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Foreword

Recent publications on services for the ederly in Ireland frequently
stress the importance of improved co-ordination in the delivery of these
sarvices. However, this is the fird study to focus exclusively on co-
ordinating services for the elderly at the locd leved in this country.

The study, which evaluates the experience of two pilot projects, has its
origins in the recommendations of National Council companion reports
published in 1985. They were Housing of the Elderly in Ireland and
Institutional Careof theElderlyinlreland.

Good housing is central to the provison of good quality care in the
community. Many elderly people are vulnerable to ill health and/or
ingtitutional referral as a result of poor housing conditions. Hence, co-
ordination between health boards, loca authorities and voluntary bodies
IS a necessary component of community care.

Other areas for better co-ordination identified by the Council's studies
were:-

* liaison between acute hospitals and community care d&ff, partic-
ularly prior to discharging elderly patients home,

« sharing of expertise by health and socid service professiondsin the
community with a view to reducing the vulnerability of the elderly
a particular risk, and

* linking the statutory, voluntary and informa systems of care
together and involving elderly people themselves.

Againgt a background of increasing numbers of elderly people and other
demographic trends which indicate that there will be more elderly people
at risk in the future, the Council proposed that the Department of Health
should provide "funding to establish two pilot projects which would
develop and evaluate the concept of co-ordination of services for the
elderly in terms of both planning and provision at local level" (Nationa
Council for the Aged, 19853, p. 80).

The projects were proposed at a time of growing concerns about the
public debt and the level of public expenditure. It did not prove possble
for the Department of Health to implement the Council's recom-
mendation at the time. However, with the interest and willing support
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of the Eastern Hedth Board and Dun Laoghaire Corporation on the
one hand, and the South Eastern Health Board and Tipperary S. R.
County Council on the other, the Council was able to promote and
support the establishment of pilot projects in both Dun Laoghaire and
Tipperary.

Once the authorities in the two areas committed themselves to their
establishment, the Council enunciated terms of reference for the projects
which, in the absence of models of forma co-ordination in care of the
elderly in Ireland, were quite prescriptive in the circumstances. It will
be appreciated that the Council was to a large extent working in the
dark and could not advert to dl the complexities of the co-ordination
process when drafting its terms of reference.

Thanks to the efforts of al those working on the projects we now have
the benefit of their experiences and the very professiona articulation of
these experiences in this evaluation report to guide those who will be
concerned to improve the co-ordination of service provision for the
elderly in the future.

As an added contribution, the Council proposes a number of its own
conclusions which it hopes will be of assistance to those who may be
convinced of the need for a teamwork approach to care and service
provison for the elderly at the loca level. The Council believes that a
spirit of cooperation must be supplemented with good practice and
appropriate mechanisms for co-ordination in care and service provision.

However, of even greater importance to the co-ordination enterprise is
the commitment of the relevant agencies to take the necessary political
and managerial stepsto make it succeed. With thisin mind, the Council
offers a number of recommendations relating to considerations which
must be addressed by the agencies concerned. Whilst not so prescriptive
as might be expected, these recommendations represent the results of
long consideration of the experiences of participants of the pilot projects
and the detailed evaluation of these experiences compiled by the author.

The pilot projects owe their achievements over their four year life to
the input of a large number of personnel. Between one hundred and
one hundred and fifty people altogether were actively involved in the
projects on steering and loca committees. We would like to express our
sincere thanks to them for maintaining their commitment throughout
what was never an easy project to implement. We aso thank dl those
who played a role in establishing and guiding the projects through
uncharted waters. We include former Council members, particularly
Mr. K. Hickey, Chief Executive Officer of the Eastern Health Board
and Dr. M. Hyland for their contributions; the steering committee
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chairpersons within the project, including Mr. Liam Geaffney, Mr.
Seamus Shields, Mr. John Byrne, Dr. A. N. de Souza, Mr. James
Harney; dl participants in the Council's own advisory and consultative
committees which were chaired respectively by Mr. Kieran Hickey and
Dr. Finbarr Corkery.

We thank too those whose work was central in keeping the projects
functioning. Particular thanks go to Ms. Aileen McNicholas and Mr.
Brendan O'Keeffe whose secretarial work on several committees was
pivotal.

A very specia thanks goes to Ms. Catherine Lanigan who, for much of
thefirst phase of the projects, was the Council's evaluator. In the second
phase she became the project devel opment worker in the Dun Laoghaire
area. We are also very grateful to the two development workers in the
Tipperary Project, Nurse Joan O'Dwyer and Ms. Margaret Flanagan.

The Council would like to express its specid gratitude to the report's
author, Mr. Michael Browne who, as former research officer of the
Council, played a key part in the design and establishment of the
projects. Subsequently, he became project evaluator and completed,
with Ms. Catherine Lanigan, an Interim Evaluation Reportin May 1989.
We are very impressed with the high quality of his final report and are
confident that it will be a milestone in advancing our understanding of
the pre-requisites of good co-ordination.

Finaly, we wish to thank the Council's Secretary, Mr. Bob Carroll,
and Research Officer, Mr. Joe Larragy for their contributions to the
establishment and evaluation of the projects. We thank dso Ms. Cdine
Kinsdla and Ms. Paula Kennedy for their competent preparation of the
author's manuscript for publication and for their services to the Council
and its committees throughout.






Comments and Recommendations on
Co-ordination by the National Council
for the Elderly

Introduction

The underlying rationale for better co-ordination is that the needs of
the elderly cannot be accommodated in watertight compartments. Rigid
boundaries between Government Departments, providing agencies, pro-
fessonas and service users themselves, frequently are harmful to older
people's interests. Moreover, inadequate co-ordination can adso prove
to be wasteful of resources, for example resulting in inappropriate
institutional admissions, "bed-blocking” in acute hospitals, late detec-
tion of symptoms or needs, with long run cost implications that might
be avoided.

In common with thinking internationally, policymakers in Ireland have
become increasingly concerned about the lack of co-ordination of ser-
vices for the elderly. This concern has been emerging in response to a
mixture of factors, including:

(&) the ageing of the population and related demographic trends,
such as an increase in the number of very elderly people and of
the elderly living alone, migration from rural areas, the attend-
ant increase in risk of illness, dependency, mental infirmity and
increasing consumption of health and socia services,

(b) changing economic and socid circumstances and attitudes
among older age groups, which both open up their potential
for greater autonomy and require that they be more directly
involved in determining their own care requirements,

(©) a re-appraisa and re-definition of ingtitutional care in dl its
forms— including long-stay geriatric units, general and psychi-
atric hospitals— as an integral component of a community care
policy,

(d) a focus on appropriate accommodation as the keystone of
community care, with increasing attention on housing standards
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and conditions, on adaptations required to accommodate dis-
abled or less mobile persons, on the provision of emergency
contact systems, warden services, communa meals and shared
fecilities and on alternative forms of tenure,

(e) increasing provision of services in the community, such as day
hospitals, day care centres and domiciliary care, together with
the provision of more speciaist assessment, rehabilitation and
treatment methods on an outpatient or short stay basis,

(f) public expenditure rationalisation and altered roles for public,
voluntary and commercia service providers, and a concern
with the cost-effective use of dl services, but particularly of
institutional services, and

(9) growing concern about the survival of informa networks of
family care, which are pivota to the care of the fral elderly at
home but too often subject to considerable stress for want of
appropriate forma support.

Obstacles to Service Co-ordination

There are mgjor obstacles in the path of achieving a sgnificant degree
of co-ordination in response to the above-mentioned factors. For various
complex reasons, we do not have what could be described as an "ethos
of co-ordination" or a climate conducive to bringing about better co-
ordination and the report presented here clearly bears out this con-
tention. These obstacles are not exclusve to Ireland but they are very
dgnificant in this country. Among the particular difficulties which have
to be addressed in improving co-ordination in Ireland are:

(8 the separation of responsibility for assessing and meeting hous-
ing needs from responsibility for providing health and personal
socid services in the home and community,

(b) the way health services have evolved historicaly, particularly
the divisons of the health boards into separate programmes
based on functional responsibility such as the hospital pro-
gramme and the community care programme rather than a
more integrated model,

(c) theextent of the reliance on the voluntary housing and personal
socid services sector and the lack of adequate mechanisms for
consultation about planning, provison and funding between
voluntary and statutory agencies and within the voluntary sector
itsdf,
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(d) the specid difficulties for co-ordination entailed by the inde-
pendent status of genera practitioners which manifests itsdf in
various ways, including, for example, difficulties in attending
meetings, or insufficient liaison between public health nurses
and general practitioners,

(&) inaufficient collaboration between health care professionas and
sectors, particularly as this affects the elderly mentally infirm,

(f) theincreasing reliance on the private nursing home sector which
requires improved lisison between it and the statutory sector,
and

(9) generaly, alack of focussed collaboration at interdepartmental
levd to ded with a range of welfare and service areas, such
as transport needs, carers alowances, developing voluntary
organisations and fostering new services.

Research and Models for Co-ordination

In recent years, efforts to test different models of co-ordination have
been made internationally on the basis that it is essential not only to
improving the quality of life of a growing number of frail elderly people,
but that, in the long run, it might also contribute to a more cogt-effective
way of providing care.

One area which has been explored is the extent and nature of co-
ordination practiced by agencies and professionalsin a given geographic
area. In the UK this has been explored particularly with reference to
locd government — housing and social service — departments and
hedlth departments.! While evidence has been found for case referrd
and the ad hoc exchange of information between different agencies,
there is little Sign of any attempt to achieve joint, inter-agency planning
in the provision of housing, community care and related services for the
elderly at loca level. The research in the UK found that a forum or
other mechanism for the systematic exchange of ideas was a rarity.

Another approach, the piloting of case management experiments and
"packages of care", has been going on in the UK, the United States and
elsewhere for some years and the results of these experiments are proving

'Hearnden D., Co-ordinating Housing and Social Services: from Good Intentions to
Good Practice, London: Centre for Policy on Ageing, 1984.
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encouraging.” These experiments are broadly distinguished by a focus
on individual elderly people at risk for whom a combination of services
is put together by a case manager in consultation with al the relevant
personnel and agencies after a full assessment of needs. The design of
such studies is methodologicaly complex and requires significant and
defined resource inputs. So far, no such studies have been undertaken
in Ireland.

Policy on Co-ordination in Ireland

The National Council for the Aged® outlined its perspective on the issue
of sarvice co-ordination in its companion reports, entitled Housing of
the Elderly in Ireland and Ingtitutional Care of the Elderly in Ireland,
published in 1985* The issue was taken up by the Working Party on
Services for the Elderly and included in its report, The Years Ahead —
A Policy for the Elderly, which was published in 1988 by the Department
of Health and later adopted as Government policy.”

Pilot Co-ordination Projects

In the meantime, the Council had proposed the establishment of two
pilot projects on the co-ordination of services for the elderly at loca
leve to test in detail certain aspects of the model outlined in its reports.
Responsihility for the establishment and running of the proposed pro-
jects was accepted by the Eastern Health Board and Dun Laoghaire
Corporation in one case and by the South Eastern Health Board and
Tipperary S. R. County Council in the other. The pilot co-ordination
projects thus initiated, which form the subject of this evaluation report,
centred on the establishment of forma arrangements for the exchange
of expertise, joint planning and joint action at local authority and
community care area level.

IChallis I}. and DaviesB., Case Management in Community Care: an eval uated exper-
iment in the home care of the elderly, Aldershot: Gower, 1986.

‘The name of the Council was changed to the Nationa Council for the Elderly in
January, 1990.

“National Counil for the Aged: Housing of the Elderly in Ireland, December, 1985

National Council for the Aged: Institutional Care of the Elderly in Ireland, December,
1985.

*The Years Ahead...A Pol igtyfor the Elderly, Report of the Working Party on Services
for the Elderly. Department of Health, 1988
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The design of the projects, which is set out in greater detail in the report
and the appended Terms of Reference, provided for the establishment
of two steering committees, respectively in arura and an urban catch-
ment area with populations in the range of 75,000 to 100,000. The
steering committees were to have a very broad planning brief covering
al aspects of services for the elderly in their catchment area. The inter-
agency, inter-professional and inter-sectoral composition of the steering
committees was designed to reflect this broad agenda. Among the
functions of these steering committees were

* the assessment of housing, health and welfare needs of the elderly,

e the proposal of programmes of action for parent bodies to
implement,

the identification of good practice elsewhere which could be emu-
lated in the area,

« the co-ordination of agreed programmes of action,
« the evauation of programmes implemented,

the direction of a number of local committees with an action focus,
and

« the integration of the private and voluntary sectors in the area.

Each steering committee was to establish locd committees, idedly
covering an area with a population of 15,000 to 20,000 people. These
would have functions derived in a smilarly broad manner to those of
the steering committee, but with a more practical organisational role at
the loca level. Tasks would include

* improving co-ordination locally,

* identifying local needs and resources,

e maintaining an up-to-date "at risk" register,
 evauation of exigting service ddlivery,

* advocacy on behdf of elderly clients,

« liaison with locd institutional care units,

« offering recommendations to the steering committee on measures
to improve services, and

« offering consultation to loca service providers.
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These committees functioned over four years (1988-91) during which,
as the evauation report states:

the two pilot projects established and consolidated basic committee
structures. Each project engaged in a programme of work which,
though not as ambitious as that envisaged in the Terms of Reference,
was practicable in terms of the resources available and the cir-
cumstances that prevailed. Day care centres were established, vol-
untary sheltered housing schemes were instigated, the issue of
support services for family carers was addressed and a number of
key policy issues in respect of service co-ordination and the elderly
were highlighted, (p. 109)

There was a very high level of personal commitment on the part of
steering and loca committee members in both projects.

The steering committee participants, when interviewed, fet that many
barriers were broken down. However, they aso fdt that they could not,
given the time and resources available, implement the planning functions
outlined for them in the Terms of Reference and resorted instead to an
ad hoc approach. The inability of the steering committees to plan
properly in turn negatively affected the functioning of the loca com-
mittees.

The steering committees fdt that a longer lead in period and more
detailed preparation would have made a considerable difference to
them. More involvement a senior statutory levels would have been
appreciated. The proposed membership of the steering committee failed
to fully materialise with notable deficits in the area of general practice,
the general hospital and psychiatric services, the voluntary sector and
the private nursing home sector. Other key areas of weakness concerned
project staffing, delays in appointing full time development workers and
inadequate time available to committee members for following through
on decisions. Despite these problems the committees fet they proved
able to identify various gaps in service provison and, as noted, took
some initiatives. They also made submissions and recommendations to
parent bodies, to the National Council for the Elderly, and to other
statutory bodies.

In the case of the loca committees the report points to evidence that
they were constantly under strain during the course of the pilot project.
While members felt that the concept of the co-ordination project was
good, it was, they believed, poorly operationalised. The problems
reported by the steering committees were aso fdt at locd leve with the
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added frudtration that there was a lack of guidance and direction; the
Terms of Reference were beyond what they could achieve given the
resources at their disposal; the goodwill of parent statutory bodies was
not matched by resource inputs and the criteria used in evaluating
progress, in the firs phase, were rather ambitious.

Nonetheless it was reported that overdl the projects were avery ussful
learning experience for local committee personnel, though this feding
was not universaly shared. The key lessons identified by the local
committees included the need for:

* the stting of clear and redlistic goals a the outset to match
resources available,

* adevelopment worker from the initiation stage,
 an induction course for committee members,
* basic education in committee procedures,

» adequate secretarial dtaff and the blocking out of gaff time for
participants performing specific tasks, and
* additional resourcing for teamwork promotion.

Thanks to the persistence and endurance of the committee members
involved in the projects we now know more about the key elements in
the co-ordination enterprise and these have been thoroughly explored
in the body of the evaluation report. The Council therefore has been
greatly fecilitated in drawing up a number of proposals and recom-
mendations which are set out below.

The experience of the two pilot projects has revealed the complex nature
of the co-ordination agenda. In effect, the projects have given policy-
makers an insight into what actualy goes on in practice "between"
agencies with common interests and aspirations. The objectives, as st
out in the Terms of Reference, proved ambitious for those who par-
ticipated directly in the committees. We fed, nonetheless, that the
Terms of Reference are broadly valid as a theoretical framework for co-
ordination and likewise the perspective outlined in The Years Ahead
report on co-ordination continues to be valid.

However, the real difficulty now isto concretise our thinking and develop
a drategy on the issue:

(8) We need to recognise that there are severa strands to the co-
ordination issue pertaining to specific task areas and services
such as specid housing, transport, day centres and voluntary
activities.
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(b) There are also severa levels a which coordination must be
activated ranging from the nationa leve to the locd district,
and different tasks will be appropriate to certain levels and
not to others. The projects demonstrate that too onerous a
responsibility may be placed on loca personnel who may not
be in a position to address tasks proper to their senior man-
agement. As the report shows, this will lead to a very selective
and ad hoc approach to joint work with a focus on "tried and
tested" as opposed to more innovative ideas.

(c) We need to acknowledge that there is a very fine line between
good co-ordination and mutua interference. The projects may
shed light on this issue too, if only by identifying the fears that
several agencies and personnel have of crossing it. The fact that
inter-sectoral and interdisciplinary defensiveness was identified
by the evaluator as a potent factor should be entirely under-
standable given the very wide and genera nature of the brief
and the difficultiesinvolved in achieving a mutual understanding
of roles.

(d) It should be recognised that providing for some categories
of elderly people requires specia co-ordination. The elderly
mentally infirm, for example, constitute one such group.

Recommendations

The recommendations which follow below are not intended to be over-
prescriptive. Rather, they are intended to stimulate a constructive dis-
cusson & dl levels on how to take forward the policy of service co-
ordination which has been outlined in The Years Ahead report and
accepted in principle.

(a) Promoting an Ethos of Co-ordination at National Level: an Agenda for
Action

The recommendation contained in The Years Ahead report (Department
of Health, 1988), that the Departments of Health, the Environment
and Sociad Wedfare agree administrative arrangements to ensure co-
ordination of policy towards the elderly at national level, should be
implemented immediately. Policy issues arising from the working of such
an arrangement should be highlighted in a discussion document and
brought to the attention of Government.

