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The Role Of Public Palicy And L eader ship In Workfor ce I nvestments
a) How The Workforce And Quality Problem GetsFramed

The modern human services are notably labor intensve. Thus, whetever
shapes our core beliefs or assumptions about the people in these roles will help
predict the ultimate character and qudity of what these systems actudly produce.
This may seem an overstatement to people of a particular technocratic outlook
whereby people in these roles are largdy seen asinterchangegble. Technocratic
thinking of thiskind tends to emphasizethat it isthe formd organizations
themsdves tha are the active agents of qudity. This mechanidtic view does not
give proper recognition to what might be thought of as the “human bass’ of
qudlity. By thisit is meant that queity of sarvice, in its most fundamental origins,
derives from within people more than that it is a product of abdract systems. If
this premise is given credence, then we might well ook at service sysems more
comprehensvey than Smply seeing them as an inanimate massing of sructures,
positions, budgets and processes. That is, that sysems are not objectified “things’
but rether a dynamic outgrowth of the people within them.

Onelimited view of the adequacy of the “workforce” would seeit isbeing
amply amatter of whether agences were able to fill avallable podtionswith
sufficient numbers of people who possessad the requisite forma qudifications,
Thiswould reduce the qudity problem to smply one of finding enough workers.
A more expansve view, generdly widdy shared, would acknowledge thet having
aufficent numbers of “warm bodies’ would not be satisfactory if the people
employed were a disgopointment in terms of ther performance. This view would
dill tend to treet the system itsdf asa*“given”, and concentrate energies instead
on getting the best or better people in place to make that sysem work “as
intended”.



A yet more expangve view might go beyond acoepting the system, onits
present terms of operation, as the starting point. This would permit one to be able
to look “beyond” it to other possible assumptions that could affect the problem. It
does seem sengble to wonder whether putting in place a system that has relied so
heavily on atrandent, extensvely “casudized’, and low paid workforce was very
wise. The wisdom of this srategy becomes dl too dearly doubtful when one
looks dosdy a what service usars and ther families ultimately get when the
people that work for them fit this description. Isit wise or sensbleto routindy
expect quality servicesto result from such agtarting point? Even if the broader
economy shifted enough to ensure that al such direct involvement postions were
easily filled, there would ill remain this question of whether thiskind of
gpproach offered any hope for assuring long term qudlity. It isaso quite
disturbing thet the system, as presently condtructed, is o degply involved in
cregting such aseemingly unjust pattern of wages and benefits.

Thisiswhy it is useful to see today’ sworkforce criss as presenting to usa
chanceto reflect back on the kinds of pivotd decisons and choicesthat have
brought usto this point. Certainly one of these choices has been our desireto see
that more and more individuas could obtain more and more sarvices. Inthis we
have treated as near sacrosanct, the notion that more services equaed better by
way of the lives of sarvice recipients. Responding to meet these accderated
“quantity” goals, the service system has been expanded repestedly. These
expangons of sarvicei.e producing more sarvices, has meant avery rapid growth
in sarvice ddivery patterns and modd s thet are, in practice, quite highly
gandardized or uniform. The mode s of sarvice that have been favored have
tended to be ones where a heavy dependence has been placed on usng large
numbers of low paid direct involvement saff pogtions Thus whet has been
driving this pettern of expanson are, in redity, service modds into which a
reliance on this kind of workforceislargdy “built in”. The present workforce
qudity crigs has been “sructured” or designed into the problem, in the form of
meaking the use of such positions and the service mode s that have produced them,
a“given” or cornerstone of how we have operated.

The good newsin any crigsis, of course, thet crises often get usto pay
attention to matters that we had previoudy ignored or preferred to ignore. It isno
different in thisone in that, if we are astute enough, we can concaivably use it as
an opportunity to create a quite different set of assumptions and sarting points for
how we “gructure’ or design our sysems. All systems have their sopoken and
unspoken theories that guide their conduct, and the present oneis no exception. It
Isimportant that we now spesk to the kind of assumptions and theory of qudlity,
workforce and our systems that can offer us the best chance to move forward.
What follows hereisaninitid attempt to take up this challenge and chart away to
move ahead.



One“framing” of the problem of an insufficdent workforce, isthet of
acting asif just getting positions occupied by even modestly competent and
desirable people would itsdf be near miraculous in alow unemployment
economy. Thislogic tendsto put off the question of qudity to the category of “to
be conddered later” or asbeing anon-issue. Thisis, of course, the dlassic
formulation known asa“fase choice’, i.e. setting quality and workforce
aufficency asbeing largdy incompetible. In redlity, it could well be thet by
keeping ones eye on what qudity redly isand whereit ultimately comes from, it
isactudly more possible and probable that one' s workforce decisons will be
optimdl.

Public palicy is premised on the assumption that it actualy does matter
what governments do or do not do. Governments are adecisve fector in
workforce matters, Smply due to the fact that the intentions of governments shegpe
the assumptions of public spending, and this spending condtitutes the lion's share
of service expenditure. In this sense, governments will, each and every year, be
miking invesments in the workforce, given that upwards of 90% of public
goending rdaesto FTE's, even if these are ultimately privatized due to purchase
of sarvice Thusthe character of whet isinvested in will be highly predictive of
whet eventualy shows up as a“workforce’. Consequently, what is offered hereis
aset of proposed“ investments’ that show the greatest promise in terms of
cregting aworkforce that provides optimd vaue for dollar asit ratesto the
ultimate qudity of the sarvicethet is yielded.

