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CHAPTER 1: | NTRODUCTI ON

When Proposition 13 struck the State of California in 1978,
it was the dawning of the age of retrenchnent for the public
sector. Soon after, Ronald Reagan swept into the White House on
a promse to "get government off our backs." The crunch between
the cost of public services and the willingness of citizens to
pay for them had arrived. "Retrenchment" "downsizing" and
"cut back management,"” ugly words sel dom heard by public managers,
wer e suddenly on everyone's |ips.

The recent advent of a Denocratic adm nistration has offered
no relief for the public sector. Saddled with enormous deficits
and much rhetoric about balancing the budget, the Clinton
Adm ni stration |launched the "National Performance Review' which
prom ses to reduce personnel in the executive branch by 252,000
over the next five years.' Public adm nistrators are being
asked to nmeet growi ng public needs with shrinking resources.

At the same time, public agencies at all levels are
followmng the private sector into quality inprovement prograns
operating under various names such as Total Quality Management

(T and Continuous Quality Inprovement (CQ). Publ i ¢ agencies

are seeking to satisfy their "custonmers," enpower their
enpl oyees, transform the work place, and inprove their "product”
whi |l e coping with decreased resources.

VWhi | e proponents of quality inmprovement prograns pronote

them as a nmeans to stream ine processes and elim nate excess

lRonald c Moe, "The 'Reinvent ing Government * Exercise,”

Public Admnistration Review 54 (March/April 1994): 114.



managenment, quality rhetoric may sound hypocritical to enployees
trying to survive in a cutback environment. There is a conflict
between the centralized decision-making usually required for

cut backs and the enpowernent prom sed by cQI. A basic tenet of
CQ is elimnation of fear in the work place but downsizing
creates new fears.

A manager in a recently downsized organization relates a
tale of organizational crisis:

We had all been friends. We worked well together and

covered for each other. Sone of our team including our

boss, were ineffective, but we covered for them by doing for
themthe things they didn't do well. We took seriously the
organi zation's new commtnment to CcQI and were working to
determ ne what our customers needed. Then downsizing hit
and we all knew that three of our twelve positions would be
cut. Cooperation and enmpowerment di sappeared. We | ost
sight of our mssion and each fought for our individua
survival. We tried to exercise enpowernent and everything
becane a group decision. Enpowerment failed because
everyone gave protective responses and people did not know
how to nmake decisions. There was extreme paranoia, people
woul d not share information and there was no |onger any
trust in our environnent. We lost faith in CQl because of
what we saw happening. There was enornmous stress and people
in stress resort to old ways of doing things.

Managers caught between the forces of downsizing and quality
i nprovenment initiatives may understand well the cliche about
being stuck between a rock and a hard place.

The purpose of this research project wll be to exanmi ne the
process of downsizing in a public facility which enploys quality
managenment principles and to describe the inpact of
organi zational change on the organization, its enployees and its
services. The selected organization is Austin State School which

provi des residential services to persons with mental retardation.



The organization is a division of the Texas Departnent of Mental

Ret ardati on, an agency of the State of Texas.

REPORT STRUCTURE

The five chapters that followwll include
a reviewof the pertinent literature;
a discussion of the research setting including a
description of the selected organization, an
explanation of the outside forces influencing the
agency, a description of the agency's quality
i nprovenment initiatives and a description of the
agency's recent retrenchment; the conceptual framework
and wor ki ng hypot heses;

a discussion of the case study methodol ogy and the
format of this case study.

an analysis of the results obtained.
a summary and concl usi on.
The next chapter, the reviewof literature, describes the
significant witings about downsizing and incorporates relevant

materials on Total Quality Managenent.



CHAPTER 2: LI TERATURE REVI EW

CHAPTER SUMVARY

Robert Tomasko suggests that "we often use words to distance
oursel ves from unpl easant happeni ngs" because sel f-del usion may
be necessary to get through a difficult time.' Perhaps this is
why there are so many different terms applied to the process of
reduci ng costs, prograns and enpl oyees. Charl es Levine defines
"cut back management” as managi ng an organi zati on towards | ower
| evel s of resource consunption and organi zational activity. L
"Retrenchment” is defined by Clifford Harrison as any reduction
in human resource costs including staff reduction, salary freezes
or reductions, reduced training expenses, early retirenment
programs, reduced workweek or simlar actions to reduce enployee
expenses‘3 Cameron, Kim and Whet ten define "organizationa
decline" as a condition in which a substantial absolute decrease
in an organi zation's resource base occurs over a specified period

of time." ! Tomasko uses the term "demassing”, a word coined to

'Robert M Tomasko, Downsizing: Reshaping the Corporation
for the Future (New York: American Managenment Association, 1990),
43.

charles H. Levine, "Mre on Cutback Management : Hard
Questions for Hard Times,"Public Managenent Forum 39 (March/April
1979): 180.

3Cli_fford E Harrison, Managing Staff Reductions in
Corporations (Ann Arbor: UM Press, 1986), 3.

*kim S. Caneron, Myung U Kim and David Whetten,
"Organi zational Effects of Decline and Turbul ence,”
Adm ni strative Science Quarterly 32 (1987): 224.




characterize renoval s of "large chunks of managers and
professionals fromthe their organizations" in order to |ower

cost S.|

A survey of the literature on cutback nmanagenent traces the
rising inportance of the subject in the early 1980s. There are
few, if any articles, dated prior to 1979. Witing on the
subject as it relates to the public sector tapers off in 1989.
Prior to 1985, the great majority of the literature focuses on
downsi zing in the public sector. After 1986 al most all of the
literature focuses on private sector "downsizing". |In the |ast
two years, articles on public retrenchnent have begun to
reappear.

Some of the literature on the private sector is applicable
to the private sector. However, the literature often dwells on
options not available to the public manager who |acks the
corporate freedomto shift priorities, nmake budget adjustnents
and provide outplacenent services to displaced enployees.

A common conpl aint among witers is the lack of data
concerni ng downsi zing. David Whetten wites "A review of the
literature on organi zational metanorphosis yields an extensive
bi bl i ography on organi zation growth but few materials on

decline." ®

Whetten suggests that there is a preoccupation with
growt h because growth has been seen as the desirable condition

for organi zations. Decline is associated with failure and there

5Tomasko, Downsi zi ng, 29.

‘pavid A \et ten, "Organi zati onal Decline: A Neglected
Topic in Organi zational Science," Acadeny of Managenent Review 5
(1980): 577.




nl | naddition, the

Is a "societal taboo against failure.
tremendous prosperity following World War 11 nade corporate

growth so common that organizations in decline were so rare that
"they were viewed as aberrations and . . .dism ssed as exanples

n Managers had little to gain and much

of faulty managenent.
to lose by permtting outsiders to chronicle their decline.
Furthermore, declining organizations cannot afford the [uxury of
research. ?

Robert Behn writes "A manager faced with declining resources
can do one of two things: elimnate the organi zation conpletely
or cut it back. Termnation, | have concluded, is the easier

U The purpose of this chapter is to reviewthe body of

task. "
existing literature which exam nes and explains the difficult
process of organi zational downsizing, its history, causes,

met hods, and consequences. Although the focus wll be on the
public sector, relevant literature fromthe corporate sector wl
also be reviewed. While some relevant materials on Total Quality
Managenent wll be incorporated, no attempt wll be made to

survey the enornous body of literature on this subject.

"1bid., 580.
}1bid., 579.
‘Ibid.

WRobert D.Behn, "Leadership for Cut-Back Managenent : The
Use of Corporate Strategy," Public Adm nistration Review 40
(November /December 1980): 614.




PUBLI C VS. PRI VATE SECTOR

Wiile retrenchnents in public and private sector
organi zati ons share nmany characteristics, the notivations,
strategies, problens and outconmes may differ greatly.

Robert Tomasko, the current guru of corporate downsi zing,
expl ains that downsi zing has become necessary in the private
sector because bl oated organi zati ons have becone corporate
bureaucraci es or "corpocracies" with oversized managenent. After
Wrld War 11, three-fourths of corporate enpl oyees were in
production jobs while the remainder did staff work such as
accounting, personnel, or public relations. By the 1980s, the
per cent age was al nost reversed. I

Since 1979, nore than one mllion nmanagers and staff
professionals in this country have lost their jobs through
downsi zi ng, or "demassing" as Tonmasko terns the process of
| owering costs through |owering nmanagerial headcounts. Tomasko
cites a nunber of forces behind recent corporate downsizing:
overseas conpetition, globalization of American conpanies, the
decline of manufacturing, declining energy and commodity prices,
deregul ation, pressures for earning growh in nmature markets,
stock price-driven strategic planning and the nerger and
acquisition frenzy. Tomasko cites a "bandwagon" effect at work
in corporations. Demassing is no |longer a phenonenon limted to
the very troubled, but is "in style.”

Forces driving public sector downsizing are different.

11Tomasko, Downsi zi ng, 1.



Levine cites five reasons for public sector retrenchment:

- the solution, alleviation or redefinition of a public
probl em |i ke manned space flight.

- denmographi ¢ changes affecting services |like education

change in taxpayer support such as California's
Proposition 13

- change in priorities such as Equal Enploynent Opportunity
progranms

. erosion of economic base/taxing capacity

The major difference is that public managers control neither goal
setting nor the means for making policy and inplenmenting orderly
change. These deficiencies dictate that organizati onal
retrenchment in the public sector wll be "nmore turbulent, nore
politicized and nore uncertain.” " Levine cites six
preconditions necessary for successful organizational change, all
of which are weak in the public sector:

centralized authority

- continuity of top managenent to support nmulti-year
strategies

rapid feedback to evaluate effectiveness
budgetary flexibility
- incentives

capacity to target cuts according to goals and priorities

Icharles H Levine, Irene s. Rubin, and George G. o
Wol ohoj i an, "Managi ng Organi zational Retrenchment: Preconditions,
Deficiencies, and Adaptations in the Public Sector,"

Adm nistration & Society 14 (May 1982): 103.
Bibid., 102.



HI STORI CAL PERSPECTI VE

"Expenditure in cash is up to at least 40 mllions, the
(financiers) are abandoning us, and the masses wll not pay
either the newor the old taxes. W are now at the bottom of the
pot."“ Al t hough this predicament mght sound famliar to many
of today's public managers, the statenent was written by a 17th
Century financial official and quoted by Naom Caiden in her
article "A Backward Look at Fiscal Stress." Caiden notes that
the el ements of public sector financial problems are unchanged:
uncontrol | abl e expenditures, low credit ratings affecting ability
to borrow, failing revenues, resistance to increased taxation,
and inability to neet immediate commi t ment s. 1}

Al t hough today's American citizens consider fiscal problens
to be a recent devel opment, rulers have struggled throughout
history to extract sufficient income fromtheir subjects. Unti
recently, fiscal stress was the rule for governnents. Pre-
revol utionary France was plagued by fiscal stress throughout

16

centuries fromits inception to its fall. The nation's

"fiscal stress was a natural consequence of profligate spending
policies and hated fiscal policies."”

Charl es Levine and Irene Rubin in their book Fiscal Stress

" Naoni cai den, "Negative Financial Management:A Backward
Look at Fiscal Stress"™ in CH Levine and |I.S. Rubin, Eds.
Fiscal Stress and Public Policy. Beverly Hills: Sage, 1980. 143.

U bid., 143.
%1bid., 139.

"ibid., 143.



and Public Policy note that Americans, living am dst great

weal th, find it easy to forget that resources are "scarce,
linited and exhaustible." ! The rapid growth of the econony
following the second World War and the expansion of public
prograns "al nost buried the classic debate between advocates of
[imted government and free-market capitalism and proponents of
an active interventionist state. " U

It seemed during the 1950s and 1960s that government had an
unlimted capacity to solve problems through public prograns.
Such expectations were new. Previous national policy had been
"dom nated by a conservative ideology: Mankind's problems were
| argely preordai ned and government intervention was un unlikely
source of relief." ¥ During the 19th and 20th centuries, the
abundant tax resources supported limted activities of war and
defense. The success of the Roosevelt Adm nistration's New Dea
combi ned with Keynesian econom cs to produce a new |libera
i deol ogy in which the abundant public resources would be directed
to resolve public and private problens.

Econom c growth slowed drastically during the 1970s
producing inflation, unenploynment and budget deficits. Austerity
prograns were |aunched and debate grew over the proper scope of

government. Witing in 1980, Levine and Rubin state

Bcharles H. Levine and Irene Rubin, Fiscal Stress and
Public Policy (Beverly Hills: Sage, 1980) 11.

Bibja.

Wipid.



Al'l through the capitalist world, conservative politica

parties who prom se to cutback the size of welfare and other

governnent programs have flourished, while the |ibera

social programs that characterize welfare states, such as

national health insurance, welfare and unenpl oynent "

programs, have been deferred, reduced or term nated.
Ei ght years l|ater, Patricia Shields wrote that human services
were "facing unprecedented retrenchment. The cuts are not small
or tenporary but rather represent challenges to the purposes and
val ues of cherished programs.” ! Demand for services has
increased as the nunmber of elderly persons and "poverty |evel”
famlies has grown. Noting that private substitutes for public
funding are not a realistic alternative, Shields warned that "the
1990s will be chal l enging." 2

In a struggle to effectively match shrinking resources to
growi ng programs, the Clinton Adm nistration |aunched the
National Performance Review in 1993. The initiative was grounded

in the rhetoric of the popular book Reinventing Governnment which

itself draws on the current theories of corporate downsizing and

i

excellence. The goal is to reduce program costs through

Uibia., 12.

'“Patricia_M Shields, "Less is Less: Fiscal Issues in Human
Services," Public Admnistration Quarterly 12 (Spring 1988): 60.

Yibid., e1.

MMoe argues that the study is based on a faulty belief that
the size of the federal government is best measured by the number
of enployees. Moe proposes that the fairest measure is the
relation of the number of federal government enployees to the
overall u.s. workforce. This ratio has declined steadily from
3.48% in 1953 to 2.28% in 1993, a drop of 34.5% during a period
when the federal government was accused of grow ng. Moe, 120.



cutting useless levels of management and "fat"™ w thout reducing

program servi ces. 2

TYPES AND LEVELS OF SCARCITY
Al 't hough Levine cited five possible reasons for public
sector downsizing, fiscal stress seens to be the root of nost
retrenchnent activity. Naom Caiden and Allen Schick each
di scuss the different types of fiscal stress or scarcity. Caiden
says it is difficult, first of all, to determ ne exactly when the
short fall between tax revenues and public expenditures becones
fiscal stress. It is also difficult to neasure the different
degrees of fiscal stress which nmay take a nunmber of forns.
I nvoluntary fiscal stress, resulting fromeconom c conditions
whi ch preclude raising revenues, is different fromfiscal stress
created by a deliberate decision not to collect available
revenues. An entity that suffers deficits through failing to
hold down expenditures to the level of revenues clearly
experiences fiscal stress. Caiden says it is not so clear
whet her an entity that reduces its expenditures to bal ance the
budget shoul d be considered as fiscally stressed. %
Schick agrees that there is a difference between the

scarcity that is self-inposed and scarcity that is not. He also

wites that there is a big difference in the kind of scarcity

BMoe, 114.

