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BXOTHERHOOD OF ST. LAUREPJCE 
67 BRUNSWICK STREET, F I T Z W Y  

ARCt-IIVES 

INNOVATION I N  WELFARE PROGRWIS 

* Concet ta  Benn, 
Assoc ia t e  D i r e c t o r ,  
S o c i a l  Po l i cy  & Research, 
Brotherhood o f  S t  Laurence.  

S o c i a l  Change and  Innova t ion  i n  Welfare  

T h i s  Conference i s  t a k i n g  p l a c e  a t  t h e  end of a decade of s e r i o u s  
changes i n  t h e  A u s t r a l i a n  economy. 
enormous i n c r e a s e  of Government e x p e n d i t u r e  on income maintenance 
programs - h a s  been n o t e d  by o t h e r  speake r s .  Whi le  t h i s  expendi- 
t u r e  h a s  p r e v e n t e d  l a r g e  groups of A u s t r a l i a n  people  from s t a r v -  
i n g ,  it has  done l i t t l e  t o  produce t h e  type  of s o c i a l  change 
which husbands and deve lops  human r e s o u r c e s .  For  example, the 
Government 's  r e sponse  t o  h i g h  rates of unemployment i n  A u s t r a l i a  
h a s  been  to increczse e x p e n d i t u r e  on unemployment b e n e f i t s ,  r a t h e r  
t h a n  t o  i n t r o d u c e  i n n o v a t i v e  programs which c r e a t e  jobs or ex- 
p l o r e  a l t e r n a t i v e  l i f e - s t y l e s .  R s i m i l a r  response i s  made by 
t h e  Government i n  i t s  programs f o r  c a r e  of t h e  aged,where t h e r e  
i s  huge e x p e n d i t u r e  on i n s t i t u t i o n s  and allowances t o  keep aged 

' p e r s o n s  i n  them, and compara t ive ly  l i t t l e  on d o m i c i l i a r y  services. 

One of t hose  changes - the 

I n  e f f ec t ,  A u s t r a l i a n  Government w e l f a r e  programs are remedial and 
m a i n t a i n  t h e  s t a t u s  quo ,  t h e y  a r e  n o t  designed t o  experiment  a n d t o  
i n n o v a t e . t o  f i n d  t h e  b e s t  way t o  change t h e  s o c i a l  i n s t i t u t i o n s  
which  govern p e o p l e ' s  l i v e s .  One o f  t h e  e f f e c t s  of c o n t i n u a l  ex- 
p o s u r e  t o  remedial programs i s  t h a t  people ,  i n c l u d i n g  academics 
and p r o f e s s i o n a l s ,  become. d i scouraged  and begin  t o  b e l i e v e  t h a t  
chanqe is no l o n g e r  p o s s i b l e .  Consequent ly ,  less and less  t i m e  
i s  s p e n t  on i n n o v a t i v e  programs r e i n f o r c e d  by t h e  fact t h a t  less 
and l e s s  money i s  a v a i l a b l e  f o r  t h e m .  

Th i s  p a p e r  i s  in t ended  t o  be a remindsr  of t h e  importance of inno-  
v a t i o n  i n  welfare p r o g r a n s .  I t  i s  abou t  t h e  h i s t o r y  of one inno- 
v a t i o n ,  t h e  deve lopmenta l  approach, which w a s  conceived as p a r t  
o f  an a n t i - p o v e r t y  demons t r a t ion  p r o j e c t  c a r r i e d  o u t  by t h e  Bro- 
t h e r h o o d  of S t  Laurence d u r i n g  t h e  p e r i o d  1 3 7 2 - 7 5 .  The pape r  
o u t l i n e s  t h e  n e e d  which Brotherhood workers perce ived  was n o t  
b e i n g  f i l l e d  by i t s  s e r v i c e  programs,  t h e  change of program which 
w a s  d e v i s e d  t o  f i l l  t h a t  need ,  t h e  develcpmental  approach which 
arose o u t  of  t h e  new program, t h e  adop t ion  and d i f f u s i o n  of t h i s  
approach and t h e  way i n  which i t  was changed over t i m e .  
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I n n o v a t i o n  i n  Welfare Programs 2. 

Over t h e  y e a r s ,  it h a s  become a p p a r e n t  t h a t  t h e  s t r u c t u r e s  o f  
s o c i e t y  o f t e n  p r e v e n t  i n d i v i d u a l s ,  g roups ,  o r  communities f r o m  
a c h i e v i n g  t h e i r  maximum p o t e n t i a l ,  and i n c r e a s i n g  a t t e n t i o n  h a s  
been  g i v e n  t o  changing  t h e  s t r u c t u r e s  which i n h i b i t  human growth- 
T o  i l l u s t r a t e  t h i s  p o i n t ,  Ga lpe r  (11, p.189) uses t h e  example o€ 
t h e  way i n  which t h e  s o c i a l  work commitment t o  maximising i n d i -  
v i d u a l  c h o i c e s  i s  l i m i t e d  i n  a s o c i e t y  i n  which t h e  c h o i c e s  them- 
selves  are  l i m i t e d .  
s t u d i e s  where i t  h a s  been s t a t e d  t h a t  ' 'poverty i s  n o t  an i s o l a -  
ted f a c t o r  a r i s i n g  o u t  of an i n d i v i d u a l ' s  behaviour ,  b u t  a wide- 
s p r e a d  c o n d i t i o n ,  imposed and ma in ta ined  by t h e  b a s i c  s t r u c t u r e s  
and p r o c e s s e s  of contemporary s o c i e t y " .  ( 6 ,  p.203) 

A f u r t h e r  example can be found i n  p o v e r t y  

Modern a t tempts  t o  d e f i n e  s o c i a l  welfare  both ove r seas  (271 ,  and 
i n  A u s t r a l i a  (l), t i e  s o c i a l  welfare t o  s o c i a l  change and s o c i a l  
deve lopment .  In t h e s e  d e f i n i t i o n s ,  s o c i a l  w e l f a r e  i s  c h a r a c t e r -  
i z e d  as an i n s t r u m e n t  for s o c i a l  i n t e g r a t i o n ,  as a dynamic a g e n t  
o f  change ,  as a r e d i s t r i b u t i v e  i n s t i t u t i o n ,  r e d r e s s i n g  i n e q u i t i e s  
i n  s o c i e t y  by p o s i t i v e  d i s c r i m i n a t i o n  and a g r e a t e r  command over 
r e s o u r c e s  f o r  d i s a d v a n t a g e d  groups. 

Thus ,  b o t h  soc i a l  welfare and s o c i a l  work are l i n k e d  t o  s o c i a l  
change.  T h i s  i n t e r p r e t a t i o n  can  be made evzn when t h e  a r e a  of 
work i s  w i t h i n  s o c i a l  c o n t r o l  a g e n c i e s ,  where a t t empt s  are made 
t o  change s o c i a l  s t r u c t u r e s  t o  e n a b l e  peop le  and s o c i e t y  t o  bene- 
f i t  f rom t h e  human p o t e n t i a l  t h e y  c o n t r o l  r a t h e r  t h a n  t o  b r u t a -  
l i z e , a n d  d e s t r o y  it. ( 1 2 )  

W h i l s t  s o c i a l  change can  be s e e n  t o  be t h e  o b j e c t i v e  of m o s t  of 
modern wel fare  p r a c t i c e ,  t h e  e x a c t  . d i r e c t i o n  and the c h a r a c t e r i s -  
t i c s  of t h a t  change are  n o t  a lways e x p l i c i t .  A c lose  examinat ion  
of some o f  t h e  most  r e c e n t  i n i t i a t i v e s  i n  s o c i a l  w e l f a r e  r e v e a l s ,  
t h a t  d e s p i t e  t h e i r  many d i f f e r e n c e s ,  t h e  one common f a c t o r  i s  
t h a t  t h e y  are a l l  directed towards  g i v i n g  i n d i v i d u a l s  g r e a t e r  
power 01- c o n t r o l  over t h e  d e c i s i o n s  which a f f e c t  t h e i r  l i v e s .  
Such new i n i t i a t i v e s  i n c l u d e  : 

* a c t i o n  d i r e c t e d  towards i n c r e a s i n g  t h e  income of low- 
incorn? g r o u p s ;  

* p a r t i c i p a t i o n  of consumers i n  t h e  d e l i v e r y  of w e l f a r e  
s e r v i c e s  ; 

* t h e  encouragement  of s e l f - h e l p  groups ;  

* t h e  d e p r o f e s s i o n a l i z a t i o n  o f  s o c i a l  work and t h e  t r a n s -  
f e r e n c e  or' s p e c i f i c  s k i l l s  t o  ind igenous  workers ;  
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* t h e  r e g i o n a l i z a t i o n  of d e l i v e r y  of s e r v i c e s ;  

* s u p p o r t  f o r  i n i t i a t i v e s  which i d e n t i f y  l o c a l  needs 
and a t t e m p t  t o  f u l f i l l  t h o s e  needs by l o c a l  so lu -  
t i o n s .  

S o c i a l  welfare  i s  one of t h e  many s o c i a l  i n s t i t u t i o n s  of which 
t h e  complex web of s o c i e t y  i s  composed and consequent ly  t h o s e  
i n i t i a t i v e s  i n  s o c i a l  w e l f a r s  which i n c r e a s e  t h e  c o n t r o l  of 
p e o p l e  o v e r  t h e i r  own l i v e s  have  t h e i r  c o u n t e r p a r t s  i n  o t h e r  
s o c i a l  i n s t i t u t i o n s .  For  example,  worker p a r t i c i p a t i o n  is a 
new i n i t i a t i v e  i n  t h e  i n s t i t u t i o n '  of work, c i t i z e n  p a r t i c i p a -  
t i o n  is a new i n i t i a t i v e  i n  town p lann ing ,  and even i n  t h e  in -  
s t i t u t i o n  of t h e  l a w ,  ' d o - i t - y o u r s e l f '  k i t s  have appeared.  

Rogers & Shoemaker have d e f i n e d  s o c i a l  change as  " t h e  p r o c e s s  by 
which a l t e r a t i o n  occur s  i n  t h e  s t r u c t u r e  and f u n c t i o n  of a s o c i a l  
sys tem".  ( 2 3 ,  p . 7 )  I n  t h e  w e l f a r e  system, s o c i a l  change i s  u s u a l l y  
b r o u g h t  abou t  by program change in t roduced  by an o r g a n i s a t i o n  t o  
f u l f i l l  a new need ,  o r  t o  a d a p t  t o  an o l d  need which, f o r  a v a r i e t y  
o f  r e a s o n s ,  i s  p e r c e i v e d  d i f f e r e n t 1 y . l  

Program change,  bo th  i n  t h e  w k l f a r e  system and i n  o t h e r  s y s t e m s ,  
depends upon i n n o v a t i o n .  
h a s , b e e n  e l a b o r a t e d  o v e r  time, most  r e c e n t  t e x t s  appear  t o  s t a r t  
w i t h  B a r n e t t ' s  d e f i n i t i o n :  

Although the  d e f i n i t i o n  of i n n o v a t i o n  

Any t h o u g h t ,  behav iour ,  o r  t h i n g  t h a t  i s  new because  it 
i s  q u a l i t a t i v e l y  d i f f e r e n t  from e x i s t i n g  forms. S t r i c t l y  
s p e a k i n g ,  e v e r y  i n n o v a t i o n  i s  a n  i dea ,  o r  a c o n s t e l l a t i o n  
of i d e a s ;  b u t  some i n n o v a t i o n s  by t h e i r  n a t u r e  must  r e -  
main menta l  o r g a n i z a t i o n s  o n l y ,  whereas o t h e r s  may be 
g i v e n  o v e r t  and t a n g i b l e  e x p r e s s i o n .  ( 2 ,  p . 7 )  