Investments are, in their essence, a st of “best guesses” a apoint intime.
These dways represent an act of faith, asthere are usudly never assurances a the
leve of dataand empiricism, which can be utterly condusve, evenif theyare
supportive. So, one must turn to both logic and vaues for guidance. What follows
here are drategies that fit well with the ideathat the best Srategies are the ones
that may not be entirdy successtul, but offer little by way of possbleharmi.e
they will likely do some good because, by and large, they have largdy done soin
the pagt. Their second virtue is that these are conggent with what is known more
objectively to act as repeated catdysts over time for improved human
performance. Thirdly, these investment proposals certainly cannot be easily
exduded from adaptive srategic thinking and thus provide, a the very leedt, a
legitimate bad's for Sarting a discusson on srategy. Neverthdess caution is
adways sensble when there can be no ddinitive assurances given in advancein
matters of such complexity.

b) InvestmentsIn Proactive Strategies For Human Resource
Development

Invariadly, it is only when things we have taken for granted gart to
unravel that we tend to take notice of them. Werethis atitude to be devated to

the leve of public palicy, then it would take the form of the maxim “don’t act on



anything until you haveto” or some such equivaent. Thisisaperfectly
reasonable Srategy if one hasfaith that one can leave things entirdy to chance.

A more prudent grategy for public authorities would be to assume that
leaving things to chance Smply carriestoo much risk, in thet it leavesthem
hostage to events rather than being able to influence them in thelr interedt. It isnot
aways possible to influence many métters, asthere are dways limits to the scope
of public authority and action. Neverthdess, there is wisdom in devoting attention
to the things that can be influenced, even if there are limits and condraintsto be
lived with.

Thisdecison isto adopt asrategy of proactive engagement. It has many
role implications for the government concerned. It will certainly mean the
formation of cross sector planning mechanisms targeting particular and timely
issues. It will require a continuous gppraisd of the short and long term trends. It
will dso mean acommitment to Say with the issue over time, and condderable
effortsto maintain and build congtituencies of support for quaity rdated human
resource issues. All of these are feasble and are well within the scope of
conservative government adminigtretion.

Thedecison
to engage proactivey brings with it the affirming advantage thet oneis not
helpless, one needn’t accept Al things as fated, and that one can “make one's
bresks’ to some degree. It aso dlows one to change one' s circumstances towards
conditions that are more favorable. 1t alows one to take responghility for doing
what is possible even in the face of oppostion. It will, dbovedl, involve a
willingness to make ca culated investments to ensure better future options. A
falure to engage the future will lead, a begt, to either aneglect of it or perhapsa
pardyssto act. Hence, some careful investments of a proactive nature, setsthe
stage for overcoming passivity by bringing people to decison. Not al action need
be for its own sake, asit is quite possble to be ddiberate and measured evenin
the face of uncertainty. The character of the kinds of, (potentidly influentid),
invesments that might well be possble is described in detall in the following
sections,

¢) Investments|n Service Redesign

If, as has been suggested, one root of the present overdiance on transent,
poorly pad, and casud workersisthe way our services are designed, then it will
likely be quite fruitful to examine whether service modd redesign offers any
hope. If one examines long term resdentia care as a dominant component of
public spending, one can see that we have become highly dependent on service
modds that emphagize shift work, group living and afair amount of
gandardization of budgets, households, pay and so forth. In fact, these sorts of
modds have been the cornerstone of most efforts at deindtitutiondizations,
waiting list reductions and advocacy demands.



It is hard to know whét is ultimately possible, aswe are dl hostage to what
we percelve as established practice. Without conducting experiments to test new
idess we will likdy stay with what we know and is“safe’. One of the difficulties
with rdying on standardized approaches, isthat they tend to put dl our “eggsin
one basket”, much in the same way that monoculture in agriculture loses out on
the advantages of biodiveraty. The advantage of Sandardization and uniformity
is, of course, that it rdieves many people of the ambiguities that come with
having to think for themsdves. Neverthdess, we will never be able to escape the
pattern of producing more lowly paid positions until we have modds of providing
savice that can work well without these as a“ given”.

Todothis it isvery dear that we would have to be willing to “remodd”
a least aportion of our present servicesin order to create the necessary |aboratory
for achieving better results for service users. Though it would be preméature to
attempt to describe the features of possibly more desirable service moddls, it
would not seem too farfetched to suggest that these might partialy operate much
like what we have dready glimpsad in many examples of what many people, (in
the United Sates), vagudy cdl “ supportive living”. Mog supportive living has
turned out to be quite vigble, atractive in terms of cost, and generdly seen as
highly preferable by both service users and families. Thus it offersusthe
advantages of a“naturd” experiment to help us get a sample of the possibilities
that might rest within the broader strategy of intentiond service redesign.

Fird, it would seem thet it is a balance of
passion, commitment and favorable employment culture that animate the best of
these. Second, that both service users and workers both experience considerably
more empowerment than is usudly permitted in most group living Stuations.
Third, thereis usudly an intentional minimization of bureaucratic invesveness
and acommensurate strengthening of “naturainess’. Fourth, the arrangements for
living, hdping and working are hugdy flexible and persondized. FHfth, it is
vaues, vison and persond character that are prized more than are paper
qudifications.