®Naomi Cai den, "The New Rul es of the Feder al Budget Game, "
Public Admi nistration Review 44 {March/April 1984): 138.

12



that is tenmporary until the next budget year or a new source or
revenue arrives and the kind that is ongoing. v Scarcity is a
matter of both attitude and circumstance determ ned by the
perceived relation of supply to demand. To accurately assess
scarcity, one must consider (1) the ability and willingness to
tax, borrow and use other resources and (2) the expressed and
| atent demands for public funds. 2
Schick identifies four types of scarcity, ranging fromthe
least to the nobst constraining conditions: relaxed, chronic,
acute, and total. B The defining characteristic for each type
is the availability or lack of incremental budget resources.
Schick's typology is derived from Aaron W | davsky's definition of
t he budget process as enploying different decisional rules for
the "base"” and the "increment” The base is the continuing costs
of ongoing programs and the increment is the source of funds for
new and expanded prograns. Schick' states that his
core proposition is that a government blessed with
incremental resources will behave differently than one which
nust struggle to make ends meet, and that the differe?CﬁS
will be reflected in the budget and planning process.

In conditions of Relaxed Scarcity, governments have

sufficient resources to continue existing programs and to

Yallen Schi ck, "Budgetary Adaptions to Resource Scarcity,"
Chapter 5 in Fiscal Stress and Public Policy, eds. CH Levine
and I.S. Rubin (Beverly Hills: Sage, 1980), 114.

Bibid.
Yibid., 116.

Wrvig.



undertake substantial new commtnments. There are enough
resources to fund ongoing activities with normal increases in
costs and wor kl oad, plus new major programinitiatives. Relaxed
scarcity differs froma budget surplus in that a surplus m ght
represent a decision to limt the use of resources. A surplus
m ght exist while the governnent chose to operate in conditions
of nore severe scarcity. Under conditions of Relaxed Scarcity,
there is little if any incentive to review or evaluate old
programs and the primary focus is on program devel opnent.

Chronic Scarcity is the normal condition for nmpst government
entities in this country. Under conditions of Chronic Scarcity,
public resources grow as fast as the cost of established
programs, producing sufficient funds to continue existing
activity. But program demands increase. There is sufficient
increnent to provide limted program growth but not enough for
maj or expansion.™ Program planning and analysis are likely to
be downgraded because they tend to invite new programs. The
budget is not used primarily for control of spending. Enphasis
is on managenent efficiency in order to exert some downward
pressure on expenditures increasing funds available for new
programs. Chronic scarcity is a stable and prevalent condition
for nost American governnments.

Acute Scarcity exists when available resources are
insufficient to cover the increnental rise in costs of ongoing

programs. New prograns are not invited and wll be initiated

Mibid., 130.



only for political reasons or for demands that cannot be

deferred. The budget is used to force the demand for funds into
alignment with resources. Line itenms are closely reviewed to
achi eve savings rather than to pronote effectiveness. Acute
scarcity pronotes fiscal conservatism "a belief that government
is in trouble because it has over-extended itself with too many
program comm tnents and that it nust retrench in order to avoid a

nil Retrenchnment will be directed

bi gger debt or higher taxes.
agai nst the nost vul nerable discretionary prograns,
adm ni strative and overhead costs and mai ntenance activities.
There is little budget-related planning with operations
proceedi ng on a year-to-year basis and a sense that governnment
can not control its own fate.

Total scarcity exists when resources are not adequate to

¥ \Ahereas under Acute Scarcity,

mai ntai n ongoi ng programs.
funds are inadequate for incremental costs of prograns, Total
Scarcity means funds are lacking to pay existing program costs.
Governnment mnust either abandon progranms or spend above its neans.
Total scarcity occurs when a governnent is very poor or demands
are very high. Often both conditions exist together. Under
total scarcity, poor managenent prevails and the budget docunent

becones a pretense due to "escapist budgeting.” Planning becones

Wibid., 124.
Wibid., 127.
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ani mportant escapist function, offering "alluring objectives for

the future" that cannot be fulfil 1ed.

STRATEQ ES FOR MANAG NG RETRENCHMENT
What ever the level of scarcity, managenent changes nust
occur to accommpdate the decreased resources. In "The Politics of
Cut back Budgeting", Jeremy Plant and Louis White exam ne how
cut backs generate pressures to decrease or elimnate services and
politicize the budget process. They present five possible
strategies for managing cutbacks:’
« Across-the-board cuts - A fixed percentage is applied to
all units. This is the strategy nost often enployed and has

t he appearance of being fair. It is the easiest to sell to
staff or constituents.

- Productivity nmonitoring - Efficiency gains and strict
ratios of inputs and outputs are used as the basis of cuts.

« Cutting vulnerable prograns - cuts are focused on prograns
that are new, have had bad publicity or have a weak
constituency.

Market strategies - Market devices such as user fees,
contracts and vouchers are used to save noney and stinulate
conpetition and efficiency.

« Program centered - Resources are linked to agreed upon
goal s and objectives. Officials nust establish clear
priorities and an overall plan

Pl ant and White describe the first three strategies as

“m cro-managenent"” approaches which pursue resource cuts wthout

H1vid, 130.

¥reremy Plant and Louise White, "The Politics of Cutback
Budgeting: An Alliance Building Perspective," Public Budgeting
and Fi nance (Spring 1983): 66.




consi deration of program objectives. Cutbacks produced can
underm ne essential services.

The fourth approach, market strategies, may be beneficial in
some instances but has serious weaknesses. |t should not be used
in isolation from programmtic decisions. Plant and White state
that studies of user fees and voucher systems demonstrate that
mar ket strategies work best for the kinds of goods that display
private market characteristics. Plant and White warn that
adm ni strators can be tenpted to apply fees whenever a service
can be priced regardless of whether it fits the programmtic ains
or inmpacts others.

Pl ant and White consider the Program Centered approach to be
most desirable in that it allows comunity priorities to be
expressed and allows officials the authority to do an effective
j ob. However, the program centered approach is the nost
difficult to inplement. Under cutback conditions a higher degree
of political and |eadership skill is needed to make choices and
say "no" to interest groups. Al resources nmust be related to
program expenditures through "revenue budgeting" or "decrementa

budgeting. " 3

The " Corporate Strategy Approach”

Much like the "Program Centered" approach of Plant and

Whi t e, Tornasko states the corporate or strategic plan should be

¥ibid., 66.

Mibid., 67.



the reference point for deciding what the outcomes of downsizing
shoul d be. Tomasko offers "five principles" for downsizing":
start before you have to; prepare for the down side; use a rifle,
not a shotgun; continually nmanage size and shape; and go after
nmore than costs and jobs. 3

Simlarly, Robert Behn proposes that a new "corporate
strategy” is essential for public managers faced with severe
cut backs. Drawi ng on Kenneth Andrew s "The Concept of Corporate
Strategy", Behn defines corporate strategy as

the pattern of mmjor objectives, purposes, or goals and

essential policies, prograns and plans for achieving those

goal s, stated in such a way as to define what business the

organi zation is in or is to be ﬁn and the kind of

organi zation it is or is to be.
A clear corporate strategy should be the basis for allocating
resources, evaluating performance, resolving conflicts,
recruiting support, justifying decisions to |egislators,
expl aining the agency to the public and making a wi de variety of
managenment choices. Mjor problens occur when the corporate
strategy is not in line with available resources. The chall enge,
says Behn, is to turn the organization into one that smaller,
doing | ess, and consum ng fewer resources but still functional

and effective. f0

38Tomasko, Downsi zi ng, 57.

39Behn, 613.

Yibid., 614.



Leadership for Cutback Minagenent

Behn cites three types of |eadership styles identified by

Andrew G assberg:
» A Cut-the-Fat Tough Guy who attenpts to secure
organi zational survival by drastically paring overhead and
hol di ng down |abor costs through a conbative style of |abor
rel ations.
- A Revitalizing Entrepreneur who attenpts to redirect the
organi zation into a narrower scope of activity in the hope
of recreating an equilibrium between resources and costs.
-« A Receiver in Bankruptcy who |acks any concern for
organi zati on mai ntenance but enhances his own status by the

snnothneﬁs wi t h which he conducts the w ndi ng- down
process.

Only the Revitalizing Entrepreneur needs a corporate
strategy, says Behn. The Cut-the-Fat guy may succeed when cuts
are marginal and the necessary retrenchment can be achi eved
through cutting "fat”". This is rarely the case and real
retrenchnent is usually necessary to save the organization.

Behn al so identifies two stages of retrenchment. During the
first, there are small declines in resources and an inability or
unwi | i ngness to recognize that the decline is permanent. These
conbi ne to produce short-run solutions such as across-the-board
cuts and deferred maintenance. In the second stage, reality is
forced upon the organization either by managenent or by outside
forces who place strict conditions upon continued support.

Managenment's first responsibility, says Behn, is to explain
to the organization's menbers and constituents that resources are

declining and cutbacks are not optional. Cutbacks create serious

Uipiq.



conflict and successful retrenchment can not be achieved w thout
the cooperation of at |east some major conmponents of the
organi zation. Cooperation will not be given until menbers are
fully convinced that the decline is real and cutbacks are
unavoi dable. Menmbers and constituents nust understand the
opportunity cost of not cutting back. Because retrenchnment
requires sacrifice, a strong sense of purpose is necessary to
make it worthwhile. Leadership nust show people what they are
working "for" while they are retrenching.42

Leadership for cutbacks nmust be active and intrusive, and
deci si on- maki ng must be centralized according to Behn.
Deadl i nes for bal ancing the budget, conflicts over the allocation
of resources, and the personal effects of cuts upon all
organi zation nmenbers necessitate strong |eadership. Delegation
of decisions is not practical in the cutback environnment.

Levine and Rubin argue that central control is weakened by
the strategies of budgetary politics that emerge as managers,
| egi slators, clients and public enployees all strive to protect
their favorite progranms. The authors cite "perplexing policy
i ssues” which emerge:

1. How can agencies be retrenched or termnated w thout
intense and debilitating political conflict?

2. How can budgets be balanced if resources decline and
programs are not cut back?

3. How can budgetary authority be centralized and public
officials held accountable for deficits when scarce
resources fragment authority?

Y1bid., 618,



4. How can agencies naintain nmanagement flexibility when

political officials deﬂand budgetary centralization to

control expenditures?

In relation to these budget issues, Levine and Rubin cite a
series of managerial problens. Managers faced with declining
resources have only three options: find new sources of revenues;

i mprove productivity; or reduce prograns.

Decr ement al Budgeti ng

Reduci ng costs requires what Schick calls "decremental
budgeting. Just as costs grew in small steps through increnental
budgeting, budget reductions can mean a little less instead of a
little more. * Schick points out that a distinction nust be
drawn between one-tinme cuts and repeated reductions. An agency
can endure a singular cut and continue "business as usual." But
when reductions continue annually, budgetary strategy nust
change. "What is true of incremental budgeting applies to
decrenmental budgeting as well: small steps over time aggregate to

Y such repeated cuts can be especially damaging

bi g changes."
for discretionary prograns where cuts are necessarily
concentrat ed.

Whi | e decremental budgeting avoids conflict by "cutting

dol l ars rather than programs" major reductions require what

“Levine and Rubin, 14.

“allen Schick, "Incremental Budgeting in a Decrement al
Age," Policy Sciences 16 (1983): 19.

$1pid.



" 1n cutback budgeting maj or

Schick calls "cutback budgeting.
program changes are made because resources no longer permt
government to continue doing all that it did previously.

Naom Cai den argues that budget cutting is not just
incrementalismin reverse. "Rather it heightens conflict and
destabilizes the budget process, placing strain on institutions,

so that newrules begin to enmerge. " 4

PROBLEMS | N | MPLEMENTI NG CUTBACKS
The conflicts and strains of cutbacks present challenges for
managers who face tough decisions about who to term nate, what
progranms to cut, and which clients wll make sacrifices. Charles
H. Levine says these problems are conpounded by the
characteristics of resource scarcity itself:
- Change is nost easily inplemented when people have _
something to gain but in cutbacks the rewards needed to gain
cooperation and build consensus are | acking
Ability to target cuts is constrained by affirmative
action, veterans preference, civil service rules,
professional norms and col |l ective bargaining agreements.

Cut backs produce moral e problenms that nak? i difficult to
provide the increased productivity needed. b o

¥rbid.

Y'caiden, "New Rul es", 115.

'charles H, Levine, "More on Cutback Management: Hard
Questions for Hard Times," Public Managenment Forum 39
(March/April 1979): 180.

YBoth empl oyees and the organization itself endure
consequences during and after reductions and these wll be
di scussed in the next section.
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Levine outlines the unique problens of managing a declining
organi zati on:

Paradox of Irreducible Wholes - An organi zati on cannot be
reduced

piece by piece by sinply reversing the sequence of

activities and resources by which it was built. Taking an

organi zation apart is no easy matter; a cut may reverberate

t hroughout a whole organization in a way no one could
predi ct

by anal yzing the steps by which the organization grew. 30

Managenment Science Paradox - Public organizations devel op
el aborate management information systenms, policy analysis
capabilities, and hardware and software systems when they have
abundant resources but rarely need themuntil decline hits. Then
organi zations lack staff and resources to effectively use them

Free Exiter Problem - Free exiters are people who seek to
avoid their share the of the sacrifice by either |eaving the
organi zation or avoiding the sacrifice. The problem for
declining organizations is to limt free exiters and reward good
people for staying through difficult tines.

Tooth Fairy Syndrome - People refuse to believe that cuts
are real or permanent and delay taking action.

Participation Paradox - While wide participation is
desirabl e when inplenenting change, participation can be
probl emati ¢ when the change neans cutbacks. It is difficult to

single out units for cuts or elimnation when their

Mpiq.



representatives are participating in the decision process.

Forgotten Deal Paradox - Unlike private sector managers,
public managers are not assured of the managenent continuity
necessary to make nulti-year plans or bargain for future cuts.

Productivity Paradox - In a cutback environment, it is hard
to find funds to invest in productivity inprovenent especially
when the only source of additional funds is fromstaff |ayoffs.

Mandates Wt hout Money Dil emma - Public managers nust
conply with legislation or court orders which mandate actions
wi t hout additional funds.

Efficiency Paradox - There are two ironies for public
managers: 1) It is nore difficult for an efficient organization
to increase productivity. 2) There are few rewards for conserving
resources in pubic management because frugal managers | ust
produce resources to make up deficits of poor nmanagers. o

David Whetten states that organizational crisis is
frequently m smanaged due to faulty problem identification

T He presents a theory devel oped by Boul di ng

procedures.
(1975) that suggests managers in different institutional contexts
construct different explanations for resource cutbacks, |eading
to stereotypic responses. For exanmple, managers of a therapeutic
institution wll interpret a budget cut as evidence that the

| egi sl ature does not understand the social significance of the

institution's function. Therefore, managers may respond with an

1bid., 180-181.

