CHAPTER 2

The Contribution of Theory to
Program Planning
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The purpose of this chapter i to explain:

Why the use of theory 1s lmportant in understandmg social problems

Why and how theory is used in program planning

How to differentiate between theory of practice and theory in practice .
How to differentiate between theory of program planning and theory in program plannmg
The differences between strategtc management, and program planning I

The followmg toplcs are covered in this chapter'

The Use of Theory in Program Planmng
o Theory In Practice
o Planning Theory
o Types of Planning
Apphcataon of Planning Themy to Chmcal Practice: Problem Solving as Apphed to Practice Wxth Chents

Application of Planning Theory to Macro Practice: Problem Solvmg as Apphed to Program Planning

o Problem Analysis and Needs Assessment

o Establishing Goals and Objecttves

o Designing the Program

o Developing a Data Collection System

o Developing a Monitoring and Evaluation Plan

Theory in Program Planning

Summary
Review Questions
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\ reviewer in 1991 had this to say about this book:

A well .Org?ani”zed discussion of an effectiveness-oriented approach to
program design, management and evaluation. . . . Essentially it ig
-approach in which Step A must be completed before Step B, ang
- remaining activities follows from completion to the previous one. Thic :
good cookbook.
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We hoped that the reader would see that our approach was based on the as
that program planning is theory driven and that the methodolo
programs because it incorporates theory on at least two levels.

e i st
. em long enough, there will emerge

not only answers but even questions. These researchers are often referred to as *
emplrlf:lsts,” many of whom subject data to statistical techniques such as correlatj
Z?gaizzlstﬁ;tdSS:;};:ZC?:;C:nrse‘::;ict;y Ifler;c(iiisgtr,osts;isFically significe.mt correlations. Pg
. . l gin not only with the developme

hypotheses that will guide the collection and analysis of data, but with hypotheses th
be.ve?rified and falsified, tested and refuted. To develop hypotheses a researcher draws on
existing theories. Testing hypotheses may also lead to a modification of those theories.
We agree with Popper and maintain that a program, which we define as a set of
activities to produce some desired outcomes, is basically a hypothesis and that a hypothesis,
which we define as a set of statements about the relationships between specified variables,
is derived from an understanding of relevant literature and theory.
Faludi (1973), a well-recognized planning theorist, distinguished two types of theories
informing the problem-solving process. The first theory is concerned with the process the
planner uses, the process of problem solving. In program planning we need to introduce and
implement a series of steps or activities that guide the planner. The second use of theoty
attempts to provide the planner with an understanding of the problem he or she is atterpting
to resolve, the etiology of the problem. While this language might seem to be tautological and
confusing, the distinction is real and necessary. The distinction is, in fact, quite useful. A th?;
ory concerned with problem solving in general is concerned with choosing a model that .Wll
tell the planner what steps need to be carried out to achieve desired ends. Theory of provides
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a blueprint for action. The second contribution of theory provides the problem solver with the
means needed to fill out a problem-solving model guiding the process described above. It is
} concerned with generating the substantive understanding of the specific problem being
addressed. Its contribution is one of moving beyond the “black box” of the problem-solving
model by specifying what goes into that black box. Both of these types of theory are applied
in this book. The problem-solving process provides the basic outline for the book and is
followed from chapter to chapter. Theories helping to explain the human behavior factors that

contribute to a specific problem being addressed are incorporated into the early steps of every
program planning process.

Theory in Practice

The contribution of substantive theory dealing with a specific problem relates to that part
of the assessment process that attempts to help the program planner understand the etiology
(cause and effect) of the problem. This understanding is important in determining factors
associated with the presence of the problem—it tells us what data need to be collected.

We will attempt to illustrate how theory is applied by using the issue of domestic
violence and then continuing with this example throughout the rest of the book. In this
way, we hope that the reader will more clearly see how each activity builds on a previous

activity, how a problem statement is translated into a hypothesis, how a hypothesis is
translated into a hierarchy of goals and objectives, and so forth.

While there are many points of intervention in the case of domestic violence, such as
(1) prevention, (2) early intervention when the abuse has begun, and (3) support for a
woman who is seeking help to escape from her abuser, the following is an example of the
last event. Each of these three will draw on different literature bases at times and offer
different theoretical positions. Here we are looking at the literature that identifies the
intrapersonal and external issues that often create barriers to her seeking help.

