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ABSTRACT. Little attention has been given to assessing texts currently
available to students of social work administration. This article evaluates
twelve books in the field including descriptive findings related to audi-
ence, structure, definitions, managerial practice, and knowledge acquisi-
tion and skill development. The analysis utilizes an eleven-role framework
to assess the relationship between the contents of the books and an em-
pirical description of managerial work in the human services. The article
concludes with a set of interpretations related to the balance between
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Social work faculty members who specialize in teaching administrative or
macro practice find themselves on a continuous search for new materials to en-
hance student learning. This search is complicated by the rising prices of text-
books, the struggle to minimize student expenditures through the use of reprints,
and the level of experience that students bring to the classroom. The limited
number of textbooks and casebooks is a result of the small market of purchasers,
the extensive investment required of faculty to write or compile such books, and
the changing nature of practice that requires elaborating both the breadth and
depth of the subject matter. In light of all these complexities, it is amazing that
any textbooks or casebooks are written at all.

The primary goal of this analysis is to describe recent textbooks and a case-
book in order to begin to identify major implications and future directions for the
development of curriculum materials that are as attentive to current theories of
how learning occurs as they are to the substantive content to be taught. Implicit
in this goal is the realization that future authors of textbooks and casebooks may
be guided by the findings that relate to new or different ways of conceptualizing
the learning process and developing educational materials.

A secondary goal of this article is to provide faculty with summary informa-
tion on available texts. The framework used for describing the books includes
the following elements: (1) organization of the textbook or casebook, (2) defini-
tions of management or administration, (3) implicit and explicit target audi-
ences, (4) theories discussed, (5) major theme(s), (6) explication of human
service agency structures, (7) delineation of human resource issues, (8) inclu-
sion of management information systems issues, (9) incorporation of financial
management issues, and (10) focus on skill development related to management
tools and learning activities. For the twelve books, the summary information on
the ten elements in the descriptive framework is located in the Appendix.

METHODS

This analysis is based on the review of eleven textbooks and one casebook
published during the past decade (1992-2002) for the expressed purpose of edu-
cating future and current social work students specializing in administration. In
terms of authorship, three of the eleven textbooks and the casebook are edited
works. While our inquiry was not exhaustive, we think that we have captured the
universe in this specialized area of publishing. Our search did not include texts
on administration in specialized settings such as health care, child welfare, or
gerontology. Similarly, texts focused on a specific area of management, such as
planning or financial management, were not included. We also did not include
textbooks or casebooks that focus on macro practice because they emphasize
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generalist social work practice for all MSW students rather than the specialized
practice of administration selected by a smaller group of MSW students.

The authors of this analysis divided the review process in such a way that
each book had a primary and secondary reviewer. The elements in the frame-
work used to review books were chosen because they represent major categories
in graduate courses used to teach management practice. The terms management
and administration are used interchangeably in this article.

DESCRIPTIVE FINDINGS

The major findings are divided into five categories: (1) book audience,
(2) book structure, (3) definitions of administration, (4) reflections of manage-
rial practice, and (5) nature of knowledge acquisition and skill development.

Audience

Most of the textbook and casebook authors are explicit about their desire to
reach students of administration. For this article, we further subdivided the audi-
ence into four categories related to introductory and advanced content. The first
audience can be defined as beginners or those seeking an introduction to social
work administration. Three of the textbooks appear to fall into this category and
all are in their third edition (Lewis, Lewis, Packard, & Soufflee, 2001;
Skidmore, 1995; Weinbach, 1998). It also appears that these textbooks were de-
signed to reach a wider audience than students of administration such as students
with either clinical or direct service career interests. A second audience appears
to be social work students who are specializing in administration with little for-
mal preparation. Three of the eleven textbooks appear to fall into this category
(Brody, 2000; Ginsberg & Keys, 1995; Rapp & Poertner, 1992). While it is more
difficult to categorize the audience for the one casebook that was reviewed
(Mayers, Souflee, & Schoech, 1994), the brief case vignettes appear to be intro-
ductory and therefore the first and second audiences might represent the best fit.