Szwhe‘c‘cen, 583.



I nformation canpaign with heavy noralistic overtones. In
contrast, a highly bureaucratic organization may respond by
producing statistics show ng that the organization is already

extremely efficient, and, therefore, does not deserve a cutback.

EFFECTS OF DOWNSI ZI NG

Al t hough the process of downsizing is itself problematic,
the problens don't end when the cuts are inplemented. "The cure
may be worse than the disease,” wites Tomasko. "The
destructive consequences of deep, across-the-board cutbacks,
someti mes happening wave after wave, are only beginning to becone

' Tomasko warns that these hard-to-quantify

apparent.”
problems Wil return to haunt organizations.

Clifford Harrison explains that the consequences of staff
reductions are two-fold. The first dinension is the effect of
term nation and unenpl oynent on the individual being fired. The
other inpact is on those who remain and the organi zation itself.
Research on the organizational effects is limted. Harrison
suggests that research is limted because organizations are
sensitive to the negative repercussions of reductions in force

and are not inclined to go public with their internal problens or

to share information with outside researchers during disruptive

times.54

Harrison reports that organizations suffer in a number of

53Tomasko, Downsi zi ng, 4.

”Harrison, 9.



ways. Survivors experience grief over the |loss of co-workers and
friends and anxiety over their own security. Anxiety results in
| oss of productivity and increased resistance to change. | f
enpl oyees think they are no longer valuable to a firm they may
| ose sel f-esteem become insecure and ultimtely beconme |ess
producti ve. Managers suffer guilt over having to termnate
enpl oyees. There is hostility and anger directed at the
organi zation from enpl oyees who do not understand or accept the
need for such drastic action. It is also inmpossible to know that
the nost conpetent enpl oyees have been retained due to
i neffective performance appraisals and the "old boy" system &
Prof essionals who survive the term nations of co-workers not
only experience high anxiety, resentnent and |low interest in
their work, they may feel conpelled to |eave their enployer at
the first opportunity for a nore secure job elsewnhere. [t then
may be difficult to recruit qualified replacenment workers due to
the negative inpact of cutbacks on the organization's reputation.
The organi zation may also find itself involved in expensive
| awsuits fromdisgruntled former enployees. 56
While Harrison targets his discussion to the corporate
environment, Greenhal gh and McKersie find the same issues facing
public sector organizations. |In addition they cite the cost of

unenpl oyment conpensation charge-backs, lost state tax revenues

and the cost of recalling laid-off enployees. Damage to the

$1vid., 79-80.

¥1bid., 81.



enpl oyer's image may produce further costs because there is a
"tendency for lower job security to require a tradeoff in high
pay according to the theory of econom cs which associates risk
wi th higher rates of return.™" 3 Additionally, lower quality
workers will permeate public service as quality workers seek
better opportunities.

Changes wrought by downsizing may increase the difficulty of
successfully introducing changes in the future. Workers wil
resist change, clinging to whatever stability exists. They may
| ose their identification with the broader m ssion of government.
Future changes may have to be acconplished in spite of the worker
rather than through their cooperation. Changes wll have a
tendency to last only as long as pressure and surveillance are
applied. Greenhal gh and McKersie conclude that maintenance of
job security is needed to achieve a rolling agenda of changes and
to insure that changes remain in effect. 8

Brockner, et al, found that survivors of layoffs wl
exhibit greater reduction in work performance and organization
comm t ment when survivors identify with the victims and feel they
have not been well conpensated. Brockner, et al, advocate that
organi zations nmust do more than compensate those who are laid

off: "they must communicate that fact in ways that are credible

Y.eonard Greenhal gh and Robert B. McKersie, "Cost-
Effectiveness of Alternative Strategies for Cut-back Management,'
Public Adm nistration Review (November/December 1980): 575.

1bid., 580.



and noticeable in the eyes of the surviving workforce." o

Smal | wod and Jacobsen say that [ack of information about
how | ayoff decisions were made increases guilt and confusion. [t
| eads to a dangerous us-versus-them polarizations that reduce
productivity when doing "nore with less" is critical to
survival .® Smal lwood and Jacobsen conmpare the qui It of cutback
survivors to that of surviving soldiers during wartime. The
witers also cite the negative inpact of "well-intentioned
managers caught in the rhetoric of excellence" who make
statements about the value of people and the inportance of |ong-
term enpl oyees. Smal |l wood and Jacobsen warn that "excellent
conpany” rhetoric can be extremely discouraging when it is just
enpty promses.61

Behn states that organizational retrenchment creates what
Levinson calls "the |oss of organizational idea." Cutting the
scale of the organization requires a cutback on its purposes.
Behn warns that retrenchment can produce a downward spiral for
t he organi zation

An initial decrease in resources forces a first round of

programmati c cutbacks; these, in turn, discourage the
organi zation's nost talented and productive nenbers who,

P0el Brockner, Steven Grover, Thomas Reed and M chael
O’Malley, "Survivors' Reactions to Layoffs: We Get by with a

Little Help for Qur Friends," Administrative Science Quarterly 32
(187): 540.

% .Norman Smal |wood and H liot Jacobsen, "Is There Life
After Downsizing?" Personnel 64 (Decenmber 1987): 43.

libid., 42.



al so being the nost nobile, | eave. 82

These departures hurt the organization's productivity and make it
difficult for the organization to attract resources. The
subsequent decrease in resources forces a second round of

cut backs.

Davi d whetten found that decline in an organization tended
to exacerbate the interpersonal and interunit conflict within the
organi zation. The incidence of conflict increases and conflicts
are more difficult to resolve because there is no "wi n-wn"

b3 Cameron, Kim and whetten wrote that in conditions of

option.
organi zational decline, conflict, secrecy, rigidity,
centralization, formalization, scapegoating, and conservatism
increase. Morale, innovativeness, participation, |eader
i nfluence and |ong-term planning decrease. b4
Levi ne summarizes the problemas follows:
Creativity dimnishes, innovation and risk-taking decline
and the sense of excitenment from doing new things
di sappears. Sinply put, it is just not as much fun working
and managi ng in.a contracting organi zation as it is in an
expandi ng one.
|f the organization is threatened, its nmenbers fee

threatened too, wites Robert Behn. "Thus, if the organization is

“Behn, 616.

63Whetten, 583.

64Cameron, Kimand Whetten, 225.

$Levine, "More on Cutback Managenent, " 180.
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to survive and again, someday, prosper, its members nust do so
too."

Whil e members who survive |layoffs face many probl ens,
persons who lose their jobs face far greater trauma. Tomasko
estimates that laid off workers often need five years to get back
to their former pay level. Human enotional costs include
personal trauma, self-esteem depression, drinking and drug
problems, famly difficulties and other damagi ng mental and
physi cal disorders. b7

Harrison says the enotions of term nated enployees include
di sbelief, anger, fear, hostility, grief, frustration and self-

doubt. He conpares their responses to Elizabeth Kubler-Ross's

stages of responses to dying. |In stage one, there is disbelief,
anger and bargaining. In the second, depression, acceptance,
hope and positive activity. The outcomes of the enotiona
trauma include an increase in mental and physical illness, infant

and adult mortality, marital breakdown, abuse of children and

al cohol and drug abuse. 65

QUALI TY | MPROVEMENT | NI TI ATI VES
I n discussing the negative effects of downsizing, Harrison
states that "well-nmeant quality rhetoric" can contribute to

negative consequences when it is reduced to hollow prom ses by

¥Behn, 617.

67Tomasko, Downsi zi ng, 44.

68Harrison, 11.
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cut backs. However, a quality inprovement programcan be in
itself a strategy for managi ng organi zational retrenchnent.
Cohen and Eim cke present a case study in which a Total Quality
Managenment program was used to reduce costs and increase
efficiency in a municipal departnment while inproving enployee
mor al e. %

Based on the managenment principles of W Edwards Dem ng,
Quality inprovement prograns operate under various names

i ncludi ng Continuous Quality Inprovenent, Kaizen, and Total

Qual ity Managenment. Such programs enbrace Deming’s "Fourteen

Poi nts":
1. Establish constance of purpose.
2. Inprove systenms constantly and forever.
3. Elimnate nunerical goals and quotas.
4, Drive out fear so that everyone may work effectively.
5. Institute |eadership. (Don't boss, "coach")
6. Consider quality, not just price, when considering bids.
7. Break down the barriers between departnents.
8. Institute training on the job
8. Elimnate the annual rating or nerit system

10. Institute a program of education and self-inmprovenent.
11. Elimnate slogans and exhortations.

12. Cease dependence on mass inspection

13. Adopt the new phil osophy. "
14. Top managenent should drive the transformation.

Cohen and Eim cke state that three sinple practices are at

the core of Total Quality Managenent:

“Steven Cohen and W I1Iiam Einicke, "Proj ect - Focused Tot al
Quality Managenment in the New York City Departnment of Parks and
Recreation, "-public Adni nistration Review (September/October
1994): 450.

"ronathan Walters, "The Cult of Total Quality," in Public
Adnm ni stration Annual Editions, Howard Bal anoff Ed., Guilford,
Conn. : Dushkin Publishing Group, 1993, 130, citing Andrea Gabor,
The Man Who Invented Quality, Random House, 1990.




(1) enployees work with suppliers to ensure that the
supplies used in the organization's work processes are fit
for use, (2) enployees continuously analyze work processes
to inmprove their functioning and reduce process variation,
and (3) they closely comrunicate with customers to identify
and unde{stand what they want and how they define

; |

quality.

An additional principle of quality management methods is the
empower ment of enpl oyees. Managers are advised to "listen to
the gemba" (frontline workers) in seeking solutions to
problems.72

The next chapter wll describe the setting in which this
research occurred. Included are the description of the agency,
an exam nation of the outside forces influencing the agency, a
description of the agency's quality management initiatives and an

expl anation of the agency's recent retrenchment.

71Cohen, 450.

72KaiZen Traini ng Manual , 1991.
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CHAPTER THREE: RESEARCH SETTI NG

The subject agency is Austin State School, a residential
facility serving adults with nmental retardation and other
devel opnental disabilities. It is division of the Texas

Departnent of Mental Health and Mental Retardation

TEXAS DEPARTMENT OF MENTAL HEALTH AND MENTAL RETARDATI ON

The Texas Departnent of Mental Health and Mental Retardation
(TXMHVR) serves about 190, 000Texans annually. The agency cl ains
to serve only about half of the people in need of services due to
a lack of resources.' Services include 24-hour care in both
short-termand long-termresidential settings, enploynent
opportunities, supported housing and in-home assistance.
TXMHVR operates 27 facilities including thirteen state school s
providing residential services for persons with devel opnenta
disabilities, nine state hospitals serving persons with nmenta
i1l nesses, three state centers providing both mental health and
nmental retardation services and two state centers providing
nmental retardation services only. TXMHWR al so contracts with
thirty-five community nental health and nental retardation
centers.

The current state biennial appropriation for MHWVR services,

plus adm nistrative and capital expenditures is approximtely

lTexas Department of Mental Health and Mental Retardation,
Mental Health & Mental Retardation Services for Texans.




$1.124 billion for 1994 and $1.098 billion for 1995. The
agency's policies are set by a volunteer board appointed to six-
year terns by the governor. Created in 1965, TXMHMR is the

| argest state enployer with al most 30, 000 workers.

AUSTI N STATE SCHOOL

Opened in 1917, Austin State School is the oldest of the
state's residential facilities for persons with devel opnental
disabilities. Located on 95-acres on the west side of Austin,
Texas, the canpus has twenty-nine residences, three vocationa
training centers and three sheltered work centers. The facility
al so operates a sheltered workshop located in the community. An
infirmary provides acute and chronic nedical care. Support
departments include Adm nistration, Human Resources, Food
Service, Maintenance, Dental Service, Comrunity Rel ations,
Habi I itation Therapies, Information Services, Staff Devel opment
and Pharmacy. The facility also operates a Comunity Services
di vi sion which provides services for persons living in comunity
settings, either in small group homes or with their famlies.

The chief operating officer of the facility is the
Superintendent. There are three assistant superintendents. One
is responsible for community services; another is responsible for
busi ness operations and support services; and the third directs
program services including vocational and residential services.

Residential services at Austin State School are divided into

four units, each conposed of between five and nine residences.



Each unit is headed by a Unit Director and a nmanagenent team
usual ly including Assistant Unit Director, Adm nistrative

Assi stant, Social Workers, Psychol ogists, Unit Registered Nurse
and Trai ning Coordinator or Vocational Site Supervisor. Each
residence is supervised by a Home Team Leader. Direct services
to residents are mainly provided by MHVR Service Assistants who
staff the hones in eight hour shifts, twenty-four hours per day.
First line supervision of each shift in each hone is provided by
an MHWR Specialist 1I, assisted by a Specialist |I. The nunber of
units was reduced fromfive to four in March, 1993, although the
nunber of residences renmai ned at twenty-nine.

As of August 31, 1994, the end of the last fiscal year,
there were approximately 1,050 full time equivalent positions at
Austin State School. O these, 535 were Direct Contact Staff,
including MHVR Service Assistants, Specialist I1’s and Speci ali st
I's. These positions are anong the |owest paying in state
enpl oynent with Service Assistants being a grade four ($1188 per
mont h) .

Al 't hough the total nunber of staff has been decreased
t hrough recent retrenchment, the nunber of Direct Contact Staff
has i ncreased. There was a large increase during 1989 and 1990
and a slight increase (10 positions) in FY 1994. It is inpossible
to determ ne exact staffing |levels because conparable data are
not available for the different years due to different reporting
formats. The increased |evel of staffing in 1989 and 1990 was

due to the resolution of the Lelsz v. Kavanagh |lawsuit which al so



brought a reduction in the nunber of residents served. (Specific
requi renents of the settlement wll be discussed in the next
section.) In July 1990, 510 persons lived at Austin State
School. Currently, residential services are provided to
approximtely 480 persons, nost of whom have severe or profound
disabilities. Although it is projected that there wll be little
change in the total enrollment, there wll be a constant change
in popul ation as persons with nmore skills nove into the community
and are replaced by others, usually persons with fewer skills and
greater needs. Mich client novenent is also a result of the
Lel sz settlement agreement which precipitated sweeping changes
for TXMHVR and Austin State School
LELSZ V. KAVANAGH

Lel sz v. Kavanagh was originally filed against TXVHWR in
Federal Court in 1974 by the parent of a state school resident.
In 1981, a class was certified consisting of all present and
future residents of Austin State School, Denton State School and
Fort Worth State School; all past residents of these nanmed
school s; and all persons on the register for state school
pl acement from 1981 forward. San Antonio State School was |ater
added to the class. Instead of financial conpensation, the suit
sought

i nprovement and change in many areas which included chronic
abuse and negl ect, inadequate training and habilitation,



i nappropriate ;nstitytionalization, and failure to expand
community services."”