The three Departments should dso consider the joint sponsorship of
20



further research into the area of loca service co-ordination — and into
such good practice as may exist — with aview to monitoring progress and
identifying ways in which nationa policies might facilitate appropriate
measures & locd level.

A key task on the agenda of such an interdepartmental discussion should
be to distinguish between measures which might more suitably be taken
at different levels ranging through the following:

(@ the identification of joint or interdepartmental tasks and tasks
appropriate to specific Government Departments,

(b) the identification of tasks which should be devolved to health
boards and loca authorities or to alevel of operation closer to
the point of service delivery such as the community care area
or the district,

(¢) the identification of specific tasks which are amenable to joint
action between health boards, between health boards and loca
authorities, between statutory and voluntary agencies or by
means of any other appropriate combinations of agencies or
professionds required to bring about real co-ordination.

In this context, discussions between Departments would be rendered
more concrete if the experience of certain schemes which already involve
co-ordinated action were reviewed. For example, the task force on
special housing aid for theelderly involves health boards, local authorities
and other agencies. A lot could be learned from a short evaluation of
this scheme. Another issue that might benefit from joint review is the
carer's allowance which the Department of Socid Welfare provide and
which the Minister for Socid Welfare has decided to review. Another
example is the growing voluntary housing sector catering for the elderly
which is assisted by the Department of the Environment. Many such
voluntary bodies seek to provide on-site services to tenants. Much
could be learned from a review of the progress made and difficulties
encountered in this context. A fourth possbility would be to jointly
review the operation of care teams established following the publication
of The Years Ahead report.

(b) Facilitating Co-ordinated Devel opment

(i) Enabling Legidation

Joint action between agencies at local level was anticipated to alimited
extent in the Health Act, 1970. For example, Section 25 of the Act
provides generaly for assigning health board functions or powers to
locd authorities. More use could be made of such provision in order to
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give a firm statutory backing to new initiatives in co-ordination. The
need for additional legidation should be addressed where exigting pro-
visons are inadequate.

(i) Joint Financing

In addition to statutory measures aimed at enabling joint action and co-
ordination to take place, there should be a method of providing joint
financing for such initiatives. The key dement in such financing is that
it would be conditiona on the initiative having a meaningful degree of
collaboration between statutory agencies or between agencies in the
statutory, voluntary, private or informa sectorsin an area.

(Hi) Terms of Reference

Terms of reference for joint initiatives should be worked out in redlistic
and concrete terms with quite pecific abjectives, tasks and methods of
work. These should be agreed at the most senior management level of
the jointly contracting agencies who may then be expected to give their
fullest backing to the personnel involved.

(iv) Development Workers

Health boards and local authorities engaging in co-ordinated develop-
ment of services should deploy a development worker on a full-time
basis to facilitate and develop collaborative arrangements for service
planning and delivery. Such development workers should have appro-
priate direction and adequate administrative and secretarial back-up
Services.

In view of current public spending constraints, it might be necessary to
initidly assign certain of the tasks of a development worker to existing
employees of the health boards.

(V) Induction Courses

Health boards and loca authoritiesshould arrange induction and training
programmes for al personnel becoming involved in co-ordination initiat-
ives and inter-disciplinary teams and should ensure that there is an
adequate lead-in period for such personnel. Thisis particularly important
when the initiative involves the systematic identification of the loca
sarvice needs of the elderly population and the joint planning of services
in a comprehensive way. The induction and training procedures should
be appropriate to the tasks envisaged.

(¢) Educationfor Co-ordination and I nter-Disciplinary Teamwork

Health boards and local authorities should collectively pool resourcesin
order to develop a comprehensive education and training programme in
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inter-agency co-operation and inter-disciplinary working. Such a pro-
gramme might be organised in conjunction with the Institute of Public
Administration.

(d) I ntegratingthe Non-Statutory Sectorsin a Co-ordinated Approach

() The Voluntary Sector

Hedth boards should assign personnel, one in each community care
area, to work with and facilitate the development and organisation of
voluntary bodies and networks providing services for the elderly and to
facilitate their more effective and representative involvement in service
planning and provision. While using district electoral divisons as units
for the purposes of local area co-ordination, development workers
should be sensitive to existing church/parish catchment area boundaries,
particularly with reference to the fostering of good neighbour and
community surveillance schemesin rural aress.

(i) The General Practitioner Service

The Department of Health should enter into negotiations with the Irish
College of Genera Practitioners with a view to developing mechanisms
for the representative and systematic involvement of generd prac-
titioners in planned loca service co-ordination.

(Hi) ThePrivate Sector

Hedth boards should enter into discussions with the private nursing
home sector with a view to identifying mechanisms for complementary
and co-operative working.

(e) Co-ordination Between Health Boardsand Local Authorities

Mesetings should be held between the health board chief executive
officers and the relevant county manager to discuss co-ordination issues.
The health board programme managers, the relevant director of com-
munity care, the local authority housing officer and any other relevant
personnel should be involved in such meetings as deemed appropriate.

(f) Health Board Administration and the Elderly

(i) Programme Structure

Problems will continue to arise from the current programme divison of
sarvices in the health boards. Thisis part of a more general issue which
has been discussed in the report of the Commission on Health Funding
and the reports of the Dublin Hospital Initiative Group. We support
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much of the thinking behind these reports which appears to accord with
the recommendations of the WHO on providing an integrated and
comprehensive range of health services under area managements with
responsibility for health promotion, community and hospital services.

While we are not advocating the creation of a specia programme for
the elderly, we fed that there is merit in the recommendation contained
in The Years Ahead report that "the health and welfare needs of the
elderly be considered as a distinct but integral part of a hew planning
system for the health services." Specific duties in relation to planning
sarvices for the ederly should be assigned to specified personnel at
health board level, with or without other duties depending on the sze
of the board. The person in this position would aso liaise with co-
ordinators of services for the elderly at community care area level and
with hospital administrators.

The co-ordinator of services for the elderly at community care area level
should be the key liaison person at local level between community care
services, acute hospita services and continuing nursing care services in
long stay units. It isvery important that those occupying this post receive
the time, budgetary resources and authority necessary to establish new
ways of working at locd level.

<ii) Co-ordinated Packages of Care

Health boards should adopt a policy of seeking to co-ordinate packages
of care for selected individual elderly personsin need of a high level of
care. Such packages of care would be individualy tailored and would
involve the optima use of available support services — statutory, vol-
untary and family-based. Careful piloting of such a policy would be
required and this might be done in selected areas under the direction of
co-ordinators of services for the elderly. A more precise model of case
management for policy purposes could thus be devel oped.

(Hi) Liaison Between Hospital Servicesand Community-Based Services
The Department of Health should constitute a smal working party to
examine in detail the interface between hospital services and community-
based services across existing programmes and to make recom-
mendations for improving liaison between the two.

(iv) Co-ordinating Servicesat District Level

Hedlth boards should ensure that adequate resources, personnel and
administrative structures are made available to districts (25,000—30,000
population) where co-ordination mechanisms are to be established in
accordance with The Years Ahead report bearing in mind the complexity
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of the co-ordination task. Loca co-ordination committees and district
teams should also have some finances directly a their disposd and
should be able to arrange basic training courses as required.

(v) Day Care Centres

Problems have often arisen in relation to the successful establishment
and targeting of day care centres. Day centres typicdly require the co-
ordination of tiansport services, the appropriate mix of professional
personnel and a combination of voluntary and statutory inputs. Health
boards should address these issues and establish stronger mechanisms
for the development of imaginative day care programmes involving a
range of disciplines and for more effectivdly integrating the voluntary
sector in the joint provision of such day centres.

(g) Family CarersAllowance

The Minister for Socid Welfare has, as noted above, decided to review
the Carer's Allowance. In this context the Council would refer to its
research on carers (National Council for the Elderly, 1988) where it
recommended:

(a) abroadening and reform of the Prescribed Relatives' Allowance
provided by the Department of Social Welfare, and

(b) the introduction of a constant care dlowance from the Depart-
ment of Health for carers providing care for heavily dependent
persons at home.

The replacement of the Prescribed Relatives' Allowance by the Carer's
Allowance in October 1990 did not adequately address the needs ident-
ified by the Council. The combination of a means test and the require-
ment that the carer provide constant care takes no account of the
extraordinary burden of care carried by up to one third of carers. These,
the carers of the most heavily dependent—often demented or incontinent
— elderly, ought to receive support from the State in return for their
caring contribution, without a strict means test. This matter ought to be
jointly reviewed by the Departments of Health and Socid Welfare.

(h) Housing Design for the Elderly

The Design Guidelines of the Department of the Environment on
"Elderly Person Dwdllings' and the National Rehabilitation Board
Guidelines on housing design for the disabled are important bases on
which to further the development of appropriate new and adapted
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housing services for the elderly. Locd authorities, voluntary housing
associations and private developers should promote consultation
between architects, occupational therapists and potential users on the
design aspects of housing for the elderly. Formad links should be strength-
ened between health boards and loca authorities for this purpose.

(i) Monitoring Progress on Co-ordination

The Nationa Council for the Elderly should continue to undertake
research as appropriate on loca service co-ordination for the elderly
and continue to advise on co-ordination issues.
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CHAPTER 1

Background and Origins of the Pilot
Co-ordination Projects

1.1 Introduction

This report presents the findings of the evaluation of two Pilot Projects
on the Co-ordination of Services for the Elderly at Local Level. One of
the projects was located in Dun Laoghaire Borough, a predominantly
urban area which forms part of the Eastern Health Board Community
Care Area |. The other pilot project was located in Tipperary South
Riding, a predominantly rural area which forms most of the South
Eastern Hedlth Board Tipperary South Riding Community Care Area
(the additional part being in the County Waterford loca authority
functiond area). The pilot projects were established in 1987 for a period
of three years. This was subsequently extended by a year and the pilot
projects ended in December 1991.

The overdl context for the establishment of the pilot projects was a
growing recognition that greater longevity and the consequent growth
in the elderly population posed new chalenges for the care ddivery
system. Thisis an issue which has been receiving considerable attention
in recent years from policy-makers, planners and practitioners in many
countries (Hokenstad, 1985). In particular, the co-ordination of service
provison for the elderly is being emphasised and many policies and
programmes are being developed which are aimed at overcoming trad-
itional organisational obstacles and service fragmentation and at increas-
ing collaboration in the delivery of socid and health services to ederly
persons.

In the Irish context, it is now generaly recognised that the increasing
numbers of elderly people in the community, and particularly the grow-
ing numbers of those aged 75 years and over with increased leves of
dependency, represents a considerable socid challenge and presents a
magjor test to the health and socid services. Thereis an increasing belief
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that if this chalenge is to be met there is a need for better co-ordination
in the provision of services for the elderly at local level — housing, socid
and medica — than is currently the case (Department of Health, 1988).

There is also widespread acceptance that the various component parts
of the care delivery system need to be fully integrated in order to provide
acomprehensive system of care which maximises existing resources. The
case for a co-ordinated approach to services for the elderly both at the
level of planning and the level of provision, involving three inter-rel ated
setsof relationships, (i) families, voluntary groups and statutory services,
(ii) hospital services and community-based services and (iii) health
authorities and housing authorities has been stated by the National
Council for the Aged (National Council for the Aged, 19853).

This perspective was endorsed by The Years Ahead, a report of a
Department of Heath Working Party on Services for the Elderly
(Department of Health, 1988) and was the basic rationale underlying
the pilot co-ordination projects which are the subject of this evaluation
report.

The core objective of the pilot projects was to bring the various service-
providing agencies and key personnel a locd level together so as to
improve the quality of service provision for the elderly. It was envisaged
that this would lead to an eimination of any overlap or duplication that
existed and would maximise the contribution of existing services. It
was dso envisaged that the projects would provide a mechanism for
integrating the voluntary sector, the private sector, the general prac-
titioner service and the family caring network in the overal system of
service planning and provision for the elderly at local level.

The projects were established in accordance with Terms of Reference
dravn up by the National Council for the Aged'. These Terms of
Reference will be referred to throughout the Report and are included in
full as an appendix. The projects were initiated jointly by the hedth
authorities and the local authoritiesin the two project areas, the Eastern
Health Board and Dun Laoghaire Corporation in the case of the Dun
Laoghaire project and the South Eastern Health Board and Tipperary
S.R. County Council in the case of the Tipperary S.R. project. The am
of the projects was "to devel op and eval uate the concept of co-ordination
of services for the elderly in terms of both planning and provision at
loca level" (National Council for the Aged, 1985a p.80). In order to
achieve this each project was required to establish a steering committee

'The term of office of the National Council for the Aged expired in May 1989. A new
Council was appointed by the Minister for Health in February 1990 as the National Council
for the Elderly . Both terms are used throughout this Report as appropriate.
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and a number of loca area committees, representative of the health
board, the local authority and the voluntary sector in the respective
project areas. These committee structures sought to co-ordinate services
for the elderly being provided by health authorities, loca authorities,
the private sector, the general practitioner service and voluntary bodies
within the project catchment areas.

Because of the pilot nature of the projects it was considered vitd to
monitor and evaluate the progress of the projects from the outset. This
function was carried out by the National Council for the Aged.

1.2 Project Origins

The desirability of setting up new structures for the co-ordination of
sarvices for the dderly at local level had been accepted in principle since
the publication of the 1968 Care Of The Aged Report (Department of
Health, 1968). In 1985 the National Council for the Aged recommended
that the Department of Health set up two pilot projects in order to
develop in practice the concept of loca service co-ordination.

The projects would seek to involve dl levels of the caring system
in the development of an appropriate co-ordinated community
oriented range of services to meet the varying levels of need of the
elderly population (National Council for the Aged, 19853, p.80).

By early 1987 this recommendation had not been acted upon by the
Department of Health. In the intervening years the Council had become
even more convinced of the importance of a co-ordinated approach at
locd level to service provision for the elderly and decided, with approval
from the Department of Health, to progress the idea further. Appro-
priate Terms of Reference for the pilot projects were drawn up and
personnel  from selected health boards and local authorities were
approached to ascertain their support for and willingness to undertake
such a project.

The Terms of Reference drawn up by the Council for the projects made
five basc recommendations concerning the selection of the proposed
project areas, as follows:

(i) that there be an urban and arura dimension to the project;
(ii) that the designated areas have a population of 75,000—2100,000;

(iii) that, in as far as possible, the selected areas are ones where
the health board community care area and the loca authority
functional area are co-terminous,
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(iv) that the project areas be broken down into local committee sub-
areas with a catchment population of 15,000 — 20,000;

(v) that the health boards and locd authorities involved support in
principle and in practice the concept of co-ordination of services
at loca level and be willing to make available the personnd for
participation in and service of project committee structures.

Further considerations pertinent to the selection of the project areas
were:

(i) that the authorities concerned have evidenced an interest in,
and have a track record of "good practice” in relation to the
organisation of services for elderly people;

(i) that personnel in the areas chosen be interested in and open to
innovation in service provision.

It was envisaged that the project areas would, in agenera way, aready
have had a track record in co-operation and that good informa links
would aready have existed between the statutory agencies and between
the voluntary sector and the statutory sector in the areas.

1.3 Identification and Selection of Project Areas

Following the drawing up of Terms of Reference for the pilot projects,
the Nationa Council for the Aged engaged in a series of informal
contacts with and approaches to various hedth authorities and loca
authorities in order to identify two project areas (one in a predominantly
rurad area and one in a predominantly urban area). It emerged at
an early stage of these discussions that Dun Laoghaire would be an
appropriate base for the urban project because of (i) exigting liaison
between the health authority and housing authority in the provision of
sarvices for the elderly; (ii) the high concentration of elderly people in
the area and (jii) the willingness on the part of both the health authority
and the local authority to set up and support the pilot project. One of
the disadvantages of the Dun Laoghaire location identified was,
however, the fact that the Dun Laoghaire Borough functiona area was
not co-terminous with the health board community care area, having
less than 50 per cent of the population of the community care area.

Theidentification of an areafor the rural-based project proved somewhat
more difficult. Informa approaches were made by the National Council
for the Aged to a number of health boards but without success. An
approach to the South Eastern Health Board (through the director of
community care for Tipperary South Riding) and to Tipperary South
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Riding County Council established that there was an interest in the
concept of the pilot co-ordination project and a willingness to put the
required structuresin place. A good working relationship aready existed
between the health authority and the housing authority in the area.

In April/May 1987 meetings were held in both project areas between
representatives of the National Council for the Aged and key personnel
in the project areas (in the case of Tipperary S.R. these were the director
of community care, the assistant county manager, and the community
care administrator and in Dun Laoghaire the director of community
care, the borough manager, the Eastern Health Board co-ordinator of
savices for the ederly and the housing officer for Dun Laoghaire
Borough). At these meetings the concept of the pilot projects was
accepted and a commitment was given by the authorities involved to put
the project structures into being. This commitment was not formally set
out in writing in either instance.

It wes agreed by the health boards and the locd authorities in both cases
to put the proposed structures for the projects in place during the
Summer/Autumn of 1987 and to make available the necessary personnel
to work on the various proposed committees. In each instance the
hedth board undertook to initiate the project structures and to provide
administrative and secretarial back-up services to the committees. The
Terms of Reference for the projects, (see Appendix), drawn up by the
National Council for the Aged, were accepted in principle as adequate
and appropriate for both projects. The National Council for the Aged
undertook to evauate the pilot projects and committed resources for
this purpose, initidly for the first year of their operation. A researcher
was appointed by the Council in October 1987 to work full-time for one
year on the evaluation of the pilot projects in conjunction with the
Council's research officer. A part-time researcher (the author) carried
out the evauation function during the remaining three years of the pilot
projects. The Council constituted a Consultative Committee on Co-
ordination in March 1990 to advise on issues relating to the pilot projects.
(See 7.5 below for further discusson on this committee).