A third audience includes social work students in administration and experi-
enced administrators. Two of the eleven textbooks appear to fall in this category
as they seek to capture the breadth of administrative practice (Edwards, Yankey, &
Altpeter, 1998; Kettner, 2002). The fourth and final audience appears to be ad-
vanced students of social work administration whose experience and education
have equipped them to address in depth the philosophical, theoretical, and his-
torical aspects of this practice area (Lohmann & Lohmann, 2002; Patti, 2000,
Austin, 2002). These two designations of audiences, namely introductory and
advanced, appear to reflect the growing specialization of the MSW curricula
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where all students learning about generalist social work practice might be ex-
posed to administration through introductory texts and students specializing in
administration might use the introductory texts along with the texts that reflect
more advanced content.

Structure

When assessing the structure of the twelve books, there appears to be more of
a focus on categories of knowledge or practice than on an overall organizing
framework. The one exception is the edited text (Edwards et al., 1998) that uses
Quinn’s (1988) competing values framework of boundary spanning, human re-
lations, coordinating, and directing. Most authors used multiple categories to
capture the knowledge components of management or administration. These
categories included (1) defining practice historically and its value base, (2) rele-
vant theories to inform practice, (3) major practice domains (human resources,
management information systems, financial management, etc.), and (4) critical
practice issues. While many of the structures were clear, an explicit rationale for
content chosen for inclusion was seldom offered (e.g., why a chapter on “writing
effectively” but not content on management information systems?). In addition,
there is also little reference in the textbooks to the research on the nature of ad-
ministrative/managerial practice.

In addition, some texts had explicit overarching themes, such as client-cen-
tered administration (Rapp & Poertner, 1992) and managerial excellence
(Kettner, 2002), that provided a framework that was reinforced and connected to
each chapter. Other examples of over-arching themes included Mayers et al.’s
(1994) “Human Services Management Model” and the focus on “new manage-
ment” as described by Ginsberg and Keys (1995).

Definitions

Some texts included explicit definitions of administration or management
while others implied that the array of topics covered in the book represented the
sum total of how administration or management is defined. The following are
samples of the explicit and implicit definitions found in the texts.

1. Effective management provides both visionary leadership and day-to-day
administrative direction (Brody, 2000).

2. Administration is the executive level of policy making, and management
is policy implementation (Kettner, 2002).

3. Social administration is the design and implementation of client-serving
programs within human service organizations (Rapp & Poertner, 1992).



Downloaded by [University of California, Berkeley] at 11:39 25 April 2016

Michael J. Austin and Jean M. Kruzich 119

4. Management is an array of functions that are performed by social workers
at all levels of a human service organization and are designed to facilitate
the accomplishment of organizational goals (Weinbach, 1998).

5. Social administration includes management, leadership, decision making,
and institution building (Lohmann & Lohmann, 2002).

6. Management is comprised of competing values in the areas of boundary span-
ning, directing, coordinating, and human relations (Edwards et al., 1998).

7. Management is a set of systems and processes designed to help employees
accomplish individual and organizational goals (Lewis et al., 2001).

8. Social work administration is the process of transforming social policies
into social services by all staff (Skidmore et al., 1995).

9. Human services management involves a wide variety of organizational
structures through which very diverse technologies are used to produce
human services that directly affect the quality of life of individuals and
families (Austin, 2002).

In some textbooks administration and management are used interchangeably
(Patti, 2000), while in others administration specifically refers primarily to exec-
utive positions (Kettner, 2002). In yet another textbook, management refers to
internal organizational concerns and is subsumed as one dimension under social
administration (Lohmann & Lohmann, 2002). Yet another focus on manage-
ment features external concerns as described through a comprehensive social,
political and economic description and analysis of the forces shaping human ser-
vice organizations and the work of their managers (Austin, 2002). This array of
definitions suggests the need for further discussion and clarification of how ad-
ministration and management are defined in social work practice. Like the ear-
lier debates about the nature of social casework dating back to the Milford
Conference in the 1920s, the definition of administration and management in
21st century human service organizations may warrant similar attention.

