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EFF IC IENCY IN  SCHOOLING AND SOCIAL  SERVICES
A STUDY OF ROCKI,AND COUNTY
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DEFINITIONS OF PROGRAM MODELS

Prepared by Frank Smith and Jonathan Hughes
Teachers Col lege,  Columbia Univers i ty

In the current  professional  l i terature,  there are f ive ar t iculated
approaches to def in ing ef f ic iency in the re lat ionship of  school ing and
socia l  serv ices.  These f ive are named and then br ief ly  def ined below.
There is  a lso on the last  page a summary of  the features of  these models,
presented as answers to the key design quest ions for  school /serv ice
systems. Examples of  each model  are also l is ted on the f inal  page.

1 .

2.
3.
4 .
5 .

Coord inat ion the t radi t ional  Tayloresque
perspect ive;

Cooperat ion - -  the systems perspect ive;
Col laborat ion the qual i ty  perspect ive;
Communi ty  Bu i ld ing the c i t i zensh ip
Knowledge Communi t the in formed

erspec i lve .

The f i rs t  perspect ive we re ler  to  is  the Specia l ized Coordinat ion
or  the Tayloresque aporoach (1) .  Studies re ly ing upon th is
convent ional  perspect ive of  ef f ic iency use a t radi t ional  job specia l izat ion
and " t ime and mot ion" perspect ive.  The boundar ies of  the organizat ions
are t ightly drawn, so that non-members are excluded; thus, th,g-r_e^-"tS Jitt lg
if any community".p,qf! i_ctpg!!.q.n inVpjve_d ip making de-cisions about

-  -  - ' i  , . " '  , *  
'

p lg.g_fl11--t eJtl,g|ency. In searching for eff iciencies, one would focus on the
speci f ic  operat ions or  the careful ly  def ined "work" of  each job holder.
Ef for ts to become more ef f ic ient  and to increase product iv i ty  would
involve reducing the use of  resources,  namely workers and/or  the t ime and
energy they devote to their  speci f ic  jobs.  Often,  such an approach cal ls
for  the "reduct ion of  paper work" as the chief  avenue to ef f ic iency.

pe rspect ive;
po l icy

t-9. -s-?il- gliqrqlcv
oieces and oar ts- . . , . _ : .one

fn ef fect ,  according to th is perspect ive,  i l  g lOgl
doeg not  at tempt to change the way the syster_n of



in terre late or  how jobs work together.  lnstead,  one focuses on changing
oniy- lndlvidrlSf-ji5-tiil""lgnoiing 

'foi 
tne moment how these jobs are

connected one to another or  how the c l ients '  needs cal l  for  basic changes
in th9 lv-a1K 9l- thg -y_at!o_us oftiCg_s _oi :thi ;ervice system. Efficiency in
th is instance resul ts f rom changing a piece of  work or  several  p ieces of
work.  As for  the socia l  serv ices,  indiv iduals gain access by going f rom
service to serv ice segking help.  -  lndiv idual  serv ices may refer  c l ients
frq"!_gag_ rgryGg _Igj1gjlg1__ Separate eligibility criteria are maintained.
Cii iG*oi'entation oredominatG., lnciividuai"- clienls 

-aie 
6assive reci.oients. l

Y \ i n ! at r q n p 1 e, d o- m i n a te s- ; I Eit9, al gl11$_s __?Ig_pg::!L9*1e c i p i e n ts .
Key eiimples are guidance and counieilmg services-oGied bt*coiliact
through community based organizat ions,  contracted heal th c l in ics,  and
intergenerat ional  programs wi th senior  vo lunteers.

The second perspect ive we cal l  the cooperat ive systems
approach (2) .  With th is perspect ive ef f ic iency focuses on how the
pieces of the work form a sygte,p lvhe-re jo-bs 19fa!e to one another. lt
focuses on the interdependencies among indiv idual  workers and their
responsib i l i t ies.  Tfe bSsic cal l  is  for  greater  -cgoperat ion,  bui l t  upon
better  communicat ion.  One argues that  i f  e i is t ing uni ts only.work
together bet ter  wi th greater  c lar i ty ,  everyth ing wi l l  be more ef fect ive
and ef f ic ient .  Some informat ion abourt  serv ices is  exchanged, but  not
.Le_g 9: -sg[ll_'I t g=s fg19 g

The usual  system's reference is  to re lat ionships among inputs,
budgets, or resources; to work processes in prescribed areas of service;
and sometimes to the consequences of work or the performance of the
system. ln this perspective, one ;s Iprimarj!)1c91ce1ned wi!! l  how
individual jobs relate to one anotnei so--that woik pioCesses it i jW
smogthly. ln short, the focus is on the\p-rocesses of the organization]l j1.,L

Eff ic iency resul ts by changing the connect ions between exist ing
resources,  current  work processes,  and resul ts of  work;  thus,  according to
th is  perspect ive,  .gJf ic lency resul ts  largely  f rom bet ter  communicat ion
a1d coordination within the-eiisf i-g sysiem.'[*Acce-ss'-to serViceS remains'7
fragmented and the system funct ions on a referra l  basis.  lndiv iduals are {  \
treated as pass,iyg tecipienlg, as_ patienlsi Key examples are the Mott
Community School  program, shared t ransportat ion serv ices,  cooperat ive
specia l  ed placements among dist r ic ts,  and jo int  case management teams.