When a woman seeks help after being abused by her partner, she brings a number of
iIssues that need to be addressed if she is to achieve a level of independence and
self-sufficiency, as measured, for example, by her not returning to her abuser, holding a
meaningful job, and obtaining a permanent place to live (Campbell & Lewandowski, 1997).

Women in abusive relationships often experience depression, generalized anxiety
disorder, posttraumatic stress disorders (Schmidt, 2014; Tolman & Rosen, 2001), and lower
self-esteem (Kirkwood, 1993). They may have been socially isolated, living in an environment
controlled by their abusers to the point where they might feel stripped of a sense of self-
worth and dignity (Johnson & Ferraro, 1998; Macy, Nurius, Kernic, & Holt, 2005). Often the
consequences of being abused are substance abuse and chemical dependency (Fishback &
Herbert, 1997). Finally, many have little or no income, little education, few marketable
skills, and a sketchy employment history (McCauley, Kern, Koladron, & Dill, 1995).

Each individual client will not be experiencing all of these risk factors, and it is the task of
the case manager to determine which of these are present. Once this is accomplished, a
treatment plan can be developed to target these specific factors. Appropriate services (chosen
from a list of services) can be provided, and progress can be monitored and eventually evalu-
ated. While it is not often expressed in these terms, the therapist is testing a hypothesis.
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Program plannir g as at nethodology has its roots in a number of planmﬁ g ¢
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streams, some of which go back to the b;.,eﬁ;nmn, years of the 20th century, This q heg
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mean that @1 anT mgdxd not occur before this time. The megaliths found at New *S nog
~ (built around 3200 BCE), the Pyramids at Giza (2500 BCE), and Stonehenge (180 BC Sfange
built by skillful workers following a plan. Even the canals built 2,000 ) Werg

e e R T S T el e Years ago by, ..
lohokam Indians of the Southwest were carefully planned. But it was only recans Y the
planners began to write about planning. Most planning efforts before the 2Oth“t1y that
were developed in response to the then-current tensions. Laissez-faire econom; Century
:.nat”e‘d political decision making, allowing a few very powerful men to do gz the °S dom;.
wnth little outside interference by government. Uncontrolled development was fhpleased’
and cities such as New York, Boston, and Chicago experienced the rise of slums © form,
For example, by 1910, there were 3 million people in New York living in.t
houses. Of these, 1 million had no bathing facilities in their homes, 250,000 usegnemem
privies, and one family in two shared a bathroom. Surveys conducted by social foutSide
highlighted crime, overcrowding, inadequate water supplies and waste - Ormmers

filth, and disease. Moreover, existing green space in these cities was takendz)sviost?l e

ers to build more and more tenements. VY develop_,
Progressives in these cities formed coalitions and were able to convinc

development needed to be regulated and controlled. Housing codes w

require builders to meet certain standards of safety and public health. Comprehensiy

use plans balanced residential and commercial interests and Set aside land for :;11?11:

Government passed child labor laws, and factories were made safer for the worker T
initial planning was rudimentary, however, in that the reformers be o

| .r‘d’
B -

€ City leaders thy;
€re introduceq t,

government needed to become involved when the public’s interest was
we recognized that communi ‘ S
e e ek
. | SUS were not part of the
dialogue. Eventually this concern became the basis for planning, and the professions of city
and regional planning as well as public administration emerged. Professionals were respon-
sible for ensuring the broader community’s broader interests were taken into account.

A second stream is referred to as the era of scientific management. In 1911, Frederick
Taylor published The Principles of Scientific Management, which introduced. among other
things, the idea that planning should be based on the notion that there always will be a
single best way to achieve desired goals. Since he worked in a steel mill, he was primarily
Interested in meeting production goals with the least cost, finding the best fit between ends
and means. He is best remembered as an early pioneer of the factory assembly line and
the need to break down a task or function into its basic parts. He emphasized the importanc
of efficiency through “rational” planning. |

These streams of thought merged in the middle of the 20th century, when acadernileme
and practitioners began to offer different theoretical formulations about the “theory °~
planning. Based on Taylor’s research, Banfield and Meyerson (1955) concluded that effeC
tive planning must be comprehensive in its scope. Analysis needs to identify the €27

threatened. While
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selection of the single best solution after ex rlmng every possfile further
argued that decision makers look for a course of action that is good eno :jgh to rneetea minimal

set of requirements. Lindblom introduced the concept of incrementalism and suggested that, . SO
in practice, the decision maker be concerned with improving the shortcomings of the emstmg
system. Our basic approach to program planning in this book can be characterized as
suboptimizing or incremental rather than as the more demanding comprehensive approach,
with its requirement to identify and analyze all possible alternatives.