Managerial Practice

While there does not seem to be any clear consensus on what constitutes the
key elements of administrative or managerial practice, virtually all the textbooks
addressed human resources and financial management. Many of the textbooks
either included minimal content on management information systems and orga-
nizational structure or did not address these areas at all. The depth of discussion
varied considerably among the textbooks. There was also considerable variabil-
ity in referencing the empirical research on the nature of managerial work with
some texts such as Patti’s citing recent findings from research from business, so-
cial work, sociological, and psychological literatures while others such as Brody
using multidisciplinary literature that tends to be descriptive.
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The textbooks share the goal of providing cognitive or content-oriented
learning with an emphasis on understanding management principles, concepts,
and processes. Some authors like Lewis et al. (2001) and Brody (2000) include
discussion questions at the end of chapters whereas others do not. Discussion
questions can be a useful way of fostering the active learning needed to acquire
knowledge, insight, and understanding (McKeatchie, 2002). Texts vary also in
the attention given to different learning styles with some (Brody, 2000; Rapp &
Poertner, 1992) providing many exemplars that increase the accessibility of the
material to visual and multi-modal learners (Fleming, 2001).

There is also considerable variation among the texts regarding the educa-
tional goal of increasing student skills in applying their understanding through
the development of problem-solving and behavioral skills. Cases and exercises,
including “in-basket” problems and role-playing move beyond knowledge ac-
quisition to enhancing behavioral competencies. Some texts, such as Rapp and
Poertner (1992), include a detailed exemplar while others such as Weinbach
(1998) include short case examples throughout the text. Others such as Edwards
et al. (1998) make an effort to include cases to support skill learning as well as
experiential exercises for skill practice. In contrast, the casebook reviewed in-
cluded only cases for skill analysis and ignored substantive content to support
skill learning as well as exercises and simulations that would support the prac-
tice, application, and generalization of skills (Mayers et al., 1994). While the
casebook authors note that a management text is needed to supplement the case-
book, the likelihood that two unrelated texts would sequence and support each
other in an integrated manner seems limited and would still leave a gap in learn-
ing activities that support skill practice and application. There are a number of
business management texts such as Whetten and Cameron (2002) and Shani and
Lau (2000) that balance the integration of theory and practice, and understand-
ing and application, but this seems to be lacking in the texts reviewed.

ANALYTIC FINDINGS

Based on the description of each textbook and casebook, we made judgments
about the degree to which it reflected significant attention to the empirically derived
domains of practice identified by Menefee (2000). “Significant attention” is defined
as a chapter or equivalent to a chapter in page length. Menefee’s domains of admin-
istrative practice include leadership roles (boundary-spanner, innovator, organizer,
team-builder/leader), interactional roles (communicator, advocate, supervisor, fa-
cilitator), and analytic roles (resource administrator, evaluator, policy practitioner)
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(see Figure 1 for full definitions of these roles). Figure 2 identifies our assessment of
“significant attention” regarding the role content for each book reviewed.

Given the lack of precision in briefly describing entire books and the potential
that others might reach different conclusions, an analysis by other educators would
be beneficial. Some of the roles are quite behaviorally specific (e.g., supervisor,
evaluator) whereas others, like innovator, reflect an orientation towards a manage-
ment function, are more diffuse and therefore more difficult to assess.

FIGURE 1. Definitions of Administrative Roles Used for Content Analysis

Leadership roles
1. Boundary-Spanner. Managing relationships, networking, influencing others to foster

interorganizational relationships, developing partnerships, and integrating service delivery
systems.

2. Innovator. Capacity to forecast trends in the external environment and develop
alternative and innovative strategies for responding to these forces.

3. Organizer. Capacity to arrange and structure the work of an agency to optimize the use
of human and material resources (includes delegating and staffing) in order to
continuously modify internal structures, processes, and conditions to adapt to external,
often turbulent, environments.