The th i rd perspect ive,  a col laborat ive qual i ty  perspect ive (3) ,
is more comprehensive, inqlUdiqg-rlgigf_"_asp_g_c_tg p-! the other two
p-el5pe-ct ives.  Unl ike the other two perspect ives,  however,  the qual i ty
apBt'-qa_c_! furt lel as_s_umes that lhe syslem itself exists to- satisfy some
consumer need, want or  desire and that  the goal  is  qual i ty  as seen by the
se:rvice ! 'ecipient, \ f ! ,g, j9jr: is m9r9 extelnqf , i  The entire existing system
itsel f  becomes problemat ic or  var iable and the subject  of  assessment,
redesign, and change_ in ;elat|01*tg_.the external environment. Service
providers adopt a lsearch perspect iv€.  People outs ide the serv ice
organizations, however, t6nd to- be the objects of study and not active
"searchers" or  partners in the process.

The system is more ef f ic ient  i f  i t  sat is f ies a greater  number of
cl ients a;d7d-alsfies-lhem.-af, a higher ibvel, thereby generating more
supFoit-foi ine sy!19r ln lhe large-1 poli t icq!-arena, while saving the cost
of  ioCiai  remeOiat ion.  - fJ f ic iency in th is perspect ive is  a lways def ined in

- - ; ' t '

terms of  Ql ient_trgp_glges, i ,not  s imply in terms of  more ef f ic ient  resource
ut i l izat ion or  ef f ic iency in the coordinat ion of  t radi t ional  work processes.

Access to services__is _otten inte_g6led__ a-lfd _c.3_qg,.ltaneggmen! _ --
replaies heavy rel iance upon referrals.  \Ct ients are pr imari ty DassiuJr
ibcipientS of Seavic+. The service orieritaticlii--15*oTten- ple-VEritite in 

-
nature. Key examples are San Diego's New Beginnings and New -York State's

iacntrrt*

The fourth perspect ive, community h,u!, tdino (4), ._ gel ls_ Igl  3 more
interact ive and reciprocal set of  relat ions between service personnel- ln 'd.-iii_diit5' 

in the' proc;6seS of pieu-tO"Ua- Ser-V@s*-. 
*-An 

eff'rcrent educational
suppoif  at i iem*funci ions 

- ln 
ine community.  Partners engage in studing

their mutual problems in the community, a=q.!iyg!.y_ gngqg^L!g in taking
action to improve life in the community. Their-ntEplo,J},,LsJo develop their- : . - - . - -  .  .neiqhb*ojhgqd s_o that all families are self-sustaining in a heallh"'ffiffiO

#f*#'#d.@"TBsF',w .*.*_ __'*..within their active conifrTUh'ity:*"**@@@
*N@

The school  serves as a center  of  p lanning,  where professionals,
students,  and other adul ts engage in meaningful  act ion reseaich.  This
heal thy state entai ls  mutual  obl igat ions or  reciprocal  act ion in which al l
rnembers observe both their  r ights and their  responsib i l i t ies,  as opposed
to s imply col le l t ing thei r  ent i t lements.  To reach th is  s tate,  ex is t ing
serv ice systems must  undergo constant  improvements that  resul t  f ronr



col laborat ion and pro jects  that  invo lve act ion research .  . i ' ' ( ;
uj

lnQlv- i -d-ua- ls,  arelact ive igenq, responsib le for  the wel fare of  their  
' r ,

community.  Instead of  an 
-o?leniat ibn 

that  emphasizes the "needy" and the
_glp-gi_ts" their is rn' a._!ryg:g_r,_lS_;or,ag!peitiri pa?tne75-who-work 1- iogethEi'"\ ACceas to comprehensive services is futty integrated,. '  The
service orientatlon---is-cl€a7lV on prevention and the promotion-of health.
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Key example_s are Covello's work as pr incipal  of  Ben Frankl in High School ,
(
i'

L_Dgy-_e-lppment Program, New York State's Community
Piogiam, and Levln;s Rc6ij lerated Schools program.