One of t h e  most r e c e n t  d e f i n i t i o n s  of an innova t ion  comes from 
Lin  and Zaltman, and i n c l u d e s  t h e  i d e a  t h a t  t h e  most impor t an t  
c h a r a c t e r i s t i c  o f  an i n n o v a t i o n  i s  t h a t  it i s  t h e  p e r c e p t i o n  of  
a p e r s o n  o r  a s o c i a l  sys tem which dec ides  i t s  newness. 
d e f i n i t i o n  i s  t h a t  an i n n o v a t i o n  i s  "any  i d e a ,  p r a c t i c e ,  o r  
m a t e r i a l  a r t e f a c t  p e r c e i v e d  t o  be new by t h e  r e l e v a n t  u n i t  of 
a d o p t i o n " .  ( 1 7 ,  p .  9 8 )  

This  
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The c h a r a c t e r i s t i c s  of  i n n o v a t i o n s ,  t h e i r  adopt ion  and t h e i r  diZ- 
f u s i o n  have now r e c e i v e d  t h e  c l o s e  a t t e n t i o n  of many s o c i a l  
s c i e n t i s t s .  I n  p a r t i c u l a r ,  case s t u d i e s  abound abou t  t h e  way i n  
which a new p r o d u c t  i s  a c c e p t e d  o r  r e j e c t e d  and, i f  a c c e p t e d ,  
t h e  w a y ' i n  which it i s  s p r e a d  th roughou t  l a r g e  p o p u l a t i o n s  and 
p a r t i c u l a r  s y s t e m .  Rogers & Shoemaker d e s c r i b e  many s t u d i e s  
of t h i s  t y p e  and a r r i v e  a t  a series of g e n e r a l i s a t i o n s ,  t h e  most 
i n t e r e s t i n g ,  b u t  n o t  t h e  most s u r p r i s i n g  of  which,  i s  t h a t  "change 
a g e n t  s u c c e s s  i s  p o s i t i v e l y  r e l a t e d  t o  t h e  degree  t o  which h i s  
program i s  compa t ib l e  w i t h  c l i e n t s  ' needs" .  One i n t e r e s  t i n y  
example c i t ed  i s  t h e  a t t e m p t  t o  e r a d i c a t e  t h e  i n c i d e n c e  of  sleep- 
i n g  s i c k n e s s  i n  n o r t h e r n  N i g e r i a ,  an a t t e m p t  which f a i l e d  because  
v i l l a g e r s  d i d  n o t  unde r s t and  t h e  r e l a t i o n s h i p  between t h e  t s e t se  
f l y  and t h e  i l l n e s s .  (23 ,  p .238)  . 

D e s p i t e  t h e  p r o l i f c r L t i o n  or' t e x t s  abou t  t h e  n a t u r e  of innova-  
t i o n ,  t h e r e  i s  one area which h a s  r e c e i v e d  s c a n t  a t t e n t i o n .  
T h i s  area i s  t h e  s t u d y  o f  what happens over  t i m e  t o  t h e  i d e a  o r  
t h e  message i t s e l f .  Such a s t u d y  p r o v i d e s  i n c r e a s e d  knowledge 
a b o u t  t h e  c h a r a c t e r i s t i c s  of  i n n o v a t i o n  and can c o n t r i b u t e  t o  
s o c i a l  change ,  e i t h e r  by improving t h e  s k i l l s  o f  m a n i p u l a t i n g  
t h o s e  c h a r a c t e r i s t i c s  and so  e n a b l e  i n t e r v e n t i o n  i n  t h e  p r o c e s s  
of  change,  o r  by s u g g e s t i n g  s t r a t e g i e s  which w i l l  p r e v e n t  d i s t o r -  
t i o n  of t h e  i d e a  o r  message. 

Background: The P r e v i o u s  Work o f  t h e  Brotherhood o f  S t  Laurence 
w i t h  - Low-=come F a m i l i e s  

The Brotherhood of S t  Laurence i s  a l a rge ,  v o l u n t a r y ,  s o c i a l  w e l -  
f a r e  o r g a n i s a t i o n  employing approx ima te ly  450 peop le .  The or -  
g a n i s a t i o n  w a s  s t a r t ed  i n  1933 and began t o  employ p r o f e s s i o n a l  
s o c i a l  worke r s  i n  1953. I t  began w i t h  a s t r o n g  commitment t o  
soc j -a1  a c t i o n  and service t o  poor  p e o p l e ,  and s t i l l  re ta ins  t h a t  
commitment. U n t i l  1 9 7 2 ,  i t s  program inc luded  numerous services  
t o  o l d  p e o p l e ;  a f ami ly  c o u n s e l l i n g  s e r v i c e ;  youth  and c h i l d r e n ' s  
a c t i v i t i e s ;  a f a m i l y  p l a n n i n g  c l i n i c ;  and a r e s e a r c h  and  s o c i a l  
a c t i o n  u n i t .  The c l i e n t e l e  of  t h e  o r g a n i s a t i o n  was drawn from a l l  
areas of Melbourne,  w i t h  some c o n c e n t r a t i o n  i n  t h e  i n n e r  suburbs  
wh ich ,  a t  t h a t  t i m e ,  c o n t a i n e d  many depr ived  low-income families.  

Services t o  f a m i l i e s  w e r e  d e l i v e r e d  through t h e  S o c i a l  Work Ser -  
v i ce  and t h e  Youth & C h i l d r e n ' s  C e n t r e .  During t h e  1 9 6 0 ' s ,  as 
many as e i g h t  you th  workers  and soc ia l  workers were employed i n  
t h e s e  two services .  The Socia l .  Work S e r v i c e  had an  'open  d o o r '  
p o l i c y  which r e s u l t e d  i n  an annua l  c a s e l o a d  of approx ima te ly  6 0 0  
f a m i l i e s ,  most  02 whom came t o  t h e  Brotherhood for  f i n a n c i a l  as- 
s i s t a n c e .  The Youth & C h i l d r e n ' s  C e n t r e  a c t i v i t i e s  w e r e  oper, 
and the number o f  yclung People  who a t t e n d e d  was d i f f i c u l t  t o  
assess - one i n d i c a t o r  was t h a t  a t t e n d a n c e  a t  a d o l e s c e n t  club 
n i g h t s  w a s  i n  t h e  r e g i o n  of  5 0 - 6 0 ,  dra\*jn from a pool o f  some 
3 0 0  young p e o p l e  known t o  t h e  Service.  
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The f o l l o w i n g  comments of a p r e v i o u s  Sen io r  S o c i a l  Worker a p t l y  
d e s c r i b e d  t h e  t y p e  o f  families who used t h e  s o c i a l  se rv ices  pro-  
v ided  by t h e  Brotherhood.  
s o c i a l l y  and p e r s o n a l l y  d i sadvan taged  t o  a s e v e r e ,  o f t e n  c h r o n i c  
d e g r e e " .  Many of t h e  " c h r o n i c  a i d  seeke r s  have b u i l t  Bro the r -  
hood handou t s  i n t o  t h e i r  p a t t e r n s  of  coping wi th  l i f e " .  
S o c i a l  TVork S e r v i c e ,  which w a s  s t a f f e d  by p r o f e s s i o n a l  soc ia l  
worke r s ,  t h e  method of work w a s  casework, u s i n g  f i n a n c i a l  and  
ma te r i a l  a i d  as a t o o l .  ( 2 5 ,  p .1)  

The fami l ies  were most ly  "economica l ly  

I n  t h e  

Casework i n  t h e  agency w a s  of a ve ry  e x a c t i n g  and unrewarding na- 
t u r e :  it e i t h e r  c o n s i s t e d  o f  handing  o u t  sma l l  amounts of money 
t h a t  b o t h  c l i e n t  and worker knew cou ld  n o t  p o s s i b l y  cover  t h e  
m u l t i t u d i n o u s  needs of  t h e  f a m i l y ,  o r  of  spending hours  working  
w i t h  a f a m i l y  w i t h  i n f i n i t e s i m a l  rewards i n  terms of improved 
f u n c t i o n i n g  and 1 i t t l . e  change t o  t h e  s o c i a l  o r  economic c o n d i t i o n  
of  t h e  f a m i l y .  

Apar t  f rom t h e  p r e s s u r e s  o f  t h e  'open door '  p o l i c y ,  and t h e  many 
problems f o r  which workers  knew t h e r e  were no s o l u t i o n s ,  t h e  work 
was s u p e r f i c i a l  and fragmented.  I n t e r v i e w s  were n o t  w i t h  t o t a l  
f a m i l i e s ,  b u t  w i t h  t h e  mothers  o f  t h e  f a m i l i e s ,  who w e r e  g e n e r a l l y  
i n t e r v i e w e d  i n  t h e  o f f i c e .  I t  w a s  p o s s i b l e  f o r  p a r e n t s ,  c h i l d r e n  
and aged  m e m b e r s  of t h e  s a m e  f a m i l y  t o  be seen at t h e  s a m e  t i m e  i n  
t h e  agency by workers  i n  d i f f e r e n t  depar tments ,  w i t h o u t  any con- 
s u l t , a t i o n  o r  o t h e r  communication between them. Workers w e r e  con- 
f u s e d  a b o u t  t h e i r  g o a l s  and how t o  reach them, and what permanent  
e f f e c t s ,  i f  any ,  t h e i r  e f f o r t s  were ach iev ing .  

The r e s u l t s  of t h e  Bro the rhood ' s  p a s t  p r o j e c t s  and research s t u -  
d i e s ,  f o r  example,  t h e  Family S e r v i c e  P r o j e c t  and 'The Have Nots - 
A Study of 1 5 0  Low-Income F a m i l i e s I 2  added t o  t h e  g e n e r a l  f e e l i n g s  
of f r u s t r a t i o n  and d i s s a t i s f a c t i o n .  The p r e s s u r e  g e n e r a t e d  b y  
t h e s e  f e e l i n g s  mounted u n t i l  b a r r i e r s  between t h e  r e s e a r c h ,  s o c i a l  
work and y o u t h  depar tments  were overcome and f ree  d i s c u s s i o n  began 
t o  take p l a c e .  

I n  t e r m s  of o r g a n i s a t i o n a l  t h e o r y ,  t h e  Brotherhood w a s  r e a c h i n g  a 
s t a t e  of p r e p a r e d n e s s  f o r  program change. I n d i c a t o r s  of t h i s  pre- 
p a r e d n e s s  w e r e  t h e  d i f f u s i o n  o f  u n c e r t a i n t y  about  methods of work, 
t h e  l e v e l  of problem i n s e c u r i t y  and c h a l l e n g e ,  and t h e  f a c t  t h a t  
t h e  d i v e r s i t y  of i n p u t s  so  n e c e s s a r y  f o r  t h e  c r s a t i o n  of new i d e a s  
was a l lowed.  ( 2 6 ,  pp.10-12) 
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The new program which was d e v i s e d  e v e n t u a l l y  t o  f i l l  t h e  needs of 
low-income p e o p l e  i n  a new, more a p p r o p r i a t e  way, was t h e  Family 
C e n t r e  P r o j e c t .  