4. Team-Builder/Leader. Building coalitions and teams (interagency, intra-agency,
interdisciplinary, etc.) by organizing and enlisting groups to ensure service availability
and effective agency operations, with special attention to group maintenance and task
functions of meeting management.

Interactional roles

5. Communicator. Exchanging written and verbal information, making formal presentations,
and keeping internal and external stakeholders continuously informed through the
extensive use of technology.

6. Advocate. Representing the interests of individuals and groups by lobbying, testifying,
and fostering relationships with public officials and community leaders.

7. Supervisor. Directing and guiding the delivery of agency services while attending to the
socio-emotional needs of staff through the use of coordinating, supporting, and
consultant advising activities needed to motivate staff, coordinate workloads, set goals
and limits, provide corrective feedback, and monitoring work processes and outcomes.

8. Facilitator. Enlisting others in accomplishing the vision, mission, and goals of an agency
or community coalition by enabling, orienting, training, and empowering others through
modeling methods for collaboration and coordination that can change and strengthen
organizational culture.

Analytic roles
9. Resource Administrator. Managing efficiently and effectively the human, financial,

informational, and physical resources needed by agencies related to fund-raising,
grant-writing, marketing, media relations, and performance management.

10. Evaluator. Capacity to conduct needs assessments and program evaluations related to
the agency’s impact on client populations and community needs based on a strong
understanding of research methods, and supervise/contract specialists related to
continuous quality improvement and outcome assessment.

11. Policy Practitioner. Capacity to develop/formulate, interpret, comply with, and influence
public policies, and the capacity to understand and articulate to staff the full range of
policy implemation issues and challenges.
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Based on the analysis of current administration texts in the human services
using the Menefee framework defined in Figure 1, we conclude that insufficient
attention is devoted to the following five areas:

1.

Administrative leadership roles of boundary spanning and innovation.
This appears to be a serious limitation in these times when the organiza-
tional changes brought by welfare reform and managed care clearly call
for these managerial capacities.

Analytic roles played by managers, especially policy practice where the
implementation of public policy in both public and nonprofit social ser-
vice agencies has taken on increased prominence, especially where policy
practice clearly relates to boundary spanning required for coalition build-
ing and inter-organizational partnerships.

. Interactional role in advocacy as reflected in representing the interests of

individuals and groups by lobbying, testifying, and fostering relationships
with public officials and community leaders.

Behavioral skill acquisition related to interpersonal skills (personnel in-
terviewing, conflict management, culturally competent management
practice, etc.) and group process skills (meeting management, team facili-
tation, intra and interagency task group management, etc.).

Articulation of the assumptions and learning theories that shape the devel-
opment of texts and casebooks. Just as it is useful to elucidate the logic
model for a program (Alter & Murty, 1997) there would be significant ben-
efits for textbook authors to explain their understanding of the relationship
between their text and the knowledge, behavioral and attitudinal changes
they believe will result from the use of their text. These sentiments are ech-
oed by Goldstein’s (2001) recent critique of social work educators’ adop-
tion of popular theories and methods with no overarching epistemological
reference point from which to question and reflect on their methods of
teaching.

INTERPRETATIONS

This survey and review of textbooks would benefit from additional discussion and
analysis. This section provides several perspectives to help focus further discussion.

Interpretation 1: Knowledge acquisition takes precedence over skill develop-
ment. It appears that the major focus, and in some cases the only focus, of the text-
books is exposing learners to the array of knowledge needed to function as a
manager or administrator in a human service agency. The emphasis is on concep-
tual learning with limited attention given to behavioral application and practice.
This intense focus on knowledge acquisition stands in contrast to a constructivist
approach where learning is situated in social contexts rather than occurring solely
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in an individual’s mind (Stage, Muller, Kinzie, & Simmons, 1998). While a num-
ber of the textbooks provide brief case vignettes or discussion questions and exer-
cises, none of them provide a structure for a more in-depth, integrated set of
learning activities that shape and support the learning of new behaviors.