Sixth, itisfar lesslikdly that supportive living
arrangements will collgpsein economic hard times, asthe key leaders and
dekeholders, (daff and citizens), guiding and supervisng them, tend to have a
“whatever it takes’ dtitude. Seven, much of whet is often caled “need” in
conventiond sarvices has often proven to actudly be quite unneeded in
supportive living eg. bureaucraic individud plans, multi-disciplinary teams,
professiond dominance etc. Eighth, what peopleactually need, vaue, respect,
relationship and so forth, has tended to be both seen and addressed better. Ninth,
the guiding vaues expressed by the forma service sysems are frequently better
achieved in supportive living than can be said to be true in conventiona models.
Lastly, service users and their families flee in large numbers from conventiond
sarvices, whenever red supportive living options are reedily available,



Theintent hereis not to portray supportive living as a panaces, asthese
modes presently aso tend to rely heavily on low wage personnd, have their own
shortcomings and are easily subverted from their potentia. Rather, the point isto
illuminate the many ways in which experimenting with other petterns of
upporting people may leave us with agreat ded more promising leads asto what
might be better than if we settle prematurdly into ratively fixed, rigid and
Sandardized modds of asssting people. Even with comparatively low wages,
these workers tend to show better staying power, better suitability to the job,
better morale and provide anet result that isfar more encouraging from a person
centeredness point of view than most conventiona service models. Not dl
supportive living Saf stay forever, nor isdl supportive living of equaly good
quelity, but this does not lessen the vaue of what experiments of thiskind can
reved to us about what could become possible if we can liberate oursgves from
getting too stuck into Smply keeping the same old system going unchanged.
Hence, the value of ongoing invesmentsin the Srategy of service redesgn and
experimentation.

d) Investments In Exceptional And Innovative People

Itisakind of hidden assumption of many approaches to the workforce
issue to see the “product” of dl people in comparable positionsasbeing
ubgtantialy equivdent to eech other. Thisis reinforced by bureaucratic idess and
systemsthat ingst on tregting people as being the same. However, even the most
casud eavesdropping on mogt organization's gossip, would reved the
commonserse obsarvation that it does matter who the specific person actudly is
that occupies agiven rale. In this respect, there is no subgtitute for talent and
adility. Giving the wrong person akey role will have predictably disgppointing
resultsin terms of what gets accomplished. This highlights the necessity to ensure
that both that the right people are placed where they are most needed, and that the
right type of person is sought in thefirg place.

A sygem that ssttlesfor amply filling postionswill have failed to address
the more essentid question of whet kind of person could do something
exceptiond with thisrole? Not al people selected to help people with disabilities
people should be seen as equd. Surdly, there must be people who do their work
better than others asis true with dl other human endeavors? The same could be
sad about dl manner of other programmatic chalengesin the system, in thet
some people are more suited to achieving an exceptiond or distinctive result than
others. Clearly, something of importance will be logt if these sorts of people are
not sought and engaged. For thisreason it is not particularly ussful froma
quditative viewpoint to ignore the unique contribution that comes with gifted
people.

These specid individugls, with their unique capacities to outperform the
average goplicant, are usudly endowed with ahilities that are not easily reduced to
the bland descriptions seen in mogt job postings. They bring with them often hard



to definetraits and capacities that often seem more inborn than acquired. Y,
thereis no denying that highly particular people are continuoudy needed and
emergein our sysems and communities, and frequently take on chalenges thet
they often seem agtonishingly and idedlly buiilt for. This sense that some people
were seemingly born to accomplish some things may not st well with many
bureaucraticaly minded persons, but the average seesoned leeder is often well
aware that these people exist and are effective. In fact, one of the
“exceptiondities’ that some of these persons may bring is the ability to recognize
the exceptiona agpects of others.

It would not be gretching things too much to say thet one such admirably
suited person, properly placed in the exact role which they are most equipped to
play, may well prove to be worth more than what many less gifted people are able
to accomplish with the same basic garting points. Not uncommonly, the
beginnings of the rise of a particular organization to prominence can be traced to
the recruitment and nurture of people of such exceptiondity and virtue. Smilarly,
the decline of such organizationsis equaly tracesble to whether such tdent is
welcomed and harnessed, or whether it is driven out or repressed. Thisisnot
meant to suggest that exceptiond people are dl that are needed, but it ishard to
imagine the advancement of quality without them.

A specid sub-category of such people would be individuas who might
best be described as people possessing “leadership” in the domain that they are
involved in. There does not exist agenerd “dl purpose’ type of individua who
meets the description of being a*leader”. Leadership tends to be more a metter of
people having specific arenas where they are most able to ensure that metters
move ahead. | n a“before and after” sense, those with leadership capecity are able
to make things happen in their “niche’ and thus become, in their presence and
conduct, akey catdys for progress and direction. There are indeed people who
use this same cgpacity for il, soit is not Smply the presence of leadership that is
needed but, more to the point, people who want to use these gifts and capacities
for good resultsi.e. beneficia or mora leadership.