The Family C e n t r e  P r o j e c t :  A Demonstrat ion Anti-Poverty Program 

The Family C e n t r e  P r o j e c t  was i t s e l f  an i n n o v a t i o n ,  b u t  as such i s  
n o t  t h e  subject o f  t h i s  pape r .  N e v e r t h e l e s s ,  a s  an a s i d e ,  t h e r e  
a r e  two f e a t u r e s  of  t h e  Family C e n t r e  P r o j e c t  a s  an i .nnovation 
w h i c h  s h o u l d  be  n o t e d .  F i r s t l y ,  compared wi th  o t h e r  w e l f a r e  pro- 
grams f o r  t h e  p o o r ,  it ~ 7 a s  immensely c o s t l y .  Uncommitted money, 
t i m e ,  s k i l l s  and goodwi l l  were a l l  p r o v i d e d  by t h e  Brotherhood t o  
e s t a b l i s h  t h e  new .program. T h i s  gellerous a l l o c a t i o n  of r e s o u r c e s  
conf i rms  a r e q u i r e m e n t  f o r  i n n o v a t i o n  which has  been observed by 
o t h e r  program managers ,  namely t h a t  i n n o v a t i v e  programs r e q u i r e  
g r e a t e r  r e s o u r c e s  t h a n  e s t a b l i s h e d  programs - ( 2 6 ,  p .10 ; 1 4 ,  p . x i v )  

The  second f e a t u r e  of  t h e  Fanlily C e n t r e  P r o j e c t  as  an i n n o v a t i o n  
was t h e  way i n  which it a c t e d  as a s t i m u l u s  t o  f u r t h e r  i n n o v a t i o n  
i n  o t h e r  wel fa re  programs.  L in  and Zaltman i d e n t i f y  t h i s  charac- 
t e r i s t i c  of i n n o v a t i o n  i n  t h e  f o l l o w i n g  words: "adopt ion  of an 
i n n o v a t i o n  may open avenues t o  t h e  adop t ion  of o t h e r  i n n o v a t i o n s "  
and l a b e l  it as t h e  'gateway c a p a c i t y ' .  ( 1 7 ,  p . 1 0 9 ) .  For  t h o s e  
who .are i n t e r e s t e d  i n  t h i s  f e a t u r e  of i n n a v a t i o n ,  t h e  work of  
Brooke ( 7 )  shows t h a t  one of t h e  c h a r a c t e r i s t i c s  of t he  Family 
Cen t re  P r o j e c t  w a s  i t s  gateway c a p a c i t y  f o r  innova.t ions i n  o t h e r  
w e l f a r e  programs.  

The Family C e n t r e  P ro jec t  w a s  an e x p e r i m e n t a l  program which pro- 
v i d e d  f a c i l i t i e s  and s t a f f  t o  e n a b l e  s i x t y  poar  f a m i l i e s  t o  i m -  
p r o v e  t h e i r  own s o c i a l  and economic c o n d i t i o n  through a p a r t i c i -  
p a t o r y  deve lopmen ta l  program, r a t h e r  t h a n  one which was p a l l i a t i v e  
and p r o b l e m - o r i e n t e d .  A s u i t a b l e  b u i l d i n g ,  a n u l t i - d i s c i p l i n a r y  
s t a f f  i n c l u d i n g  v o l u n t a r y  w o r k e r s ,  and a generous budget ,  w a s  pro- 
v i d e d  by t h e  Bro the rhood  o f  S t  Laurence .  

The P r o j e c t  was o r g a n i s e d  around t h e  concept  of t h e  p r o v i s i o n  of 
r e s o u r c e s  and o p p o r t u n i t i e s  of v a r i o u s  k inds  t o  t h e  f a m i l i e s ,  t h e  
m o s t  i m p o r t a n t  of which was a s y s t e m a t i c  scheme of income supple-  
men. ta t ion  which g u a r a n t e e d  e v e r y  f a m i l y  a r e g u l a r  and s t a b l e  in -  
come as a p r e r e q u i s i t e  f o r  development .  
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I n n o v a t i o n  i n  Welfare  Programs. 7 .  

The 
t h e  s o c i a l  and economic c o n d i t i o n s  o f  t h e  fa rn i l ies  were a pre-con- 
d i t i o n  t o  changes i n  t h e i r  f a m i l y  and s o c i e t a l  r e l a t i o n s h i p s ,  and 
t h a t  i t  was a t  changes i n  t h e  s t r u c t u r e  of  s o c i e t y  t h a t  s o c i a l  
work i n t e r v e n t i o n  shou ld  be d i r e c t e d .  The a i m  w a s  t o  h e l p  t h e  
f a m i l i e s  view themselves  as ac t ive  p a r t i c i p a n t s  of  s o c i e t y ,  c a p a b l e  
of changing  themselves  and t h e  environment  i n  which they l i v e d .  
Wi th in  t h e  C e n t r e ,  t h e  f a m i l i e s  chose and c o n t r o l l e d  t h e i r  own ac- 
t i v i t i e s  and,  i n  so  do ing ,  l e a r n t  t h e  processes  and methods o f  
d e c i s i o n  making and change. 

o b j e c t i v e  of  t h e  program w a s  t o  demonstrate t h a t  changes i n  

Throughout t h e  P r o j e c t ,  t h e  emphasis w a s  on t h e  r e d i s t r i b u t i o n  o f  
r e s o u r c e s  and power w i t h i n  t h e  program, based on t h e  assumption 
t h a t  s u c h  changes were n e c e s s a r y  i n  s o c i e t y  i f  pover ty  w a s  t o  be 
e r a d i c a t e d .  

The l a r g e  s t a f f  i n c l u d e d  s o c i a l  worke r s ,  youth workers ,  welfare 
workers  , t e a c h e r s  and u n t r a i n e d  s t a f f ;  hm-ever, staff  members w e r e  not 
deployed  a c c o r d i n g  t o  t h e i r  fo rma l  d i s c i p l i n e s .  I n s t e a d ,  each 
s t a f f  member w a s  a l l o c a t e d  a ' r e s o u r c e  a r e a '  o f  importance t o  
low-income fami l ies ,  f o r  example,  employment, housing,  income se- 
c u r i t y ,  i n  which t o  deve lop  e x p e r t i s e  which was shared  w i t h  t h e  
f a m i l i e s  as i t  became r e l e v a n t  t o  them. 
were f r e e  t o  make r e l a t i o n s h i p s  w i t h  s t a f f  as they  wished and 
were n o t  c o n f i n e d  t o  t h e  c o n v e n t i o n a l  one-to-one p r o f e s s i o n a l  and 
problem-focussed  r e l a t i o n s h i p .  

I n  t h i s  way, f a m i l i e s  

F u r t h e r  m o d i f i c a t i o n  o f  t h e  t r a d i t i o n a l  s ta f  f / c l i e n t  r e l a t i o n s h i p  
was ach ieved  by o r g a n i s i n g  t h e  new P r o j e c t  around very uns t ruc -  
t u r e d  a c t i v i t i e s  i n  which bo th  s t a f f  and famil ies  took p a r t .  
T h e s e  a c t i v i t i e s  were p a r t  of  t h e  'open c e n t r e '  and o f t e n  took 
p l a c e  i n  t h e  c o f f e e  lounge:  a n e u t r a l  s e t t i n g  sha red  by f a m i l i e s  
and s t a f f .  The 'open  c e n t r e '  w a s  p robably  one of t h e  most impor- 
t a n t  f e a t u r e s  which changed t h e  t r a d i t i o n a l  c l i e n t / s t a f f  r e l a t i o n -  
s h i p .  Lea rn ing  groups  , s o c i a l  e v e n t s  , camps, ou t ings  and s o c i a l  
a c t i o n  p r o j e c t s  a l s o  c o n t r i b u t e d  t o  changing t h i s  r e l a t i o n s h i p .  

A C o m m i t t e e  of Management w a s  s e t  up w i t h i n  s i x  months of  t h e  s t a r t  
of  t h e  P r o j e c t .  I t  c o n s i s t e d  of a m a j o r i t y  of  fami ly  members, and  
a l t h o u g h  i t s  o r i g i n a l  f u n c t i o n  w a s  t o  nanage only t h e  a c t i v i t i e s  i n  
t h e  C e n t r e ,  a t  t h e  end of t h e  t h r e e  y e a r  p e r i o d ,  i t  had complete 
a u t h o r i t y  o v e r  a l l  a s p e c t s  of  d e c i s i o n  mzking. Through a l l  t h e s e  
p r o c e s s e s ,  a g r a d u a l  breakdown o f  conven t iona l  s t a f f / c l i e n t  r o l e s  
o c c u r r e d ,  and a s u b s t a n t i a l  t r a n s f e r  o f  r o l e s  and s k i l l s  f rom 
s t a f f  t o  f a m i l i e s .  

. . . / a  



I n n o v a t i o n  i n  Wel fa re  Programs 8.  

Over t h e  t h r e e  y e a r  p e r i o d  o f  t h e  P r o j e c t ,  t h e r e  w a s  a lso a 

A n  emphasis  which was t o  be t h e  bas i s  of t h e  Act ion  & Resource 
C e n t r e  f o r  Low-Income F a m i l i e s ,  t h e  innova t ion  which fo l lowed t h e  
Family C e n t r e  P r o j e c t  and which s e t  o u t  t o  become a p o l i t i c a l  and 
soc ia l  base f o r  t h e  low-income p e o p l e  o f  V i c t o r i a .  

row- 
i n g  emphasis  on welfare  r i g h t s ,  s e l f - h e l p  and s o c i a l  a c t i o n .  7 

( 2 1 )  

An I n n o v a t i o n  : The Developmental Approach 

I n  a w e l l - e s t a b l i s h e d  s o c i a l  welfare agency such a s  t h e  Brother -  
hood of S t  Laurence ,  it was i n e v i t a b l e  t h a t  t h e  p l anne r s  o f  t h e  
P ro jec t  and t h e  p e o p l e  who w e r e  t o  s t a f f  i t  would look t o  s o c i a l  
work f o r  s o c i a l  t h e o r y  and methods of working. A t  t h a t  t ime ,  
s o c i a l  :;orkers were t h e  r e s p e c t e d  p r o f e s s i o n a l s  i n  t h e  w e l f a r e  
f i e l d ,  and t h e  e x p e c t a t i o n  o f  them w a s  t h a t  t h e y  would know 
how t o  implement t h e  concep t s  and  i d e a s  a t  t h e  base of  t h e  Pro -  
j e c t .  Suddenly ,  e x p e r i e n c e d  s o c i a l  workers  were faced  w i t h  t h e  
h u m i l i a t i n g  knowledge t h a t  t h e y  knew no th ing  abou t  r e d i s t r i b u t i o n  
of r e s o u r c e s ,  p a r t i c i p a t i o n  t e c h n i q u e s ,  Consumerism, o r  even how 
t o  change s o c i a l  s t r u c t u r e s ,  and t h a t  on t h e  whole t h e  t r a d i t i o n a l  
methods o f  s o c i a l  work w e r e  u s e l e s s  i n  h e l p i n g  people  t o  g a i n  m 5 r e  
c o n t r o l  o v e r  t h e i r  own l i v e s .  P r o f e s s i o n a l  l i t e r a t u r e  r e v e a l e d  
t h a t  American s c h o o l s  o f  s o c i a l  work were a l r e a d y  f a c i n g  this prob- 
l e m ,  as t h e y  a t t e m p t e d  t o  p r e p a r n  s t u d e n t s  f o r  t h e  new s o c i a l  work 
demanded by t h e  v a r i o u s  p o v e r t y  and a c t i o n  programs i n  t h e  ' s i x -  
t i e s .  A l f r e d  Kahn ( 1 6 ,  p . 2 2 )  e x h o r t e d  soc ia l  work t o  "free i t s e l f  
from dominance by t e c h n i q u e  and method dimensions ' I ,  and Arnold 
Gurin  ( 1 3 ,  p .191)  r e p o r t e d  t h a t  new s o c i a l  work c u r r i c u l a  would 
"p robab ly  be o r g a n i s e d  a l o n g  programmatic  l i n e s  t h a t  a r e  related 
t o  m a j o r  service s t r u c t u r e s " ,  i n s  t ead  of emphasis ing t r a d i t i o n a l  
s o c i a l  work methods.  