Types of Planning

Three major types of planning are used in the human services: (1) strategic planning,
(2) management planning, and (3) program planning. While the three are used for different
purposes, they all build on the above discussion of theory of planning. All three assume a
rational approach to decision making or problem solving. They are concerned with the
relationship between ends and means, goals and intervention strategies. Furthermore, to
act rationally, the planner needs to identify a course of action that lays out the most
efficient means—the best solution.

The first type of planning is strategic planning. To be effective, organizations periodi-
cally need to step back, examine what they are doing, and determine whether changes
should be considered if they are to be effective, especially in ever-changing environments.

Strategic planning involves a process of deciding on the future of an organization, setting
goals and objectives, and identifying resources needed to achieve these goals and objec-
tives and what policies are needed to govern the acquisition and disposition of these
resources. This process often produces, among other products, the following:

® a vision statement
® a2 mission statement
e 2 statement of strategic direction
® strategic analysis
: e strategic goals

Strategic planning takes a long-range view and may establish a vision for as much as
10 years ahead, with detailed plans for about a 3- to 5-year period.
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v tﬁmn of the organization. Program planning to addras« -
or need is the focus of this book. '
~ We recognize that many newer theoretical aspects of management
- -I'jj’facﬁcemarketlng theory, networking, and even critical theory are im
the full rar ge of management and planning theories. However, our Primar l’(p]()ri .
create a 1t odel of program planning that can enable students ang practitj ! CO“Cern isllg
stand and incorporate effectiveness-based principles into client-sery;i Pners g lmdeto
recognize that broader concerns, such as agency-wide administrat; ‘ 5
plan mgand developing community partnerships, are critical in hum
consider them to be important in their own right and beyond the sc
Still, most problem-solving approaches do have common theme
concepts of efficiency and effectiveness. Unfortunately, these conce
or even misused. Moreover, all too often, primacy is given to one (e
of the other (effectiveness). As we discuss in later chapters on design evaluat;
efficiency is concerned with the ratio between effort and output, tha; 1S, the 10N, anq budget, |
services and the amount of services we are able to provide with thoge ’resolclOSt " delivein
Being reasonable (rational) means finding a solution/strategy that costs tgces.
such a choice would allow us to provide more services. For example, if one e DeCayse
us to provide counseling services at a cost of $100 per hour and anc;ther atstrategy allows
per hour, all things being equal, I can provide one additional hour s

planning’ Ief]q,
POrtant jp, . ~Clive

Ope of thig bo
fp. S"are Often jj| def; ;
flClency) at the eXpeI;ed

Se

Vering

Protg)ram plaqning assumes a problem exists, and this becomes the starting point i thg
all‘o lem-solving process. Some planners suggest this emphasis be turned on its head an
hat the process begin with a strengths perspective. Such an approach assumes that In

-



approach emphasizing problems and needs. It begins with an effort to identify not problems
but community leaders, agency and organizational efforts and resources. The planning
process develops an ir}ventory of cgmmunity strengths useful in community development
and community building. And, as side benefits, it promotes community involvement and,
eventually, ownership in whatever strategy the process produces. As above, we recognize
the limitations of planning as a problem-solving process. but It has its place just as a
strengths perspective has its place. It depends on the task at hand. Finally, there are some

in Chapter 5, “Needs Assessment: Approaches to Measurement.” in the sections “Using
Resource Inventories” and “Conducting a Social Survey.”

The approach to program planning described in the following chapters is concerned
with finding a solution that balances these two objectives—g program that offers the best
opportunity to achieve our objectives at the most reasonable COost.