An agreement to close the lawsuit was negotiated by the
parties in October 1987. The settlement required an increase in
staff-to-client ratio by 15 percent over the next three years,

i ncluding doctors, nurses and physical therapists as well as
direct contact staff. The named facilities were required to meet
certification requirements of the Accreditation Council on

Devel opment al Deficiencies (ACDD), a nationally recognized survey
agency for nental retardation services. The named schools were
required to inprove services in the follow ng area: medica
services; behavior treatment progranms; educational and vocationa
programs; and the prevention, reporting and investigation of
client abuse and neglect.

In addition, the Department was required to inplenent
personnel and staff devel opment measures at all state schools to
I nprove screening of enployees, recruitment efforts, and training
and orientation for enployees. The named schools were also
required to maintain quality assurance for class menbers moved to
community placenents. Finally, all state schools were required

to maintain ICF-MR certification.

STATE SCHOOL CLOSURE COWM TTEE

In December, 1991, Judge Barefoot Sanders approved a

'Legal Services Division, Texas Department of Mental Health
and Mental Retardation, "Historical Overviewof in Lelsz v.
Kavanagh," Feb. 4, 1988.



settlenent agreenent calling for the closure of two state
schools, comunity placenment of 600 individuals (from throughout
the system and subsequent dism ssal of the Lelsz lawsuit. In
advance of court approval, Governor Ann Richards appointed a task
force to study all state schools for closure or consolidation

On March 6. 1992 the task force recommended closure of
Travis and Mexia State Schools. The Governor accepted the
recommendation to close Travis State School but rejected the
recommendation to close Mexia State School and suggested that
Fort worth State School be closed instead. That recomendation
was accepted by the task force on March 31, 1992.

The department devel oped plans to accommodate client and
staff novement fromthe facilities slated for closure. Enployees
woul d have two options once their position was targeted for
elimnation:

Option 1 The offer of a conparable position at a Department
facility of the enployee's choosing. Conparable
position is defined as the same exact pay and
simlar duties.

Option 2 The offer of paid admnistrative |leave for a
period of time determ ned by the enployee's
longevity with the departnment (a base of two
mont hs' paid |eave, plus one week of paid |eave
for each full year of service with TXVHVR)

Persons choosing Option 1 would receive additional benefits

including travel expenses and time off to visit prospective new

job sites and noving expenses of up to $1500 when relocating to

anot her MHWR facility.3

state School Closure Plan," TXVMHVR 1992,
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As of June 1, 1994, 179 Travis State School enployees had
received notification of the scheduled elimnation of their
positions. O these, 67 had chosen Option 1. It is estimated
that about half of these chose enployment at Austin State School
Al though Fort Worth State School enployees could al so designate
Austin State School under Option 1, it is nmore likely that they

w || choose other facilities geographically closer to Fort Worth.

| CF

The Lelsz settlenment required that the facility continue to
maintain ICF-MR certification (Internmediate Care Facility-Menta
Retardation). Certification by ICF-MR, a division of the Texas
Departnment of Health, is required for any facility receiving
federal Medicaid funds. Denial of certification by the agency
means | oss of federal funds which are the major source of

operating noney for agencies such as Austin State School.

ACDD

Anot her maj or outcome of the Lelsz settlement was the
requirement that Austin State School, along with the other naned
school s, nmeet certification requirenments of the Accreditation
Council for Services to Persons with Devel opnental Disabilities,
recently shortened to the Accreditation Council. The
Accreditation Council is a national quality enhancement
organi zation, representing national consumer and professiona

organi zations and service providers, "dedicated to advancing the



quality of services for people with disabilities. " Only twelve
percent of facilities in the nation are accredited by the
Council, an organi zation whose standards are viewed as the
prof essional benchmark for quality services, according to the
Austin State School "Book of Quality."

Austin State School underwent its first ACDD survey in
Oct ober, 1990, and received a one-year accreditation. It was
surveyed again in October 1991 and received a two-year
accreditation. The 1993 survey also resulted in a two-year

accreditation.

QUALI TY | MPROVEMENT | NI TI ATI VES

Once the facility had net quality objectives for services to
residents, attention was turned to inproving services to interna
custoners through Continuous Quality |nmprovement (CQ). Managers
received training in "Kaizen," a formof CQ in the summer of
1991. Austin State School adm nistrators describe the facility's
quality inprovement initiatives as having three parts: custoner
service values, work place values and process inprovenent.

Seven Quality Inprovenent Teams (Q Ts) were |aunched in the
fall of 1991 to produce process stream ining. Participants
received in depth training in the tools of process streamining.
Addi tional teams were initiated the next year. Q Ts produced

m xed results for the facility with some being highly successful

*The Accreditation Counci |, Update on Quality 9 ( Summer
1992) :4.




The formal QI T approach was abandoned in 1993, being replaced by
| ess formal cross-functional work groups.

In addition to process stream ining, the facility
operationalized Continuous Quality Inprovenent through a
statenent of M ssion and Val ues statement introduced in June
1992. (See appendix A) The statement was devel oped by the
facility superintendent through discussion nmeetings with
enpl oyees at all |evels. The agency's stated mssion is "To
enabl e the people we serve to continuously advance the quality
and i ndependence of their lives." The agency stated five
"service values" that described the quality of services to which
the organi zed had comm tted:

peopl e with devel opnental disabilities have the sane
basic rights, needs, and desires as other citizens.

all people can learn and devel op skills which help
i ncrease independence and quality of life.

a normalized rhythmof life and opportunities for
personal choice should be available to the people we
serve.

the interdisciplinary approach best assures that

i ndi vi dual needs are addressed in a conprehensive
habilitation plan.

i ndividuals should be as free of restrictions as their
devel opmental needs and training objectives will allow.

The service values were closely aligned with the principles of
ACDD.
The agency al so stated seven work place val ues which
enpl oyees consi dered necessary to support delivery of quality
servi ces:
under st andi ng and support of the facility m ssion and
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val ues by staff at all levels of the organization.

recognition that increasing enployee job satisfaction
is a key factor in continuous quality inprovenment.

staff who feel valued and rewarded for their integrity,
dedi cation, effectiveness, and efficiency.

open, honest and timely comunication

staff at all levels who are enpowered to participate in
t he problem solving and deci sion-maki ng processes of

t he organi zation.

supervisors who elimnate fear in the work place, who
set realistic expectations, and who encourage an
support innovation, creativity, and conflict

resol ution.

commtnent to eXCFllence and custoner satisfaction in
everything we do.

The work place values were related to the Dem ng principles of
quality improvement. Dr. James Armstrong, Austin State School
Superintendent, explains that the principles were specifically
related to the stated Dem ng principles of elimnating fear,
establishing a constant purpose, and instituting |eadership. Mre
i mportantly, he explains, they described what was necessary to
create a fertile environment for the growth of quality

i mprovenent.

RETRENCHMENT

A the same time the facility was beginning to inplenment
programs of Continuous Quality Inprovement, major cutbacks were
| oom ng. The Lelsz |awsuit had brought radical changes to the

facility along with the funding necessary to inplenent change.

Saustin State School, "M ssion and Values Statement," 1992
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On December 30, 1991, the court granted approval to the
settlement agreement. The lawsuit was no longer a threat, and
the facility was free of restrictive court nmonitoring for the
first time in nmore than ten years. Over $3 million had been
poured into the facility to nmeet Lel sz demands between 1987 and
1991. The new freedom from court monitoring brought new limts
due to the loss of Lelsz funding.

Bet ween 1989 and 1992, Austin State School had undergone a
series of small budget cuts. Cuts had occurred in some areas
while others were still experiencing growth due the demands of
the Lelsz lawsuit agreement. Other facilities within the MHWR
system had conpl ai ned about the increased funding to the Lelsz
school s such as Austin State School. Also, the client popul ation
had been declining steadily as residents noved into comunity
homes taking funding with them

All ocations to the facility dropped by $607,797 in FY 93 and
by another $588,715 in FY 94, totalling nore than $1.2 mllion
out of a budget of about $23 million. While the decrease was a
smal | percent of the overall budget, the inpact was enornous for
an organi zation where nost expenses are fixed costs. And the
actual extent of loss was far greater. Costs in several areas
had increased dramatically. Costs of drugs, over which the
agency has no control, increased from$171,000 to $371,000 in one
year and have continued to grow. The vocational workshops for
the school had been |ocated on an annex canmpus which was sold to

the another state agency. The loss of this facility, conbined



with the quality standards of the Accreditation Council,
motivated the facility to provide a new workshop in the comunity
for residents at an annual expense of $160,000 - $175, 000.

TXVMHMR reduced the amount of capital noney in the agency's
budget, but expenses remained constant.

The agency had to turn to cuts in personnel to achieve the
needed budget savings. It is difficult to determ ne the actual
degree of cuts in personnel due to changes over the last five
years in report formats. |t appears that in August of 1992, the
facility enployed 1,549 persons or FTEs (full time equivalents)
Of these, 349 worked in the community services division |eaving
1,200 persons enployed on the residential campus. In August
1994, the facility enployed 1,497 FTEsS with 446 being community
wor kers, leaving only 1,051 persons enployed on the residentia
canpus. The nunmber of direct care workers had increased
slightly to 535 meaning that the |oss of 149 FTEs canme from the
ranks of management, professional staff, para-professionals and
support services which had nunmbered approximately 700 in 1992.
Some positions and persons were nmoved from canpus-based prograns
into community services. Approximately twenty positions were
elimnated in a programmatic reorganization unrelated to budget

needs.

The facility conpleted a transition in FY 92 to the "Home
Team Leader" nodel which placed Qualified Mental Retardation
Professionals (QMRP’s) in supervisory positions for each home.
QMRP’'s formerly were case managers with a caseload of clients
fromone or nore homes. They were supervised by a unit Lead QVRP.
Home Supervisors, non professional staff, supervised home staff.
Supervi sors managed two homes each and were supervised by a unit
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In spite of the magnitude of personnel reductions, the
facility admnistration held to a policy of no cuts in direct
care staff and no term nations or |loss of pay for enployees.
Staff reductions were acconplished through attrition. As
positions were elimnated, enployees were noved to other
positions, sonmetimes lower in the organization. Although there
was sonmetinmes a loss of title and a change in responsibilities,

there was never a loss in pay.

SUMMARY OF SETTI NG

Between FY 92 and FY 94, Austin State School faced nultiple
chal | enges. Loss of funds and increased costs drove cutbacks in
personnel. Systems downsizing and the closure of two residentia
facilities required the facility to absorb displaced workers from
Travis State School. At the same time, the population served grew
more challenging. Austin State School was bound by court
agreenent to maintain a constant high level of services to
residents, and the facility had commtted itself to a program of

Continuous Quality Inprovement.

CONCEPTUAL FRAMEWORK

Schick's levels of scarcity will be used to describe the

Managi ng Supervisor. The nove to the Home Team Leader nodel
elimnated the need for Home Supervisors and merged the position
of Managi ng Supervisor and Lead QWRP into Assistant Unit
Director. The nove to the new nodel was driven by programmtic
phil osophy rather than budget savings, but it resulted in
elimnation of approximately 20 positions.



conditions of scarcity which mandated downsizing in the agency.
Plant's cutback strategies, along with Tomasko's strategies, wl
be enpl oyed in exam ning the managenent response to scarcity. In
addition, the research wll describe how, or if, the agency's
quality initiatives were incorporated into the downsi zing
strategy.

Austin State School's seven stated work place val ues which
descri be the agency's desired work environnment wll be used to
assess the inpact of downsizing on enployees. s the work
environment nore or less simlar to the desirable characteristics
than it was prior to downsizing? |In addition, the study wl
exam ne where the various negative effects suggested in the
literature were present.

Criteria for assessing the inpact on service delivery wll
be external standards set by the state regulatory agency (the
Texas Departnment of Health ICF-MR survey) and am i ndependent

accrediting agency (the Accreditation Council).

WORKI NG HYPOTHESES
A formal hypothesis is not required for an exploratory or
descriptive study such as this. However, based on review of the
separate bodies of literature regarding downsizing and quality
management, these working hypotheses are proposed:
1. Agency enpl oyees were negatively inpacted by downsizing as
evi denced by a weakening of work place values follow ng
downsi zi ng.

2. There was no neasurabl e decline in agency services follow ng



downsi zi ng.

3. Because the agency consumes fewer resources and services are
no less effective, the agency is more efficient.

In addition, the research wll exam ne how quality
I nprovenent initiatives were incorporated into downsizing
strategi es and whether downsizing had a negative inmpact on
qual ity improvement initiatives.

The next chapter wll describe the methodol ogy of case study

research in general and the format of this specific case study.



CHAPTER FOUR: METHODOLOGY
CASE STUDY RESEARCH
This research enployed field research in a single-case, case
study format. Yin states that
case studies are the preferred format when the "how' or

"why" questions are being posed, when the investigator has
little control over events, and when the focus is on a

contenporary phenonenon within some real-life context. Such
"“expl anatory" case studies can also be conplenmented by two
ot her types - "exploratory"” and "descriptive" case

st udi es.

Yin further states that the case study allows investigation
into such real life events as organizational and management
processes2 and is the best nethod when one needs to know "how'
or "why" a program had worked or not worked.’ Anot her strength
Yin cites is the case study's "ability to deal with a full
vari ety of evidence -- documents, artifacts, interviews, and
observations. "*

Yin defines a case study as

an enpirical inquiry that: investigates a contenporary

phenomenon within its real-life context; when the boundaries

bet ween phenomenon and context are not clearly gvident; and
in which multiple sources of evidence are used.

This study closely aligns with Yin's stated characteristics

in that it explores a contenporary phenonmenon of a "real life"

lRobert K. Yin, Case Study Research (Newbury Park: Sage
Publications, 1989): 13.

Yin, 14.
3Yin, 18.
4Yin, 20,
%in, 23.
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organi zational process and how the process worked. A variety of
evi dence are enployed including interviews, questionnaire and
documents. Hence the field research/case study methodol ogy was
enpl oyed.

Al 't hough enpl oyed by the agency sel ected, the author made no
attenmpt to use the participant observer format. The
organi zational change that is the object of this study was
essentially conplete. The author relied only on information
provided by others in interviews, a questionnaire and documents.
As an enmpl oyee, the author had the benefit of access provided a
participant observer as well as the "ability to perceive
reality" which Yin cites as invaluable in producing an "accurate"
portrayal. As an enpl oyee, the author was also at risk of the
maj or weaknesses of the participant observer study, bias and
mani pul ation. As Yin suggests, use of existing documents when
possible to triangulate information |essens this danger.6
G ven the difficulty of accessing information on downsizing, as

evidenced by the lack of published material, the benefit of

access outwei ghs the weaknesses.

| NTERVI EWS

The primary source of evidence for this case study is

interviews with top management and selected m ddl e managers. Yin

states

Overall, interviews are an essential source of case study

6Yin, 93.



evi dence because nobst case studies are about human affairs.
These human affairs should be reported and interpreted

t hrough the eyes of specific interviewees, and well-informed
respondent? can provide inportant insights into a
situation.