R e l u c t a n t l y ,  t h e  s t a f f  f a c e d  t h e  knowledge tha t .  t hey  would have t o  
d e v i s e  new methods of work, and t h a t  o u t  of p r a c t i c e  might  come a 
new t h e o r y  t h a t  would c u t  a c r o s s  t h e  a r t i f i c i a l  b a r r i e r s  imposed 
by ' t e c h n i q u e  and method d i m e n s i o n s ' ,  I n  t h e  p a s t ,  s o c i a l  work 
had  drawn i t s  b e s t  t h e o r y  from p r a c t i c e ,  and so  u s i n g  t h e  concep- 
tua.1 s k i l l s 4  which t h e i r  s o c i a l  work cour ses  had provided ,  they  
s e t  a b o u t  d e v e l o p i n g  a new approach  t o  t h e i r  work. This  approach 
w a s  t h e  devs lopmen ta l  approa-ch, 

Thus ,  t h e  deve lopmen ta l  approach w a s  t h e  r e s u l t  of t h e  atte 'mpt t o  
c o n c e p t u a l i s e  the d i f f e r e n c e s  between t r a d i t i o n a l  s o c i a l  work and 
t h e  p r a c t i c e  of t h e  P r o j e c t ,  which was based on t h e  assumptions 
t h a t  t h e  c a u s e s  of p o v e r t y  l a y  i n  the i n s t i t u t i o n a l  s t r u c t u r e  of 
s o c i e t y  and not i n  t h e  p e r s o n a l  defects o f  i n d i v i d u a l s ,  and t h a t  
s o c i e t y ' s  i n s t i t u t i o n s  cou ld  be changed i n  o r d e r  t o  reduce  i n e q u a l i -  
t i e s  and r e d i s  t r i b u t e  resom-ces  . 

. . " / 9  



I n n o v a t i o n  i n  Welfare  Programs 9 .  

I n  b r i e f ,  t h e  developmental  approach had t h r e e  major  components. 
F i r s t l y ,  t h a t  soc i a l  change c o u l d  only  be achieved by any t a r g e t  
group i f  i t  had  f o u r  types  of power5: 

* power over r e s o u r c e s ;  

* power over r e l a t i o n s h i p s ;  

* power o v e r  i n fo rma t ion ;  

* power o v e r  d e c i s i o n  making. 

Secondly ,  t h a t  t h e  t echn iques  used  t o  o b t a i n  t h e s e  powers were: 
p a r t i c i p a t i o n  s t r a t e g i e s ,  s e l f - h e l p  mechanisms and deprofes-  
s i o n a l i s a t i o n .  6 

T h i r d l y ,  t h a t  t h e  f o l l o w i n g  s l e m e n t s  were e s s e n t i a l  t o  the ap- 
proach  : 

* t h a t  it was d i r e c t e d  towards change i n  t h e  i n s t i t u -  
t i o n s  o f  s o c i e t y  r a t h e r  t h a n  change i n  i n d i v i d u a l s ;  

* t h a t  it was r e s o u r c e - o r i e n t e d ,  r a t h e r  than problern- 
o r i e n t e d  ; 

* t h a t  it l e d  t o  s e l f - a c t u a l i s a t i o n  r a t h e r  t h a n  t o  
s t i y m a t i s a t i o n  of t h e  i n d i v i d u a l ;  

* t h a t  it was a means of soc i a l  change and n o t  a means 
of s o c i a l  c o n t r o l ;  

* t h a t  c h o i c e s  abou t  s t y l e  of Liv ing  were made f r e e l y  
by p a r t i c i p a t i o n ,  and n o t  imposed by p r o f e s s i o n a l s ;  

* t h a t  p r o f e s s i o n a l  workers  w e r e  accountable  t o  con- 
sumers of services and n o t  t o  p r o f e s s i o n a l  c o l l e a g u e s ;  

* t h a t  d e c i s i o n s  abou t  services  were made by t h e  con- 
sumers of services;  

* t h a t  i n d i v i d u a l s  de t e rmined  t h e i r  own s ty l e s  of l i v -  
i n g  r a t h e r  t h a n  t h e i r  s t y l e s  cf l i v i n g  b e i n g  dec ided  
by d i s c r i m i n a t o r y  and d i s c r e t i o n a r y  p r o v i s i o n s .  

- .  . /LO 
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T h i s  deve lopmen ta l  approach produced many s t r u c t u r e s  which i n  them- 
s e l v e s  were i n n o v a t i v e  and a l i e n  t o  s o c i a l  work p r a c t i c e ,  f o r  cx- 
ample,  open f i l e s ,  developmental  p l a n s  f o r  each  f a m i l y ,  and t h e  use 
of  s t a f f  a s  r e s o u r c e s  r a t h e r  t h a n  c o u n s e l l o r s .  7 

The h i s t o r y  of Brotherhood programs shows t h a t  b e f o r e  t h e  FarniPy 
C e n t r e  Pro jec t ,  t h e r e  w a s  l i t t l e  ev idence  o f  t h e  deve lopmenta l  ap- 
p roach  e x c e p t  p e r h a p s  i n  Family Day C a r e , 8  where e l emen t s  of t h e  
approach  a p p e a r e d ,  b u t  w e r e  not c o n c e p t u a l i s e d ,  o r  s y s t e m a t i c a l l y  
l i n k e d  t o g e t h e r .  

The n e x t  s e c t i o n  of t h i s  pape r  t races  t h e  developmental  approach 
th rough  t h e  s u b s e q u e n t  y e a r s  of t h e  P r o j e c t  and examines some of 
t h e  r e a s o n s  f o r  i t s  adop t ion  o r  non-adoption i n  o t h e r  Brotherhood 
programs.  

The I n t e r n a l  Impact  of t h e  Developmental  Approach 

J a c k  Rothman h a s  i d e n t i f i e d  t h e  s t r u c t u r a l  and f u n c t i o n a l  v a r i a b l e s  
i n v o l v e d  i n  o r g a n i s a t i o n a l .  i n n o v a t i v e n e s s .  ( 2 4 ,  pp.457-476) .  H e  
s u b m i t s  t h e  f o l l o w i n g  series o f  g e n e r a l i s a t i o n s 9  based  o n  t h e s e  
v a r i a b l e s  and on e x i s t i n g  e v i d e n c e  : t h a t  o r g a n i s a t i o n s  w i t h  pro- 
f e s s i o n a l  s ta f f  s t r u c t u r e s  a r e  more i n n o v a t i v e  than  t h o s e  w i t h o u t ;  
t h a t  o r g a n i s a t i o n s  w i t h  s p e c i f i c ,  s t r i c t l y  en fo rced  r u l e s  are less 
i n n o v a t i v e  t h a n  those which have few r u l e s  and which a l l o w  em- 
ployees ' d i s c r e t i o n ;  t h a t  i n n o v a t i v e n e s s  i s  i n v e r s e l y  r e l a t e d  eo 
t h e  degree of c e n t r a l i s a t i o n ;  t h a t  s i z e  of an o r g a n i s a t i o n  does 
n o t  have a c o n s i s t e n t  r e l a t i o n s h i p  w i t h  i t s  i n n o v a t i v e n e s s ;  t h a t  
o r g a n i s a t i o n s  which emphasise  q u a l i t y  and n o t  q u a n t i t y  of  s e r v i c e s  
are  more i n n o v a t i v e ;  t h a t  o r g a n i s a t i o n s  w i t h  many l i n k a g e s  t o  ex- 
t e r n a l  i n f l u e n c e s  are more i n n o v a t i v e ;  t h a t  r e s e a r c h  conducted i n  
a p p l i e d  s e t t i n g s  i s  m o r e  l i k e l y  t o  be i n n o v a t i v e  t h a n  r e s e a r c h  con- 
d u c t e d  i n  academic s e t t i n g s .  

Regard ing  t h e  Brotherhood as a c o l l e c t i o n  of program o r g a n i s a t i o n s  
o r  u n i t s ,  it i s  p o s s i b l e  t o  t e s t  t h e  above g e n e r a l i s a t i o n s  on each 
of them, and t o  assess t h e  deg ree  of i n n o v a t i v e n e s s  of each  u n i t .  
Such an a n a l y s i s  of c u r r e n t  Bro therhood programs r e v e a l s  a mixed, 
although p r e d i c t a b l e ,  r e sponse  t o  t h e  i n n o v a t i o n  of t h e  develop-  
m e n t a l  approach .  The approach i s  a c c e p t e d  and i n c o r p o r a t e d  i n t o  
m o s t  new d e m o n s t r a t i o n  programs,  i s  i g n o r e d  by e x i s t i n g  services ,  
i s  used  u n e a s i l y  and o f t e n  u n c o n s c i o u s l y  i n  new s e r v i c e s  and t h e  
development  of  Brotherhood p o l i c y .  
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I n  a p a p e r  o f  t h i s  s i z e ,  it i s  imposs ib l e  t a  d i s c u s s  a l l  Bro the r -  
hood programs and t h e  way i n  which the above g e n e r a l i s a t i o n s  a r e  
a p p l i c a b l e  t o  each  program. A s  it has  been suggested10 t h a t  t h e  
d e p r o f e s s i o n a l i s a t i o n  t echn ique  used  i n  t h e  developmental  approach 
i n  t h e  Family C e n t r e  P r o j e c t  r e s u l t s  i n  an a n t i - p r o f e s s i o n a l  p o s i -  
t i o n ,  i t  may prove  u s e f u l  t o  t h e  w e l f a r e  f i e l d  t o  examine whe the r  
t h e  s t a f f  s t r u c t u r e  g e n e r a l i s a t i o n  p o s t u l a t e d  by Rothman d i d  app ly  
i n  t h e  Family Cen t re  P r o j e c t .  

Rothman's f u l l  g e n e r a l i s a t i o n  i s  t h a t  o r g a n i s a t i o n s  w i t h  p r o f e s -  
s i o n a l  s t a f f  s t r u c t u r e s  are more i n n o v a t i v e  than  o r g a n i s a t i o n s  
w i t h o u t  such  s t r u c t u r e s .  F u r t h e r  , t h a t  innovat iveness  i s  d i r e c t l y  
r e l a t e d  t o  
complement which can b e  i d e n t i f i e d ,  t h e  most r e l e v a n t  o f  w h i c h  are 
t h a t  t h e  deg ree  of i n n o v a t i v e n e s s  i s  d i r e c t l y  r e l a t e d  t o :  the de- 
g r e e  o f  d i v e r s i t y  o f  i t s  p r o f e s s i o n a l  s t a f f ,  t h e  number of p r o f e s -  
s i o n a l s  employed i n  t h e  program, and t h e  use  of p a r a - p r o f e s s i o n a l s  
o r  i n d i g e n o u s  s t a f f  f o r  t h e  pu rpose  o f  making programs more res- 
p o n s i v e  t o  t h e  needs  o f  low-income popu la t ions .  ( 2 4 ,  pp-457-461) 

c e r t a i n  s t r u c t u r a l  e l emen t s  of  t h e  o r g a n i s a t i o n ' s  s t a f f  

Rothman has some d i f f i c u l t y  w i t h  t h e  appa ren t  c o n t r a d i c t i o n  between 
some s t u d i e s  which c l a i m  i n n o v a t i v e n e s s  depends upon t h e  numbers of 
p r o f e s s i o n a l  p e o p l e  invo lved  i n  a prograri. and t h o s e  s t u d i e s  which 
c la im t h a t  t h e  more ind igenous  t h e  s t a f f ,  t h e  more i n n o v a t i v e  t h e  
program. H e  t e n d s  t o  s l i d e  o u t  of t h e  dilemma posed by t h i s  con- 
t r a d 5 c t i o n  by s t a t i n g  t h a t  i n n o v a t i v e n e s s  depsnds on p r o f e s s i o n a l  
knowledge i n  h i g h l y  t e c h n i c a l  o r g a n i s a t i o n s  and on ind igenous  
p a r a - p r o f e s s i o n a l s  i n  o r g a n i s a t i o n s  working with t h e  poor .  