Interpretation 2: Case-based and problem-centered learning receives little at-
tention. Adoption of a more skills-based approach to human service textbooks
would require use of additional pedagogical tools and a more constructivist ap-
proach. Social constructivists support collaborative learning as a central educational
function (Stage et al., 1998). Two approaches that use teams or workgroups are
case-based instruction and problem-based learning. Case-based instruction is an ap-
proach frequently employed in public affairs and business schools where students are
given realistic, in-depth cases that they work through and decide what should be done,
often involving group work. The case is recounted meticulously and in detail so that
students confront the complexities and uncertainties involved in decision-making.
Case learning is based on inductive reasoning and requires students to distinguish per-
tinent from peripheral information; identify a problem, its context, and parameters;
identify possible solutions and strategies; and ultimately, make a decision.

Students who combine field-based learning and campus learning often expe-
rience a disconnection, especially when their fieldwork learning is narrow and
insufficiently comprehensive with respect to learning management skills.
Therefore, campus-based cases and problem-based learning can provide a mini-
mum floor of experiential learning that would be available to all administrative
students, irrespective of their fieldwork resources.

A second popular approach for educating physicians (Jonas, Etzel, &
Barzansky, 1989) and increasingly managers (Bridges, 1992) and nurses (Cooke &
Moyle, 2002) is problem-based learning (PBL). PBL confronts students with an
ill-structured problem that requires collaborative problem-solving or self-di-
rected analysis. Students discuss their decisions and conduct peer and self-as-
sessments of their learning progress. Information theory indicates that information
is better understood, processed, and recalled if students have opportunities to
elaborate on the information (Schmidt, 1983). Elaboration occurs in group dis-
cussions and peer teaching where participants exchange views about how the in-
formation applies to the problem. With the individual student, peers and instructor
all involved in the evaluation of student performance, students are better pre-
pared for developing self-reflective essays on what they have learned (Bridges,
1992).

Interpretation 3: Transmitting content takes precedence over learning strate-
gies for integrating content. Textbook authors pay far more attention to content
oriented learning or understanding than to learning strategies that support be-
havioral skill developments. This is not surprising since most textbook authors
have in-depth knowledge of management but may not be familiar with psycho-
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logical frameworks that support effective pedagogy. Only one textbook articu-
lated the learning model used to organize and structure the content of the book.
The Edwards, Yankey, and Altpeter model (1998) includes the three aspects of
assessment, information, and skill application exercises. Their model appears to
be adapted from an earlier version of Whetten and Cameron’s (2002) five-stage
learning model that includes skill assessment, skill learning, skill analysis, skill
practice, and skill application. Using social learning theory and findings from in-
terviews with over 400 managers who were identified by peers and superiors as
being highly effective, Whetten and Cameron (1991) identified both the content
and pedagogical elements needed to learn management skills. However, their
goal is not management training but rather management education where stu-
dents adapt general behavioral guidelines to unique contextual factors (Whetten &
Cameron, 1991). This review highlights the minimal support textbooks gener-
ally provide for experiential learning and the observation that none of the admin-
istration textbooks give equal emphasis to skill development and knowledge
acquisition.

Interpretation 4: Social environment theory (community, organizational,
group, political economy, etc.) does not appear to inform the description of
managerial practice. The uneven attention given to the ways that “theory
informs practice” can be seen in the use of one or more chapters in the textbooks,
especially the efforts to capture relevant organizational theory (usually the evo-
Iution of theoretical perspectives). Little attention, however, is given to the pro-
cess of how theory informs management practice. While human behavior and
social environment content is required in all social work programs to inform di-
rect practice with individuals and families, there appears to be less attention to
how social environment content informs management practice. This reality may
be related to the issues of curriculum space and lack of specificity in the curricu-
lum standards of the Council on Social Work Education. These standards re-
quire theories and knowledge of multiple dimensions of human development
across the life span whereas the language with regard to macro practice is much
more general, stating that there needs to be knowledge and theory covering the
“range of social systems in which people live (individuals, family, group, orga-
nizational, and community)” (Council on Social Work Education, 2001, p. 10).
As a result, some textbooks try to capture a wide body of theory in a chapter or
two while others focus on one area and ignore the others.