Leadership, in the sense of it we are using here, is the capacity to act to
mohbilize people behind worthy purposes of service regarding their fdlow human
beings The many chdlenging Stuations within the world of both service and
community work for this to happen, are quite varied and have dtracted dl sorts of
people to them. We have been fortunate enough to have witnessed |leedership
repeatedly come from the most unexpected sources and individuas. Frequently
enough, some of the best we have seen has not come from people whose
“bonafides’ mirror the status quo symbols of legitimacy, but from people who are
outddersto such circles. For this reason, it is often important to recognize thet the
caaygs that might most do us the greatest good will often come from the ranks
of those who do not appear on the surfaceto be “leaders’. Individuds such asthis
are usualy more interested in and convinced about the possibility of advances
than are mogt others. Thisiswhat gives them the passion and resolve needed to



“bresk the mold”. They are often the sorts of people thet draw like-minded people
to them, and thus build momentum for what otherwise might never be attempted.

Again, it would be very deceptive to portray most people with leadership
cgpecities as somehow being saintly or to otherwise overrate or mythologizetheir
contribution. Nonetheless, it is hard to imagine how we could ever expect
advancesin qudity without them. It is dso true that such people can be sought,
identified, encouraged, developed, authorized and chalenged to do even better.
Thus there isno reason to see governments or agencies as being entirdy hostage
to whomever randomly shows up. On the contrary, it is a perfectly practica
proposa that agencies and governments move the oddsin their favor by
undertaking what could broadly be described as “leadership development”. These
would be efforts that help identify, nurture and evolve the kinds of leedership thet
thefield needs. In mogt ingances, it would require that the agency or sysem
invest in locating and simulating people with these capacities to engage and
resolve the many maiters needing leadership. What should not be logt is that
“leadership” isahuman capacity that can be ddiberaidy and Strategicaly
srengthened and supportedif it actually exists

Thisisrardy amatter of Smply investing in people a an early Sage, as,
even with talented people, there may be aneed to develop their capacities a other
dages of their involvement. Clearly, the needs of novice and untested leaders
might be quite different from more senior ard proven leaders. Both ingtances are
important in terms of their consequences, and therefore it is even more crucid to
see | eadership devel opment as being an ongoing or routine investment if it isto
have the greatest effect. It goes without saying that not dl efforts caled
“|leadership development” can be expected to be equivdent in terms of what they
eventudly yield. It would not be uncommon to see resources targeted to
individuas with limited |leedership cgpacity yidd only modest returns, given the
weakness of the sdection of candidatesin thefirg place. Nevertheess, the
shortcomings of a particular gpproach to leadership development do not invaidate
the overd| drategy itsdf. Leadership is dways scarce, and thereismuch to be
ganed by the thoughtful Sewardship of whatever is avallable.

€) Invesments|In Critical Thinking And Analyss

It is certainly paingtakingly evident in many organizations thet, even with
the availability of abundant talented people and financid resources, it is quite
possible to not succeed if those involved are not operating with high qudity
thinking. Working “smart” may not be amatter of innate ability so much as
whether the person involved is properly schooled in what they are doing.
Incompetence may well be present in people, who are otherwise quite favored
with naturd intdligence, if they are dlowed to work with outdated, irrdlevant or
misguided theories. The outcome of “qudity” will be quite directly tied to the
merit of the theories of quaity that go into its production. Thusit isvery unwise



to not give proper atention to the mental contribution to quality, as disregard of
this does eventualy have conseguences.

The conceptud and theoretical underpinnings of qudity are dl too often
hidden from view in assumptions about the neture of “need” and human well
being, and the processes that are meant to address and enrich these. What is
thought to be good for peopleisdways, for al practical purposes, atheory for
how one should assist that person. In thisfied we have seen these assumptions
about “what works’ indude things like segregation, sheltered workshops,
inditutions, forced Serilization, endlessindividua planning arrangements
divorced from actud service ddivery practice, and even congregate living. All of
these have been or remain unquestioned orthodoxies for some people, and yet
respongble people in the fidd have fundamentdly and successfully chdlenged
the very essence of their legitimacy. This questioning, while painful & thetime,
has provided us with key shiftsin our practices that have undoubtedly yielded
much vaue and benefit for the affected service users. i.e socid indusion,
supported employment, dternatives to inditutions, the enactment and
enforcement of humean rights, person centered practice, and supportive living
/findividualized resdentid supports.

One theory might be thet these shiftsin practice “just happened” and, thus,
these sorts of benefits would have eventudly manifested even for people who hed
done nothing to promote their adoption. Thiswould be very unwiseto presume,
as the emergence of progressive practice ought not to be anticipated where no
effort has been made to “earn” these benefits. Thisis reminiscent of the same sort
of magicd thinking assodated with cargo cults. A more reasoned gpproach would
be to work from the ancient bdief that if one were to simulate thinking properly,
work hard and continudly challenge and test ones efforts, one could redigticaly
expect that a certain amount of such questioning and probing would eventudly
bear fruit. Thereis, after dl, aquite dear link between what the mind can grasp
and the ability of the person to act on what has been ascertained. “Criticd
thinking” is not just some form of idle speculaive thinking, but rather reasoning
and andydisthat is gradudly improved by rigorous engagement with redity.