Yin warns that interviews are verbal reports subject to the
probl ems of bias, poor recall and poor or inaccurate
articulation.” The interviewwas structured to aid recall and
follow up questions helped interviewees better articulate
answers. The enotional nature of the subject of downsizing
probably increased the risk of interviewee bias. A large and
di verse sanple was used to mnimze the risk of bias.

Included in the interviews were the facility Superintendent,
two Assistant Superintendents, Unit Directors (4), and Assistant
Unit Directors (3). Twenty other persons including department
heads, professional consultants, and managers were interviewed.
Prof essional consultants generally do not supervise staff but
provi de oversight to unit professional staff who are supervised
by unit directors. For the purposes of this study, mddle
managers are defined as Unit Directors, Assistant Unit Directors,
menbers of the unit management teans (generally including
Trai ning Coordinators, Adm nistrative Assistants, RN Supervisors,
Home Team Leaders, Social Wrkers and Psychol ogi sts),
professional consultants and directors of support departments
outside of residential units. The facility enploys approxi mtely

100 persons in this group defined here as m ddl e managers.

"Yin, 90.

vin, 91.



Approximately one third of these were interviewed.

A conbi nation of quota and snowball sanpling was used to
determ ne the persons to be interviewed. Babbie presents the
quota sanple and the snowball sanple as two of the three types of
sanpling methods that are "specifically appropriate to field
research. " In a "snowball" sampl e each interviewee suggests
others to be interviewed. Babbie states

If the group or social process under study has fairly

clearly defined categories of participants, some kind of

quota sanpl e might be used...for examplg, you mght want to
interview both |eaders and non-|eaders.

A quota system was used to determ ned what categories of
persons were to be included. A snowball system was then used to
determ ne which persons within each category were interviewed.

Austin State School is organized into three primary
divisions: residential services, support services and community
services. The focus of this study is on the downsizing of the
residential facility and the services that support the
residential services. Therefore, the community services division
was not included. All upper managers (Superintendent, Assistant
Superintendents) were interviewed. The sanmple of mddle
managers included both residential services and support services
managers. Using a list of departments and units, the author

prepared a list of possible interviewees: persons who had been

enpl oyed at Austin State School for at |east three years in a

Earl Babbi e, The Practice of Social Research (Belmont,
California: Wadsworth Publishing Company, 1983), 268.

MIvid.



m ddl e management position, as defined above. The list was
separated into persons who were directly affected by downsi zing
and unit reorganization (through loss of position or movement to
another unit or department) and persons who were less directly
affected. Approximately one-half of the interview subjects were
taken from each group. All wunit directors, assistant unit
director and professional consultants were first targeted for
Interviews. A snowball technique was then used and initia
interviewees were asked to suggest others who should be
interviewed. A balance was maintained between persons directly
affected and persons not directly affected and between persons
enployed in residential units and persons in support services.

The m ddl e managers interview consisted of eleven open-ended
questions. The first group of questions concerned the process
used by the facility in downsizing. Managers were first asked to
identify cuts in their department or unit. The sole purpose of
this question was to provide context for the discussion to follow
as actual data on positions elimnated were drawn from docunents.
Managers were then asked how the decisions regarding cutbacks and
reorgani zati on were made and whet her decisions were made
differently followi ng the inplementation of quality inprovenent
initiatives.

The second part of the interviewfocused on quality
i mprovement initiatives, hereafter referred to as CQ. Managers
were first asked what quality initiatives had been inplemented in

their area. Again, the primary purpose of the first question was



to provide context for the questions that followed. Managers
were then asked about the difficulties of inplementing CQl
progranms while downsi zing; about the inpact of downsizing on CQl;
and about the inpact of €QI on the downsizing process. Next,
managers were asked specifically about the status of work place
val ues; how they conpared to two years ago; and whether the
adoption of these values had inpacted the work place. Managers
were then asked to describe, fromtheir point of view what

I npact downsi zi ng had on enpl oyees and what inpact downsizing had
on services.

A final section of the interview consisted of short answers
in which managers rated personal job satisfaction, working
conditions and facility services as better, worse or the sanme
conpared to two years ago.

A different interview format was used with adm nistrators, a
group which included the Superintendent of the facility, the
Assi stant Superintendent for Programs and the Assistant
Superintendent for Business Operations and Support Services. The
interview included all questions from the manager interview
except the short answer section about job satisfaction. In
addition, adm nistrators were asked about the history and cause
of downsizing. A followup intervieww th the Superintendent
provided clarification and response to issues identified in
manager interviews.

All interviews were conducted face-to-face, and respondents

were prom sed anonymty. The author's personal acquaintance with



interview subjects was both a help and a hinderance. Because a
trust already relationship existed with many of the respondents,
they talked freely. Other interviews were somewhat strained
because the existing professional relationship made it
threatening to share personal information with the witer. True
anonymty does not exist when the interviewer and interviewee
share a continuing personal and/or professional relationship.
However, respondents were assured that statements would not be

attributed to themin any identifiable way.

SURVEY

A questionnaire was used to systematically collect
information on the current state of the organization's work place
values. Yin states that surveys can be a useful conmponent in a
case study but should be considered as only one conponent of the
overal|l assessment rather than an independent measurenment of the

1l The inclusion of a self-adm nistered

phenonmena.
questionnaire in this survey provided a rapid means of collecting
in depth information about opinions on the current status of work
pl ace values. The disadvantage of the survey method is that it
reduces responses to the |east common denom nator and |acks
social context in that it measures responses at one point in

11

t ime. As suggested by Yin, the questionnaire was not used as

Mgp .

lpabbie, 254.



an independent measure, but to triangulate information from
interviews.

Twenty Home Team Leaders and Assistant Unit Directors were
asked to conplete the questionnaire. (See Appendix C
Questionnaire) A 1992 report docunenting the perceptions of
m ddl e managers concerning the then current state of work place
val ues was used to develop a conparison of post-downsizing
attitudes. More than 100 issues were identified in the 1992
report which was devel oped through a series of m ddl e- manager
focus groups. The author and three other persons reviewed the
list of issues and independently chose issues to use for current
conparisons. Other participants included a professiona
consul tant and a manager both of whom participated in the
| eadership of the original focus groups and a m ddl e manager not
i nvolved in the previous focus groups. Selections were based on
their individual perceptions of which issues were significant
i ndi cators and were stated in a manner that would lend itself to
obj ective rankings. Based on these independent eval uations
twenty-three issues were selected, and respondents were asked to
rate each as currently better, worse or the same than two years
ago. A fourth option was "never was an issue." The nethodol ogy
in processing the data was to treat the total nunmber of responses
as a conposite rather than rating each issue separately. The
total number of "worse" ratings was conpared to the total nunber

of "better” or "same" ratings.



DOCUMENTS

Yin states that case studies require nultiple sources of
evidence and that "except for studies of preliterate societies,
documentary information is likely to be relevant to every case
study topic."IJ Their nmost inportant function is to corroborate
and augment evidence from other sources. One function, according
to Yin, is to verify the correct spellings and titles of nanes
that are mentioned in interviews. They are also used to
corroborate information and, if found contradictory, can point

¥ vin cautions

the investigator toward further inquiry.
researchers to understand that a document was written for some
specific purpose and audi ence other than those of the case study
bei ng done. " Al t hough budget documents were considered
documents for the purpose of this study, Yin classifies them as
“archival records" and applies the same caution about their
origi nal purpose.’® Such records provi de inportant quantitative
information. However, Yin cautions that numbers al one should not
be considered a sign of accuracy.|7
Docunments reviewed included EFocus, the agency newsletter,
the State School Closure Plan, budget documents, the personne

services schedul e, and management nemorandums. The format of the

1

Yin, 85.
"yin, s8s.
Byin, 87.
%1bid.

Yvin, 88.



TXMHVMR personnel services schedule was different each year making
conmparison of Full Time Equivalents difficult.

Survey reports of two external agencies, Intermediate Care
Facilities - Mental Retardation (ICF-MR) and the Accreditation
Council for Services to Persons Wth Devel opmental Disabilities
(ACDD), were used to conpare the current and previous state of
service delivery. |CF surveys are considered to be |ess valuable
for purposes of conparison than ACDD because |ICF reports my be
structured differently each year. |ldentified problens may be
grouped under one deficiency or rated as separate deficiencies.
| CF surveys also tend to followdifferent general trends each
year. For exanple, if one facility receives a deficiency on a
particular standard, other facilities apparently are checked
closely for problems in that area and are likely to receive a
deficiency in the sane area that year. The Accreditation
Council, as a private independent agency, is less subject to this
type of annual variability and is a nore objective indicator of
quality of services.

Data from consuner satisfaction surveys of residents
fam |ies and advocates were also used in conparing the quality of
service delivery. Survey data included annual surveys for 1990-
1993.

Due to the qualitative nature of this study, there were no
formal hypotheses or high level statistical analysis. The open-
ended interview format produced responses that did not lend

themsel ves to exact comparisons. Interviewees sometimes gave no



response or an irrelevant response to questions. Therefore, no
attenpt was made to perform any statistical analysis of findings.
Responses are reported in terns such as nost, few, nearly half or
ot her general terns. The wor ki ng hypot heses were tested agai nst
the responses of the managers and adm ni strators.

A table summary of the use of evidence may be found on the

foll owi ng page.



SUMMARY OF EVI DENCE

DATA SOURCE

DOCUMENT NAME

Wor ki ng Hypothesis 1

(1) Work Pl ace
Val ues
Questionnaire
(2) Management

I nterview
Questions: 3, 4,
6, 7, 8, 9, 10

Wor ki ng Hypot hesis 2

(1) Docunments
(2) Managenment

I nterview
Questions 5, 11

(1) ACDD Survey
Reports 1990, 1991,
1993.

(2) Annual |CF-MR
Survey Reports
1990-1993.

(4) Austin State
School Consuner
Satisfaction Survey
Conpari son of
Results 1990,
1992 and 1993.

1991,

Wor ki ng Hypot hesis 3

Document s

(1) AuSS Fi scal
Year Operating
Budgets 1992,
1994.

(2) AuSS Personne
Servi ces Schedul e
8/31/92, 8/31/93,
8/31/94.

1993,

Use of CQ in
Downsi zi ng

Management
[ nterview
Questions 1, 2
Adm ni strator's

| nterview
Ef fects of Managenent _
Downsi zi ng on CQl I nterview Question
2, 3

Admi nistrator's
Interview

The next

regardi ng managers

chapter wll

perceptions of the inpact

describe and discuss the findings

of downsi zing on




empl oyees and services. It will also discuss comparisons of
external measurements of the quality of services. These findings
will be compared to the working hypothesis. The relationship
between the downsizing process and the facility's quality

i mprovement initiatives wll be discussed based on perceptions of

both managers and admi nistrators.
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CHAPTER FI VE: ANALYSI S

LEVEL OF SCARCI TY AND RESPONSE TO SCARCI TY

The level of scarcity at Austin State School over the |ast
three fiscal years has been a state of acute scarcity approaching
total scarcity. Core services to residents remain strong but
ancillary services have been di m ni shed.

True conditions of Total Scarcity as described by Schick are
not present in that there is no evidence of poor managenment or
budgeting practices. Managenment has prepared well for projected
budget decreases so that cuts occur during the fiscal year prior
to the projected shortage. The facility begins each fiscal year
with its budget balanced so that drastic cuts are not required on
short notice to neet budget shortfalls. This planning has
allowed a true "programcentered" approach to retrenchment as
descri bed by Pl ant.

Actions also closely align with Robert Tomasko's "five
principles" for downsizing: start before you have to; prepare for
the down side; use a rifle not a shotgun; continually manage size
and shape; and go after nore than costs and jobs.

An historical perspective on downsizing at the facility
shows increasing influence of quality management principles.
Prior to 1989, cuts were done quickly and across the board rather

t han program centered. Managenent decisions regarding cuts



during and followi ng the 1993 unit reorganization were based on

program needs and service delivery.

QUALI TY MANAGEMENT AND DOWNSI ZI NG
It is clear that the adm nistration has attenpted to enpl oy
qual ity managenment principles in downsizing the organization.
However, many m d-|evel managers are unable to identify how the
principles were incorporated in the observed actions during the
1993 reorgani zation. There is a broad perception that, although
I nput was sought from managers and professionals at all [|evels,
deci sions were actually made in secrecy prior to input. In sone
I nstances, persons directly affected believe they did not receive
open, honest comunicati on.
There is a natural conflict between the participatory
phil osophy of quality managenent prograns and the centralized
deci si on- maki ng that occurs in the downsizing process. Dr. Jim
Armstrong, Austin State School Superintendent, states
Deci si ons regarding cuts have to be made at the
superintendent/assistant superintendent |evel based on what
is best for the facility. Mst people don't have the
perspective to make decisions of that type. A broader
perspective is necessary for decisions with broad-based
effect.
A m ddl e manager who said she had no input into decisions
regardi ng downsi zi ng agreed: "Sonetinmes people who make deci sions
just have to make them for the overall good of the organization."”
WWhen questioned about the decision-making process, nost
m ddl e managers stated quality inprovement progranms did not

affect the way decisions were made. However, when questioned
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about how quality inprovement prograns had inpacted downsi zing,
al nost half of the managers were able to specifically identify
how quality inprovement initiatives were incorporated into
downsi zing. An equal nunber could not identify any relationship
between the two. Several who saw no direct inpact noted that
qual ity inprovement activities provided "a positive focus" during
a negative process.

There was broad agreement anmong m ddl e managers that the
downsi zi ng process did affect the ability to inplement quality
I nprovenent initiatives. It was noted that the position chiefly
responsi ble for inplementation of quality inprovement prograns
was cut to one-quarter time directly affecting the facility's
ability to achieve CQ progress. Downsizing produced barriers to
progress including breakdown of teamwork, fear, poor staff
moral e, increased workload, conmpeting priorities, l|ack of
comm tment and uncooperative attitudes. One manager noted that
people lost faith in the quality inprovement program because of
what they saw happening in downsizing. One noted that people in
stress always resort to their old way of doing things; therefore,
quality inmprovement initiatives were abandoned. One manager
summed up the problem "No initiative is well-received in a
downsi zing climate."

Al t hough adm nistrators agreed that it is difficult to do
anything while involved in major organizational changes, the
Superintendent stated that downsizing did not affect the

facility's ability to enact quality inprovenent initiatives. He



believes that the facility's quality inprovement program had a
"false start” in that it had adopted a cunmbersome "Quality

| mprovenent Team' process. His perception is that the

organi zation had a one year false start, followed by one year of
"re-grouping” and is now actually in its first year of enacting
realistic quality inprovenent initiatives. He also noted that
quality inmprovement initiatives were |aunched in an uneven
fashion. "It was not like rolling a bowing ball down the alley.
It was nmore like throwing a handful of balls of various sizes at
the pins," he said in explaining the varied successes. "People

who believed it and wanted to make it work were able to use it."