APPLICATION OF PLANNING THEORY TO CLINICAL PRACTICE:
PROBLEM SOLVING AS

e collection of data and information

e assessment of the problem based on data collected

e development of a treatment plan
e implementation of that plan
e monitoring of progress

e evaluation

Initially there is gathering of data and information and an assessment of the situation
to better understand what the problem is and what might be done to resolve it. Intake data.
which often include the following, are collected to understand who the client is:

® demographic data, such as age, gender, ethnicity, marital status, education,
income, and SO on

® social history data, including information relevant to the presenting problem such
as previous substance abuse, mental ililness, and so on

® cetiology of the problem information, which is collected when the therapist attempts
to identify those factors that either cause the problem or place the client at risk
for developing it
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These assessmernt data help the therapist make a diagnosis, develop 5 s
and so forth. The six activities in this process-—-collectlon of data and informatt-me
ment of the problem based ont the assessment data, development of 3 tpq ion

implementation of that plan, monitoring of Progress. and evaluation__

problem-solving methodology-

Nt .plan

atme’ assess.

nt
Pla
Maka up tl?e

NG THEORY TO MACRO PRACTICE: I,

APPLICATION OF PLANNI
PLIED TO PROGRAM PLANNING \

PROBLEM SOLVING AS A

re different, the following theory of planning is basically the g
at

While the terms a
described above in the clinical example:

Problem Analysis and Needs Assessment

| j: The first planning task 1s tO asS€sS the state of the system. Moreover, 3
r approaches ot problem analysis emphasize the need to identify the caus eS’of thcc)
! Needs assessment follows the problem analysis step. T he planning task is to ee
! target population, the numbers at risk. A final phase of this activity is to develost
esis. a series of “if-then” statements that provides a road map of what you hOpE

} and how this will be accomplished.

ncethal
problem.

imate the

a hypoty,.
(0 achiEVe

i Establishing Goals and Objectives

| The second planning task 1s to translate the hypothesis into goals and objectives §

‘ that the extent to which these objectives are measurable will determine the exténto .
which the program can be evaluated. Moreovet, just as the hypothesis is a series of statteo.
ments in hierarchical form, so also are the goals and objectives, demonstrating that the
accomplishment of higher level objectives is dependent on the achievement of lower

level objectives.

Designing the Program

The third task is to develop the intervention—the program. Just as the goals and objec
tives section is a translation of the hypothesis in another format, the description of the

| actual program 1s a reformulation of the goals and objectives. HOWEVEL, rather than using
a descriptive narrative, a SyStems framework is used to define and describe each element

{: of the dCSigﬂ.

| Developing a Data Collection System

Once the program design section of the plan has been €O

_‘ listed in the design section need to be trans
| managers to monitor what 15 happening in the progra

, program ele

d
mplete N

ollection system {
g basls.

lated into a data C
m on an ongolil
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The data collection system also provides the data needed to n umﬁwur (’mw ;\fw uate m ne
e .-,.w?c.aj\f@‘z ﬁ@»%;" of the program. This ¢ a;:{» ction also ,J.n.LLL.EEJ to m@@_&,ﬂ evaluatio at

In an earlier section we discussed theory from a clinical perspectlve and suggest:
a clinician needs to understand the problem that a client brings to t

1e enc @fdf\fe 1‘ ;
example of domestic violence, the theraplst will explore those factors that are ~standmg,,
in the way of the client’s achieving self-sufficiency and then will provide services that
target these factors. The process that helps a therapist understand the problems an
individual experiences is essentially the same process the program planner uses—
examining human behavior theories to help in understanding the etiology of the prob-
lem. The specific services provided to the client are then drawn from a larger list of
services, since not all program participants will have the exact same needs. The attempt
is to match services as closely as possible to the program participants’ needs. Those
barriers identified in the earlier section can then be translated into a set of services a
community might develop:

e shelter

e case management

e crisis counseling

e medical care

e Jegal services

e child care

e financial planning

e training and employment Services

| ¢ short- and long-term counseling

; This chapter introduced the notion that theory not only is an important aspect of pro-
' gram planning; it is an essential component. We used the concept in two ways, theory of
and theory in planning. The former provides the planner with an approach to problem
solving, a series of activities that begins with problem analysis and ends with a strategy for
evaluating the program once it is implemented. The latter is concerned with identifying
those factors that cause or are related to the presence of the problem. This provides the

planner with an understanding of what the intervention should be—what services should
be provided.
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