One i m p o r t a n t  f i n d i n g  from the e v i d e n c e  of  t h e  Family Cen t re  Pro- 
j e c t  and a s t u d y  of i t s  s t a f f i n g  s t r u c t u r e  ( 4 )  o f f e r s  an a l t e r n a -  
t i v e  r e s o l u t i o n  of Rothman's dilemma. T h i s  f i n d i n g  i s  t h a t  t h e  
c r e a t i o n ,  e f f e c t i v e n e s s  and main tenance  of t h e  developmentai  ap- 
p roach  i n  t h e  P ro jec t  d i d  n o t  depend on e i t h e r  a p r o f e s s i o n a l  o r  
an ind igenous  s t a f f  s t r u c t u r e ,  b u t  on a s t a f f  s t r u c t u r e  composed 
of b o t h  t y p e s  of workers  I working i n  a c o l l a b o r a t i v e  r e l a t i o n s h i p  
When the s - t a f  f s t r u c t u r e  and t h e  c o l l a b o r a t i v e  r e l a t i o n s h i p  changed, 
t h e  Pro jec t  c e a s e d  t o  b e  i n n o v a t i v e .  

The P r o j e c t ,  f i r s t  as t h e  Family C e n t r e  P r o j e c t ,  and now as t h e  
Ac t ion  & Resource Cen t re  for Low-Income People h a s  been i n  e x i s -  
t e n c e  f o r  a lmos t  e i g h t  y e a r s .  The f i r s t  t h r e e  y e a r s  began w i t h  
18 employed s t a f f  , 11 o f  whom were p r o f e s s i o n a l  s t a f f  of  v a r i o u s  
t y p e s ,  t h e r e  were no ind igenous  s t a f f  m e m b e r s ;  t h e  second t h r e e  
y e a r s  bzgan w i t h  t h r e e  f u l l - t i m e  and two pa r t - t ime  p r o f e s s i o n a l s  
and seven  f u l l - t i m e  and e i g h t  p a r t - t i m e  indigenous workers ;  a t  
t h e  t i m e  of w r i t i n g ,  t h a t  is half-way through t h e  t h i r d  t h r e e - y e a r  
t e r m ,  a p a r t  from two t y p i s t s  I t h e  P r o j e c t  employs only  ind igenous  
worke r s .  11 
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I n  t h e  f i r s t  t e r m ,  t h e r e  were many innova t ions  i n c l u d i n g  t h e  de- 
ve lopmen ta l  approach ;  i n  t h e  second t e r m ,  t h e r e  were fewer i n -  
n o v a t i o n s  and a d i l u t i o n  of t h e  developmental  approach.  
A t  t h e  t i m e  of w r i t i n g ,  t he re  i s  no ev idence  of new i n n o v a t i o n s  
and t h e  deve lopmenta l  approach is no longe r  a r e a l i t y ,  b u t  
s imply  p a r t  of P r o j e c t  r h e t o r i c . 1 2  
p e a r e d  t o  be  a d e f i n i t e  r e l a t i o n s h i p  bet.ween t h e  i n n o v a t i v e n e s s  
of  t h e  P ro  jec-t and t h e  numbers of p r o f e s s i o n a l / i n d i g e n o u s  workers  
on t h e  s t a f f .  

( 8 )  

I n  o t h e r  words,  t h e r e  ap- 

I t  h a s  been  s u g g e s t e d  f r e q u e n t l y  t h a t  it was n o t  th rough the par -  
t i c u l a r  compos i t ion  of i t s  s t a f f  t h a t  t h e  P r o j e c t  ach ieved  i t s  i n -  
n o v a t i v e n e s s ,  b u t  t h rough  t h e  s p e c i f i c  c h a r a c t e r i s t i c s  of t h e  two 
p e o p l e  who were t h e  c o - o r d i n a t o r s  of t h e  P r o j e c t  f o r  t h e  f i rs t  
t w o  terms of i t s  e x i s t e n c e .  T h i s  h y p o t h e s i s  i s  suppor t ed  by many 
of thp_ academics who s t u d y  i n n o v a t i o n ,  f o r  example, Rothman s ta tes :  

We have  a t t e m p t e d  t o  i n d i c a t e  c e r t a i n  c o n d i t i o n s  t h a t  
can  f a c i l i t a t e  o r  remove b l o c k s  .to i nnova t ion .  J u s t  
as w i t h  all o t h e r  g e n e r a l i z a t i o n s  and g u i d e l i n e s ,  
t h e s e  need t o  b e  c a r r i e d  t o  f r u i t i o n  by a knowledg- 
a b l e ,  d e d i c a t e d ,  i m a g i n a t i v e  i n d i v i d u a l  : a prac-. 
t i t i o n e r  o r  change agen t  who i s  a b l e  t o  d e l i c a t e l y  
f u s e  science and a r t  i n  t h e  i n t e r e s t s  o f  c r e a t i n g  
a s o c i a l  o r d e r  more conducive  t o  human i s t i c  v a l u e s .  

. ( 2 4 ,  p - 4 8 3 )  

The f a c t  t h a t  t h e  deve lopmenta l  approach  i s  b e i n g  used s u c c e s s f u l l y  
i n  a n o t h e r  d e m o n s t r a t i o n  p r o j e c t  w i t h  a d i f f e r e n t  c o - o r d i n a t o r ,  b u t  
t h e  same admix tu re  o f  p r o f e s s i o n a l  and ind igenous  i n p u t s  u sed  i n  
t h e  same way,13 t e n d s  t o  d i s p r o v e  t h e  h y p o t h e s i s  t h a t  i n n o v a t i v e -  
n e s s  re l ies  on a p a r t i c u l a r  s o r t  of p e r s o n a l i t y  of  e x p e r i e n c e .  

When o t h e r  program u n i t s  of t h e  Brotherhood are examined, it soon 
becomes a p p a r e n t  t h a t  t h e  p a r t i c u l a r  t ype  of s t a f f i n g  s t r u c t u r e  
whi.ch promotes  i n n o v a t i o n  ex i s t s  o n l y  i n  r e c e n t  demonst ra t ion  pro- 
grams. S e r v i c e s  which were i n  e x i s t e n c e  b e f o r e  t h e  c r e a t i o n  of t h e  
d e v e l o p m e n t a l  approach14 have n o t  changed t h e i r  s t a f f i n g  s t r u c t u r e s  
t o  i n c l u d e  a d i v e r s i t y  o f  p r o f e s s i o n a l s  o r  t o  i n c l u d e  consumers.  

The above d i s c u s s i o n  has  been an a t t e m p t  t o  d e s c r i b e  t h e  adop t ion  
o r  non-adop t ion  of one i n n o v a t i o n  - t h e  developmental  approach ,  by 
t h e  v a r i o u s  progrrams conducted by t h e  Brbtherhood by means of 
a n a l y s i n g  each  program i n  terms o f  one g e n e r a l i s a t i o n  known t o  be 
a s s o c i a t e d  w i t h  i n n o v a t i v e n e s s  . A l l  of  Rothman’ s g e n e r a l i s a t i o n s  
a b o u t  i n n o v a t i v e n e s s  can b e  a p p l i e d  i n  t h i s  way and when t h i s  is 
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clone, it i s  c l ea r  t h a t  i n n o v a t i o n s  a r e  n o t  r e a d i l y  adopted u n l e s s  
programs have a h i g h l y  d e c e n t r a l i z e d  a d m i n i s t r a t i o n ,  have a b a l -  
ance of  p r o f e s s i o n a l s  and ind igenous  s t a f f ,  and a r e  demons t r a t ion  
p r o j e c t s ,  ( 2 4 ,  p.479) 

Bar r ie rs  t o  i n n o v a t i o n ,  which i n c l u d e  r e s i s t a n c e  from lower level 
worke r s ,  c l i e n t s  and r e f e r r a l  a g e n c i e s ,  a r e  w e l l  documented i n  
t h e  l i t e r a t u r e  and  can a l l  be i d e n t i f i e d  i n  va r ious  Brotherhood 
programs.  T o  p u r s u e  t h i s  t o p i c  i s  f r u i t l e s s  u n l e s s  programs a r e  
no t  meet ing  t h e  needs f o r  which t h e y  are  designed - i n n o v a t i o n  
i s  n o t  a lways r e q u i r e d  o r  d e s i r a b l e .  ( 2 3 ,  p .21)  Warren o b s e r v e s  
t h a t  I t  i s  n a i v e  t o  assume t h a t  ' change '  and " i t s  p a r t i a l  synonym, 
i n n o v a t i o n "  i s  i p s o  f a c t o  d e s i r a b l e  ( 2 8 ,  p . 5 2 ) ,  and f u r t h e r ,  by 
d i s t i n g u i s h i n g  between a d a p t i v e  and innova t ive  change , t h a t  n o t  
a l l  change i s  i n n o v a t i v e .  ( 2 8 ,  pp.168 & 1 6 9 )  

A n o r e  i m p o r t a n t  t i lsk and one which h a s  n o t  been pursued t o  any 
g r e a t  e x t e n t  by i n n o v a t i o n  t h e o r i s t s  i s  what a c t u a l l y  happens t o  
t h e  new i d e a  o r  package o f  i d e a s  as it moves, over  t i m e ,  from one 
program t o  a n o t h e r .  The way i n  which t h e  developmental  approach  
was d i l u t e d  o v e r  t i m e  i n  t h e  Family Centre/Action & Resource Cen t re  
P r o j e c t  h a s  been d e s c r i b e d  above. I t  i s  i n t e r e s t i n g  t o  t race t h e  
i d e a  through t w o  comple te ly  d i f f e r e n t  programs a n d  s u g g e s t  some 
hypo theses  a b o u t  t h e  changes which occur red  t o  it. The  two pro- 
grams concerned are a n o t h e r  Brotherhood program, SPAN: A Com- 
munity P ro jec t  f o r  Older  and R e t i r e d  People ,  and t h e  Loca l  Employ- 
men.;. Program (LED) which has  r e c e n t l y  been approved and recommen- 
ded f o r  fund ing  by t h e  V i c t o r i a n  Employment Committee. l5 

A C a s e  Study of t h e  Course of t h e  Developmental Approach in Two 
Demonstrat ion P ro jec t s  

.-I__ 

There are t h r e e  p r o p o s i t i o n s  which are impor tan t  t o  t h e  d i f f u s i o n  
and a d o p t i o n  of an  i n n o v a t i o n .  The f i r s t  i s  t h a t  t h e  d i € f u s i o n  
p r o c e s s  t a k e s  p l a c e  o v e r  t i m e .  Rogers  and Shoemaker have p o i n t e d  
out t h a t  r e s e a r c h  i n t o  t h e  d i f f u s i o n  prrjcess has overemphasized 
the n a t u r e  of t h e  i n n o v a t i o n  r a t h e r  t h a n  what happened t o  i t  over  
t i m e .  ( 23 ,  p . 1 8 )  The second p r o p o s i t i o n  i s  t h a t  t h e  r a t e  o f  adop- 
t i o n  o f  an i n n o v a t i o n  may be r e l a t e d  t o  i t s  p a r t i a l i s a t i o n ,  t h a t  
i s ,  whether  01 n o t  i t  i s  amenable t o  t r i a l  on a p a r t i a l  b a s i s .  
( 2 2  & 2 4 ) .  The t h i r d  p r o p o s i t i o n  i s  t h a t  t h e  i n t r o d u c t i o n  o f  
' i n n o v a t i o n  p a c k a g 2 s 1 ,  t h a t  i s ,  a bundle  of  complex i d e a s ,  may 
r e s u l t  i n  f a i l u r e  when on ly  oni! o f  t h e  innovat ions  i s  adop ted ,  
because  a l l  o f  t h e  i n n o v a t i o n s  i n  t h e  package depend on t h e i r  i n -  
4- ~ ~ ~ r e l a t e d n e s s  -a .- f o r  t h e i r  i n d i v i d u a l  s u c c e s s .  ( 2 3 ,  p.153) 

. . ./14 



I n n o v a t i o n  i n  Welfare  Programs --- 14. 