Interpretation 5: Empirical research on the nature of managerial practice in the
human services does not appear to be used explicitly to inform the development of
textbooks. With the exception of cases that seek to capture concrete examples of prac-
tice issues and dilemmas, the majority of the textbooks do not appear to draw upon the
limited empirical research on what managers do in human service agencies. For ex-
ample, there is little attention given to the work of Menefee and others (Menefee,
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2000; Menefee & Thompson, 1994; Mirabella & Wish, 2000) describing what man-
agers actually do and therefore what future managers need to learn how to do.

IMPLICATIONS FOR FUTURE DIRECTIONS

Given the interpretations drawn from this analysis of textbooks and a casebook,
it seems timely to propose a set of directions that would facilitate the process of
developing teaching tools for future students of human service administration.
While it is clear that many directions could be identified, a few are noted below.

First, given the extensive investment of time and energy to develop textbooks
and casebooks, combined with the continuously changing nature of administra-
tive practice, it no longer seems realistic to expect one or two faculty members to
possess the breadth and depth of administrative knowledge and practice needed
to create a comprehensive textbook. It appears that more teamwork is needed for
textbook development, or more specialization in the form of practice-specific
monographs. A more active use of special issues of journals might be a venue for
developing peer-reviewed state-of-the-art monographs that capture the breadth
and depth of changing management practice.

Second, in order to build and link the theoretical components needed to in-
form practice, more attention is needed to synthesize the relevant and emerging
social environment theories (explanatory theory) in order to inform manage-
ment practice (interventive theory). Managers need conceptual tools to use in as-
sessing a wide array of forces inside and outside their organizations.

Third, more attention is needed across the field to clarify the multiple explicit
and implicit definitions of administrative or managerial practice as well as the
core values and ethics that underlie this domain of social work practice.

Fourth, because talented social work administrators are often too busy to
write, new approaches to case study development are needed to capture the ca-
pacities, perspectives, and insights of those most talented in our field.

Finally, it now seems long overdue that our field needs a textbook, like
Whetten and Cameron’s Developing Management Skills (2002). Such a text
could reflect substantive research and theoretical grounding with equal attention
to concept acquisition and skill development. While individuals teaching man-
agement skills in business have developed multiple models for providing man-
agement education that addresses knowledge and skill acquisition (Bigelow,
Hall, Schor, Garcia, Keleman, Seltzer, & Buskirk, 1996), social work adminis-
tration educators have yet to have a sustained discussion on this topic.

Using textbooks and teaching strategies that are equally attentive to knowl-
edge and skill development not only changes the role of the professor from in-
formation disseminator to facilitator and coach, but requires enhanced trust
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between instructor and students to support the added risks of simulations and
role plays. In Experiential Learning: A Foundation for Social Work Education
and Practice, Howard Goldstein notes that the visions and hopes embodied in
the CSWE Curriculum Policy Statement “will not be realized unless they are
supported by an educational philosophy and program that produces professional
social workers who have the necessary knowledge and expertise” (2001, p. 135).

CONCLUSION

This analysis began with the observation that very little attention, with the ex-
ception of Au (1994), had been given to assessing the textbooks and casebooks
currently available to students of social work administration. The evaluation of
eleven books in the field included a set of descriptive findings related to audience,
structure, definitions, managerial practice, and knowledge acquisition and skill
development. The analytic findings utilized an eleven-role framework to assess
the relationship between the contents of the books and the empirical description of
managerial work in the human services. This analysis concluded with a set of in-
terpretations related to the balance between knowledge and skills, the degree to
which theory informs practice, the use of empirical findings about practice, and
the nature of learning strategies that include case-based and problem-centered
learning. The implications for future directions call for new approaches to devel-
oping learning materials. These include: (1) collaborative investments in framing
definitions of practice and the textbooks, casebooks, and specialty monographs
needed, (2) new approaches to synthesize theory and current research that can in-
form practice, and (3) new approaches to case study development that involve col-
laboration between academics and practitioners. A national and international
dialogue needs to begin to explore these issues in more detail.
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