WORKI NG HYPOTHESI S 1: EFFECTS ON EMPLOYEES

| nterview Results

| ntervi ew responses indicate that agency enpl oyees were
negatively inmpacted by downsizing during the process. Mid-
managers' description of the process and its effect on enpl oyees
i ndi cate that enployees experienced some form of decreased job
satisfaction (all respondents) and a |oss of enpowerment (85
percent of respondents). Approximately half of managers reported
that enpl oyees experienced a decrease in commtnent to the
m ssion of the organization, increased fear and a |ack of open,
honest communi cation. More than one-third of the managers
reported that enployees felt devalued and unrewarded and that
enpl oyees experienced a |ack of open, honest communicati on.

Approxi mately one quarter of mddle manager's felt the principles



of excellence and custonmer satisfaction were weakened during
downsi zing. It was noted by some managers that sonme persons in
the organization were conpletely unaffected and that the degree
of negative inpact was directly related to one's persona
outconme. One manager stated there was no effect within his/her
departnment while the manager's subordinate staff noted
significant negative inpact.

However, there is evidence that nost negative effects were
transitory. Inproved commtnent to excellence and custoner
satisfaction was noted by twenty-one managers while only four
i ndi cated continued negative values in this area. Of the twelve
managers who noted increased fear during downsizing nost said
that fear, in the formof anxiety or lack of job security,
remains. Only four of the twelve noted significant inprovenents
in the level of fear. Whi | e nost managers acknow edged
i nprovenents, significant concerns were still noted in the area
of communi cati on.

Many managers ascribed to enpl oyees and co-workers
continuing feelings of anger, fear, grief, low morale, anxiety,
loss of comm tment, |oss of notivation, resentment and feelings
of displacement. Such descriptions of enployee feelings would
indicate a |ow level of job satisfaction. However, when directly
questioned about their own level of job satisfaction, nost
respondents indicated their personal job satisfaction was the
same or higher than it was two years ago. An even higher number

i ndicated their commtment to the m ssion of the organization was



the same or higher than it was two years ago

Interview responses indicated total agreement that work
pl ace values in general were the same or better than they were
two years ago. Most agreed that awareness of work place val ues
was much higher and that there were sincere efforts toward making
thema reality. It was noted by several that the status of work
pl ace val ues depended upon the individual manager or supervisor
and that for some persons there was no inprovenment.

The finding that current work place values are the sanme or
better than they were two years ago is supported by responses to
a questionnaire by twenty m ddl e managers (Home Team Leaders and
Assistant Unit Directors). When asked to rank specific issues as
the same, better, or worse conpared to two years ago, fewer than
10 percent of the conposite rankings were noted as worse. Nearly
one-third of the responses indicated inprovenent.

Based on the status of work place values, no significant
| ong-term negative enpl oyee inpact was identified. |t was clear
fromthe interviews that enployees nost directly affected
experienced severe negative inpact from downsizing. While the
degree of inpact |essens with passage of time, some persons
continue to experience anger and a sense of personal loss. This
was al so apparent from personal enotion displayed through facial
expressions and voice by some interviewees in discussing the
subject. Even those persons who were not significantly affected
often used highly charged emotional |anguage in describing the

events and effects.



Hypot hesis 1 Findings:

Fi ndi ngs confirm that downsizing did have a negative effect
on enpl oyees during and after the process; although, few | ong-
term negative effects can be proven. A few enployees felt no
negative inmpact, but a lot of enployees suffered short-term
negative effects. A small nunber still feel the negative inpact.
One nust conclude that the inpact of downsizing on enpl oyees was

negative because at |east some enployees were hurt by the action.

WORKI NG HYPOTHESI S 2: | MPACT ON SERVI CES

Interview Results

There was overwhel m ng agreement that services to residents
are now better than they ever have been. Only two persons
indicated that services to residents were worse than they were
two years ago.

There is |ess agreenent about services to interna
customers. Only three managers noted overall inmprovenents in
these areas. More than half of managers noted that services in
at least some areas had declined although there was little
agreement about what services were worse. The nost frequently
mentioned problem area was the Human Resources Department which
has undergone major reorgani zation and staff changes unrelated to

downsi zi ng. ™ Persons citing problens with Human Resources

1t was noted by one respondent that, due to downsizing, a
key position in the Human Resources Departnent was filled by an
internal nove rather than through conpetitive hiring of an



al so noted recent inmprovements in services. Another problem noted
was |loss of time to nmonitor services and supervise staff due to

i ncreased supervisory workloads. Several managers noted

I nprovenents in services from the Supply and Mintenance
Departments. There were m xed reviews for the Staff Devel opment
Depart ment where managers felt the quality of services was better
but the quantity had suffered due to cutbacks in the frequency of

new enpl oyee orientation courses.

Consunmer _Surveys

Consumer satisfaction surveys conducted by the facility in
December of 1990, 1991, 1992, and 1993 showed consistently high
results. Famlies and advocates who rated themselves as very
satisfied or sonmewhat satisfied totaled 96.7 percent in 1990 and

97.1 percent in 1993.

Ext ernal Surveys

Austin State School has consistently achieved annual |CF
certification although the number of deficiencies cited has
varied froma high of sevemin 1990 to a lowof two in 1993. As
di scussed in Chapter four, the number of deficiencies cited is
not very meaningful due to the inprecise system used for

classifying problems. However, it can be determned fromICF

experienced person. The time required to train the relocated
enpl oyee during other critical transitions may have negatively
| mpacted services.



results that the services of the facility continue to nmeet
requi red standards.

ACDD ratings have consistently inmproved. In 1990, the
facility achieved 77.8 percent of the 580 standards applied and
received a one-year certification. In 1991, it met 510 of 596
standards for a score of 85.6 percent and received a two-year
certification. In 1993, the facility nmet 86.75 percent of

standards and again received a two-year certification

Hypot hesis 2 Findings

Based on results of manager interviews, consumer surveys and
external surveys, it is evident that services to residents have
continuously inproved. Sonme internal support services may have
declined, but these problens cannot be wholly attributed to
downsi zi ng. Thi s author concludes that downsizing did not have a

negative inpact on services.

WORKI NG HYPOTHESI S 3: ORGANI ZATI ONAL EFFECTI VENESS
Document ary evi dence shows that the agency experienced a
significant decline in resources for canpus-based services.
Bet ween August, 1992, and August, 1994, the facility lost 149
FTEs of canpus-based enployees. Funding cuts totalled $1.2
mllion. Fixed costs of nedications and rent increased. The
facility continues to provide services that are at |east as
effective as those prior to downsizing while using fewer

resources. Therefore this author concludes that the organization



is mre effective following downsizing than before downsizing
occurred.
The next chapter will present a summary of the research and

concl usions.



CHAPTER 6: SUMMARY AND CONCLUSI ONS

There is still nuch to be |earned about downsizing. Future
studi es should focus on mtigating the negative effects on
enpl oyees, especially in public agencies. As reported in Chapter
2, Charles Levine warns us that change is nore easily inplenented
when enpl oyees have sonething to gain. Levi ne noted that the
rewards needed to gain cooperation and build consensus are
lacking in the cutback environment. This lack is especially true
in the public sector where management is usually prevented from
offering the benefits and inducements available in the private
sector.

Austin State School enployees have continued to provide the
hi ghest quality of services for persons with mental retardation
in spite of adverse conditions and personal emotional turnoil.

Di scussi ons with managers showed that frustration exists at al

| evel s over the absence of pronotional opportunities and |ack of
pay increases. |If valuable enployees are to feel "valued and
rewarded," they nust receive some conpensation for the adverse
enmpl oyment conditions created by downsizing. Pay increases are
the nost obvious reward but perhaps the nost unlikely under
current conditions of scarcity. |Increased opportunities for
training and interaction with other professionals outside the
facility were identified by some as possible rewards.

There is much to be |earned about the use of quality
management programs as downsizing strategies. A conflict does

exi st between the activity of downsizing an organi zation and the



i mpl enmentation of quality inprovenment programs. However this
aut hor is convinced from the evidence of this study that Dem ng
met hods of quality inprovement can provide a strategy for
successful downsizing of an organization. \While Austin State
School did not fully enploy Deminig methods in downsizing, there
is some evidence that CQ initiatives ameliorated the negative
effects of downsizing and that the desire to maintain quality
services drove decisions. Quality inprovenent initiatives were
too new and were not firmy entrenched when the major cutbacks
and reorgani zation occurred. Had the stated work place val ues
been nore of a reality, the negative effects of downsizing could
have been greatly | essened. It would be beneficial to study the
relationship in an environment where quality initiatives are wel
entrenched.

Bot h managers and adm nistrators interviewed whol eheartedly
enbraced the stated work place values. While the docunment is a
source of hope for enployees, it can also provides a sharp
contrast between current reality and stated expectations.
However, as the Superintendent pointed out, "that is why they
call it continuous quality inprovenment." Managers and
administrators acknow edge that they have a long way to go before
the work place closely resenbles the stated values. It is
important that full devel opment of work place val ues be
vi gorously pursued.

A recurring theme in comments by nmanagers at all |evels was

a belief that the organization had learned fromits m stakes.



Many people who felt that they had been treated badly in
downsi zi ng seened to have sonme confidence that upper managenment
was aware of their failures and would avoid such m stakes in the
future.

To date, downsizing at Austin State School has produced a
more efficient organization. There is agreenent at all |evels
that further reductions will seriously inpact the quality of

services and lead to a less efficient organization.
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APPENDI X A
M SSI ON AND VALUES STATEMENT



AUSTIN STATE SCHOOL

MISSION
To enable the people we serve to continuously advance the quality and
independence of their lives.

SERVICE VALUES
We believe that:

i people with developmental disabilities have the same basic
rights, needs, and desires as other citizens.

° all people can learn and develop skills which help increase
independence and quality of life.

o a normalized rhythm of life and opportunities for personal
choice should be available to the people we serve.

° the interdisciplinary approach best assures that individual needs
are addressed in a comprehensive habilitation plan.

L individuals should be as free of restrictions as their
developmental needs and training objectives will allow.

WORK PLACE VALUES
W e believe that services are best provided in a workplace characterized by:

o understanding and support of the facility mission and values by
staff at all levels of tne organization.

L recnanition that increasing employee job satisfaction is a key
factor in continuous quality improvement.

° staff who feel valued and rewarded for their integrity,
dedication, effectiveness, and efficiency.

. open, honest and timely communication.

° staff at all levels who aie empowered to participate in the
problem-solving and decision-making processes of the
organization.

o supervisors whc eliminate fear in the work place, who set
realistic expectations, and who encourage and support
innovation, creativity, and conflict resolution.

° commitment 0 excellence and customer satisfaction in
everything we do.
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WORK PLACE VALUES REPORT 7/92



Appendi x B

In July 1992, a group of approximtely 30 selected m ddle
managers net as a work group to consider the status of the
facility's Work Place Values. The group reviewed each of the
stated val ues and considered two questions as they related to
each value: "Where are we now?" and "Why are we there?"

Follow ng is the work group report.



WORK PLACE VALUES 7/92
WHERE ARE WE AND WHY
M DDLE MANAGERS

We believe that services are best provided in a work place
characterized by:
0 comm tment to excellence and customer satisfaction in
everything we do.

| dentification of Customers

WHERE ARE WE NOW? WHY ARE WE THERE? COMMENTS
We are concerned Historical focus -
about such "nose to the
customers as grindstone, etc. -
clients, parents, services driven.
etc. rather than

internal, so Emphasi s on " needs
services have been without regard to
designed at the resources™ which is
expense, sometimes, distorted due to

of our peers. pressure.

We have never asked
people to identify
I nt er nal

customers - |ack of
knowl edge re:
concept .




E

WHERE ARE WE NOW?

WHY ARE WE THERE?

COMMENTS

Needs of some
customers (clients)
are ms-identified
because of needs of
ot her customers.

Adm nistrative
decisions ( i.e.
moves) are made
without regard to
customer's

(internal and
ultimate) true
needs, resulting in
tremendous customer
(internal and
ultimte

di ssatisfaction.

Common Sense
judgments are
someti mes
overridden by
"political
correctness" .

Ext er nal
requirements {(ICF,
etc.) result in
conflicting

reqgui rements.

The customer is an
interruption to our
normal worKk.

Resources are
spread so thin.

We forget the
reason we do our
work is to
ultimately satisfy
the customer.

The wrong person is
taking care of the
customer = someone
el se could have
dealt with it

first.

The customer
doesn't know the
protocol .

Customer
satisfaction hasn't
been a priority,




||. Standards

WHERE ARE WE NOW?

WHY ARE WE THERE?

COMMENTS

Staff don't

di stinguish between
"excel [ent™ and
"run of the mlIl™"
service and there
IS no incentive or
systemto

di stinguish the two
for staff.

Don't offer enough
training to
demonstrate or
teach "excellent"”
service skills.

Staff don't ask for
help - "learned

hel pl essness™ - due
to poor experiences
in the past, or
"that's not my
job". -

Peopl e don't

agree on what
constitutes good
customer service.

al ways

ITI. Customer Service
WHERE ARE WE NOW?

Di fferent biases.

Di fferent
priorities.

Difficult to obtain
input fromthe
ultimate customer

(client).

|

WHY ARE WE THERE?

COMMENT S

We've inmproved in
customer service,
but we have a |ong
way {0 go.

We've made initia
changes, but still
have breakdown in
fol l ow through.

There is vagueness
about whom to call
for problem
resol ution.

Enmpower ment ;
communi cation.

We feel that some
enpl oyees are
expendabl e and we
don't needto

pl ease them

Rat her than deal
with their stuff,
we can easily

replace them(NAQL).




WHERE ARE WE NOW?

WHY ARE WE THERE?

COMMENTS

We have come to
realize the need
for customer

sati sfaction for
enpl oyees, but we
don't know exactly
what to do.

Money has been
perceived as the
main way of
reinforcing staff.
(Poverty wages for
some cause external
probl ens that

ef fect

performance.) Now
we have a new focus

after meeting
client service
needs.

Expectations of our
j obs have been
externally dictated
and now customer
satisfaction is
part of it.




WHERE ARE WE NOW?

WHY ARE WE THERE?

COMMENTS

Some staff don't
know or are unsure
who their customers
are.

"Turf issues"”

We are used to
t hi nki ng about
clients as our
customers.

only

The focus of
services has been
on people who live
here, not people
who work here (does
vary anong

depart ments).

Staff haven't

bought into the

val ue of custonmer
service. It hasn't
been inportant for
us to know.

Lack of effective
training, haven't

received training

or the training Is
not utilized.

Too much at
time and | ow
performance
requirements
wi thout followup
support and
intervention.

one

We have been too
busy satisfying
power ful external
customers - Lelsz,
ACDD, | CF-MR.

=0k ger m ead ‘E‘nr
AL

“le




WHERE ARE WE NOW?