1.4 Demographic Characteristics of the two Project Areas

The demographic characteristics of the two pilot project areas are
summarised in Table. 1.1. In 1986 Dun Laoghaire had a population of
54,715,14 per cent of whom were aged 65 years and over and 6 per cent
of whom were aged 75 years and over. The population of Tipperary
South Riding was somewhat higher at 77,097 persons, 11.5 per cent of
whom were aged 65 years and over and 4.3 per cent of whom were aged
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75 years and over. The vital agerate, the proportion of the population
aged between 25 and 44 years, which is a measure of a community's
cgpacity to support its dependent population, points to a relaively
hedthy demographic structure in Dun Laoghaire Borough where the
rate is marginaly in excess of the State average. For Tipperary South
Riding the vitd age rate is somewhat below that of the State. The age
dependency rate is calculated as the ratio of dependent persons aged O
— 14 years and 65 years and over to the rest of the population. Dun
Laoghaire Borough has a rate lower than the State rate of 66.1 and
Tipperary South Riding is marginally above the State average. The
elderly living alone are regarded as being more vulnerable and more at
risk than those living in multi-person households. In Dun Laoghaire the
proportion living alone, a 25.4 per cent, is higher than that of the State
as awhole while the Tipperary S.R. figure of 21.1 per cent is the same
as that of the State.

15 Interim Evaluation Report

As part of the evaluation process an I nterim Eval uation Report (Browne,
1989) on the pilot projects was prepared by the researcher at the end of
phase one of the projects (December, 1988)". This report outlined the
main aspects of the initiation phase of the project structures in each
area. It also discussed the issues and problems which arose during this
phase. In addition, the Interim Report provided a detailed demographic
profile of the two project areas and sub-areas. The leve of provison of
key sarvices in both project areas was aso outlined and compared with
exiging norms. The achievements of the projects to date (end of 1988)
were st out and various constraints impinging on the projects were
identified, many of which were outside the control of the projects
themselves. The findings of a baseline survey of the socia and economic
circumstances of a sample of elderly persons in each project area were
aso presented. In addition, an agenda of future tasks for the projects
was st out, identifying institutional, organisational and service issues
crucid to the future development of the projects.

1.6 Final Evaluation Report

The present report presents the findings of the evauation of the pilot
projects which was carried out over the four year period of their exist-
ence. The main objective of the evaluation was to identify the factors

'Phase one is used throughout this report to refer to the period up to the end of 1988
and phase two to the period January 1989 to December 1991.
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and processes which impinged on the development, programme of work
and outcomes of the two projects. (For further elaboration of the
research objectives see 3.2 below). The report deals with key issues
relating to the establishment, development, programme of work and
outcomes of the two projects and expands on some of theissuesidentified
in the Interim Report. The assessment of the fina outcomes of the
projects constitutes a mgjor part of the report. The achievements of the
pilot projects are outlined, the constraints and difficulties are analysed,
and the main issues arising are identified and the policy implications are
considered.

1.7 Outline of the Report

The report contains eight chapters. Chapter One has set out the back-
ground and origins of the pilot projects. It has also described the process
of identifying and selecting the pilot areas and presented their basic
demographic characteristics. Chapter Two presents an overview of key
issues relating to service co-ordination, as found in the research litera-
ture, which are considered relevant to the Irish context. The chapter
examines the context of service co-ordination and why it is regarded as
necessary. It discusses the genera concept of service co-ordination and
the practical implications of its operationalisation. The problems of co-
ordination are identified with particular reference to voluntary-statutory
relationships. A number of factors which pre-dispose towards successful
co-ordination are identifred. Chapter Three describes the research
approach used in the evaluation of the pilot projects. It sets out the
research objectives, the methodology used and identifies the main
research problems encountered. Chapter Four sets out the committee
structures and functions of the pilot projects, traces the main aspects of
their establishment and development and summarises the programme
of work undertaken by each project. Chapter Five presents the findings
of interviews held with the committee members, both steering and local,
of the two projects’. It sets out their experience and perceptions in
respect of the initiation phase of the projects, the relationship with the
parent statutory bodies and services, the structure and functioning of
the project committees and the achievements of the projects. Chapter
Sx presents two case studies of schemes undertaken under the auspices
of the pilot projects. These case studies point to some of the problems

'A more comprehensive account of these findings in respect of each of the project
committees (two steering committees and six local committees) isprovided in Co-ordinating
Servicesfor theElderly at Local Level: The Experience and Per ceptions of Project Committee
Members which is available from the National Council for the Elderly.
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and difficulties associated with the practica implementation of loca
sarvice co-ordination and discusses some of the possible issues underlying
these difficulties. Chapter Seven sets out the findings in respect of the
pilot projects based on the researcher's perspectives which were arrived
a by means of the research techniques described in Chapter Three.
These findings refer to key aspects of the pilot project process in respect
of their establishment, programme of work, structures and outcomes. It
identifies and analyses significant issues and relationships in respect of
sarvice co-ordination and discusses how these related to the experience
and outcomes of the pilot projects. Finally, Chapter Eight summarises
the main findings of the evaluation of the pilot projects and sets out a
series of general policy issues arising out of the experience of the pilot
projects and the analysis of that experience. The Terms of Reference for
the pilot projects, drawn up by the National Council for the Aged, are
included as an appendix to the report.
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CHAPTER 2

Loca Service Co-ordination:
An Overview of Key Issues

2.1 Introduction

Sarvice co-ordination is a complex and multi-faceted concept. This
complexity is reflected in the vast amount of literature and research
which the topic has generated internationally. This chapter summarises
the research literature and findings. It identifies the key issues arising
from the literature which are considered relevant to the co-ordination
of services for the dderly in the Irish context. These issues are set out
under a series of headings, as follows:

(i) Why service co-ordination is necessary: the context;
(i) Elements of the concept of co-ordination;
(iii) Operationalising the concept;

(iv) Problems of co-ordination identified and the special problems
of voluntary-statutory relationships;

(v) Factors which pre-dispose towards successful co-ordination.

2.2 Why Service Co-ordination is Necessary: The Context

Universal health care and sociad services provison have come to be
regarded as fundamentad building blocks of the modern welfare state,
dl of which have tended to develop their own discrete organisational
and programmatic systems within the structure of government in such
states. From an administrative standpoint this may appear to be rational
and efficient but for the consumer of services this structural arrangement
may be dysfunctional, particularly where there is little provison for
linkage and collaboration between the systems (Hokenstad et al., 1979).

The increasing division of labour in developed countries into narrowly
defined units of responsibility tends to create a situation where "the
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Government deals with its citizens through a vast array of agents, each
one of whom deals with a large number of people but on narrowly
defined problems or issues" (Friedman, 1977, p. 14). Service ddlivery is
surrounded by a large degree of specialisation, divison of labour and
proliferation of organisations (OECD, 1977). This results in a situation
in the Irish context where:

a large number of mainly unrelated public bodies are discharging
separately a wide range of often overlapping functions, usudly in a
non-related and — occasiondly conflicting— way (Muintir naTire,
1985, p. 50).

The socid division of planning in society results in a fragmentation of
responsibility (Booth, 1983):

- between the public sector and the private sector;
- between centra Government Departments;

- between local government agencies,

- between central and locd government;

- within departments and agencies.

While traditionally many service gods were perceived as having distinct
and limited ends they "now appear as links in a chain of concerns, each
of which is influenced by, and affects, a number of interests* (OECD,
1977, p. 218). Where such links are missing services may be "inadequate
and even counter-productive by recipient standards® (OECD, 1977, p.
218). It is aso the case that the "realisation that preventive policies
require the co-ordination of health and welfare services is now inter-
national" (Bruce, 1980, p.190). Emery and Trist (1969) refer to the
current environment of service ddivery as a 'turbulent field' in which
large competing organisations, dl acting independently, in many diverse
directions, produce unanticipated and dissonant consequences in the
overal environment which they share. Such an environment cdls for a
marshalling of resources from diverse sources so as to create "multi-
organisation complexes' (Thompson, 1967, p. 157) or what Trist (1977)
terms "inter-organisational domains' and bring about "a result that was
beyond the ability of any single organisation” (Thompson, 1967, p. 157).

It is in the foregoing context that "many Governments have become
concerned about developing systems that will seek to integrate and co-
ordinate services where there are interdependencies’ (OECD, 1977, p.
128). Policy-makers have attempted to integrate a diversity of services
in the beief that better co-ordination among service providers will
improve the delivery sysem (OECD, 1977).
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The concept of collaborative service planning and provision between the
statutory and non-statutory sectors

rests on the bdief that if statutory and non-statutory provison can
be better linked, overall provision will be better integrated and
eventually more rational and comprehensive within the limits of
available resources, as well as capitaising on the strengths and
differing capacities of a plurality of organisations and people (Leat
etai, 1981, p. 7).

It is based on the view that services should be provided collaboratively
by the citizen and the State (Hadley and McGrath, 1984) and should
involve the three sectors, public, voluntary/informa and private.

The case for service co-ordination has been argued on the bass of
effectiveness and efficiency.

Not only will citizen needs be met more adequately, but costs
will be reduced through more effective administration and less
duplication of services (OECD, 1977, p. 145).

Commenting on the Irish situation, Roche (1982) pointed out that “many
socid problems and socid groups require multiple policy responses that
cross over departmental boundaries® and that "it is not practicable to
group dl policy responsibilities for any socia issue or socia group in
any sngle department” (p. 118). The National Economic and Socid
Council considered that there was an urgent need for much more
effective evaluation and co-ordination of socid policies across depart-
ments (NESC, 1982). The Nationa Planning Board (1984) pointed to
the link between housing policies and other socia policies. For example,
the Board suggested that greater emphasis on community care in the
health area would require mechanisms in the housing area to facilitate
thisemphasis. In the United Kingdom it has been argued that an effective
care ddivery system islikely to "require much more collaboration across
adminigtrative and professional boundaries' (DHSS, 1978, p. 7).

Booth (1983) identifies five factors which form the backdrop to the
emphasis on collaboration in service provision:

(i) the inter-relationship of needs in the community — health and
socid needs overlap and shade into one another;

(ii) the complementarity of services — health and socid services
depend on each other in a hogt of ways which may lead to
problems if their policies and priorities are pulling in different
directions;

(iii) the need to get 'valuefor money' — collaboration in resource
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dlocation is held to be vitd if costly waste and duplication are
to be avoided;

(iv) considerations of effectiveness — if the plans of each authority
and the priorities they embody are not carefully aligned then
gaps and bottlenecks may arise to the detriment of the leve and
quality of services;

(v) the development of the concept of care in the community —
collaboration between dl sectors is seen as a precondition of
progress.

The emphasis on collaboration has come more sharply into focus in
recent years when the pressure on socia support services is acute as a
result of severe budgetary restraint and public sector services cut-backs.
At the same time the traditional but fragile informa care and family
support networks are being eroded by trends of urbanisation, youth
emigration, a decrease in family size (fewer children to share the burden
of care of elderly relatives) and the growing participation of women in
the labour market (removing them from the arena of informa unpaid
care-providers). It is hardly surprising then that the concepts of co-
ordination, integration and flexibility in service provision have received
increased popularity and priority in many western countries as pressure
on both statutory and voluntary sociad services grows in response to
changing demographic structures. Brazier and Harris (1975) argue that
aconscious effort must be made to develop new ways of decision-making
which explicitly recognise the split in planning functions. New procedures
must be developed to enable a continuously evolving planning process
to operate in a complex organisational situation. The OECD Report on
Savice Linkage and Collaboration (OECD, 1977) concluded that "co-
ordination cannot be achieved by invocation alone" (p. 130) and argued
that "care and attention must be paid to developing structures within
which co-ordination may be achieved” (p. 130).

The Need for Service Co-ordination for the Elderly

Greater longevity and the consequent growth in the elderly population
in many western countries is making greater demands on al leves of
the caring system — statutory, voluntary and informa — in such coun-
tries. This issue is one which is receiving considerable attention from
policy-makers, planners and practitionersin many countries (Hokenstad,
1985). In particular, the co-ordination of service provision for the elderly
is being emphasised and many policies and programmes are being
developed which are aimed a overcoming traditional organisationa
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obstacles and at increasing collaboration in the delivery of socid and
health services to elderly persons (Hokenstad, 1985).

The context for collaboration and co-ordination in the delivery of services
for the elderly was set out by the Vienna International Plan on Ageing
(United Nations, 1983). It stated that the care of elderly persons should
go beyond disease orientation and should take into account the inter-
dependence of physical, mental, social, spiritual and environmental
factors in enhancing their well-being. The Vienna Plan stated that
Governments, local authorities and voluntary bodies should plan services
with this perspective in mind.

The ability of elderly persons to continue independent living in the
community may be sad to be dependent on effective co-ordination
among service agencies and full co-operation among help-givers (Hok-
enstad, 1985). For example, an elderly person may be able to continue
an independent existence "not only through the efforts of the housing
department (e.g. through improvements to an existing home or rehous-
ing) but through the provision of domiciliary or other help by the socid
sarvices department” (Hearnden, 1984, p. 3). The rationae for co-
ordination in service provision for the ederly is that more than one
sarvice is usudly involved in the provision of care a any one time and
one agency inevitably has to rely on another agency to provide those
elements of services that it is not authorised or equipped to supply.
"Good co-ordination makes, therefore, both economic and socia sense”
(Wright eral., 1988, p. 2).

In the Irish context the case for co-ordination of services for the elderly
has been argued by the National Council for the Aged (1985a) on the
basis of two main considerations, as follows:

(i) The needs of ederly people rarely fdl into watertight com-
partments to be met by one service or one department only.
Elderly people who need care require an integrated range of
services from the provision of adequate and appropriate housing
to the provision of acute hospital care and continuing nursing
care for those who require speciaist medica or nursing atten-
tion.

(ii) Limited resources are likely to be best used where there is a
joint approach resulting in appropriate collaboration and co-
ordination of services and the consequent elimination of dupli-
cation and overlap in service provision.

The integration and co-ordination of services for the elderly has been
the subject of much discussion and a number of policy recommendations
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during the past two decades. The Care of the Aged report (Department
of Health, 1968) stated that:

unless services are carefully planned there will be wasteful dupli-
cation of effort in respect of some of the aged, while others will
receive little if any of the help they require (p. 107).

The report considered that co-ordination was essential a a number of
levels, asfollows

- co-ordination a ministeria level (Minister for Health, Minister for
Locd Government (Environment), Minister for Socid Welfare);

co-ordination of public services a locd level:
co-ordination of public services and voluntary- services et locd level:
co-ordination of voluntary and public services at nationa level.

Service Co-ordination at Local Level

The need for better co-ordination of services at the local level has been
identified. For example. Jones (1984) refers to the fact that in the United
Kingdom there is no one agency or forum a loca level to discuss the
interaction and development of services for elderly people in a particular
geographica area.

Conseguently, local housing departments are concerned as to how
far they should expand as socid and persona care providers. Socid
services departments are concerned as to how far they should
provide a widespread general minima service as well as coping
with an increasingly pressurised response to high individual needs.
Community health departments are aso uncertain how far they
should be committed to providing minima socid care services. How
far these services should be an area of work delegated to the
voluntary sector also remains problematic. Consequently, at the
locd leve there is a wide variety of organisational patterns which
are often the result of expediency (p. 20).

The Nationa Council for the Aged (1983, 19853, 1985h, 1987) has
highlighted the need for more effective co-ordination of service provison
for the elderly a loca level in the Republic of Ireland. The Council
argued that an effective community care system for the elderly could
be brought about only if appropriate co-ordinating mechanisms were
introduced. Such mechanisms included the setting up of a structure for
joint planning for the elderly at loca level, involving health authorities
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and housing authorities, hospita programmes and community care pro-
grammes, the statutory sector, the voluntary sector and family carers.

The case for service co-ordination for the elderly at loca level was stated
forcibly by the Working Party on Services for the Elderly (Department
of Health, 1988):

The present lack of co-ordination is evident in the tendency of each
service and organisation to work independently of each other. Local
authorities are responsible for housing elderly people living in
inadequate accommodation, many of whom aso have health prob-
lems, but no forma co-ordinating link exists between them and the
health board services. General practitionersand public health nurses
may vist the same patients but they have no forma reporting
relationship to one another. The acute hospital may discharge an
elderly person with a severe disability and in need of continuing
attention without notifying those responsible for community care
sarvices or the genera practitioner. People caring for elderly rela-
tives & home receive little or no support from health board per-
sonnel. The separation of responsibility for community care, acute
hospital, psychiatric and long term care into two or three admin-
istrative programmes of health boards contributes to the problems.
Private nursing homes provide an increasing share of long stay
accommodation for the elderly but they operate with the minimum
amount of co-ordination with health board services. Voluntary
bodies working with the elderly have repeatedly pointed out the
inadequacy of their working arrangements with health boards and
the absence of a forma method whereby they can influence policy
or the direction of services. All these factors point clearly to the
need for a co-ordinated health and welfare service for the elderly

(p- 40).

The Working Party recommended that services for the elderly be organ-
ised as far as possible in districts serving a population of 25,000-30,000
people. It further recommended that the function of co-ordinating ser-
vices for the ederly in each district should be the responsbility of a
digtrict liaison nurse who would be supported by a district care team,
representative of the various statutory and voluntary agencies providing
sarvices for the elderly in the area. The Working Party recommended
that each health board should be obliged "by law to co-ordinate and
plan health and welfare services for the elderly” (p. 52). Such legidation
would oblige health boards to appoint co-ordinators of services for the
elderly (one in each community care area) and to establish at least
one advisory committee on the elderly to facilitate planning and co-
ordination of services.
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Friedman (1977) refers to the need to engage the support of the centra
authority for action taken at the local level and states that "the com-
plexity of tasks and specidised orientation of personnel in the human
services seem to create serious obstacles to co-ordination of these services
a the locd level" (p. 147). The OECD (1977) argues that for an
innovation to come about at the loca level, it must either be contained
within the framework set by the higher authorities, or dse it must be
possible to dter the framework. In either instance adequate resources
mus be provided "which, at least in the early learning stages, may be
greater than required in conventional approaches to service deivery"
(p. 140).