These t h r e e  p r o p o s i t i o n s  form a background t o  t h e  examina t ion  of 
t h e  a d o p t i o n  of t h e  deve lopmenta l  approach i n  t h e  two dernonstra- 
t i o n  programs mentioned above e The developmental- approach is re- 
ga rded  a s  an i n n o v a t i o n  package composed of t h ree  d i s t i n c t  inno- 
v a t i o n s :  t h e  f o u r  power concep t ,  a p a r t i c u l a r  s e t  of p a r t i c i p a -  
t i o n  t e c h n i q u e s  used t o  i n t r o d u c e  t h e  f o u r  power concep t ,  and a 
s p e c i f i c  v a l u e  b a s e .  

T h i s  s t u d y  a t t e m p t s  t o  prove t h a t ,  i n  t he  case  03 t h e  developmen- 
t a l  app roach ,  p a r t i a l i s a t i o n  of t h e  innova t ion  package d i l u t e s  
t h e  o b j e c t i v e s  of t h e  approach a l t h o u g h  it may h a s t e n  a d o p t i o n  of 
i n d i v i d u a l  i n n o v a t i o n s .  The r e a s o n  f o r  t h i s  e f f e c t  i s  t h a t  t h e  
e l e m e n t s  of t h e  developmental  approach  a r e  so  , i n t i m a t e l y  i n t e r -  
woven and dependent  upon each o t h e r  t h a t  they  canno t  i n d i v i d u a L l y  
produce  t h e  e f fec ts  o f  t h e  t o t a l  package.  

A b r i e f  d e s c r i p t i o n  of  t h e  SPAN and LED programs and t h e  way i n  
which t h e y  adop ted  all, o r  p a r t  o f ,  t h e  developmental  approach 
f o l l o w s .  An a t t e m p t  t o  deve lop  g u i d e l i n e s  f o r  p r a c t i t i o n e r s  who 
wish t o  i n t r o d u c e  t h e  deve lopmenta l  approach i n t o  w e l f a r e  pro-  
grams, conc ludes  t h e  p a p e r .  

s p m ,  A COMWNITY PROJECT FOR OLDER AND RETIRED PEOPLE 

A f t e r  a p r o t r a c t e d  p l a n n i n g  p e r i o d ,  t h e  SPAN p r o j e c t  began i n  
August ,  1 9 7 8 .  I t  was based  on a p r o p o s a l  developed by t h e  
o r i g i n a l  c o - o r d i n a t o r  of t h e  Family Cent re  P r o j e c t  and accep- 
t e d  by t h e  Brotherhood Board i n  Oc tobe r ,  1 9 7 7 .  The need f o r  a 
d e m o n s t r a t i o n  p r o j e c t  in t h e  a r e a  of s e r v i c e s  f o r  the aged a r o s e  
o u t  of a growing awareness  t h a t  community a t t i t u d e s  t o  t h e  aged 
r e q u i r e d  chang ing ;  t h a t  e x i s t i n g  schemes f o r  t h e  aged were 
h e a l t h - o r i e n t e d  - an emphasis which encouraged depen.dency ; and 
t h a t  t h e  i d e a  of a c a r i n g  community which l i n k e d  t h e  needs  of 
t h e  young and t h e  old shou ld  be  f o s t e r e d . 1 6  

I n  an  a t t e m p t  t o  t e s t  o u t  t h e  deve lopmenta l  approach i n  a d i f f e r -  
e n t  s e t t i n g ,  t h e  e x  c o - o r d i n a t o r  of t h e  F a m i l y  Cen t re  P r o j e c t  de- 
v e l o p e d  a s e t  of o b j e c t i v e s  f o r  SPAN which i n c l a d e d  a l l  t h e  ele- 
ments of t h e  deve lopmenta l  approach p r e v i o u s l y  d e s c r i b e d .  I n  
a d d i t i o n ,  SPAN formed p a r t  of t h e  a d m i n i s t r a t i v e  r e s p o n s i b i l i t y  
of t h e  e x  c o - o r d i n a t o r  who was t h e r e a f t e r  r e s p o n s i b l e  f o r  over-  
s i g h t  of t h e  p r o j e c t ,  incluldii ig t h e  s e l e c t i o n  of i t s  s t a f f .  
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Ths P r o j e c t  i s  now half-way through i t s  exper imenta l  t e r m  and i s  
f o l l o w i n g  much t h e  same p a t t e r n  of development as t h e  Family 
C e n t r e  P ro jec t .  
vo lved  i n  i t s  d e c i s i o n  making and 'day-to-day o p e r a t i o n ,  and s k i l l -  
t r a n s f e r i n g  a c t i v i t i e s  form a major  p a r t  of t h e  work of the con- 
sumers. One d i f f e r e n c e  between S P A N  and t h e  Family Cen t re  P r o j e c t  
i s  t h a t  i n  SPAN, t h e  s o c i a l  a c t i o n  and community e d u c a t i o n  a s p e c t s  
of t h e  program are  deve lop ing  e a r l i e r  and a t  a much f a s t e r  r a t e  
t h a n  t h e y  d i d  i n  t h e  Family Cent re  P r o j e c t .  

Consumers of  t h e  P r o j e c t  a r e  beginning  t o  be i n -  

Two o t h e r  i m p o r t a n t  d i f f e r e n c e s  between t h e  two programs are a 
m a t t e r  of emphasis  and s t y l e ,  r a t h e r  t h a n  major d e p a r t u r e s  f r o m  
t h e  deve lopmenta l  approach.  F i r s t l y ,  t h e  f o u r  power r equ i r emen t  
f o r  s o c i a l  change i s  i m p l i c i t  r a t h e r  t h a n  e x p l i c i t  i n  t h e  p r o j e c t  
and does n o t  form p a r t  of  t h e  r h e t o r i c  of t h e  consumers. Secondly ,  
arnongst t h e  t e c h n i q u e s  used t o  deve lop  ' t h e  powers ' ,  s k i l l .  t r a n s -  
f e r e n c e  r a t h e r  t h a n  d e p r o f e s s i o n a l i s a t i o n ,  p repondera t e s .  I n  t h e  
Family Cent re  P r o j e c t ,  s k i l l  t r a n s f e r e n c e  was g e n e r a l l y  r e g a r d e d  
as p a r t  of d e p r o f e s s i o n a l i s a t i o n  - a t r a n s f e r  of s k i l l s  from pro-  
f e s s i o n a l s  t o  consumers;  i n  SPAN, t h e r e  i s  g r e a t e r  emphasis on 
t h e  deve lopmenta l  idea t h a t  a l l  p e o p l e  have s k i l l s  r e s u l t i n g  i n  
t r a n s f e r  of s k i l l s  f rom one consumer t o  another  as w e l l  as from 
p r o f e s s i o n a l s  t o  consumers. 

The b road  a i m s  of  SPAN which are r eco rded  i n  i t s  F i r s t  P r o g r e s s  
Repor t  (15 ,  p .33)  remain f i r m l y  based on t h e  developmental  ap- 
proakh .  These b road  a i m s  are:  

* To a s s i s t  o l d e r  p e o p l e  t o  a c h i e v e  access  t o  t h e  com- 
m u n i t y ' s  r e s o u r c e s ,  to a c q u i r e  in fo rma t ion ,  t o  widen 
t h e i r  o p p o r t u n i t i e s  t o  form r e l a t i o n s h i p s ,  and t o  
g a i n  a c c e s s  t o  t h e  decis ion-making bodies  i n  t h e  corn- 
muni t y  . 

* T o  raise t h e  consc iousness  of  o l d e r  people  about  t h e  
i s s u e s  ra i sed  by t h e  age ing  p r o c e s s  and, hence,  e n a b l e  
them t o  create new r o l e s  f o r  o l d e r  people  i n  t h e  com- 
munity.  

T h i s  b r i e f  surnmary of t h e  SPWJ p r o j e c t  has  a t t e n g t e d  t o  show t h a t  
i t  u s e s  t h e  deve lopmenta l  approach i n  i t s  e n t i r e t y ,  t a k i n g  t h e  
v i e w  t h a t  each of  i t s  e lements  i s  s o  i n t i m a t e l y  r e l a t e d  t o  t h e  
o t h e r s  t h a t  by i t s e l f  i t  canno t  produce  change i n  t h e  sys tem of 
wel fa re  s e r v i c e s  f o r  t h e  aged.  I n  t h i s  p r o j e c t ,  p a r t i a l i s a t i o n  
as a means of improving t h e  r a t e  of adopt ion  has  n o t  been accep- 
t e d .  

. . ./16 
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I t  i s ,  however, i n t e r e s t i n g  t o  n o t e  t h a t  m o d i f i c a t i o n s  of t h e  
SPAN program are now appea r ing  i n  t h e  community a s  r e c r e a t i o n  
programs.  These programs p a r t i a l i s e  t h e  developmental  approach 
and c o n c e n t r a t e  on t h e  s k i l l - t r a n s f e r e n c e  t echn ique .  While t h e y  
seek t o  widen t h e  r e l a t i o n s h i p  o p t i o n s  o f  o l d e r  p e r s o n s ,  other 
more i m p o r t a n t  empowering e l emen t s  o f  t h e  two broad  a i m s  of SPAN 
ment ioned  above are n e g l e c t e d ,  i n  p a r t i c u l a r  t h e  s o c i a l  a c t i o n  
and community e d u c a t i o n  o b j e c t i v e s .  Thus, a l though  p a r t i a l i s a -  
t i o n  a p p e a r s  t o  have h a s t e n e d  t h e  r a t e  o f  adopt ion  of t h e  de- 
ve lopmen ta l  approach ,  it has  a l s o  d i s t o r t e d  its o b j e c t i v e s .  

THE LOCAL EblPLOYNENT DEVELOPMENT PROGRAM 

This program h a s  an i n t e r e s t i n g  h i s t o r y  which i n  a very  s h o r t  
t i m e  h a s  p a s s e d  through f o u r  d i s t i n c t  phases .  I t  o r i g i n a t e d  
f r o m  a s t u d y  of A u s t r a l i a n  Manpower Schemes commissioned by t h e  
V i c k o r i a n  Department of S o c i a l  Wel fa re  i n  June ,  1978, and which 
r e s u l t e d  i n  a r e p o r t  e n t i t l e d  , 'Disadvantaged Workers & Employ- 
ment: P o l i c i e s ,  Programs & J o b s ' .  ( 9 )  The s t u d y  b r i e f  was t o  
" r e p o r t  on e x i s t i n g  manpower programs,  and t o  des ign  and develop  
new approaches  t o  t h e  t r a i n i n g  and employment o f  d i sadvan taged  
workers  a f f e c t e d  by long-term unemployment". ( 9 ,  p .  6) Two re- 
commendations o f  t h i s  r e p o r t  were t h a t :  

* N a t i o n a l  economic p o l i c y  s h o u l d  be a l t e r e d  s o  t h a t  
a f i r s t  p r i o r i t y  i s  t h e  c r e a t i o n  of employment, 
r a t h e r  t h a n  t h e  r e d u c t i o n  of i n f l a t i o n .  

