Evaluation and Organizational Change in the Human Services”
1
by David P. Moxley & Roger W. Manela. Families in Society © 2000.
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Are We Winning?
Overcoming Resistance to Change

continued from page 1

they must traverse. A common mistake is for planners to focus solely on the
technology or administrative systems being implemented. Instead, experience
teaches that the leverage for a successful organizational change of any kind is to
focus on the people.

Successful planners perform a comprehensive payoff analysis on each influential
individual or group involved in the change process. They know the top three priorities
on each of the payoff categories for each individual or group as they apply to their
program, leadership, operator, and strategy checklists. In addition, they know the
aggregate of each audience for each checklist and plan contingencies that will most
likely change oppositional minds as the program progresses. Effective planners de-
velop backup scenarios for each of the major contingencies they have imagined. In
this way, if any minds shift significantly, they will be able to counter the changes

with their own moves to bring them back into a supporting position.

...the leverage for a successful organizational
change of any kind is to focus on the people.

Change Process: Program Payoffs Checklist for the Organization, Leadership, and Operators

ORGANIZATION

LEADERSHIP

OPERATORS

Improved quality assurance
Increased accountability
Ability to demonstrate effectiveness
of treatment
Improved utilization of services
Standardization of measurement
Identification of poor responders
Identification of quick responders
Identification of exceptional practitioners
Identification of new service needs
Reduction in dropout rates
Ease of use for both clinicians and clients
Reliability of the measures
Validity of the measures
Cost-effectiveness or savings of the
program
Meeting regulatory requirements
Better utilization of human resources
Easy to understand for the client
Relevance to the client
Enhanced supervision through direct
evidence of client progress
Improved means of program evaluation
Objective means of therapist evaluation
Increased client satisfaction
Improved financial stability as a result of
increased reimbursement
Other

Political stability

Economic or material gain (personal or
organizational)

Consolidation of power

Creation of political opportunities

Strengthening or creation of alliances and
support

Competitive gain over rival service providers

Reduced risks

Improved cooperation among factions

Increase in resources of power

Gaining advantage over internal or external
opposition

Improved relationships with external
organizations (e.g., Medicaid, Medicare,
JCAHO, HMOs)

Opportunity for an advantageous change in
the rules

Demonstration of leadership, dominance, or
status

Defusing of opponents or competitors

Opportunity to set a precedent or example

Strategic advantage

Tactical advantage

Ideological advantage (propaganda gains)

Personal ambition, political visibility, ego

Increased employee satisfaction

Increased employee retention

Other

Note. JCAHO = Joint Commission on
Accreditation of Healthcare Organizations;

Workload: amount, variation, complexity,
and challenge

Changes in working conditions (some will
desire changes in their working
conditions, whereas others will prefer
the status quo)

Opportunity to better use skills

Increased accountability

Enhanced outcomes

Increased responsibilities

Reduced dropout rates

Identification of poor responders

Identification of quick responders

Ease of use

Job future and security

Participation in planning the changes

Opportunity to learn new skills

Opportunity to increase job security

Social support from supervisor and peers

Other

Joseph Yeager, PhD, is chairman of Sommer Consulting, Inc., a licensed psychologist, a venture capitalist, a Diplomate of the American College of
Forensic Examiners (ACFE), and a national board member of the ACFE division, the American Board of Law Enforcement Experts (ABLEE). Yea-
ger consults to domestic and international companies on corporate strategy and senior executive coaching using technology he developed which
is in world-wide use among Fortune 500 clientele.

Michael L. Saggese, MA/LCSW, is clinical director, Tri-County Care Management Organization (TCCMO). The non-profit care management organ-
ization serves children with complex emotional and behavioral issues. In addition to clinical, educational, vocational, and residential

services, TCCMO encourages partnerships with community-based informal resource providers in fostering a child’s strengths, interests, and
direction towards positive change.
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ONLINE CONTINUING EDUCATION PROGRAM

This program is one of the things that
keeps me so happy with the Alliance. You
are doing such a great job giving me infor-
mation and connections that have been so
incredibly helpful.

Mary C. Hargrave, Ph.D., President

River Oak Center for Children

Carmichael, CA

Alliance for Children and Families

Our improved CE program features increased customer support
and a greater diversity of course materials and formats.

Advance Your Knowledge Base

Over 130 courses arranged in 20 topic categories are available
relating to child welfare, casework practice, mental health, ethics,
spirituality, and much more. Materials feature practical and clinical
instruction in innovative programs and policies, and working with
diverse client groups.

Unsurpassed Convenience and Affordability

Designed to help satisfy licensing and certification requirements
with comprehensive course materials and exams, online scoring,
and certificate management, this CE program is affordable,
accessible, and convenient.

To learn more about this program, visit www.CE4Alliance.com.
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