In the Irish context it has been argued that there is a need for more
planning a centra government level in respect of co-ordination of
sarvices for the elderly a loca leve if the potentia of the agencies at
locd leve in this regard is to be effectively developed and channelled
into more forma arrangements. Such planning should be based on the
premise that loca knowledge, local discretion and loca linkages are
more likely to provide services which are more efficient and more
humane than a more centralised approach. There is clearly a need
for more effective linkage between central government departments,
between central departments and local service agencies and between the
various service agencies at the point of delivery. This requires a generd
commitment to the concept of ‘integration’ which has been defined as
"the binding together in region, county and district of the operations of
government as awhole" (Muintir na Tire, 1985, p. 53).

For such a development to take place, a new emphasis and focus on
locd participation is required in the Republic of Ireland in the context
of mgor reforms in loca government. This requires an emphasis on
service provision through multi-purpose, integrated loca bodies, as
digtinct from several bodies discharging separately awide range of often
overlapping functions. An integrated response to the needs of the elderly
requires a policy-shift towards planning for welfare provison for the
elderly a locd level where it would become a loca responsihility,
susceptible to local responses and local decisions and funded accordingly.
Innovation at loca leve is unlikely to become widespread without such
ashift in emphasis and resources. The widespread practical expression of
the theoretical discussion on innovation and inter-agency collaboration,
which is to be found a central department level, requires not only
charismatic and committed local administrators but, aso, and more
importantly, a re-vitalisation of the concept of loca responsibility and a
related re-allocation of resources.
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2.3 Elements of the Concept of Co-ordination

The concept of service co-ordination implies processes of exchange
which are basicaly co-operative and refers to agencies and professions
working together in order to make the best use of available resources
and provide the optimum mix of servicesto client groups. Underlying the
concept of co-ordination is the notion of organisational interdependence
where each organisation perceives that its own goals can be achieved
most effectively with the assistance of the resources of the other (Gilbert
and Specht, 1977).

Commenting on the care delivery sysem in the United States, Arnold
(1987) states that:

to achieve co-ordination of existing long-term care serviceswe need
to begin to implement truly, not just symbolicaly, co-ordinated
organisational models of long-term care ..., models which are physi-
caly, financialy and professonaly integrated (pp. 41-42).

Stringer (1967) has developed the concept of the multi-organisation to
describe the structure within which inter-authority decision-making takes
place. He defines it as "the union of parts of several organisations, each
part being a sub-set of the interests of its own organisation” (p. 105). A
multi-organisation has a diffuse set of objectives, since the participating
organisations or decision-makers have their own separate set of objec-
tives but, a the same time, share a common task. A shared appreciation
of thiscommon task is essentia if inter-authority networks are to function
effectively. This requires that the various agencies understand and
appreciate each other's language and, in so doing, appreciate the various
policy and planning issues not only from their own perspective, but also,
from the perspective of other members of the multi-organisation.

The literature offers a range of models for looking at inter-agency co-
ordination which have been drawn together by Booth (1983) under three
headings. (Seefigure2.1).
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FIGURE 2.1: Models for understanding inter-agency co-ordination

Exchange Modd Organisations collaborate on the bass of
some mutua benefit from doing so. Co-ordi-
nation will not occur if one party is dis
advantaged by the arrangement.

Politicd Economy The main god of each participating organ-

Modd isation is to maintain the status quo and to
protect the budget and sphere of operation
of each organisation.

Economic Model Bureaucratic control and departmental
growth are the key assumptions of this
model. Co-ordination occurs so that bureau-
crats can maximise the relative sze of their
own departments and, consequently, their
own status and prestige.

(i) The exchange model concelves inter-organisational relationships
as a process of give-and-take. Organisations are basicdly goal-
orientated and will collaborate voluntarily only when there is some
mutual benefit to be derived from doing so: "no goods or services are
ever transferred without reciprocity of some kind being involved"
(Booth, 1983, p. 17). The exchange model recognises that, even
where the sharing or transfer of resources may be desirable from
the vantage point of the wider community, it will not take place
voluntarily if one party is disadvantaged by the arrangement. For
example, health authorities may see ajoint approach largely as a
way of getting local authorities to shoulder a greater share of
the burden of caring for more dependent older people in the
community.

(ii) Thepolitical economy model represents the pattern of inter-organ-
isationa relations as a network of vested interests whose par-
ticipants are dl busy pursuing the same ultimate aim of securing
and maintaining an adequate supply of resources for their own
organisation. According to Leach (1980) the most fundamental
organisational interest is surviva and patterns of interaction and
collaboration between organisations are formed on this basis.
According to the political economy view, the preservation of the
organisation's sphere of operation and existing programmes, the
defence of the organisational view of things and the maintenance
of the organisation's supply of resources are the governing principles
in inter-organisational activity.
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(iii) The third model suggested by Booth (1983) is what he terms the
economic model. According to this view, the benefits and vaue of
collaboration will be judged and action taken accordingly in terms
of whether it is likely to contribute to departmental growth and
increased prestige rather than to the public interest or the general
welfare.

These three models have in common the view that collaboration is
essentialy a self-interested process in which organisations will only
become involved if it suits their own ends.

Walton (1966) refers to the "complex horizonta relationship” (p. 413)
involved in any co-ordination system. He distinguishes between two
opposite types of joint decision-making, a bargaining type and a problem-
solving type. The bargaining process is defensive, while the problem-
solving process is more open-ended and exploratory.

In bargaining, the orientation of the partiesis 'how much will | gain
or lose, and how much will the other man gain or lose? The
problem-solving process occurs when the parties explore problems
for solutions which will involve maximum gain to both parties
considered together (Walton, 1966, p. 413).

He suggests that a particular joint decision-making process can be
conceived aong a continuum bounded by these two types based on
how information exchanges occur. "How much information do the
departments share with each other at every stagein arriving at decisions;
and how much consideration do they give to information about the
other's problems?" (Walton, 1966, p. 414).

In the bargaining-type approach to co-ordination information exchange
is based on gaining maximum information from the other party while
making minimum disclosures about one's own organisation. By contrast,
the problem-solving approach is based on a full sharing of information
a every stage of the decision-making process.

We expect problem-solving to be accompanied by a high rate of
interdepartmental interaction; many persons entering into these
interactions; few limitations regarding the type of contact a person
may have with the other department; infrequent appeals to higher
officids, decision rules which are informal, loosdy interpreted,
and constantly changing; considerable experimentation in decision
procedures and organisation. The bargaining process would be
accompanied by a structure with opposite characteristics (Walton,
1966, p. 417).

Co-ordination mechanisms may have diverse purposes. For example,
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they may operate to reduce areas of overlap and confusion between the
respongibilities of different agencies, in order to optimise the functiona
autonomy of the agencies involved. On the other hand, co-ordination
might mean the fostering of interdependence between agencies in order
to launch new innovative programmes which require the resources of
more than one agency.

Lindbolm (1965) argues that unless it was in the interest of two organ-
isations to co-operate no amount of co-ordinating machinery would be
effective. He went on to argue that if it were in their interests, col-
laboration on a smdl ad hoc scde would happen in any case. He
suggested that, in practice, an organisation took action to take account
of what other organisations were doing. He sets out a number of
strategies adopted by organisations in dealing with other agencies.

(i) straightforward bargaining (for example, inter-authority flows
of patients);

(i) a shift of appreciation achieved through the exchange of infor-
mation about other authorities' future intentions;

(iii) compensation — financid inducements by one authority to
another (joint finance might fdl under this heading);

(iv) reciprocity — one organisation undertakes to do something in
return for some future benefit from the others;

(v) authoritative prescription — one department accepts the other's
professona judgement;

(vi) unconditional manipulation — one department smply tries to
outmanoeuvre the other.

Widow (1982) suggests a four-fold categorisation of collaborative
activity:
(i) the sharing of services;
(i) the co-ordination of service delivery;
(i) inter-authority service planning and policy devel opment;

(iv) joint action to promote and maintain the health and welfare of
the community.

(i) Collaboration as Sharing of Services:
The sharing of services can occur in two ways:
(@ the provision of professona skills by one side to the other;

49



(b) the operation of support services jointly or on an agency basis.
This dlows for a more economic use of resources.

(i) Collaboration as Co-ordination of Service Delivery:

This dimension of collaboration is based on the premise that the provision
of comprehensive care to individuds is likely to require the co-ordinated
deployment of services by a wide range of heath and socia care pro-
viders. A family or an individua may, in a short space of time or even
a one and the same time, require care provided by different professionals
or agencies. Collaboration at this operational level is hindered because
of difficulties in promoting harmonious working relationships between
different professons and disciplines and because of difficulties in
synchronising communication channels and other administrative pro-
cedures between separately administered organisational units.

(iii) Collaboration as Joint Planning:

There is a growing recognition that the effectiveness of care provison
depends not only on improving inter-service and inter-professiond liai-
son at the level of service delivery but, also, on developing a capability
to plan an appropriate balance of provison across the whole spectrum
of health and socid care. Here it is worth noting that the Working Group
on Joint Planning in the UK (Whyte, 1985) distinguishes between joint
planning and joint working. The concept of joint planning is particularly
pertinent in respect of the shift to community care being promulgated
in recent years. Planned reduction of hospital and ingtitutional care
facilities needs to go hand in hand with planned development and
expansion of housing and other community-based facilities and services.
Asis the case in joint provision of services, joint planning is aso, and
even to a greater extent, impeded by separate budgetary provison and
separate prioritisation of needs for and by the different agencies.

(iv) Collaboration as Joint Prevention:

According to this perspective, overall hedth policies should be framed
in terms of strategies for identifying and modifying the predominant
behavioural and environmenta influences (and the interactions between
them) which create ill-hedlth, in addition to planning and ddivering
curative services. Environmental health, physica planning, housing,
transport, education and recreation need to be promoted hand in hand
with conventional health services. Thisrequiresthat agencies not directly
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involved in health service provision explore the impact of their various
programmes and activities on the health status of the communities for
which they are responsible and take this into account in their own
planning process. This approach should contribute to an increased under-
standing about the limitations of conventional models of intervention
and to break down assumptions that improvements in health provison
can only be attained through yet higher levels of investment in health
sarvices. For example, while loca authorities are not involved in the
direct provision of health services they do have a central influence on
the hedth of their communities.

Glennerster et al. (1982) suggest four kinds of collaboration broadly
smilar to those put forward by Wistow: joint strategic planning; joint
operationa planning; co-operative service provision; joint working.
Bruce (1980) identifies three possible modes of co-operation between
agencies/professions:

(i) nominal co-operation occurs when there is no structure in place
and where the information flow between agencies is minimal;

(ii) convenient co-operation occurs when some form of admin-
istrative structure underpins the links between agencies with a
view to improving the flow of information;

(iil) committed co-operation occurs when both an organisational
stimulus (e.g. a team leader/co-ordinator) and the acceptance
of superordinate goals exist.

Bruce (1980) concludes that each mode of co-operation forms a syn-
drome containing avariety of easly recognisable symptomswhich alows
inter-agency co-operation to be placed at an appropriate point on the
continuum between zero and total co-operation. He suggests that:

there is a syndrome of committed co-operation, in which the indi-
viduals or agencies involved see their mutual interaction as part of
their role, recognise the need for preparation and training for
this interaction, maintain regular persona contact, ignore status
differences, share mutua trust, have no problem of confidentiality,
do not regard each other in terms of stereotypes, and operate
an organic system of interaction, with the result that failures of
communication are exceptional, clients receive consistent advice
and optimum conditions exit for preventive care (Bruce, 1980, pp.
164—165).

This suggests an ‘ideal type' of co-ordination which is rarely found in
practice, aswill be shown in 2.5 below.
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2.4 Operationalising the Concept

Joint planning and joint working in practice are complex and difficult
processes. "It is easier to theorise about teams on paper than to get
them to work in practice” (Bruce, 1980, p. 194). Co-ordination involves
the fashioning of new partnerships between the statutory, voluntary and
informa care sectors and "provides a formidable test of the entre-
preneurial capacity of people charged with managerial responsibility”
(Chant, 1986, p. 51). While policy prescriptions have frequently pointed
to the need for co-ordination and collaboration between agencies and
emphasised the need for the development of voluntary-statutory part-
nerships, "tried and tested models are proving elusive" (Chant, 1986,
p. 58). In most instances service integration is a relatively new concept
which involves a fundamental adaptation by the agencies and personnel
involved. "Co-ordination projects seek to change the network of inter-
organisational relationships. Practitioners should bear in mind that, for
dl its potential advantages, this change may be perceived as threatening
to organisationd interests" (Gilbert and Specht, 1977, p. 78).

Wright etal. (1988) identify the following factors asimportant in devel op-
ing successful joint working relationships between agencies:

- the establishment of formal links between services resulting in a
one-to-one relationship between professionals on a regular basis
alowing understanding and trust to develop and a mutual tolerance
of attitudes;

- gmplification of the existing administrative structures, alegiances
and geographical boundaries of the services;

- the establishment of clear agreed policies between agencies over
matters such as transfer of cases, appropriate referral, establishment
of prime responsibility or key worker for a case;

- the establishment of an agreed minimum level of resources for the
different services within a pecific geographical area and of mutually
agreed policies over their use;

- the acceptance of superordinate goals which would alow 'give and
take' between agencies,.

Teamwork and Collaboration

Teamwork is an integral part of operationalising service co-ordination
and is required at each level of the co-ordinating system. The concept
of teamwork is frequently used to refer to people working col-
laboratively. In the broadest sense a team can be defined as a "group of
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people who make different contributions towards achievement of a
common goal" (Gilmoreetal.. 1976. quoted in Wright et al., 1988, p.4).
The advantages of working in team settings are usudly seen as the
sharing of information, joint decision-making and obtaining feedback
(Rowlings. 1981). The term team has "positive connotations of co-
operation, continuity, sense of purpose” (Wright et al, 1988. p. 5). It is
seen as overcoming some of the disadvantages of specialisation by
improving co-ordination and facilitating a more comprehensive view of
issues.

The following have been identified as the functions of a multi-pro-
fessond team:

(i) to provide a means for people with different professiona train-
ings to work together and understand what each has to offer in
solving common problems;

(i) to overcome some of the disadvantages of speciaisation, by
improving co-ordination and by enabling a more comprehensive
view of problems to be taken;

(iii) to provide easier access for patients/clients, who often do not
know what profession to approach for assistance;

(iv) to improve the conditions of work for people who work under
pressure and without the support of colleagues;

(v) to help individuas to judge the best course of action to take.

The term ‘collaboration’ is used to refer to the process of two or more
agencies or professions working together. Booth (1983) identifies three
broad levels of collaboration:

- collaboration at the practical level which refers to co-operation
between different professionals in the case setting aimed at meeting
the needs of individual clients;

- collaboration at the operational level involving either the sharing of
resources and skills or the integration of service delivery where two
or more disciplines work together;

- collaboration at the strategic leve in the making of policy, the setting
of priorities, and the alocation of resources.
In the UK a Working Party on Collaboration (DHSS, 1973) set out an
understanding of the concept embracing these three levds:

Underlying these propositions is an understanding that the real
objective is not to achieve the joint consideration of plans which
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have been prepared separately by the two sides and brought together
at alate stage to see how well they match up. It is, rather, to secure
genuinely collaborative methods of working throughout the process
of planning, and close and continuing cooperation between the
officers of the two sides (Par. 4.9).

This requires the presence of what Bruce (1980) terms superordinate
goals, that is the subordination of immediate agency or professional
gods to longer-term and broader objectives. The presence of sup-
erordinate goas "is likely to lead to changes in methods of working in
the direction of less formal and less rigid organisational structures, less
emphasis on professional or persond status and aflexibility of approach
to shared problems" (Bruce 1980, p. 164).

Effective collaboration and organisational interdependence requires a
recognition and understanding by one agency/discipline of the role of
other agencies/disciplinesinvolved in the partnership, what Bruce (1980)
terms 'domain consensus. 'Domain consensus in this context can be
defined as an area of activity over which both organisations agree the
other has legitimate authority. This 'domain consensus is difficult to
achieve where there is overlap between disciplines.

Mogt professons have a core of knowledge and kills that are
specificaly their own, surrounded by an area in which there is an
overlap with those of other professions; this overlap, athough
capable of facilitating a joint approach to problems and a sharing
of values, may provoke difficulties when it comes to defining the
division of responsibility within teams (Bruce, 1980, p. 177).

The achievement of domain consensus requires enriched information
flows between agencies operating in multi-organisational settings (Bra-
Zier and Harris, 1975). Such information refers not only to actions and
decisons of participants own agency but, also, to other agencies and to
the overall policy, planning and strategic context in which the multi-
organisation operates. Comprehensive information facilitates the dif-
ficult and complex tasks of achieving inter-organisational domain con-
sensus and, also, defining more precisdy the task of the multi-
organisation and diminating possible conflicts and confusion.

Bruce (1980) cites three variables necessary for active co-operation and
teamwork — physical proximity to promote face-to-face contact, socid
proximity to lessen status differences between the various professions,
and positive motivation of team members. Wright et al. (1988) consider
that the stability of team members, the alowance of time for close links
and understanding to be developed, the acceptance of possible conflicts
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and the provison of opportunities for gaff to air and resolve mutual
difficulties are important elements in teamwork. Some form of team
leadership is also an important aspect of effective teamwork, particularly
in gituations where there are a large group of agencies/disciplines
involved. Effective leadership can do much to facilitate mutual frankness
and understanding which are essential if genuine consensus is to be
reached.

Teamwork is a difficult concept to apply in practice and is quite prob-
lematic in many respects. While it iswidely seen as desirable,

it is unfortunate that we have hardly begun to analyse what it is we
are urging upon practitioners, why it is we are doing so or how we
might recognise good co-ordination — or team work — when we
see it (Webb and Hobdell, 1980, p. 79).