* The Governinent shou ld  c rea te  a l a r g e - s c a l e  j o b  c rea -  
t i o n  program w i t h i n  which t h e  d isadvantaged  unern- 
p l a y e d  worker  s h o u l d  have  p r i o r i t y  access.  ( 9 ,  p.178) 

Th i s  s t u d y  was p u b l i s h e d  i n  F e b r u a r y ,  1 9 7 9 ,  and one of i t s  re- 
s u l t s  w a s  a Brotherhood p r o p o s a l  f o r  a p i l o t  p r o j e c t  i n  j o b  
c r e a t i o n ,  e n t i t l e d  a L o c a l  Employment Program ( L E P )  . This  pro-  
p o s a l  ( 1 9 )  w a s  sub-headed, "A P r o p o s a l  f o r  a P i l o t  P r o j e c t  based  
on a Developmental  Program f o r  t h e  Unemployed Disadvantaged Wor- 
k e r  I'  and l e a n t  h e a v i l y  on t h e  developrr.enta1 approach emphasizing 
p a r t i c u l a r l y  t h a t  unemployment was n o t  t h e  ' f a u l t '  of  i n d i v i d u a l s ,  
b u t  a f u n c t i o n  of  economic,  s o c i a l  and p o l i t i c a l  f o r c e s ,  and t h a t  
d e c e n t r a l i z e d  d e c i s i o n  making w a s  a p r e r e q u i s i t e  f o r  t h e  s u c c e s s  
of t h e  program. The f o l l o w i n g  pa rag raph  e n c a p s u l a t e s  t h e  develop-  
men ta l  approach as i t  was used i n  t h i s  p r o p o s a l :  

. . . / I 7  
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I n  c o n t r a s t ,  a developmental  approach t o  unemployment 
f o c u s e s  on t h e  a c t u a l  and p o t e n t i a l  expe r i ence ,  know- 
l e d g e  and s k i l l s  of  t h e  unemployed. I t  assumes and 
f o c u s e s  on p o t e n t i a l  f o r  growth. I t  encourages rea l ,  
a s  opposed t o  token ,  p a r t i c i p a t i o n  i n  programs. I t  
r e c o g n i s e s  t h a t  unemployed peop le  a r e  a s  capable  o f  
c o n t r i b u t i n g  t o  s o c i e t y  a s  employed people .  I n  b r i e f ,  
t h e  deve lopmenta l  approach r e c o g n i s e s  t h a t  t h e  on ly  
r e a l  way i n  which people  can c o n t r i b u t e  t o  s o c i e t y  i s  
th rough  s o c i a l l y  u s e f u l  and p e r s o n a l l y  s a t i s f y i n g  j o b s .  
( 1 9 ,  P.13) 

The Brotherhood p r o p o s a l  was s u b m i t t e d  t o  t h e  V i c t o r i a n  Employ- 
ment Committee which a t  t h a t  t i m e  was empowered t o  d i s t r i b u t e  
f u n d s  t o  programs which might e a s e  t h e  unemployment p o s i t i o n .  
The p r o p o s a l  w a s  a c c e p t e d  f o r  f u n d i n g  w i t h  some m o d i f i c a t i o n  
which i n c l u d e d  j o i n t  management of t h e  p r o j e c t .  Other  mod i f i ca -  
t i o n s  r e v o l v e d  around,  r educ ing  t h e  c o s t  of t h e  p r o j e c t  by pro-  
v i d i n g  one i n s t e a d  o f  f o u r  s t a f f ,  and widening t h e  scope of t h e  
p r o j e c t  t o  i n c l u d e  t h e  c r e a t i o n  o f  j obs  i n  p r i v a t e  a s  w e l l  a s  
p u b l i c  i n d u s t r i e s  and i n  secondary as w e l l  as  t e r t i a r y  i n d u s t r y .  

The p r o p o s a l  was r e w r i t t e n  t o  i n c l u d e  t h e s e  changes and was re- 
named t h e  Neighbourhood Employment Development Program (NEDP)  . 
( 2 0 )  Although t h e  s e c t i o n s  of  t h e  p r o p o s a l  which d e s c r i b e d  t h e  
devkloprnental  approach w e r e  l e f t  i n t a c t ,  t h e  e f f e c t  of t h e  
changes  t o  t h e  p r o p o s a l  modi f ied  , the approach c o n s i d e r a b l y .  

The i n c l u s i o n  o f  s m a l l  b u s i n e s s  and p r i v a t e  e n t e r p r i s e  a s  avenues 
f o r  j o b  c r e a t i o n  d imin i shed  t h e  r o l e  of  t h e  p r o j e c t  i n  e q u a l i z i n g  
job o p p o r t u n i t i e s  f o r  d i sadvan taged  workers ,  t h e  r a d i c a l  reduc-  
t i o n  of  s t a f f  d i m i n i s h e d  t h e  p r o j e c t ' s  s e l f - a c t u a l i s a t i o n  poten-  
t i a l  and d i s p e n s e d  w i t h  o p p o r t u n i t i e s  f o r  t h e  unemployed t o  pa r -  
t i c i p a t e  i n  d e c i s i o n  making and t h e  c o n t r o l  of t h e  p r o j e c t ,  and 
t h e  j o i n t  management committee i n c r e a s e d  t h e  c e n t r a l i s a t i o n  of 
d e c i s i o n  making. 

The r e p o r t  of t h e  s t u d y  of manpower programs and t h e  NEDP pro-  
p o s a l s  w e r e  used as r e s o u r c e  documents f o r  a Working P a r t y  on 
L o c a l  Employment Development s e t  up by t h e  V i c t o r i a n  Employment 
C o m m i t t e e .  T h i s  Working P a r t y  produced a document e n t i t l e d  t h e  
L o c a l  Employment Development Report '  (LED) which s e t  o u t  a pro-  
p o s a l  (18) f o r  an Employment Development Program which f u r t h e r  
p a r t i a l i s e d  and d i s t o r t e d  t h e  developmental  approach. This  pro- 
p o s a l  o u t l i n e d  a program which made no a t tempt  t o  empower unem- 
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p l o y e d  p e r s o n s  through p a r t i c i p a t i o n  i n  d e c i s i o n  making o r  t o  
change s o c i a l  s t r u c t u r e s  t o  i n c r e a s e  employment o p p o r t u n i t i e s .  
I n  r e a l i t y ,  it i s  an  a t t e m p t  t o  r a t i o n a l i z e  and maximise t h e  use 
of e x i s t i n g  l o c a l  r e s o u r c e s  by t h e  development of a t r i pa r t i t e  
b u r e a u c r a t i c  s t r u c t u r e  which c e n t r a l i z e s  d e c i s i o n  making. A l -  
though t h e  p r o p o s a l  s t i l l  i n c l u d e s  t h e  i d e a  of emphasizing op- 
p o r t u n i t i e s  f o r  d i sadvan taged  unemployed workers ( 1 8 ,  p.20) I 

t h e s e  i d e a s  were o n l y  i n c l u d e d  a t  t h e  i n s i s t e n c e  o f  s e v e r a l  
members of t h e  Working P a r t y  who were i n t i m a t e l y  aware o f  the 
deve lopmen ta l  approach and i t s  o b j e c t i v e s  . 

This  summary of t h e  phases  th rough  which t h e  i n n o v a t i o n  of l o c a l  
employment development  based  on t h e  developmental  approach h a s  
p a s s e d  show n o t  on ly  p a r t i a l i s a t i o n  of  t h e  developmental  ap- 
p r o a c h ,  b u t  t h e  way i n  which t h a t  p a r t i a l i s a t i o n  has  d i s t o r t e d  
t h e  s o c i a l  change o l2 j ec t ives  o f  t h e  approach. 

Conc lus ion :  Some G u i d e l i n e s  f o r  Act ion  

The i m p o r t a n c e  of i n n o v a t i o n  i s  a p p a r e n t  when t h e  f o l l o w i n g  des- 
c r i p t i o n s  of t h e  r e l a t i o n s h i p  between innova t ion  and s o c i a l  
change are c o n s i d e r e d :  

* When an i n n o v a t i o n  i s  d i f f u s e d  and adopted ( e i t h e r  
s y m b o l i c a l l y  o r  b e h a v i o u r a l l y )  by a s u f f i c i e n t  num- 
ber of t h e  r e l e v a n t  u n i t s  i n  a s o c i a l  sys tem t o  re- 
g i s t e r  an impac t  (becoming an i n t e g r a t e d  p a r t  of 
t h e  normat ive  p a t t e r n s  i n  t h e  system) it i s  s a i d  
t h a t  soc ia l  change has  o c c u r r e d  i n  t h e  system under  
d i s c u s s i o n .  ( 2 9 ,  p .14)  

* The b a s i c  dynamic c o r e  o f  s o c i a l  change, t h e  adop t ion  
and d i f f u s i o n  p r o c e s s e s ,  evolves around an i n n o v a t i o n .  
( 1 7 ,  p .94)  

I f  t h e  r e l a t i o n s h i p  between i n n o v a t i o n  and s o c i a l  change i s  pro-  
perly u n d e r s t o o d  by change a g e n t s ,  f u l l e r  knowledge about  t h e  
a t t r i b u t e s  of i n n o v a t i o n s  means t h a t  t h e y  can be manipula ted  
as " e n t r y  p o i n t s  i n  t h e  s o c i a l  change p r o c e s s " .  ( 1 7 ,  p .114)  
The deve lopmen ta l  approach i t s e l f  p o s t u l a t e s  t h a t  'power ove r  
i n f o r m a t i o n '  i s  one of t h e  n e c e s s i t i e s  f o r  s o c i a l  change! 

I n t r g d u c i n g  a n  i n n o v a t i o n  t o  a new o r  an e x i s t i n g  program i s  an 
i n t e r v e n t i o n ,  if t h e  a t t r i b u t e s  o f  t h a t  i nnova t ion  are  under- 
s t o o d  and c o n t r o l l e d  s o  t h a t  t h e  d e s i r e d  s o c i a l  change i s  
a c h i e v e d ,  i t  becomes a s u c c e s s f u l  i n t e r v e n t i o n .  
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The c a s e  s t u d i e s  above s u g g e s t  s e v e r a l  g u i d e l i n e s  abou t  t h e  at-  
t r i b u t e s  of t h e  developmental  approach innova t ion  which may be  
u s e f u l  t o  p r a c t i s i n g  change a g e n t s  who a r e  seek ing  t o  a c h i e v e  
t h e  t y p e  o f  s o c i a l  change which i s  t h e  o b j e c t i v e  of t h e  deve lop-  
m e n t a l  approach ,  t h a t  i s  change which g i v e s  i n d i v i d u a l s  i n c r e a s e d  
c o n t r o l  ove r  t h e i r  own d e s t i n i e s .  W h i l s t  t h e s e  g u i d e l i n e s  r e f e r  
on ly  t o  t h e  p a r t i c u l a r  i n n o v a t i o n  under  d i s c u s s i o n ,  it i s  pro- 
b a b l e  t h a t  t h e y  will b e  u s e f u l  to any p r a c t i t i o n e r  a t t e m p t i n g  t o  
i n t r o d u c e  an i n n o v a t i o n  which i s  composed of a s e t  of i n t e r d e p e n -  
d e n t  i d e a s .  

1. The more d i s t a n t  an i n n o v a t i o n  i s  from i t s  o r i g i n a l  
s o u r c e ,  t h e  more l i k e l y  it i s  t o  be  p a r t i a l i s e d .  
The d imens ions  of d i s t a n c e  i n c l u d e  t ime,  space, d i -  
vergence  of soc ia l  s y s t e m s  and t h e  f requency of u s e .  

2 .  P a r t i a l i s a t i o n  e n a b l e s  t h e  adop t ion  of p a r t s  of an 
i n n o v a t i v e  package ,  b u t  e i t h e r  d i s t o r t s ,  o r  d i s p l a c e s ,  
t h e  o b j e c t i v e  of  t h e  t o t a l  package .. 

3 .  The c o n t e n t  o f  an i n n o v a t i o n  i s  pe rce ived  d i f f e r e n t l y  
by i t s  o r i g i n a t o r  and i t s  a d o p t e r s ,  consequent ly  t h o s e  
a s p e c t s  of an i n n o v a t i o n  c o n s i d e r e d  most impor t an t  by 
i t s  o r i g i n a t o r  are n o t  n e c e s s a r i l y  t h o s e  cons ide red  
most i m p o r t a n t  by i t s  a d o p t e r s .  