WHY ARE WE THERE?

COMMENT S

We don't give good
customer service.

We have cumbersome
procedures.

There are staff
shortages in some
ar eas.

Empower ment :
comuni cation




We Dbelieve that
characterized by:

0 supervisors who elimnate fear
_ realistic expectations,
i nnovation, creativity,

set

[ . Level of Fear

services are best

provi ded

and

in a work place

in the.work place,
encourage and support
conflict resolution.

WHERE ARE WE NOW?

WHY ARE WE THERE?

COMMVENTS

We're afraid = fear
is.alive and well -
full-Dblown paranoia
in some cases.

Puni shment

paradi gms prevail -
poor reinforcement.
Hi storical
precedents.

Mid-managers make
personnel decisions
that are |ater
overturned.

Sometimes m d-
managers want to
use . m stakes as
teaching moments,
but their
supervi sor
them to put
enmpl oyees on
"rgvels'. M d-
managers need nore
power .

directs

Since m d- managers
lack authority to
make deci sions,
timeli ness suffers.

Staff are
intimdated into
hal f -truths and
sugar-coating
reality because
they fear punitive
responses.

Prof essional staff
see themsel ves as
knowi ng nore.

Some fear i s based
on | ack of

i nf ormation.

Depend on the
grapevi ne.

Some fol ks are
conditioned to
fear.




VWHERE ARE WE NOWP WHY ARE WE THERE? COMMENTS
There is-a lot of Loss of job -
fear imthe~work Tv.vis State Schoo
pl ace. cl osure.
I1. Value of Human Resources
WHERE ARE WE NOWP VWHY ARE WE THERE? (COMMENTS

We are guided to
finding problens
with people rather
than with systens
or processes. This
l eads to a cover-up
of systens
failures.

Easi er and sinpler
to focus on a
person. The system
or process seem
overwhel m ng.
perceived to be
more wor K.

[t's

There are a l|ack of
skills and

under standing in
how to | ook at a
process.

Mindset.

Peopl e who set up a
process often are
not open to
changing it. They
fear someone
questioning their
authority.

Managers fail to
present problems to
the enpl oyees who
be will

I mpl ementing a
process for their

| deas on how to
acconpl i sh goals.

| ace is
ul timatuns

The work
full of
rather than
options. There is
zero tolerance for
errors. W
perceive people as
probl ens rather

t han processes or
syst ens.

It's easier to say,
"You screwed up"
than to | ook at
process.

t he




It is easier to
replace people
(good people
sometimes are

lost - there is a
fine line between
good and not so
good). How much
are we willing to
extend ourselves to
try to keep people.

11. Leadership and Management

WHERE ARE WE NOW?

WHY ARE WE THERE?

Supervisors are
afraid to give up

Hi story.

COMMENTS

power and deci sion- Lack of trust.
maki ng.
Like a fraternity
i nitiation.
Some managers Fear' of 1losing
i nhibit open power .
communi cation
easier to be
di ctator rather
t han _get consensus.

Managers fear
| osing good staff.

There is no reward
system Good staff
get more work.

PPP i s used the
wrong way - as
puni shment .

It's used that way.
It's easier to
puni sh than
reinforce positive
behavi or or
develop.

No i ncentive to use
it.

In training nost of
the enphasis is on
using 1t for

problems.
Mznagere feel that We expect people to
if their staff does succeed using poor

zomethi ng wrong,
they (the manager)
wi Il be blaned.
Qur expectations
are too high.

processes.

We sonmetimes shove
things down
people's throats.




—

WHERE ARE WE NOW?

WHY ARE WE THERE?

COMVENTS

We haven't et
staff determ ne
expectations.

We don't have
confidence in them

Managers perceive
staff as a threat
to them

Some people want
(are conditioned)
to be told what to
do - don't want
responsibilities.

Fear of failure on

_the part of the

manager

V. General

WHERE ARE WE NOW?

WHY ARE WE THERE?

COMMVENTS

Expectations have
continued to
i ncrease.

There i s fear of
failure.

Job descriptions
are vague.

Supervisors are
inconsistent in
expectations.

There are

di fferences in
skill levels and
training.

Show bi ases and
favoriti sm

There are "0ld
Timers" who haven't
been able to adapt
t o changes.

Staff are afraid to
speak up because of
perceived
consequences. We
have a history of
being a punitive
envi ronment.

The PPP systemis
punitive and time-
consum ng. There
are no rewards.




We Dbelieve that services are best provided in a work place
characterized by:
0 staff at all levels who are enpowered to
participate in the problemsolving and decision-
maki ng processes of the organization.

Front Line Staff
WHERE ARE WE NOW? WHY ARE WE THERE? COMMENTS

Many times FLS Negative

(Specs) don't want consequences for
power and their decisions in
responsibility. t he past.

They don't want to
make deci sions. It's not ny job.
Don't get paid
enough to take that
responsibility.
That's what
managers get paid
all that money for.
They perceive
manzcers as |azy.

4f

If they enbrace
that power it
requires a shift
from™then' to
"us".

It is easier to
assess bl ame than
to get your hands
dirty.

Lack of self-
confidence.

Fear of punishnment
for a m stake.

Some staff can't They are paranoid
under stand why we and think someone
w?nt to enpower s out to get them
t hem




WHERE ARE WE NOW?

WHY ARE WE THERE?

—_— ]

COMVENTS

We have poor
conflict
resol ution.

PPP system

There is a built-in
tattle tale -system

We have a history
of moving people
rather than

resol ving
conflicts.




People are afraid
of lines of

aut hority -

st eppi ng out of
accept abl e

boundari es. Sonme
peopl e are not able

to cl ai m power.

Boundary lines are
not really drawn.

Find out what you
"can't do" by
maki ng a m st ake.

The worth of people
s judged by their
position not by
their abilities.

We have limited
empowerment in some
areas - can''t

follow t hrough.

Lack of trust.

Fear | oss of
contrel and/or loss
of credit.

No effective
information
process.

MK R et Br bbb

Poor communication.

Pear of change and
resi stance to
change.

Not a free sharing
of information.

There is
zonmetition between
SITRNRE

vecisions are based
on politics rather
t han cust oner

servi ce.

No enough ti ne.

il. Leadershig and Ha

nagement

WHERE ARE V\E _NOWP

VWHY ARE WE THERE?

COVMENTS

Supervi sors don't
want to give up
their power, and
they don't want to
accept the power
that is already

t here.

Lack of trust.

Pear of being
bl amed; maki ng
m st akes.

Lack of skills in
enpower i ng.

Thei r
|oss o
power
of overal l

Perception S
persona

rat her than
gr owt h.




WHERE ARE WE_NOWP

VWHY_ARE WE THERE?

_"___r—

COMMVENTS

Managers and staff

don't understand
what it

(enpower ment:
means. There is

confusi on between
enpower nent and
del egation.

Lack of educati on,
training, exanples

and recent focus.
Staff think they
must wait until
soneone (Jim says
It's OK

Di fferent
definitions.

Some staff think
del egation equal s
enpower nent .

Staff aren't
trained in howto
make deci sions and
how t o devel op a
sense of trust.

Supervisors are
i nconsistent in
enmpowering - sonme
get overl oaded,

ot hers are ignored.

Lack of trust,
skills, know edge.

Skills differences.'

Ri sk-taking vs.
enmpower ment .

Staff person |acks
confi dence to
respond .esitively
to the supervisor's
efforts to enpower.

It's easier.

There is a cycle
where lack o
confidence leads to
avoi dance which

| eads to not being
asked.

|f you del egate or
enpower you still
are bl amed for

m st akes.

Not |ooking at the
rocess; still
ooking for someone

to bl ame.

Power is a dirty
wor d.




WHERE ARE WE NOW?

WHY ARE WE THERE?

COMMENTS

Staff sometimes

feel empowered by
their depart ment
heads, but feel-
that the department
heads are not
empowered by the
Assi stant Supt's, .

We suspect that the
Assi stant Supt.'s
haven't bought into
empower ment yet.

It's possible that
the depart ment
heads are nmore
empowered than they
adm t .

Coul d be fear of

l oss of control or
power. They

al ready have a
personal agenda of
what they want.

Empower ment woul d
create a need to

define the role of
seni or managenment
or elimnate some
| obs.

(]

The role of a good
supervi sor has been
perceived as a
person who knows
and controls

People are afraid
of not having all

the answers and it
I's perceived that

t he Assistant

everyt hing. Supt's. expect you
Y to know all.

W t h—wevel Peopl e in power

fol ks, we don't don't want to be

deal with people bl amed or

who make bad
decisions - we
change the process.

acknow edge
responsibilities
for bad decisions.




WHERE ARE WE NOW?

WHY ARE WE THERE?

COMMENTS

We talk the talk,
but don't walk the
walk. (Ex: client
moves, personnel
deci si ons being
overturned
internally, upper
managenent says,
"You're empowered,
but. . ."

What we say doesn't
match what we do.
There hasn't been a
paradi gm shift yet

I n our perception
of a good
supervisor.

Waiting and having
decisions
overturned results
in people not being
empowered to learn
positively from
mistakes.

Managers are
fearful of giving
up power.

Managers think they
will be blamed.

Some managers think
its more efficient.

Managers fear they
wi Il be perceived
as inept.

Enpower ment is

i nconsi stent - " You
can make deci sions
as long as | Nhike
them "




APPENDI X C
QUESTI ONNAI RE ON WORK PLACE VALUES



Following is a list of issues related to work place values
identified by mid-managers in July 1992. Please indicate whether
these conditions are now better, the same or worse than two years
ago or if it never has been an issue.

ISSUES IDENTIFIED IN JULY 1992 BETTER | SAME | WORSE | NEVER
AN
ISSUE

We have never asked people to

identify internal customers - we

lack knowledge of concept.

Customer satisfaction has not

been a priority.

V¢ have been too busy satisfying

powerful external customers _

Lelsz, ACDD, ICF-MR.

We have cumbersome procedures.

We're afraid - fear is alive and

well = full-blown paranoia in

some cases.

Mid-managers lack authority to

make decisions, timeliness

suffers.

We depend on the grapevine for

information.

There is a lot of fear in the

work place related to loss of

job - Travis State School

closure.

We are guided to finding

problems with people rather than

with systems or processes. This

leads to a cover-up of systems

failures.

There is a lack of skills and

understanding in how to look at

| a process. "

We perceive people as problems

rather than processes or

| systems. .

Some managers inhibit open

communication. ]

PPP is used the wrong way - as

punishment. -




BETTER

SAME

WORSE

NEVER
AN
ISSUE

Some people want to be told what
to do - they don’t’ want
responsibilities.

Mangers fear failure.

Staff are afraid to speak up
because of perceived
consequences.

People are afraid of lines of
authority - stepping out of
acceptable boundaries.

Empowerment is inhibited by a
lack of trust.

Empowerment in inhibited by fear
of loss of control.

There is fear of change and
resistance to change.

——.

Managers and staff don't
understand what empowerment
means.

The role of a good supervisor
has been perceived as a person
who knows and controls
everything. People are afraid of
not having all the answers and
it s perceived that the
Assistant Supt.'s expect you to
know it all.

Empowerment is inconsistent
"You can make decisions as long
as 01 like them.”

COMMENTS :




APPENDI X D
| NTERVI EW | NSTRUMENT: M DDLE MANAGERS



Job Title:

1

Downsi zi ng process:

How has your unit/department been affected by downsizing
[ positions |ost, jobs changed, personnel noved]? How have
you personally been affected?

How was decision made for each round of cuts (provide
specifjc cuts) Who was participated in the deci sion?

To what extent were you involved in the decisions regarding
cuts? Did you have input into decisions?

Were decisions made differently follow ng inmplementation of
quality inprovement initiatives?



3. Quality inprovement

initiatives:

What quality inmprovenment initiatives have been inplenmented
in your department/unit?

Has it heen difficult to inmplement cqi while downsizing?

What has been the inpact of downsizing on cqi?

What has been the inpact of cqi on downsizing?



4

5.

mmi

What is the current. status of
it compare to two years ago?

wor kpl ace val ues? How does

What has been the inpact of the adoption of workplace

val ues? (are they aware of

From your
empl oyees?

From your
services?

poi nt

poi nt

of

of

view, what

vi ew, what

t hent?)

i npact

I mpact

has downsi zing had on

has downsi zing had on



6. Are you more or less committed to the mission of the
organization than you were 2 years ago? Why?

7. Are you more or less satisfied with your job now as opposed to
2 years ago?

8. Is your work now more or less interesting than it was 2 years
ago?

9. Do you experience more or less conflict in the workplace than
you did 2 years ago?

10. 1s there more or less cooperation between units and
departments than 2 years ago?

11. Are services to residents better or worse than 2 years ago?
How?

mmi



APPENDI X E

COVPOSI TE OF | NTERVI EW RESPONSES
BY QUESTI ON



Job Title: COMPOSITE

1. Downsizing process:

How has your unit/department been affected by downsizing
(positions lost, jobs changed, personnel moved)? How have
you personally been affected?

How was decision made for each round of cuts (provide
specific cuts) Wuwo was participated in the decision?

To what extent were you involved in the decisions regarding
cuts? Did you have input into decisions?

Were decisions made differently following implementation of
quality improvement initiatives?

Efforts were made during major reorganization to make people! feel.
like they had input but personally my input was not considered.

No input really just |lip service, But not sure they could have
cdone it differently. Sometimes people who make decision just
have to make them for the overall good of the organization.

A lot of input: into decision, but decision was probably made
before input given. Decisions are made differently now. There is
more 1input

I gave written input but received no response. There secems to be
some improvement since then. Maybe we learned from our mistakes.
Administrators seem real committed now to do better and inform
people affected as soon as possible

¢ai has no effect on how we make decisions

Asked for suggestions and recommendations made but they were
probably not taken seriously.

The reorganizastion position affecting my position was made openly
and fairly.

Decision to cut position within department was made as a team.
W streamlined and cross-trained and work as a team.

My staff' did not have input into decision about cutting positions
but participated in deciding how to reorganize work.

more participatory. but participation has no effect. They make a
good effort to get input but then they do what they have to do.

unit management team involved in what positions to be cut but



most decisions seemed to be made at the ud level

no involvement at all in decision to cut position in department.
all had opportunity to p rticipate, but input not a determining
factar.

input but not influence

no difference in how dec@sions made

decisions are still handed down with ud input

much more open. Departments make dacisions now. As dept. head,,
T am integral part of decision.-.making process. Llsed to be
dictated.

No input into decisions 1-e: professionals

Our cuts were done with full participation but everyone gave a
protective response. Everyone tried to find jobs so no one would
lose their joeb. There were no opportunities within the facility
for us because positions were &liminated or. other people moved

into them. W had a committee look at what services other
departments needed from us and what we could cut back. For the
first time, w really found out what customers needsd. The

downside is that everything became a group decision dus to
empowerment and people didn't know how to make <decisions, they
lacked infarmation or had personal agsndas. 1t became a no tr-ust
environment.