The f i f th  perspect ive,  knowledge communi ty  (5)  is  a lso a
community building model. Like the others, i t  foc_y-g-eg qA lhg -cit izens who
comprise the school  community and focuses on{ prevent ion and heal thf

t- ilgjlqtiol lts Brirnary aim is to r0ggg3-!8en3, including
st u de n ts, di.r e.g!ly_ l!_-5l_!Lbilg_go],i_qy d!g-c_o u rs e ; . to c re ate kn o w l e d g e a b l e
c i t izens who sustain and inpl-g.ye_lhe community.  ln l ieu of  a partnership
based on "prbjeci i t ia"-th;;- i i  a iq. lg ir9 commitment among partners.

Their  work d i f fers f rom that  of  other models in that  i t  incorporates
more completely the management perspect ive of  W. Edwards Deming,  who
cal led for  smart  workers who assess the qul l jJV of  their_ work processes.
In addit ion fo ioCusing on the quafl iy of l i fe in 

' the 
communiiy es==defined

by the c i t izens themselves,  these indiv iduals a lso emphasize data-based
inquiry or  the constant  moni tor ing of  qual i ty  indicators.  In tost  otmi' -models,  

data are col lected for  of f ic ia l  reports" ind/or  are accessib le to
selected experts or  of f ic ia ls.  This model  d i f fers in that  i t  s t r ives to use' '
data to educate al l  members of  the community as a means of  improving
the serv ice community.

New informat ion age technology makes i t  possib le to
display rather sophist icated information in -[-oLmg._gy_g[ ?:

t ,

l i lopapping techniques, that"pg-rm1! pu-blt_c_ Qlsc_ourse iD an
rmqn.ner.\ Use of this model glgages the b1g_g!er community

col lect  and
charts and
informed _-J

in the
assessment of  operat ions and pol icy making aspects of  the system. The
pr imary example of  th is model  is  the Turner Middle School ,  associated
wi th the Univers i ty  of  Pennsylvania.



MOOEL COORDINATION COOPERATION COLLABORATION BUILDING

KEY EXAMPLES Communi ty  Based Transportat ion New Beginnings Ben Frankl in
Organizat ion CBO Joint Case

Health Cl inics Managemonl Teams PINS
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OVEBVIEW SPECIALIZED SYSTEMS { OUNIITY

Intergenerat ional Speciat Ed
Senior Volunteers Placemenls

Mott Program

COMMUNIW KNOWLEDGE
COMMUNITY

IFSP Penn Acl ion Resear,
Communi ly

Schools Program
Comer School

Developmenl Program
Levin's

Accelerated Schools

Adluslmenl

1 .  S E R V I C E  M I S S I O N
Scope Categorical Calegorical Comprehensive Ed Program/ Service Communily Lile
Orientat ion Fragmenled Relat ional Hol ist ic Shared phi losophy Shared phi losophy
Focus Cris is Remedial  Prevent ive/Remedial  Prevent ive Prevent ive/ lnquiry

2 .  CLIENTS
Service Target At-Risk Cl ients At-Risks Cl ienls Cl ienl  Community Community al  large Communi ly at- largr
Calchment Non-al igned Varied Altgned Al igned Al igned
Perspeclive Passive Clienl Passive Clienl Partner Active Parlner Advocate
Dislr ibut ion Unknown Unknown

3.  GOVERNANCE
lnvolvement Limited Workers Limited Execs Common Counci l  Cit izens Ci l izens with data
System Separale/ legal Separate Linked Jt Fiscal Plan Intsgrated Advocacy Informed Advocate

4 ,  ORGANIZATION
EnlrylAccess Mul l ip le/  separale Mul l ip le One Slop Proacl ive One Slop Proact ive One STop

Aulonomy Conlract Contracl  Prof essional Sel l -governance Sel l -Governance
Authorily Legal Legal Negotialed Reciprocal Reciprocal
Special izal ion Del ined JOb Del ined Job Expanded Expanded Analyt ic

5 .  ACCOUNTABIL ITY
Capital  Resources Frscal + Human + Social  + Social /Experl ise + Knowledge creat ion
Measures Cases Served Remedial /  cr is is Prevent ive Proact ive/Prevenl ive Functnal Comunity
El l ic iency Cri ler ia Job Descripl ions Gaps/ Overlap Stralegic Plans Prevenl ive Eff icacy



L.

2.

SERVICE
Scope,

MISSION
Orientation, Focus

CLIENTS
Targ et, Catchment, Perspective

4.

3. GOVERNANCE
Involvement, System

ORGANIZATION
Access/ Authority, Specialization

5. ACCOUNTABILITY
C"pital, Crite ria, Measures