The production of critica thinking, particularly in asustained and decisve
way, means the provison to people of the chance to dissent, question, andyze,
reflect and learn. In some ingtances, it aso means exposing people to other people
who can act to simulate and darify their thinking. It is predicated on the
assumption thet people can think for themsdves and many can improve their
cgpacities if the opportunities are provided to enable this to occur. It dso assumes
that thereisajudtifiable “people development” benefit to be derived from
providing to them to experiences that may enable them to Step outsde ther
conventiona worldviews This permits them to grasp other possible approachesto
the problems they face in trying to be more effectively of sarvice.



There are asurprisng number of aress of service where service usrs and
their familiesfed that progress has been rather unsatisfadory. Thisindudes
having meaningful thingsto do in the daytime, work and employmert,
relaionships, community induson, empowerment, Sigma, negatiaing
bureaucracy, attitudes, service design and so forth. It ssemsredidtic thet there
could be advances in these and other aress, providing that people turn their minds
to the reasons for these dissatisfactions. Sooner or |ater, someone will hit upon a
better way to proceed. It isimportant to see thet thisismore likdly to occur firdt in
placesin the fiddd who have “earned’ this probaility by putting the problem(s)
“under the microscope’ and rigoroudy and criticaly analyzing matters until a
way forward is evident.

Part of what processes like this do are to creete an gppetite in people for
problem solving and progress. Further, these intentiond occasonsfor critica
thinking tends to reduce the amount of time people usdesdy “spin thelr wheds’,
thereby concentrating scarce cregtive and intdlectud time and priority on metters
that merit such attention. Further, these tend to build awareness in people of what
the problems actudly are and commitment to their resolution. If you like, these
sorts of investments ready people to engage key problems and struggle with them
until headway is obtained. In this sense, these gpproaches condtitute a reasonably
powerful antidote to theingdioudy difficult to overcome morass of complacency
and neglect that can beset the tdented and less favored dike.

Itisaso true thet the kind of consciousness that comes with dissent,
freethinking and open declaration and discussion of problems bringswith it a
certan ingability. It may often cdl into question practices and interests thet have
enjoyed unchdlenged legitimeacy. It dso smultaneoudy crestesthe eventud
mandate for change thet is needed by congructing the intellectud and theoreticd
judtifications thet will eventualy respond to the chalenges of the unconvinced
and kepticd. This production of dissent and criticd thinking rardly isas
ubversve asthe energies that go into repressing sensible problem solvers, if one
takes into account the benefits that come with better practice. Still, it isussful to
recognize that while the invesment in better theories and criticd thinking is
fruitful, it does nonetheless have the cost associated with it of cregting amessure
of discomfort for those who are unable to adapt to a change in thinking, and the
processes that produce this result.

f) Investmentsin Values Engagement And Ethics

It is often observed by peoplein the fidd that there has dwaysbeen a
grong link between authentically interndized pogtive vaues about persons with
disahilities and the type of improved treatment they receive a the hands of both
sarvices and society. Thisisno accidenta matter, asit is axiomatic that where
socid devauation exigs, even a the unconscious leve, the targets of thet
deva uation will experience poor trestment. Human beings are not “vaue freg”,
and therefore dl human beings are constantly subject to some sart of evauative
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process relative to their satusin the eyes of others. Thisevauation is degply
influenced by the types of socid beliefs and imagesthat are held asbeing
authoritative by society at that point in history.

We have witnessed in the history of thefidd the prudicid and harmful
trestment that ensues when people are not accorded worth as human beings. The
reduction of personswith disabilities to the satus of nonhuman was deeply
implicated in many of the scandas and even aroditiesof the recent century, such
asthe state murder program of the Nazi government(s), the widespread forced
Serilization of persons with disabilities, the denia of adequate medical trestment
in resdentia ingitutions, community oppasition to personswith disabilities
resding in neighborhoods, the denid of the right for gudents with disabilitiesto
an education and so on. In many ways, these were some of the more notorious and
odious of the tranggressions againg the intringc value and dignity of the people
involved. However, the cesstion of overt dehumanization does not necessarily
mean that it has disgppeared as anissue.

The lack of rdatively more obvious ingtances of gross dehumanization hes
cregted anew problem in our more sophisticated and politicaly correct times. We
are not as conscious of the ways in which vaues il continue to influence how
people get trested, Since we have been schooled by past eventsto
disproportionately pay atention to these more overt acts and patterns. Y et, what
metters today may wel not be the same, given that people with disabilities are
now o much more apart of community life. As had been predicted by earlier
proponents of community living, the presence of personswith disabilitieswithin
community life, & least on a compardtive bassto earlier times, hasled to a
marked reduction in the overt mistreatment of these persons.

Part of thisisthe everyday induson of such person’sin the normative life
of communities, and the “natural” extenson to them of the overt courtesies of
community life. Neverthdess, the experience of such persons of community lifeis
herdly idedl, given that ther experience of community lifeis il largely from the
margins. Even the mogt cursory discussons with personswith disallities reveds
thet the matters that trouble them about their lives are less now in terms of the
overt commission of harm than through the omission of vaue being placed on
them as people. This expressesitsdf more in what is missng from their lives than
the harm that they overtly experience by way of unambiguous mistreatmernt.
Some egtimates of this more specific abuse of people place it as occurring a near
twice the rate experienced by non-dissbled ditizens.