In the Irish context, O'Mahony (1985) refers to the considerable com-
plexity and potentia pitfals of the inter-disciplinary team approach in
relation to the community care services. She suggests that the devel op-
ment of productive and smooth working relationships in multi-dis-
ciplinary teams is a complex undertaking requiring a careful and
considered response. The Inbucon Report (Inbucon, 1982), reviewing
the community care programmes in the Irish health boards, pointed to
the need for considerable in-service training and re-orientation of staff
if the inter-disciplinary approach was to be effective.

In general, co-operation between professionals does not result auto-
maticaly either from physical proximity or from being involved with the
same client. Rather, according to Bruce (1980),

it appeared to develop step by step as the frequency of contacts
increased, as the relevance of such contacts became clearer, as a
better understanding of roles emerged, accompanied by the dis-
appearance of stereotypes, as socid proximity increased, as mutual
trust began to grow and problems of confidentidity to shrink (p.
165).

The problems arising from the operationalising of the concept of co-
ordination are now considered.

2.5 Problems of Co-ordination Identified and the Special
Problems of Voluntary-Statutory Relationships

Obstacles to effective linkage between health and socia services have
been the subject of anumber of studies. (Altensetter, 1971; Hokenstad et
al., 1982). The OECD takesthe view that the resolution of jurisdictional,
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professiona and institutional problems created by the overlap of interests
and activities among organisations charged with the execution of par-
ticular services "are hindered by the presence of administrative and
political traditions that are not easly modified" (OECD, 1977, p. 217).
Hokenstad (1985) suggeststhat there are a number of basic factorswhich
impinge on effective service ddivery. Such factors relate to (a) the
historical evolution of the various socid service systems and (b) their
current organisational structure and management style. He refers to
boundary protection and administrative rigidity often evidenced within
bureaucratic settings which frustrate attempts at linkage. Reference has
also been made to professiona ideology as a critical obstacle to effective
linkage (Hokenstad et al., 1979). For example, in the United Kingdom
context. Bytheway and James (1978) point to a considerable and fun-
damental difference in beief and attitude between housing and socia
services officers which may give rise on both sides to exaggerated
stereotypes and images which are dysfunctional.

The mgjor problems in inter-agency co-ordination are differing priori-
ties, different views about the nature of problems, different ideas about
the divison of responsibilities and lack of resources to pursue joint care
(Rhodes and Green, 1987). As Brazier and Harris (1975) point out,
"conflict dways exists where problems and issues cross administrative
boundaries" (p. 264).

Gilbert and Specht (1977) point to an additional potential problem of
an integrated and highly rationalised comprehensive ddivery system
where there is little duplication and overlap of services, in that it

may provide less accesshility and accountability to clients than a
delivery system that is fragmented with many overlapping services
and many organisationa 'doors' through which clients may enter
the system (p. 56).

Carley etal. (1987) conclude that:

however substantial the potential benefits of multi-disciplinary
working, the evidence is that concrete achievement of joint care,
planning or finance are difficult to obtain, and the impediments
should not be underestimated (p. 7).

For example, commenting on the experience of collaboration and joint
working between the loca authority and the NHS in the UK, Booth
(1983) points to major differences between health and loca authorities
asfollows
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* political health and socid services are subject to
different kinds of political control and public

accountability;

* financid they are financed differently and have differ-
ent budgetary processes;

* organisationa they operate with very different formd struc-
tures and administrative procedures,

* professiond they draw on different professona per-
spectives and traditions;

 planning they face different demands on their

resources, and have different perceptions of
what are the most urgent problems.
Although the two authorities share a
common concern for certain client groups,
they rarely give the same priority to them.

Indeed, Booth suggests that both headth and locad authorities are
"self-interested organisations which only co-operate when it suits
them, or when they have to, and then very much on their own terms"
(pp. 11-12).

While some aspects of these problems are particular to the UK context,
they do, however, point to four problematic areas of inter-agency col-
[aboration:

(i) inter-professional;

(ii) agency boundaries,

(iii) joint planning;

(iv) resources for joint working, each of which is now considered.

(i) Inter-Professional Working

The problems associated with inter-professional working and inter-
disciplinary teams have frequently been documented. According to
Bruce (1980), even a cursory review of literature describing professionals
in teams reveds friction, incongruent role expectations, poor com-
munication and status concerns which a times would seem to subvert
the original purpose of the team's existence. Londsdale et al. (1980)
summed up the problems of inter-disciplinary working as follows:

Models of desirable or effective teamwork are none too easy to
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discover. The barriers to effective teamwork are many, the experi-
ence of failure or partial success is not uncommon, and the identi-
fication of the need for teamwork greatly outstrips performance.
(There is) ... a widespread recognition that effective care requires
teamwork (coupled with) ... the frustrating experience that such
collaboration is rarely perfect and often quite absent (p. 2).

In identifying the underlying reasons for these difficulties, attention must
be drawn to the nature of professonalism and related education and
training. According to Barber and Kratz (1980), a profession implies a
particular expertise which is socidly recognised by adegree of autonomy
in that field. There exists, however, a ranking of professions. Etzioni
(1969), for example, defines nurses and socid workers as semi-pro-
fessonals because their training is shorter than for medicine or law,
their status less legitimised and they hold less of a speciadised body of
knowledge. Therefore, they have less autonomy from supervision or
societdl control. The issue is further complicated by the fact that within
any occupational group there will be individuas at different levels or
with different training and orientation. Training and early experience
may have the effect of distancing one professon from another and
creating some stereotyping. These problems are compounded by:

the marginal nature of interprofessiona tasks, the difficulties in
providing continuity and professional support, the conflict between
different work priorities, the relationships between dominant and
dependent professions, and other differences of status caused by
seniority, academic qualifications, authoritarian attitudes, the
location in which co-operative work is done and the type of relation-
ship prescribed by the job description (Booth, 1983, p. 1).

Wright et al. (1988) refer to "failures in communication which led to
ignorance of the roles, skills and outlook of other professiona groups'

(p. 59).

The different perspectives of different professons are reflected in the
way the relationship between the individua and the client is described
in terms of ‘client’, 'patient’, 'user’, 'resident’ and in the case of older
people by terms such as 'geriatrics, 'old folks and 'senior citizens. It
is, therefore, somewhat naive to bring together such a highly diverse
group of people in terms of training, outlook and skills and expect that
by caling them a team they will in fact function as one (Bruce, 1980).
What is needed is an imaginative approach at a number of levels. A
new approach to interprofessional co-operation requires fresh initiatives
"simultaneously at the political level, the administrative level, the level
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of service delivery and the level of education and training” (Bruce, 1980,
p. 105).

Integrating the General Practitioner Service

The genera practitioner is the mgor referrer to al services and is thus
a key gatekeeper in the system. As Hunter et al. (1988) point out, the
genera practitioner is frequently the first point of contact with the
sarvice system and operates at a"major intersection” (p. 154). However,
Jeffrys and Sachs (1983) point out that the boundaries between genera
practice and other services are not fixed and clearly identifiable but are
rather "individualistic, situational and constantly changing” (quoted in
Hunter et al., 1988, p. 54). Wright et al. (1988) point to the "relative
isolation of general practice from other services, making more difficult
the task of effective co-ordination” (p. 57). In the Irish context general
practitioner services are provided by independent contractors. There are
no forma arrangements for the inclusion of the general practitioner
sarvice within the structure of the health board community care multi-
disciplinary teams. The different principles of organisation underlying
general practice and health board services were regarded by the Depart-
ment of Health Working Party on Services for the Elderly (Department
of Hedlth, 1988) as "a further factor inhibiting a co-ordinated primary
care sarvice for the elderly” (p. 86). Various recommendations have
been made in respect of improving liaison between general practitioners
and other community care services, particularly the public health nursing
service {Report of the Working Party on the General Medical Service
(Department of Health) and The Years Ahead, (Department of Health,
1983). However, the fundamental problem of the absence of a forma
link remains which, as O'Mahony (1985) suggests "must undoubtedly
be regarded as a serious weakness in the origina McKinsey formulation
of an appropriate organisational structure for the Community Care
Services' (p. 134).

(i) Agency Boundaries

It is generdly acknowledged that there are substantial difficulties for
agencies working jointly while smultaneously maintaining their own
boundaries, functional responsibilities and budgets. "The network of
reationships at the operational level is often extremely complex"
(Wright -et al., 1988, p. 44). Indeed, collaboration between agencies
is even more complex than between individual professionas. Agency
personnel may lack the benefits that come from face-to-face team work-
ing but "till have to contend with differences in outlook engendered by
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different training and background" (Wright et al., 1988, p. 45). In
addition to differences in outlook there is aso the fact that different
authorities may have "quite different organisational structures, admin-
istrative and politica cultures, sources of finance, planning cycles and
relationships with central government” (Wistow, 1982, p. 54).

There may dso be different views about the nature of problems and how
to solve them, different perceptions of responsibilities and disagreement
about caring strategies and philosophies. These problems become evi-
dent in the case of the grey areas where it is not atogether clear which
agency has responsibility for a particular group.

The cases which most clearly highlighted the lack of effective
communications between agencies, and which presented most prob-
lems for the professionals deding with them, were the ederly who
were 'borderline' between hospital and residential care or between
community and residential care (Wright et al., 1988, p. 60).

This may give rise to defensiveness and manoeuvering on the part of
agencies rather than genuine collaboration. Agencies set out to avoid
carrying the workload belonging more properly to other agencies. "In
times of resource shortage, there is a clear incentive to interpret need
in terms of the other authority's mode of provision” (Wistow, 1982, p.
55). Thus, a 'good" service might be perceived as one which took over
the care of a particular individua or group as digtinct from one where
there was effective joint working.

The Irish administrative system has been developed in such a way as
to re-enforce discrete functional responsibility for separate agencies.
Barrington (1980) points out that "government has no single or forma
presence in any area smaller than that of the state itself (p. 47) and,
therefore, no formal linkage at the loca level between the various
executive activities. This presents considerable difficulties for local ser-
vice co-ordination in respect of the elderly.

(iii) Joint Planning

Joint planning is central to the concept of service co-ordination and
tends, in practice, to be complex and problematic. In the UK it has
been pointed out that "the record of joint planning has been mixed"
(Government White Paper, 1989, p. 50). Wistow (1982) refers to the
shortage of planning skills and experience within the NHS and loca
authority system in the UK and suggests that joint planning cannot be
assumed to flow from the establishment of structures for collaboration.
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In practice, longer-term strategic issues tend to be crowded out with
joint planning' "being confined to the exchange of views on separately
prepared plans” (Wistow, 1982, p. 55) which is the antithesis of the aim
of joint planning. There are two basic problems which arise in respect
of joint planning. Firstly, agencies and organisations generally lack the
required knowledge about each other's plans to adequately harmonize
sarvices. Secondly, organisations do not generally have the means to
compe others to adjust their policies to accord with their own plans.
Both of these problems need to be overcome if joint planning is to
become aredlity. Joint planning is difficult and complex precisdly because
the participants have different agendas generaly. While “'there may be
a short agenda of common elements ... each will have other objectives'
(Chant, 1986, p. 66).

Glennergter et al. (1982) conclude from their study of locd authorities and

hedth authorities in the UK that "they had limited capacity to draw up

long term plans with an agreed balance of care” (p. 255) and that even

when they did "these plans carried little weight against competing interests
in atight financia climate" (p. 255). Also, they point out that few offidds
asociated planning with evaluation or with assessing the comparative

effectiveness of services. For example, they ask the question "how could you
choose abalance between sheltered housing and residential accommodation
unless you had some idea what you were seeking to achieve in both, what

congtituted suitability or success from the old person's point of view?"* (p.

201). They note that "most administrators who did touch upon this theme

did so only to dismissiits practicability” (p. 201).

Wigtow (1982) argues that the notion of integrative planning "demands
a degree of consensus on objectives which smply does not exist within
or between authorities" (p. 55). Rhodes and Green (quoted in Carley
et al., 1987) observe that one of the reasons for the lack of success of
joint planning is "that naive assumptions have been made about the
ways in which professions and organisations work together" (p. 8) and
uggest that on larger inter-agency and inter-professional issues "officids
acted more as 'negotiators or protagonists than as colleagues' (p. 8).
As Glennerster et al. (1982) put it, differences in organisational form
and political accountability made collaboration difficult with authorities
more often acting "like partisans or competitors than partners” (p. 255).

(iv) Resources for Joint Working

In discussing the issue of service co-ordination it isimportant to bear in
mind that the basis for arguing for more effective linkage and col-
laboration in service provison is that adequate resources are already
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at hand but that they are dispersed and fragmented by the existing
adminigtrative sysem (Rein, 1970). For example, the Seebohm Com-
mittee Report (1968) concluded that a unified Loca Authority Socid
Service Department would rectify various problems associated with
the provision of persona socid services in Britain. Holman (1978),
identifying continuing major deficiencies in the system, argues that the
technical inefficiencies in and lack of co-ordination of the socid services
does not constitute a satisfactory explanation of socia deprivation. He
argues that if services are themselves impoverished of resources, the
effects of rationdisation and co-ordination will be minimal. Better
rationalisation which may or may not reduce the deficiencies of frag-
mentation, duplication, discontinuity and confusion will be of little avail
if the services lack the essential resources. In other words, co-ordination
is not a satisfactory substitute for shortage of resources (DHSS, 1978).
Holman concludes that beyond the analysis of a lack of co-ordination
rests a more fundamental political question — "what determines whether
agencies will be given adequate resources to co-ordinate?" (p. 174).
Wright et al. (1988) conclude from their study of inter-agency working in
Gloucester that "collaboration worked best where services had sufficient
resources and confidence in themselves and in each other to dlow 'give
and take" to occur” (p. 60).

In approaching the issue of co-ordination it must aso be borne in mind
that effective co-ordination is not necessarily a cheap option. It entails
administrative costs which must be weighed up againgt the potential
benefits it might yield. This point was recognised by the DHSS in the
UK in 1978 when it noted that collaboration uses up time and money
and that care must be taken to engage in it where it is seen to be a
priority. As Dant et al. (1989) point out:

efforts to provide co-ordinated care cannot trandate directly into
savings, the provison must be seen as an extension and improve-
ment of existing community services and funded as such and not as
part of a cost cutting policy (p. 40).

Shifting the balance of care towards comprehensive community services
based on a joint approach is costly in organisational terms. As Glen-
nerster etal.(1982) suggest, joint activity "is not a 'natural’ activity" (p.
260) in the sense that "separate organisational processes left to them-
selves will predominate” (p. 260). If ajoint approach isto be successful
"the financial and other incentives must be large enough and so struc-
tured as to make it worthwhile for both authorities to co-operate” (p.
260). The concept of joint finance was introduced in the UK in 1976 to
finance developments by the health authority and local authority where
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it was accepted by both authorities that this would yield a better return
in terms of total care.

Partnership Between the Statutory and Voluntary Sectors

In recent years the voluntary sector has assumed a renewed significance
in socid policy debate and rhetoric. This higher profile for the voluntary
sector comes at atime of public expenditure cuts and a general drawing
in of the welfare state net. The mixed economy of welfare concept results
in an emphasis on partnership between the statutory and voluntary
sectors in the provison of socid and hedth services. The concept of
partnership between the two sectors implies their strategic co-existence
and a high degree of inter-organisational interplay. While this part-
nership between voluntary and statutory bodies has had a long history
— "it has not dways been a smooth or an amicable relationship® (Butler
and Wilson. 1990, p. 11).

The proponents of welfare plurdism see

the incorporation of voluntary groups and organisations into statu-
tory decison-making as a necessary remedy for the shortcomings
of the representative democratic system, and the funding of their
activities as avauable diversfication in the face of large-scale public
sarvices dominated by bureaucrats and professionads (Brenton,
1985, p. 88).

It may also be the case that “the rhetoric of 'partnership’ is aeuphemism
for aradical transformation of the established patterns of responsibility
in the welfare state" (Brenton, 1985, p. 111). The Wolfenden Report
(Wolfenden, 1978) on the development of the voluntary sector in the
UK expressed the hope that, in future, the voluntary sector would work
in a close and more equal partnership than hitherto with the statutory
bodies. Indeed, the Report appealed to Government to work out a
collaborative socia plan with the variety of voluntary agencies in the
field in order to make the optimum and maximum use of resources.

While the voluntary sector plays a significant role in the provision of
housing, health, and welfare services for the elderly in the Republic of
Ireland, its effective integration into the overall care ddivery sysem has
not been achieved. The Nationa Socid Services Board (1986) states
that:

despite common practice in paying tribute to itswork, the voluntary
sector has been largely taken for granted, its contribution has not
been extensively quantified or evaluated nor has sufficient attention
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been paid to its difficulties and future devel opment needs which are
now increasingly urgent ... There is no coherent policy regarding
funding of the voluntary sector, nor formal arrangements for com-
munication, consultation, co-operation or co-ordination across the
statutory sector (p. 18).

The National Council for the Aged (1983) summarised the problems of
the voluntary sector and suggested that the greatest constraint experi-
enced by voluntary groups concerned with the ederly (in common with
other groups) was the fact that they were operating in a policy vacuum.
In the absence of a policy framework an integrated approach to service
delivery was impossble to achieve, according to the Council, and as a
result the efforts of voluntary groups and statutory bodies very often did
not properly mesh together to achieve their common purpose.

O'Connor (NESC, 1987) refers to the absence of an agreed framework
for the involvement of the voluntary sector either in consultation or
planning and emphasises the problems associated with discretionary
funding. She poses the basic question as to how complementarity
between health boards and voluntary agencies in service provision is to
be achieved. O'Mahony (1985) concluded from her study on socia need
and the provision of socid services in rural areas that:

the role of the voluntary organisations in the provison of the
community care services is somewhat marginal to the mainstream
of service provision... the general impression was of a fairly static
sector engaged in a marginal role with little reflection or forward
planning evident in its approach (pp. 173 — 174).