4. A s  t h e  d i f f u s i o n  r o c e s s  c o n t i n u e s  over  t i m e ,  t h e  
' i d e a '  component IF' of t h e  i n n o v a t i o n  i s  d i l u t e d  o r  
o t h e r w i s e  weakened, p a r t i c u l a r l y  when It i s  adopted  
by n o n - p r o f e s s i o n a l  o r g a n i s a t i o n s .  

* * * * * * * * *  
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Notes 

1. The p r o c e s s  of p e r c e i v i n g  an o l d  need i n  a new way has been  
desc r ' i bed  as t h e  performance gap and d e f i n e d  as t h e  d i s c r e p -  
ancy "between what t h e  o r g a n i z a t i o n  could  do by v i r t u e  of a 
g o a l - r e l a t e d  o p p o r t u n i t y  i n  i t s  environment and what it ac- 
t u a l l y  does  i n  terms of e x p l o i t i n g  t h a t  o p p o r t u n i t y " .  ( 2 9  ,p - 2 )  

2 .  The Family Service P r o j e c t  was a p rev ious  Brotherhood o f  S t  
Laurence i n n o v a t i o n .  The P r o j e c t  was conducted ove r  a p e r i o d  
of f i v e  y e a r s  between 1 9 5 5  and 1959, and c o n s i s t e d  o f  i n t e n -  
s ive  casework w i t h  ve ry  d e p r i v e d  low-income families,  f o r  
example,  i n  1 9 5 6  seven  Brotherhood s o c i a l  workers  were work- 
i n g  w i t h  80 f a m i l i e s .  F a m i l i e s  were selected from t h o s e  
l i v i n g  i n  a temporary h o u s i n g  s e t t l e m e n t  i n  Camp P e l 1  and 
were i n c l u d e d  i n  the p r o j e c t  i f  t h e i r  a p p l i c a t i o n s  for Hous- 
i n g  Commission accommodation w e r e  r e j e c t e d  on t h e  grounds of  
r e n t  a r r e a r s  and/or  l i v i n g  s t a n d a r d s .  The o b j e c t i v e  o f  t h e  
P r o j e c t  was t o  h e l p  f a m i l i e s  becone e l i g i b l e  f o r  Housing Com- 
m i s s i o n  a c c o m o d a t i o n .  

J u d i t h  O ' N e i l l  and Rosemary Na i rn ,  The Have-Pclots - A Study 
of 1 5 0  Low-Income F a m i l i e s ,  Brotherhood o f  S t  Laurence,  Mel- 
bourne ,  1 9 7 2 .  T h i s  w a s  a s t u d y  o f  t h e  c l i e n t s ,  an?. t h e  fa- 
m i l i e s  t h e y  r e p r e s e n t e d ,  who came t o  t h e  S o c i a l  S e r v i c e  Bu-- 
reau of the Brotherhood i n  1 9 6 7 .  

3.  A d e t a i l e d  and s u c c i n c t  accoun t  of t h e  Family Centre  Pro jec t  
'which draws on t h e  many r e s e a r c h  and p r o g r e s s  r e p o r t s  w r i t t e n  
a b o u t  i t ,  can  be found i n  Michael  Liffman, Power f o r  t h e  Poor, 
George A l l e n  and Unwin, Sydney, 1 9 7 8 .  Michael Liffman was one 
of t h e  t w o  r e s e a r c h  workers  employed i n  t h e  Family Cen t re  P r o -  
j ec t .  

4 .  One i n t e r e s t i n g  o b s e r v a t i o n  from t h 2  Family Centre  Project was 
t h a t  of a11 t h e  ' h e l p i n g '  d i s c i p l i n e s  r e p r e s e n t e d  on t h e  staff, 
it w a s  only t h e  s o c i a l  workers  ( t h r e e  d i f f e r e n t  s o c i a l  work 
s c h o o l s  were r e p r e s e n t e d )  who knew how t o  c o n c e p t u a l i s e  t h e i r  
p r a c t i c e  knowledge. 

5.  The concep t  of power and i t s  d i s t r i b u t i o n  h a s  received a lot 
of a t t e n t i o n  from s o c i o l o g i s t s  and  p o l i t i c a l  s c i e n t i s t s ,  b u t  
i s  a r e l a t i v e l y  new concep t  f o r  s o c i a l  work. On t h e  whole,  
a t  t h e  t i m e  of  t h e  P r o j e c t  (1972-75), t h e  concep t  was repug- 
n a n t  t o  A u s t r a l i a n  s o c i a l  workers  whose t r a i n i n g  geared  them 
t o  consensus  and h e l p i n g  p e o p l e  t o  f i t  i n t o  t h e  s t a t u s  quo 
r a t h e r  t h a n  changing  i t .  



21. 

6 .  A l a t e r  r e f inemen t  of  t h e  developmental  approach ,adds s k i l l  
t r a n s f e r e n c e  t o  t h e  l i s t  o f  techniques  used t o  deve lop  t h e  
f o u r  powers.  

7 .  The open f i l e  seems t o  have cap tu red  t h e  imag ina t ion  of the 
wel fa re  world and 'pops up'  a l l  over  A u s t r a l i a  from Darwin 
t o  P e r t h .  A s t u d y  of t h e  d i f f u s i o n  of t h i s  i d e a  cou ld  be 
q u i t e  rewarding .  

8 .  Family Day Care i s  a Brotherhood s e r v i c e  f o r  t h e  care o f  
c h i l d r e n  whose p a r e n t s  work. The s e r v i c e  began as a three 
y e a r  p i l o t  program i n  1 9 7 1 ,  b u t  h a s  now been extended t o  
become a r e g u l a r  p a r t  of  t h e  Bro the rhood ' s  s e r v i c e  program. 
The program u t i l i z e s  t h e  experiences and s k i l l s  of l o c a l  
mothers  who are a t  home and w i l l i n g  t o  care f o r  t h e  c h i l -  
d r e n  of working mothers  i n  t h e i r  own homes. 

9 .  J a c k  Rothman's book Planning  and Organizing f o r  S o c i a l  
Change c o l l e c t s  community-level r e sea rch  f i n d i n g s  and ox- 
g a n i z e s  them i n t o  c o n c e p t u a l  c a t e g o r i e s  which a r e  of  rele- 
vance t o  p r a c t i t i o n e r s .  I n  c o l l e c t i n g  t h i s  ev idence ,  s t u d y  
c r i t e r i a  r e l a t e d  t o  s y s t e m a t i c  and c o n t r o l l e d  i n v e s t i g a t i o n  
of phenomena w e r e  employed t o  select  s t u d i e s .  

1 0 .  An A u s t r a l i a n  A s s o c i a t i o n  of Socia l  V?orkers ' Conference was 
h e l d  i n  Ade la ide  i n  May, 1 9 7 7 .  Act ion  & Resource C e n t r e  
f a m i l y  members p a r t i c i p a t e d  i n  t h i s  Conference by a p resen -  
t a t i o n  a t  a Pove r ty  and Family L i f e  s e s s i o n ,  and by a t t e n d -  
ance  a t  workshops and p l e n a r y  s e s s i o n s .  Family members re- 
p o r t e d  t o  t h e  a u t h o r  t h a t  t h e y  had been accused of an  a n t i -  
p r o f e s s i o n a l  a t t i t u d e  by l e a d i n g  p r o f e s s i o n a l  s o c i a l  w o r k e r s  
a t t e n d i n g  t h e  Conference.  Indeed ,  a n t i - p r o f e s s i o n a l i s m  was 
p a r t  of t h e  r h e t o r i c  of some fami ly  m e m b e r s ,  b u t  t h e  depro-  
f e s s i o n a l i s a t i o n  t echn ique  was n o t  designed t o  have t h i s  e€- 
f e c t  and t h e  r e l a t i o n s h i p s  of t h e  family members and sympa- 
t h e t i c  p r o f e s s i o n a l s  i n  t h e  f i e l d  were c e r t a i n l y  nok a n t i -  
p r o f e s s i o n a l .  

11. F o r  t h e  f i r s t  seven y e a r s  o f  t h e  P r o j e c t ,  t h e  s t a f f  complement 
i n c l u d e d  a group of ' s u p p o r t  w o r k e r s ' .  These were p e o p l e  who 
were n o t h d i g e n o u s , s o r n e  of them had s p e c i f i c  s k i l l s  such as 
t y p i n g ,  b u t  t h e y  were n o t  t r a i n e d  p r o f e s s i o n a l s .  The t e r m  
' p r o f e s s i o n a l '  i n  t h i s  pape r  i s  used t o  describe t h o s e  p s r -  
s o n s  who have been educa ted  i n ,  and fiave p r a c t i s e d ,  a p a r -  
t i c u l a r  d i s c i p l i n e ,  f o r  example,  s o c i a l  work, t e a c h i n g  or  
y o u t h  work. 
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1 2 .  S i n c e  w r i t i n g  t h i s  p a p e r ,  an agreement has  been reached be-  
tween t h e  Ac t ion  & Resource Cen t re  and t h e  Brotherhood o f  
S t  Laurence t h a t  p r o f e s s i o n a l  i n p u t  w i l l  be  provided  by 
t h e  Brotherhood t o  ass is t  t h e  Cent re  members t o  p l an  i t s  
f u t u r e .  

13. The d e m o n s t r a t i o n  p r o j e c t  r e f e r r e d  t o  i n  t h i s  paragraph  i s  
t h e  SPAN p r o j e c t  f o r  o l d e r  and r e t i r e d  peop le  which is des-  
c r i b e d  i n  a l a t e r  s e c t i o n  of  t h e  pape r .  SPAN i s  n o t  an 
acronym, b u t  i s  meant as a symbol of a b r i d g e  because it 
i s  b e l i e v e d  t h a t  o l d e r  p e o p l e  are i n  a unique p o s i t i o n  t o  
c r o s s  a g e ,  sex  and class b a r r i e r s .  

1 4 .  One servkce i n  e x i s t e n c e  b e f o r e  t h e  c r e a t i o n  of t h e  develop-  
men ta l  approach  was t h e  M a t e r i a l  Aid S e r v i c e ,  i n  which t h e  
approach  w a s  n o t  u sed .  
d i d  i n f l u e n c e  a r e c e n t  e v a l u a t i o n  of t h e  s e r v i c e  which h a s  
r e s u l t e d  i n  a program change c u r r e n t l y  b e i n g  planned which 
does u s e  t h e  approach .  

However, t h e  developmental  approach 

1 5 .  The V i c t o r i a n  Employment Committee was formed i n  December, 
1 9 7 9 ,  a f t e r  a Conference c a l l e d  by t h e  V i c t o r i a n  P r e m i e r  
e n t i t l e d  'Work f o r  To-morrow'. I t  i s  a t r i p a r t i t e  com- 
m i t t e e  composed of government,  employer and t r ade .  union 

ment mat te rs ,  deve lop  employment p o l i c i e s  and recommend 
them t o  t h e  V i c t o r i a n  Government. 

a r e p r e s e n t a t i v e s  whose main o b j e c t i v e  i s  t o  exanine employ- 

16. The need for t h s  SPAN demons t r a t ion  p r o j e c t  was f i r s t  d i s -  
c u s s e d  a t  a Brotherhood Execu t ive  Meeting i n  November, 1 9 7 6 .  
T h i s  p a r a g r a p h  i s  a summary of  t h e  n o t e s  t aken  a t  t h a t  m e e t -  
i n g ;  
p r o g r e s s  r e p o r t  of t h e  SPAN p r o j e c t .  ( 1 5 ,  p . 2 )  

t h e  f u l l  t ex t  of t h e  n o t e s  can be found i n  t h e  f i r s t  

1 7 .  Rogers and Shoemaker ( 2 3 ,  p . 2 1 )  s ay  t h a t  an innova t ion  may 
an i d e a  component and an o b j e c t  com- have  two components : 

ponen t  ( t h a t  i s ,  t h e  m a t e r i a l .  o r  p h y s i c a l  p roduc t  a s p e c t  
of  t h e  i d e a ) .  
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