Perhaps the most prominent indicator of fallure to vaueisthe rdativey
high rates of sodd isolation of personswith disabilities and, in particular for
many, the rdative narrowness of their drdes of rdaionship. It dso revedsitsdf
in the continued poverty of personswith disahilities, the subbornness of negetive
dereotypes, the week performance of our sysems of generating open
employment, the disempowerment of people relative to the service system and
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professonds, the high rates of rgjection of disabled infants through
amniocentess, the dmog autometic and frequently illegd assigning of “do not
resuscitate’ ordersin hospitas, the activism and resentments againgt specid
education students by regular education parents and teachers, the patently
superficid “paliticaly correct” behavior of many, and in the week effect of the
advocacy of the people themselves.

The shear subtlety of the vaues transactions that underlie such conduct is
veay difficult to chalenge because the “ culprit” is, as often as not, complacency
and indifference more than the affirmation of negetive vaue. Equdly, it dso
increasngly reflects the politics of our communities and the generdly low levels
of influence and priority that dl poor people experience to some degree or
another. Thus the vaues emphags mugt shift from the prior focus on getting into
community itsdf to how to advance the Stuation of people once they are
established in community. Hence, we see and have been involved in for some
time, the positive values chdlenges that relate tothe quality of community living
rather than obtaining community living itsdf. In an even more fundamenta sense,
the next era of chdlenges redly will rdate to whether much comparative vaue
priority will be placed on the human potentid of personswith dissbilities. To
make matters even more difficult, these are questions that go well beyond the
human service workforce, asthey aso speek directly to what the public does or
does not vadue.

A dimension of this problem of vaue that often gets olbscured iswhet
might be thought of asthe harming of personswith disabilities asit would relate
to whether they receive ethica trestment a the hands of people. By thisit is
meant whether they experience the kinds of ethical scrupulousnessthat ordinary
citizenswould ingst upon. Indifference may reedily expressitsdf as adisnterest
in people more than it does asthe violation of legd norms. Perhaps the most
common ingtances of thiskind of poor trestment is seen in sarvices which largely
ignore the will, wides and sengtivities of particular persons with disahilities,
such that many metters which are of importance to them are dlowed to languish.

The dark side of the present system ethos revedled by the “ person
centered” sarvice movement is shown in the question of why do we need such a
grass roots movement in the first place? We need one because of an gpparently
routine failure, at the ethical leve, to rdae to people in a*person centered” way.
Assuch, who they actudly are as aperson isdl too often amatter of insufficient
importance to the many services that fit people to them rather than develop
serviceswith them. Beneath this sarvice design problem lays afailure to
sufficiently value the personhood of people, aswell as operationd ethics that
srve to disenfranchise people from having ameaningful say about their own
lives. It isno accident that we often lack “person centered” ethics and reflexes,
though it isinteregting that thisis so rardy taken up explicitly asthe vauesfalure
it redly is Itisdl the more poignant given the intense sophistication present
today in the values people clam they endorse.
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As has been noted in earlier periodsin our higtory, the engagement, and
examination and chalenging of vauesis highly rdated to the vitdity of our
underlying socia movements towards progress. It is vaues, ideology and passion
that arethe fud of socid change, and the asence of an emphasis on these will
have predictable effects in terms of freezing matters a the satus quo levd.
Though it isdso rardy sraightforwardly faced, it can dso leed to dynamics of
decline and decadence. The presence of widespread vaues complacency and even
mora concelt, will undoubtedly lead to the creation of deceptive mythologies
about the actud virtue of conduct involving persons with disshbilities Such sHf-
sarving masks of redlity both act to inhibit redl problems from surfacing, and the
expression of authentically positive vaues and ethics.

Thisis evident today in the unconvincing dam by so many thet dl thet
they do isfor the service user or consumer’ s benefit. Surely, such asystematic
clam of fiddity to peopleisimprobable, even on the surface. Y et these types of
clams have become 0 routinized as to be reflexive, even when they are dearly
mythica and meagicd when viewed skepticdly. The problem is usudly not one of
sncerity, snce mos damants are well intentioned and probably honorable,
Rather, the difficulty isthat we now collectively lack values realism and ethica
scrupulousness asis expressed in our inability to see any longer see or give
importance to the link between expressed vaues and actua conduct. The longer
such anormétive divergenceis culturdly inditutiondized, the herder it isto have
areasonable expectation about values being lived with painstaking integrity.

Though it may not seem so to many people, alack of vauesintegrity i.e a
reliance on spoken rather than lived vaues, does not provide a sound basisfor
assuring sarvice qudity. Qudity in terms of how people get treated, is actudly
much more likely to emerge when people struggleto behave honorably towards
people, rather than to peremptorily assume they are dready successful. We have
tended to rely much too heavily on setting in place formdized expressed vaues
then in struggling with their enactment. Hence, the next generation of investments
in the domain of vaues, needs to transcend thisfixation and move dong to the
waiting challenges of values realism, values integrity, ehical scrupulousness and
mythology unmasking. Investments of thiskind are hardly going to set usback in
terms of progress with our “ right relationship” with people, and they offer hope
for gimulaing us to move ahead on deeper agpects of qudity.