The Department of Health Working Party on Services for the Elderly
(Department of Health, 1988) referred to the uneasy relationship
between voluntary organisations and statutory bodies and recommended
that the Government should undertake a formal review of the relation-
ship of the statutory and voluntary sectors with a view to establishing
national guidelines for the development of a more constructive relation-
ship between the two sectors.*

The Concept of Partnership

The notion of partnership implies a certain kind of relationship where
both parties have a degree of autonomy and influence in their own

'The Department of Social Welfare is currently engaged in the preparation of a charter
for the voluntary sector and the National Council for the Elderly is currently undertaking
a study of voluntary organisations working with the elderly in the Republic of Ireland.
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spheres. It is debatable whether the term appropriately describesexisting
or potentia relationships between statutory bodies and voluntary organ-
isdions.
For very many voluntary organisations who go, cap in hand, to
statutory sources for funds, who live with the annual insecurity of
bidding for grants vulnerable to cuts, and who have to trim their
activitiesto their funder's priorities, the notion of a partnership may
ring alittle hollow (Brenton, 1985, p. 87).

Brenton (1985) suggests that "the concept of statutory-voluntary sector
partnership has been developed ahead of the redlity it prescribes’
(p.128). The Barclay Report (Barclay, 1982), while arguing that the two
sectors needed each other and "that the characteristic deficiencies of
one sector could, to a considerable extent, be compensated by the
characterigtic strengths of the other" (p. 85), concluded that "the
relationship to date between the two sectors could seldom be described
asagenuine partnership” (p. 85).

Joint Planning as an Integral Part of Partnership

A key component of partnership isjoint planning and joint assessment
of needs. This implies a rea participation by voluntary bodies in the
decison-making process. "There is surely a crucia difference between
voluntary agencies submitting their views, and being actively involved
as partners in the statutory decision-making process’ (Brenton, 1985,
p. 126). In practice, planning is frequently concerned only with "how
the statutory body is going to meet its legal responsibilities within its
budget allocation” (Lest etal., 1981, p. 18).

The interface between the statutory and voluntary sectors comprises a
vadt array of conflicting motives and goals on both sides. Voluntary
organisations walk a tightrope between maintaining their identity and
independence and yet qualifying for statutory funding. Butler and Wilson
(1990) refer to the "potency of the funding relationship as eroding
drategic autonomy" (p. 15), particularly as the proportion of govern-
ment funding as a proportion of total income increases. The diversity
and nature of the statutory sector and its lack of consistent policies
across departments towards the voluntary sector also affect the relation-
ship. There exists a range of attitudes to the voluntary sector among
statutory personnel, from the friendly to the hostile (Leat et ai, 1931).
Voluntary organisation involvement in services planning or provison is
sometimes seen to involve elements of professional or political risk or
uncertainty which results in a defensive and a cautious approach to
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partnership on the part of statutory bodies. The problem is compounded
by the fact that the statutory sector, though structurally united in a
bureaucracy, isjust as diverse as the voluntary sector:

Co-ordinating the diverse elements and legal responsibilities within
its own political and administrative framework is the primary com-
plex focus of statutory authorities. Any outside body wishing to
influence planning or policy would seem to require a large measure
of political sophistication (and staying power). (Leat et al., 1981, p.
18).

There is no clearly recognisable statutory planning or policy-making
process on which outside bodies can focus. While there are awide range
of mechanisms for drawing up and considering plans, priorities and
budgets, they do not alow for systematic and regular involvement and
input by voluntary groups. Statutory duties and responsibilities are the
overriding framework within which relationships with outside bodies
must fit. Co-ordination thus operates in terms of "its functional relation
to statutory goas rather than as a development of pluraist democracy"
(Leat et al., 1981, p. 108). Leat et al. (1981) conclude from their study
of voluntary bodies in the UK that:

the notion of a pluraist planning partnership between the statutory
and the voluntary sectors is not one which guides present practice,
nor is it yet accepted as the vison which will guide future practice
(p. 151).

They found that consultation with voluntary bodies in respect of policy
was not the norm among statutory authorities even in cases where there
is agood working relationship. Among the reasons cited by the authors
for this are "lack of clarity in both sectors concerning the proper role of
the voluntary sector within the context of a (statutorily controlled)
welfare state, lack of commitment on both sides to a pluraist vision,
local statutory defensiveness and lack of consistent central government

policy” (p. 151).

Voluntary Sector Representation

The problem of voluntary sector representation is one which has been
frequently addressed and, in particular, the need for acatalyst to promote
development in this respect has been identified. Attention has been
drawn to the "need for somebody to assist in developing voluntary
organisations, in rectifying some of the unevenness within the voluntary
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sector, and in bringing together voluntary bodies to consider their
contributions to a mixed economy” (Leat et al., 1981, p. 153).

The Wolfenden Report (Wolfenden, 1978) placed a strong emphasis on
the need for intermediary bodies to develop, co-ordinate and represent
local voluntary bodies. It was argued that there was a need for a single
multi-purpose body which could draw together the various disparate
interests of local voluntary bodies and represent their viewsin the policy-
making and planning area. The role of the intermediary body would be
to assst, support and strengthen individua voluntary organisations and
to develop them in such away asto enable them to participate effectively
in joint planning with the statutory sector. Leat et al. (1981) argued
that the capacity for voluntary bodies to take a more active part in
collaborative planning would be limited unless additional resources could
be devoted to fostering planning and development within the voluntary
sector as Wolfenden envisaged. They concluded, however, that little
response was forthcoming from Government in this regard.

Leat et al. (1981) point to the "difficulty of trying to represent the
voluntary sector whose diversity belies the unity implied in such an
abstract conception™ (p. 119). Indeed, it could be argued that reference
to the 'voluntary sector' is meaningless in that there is not one sector
but rather amore or less unrelated collection of groups and organi sations
engaged in a wide range of activities and characterised only by the fact
that they do not belong to either the statutory or the commercia sectors.
"To talk about the ‘voluntary sector' is, in itsdf, athough a necessary
shorthand, to ascribe a homogeneity and unity to this vast range of
activitiesthat istotally artificid and mideading” (Brenton, 1985, p. 58).

In addition, it is the case that the voluntary sector itsdf very rarely
demands to be taken as a whole for any sgnificant practica purpose
(Leat et al., 1981). For the most part relationships between voluntary
organisations and statutory bodies are on an individual basis. Such
relationships tend to be functional ones and to be based on questions of
resources for specific service provision. In general, they have little to do
with overall planning, policy and representation.

The genera conclusion drawn by Leat (1983), Brenton (1985) and Butler
and Wilson (1990) is that while the rhetoric on voluntary-statutory
partnership is strong, the actua practice fdls very far short. While
theoretical support for the voluntary sector comes easily from the statu-
tory sector and from poUticians the redlity is that there is little true
partnership in practice. As Brenton (1985) pointsout "thereislittle Sgn
as yet of voluntary agencies emerging asfull participantsin planning and
policy-making and so gaining equality of status with their local authority
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'‘partners™ (p. 124). In practice, voluntary organisations exercise very
little influence upon the funding priorities or upon the totality of services
in which they play apart. While there is a sharing of tasks with transfers
of funds in one direction and of voluntary sector energies in the other,
this exchange cannot be said to have the attributes of partnership as
normally understood.

The understanding of 'partnership’ as a collaborative relationship
between loca authorities and local voluntary organisations through
which each carries ajoint responsibility for planning, policy-making
and implementation as part of a whole, and where voluntary agen-
cies enjoy parity of status and influence, is one that exists more in
theory than in reality. The redlity is that in most areas, with a few
exceptions, the two sectors operate as if they were entirely separate
(Brenton, 1985, p. 128).

The development of joint planning and effective partnership between
the voluntary and statutory sectors requires a planning capability in both
the statutory and voluntary sectors and an acceptance by both sectors
of an approach to decision-making based on red partnership.

This requires that statutory bodies and voluntary bodies become less
focussed on tangible service provision as the prime function of voluntary
organisations. Voluntary bodies need to pay equa attention to planning
in an overal context as well as 'doing’. As Leat et al. (1981) suggest,
*'they would need to become more sdf-critical and evaluative in relation
to their own and others' functions, more fact and research orientated"
(p. 175). Statutory authorities, in their responsibility for comprehensive
planning within the context of partnership between the two sectors, need
to go some stages beyond the rhetoric.

2.6 Factors which Pre-dispose towards Successful
Co-ordination

The putting in place of effective machinery for inter-agency collaboration
presents a mgjor challenge to administrators, planners and policy ana
lysts. The experience to date is less than encouraging. For example,
Wright et al. (1988) conclude from their study of a project on col-
laboration between services for the dderly mentdly infirm in two health
districts in the South of England that most contact between agencies was
at such alow leve that "one would seriously question whether it could
be cdlled collaboration" (p. 48). They conclude that "satisfaction was
based on the relatively low expectation of the provision of a spedfic
resource rather than on any concept of a joint approach to client or
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patient care" (p. 48) and that "overall, personnel lacked not only the
willingness to approach other agencies, but the structure and resources
to enable close working relationships to develop” (p. 48).

However, Wistow (1982), commenting on the experience of inter-agency
working in the UK to date, concludes that “collaboration has been
placed firmly on the agenda of both health and loca authorities ... (and
that) the experience of joint working has increased understanding of
svice sysem inter-relationships’ (p. 55). The study of Joint Care
Panning Teams carried out by Glennerster et al. (1982) found that they
were usful in that they

brought people into contact, they legitimated other contacts, they
made it easier to pick up the phone and discuss issues with members
of the team in the other authority and provided a forum where a
new proposal or problems could be aired without it being a crisis
or confrontation (p. 199).

They dso served the purpose of helping professionas and planners to
think about the relationship between the various parts of the service and
related gaps in provison and in this sense were a mutua learning
exercise. They were, however considered by respondents to have been
extremely burdensome in terms of "fitting things into a crowded time-
table of fixed activities in your own authority that dways had first cal
on your time" (Glennerster et al., 1982, p.200).

Effective service co-ordination requires appropriate structures,
resources and "above all, the will from dl the services concerned"
(Wright et al., 1988, p. 62). Hunter and Judge (1988) refer to the need
"for fundamental change in the thinking and practice of many people
currently planning, managing and providing services a both nationa
and locd levels (p. 12). They suggest that what is required is a cultura
revolution rather than what Brazier and Harris (1975) cal "the pious
hopes for co-ordination expressed by central government™ (p. 255). Such

a change in perspective requires:
(i) the commitment of government to the development of full
partnership with non-statutory bodies;

(i) the development of a planning capability among al partiesto a
joint plan so that dl activities would be planned and carried out
as part of arational whole;

(iii) a value-criticd analysis of dl aspects of co-ordination and a
systematic consideration of the attitudes, aspirations and fears
of al agencies likely to be involved,
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(iv) the production of a management timetable from day one, setting
out what services are to be delivered, to whom, and what has
to be done in the intermediate stages to achieve these goals.

Chant (1986) points out that joint working with other agencies "means
for most managers the need to learn new behaviours and new-skills'
(p.51). This raises the issue of education and training for joint working.
Carley et al. (1987) argue the case for "modified professiona training
to reduce divergent outlooks, increased joint in-service training, and
increased localy based teamwork" (p.8).

What is required is (i) an ability to agree a basic philosophy of care; (i)
a common approach to defining and measuring need; (iii) an ability on
the part of officers from the constituent bodies to carry jointly agreed
plans and priorities through their own authorities' planning and budget-
ary procedures; and (iv) an ability to sustain agreed plans over a period
of time despite differences in outlook and responsibilities.

Service integration is essentiadly an evolutionary process which takes
time, time for specific joint projects to become consolidated and time for
participating agencies to develop an adequate and comfortable working
relationship. Co-ordination and joint working may begin in relatively
sdfe areas auxiliary to the main functions of the organisation. As struc-
turesare put in place and informal networksgrow, joint working relation-
ships are likely to become more systematic and more integrated.

More frequent and more extensive interaction patterns, more free-
dom regarding intergroup contacts, more flexible and informd
decision rules, more flexible organisational procedures, and less
frequent recourse to use of outside influences — al of these tend
to result in more favourable attitudes in the working relationship.
(Walton, 1966, pp. 420— 421).

Co-ordination in practice requires administrative structures which lend
themsdlves to addressing these issues and to reconciling, or at least,
diverting actua and potential conflicts. Chant (1986) sets out the fol-
lowing as vital components for an effective co-ordination project.

(i) the designation of a full — or nearly full-time — co-ordinator
or 'key worker' a an early stage is enormoudly helpful;

(ii) the delineation of clear lines of accountability both horizontally
and verticaly through what are often large unusua coalitions
of executive aff, and the regular clarification of communication
along those lines.
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The following have been identified by Wright et al. (1988) as the key
features behind successful teamwork and collaboration:

(i) positive mativation towards collaboration;

(i) adequate resources to reduce the compensation element of
one sarvice 'helping' another (and leading to confuson over
appropriate referral of cases), and to dlow 'give and take' to
develop between services,

(iii) the establishment of formal links — liaison, regular meetings,
case discussion;

(iv) physical proximity to promote faceto-face contact and to
increase mutual understanding of roles and resources;

(v) agreed policies over transfer of cases with clear demarcations
between services and specific arrangements for dedling with
'‘borderline' cases;

(vi) smplification of administrative structures and boundaries, for
example, housing professionds from different agencies in the
same building and/or giving individual professionals respons-
bility for particular geographical areas.

Two of the factors which contribute to successful co-ordination warrant
some further elaboration — the key worker and the provision of joint
finance.

Key Worker

The need for a key worker to draw together the disparate elements of
the caring network and to supervise the implementation of a jointly
agreed package of care for an individud or a group of clients has been
frequently referred to in the literature.

Goldberg and Conndly (1982), commenting on the role of socia workers
with elderly people, suggest that:

the role of case co-ordinator and resource person is coming more
to the fore, as various combinations of statutory, voluntary and
informa supports are being developed or strengthened and as it is
being recognised that these support networks can make their optimal
impact only if they are co-ordinated and reviewed regularly (p. 90).

Bulmer (1987) argues that given the likely continuing fragmentation of
different services, with dl the problems to which this gives rise, the idea
of a'key worker' to co-ordinate care is one which has wide applicability.
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The term 'reticulist’ has been coined by Power (1971) to describe the
role of creating and using co-ordination networks through: -

(i) the development of communication between members of a
multi-organisation by sounding out opinion, bringing issues
which reguire joint decision-making to the attention of the
appropriate people, and generdly acting as a contact
person/trouble shooter;

(if) initiating and cultivating a network of human relationships in
such away as to maintain access to information about changing
problem situations;

(iii) sounding out opinion in his sponsoring organisation, implemen-
tation agencies and interest groups and putting forward possible
solutions which will enable mutualy acceptable adjustments to
take place between them.

Brazier and Harris (1975) suggest that "inter-authority planning is likely
to be much more successful where authorities have specifically allocated
gdf to perform reticulist roles; and where arrangements are made for
frequent contact between members' (p. 264).

In 1985 Gloucester Health Care Authority in the United Kingdom, in
conjunction with The Open University and Policy Studies Institute,
established a research and development project in respect of care for
elderly people at home. A main assumption of the Gloucester project
was that their socia situation and needs could not be smply categorised
as 'socid' or 'medical’.

The service innovation in Gloucester was based on the provision of key
workers, called care co-ordinators, attached to three primary health care
teams in the area. There were three aspects to thisrole:

(i) gathering and exchanging information on services and resources
available locdly that may help elderly people to remain in their
own homes for as long as possible;

(ii) gathering information for research purposes both on the effect
of services on individuals and on the genera availability and
appropriateness of services;

(iii) assessing the individua needs of elderly people who were
patients of the practice and assisting in meeting these needs.

An interesting outcome of the care coordinator's role identified by

Pharaoh (1989) was that it brought to light the fact that "lack of
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information about possibilities, or lack of awareness could limit service
provision as much as shortages in resources’ (p. 2).

An innovative feature of the Gloucester project was the use of a bio-
graphica approach in understanding people's current needs. This
involved a consideration of people's past experience with a view to
offering appropriate and acceptable services. On the basis of agreed
needs the care co-ordinator set up a 'package of care' that linked
statutory, voluntary and informal services to enable the elderly person
to remain a home. The use of the biographica approach, however,
produced its own tensions. The care co-ordinators found that in some
instances more immediate and pressing needs of their clients had to take
precedence over planning for the longer-term. However, it was found
that addressing immediate needs often became the key to acceptance of
the care coordinator's involvement (Pharoah, 1989).

In 1977 the Kent Community Care Scheme (Challis and Davies, 1980)
in the UK aso appointed case managers (qualified socid workers) with
responsibility for providing a community care aternative to people who
were seeking or considered to be in need of residentia care. This
involved designing, managing and monitoring a package of care utilisng
exiging resources — statutory and informal — to support the ederly
person a home. The main emphasis was on the provision of individualy-
tailored services to support normal service provision.

In Ireland the National Council for the Aged (National Council for the
Aged, 19853) recommended that each loca authority and each health
board should designate an officer to be responsible for liaison in designing
structures and services to maintain and support elderly people in the
community. These officers were seen as having responsibility for such
matters as joint planning, information sharing, joint financia allocation
where appropriate (e.g., sheltered housing) and joint in-service training
for selected staff of both agencies. The Department of Health Working
Party on Services for the Elderly (Department of Health, 1988) recom-
mended that health boards should appoint a co-ordinator of services for
the elderly in each community care area. It aso recommended that
the function of co-ordinating services for the elderly at didtrict level
(population of 25,000-30,000) should be the responsbility of a district
Liason nurse. Some health boards have appointed personnel to service
co-ordination roles. For example, the Eastern Health Board has
appointed an overal co-ordinator of services for the ederly and a
medicd co-ordinator of services for the elderly in each community care
areawith responsibility for planning services for the elderly. The Eastern
Health Board has also established a number of district teamsto organise
care at home for short periods of time for selected elderly persons and
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has appointed senior public health nurses to co-ordinate these teams.
The North Western Health Board has appointed a co-ordinator in each
community care area with responsibility for managing services for the
elderly and for co-ordinating hospital and community services in respect
of the elderly. Seventeen district co-ordinators have a so been appointed
with responsibility for co-ordinating servicesfor the elderly in the district,
including in-patient services. The Southern Health Board established a
district care team on apilot basisin 1990 covering a section of Cork City
in order to co-ordinate al health services at the operational level and to
promote the concept of inter-disciplinary teamwork (Southern Hedlth
Board, 1991).