Decisions have become more par-ticipatory. Earlier movement was
more autocratic but we didn't have a lot of time. Moves basexi
on client needs and preferences

Can't compare because B am now closer to the decisions being
made. Was pel-sonally informed very early of impending change in

my job.
Found out after. the fact. Not participatory. Input but not
influence. cut and dried decision

recommendations made but no Enfluerice

sort of secretive. people informed of need to cut. misleading
information given about what cuts would occur. Should have
talked to people actually affected. People you worked with and
people you supervised were also affected. People were led to
believe they would not be moved. Persons not involwved in
cdecision about: their position and not informed.



2. Quality improvement initiatives:

What quality improvement initiatives have been i mpl emented
In your department/unit?

Customer satisfaction surveys.

Customer needs survey

Customer service always a value in this department but cutbacks
have meant less opportunity to perform desired services

Streamlining of staffing process was real improvement.

QIT process was cumbersome. It was too time consuming for our
resources.

Process improvement, streamlining, reorganization, better working
conditions. communications

Biggest impact is the way we locok at problem solving. The bulk
of decision are made by the pegople most impacted or with the most
input from people from people inveolved. The more we do it the

better it works- Staff give better input now because they know
we really use it.
Teambuil 1lding

Informally use principles of guality-driven services

Much more attention is paid to customer service. People more
aware .

Lots of streamlining, but probably more due to specific change in
department leadership than to cqi

Streamlined statfing process has worked well. Work order
improvements. New monthly review format. Unit work groups.

& committee worked to streamline and restructure our services
with direct feedback from customers.

Practicing more positive ways of impacting performance problems.
More consistent and lenient.

unit-based exit interviews determine customer satisfaction
More emphasis on processes. They are getting better. Need
continued 1-edafinition.

Changed how we do some things =-- cross~functional teams. Higher
involvement of staff. We do business differently

Customer satisfaction was always a value.



tremendous amount of training. developed vision statement,
mizsion statement

Heavy emphasis on streamlining

Freer review born more out of Lelsz but has had the greatest
impact on health care. Opportunity for input on issues and
growth opportunity for nurses.

Emphasis on team building, working together..

More input from direct contact staff. People impacted by
decisions ate moure involved.

no real changes - still rude secretaries, safety people, Human

resources.
QITs could have worked if they followed through with them.

Some changes(wo, b-17)

Me have done a lot of process streamlining and have smbraced
customer service.

Downsizing forced us to streamline processes.



Has it been difficult to inplement CQ while downsizing?

Fleople lost faith in cqi because of what they saw happening was
in conflict with the concepts of empowerment, satisfaction and
customer service. But process streamlining helped.

Difficult to implement cqi anytime and change is very difficult
here. The diversity of people makes it more difficult. There
never would have been a good time to implement cqgi because there
has never been a time here when things were routine. There has
been constant reorganization over the past 1.0 years with major
improvements.

Yes due to elimination of key position of cqi coordinator
position. UD assumed responsibilities but has no time to do.

Yes. staff commitment lacking. Unit reorganization produced
anger and resent. They weren't compatible with cgi.

Greater latitude to give up things we "always did". Got rid of
staff that was less essential. We could not keep addition tasks
without subtracting.

Downsizing increases negative attitude. Quality talk is =alt in
the wound - a conflict.

During cutbacks and adjustment period, you go bhack to basics.

Yes and no. Cutting positions creates negative feelings for
everyone, not just the person involved. It is hard to get people
to buy into new concepts when they are feeling negative about the
system. Trust is necessary to implement cgi. But we really did
manage to do things differently - especially maintenance. 1t
t.akes a long time to serve customers better anyway.

Extremely difficult. Had to contend with bitterness and peopla’™s
loss of growth potential.

Not in my area.

Cutbacks made it difficult to meet customer needs.

Everybody had a fuck you attitude.

Whern morale qoes down everything suffers.

Poor morale, fear, lack of promotion

thtard to focus on positive when in negative climate.

They tell staff they are expected to treat clients and each other.
with dignity and respect, but staff don”t feel that
administration treats them that way.

Fear due to downsizing creates conflict with gquality issues.

In some cases it helped. Through streamlining, we looked at



quality. s cuts went deeper we had to give up some quality.
seen as lip service. conflict

People were so anxious about downsizing and morale issues so
prevalent that cgi was difficult. However it was essential. It
helped people get over it - to 1-acover from their grief.

Unit reorganization: people were upset because we talked Kaizen
but didn't do it. 1t really hurt our efforts to move forward on
CGgl . How could they say this and do what they are doing?
Joyce Holz was an example of how we did things poorly - how it
was dona - the way it was done. 0B understood the nzed for the
reassignment itself.

What has been the impact of downsizing on CQI?

outcome no different

none*
There was a lack of time due to dealing with other stuff. It
slowed the implementation of cgi. 1t frustrates people when they

“don®t have the resources and the don't want to give up guality or
stop anything they are doing.

Forced process streamlining
Hecessity breeds Engenuity. but we lack the time. Things keep
getting put on the backburner and never moved.

shut a lot of doors. shutting down avenues.
basic survival takes all of time
listen more, but listening has no impact on decisions.

cqgl gets done when people have nothing else to do - of F~gurvey
years, atter Christmas. 1t is something we do in off-times.. not
the way we do business. It is difficult to sell. People see it

as the current passing Fad.

Might have been smoother 1f downsizing, but outcome probably not
affected

cauzed it: to be slowet than it needed to bhe. There was great
stress and people in stress resorted to old ways of doing things.
They went back to what they did beforel!. This was an opportunity
to use our process stuff. W had gone through a paradigin shift
and should have gone forward. Feople though cql was a separate
activity instead of a way of dong things. They quit doing it
(processes and problem solving) and Just put band-sids aon it,
fixing symptoms 1-ather- than solving problems.

People believed QIT s were to enable us to eliminate positions

Initial cgl initiatives QIT's died because they were cumbersome
and because cutbacks eliminated or chanaed key positions of



people who were lending efforts.

CAI was not given a priority because people were worrisd about
other things.

Because of downsizing good things started to happen

What has been the impact of €Q@I on downsizing?

it influenced how we did our process
have done it with more tliouglit on the impact on employee:;

t.ried to keep people First. HMNo ane lost Job and they had options
to refuse placements. Management. tried to treat people humanelw
and openly.

alight

none Xk

¢qi was timely because we were downsizing. 1t made us do it
better - to think about how we were doing things and consider

t:he need to involve people as much as possible.

People better informed. Some would like more impact on
decisions. Some would like earlier input == in time to be
considered.

CAQl heightened awareness of individuals and quality were working
for. Details were looked at closely by upper management in
making decisions. There was a awareness of need to pressrve
quality.

CQI help us recover well. It kept us together while we were
downsizing.

Downslzing took its course and pushed cqgi out of the way.

Early it was like we'd never read the book. Later actions were
handled bettbter. Unit reorganization was handled better than
szomeé of the earlier individual cuts.

provided positive Focus

I believe principles were incorporated campus-wide. Peouple
worked hard to make it work. Quality drives downsizing
initiatives 1n this department



3. Work Place Values:

What i s the current status of workplace values? How does it
compare to two years ago?

What has been the impact of the adoption of workplace
values? (are they aware of them?)

Sincere efforts by Kif to do better. On a good road now. Tlier-e
is still some skepticism.

Depends on supervisors. Perceptions and attitudes play a big
part. Perceptions may be lnaccurate and some attitudes at-e bad.

depends on supervisor and whether they buy into it.

Not noticeable. Still Pear if you think you made a major screw
LWp. Communication is not much better. People are still in the
dark.

Feople actually have opportunity to participate. Just being

aware and thinking about things improves what we do

Feople don't really understand what they mean. In the day to day
grind they are meaningless.

Hear more about them. Grass roots staff don't adhere to them. |1
don't think they are catching hold. Ther-e is little! awareness
amonyg DCS. Most couldn't name one.

The way we do it now is good. People aren't as negative as 2
vears ago. Trust is better now. You can't make people do it.
They have to buy in.

Fear is not as bad as it used to be. There is still a lack of
communication and understanding.
Fear- has been reduced on some issues. Managers who used fear

have been lost.

better much better. Room for improvement but a lot of good
things have happened.

Getting there. Wish it could be faster,.

Concept of customer service - internal customers- has had major
impact. W are more sensitive to needs of customers.

They have been resurrected. W are talking akout them now..
lot of talk about them.

Most managers have bought: into them.

A long ways to yo.

Awareness up.

very little change

minimally opened up discussion

Not really used until no. Meetings are good. Have progressed.
Team building has lessened fear in work place.

Recognized.



Talking about tham has opened avenues for implementation
values were already embracec by self and supervisor
impact now being realized

depends on your supervisor

DCS would probably say yes.

communication still lacks.

not a reality here

People more aware now due to more emphasis and Focus articles

Feople may be more aware due to Focus articles but Pear* is
increased due to cuts. People are more paranoid. Jot.,,
satisfaction is down as people pick up more duties.

no impact

Starting to dialogue now. administration has now bought: into it
starting with upper management.

Caused trust to decline because they talked it but didn't walk
it. People who tried to walk it have left or shut up. Lots of
people who have used work play values as an excuse to make
changes they wanted to make. It brought openness at upper
levels. Folks became outraged over the difference between what
people said and what they did. People then voiced complaints to
administrators and made them look at department heads and how
they operate.

More active from unit level down but not at administrative level.
The superintendent really believes in these values but lack:;
follow through to see that it happens. Little communication
about what is happening with TSS employees, especially higher
level ones.
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4. From your point of view, what impact has downsizing had on
employees?

low moraleX*xx

heavier workload*

ANGEe rXRKKK KKK

S TRRN-RIE 2 58

loss of friendship

paranoia*

loss of commitment*

stressxix

lack of initiative

less motivated

fee]l unappreciated

grudges between people affected
effected staff at all levels
displacement/loss of team*

loss of long term expectation

loss of securitykkxierx

reassured because no one has lost jobi#x
bitterness

fearful at first but have seen people don't lose jobs¥k,
less tearful but still lack security.**
loss of trust

resentful

People also see opportunity for growth.

lack of understanding. People don't' understand how we lost:
money .

When positions cut, people feel their work has not been valued.
They feesl unappreciated.

Some jobs are more stressful due to additional duties. People
were less committed a year ago but things are better now.

W lost some goed ones and we lost some bad ones
TSS ~ No motivation due to lack of promotional opportunities..

Some people have really stuck out through a lot of stuff. They
have weathered the storm well. But we lost some good staff too.
pain for self and everyone | cared about. Loss of family.
fear. of additional responsibilities

.1‘_ e a r

bitterness for some people but very positive outcomes for others
short-term grief has ended but people are still uncertain about
future. There are anxieties about movement to community services
and end of state school



Displaced arrd have riot rebonded

Morale i s clown, people more 'fear-ful but that has settled doawn
some NOow. There is less loyalty. People are less willing to do
extra work.

Trust leaders less

anaclitic depression
not as much fun

loss of family

Change scargs people. It’s threatening. Emctional responses are
transient but ongoing changes keep emotions going.

Mixed. some people were hurt. Their loyalty was betrayed.
Mor-al went down. Megative talk affects work and others.

Paople were so overwarked during reorganizations and cutbacks
that they didn™t have time to grieve their loss. It keeps coming
back. Most don't realize there’s a loss to grieve. they can't
explain their behavior. They don't understand their denial an<
acceptance.

Aanger impacts the workplace. Pecple direct anger at people and
things responsible for their separation,

We lost good people. Bad people hang onto jobs because they fear
no other jobs available.

Good people leaving

people disgruntled
tension in air
apathy

loss of enthusiasm

Paople are more careful to have clear- job boundaries and
expectations to protect their jobs. They don't trust. Peoplea
create needs for what they have to offer.

Unnecessary stress in time between announcement and determinatian
of which unit to be eliminated. Then moved too quickly to split
up. didn't give us time to grieve.

people still disgruntled.

people affected still have some unhappiness



marly people were untouched .k

People fear the "administrative tricks" that can be done. They
see some people treated more favorably. |t is hard for people to
understand how some departments grow arid there are rumors that
some people ‘receive raises during cutbacks.



5. From your point of view, what impact has downsizing had on
services?

Nno changse¥xk
very little
saome units at-e too big to provide good support for staff*

Services are as good but there is not as wide a variety (ie cuts
in recreation, community services)

Human Resources worse but probably not due to downsizirng unless
it made good people leave.

Human Res. services still lacking

Better in some cases, le, Staff Development

The Xnfirmary is stretched too far. We need to staff for.
maximum stress and we are stafFed tor averaged stress Instead.
W lack resources. Any additional. stress pushes us too far.

Don’t see significant decrease. Frills aren't there but quality
iz =till there overall. To some extent, 1 see plride in the
accomplishment of maintaining services. There is a cohesiveness
that comes from enduring really tough times.

ITrnereased caseloads have negative impact. Reorganization had
impact on services for a long time.

Pool hours decreased.

Human Resources closed part time for- a while was a major impact.
There has to be some things that you don't do any more. But we
do better on surveys.

There is less QA.

Mot a lot of changed. W have continued to work toward
improvement. Client services at-e the same but services to staff
are not as good. Humanh Resources needs to improve services.,

Much better in this department

Loss of consultants a problem.

Cutting resources always impacts services. When there are fewar
people to do the job, quality or guantity must suffer. People
must choose what they will do.

Everybody has a backburner. People don't always make the best

choices about what to put on it.
Supply services better



Glad to see toileting team Qo
Maintenance better becauss they reorganized and streamlined.
Mayvbe more accountable

Because of who we are?, impact was not major. People have! picked
up and done what they had to do to maintain quality.

number of people supervised increased, therefore less monitoring.
less direct support of people supat-vised

people not as motivated and caring

Human Resources IS worse

Some things not done

Some services are better because people are afraid of losing
their jobs. There are gaps in services. Some things aren’t
being done.

FPaperwork guality is riot as good



&. Are you more or less committed to the mission of the
organization tharn you were 2 vears ago? Why?

IO 1~ €2 5 3 3K 3K 3K K KKK K K

55 5 ME X K K K (anxious but still dedicated. ambivalent: about
retirement in this field)
less**

7. Are you more or less satisfied with your job now as opposed to
2 years ago?

MO I © KKK KKK
Samexk
1 €2 5. OKOKOK K 0O

. Is your work now more or less interesting than it was 2 years
ago?

<5, & [Ty e 3K K CROK K KOk
FE I & 3K 3K 3K K kKK %
lessxokxk

%. Do you experience more or- less conflict in the workplace than
you did 2 years ago?

IO @ KK KKK

1 e 25 3 HCHOK IO K

same**

10. 1=z there more or less cooperation between units and
departments than 2 years ago?

MO €2 K KKK X K Kk

Samedokdokk

1 esskikok

ll. Are services to residents better or worse than 2 years ago?
same***

by @t @ ok oK sk K KOk K KKK