0) Invesgmentsin “Right Reationship” Partnerships

Our future* workforce” ought to more properly conceived of asincuding
what islargdy an unpaid st of potentid collaborators cdled “the community”. If
one looks a the many things thet are now normatively sought as being desirable
for the wdl-being of people with disgbilities, one seesimmediatdy that these
cannot beintringcaly rendered by sarvices, Sncether provisonis utterly
dependent on the cooperation of various dements of the community. eg



relaionships, employment, community participation and so on. Formd services
may certainly play arolein heping or hindering their access, but the driking
thing isthat these“ desideratd’ are essentidly the contributions of communities
and often do not require the presence of paid services whatsoever.

Of course, when the “fidld” more directly conssted of supporting persons
with disshilities dmogt entirdly separate from the community in segregated
settings, then the reflex to look a the “work” of the field as being done soldy by
gaff made a certain sense. However, such aformer vison of the “fidd”, and thus
the* workforce’, is now quite mideading
when onefactorsin the sngular role the community mudt play if we areto
succeed. This leads tothe possibly radicd notion thet the paid workforceis only
one of the workforce(s) that now condtitutes the bulk of the active core playersin
thefidd.

Professonds, in particular, might have difficulty in conceiving of
ordinary ditizens, and even the sarvice users themsdves, as being partners.
However, it isdso likdy that citizens would be as equdly mystified by the
concept of themsdlves as “fellow professonas’ were thisto be gpplied to them.
Fortunatdly, thisis not what partnership needs to mean, snce“ partnership” may
better refer to a cooperative merging of the efforts of two distinct groups of

people towards acommonly held sense of purpose. This later sense of partnership

does not confound the distinctiveness of their roles and identities by aforced and
unnaturd diffuson of each into the other, Snceit permits each to remain
didinctive.

Neverthdess, most senses of partnership suggest a collaboration of two or
more patieswith amilar endsin mind. Part of the qudity problemsthat we are
currently experiencing, is partly due to the emphasis we tend to place on only one
party in the partnership i.e. the paid workers, professionad's and managers
component. Our invesmentsin them, in the direction of “community building’,
have bean rdaivdy dight given how much the god of community is highlighted
in our rhetoric. Even more grikingly meeger, has been thefidd sinvestmentsin
ordinary dtizens, particularly if one thinks of them asbeing a“core’ dement of
our “workforce’. Of course, we don't actualy see them that way, and thustheir
neglect is entirdly understandable given the“ paid professond only” paradigm
that we usudly use to think about the “workforce’.

Thisis seen mog grikingly in the case of the family and friends of many
persons with disabilities, and the tiny percentage of public spending that has gone
into flexible family support and its adult appropriate cousns. Such apending
pattern reflects the generd assumption that the work of families and friends merits
lessinvestment priority than doesthat of “mainstream” services. Thisisan odd
cdculation, given that family and friends are the most dependable long-termform
of socid support for persons with disabilities. In many cases, “regular” services
seem hugdy transent and undependable by comparison. Y et, we dearly have a
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rather wegk partnership with families and friendsiif their testimony isto be taken
ascredible.

We face the combined chdlenge of both cregting partnerships with the
community ard undertaking them in amanner that is properly beneficid and
respectful. Were these proposed rel ationships to expand and prosper then we
would most certainly make even more progress with community. However, usng
today’ s srategy of benign neglect of conmunity investment, and our Sngular
reliance on paid services as the route to benefit and quality, we can see that our
progress remains unsatisfactory. For many people, the disgppointing results with
community indusion have been baffling, as they would have expected adirect
line correlation between increased spending on services and advancements with
socid integration. However, it is predictable thet increasing the spending levels
on svices, that largdy do not work particularly well with community, would
produce exactly the muted results we now commonly see.

Inavery direct sense, the qudity of community progressis highly related
to the qudity and number of these proposed community partnerships. By ignoring
the nurture and hedlth of these rdationships, thefidd leavesitsalf highly
vulnerable to a severing of the most crucid pathway out of segregeation and
margindization. The“prize’, or successful indicator of success with the
community, would be that people with disahilities are accorded vaued socid
rolesin their community and thus relieved of the endless “less than others’
verson of community living that istoo commonly their experience a presant.
Consequently, there is much to be gained by enliging the community in a plethora
of partrership relationships towards this end. The more we limit our focus and
atention solely to sarvices and their, (largdy interndly oriented), management,
the more these vitd partnerships will languish.

We seemingly do not have many recent examplesto turn to asto what
form an invesment in the unpaid world would look like. Y &, upon reflection, the
whole of community services had ther roots in the kinds of grass roots roles and
voluntary commitments that have made it possble for paid sarvice comeinto
being. In fact, this move to paid service has been so successtul in its dominance,
that both the ditizenry and professonds are now a alossto imagine the kind of
revitdized partnerships thet would be more empowering and effective than those
of the moment. Equaly, our mutud discusson of whet a®good” rdaionship
between the partners would look like has aso faded as a preoccupation. This lack
of ashared framework for the rdationship is not something that should be
downplayed, asit is highly improbable that pleesing results will come from
relationships thet are not on the right footing.