Joint Finance

The issue of resources raises the question of finance for joint working and
innovative development and, specificdly, the question of joint finance.
This was a dgnificant development in the UK which, according to Booth
(1983) "changed the face of collaboration and joint planning” (p. 26).

Above dl, joint finance taught that some sort of tangible induce-
ment, in the form of a reward or sanction, which can be measured
in terms of their own organisational interests, was an essentia
ingredient of any partnership between the health and socia services
(Booth, 1983, p. 27).

This point was recognised by the DHSS in the Consultative Document
on Care in the Community (DHSS, 1981), when it stated that to be be
successful, any scheme "should contain some incentive for both health
authorities and local government" (Par. 7.1).

Joint finance has been described by Glennerster et al. (1982) as "one of
the most successful innovations of the new joint machinery " (p. 169).
The importance of joint finance has been recognised by the Government
in the UK. It was seen as having

provided a real incentive for health and loca authorities to work
together, in part at least, because the money cannot be spent unless
both parties agree . . . (It) has pump-primed many vauable and
innovative joint socia and health care developments” (Government
White Paper, 1989, p. 51).

Joint finance facilitated new modes of interaction and practice and
provided the necessary currency for bargains to be struck "and com-
pensated for the cost of such transactions' (Glennerster et al., 1982, p.
169). One of the reasons for the success of joint finance was that "it was
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amog the only development or growth money there was... and therefore
concentrated attention on producing proposals that fdl into that cat-
egory" (Glennerster etal., 1982, p. 162). However, on the negative side,
the putting in place of proposals to avail of joint finance tended "to push
longer term planning discussions aside” (Glennerster et al., 1982, p.
162).

2.7 Summary

This chapter has traced and summarised the key issues pertaining to
service co-ordination as found in research literature. It has sought to
point to the sheer complexity of the concept of co-ordination, to draw
attention to its many facets and to highlight the major challenge facing
policy planners and administrators in their efforts to come to grips with
the phenomenon of co-ordination. It has also noted the many problems
associated with service co-ordination in practice and identified some of
the factors which pre-dispose towards successful co-ordination. Some of
these points will be taken up again in Chapter Seven with particular
reference to the experience of the pilot co-ordination projects and their
gpplicability to the development of a policy on service co-ordination in
the Irish context.
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CHAPTER 3

Evaluation of the Pilot Projects:
The Research Approach

3.1 Introduction

The Terms of Reference (National Council for the Aged, 1987) for the
pilot projects stipulated that an independent evaluation of both projects
be carried out. This function was undertaken by the National Council
for the Aged. Initialy, afull-time researcher was appointed on a contract
basis for a period of one year to work with the Council's research officer
on the project evaluation. From October 1988 onwards the evaluation
was undertaken by a researcher working on a part-time contract basis.
The purpose of the evaluation was to monitor and record the develop-
ment and main outcomes of the pilot projects. The evaluation of pilot
projects, which are effectivdly sociad experiments, is important because
it so often happens that the valuable insights from innovative socid
experiments are lost due to the absence of mechanisms for monitoring
and evaluation. Whatever the outcomes of social experiments, whether
positive, negative or neutral, the insights gained from the venture have
much to contribute and so should be recorded and analysed. In the case
of the co-ordination of services for the ederly at loca level there were
important structural, inter-agency and inter-professional issues which
came into focus during the course of the present projects. The identi-
fication and assessment of these issuesisimportant for policy-making and
sarvice integration. This chapter describes the methodological approach
used in the evaluation of the pilot projects, sets out the research objec-
tives, identifies the research problems encountered and outlinesthe main
research tasks and strategies.

3.2 Research Objectives

The main aobjective of the evauation of the pilot projects is to identify
the factors and processes which impinged on the development, pro-
gramme of work and outcomes of the two projects. The subsidiary
objectives are as follows:

76



(i) to analyse the development, organisation and functioning of the
projects;

(i) to identify and document the experience and outcomes of the
two pilot projects;

(iii) to identify sgnificant factors and relationships which had a
bearing on the functioning and outcomes of the projects;

(iv) to identify factors and issues which are likely to be generaisable
to the domain of local service co-ordination for elderly persons;

(v) to set out the main policy implications arising out of the experi-
ence of the pilot projects.

3.3 The Methodological Approach

The evaluation of projects or programmes is undertaken in order to
provide feedback which will assis decison-making on management
objectives, programmes and resource alocation. It providesdetailed and
systematic analysis of programme objectives, processes and outcomes.
Wholey et al. (1971) consider that evauation "assesses the effectiveness
of an ongoing program in achieving its objectives ... (and) ams at
program improvement through a modification of current operations” (p.
23). While it may be the case that "socia evaluation cannot and will not
optimise resource decisions' (Carley etal., 1987, p. 11) it is very likely
that it can contribute to improvements in programme content and
implementation.

Some authors distinguish between evaluative research which should be
amed at contributing to new knowledge and programme evaluation
which addresses questions about specific programmes. Perkins (1983)
suggests, however, that "the scientific methods that have been developed
for clasicd research are equaly appropriate for programme evalu-
ation". Ross (1971) argues that there are no formal differences between
'research as such' and 'evaluation research'.

Research designs, statistical techniques, or data collection methods
are the same whether applied to the study of the most basic principles
of human behaviour or to the most prosaic of socid action programs
(p. 97).

What distinguishes evaluation research from other types of research is
"not method or subject matter but intent — the purpose for which it is
done" (Weiss, 1972, p. 6). The main function of evaluation research is
to inform the policy-making process. In this context information on why
aparticular approach or action plan isnot working may bejust asvaluable
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and ingtructive in policy planning and formulation as information relating
to successful implementation.

In the case of the pilot projects on the co-ordination of services for the
elderly a local leve the evaluation focussed on the spedific structures
and mechanisms put in place on a pilot basis and consisted of the
systematic application of socia research procedures in assessing their
"conceptualisation, implementation and utility” (Ross and Freeman,
1985, p. 19).

The research methodology used in the evaluation was based on the
principle of triangulation and on the concept of ‘pluralistic evaluation’
(Smith and Cantley, 1985). Triangulation isaprocess of "building checks
and balances into a design through multiple data collecting strategies"
(Patton, 1987, p.60). This processis characterised by the use of multiple
approaches to ascertaining project outcomes. It alows for data to be
drawn from a range of sources using complementary methodologies.
Bloor (1978) points out that "the appropriate methodology for any given
study can only be chosen with reference to situational factors, factors
spedific to the study in question” (p. 345). In the case of the pilot projects
it was necessary to adopt a research design appropriate to the task. This
required a methodologica approach which would alow the key aspects
to emerge, to crystalise and to be refined over time. It required an
approach broadly similar to that used in ethnographic research in which
"both questions and answers must be discovered in the socid situation
being studied" (Spradley, 1980, p. 32). Thisinvolved using a number of
methods to monitor project development and to identify and validate
the researcher's perceptions on various aspects of the functioning and
development of the two pilot projects. The process of ascertaining the
perceptions of project participants was particularly important in this
context. Here it is important to recognise that the classc scientific
research paradigm is not easily applicable to complex socid redlities.
Therefore, in a complex situation such as the pilot project context, it is
very difficult to be totally absolute about any findings irrespective of
what methodologies are used. The researcher cannot, for example, know
for certain that his’her perceptions of socid processes are vdid where
indisputable causa relationships have not been established. Rather, the
researcher operates on the basis of marshalling a variety of pieces of
evidence in order to establish a probability which may have some
influence on policy thinking. AsHunter et al. (1988) point out:

All one can hope to achieve in such circumstances is a description
of decision-making which, although incomplete, is acceptably accu-
rate in its essentials and where the missing pieces do not distort
redlity to the point at which it becomesinvadid (p. 23).
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The researcher can, however, strengthen the validity of his’her obser-
vations by using a number of data collection methods. In the case of this
study, three principa methods of data collection were used in the
evaluation of the pilot projects— (i) participant observation, (ii) docu-
mentary analysis and (iii) in-depth interviews with project participants.
These were augmented by a fourth method, (iv) a process of negotiating
realities.

(i) Participant Observation

The participant observation was carried out in two distinct phases.
During phase one of the projects the researchers participated in al
project committee meetings in so far as this was practicable. They acted
in an advisory and information providing capacity to the committees
while a the same time documenting and recording key aspects of the
committee process in each project. While every effort was made to
atend dl committee meetings during phase one of the projects, the
number of meetings held and the geographica locations of the two
projects sometimes made this impossible. During phase two of the
projects (January, 1989 — December, 1991) the nature and extent of
the participant observation changed. There was only one part-time
researcher and, consequently, participation had to be restricted primarily
to the meetings of the two project steering committees. The researcher
attended nineteen meetingsin respect of the Dun Laoghaire project and
sixteen meetings in respect of the Tipperary S. R. project between 1989
and the end of 1991. Detailed notes of dl meetings attended were kept
which were subsequently written up, processed under thematic headings
and analysed by the researcher. In addition to attendance a committee
mestings during phase two, the researcher also held meetings with the
development worker in each project on at least a quarterly basis.

(ii) Documentary Analysis
Two types of documentary analysis were undertaken by the researchers.

(@ All documents relating directly or indirectly to the projects
(minutes, progress reports, policy documents, position papers)
were examined and key issues and trends were distilled.

(b) During phase one census data pertaining to the two project
areas together with housing and health services data for the two
areas were analysed and profiles of the areas were compiled.
This data was presented in the Interim Evaluation Report
(Browne, 1989).
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(Hi) Interviews

Current project committee personnel (totalling eighty five') were inter-
viewed during the find year of the projects in order to establish a
broadly-based picture of the development of the projects and the issues
arising from the experience. The researcher was assisted in this task by
a colleague and a semi-structured interviewing schedule was used. Locd
committee membersin both projects were interviewed during May, 1991
and steering committee members were interviewed during September,
1991.

(iv) Negotiating Realities

These three methods of data collection were supplemented by an
additional method, which was a process of negotiating redlities and
validating the researcher's perceptions of events and outcomes. Thiswas
arrived a by way of a four-stage process carried out during the find
year of the projects and involving the researcher and key personnel in
each project. Firstly, the researcher interviewed the steering committee
chairperson of each project using a semi-structured interview format.
Secondly, the researcher drew up a comprehensive series of headings
and topics relating to various aspects of the projects and requested a
written report under these headings from the development worker in
the case of the Dun Laoghaire project and both from the steering
committee secretary and development worker in the case of the Tip-
perary S. R. project. (In the latter case the development worker was
only in post for the final year of the project). Thirdly, the researcher
drew up a draft position statement on each of the projects on the basis
of the interview carried out and report received in each case. Fourthly,
this draft position statement was circulated to the chairperson and
development worker in each project who provided feedback to the
researcher. These position papers set out key aspects and issues in
respect of the establishment, development and outcomes of the pilot
projects and provided an additional research tool.

Processing of Data

Because of the range of research methods used in the evaluation process
the research datawas in the form of documents, field notes, observations
and interview notes, dl of which constituted a large volume of written
material. The processing, ordering and categorisation of this material
was a complex process which required the continuous identification and

‘It was not possible to arrange interviews with four current committee members. Four
key former committee members were included in the list of respondents.
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refinement of themes so as to incorporate the wide range of experiences.
happenings and perspectives that came through in the research.

The process began with making broad descriptive observations which
gave an overview of what was perceived to be happening. These were
followed by a gradual progression towards more focussed observations
which in turn enabled the distillation of key factors and the identification
of dgnificant themes. Because of the variety of research methods used
it was possible to cross-check emerging trends and refine them accord-
ingly. For example, it was possible to check findings that had emerged
from the documentary analysis and participant observation in the inter-
views with project personnel.

Evaluation Framework

The conceptua framework used in the evaluation was adapted from
Powley and Evans' (1979) (See Fig. 3.1). This framework incorporates
three inter-related and not altogether digtinct phases:

(i) the initiation of the project which includes the formulation of
project goals and action plan and the identification of relevant
structures:

(i) the operationalisation of the project action plan which may
involve some redefinition of project goals as congraints or
obstacles come to light;

(i) the assessment of find outcomes in terms of the project goals
and dso identifying latent or unintended consequences.

The Interim Evaluation Report on the pilot projects (Browne. 1989)
outlined the main aspects of the initiation phase and discussed issues
and problems relating to this process. The present report deals with key
issues relating to the development, operation and programme of work
of the projects. The assessment of the final outcomes of the pilot projects
constitutes a mgjor part of the report. The achievements of the projects
are outlined, the constraints and difficulties are analysed, the main issues
arising are identified and the policy implications are considered.

3.4 Research Problems Encountered

There were a number of research problems which were encountered
during the evauation of the pilot projects. Firstly, the project Terms of
Reference envisaged a level of needs assessment and related specific
goal-setting by the projects which in hindsight proved not to be feasible.
The research approach was initially conceived in terms of assessng the
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meatch between gods and outcomes. In order to facilitate this approach
the researchers made considerable efforts during phase one to get the
projects to st ecific gods and targets. This process has been described
and the issues arising from it considered in the Interim Eval uation Report
(Browne, 1989). As the projects evolved, the research approach was
adapted in order to cater for the more ad hoc approach to the setting of
gods adopted by the projects. The key elements of this approach have
been =t out in 3.3 above.

The second research problem encountered related to the issue of
resources. Neither the projects or the researchers had the resources
available to carry out the type of needs assessment envisaged in the
Terms of Reference and this affected the process of goal-setting. In
addition, neither project appointed a project development worker at the
outset and, asaresult, the researchers adopted a strong action/animation
role in respect of the development of the projects during phase one.
While this was considered to be an essentia role at the time, it did.
however, result in some dilution of the primary evaluation role of the
researchers. Another aspect of resources which affected the evaluation
of the pilot projects was the fact that there was only one researcher
working part-time (average 12 hours per week) on the evauation for dl
of phase two and for the find three months of phase one. (i.e. October
1988— December 1991). There were thus considerable limitations on
the amount and nature of the actual research work that could be carried
out. Thiswas particularly problematic because of the complex nature of
the research methodology used in the evaluation (See 3.3 above). A
third research problem encountered related to the role of the Nationa
Council for the Aged. The Council was responsible for the evaluation
of the pilot projects. An advisory committee appointed by the Council
to monitor its progress during phase one met on only two occasions.
There was aso a period of ten months (May 1989 — March 1990) when,
with the expiry of the Council's term of office, this committee was dso
disbanded. This meant that the systematic consideration of issues and
developments which might have been facilitated by such a committee
was aggnificant missing link at a crucial stage in the evaluation process.
While a broadly-based consultative committee was established by the
incoming National Council for the Elderly in March 1990, by that stage
the evaluation framework had been findised by the researcher on the
basis that the pilot projects were due to finish by December of that year.
(The role and functioning of this consultative committee is considered
in Chapter Seven of this report).

The find research problem identified here concerns the Interim Evalu-
ation Report (Browne, 1939) on the pilot projects compiled by the
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researchers at the end of phase one (December 1988). This report
presented detailed demographic data on each project area and sub-area,
provided a broad profile of services in each area, identified the main
issues arising from the projects to date and set out an agenda of future
tasks. The Interim Report was prepared as part of the evaluation process
and was intended by the researchers to be of assistance to the projects.
The report, however, had relatively little impact on the projects and
faled to fulfill the role intended. This matter is considered more fully
in Chapter Seven.

3.5 Main Research Tasks
The following were the main research tasks undertaken:
(i) an assessment of the functioning of the project structures:
- did the committees function effectively?

- did the voluntary/statutory sectors integrate at committee
level?

- did the health and housing sectors integrate at committee
level?

- was there an input from the target group (elderly persons
and their carers)?

- were difficulties acknowledged and dealt with where poss-
ible?

- role of development worker;
(i) the identification of factors which enhanced or hindered the co-
ordination process,
(iii) identification of the outcomes of the projects
- programme of work of each project
- goecific services established
- impact on service co-ordination
- match between goals and outcomes
- unintended outcomes
- difficulties encountered;

(iv) the identification of project outcomes that are generalisable to
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other areas, and which are likely to have application at wider
regional and nationa policy-formulation levels;

(v) the identification of the professional, institutional and structural
considerations affecting co-ordination of services a loca level.

3.6 Summary

The purpose of the evaluation is to investigate the nature and extent of
co-ordination between the various partners providing services for the
ederly in the context of the two pilot co-ordination projects. Of par-
ticular importance is an investigation of the ways in which effective links
were achieved and the circumstances and factors which impeded this
process. The results of these investigations are documented and set out
in the present report and their general implications are considered. This
chapter has described the research methodology used in the evaluation
of the projects and has pointed to some of the research problems
encountered. The following chapter will describe the establishment,
committee structure and programme of work of the two pilot projects.



CHAPTER 4

Establishment, Committee Membership
and Programme of Work of the Two
Pilot Projects

4.1. Introduction

This chapter describes the pilot project structures and the proposed
committee membership and functions. It also sets out the main working
objectives as adopted by the projects. It traces the establishment of the
project committees in the two pilot project areas and outlines the actua
core membership of these committees. It aso sets out in a general way
the programme of work undertaken by both projects and identifies the
principa issues addressed. The process of appointing project develop-
ment workers is described and the role of inter-project meetings is dso
discussed.