Jugt as“right relationship” may not exist between service users and their
savice providers, it can be equdly inferred that problems may aso lurk within
broader community partnership relationships. Not the least of these, isthet the
paid sector of the field essentidly “writesthe rules’ for the unpaid segment. In
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this, it disoroportionately dictatesits preferences to the unpaid parties, by
reserving to itsdlf the find word on matters. Surdly, the rendering of dl of the
citizenry to being atoal of the service system hardly congtitutes the kind of besis
of equa respect and influence that one would expect in ajust partnership.
However, a“right rdlaionship” of thiskind may not aways be, in fact, what the
fidd is actudly sseking in practice with the community.

Thus, the wise course would be to reexamine these potentidly Srategic
partnerships more dosdy with an eye to seeing where they need help to become
both, “righter” from an ethica partnership viewpoint, and more effective in terms
of ther ultimete yidd of gaining vaued sodid roles for personswith disabilities
The possible investments we might make in this nemly configured joint
“workforce’ are not entirdy new to our fidd, though their role of rdaive
importance to our misson and vaues does need aregpprasd.

h) The Special L eader ship Development Challenge Of The Coming
Generational Change

Thoughiitisonly dimly perceived by mogt people in the fidd, the present
generation of “baby boom” eraleadership has dready began to leave the fidd.
This process will accderate over the next decade and result in a massive outflow
of the generation of leaders that has helped argue for, congruct and defend the
current community service system. In many ways, it isthis group of leadersthat
“holds’ the fidd' s vaues and vison, and when they leaveit will crestea
discernible “vaues and direction vacuum”. If there is another generation
aufficently in place to both take up the leadership chalenges, and to preserve
some measure of vaues continuity, then the trandtion may not result inacrigsa
the very heart of the fidd' s purposes and priorities,

Some might see these demographic changes as enabling much needed
“new blood” into an increasingly entrenched community sector. This might
presume, of course, that the new entrants were aready somehow oriented to and
committed to the goals of the fidd. This sseemsimprobable, sncethefidd has
largdly ignored this coming criss even up to the current moment. Consequently, it
seems much more prudent to imagine atrangtion to anew generation of key
playersthat will largdy be unplanned, and therefore far less predictable than is
assumed by those who see no cause for worry in not making provisonsfor the
future,

A more thoughtful gpproach, even a this quite late dete, would beto
recognize that |leadership development must intensfy prior to thistrend reeching
itsfullness. It would dso be sngble that the young be given specid
congderation, paticularly asit rdates to the vaues and leadership chalenges
they will have to shoulder dl too soon. It would aso be wise to begin to define
now the types of leedership that would be optimd for the fidd, even if it had to
import some of thisfrom other sectors. Further, this next decade will be the last
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full decade in which exigting leaders can work with upcoming leedership before
they are no longer 0 eadly accessible as experienced leeders in the fidd. Ladtly,
these exidting leaders can help give the fidd afind important bonus by using ther
combined career credibility to argue forcefully for the kinds of renewing and
revitdizing “ people invesments’ thet can help propd the fidd into even more
years of progress It isdifficult to imagine any such progressif the crigsis
ignored. Thus, it would not be overgtating maiters to see what does or does not
happen on thisissue in the next few years to have immense long-term importance.

It mugt aso be remembered that the present youthful generation may not
have in thar experience any sense of how bad things can actudly be Sncethey
have not witnessed it. Smilarly, many involved at present may well believe thet
once the dlock moves forward it will never move back. Thisfalureto give
credence to the possihility of the collgpse of the gains of the present community
living movement isnai ve given the vidisstudes of higtory and the utter
improbability of dependable public fiddity to agroup as socidly and paliticaly a
risk as people with disabilities have been. Hence, prudence aone would suggest
we take this trangtion very serioudy. Indeed, lives may depend on what we do or
fal to do.

Concluson

The proposals put forward here reflect a sense of the most drategic
possible invesments thet can be foreseen regarding improving the likelihood thet
the fidd will advance on matters of qudity. It issmply not concevable that
invesments of this kind can be made entirdy from the private sector, and this
leaves a decisve vacuum that must befilled by the public authorities. The
investments described here are principaly “people building” invesments, though
they are conceptudized much more broadly than is cusomary in much of
“workforcg’ planning. Even o, they would strike most people as reflecting
common sense in terms of generaing quality. At their root is the assumption thet
if thefidd can't or won't do what is needed, it Imply cannot be expected thet
quelity will result.

The drategies described here are essentialy oriented to building humean
cgpacity to both articulate and pursue the many aspects of qudity thet will result
in the greeter well being of personswith disgbilities Theseindudethe
reconfiguration of outdated services, the encouragement of criticd thinking, the
atraction and sustaining of leadership and didtinctive contributions, the ever
important strengthening of pogitive vaues and ethics, and the improvement of the
capacity of people to partner and work cooperdtively. These may seem sdf-
evident and that is a testimony to their durability as sound Strategies and
investments.

The drategic importance of investing in peopleisnot in thet it solvesdl



problems. Rather, it Imply makes dl problems easier to solve, if one hasthe
people one needs. It is the argument here that whet is needed is not just people,
but theright ones. It isaso the case that we are not hdplessin the face of this
chdlenge. However, we must be careful to make srategic decisons as to what we
will commit oursavesto by way of investments. Thisisbest done
thoughtfully, in public and with the help of each other.
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