4.2 Project Structures

Seering Committee

The project Terms of Reference (National Council for the Aged, 1987)
stipulated that the project steering committees were to be the primary
project structures with responsibility for the establishment, development
and monitoring of the project activities and structures. The main function
of the steering committees was set down in the Terms of Reference as a
planning one in respect of services for the elderly in the project areas.
This required project steering committees to develop an overview of
existing needs and services in the areas and to bring together existing
service-providers in order to provide an integrated and comprehensive
range of servicesto meet identified needs. A series of subsidiary functions
for the steering committees were set out in the Terms of Reference:

(i) to assess the specid accommodation, health and welfare needs
of the aged in the area having regard to local socid and demo-
graphic factors;
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(i) to propose programmes of action to the parent statutory auth-
orities for meeting these needs;

(iii) to make recommendations to the parent statutory authorities
on the priorities which should be adopted;

(iv) to co-ordinate the implementation of agreed programmes and
regularly evaluate the effectiveness, efficiency and degree of
satisfaction with the accommodation and support services for
the aged provided by statutory authorities and by voluntary
bodies;

(v) to maintain contact with regional, national and internationa
developments in providing for the specia needs of the aged,
and, in particular, to identify "good practice" in other areas
that might be followed;

(vi) to provide a mechanism for the integration of services for elderly
persons provided by the voluntary sector and the private sector;

(vii) to engage in two-way liaison with the local committees, (the
membership and functions of which are set out below).

The composition of the project steering committees recommended in
the Terms of Reference was asfollows:

e a senior hedth board administrator (with clearly designated
responsibility for matters relating to the elderly);

* a senior locd authority administrator (with clearly designated
responsbility for matters relating to the elderly);

* the director of community care for the designated area;
« the superintendent public health nurse for the designated area;
 aconsultant physician in geriatric medicine;
* arepresentative of the voluntary sector;
« other relevant personne to be co-opted by the steering committee
as deemed necessary.
Local Committees

The Terms of Reference for the projects also required that each steering
committee establish local committees to co-ordinate services for catch-
ment areas of 15,000 — 20,000 population. The recommended mem-
bership of these loca committees was:

 apublic health nurse;
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* a home-help organiser:

e asocid worker:

¢ a physiotherapist;

e agenera practitioner:

* an occupational therapist:

* representatives of loca active voluntary organisations;
* an officer designated by the housing authority:

* an dofficer designated by the health board:

 family carers:

 elderly people.

The functions of the loca committees as st out in the project Terms of
Referencewereto:

(i) co-ordinate the delivery of services to the elderly at this level so
as to ensure the most effective use of loca resources,

(i) identify the needs of the elderly in the area and the locd
resources with a view to informing the planning process in the
designated area:

(iii) maintain an up-to-date inventory of the elderly persons likely
to be "at risk" in the area and carry out a regular assessment of
their needs:

(iv) evaluate regularly the contribution of existing systems of service
provision both voluntary and statutory:

(v) provide an advocecy role for individual elderly persons with
relevant service agencies, (e.g. in relation to an application for
a locd authority dweling or an application for a home help
service):

(vi) maintain close contact with institutional facilities both
private:voluntary and statutory in the area:

(vii) make recommendations to the steering committee as to how
sarvices should be developed in the particular loca area.

4.3 Project Objectives

The Terms of Reference proposed a committee structure for the pilot
projects and st out a series of committee functions as outlined above
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but did not identify project objectives. However, the following set of
working objectives, drawvn up by the Nationa Council for the Aged
evauation team, were endorsed by both projects at the outset:

(i) to improve the quality of life and level of care for elderly persons
in the designated areas:

(i) to develop mechanisms for inter-agency collaboration (initially
the steering and local committees) which would improve the
ddivery of care services to the elderly:

(iii) to identify and document the specia health, accommodation
and generd welfare needs of the elderly as perceived by:

 dderly persons themselves
* their family carers
» professonal carers

 hedlth, housing and voluntary body policy-makers and
administrators;

(iv) to ensure that sufficient and appropriate information wes gath-
ered to enable future planning of "good practice" service pro-
vison for the elderly:

(v) to establish an accurate and detailed profile of the target popu-
lation and subtarget groups:

* the dderly
* those dderly mogt at risk
 Kkin-carers,

(vi) to establish an accurate and detailed profile of the exiging
health, housing, welfare and socia services for the elderly and
the structures (both voluntary and statutory) underpinning
them.

These objectives formed the backdrop against which the project struc-
tures were put in place in both pilot areas and provided the basis for the
initid approach to identifying a programme of work by each project and
for carrying out the functions as set out in the Terms of Reference.

4.4 Dun Laoghaire Project

4.4.1 Establishment of Project Committees

The Eastern Hedth Board co-ordinator of services for the dderly
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was assgned administrative responsibility for the Dun Laoghaire pilot
project and for putting the structures in place. The inaugural meeting
of the project steering committee was held in May 1987 and was attended
by the director of community care, the superintendent public health
nurse, the co-ordinator of services for the elderly, the housing officer
for Dun Laoghaire Corporation and an officer from the health board
genera hospitals programme. The committee unanimously nominated
the Dun Laoghaire Corporation representative to be the chairperson of
the steering committee. At this meeting the project Terms of Reference
were accepted. An officer of the general hospitals programme of the
Eastern Hedth Board was designated to act as secretary to the com-
mittee. It was agreed that the pilot phase of the project should be for
three years (thiswas subsequently extended to four years). It was decided
that the four persons nominated to the steering committee from statutory
bodies should retain membership of the committee for the full period of
three years and that additional members should be co-opted for an initia
period of one year after which consideration would be given to replacing
them by other representatives of the agencies, sectors or disciplines
concerned. The difficulty of identifying representatives from the vol-
untary sector and the private sector was noted a the inaugural meeting
and a decison was taken to invite the Society of . Vincent de Paul and
the Irish Private Hospitals and Nursing Homes Association to nominate
representatives to the steering committee for its first year of operation.
Representatives of these two organisations and a consultant physician
in geriatric medicine were co-opted to the steering committee in July
1987. Consideration was given by the steering committee to co-opting a
psycho-geriatrician but the view was taken that the services of such a
person could be more effectively used on a consultancy basis as required.
The committee did not pursue this option during the course of the
project.

At the inaugura meeting of the steering committee it was stated that
the hedlth board would make available to the project the equivaent of
one person (whose rank was not specified) for one day per week to carry
out work in respect of servicing committees and any other administrative
work associated with the project. It was pointed out that the health
board was not in a position to deploy an officer to work full-time on the
project as stipulated in the project Terms of Reference.

Loca Committees

The first task undertaken by the Dun Laoghaire project steering com-
mittee was the establishment of the local committees in accordance with
the Terms of Reference. While it was considered desirable to have three
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loca committees for the project area, the lack of availability of statutory
personnel to act on the committees made this impracticable. It was
decided, therefore, to establish two local committees for the project
area, one. the Blackrock locad committee, to cover the
Blackrock/Booterstown/Sallynoggin catchment area (population 25,900)
and the other, the Dun Laoghaire loca committee, to cover the Dun
Laoghaire/Dakey/Glasthule catchment area (population 28,800). The
steering committee organised an introductory meeting to discuss the
project structures and the role and functions of the loca committees (as
gtated in the Terms of Reference) with the personnel involved. Personnel
from the statutory agencies were nominated by their respective agencies
to act on the loca committees. The secretary to the steering committee
was nominated to both committees to act as liaison person between the
steering committee and the local committees. The chairpersons for the
two locd committees were nominated by the steering committee, a
representative of the voluntary sector in the case of the Dun Laoghaire
loca committee and a trainee registrar in community medicine in the
case of the Blackrock loca committee. The co-option of non-statutory
personnd on the local committees was by invitation from the steering
committee. A physiotherapist from Leopardstown Park Hospital (which
caters for some of the elderly from the project area) was asked to be a
member of both local committees. (During the course of the project she
was appointed as community physiotherapist by the Eastern Hedth
Board). A medica socid worker from St. Michael's Hospital (voluntary)
was invited to be a member of the Blackrock committee and a medica
socid worker from St Colmcille's Hospital, Loughlinstown, (Eastern
Hedlth Board) was invited to be a member of the Dun Laoghaire loca
committee — both hospitals catered for elderly people from the project
area. Two general practitioners working in the area and known to health
board personnel were invited to participate, one on each of the local
committees. The Society of St. Vincent de Paul was asked to nominate
a representative for each of the loca committees and did accordingly.
The two loca committees for the Dun Laoghaire project area were
established by November 1987. A full time project development worker
was employed on a contract basis by the Eastern Health Board and
commenced work in November 1988. Two one-day training courses in
committee functioning and procedures were organised for locd com-
mittee members during the find year of the project.

4.4.2 Committee Membership

The membership of the Dun Laoghaire project steering committee is set
out in Figure 4.1. The core membership of the committee remained the
same throughout. The membership was extended during phase two by
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the co-option of the chairpersons of the two loca committees in April
1989. There were three different steering committee chairpersons during
the course of the project. The initia chairperson, the locd authority
representative, resgned in February 1988 and was replaced as chair-
person by the Eastern Health Board co-ordinator of services for the
elderly. The latter resigned as chairperson in May 1990 and was replaced
by the locd authority representative who remained as chairperson until
the end of the project. There were changes in personnel in the case of
the voluntary sector and private sector representatives and in the case
of the director of community care. There were also changes of personnel
in respect of the chairpersons of the two loca committees who were co-
opted on to the steering committee.

The core membership structure of the Dun Laoghaire project locd
committees is set out in Figure 4.2. During phase one four people, the
occupationd therapist, the physiotherapist, the registrar in community
medicine and the steering committee secretary were members of both
locd committees. There were a number of changes of personnel on the
two local committees during the course of the project. The chairperson
of one of the committees (registrar in community medicine) resigned in
April 1990 on transfer to another health board community care area
and the chairperson of the other locd committee (a voluntary sector
representative) resigned in June 1990. These were replaced as chair-
persons by health board officers in both instances, the medicad co-
ordinator of services for the elderly in the area in one instance and by a
liaison public health nurse in the other case, both of whom had joined
the committees at the end of phase one of the project. Three of the
people with dual membership of the loca committees during phase one
opted for membership of one committee during phase two. There were
two changesin personnel in respect of the loca authority representatives
on the committees. Additional voluntary sector personnel were co-opted
on to both committees and at the end of the project there were four
voluntary sector representatives on one of the committees and two
on the other. In the case of both committees, genera practitioner
involvement ceased with the resignation of the general practitioner from
one of the committees in June 1988 and the death of the generd
practitioner on the other committee in June 1990. The socid worker on
one of the committees also resigned in July 1983 and was not replaced.
Family carers were co-opted on to both loca committees but did not
continue as members.

4.4.3 Programme of Work
During the period up to the end of 1988 (phase one of the project)
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the Dun Laoghaire project committees set about assessing the specia
accommodation, health and welfare needs of the ederly in the project
area in accordance with the working objectives set out in 4.3 above and
somework wasundertaken in thisregard. The project Termsof Reference
implied a farly rigorous quantitative approach to needs assessment
which would facilitate the setting of specific goals and service targets for
the project and the carrying out of project committee functions. In
practice, the Dun Laoghaire project had difficulty in carrying out this
task. While much work was done in terms of examining and considering
exiging records and information from the various agencies and dis-
ciplines involved in the project and while some small-scale surveys were
carried out, an overall comprehensive assessment of needs was not
completed. This process did. however, help to identify and highlight a
number of key service issues which needed to be addressed.

As the committee structure was gradudly consolidated, the Dun
Laoghaire project focussed on five main areas of work during phase two:

(i) the establishment of a voluntary/statutory forum to enable vol-
untary and statutory personnel working with the elderly to co-
ordinate their activities and interventions;

(ii) the establishment of an additional day care centre for the elderly
in the project catchment area;

(iiif) the development of additional support systems for family carers
of elderly persons;

(iv) the identification of key sarvice and co-ordination issues in the
light of the experience of the pilot project;

(v) compilation of a project report.

(i) Voluntary! Satutory Forum

The establishment of a forum to co-ordinate the voluntary and statutory
sectors of service provision for the elderly was undertaken by one of the
locd committees. The forum was envisaged as a mechanism where
the various support services for individua elderly persons could work
together in a manner of which complementarity was the essence. The
operationalisation of the forum concept took the form of discussons
with a range of voluntary bodies in the catchment area over a number
of months so as (i) to explain the nature and purpose of the proposed
forum and (ii) to dicit the co-operation of the relevant voluntary groups.
As part of this process a general meeting was held in February 1990
between representatives of the statutory sector, representatives of a
large range of voluntary bodies working in the area and representatives
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of the pilot project. The voluntary:statutory forum concept was not
advanced, however, beyond this stage during the course of the pilot
project.

(i1) Establishment of Day Care Centre

Thistask was undertaken by the Blackrock local committee. The location
identified for the day care centre was a locd authority housing complex
which was managed by alocd voluntary group. The development of the
day centre project, therefore, necessitated the involvement of the loca
authority, the voluntary body, the health board and an additiona pool
of volunteers. In the foregoing context the concept of the day care centre
was progressed systematically, with issues of cost, funding mechanisms,
refurbishment and instalation programme, transport, daffing, man-
agement, activity programme and potential clientele being identified and
dedlt with as appropriate. The project committee acted as the primary
catayst in identifying the various resources required for the day care
centre and in finding such resources. The committee carried out a study
of the exigting theory and practice of day care servicesfor elderly persons
S0 as to devise the optimum programme and structure from the outset
and acted in a consultative basis to the centre and to its management
committee throughout. It adso assisted in the recruitment and training
of volunteers to assg in the running of the day centre.

(Hi) Support for Family Carers

The principal activity in respect of family carers was that of developing
a comprehensive series of information lesflets on the various aspects of
caring for the ederly. The process adopted in the preparation of these
leeflets consisted of bringing together in working groups a range of
professions including occupationa therapists, psychologists, physicians
and day care centre daf. This process was facilitated by the project
development worker and the designing and printing of the information
leeflets was funded by the Eastern Health Board. Some preparatory
work was aso undertaken by the project in respect of avoluntary relief-
sitting service for family carers and a protocol for the establishment of
such a system was drawn up.

(iv) Serviceand Co-ordination Issues

In addition to the above three areas of work the project dso addressed
a number of other aspects of care provision and care co-ordination:
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— Issues in respect of inter and intra-statutory liaison and co-
ordination in the project area were identified and a submission
was made to the National Council for the Elderly in this regard.

- The establishment in 1990 of a care team in the project catchment
area, as proposed in The Years Ahead (Department of Health,
1988) and endorsed in the Eastern Health Board policy document.
Services for the Elderly (1989), was considered. Of particular
concern here was the relationship between the care team and the
pilot co-ordination project and how the experience of the pilot
project to date could inform the care team concept.

-- The housing needs of elderly personsin Dun Laoghaire Borough
were documented with particular reference to (a) an emerging
serious shortage of loca authority housing, (b) the additional
responsibilities of the loca authority as a result of the Housing
Act (1988) which came into effect in 1989, (c) the nature and
effectiveness of existing repair and maintenance schemes, (d) the
working of the Disabled Persons Housing Grant Scheme, (e) the
need for a co-ordinated approach to design in respect of both new
dwelings for elderly persons and adaptations to existing dwellings
and (f) issues relating to housing schemes provided by voluntary
housing associations.

-- The Nursing Homes Bill (1989) and the related Code of Practice
were considered by the project committees. This was regarded as
important because of the high number of nursing homeswithin the
catchment area, and submissions were made to the Department of
Health on the Bill and on the Code of Practice.

— The Interim Report of the Dublin Hospital Initiative Group
(Kennedy, 1990), which was prepared for the Minister for Health,
was discussed with particular reference to the needs of the elderly
in the Dun Laoghaire area and the organisational arrangements
most likely to address these needs. A submisson was made by
the project on this report.

- The need for a comprehensive review of transport arrangements
for elderly persons was identified. A small-scale voluntary car
pool to provide limited transport for selected elderly persons was
put in place on atrial basis. Recommendations were made to the
appropriate agencies in respect of the design and access aspects
of public transport.

- Emergency information legflets (which were to be filled in by the
elderly persons or their carers and provide basic information likely
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to be of use in an emergency) for display in the homes of elderly
persons were circulated to a number of homes in the area. It is
not clear to what extent these lesflets were actualy used.

- A possible need for a community based socid work service for
the elderly was identified — some background research and liaison
work was carried out in this respect by project personnel.

- The project identified a need for additional support services for
the elderly mentally infirm — day care, night care, relief care and
long-stay care but did not succeed in developing any of these
services.

- A system for the computerisation and mapping of demographic
data relevant to the project areawas put in place.

(v) Compilation of Project Report

During the course of the pilot project a wide range of service and co-
ordination issues were identified by the project committees covering
many aspects of the caring system for the elderly. A process was st in
motion by the project steering committee to bring these issues together
and to present them in a project report under the following headings:

* housing provison and housing needs;

« the development of the care team concept;

« extended nursing care and the private nursing home sector;
statutory/voluntary liaison;

* day care facilities;

* liaison between genera hospitals and community care services.

Much of the programme of work of the steering committee during the
final year of the project related to the preparation of this report. The
report was envisaged as drawing together the work and experience of
the pilot project and was also seen by committee members as setting an
agenda for the future development of services for the elderly in the
project area.’

4.5 Tipperary S. R. Project

4.5.1 Establishment of Project Committees

The South Eastern Health Board director of community care for Tip-
perary South Riding took on the responsibility of setting up the structures

‘This report had not been findised at time of writing (June 1992).
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for the pilot project. The inaugural meeting of the TipperaryS.R. project
steering committee was held in June 1987 and was attended by the
director of community care, the county secretary (representing the loca
authority), the senior area medica officer, the superintendent public
hedth nurse, the medica officer for St. Patrick's Geriatric Hospital,
Cashel, the warden of the welfare home/sheltered housing complex in
Clonmd (which is run by a voluntary committee), representing the
voluntary sector and the community care administrator for Tipperary
S.R. The county secretary had been nominated to the steering committee
by Tipperary SR. County Council. The senior area medical officer, the
superintendent public health nurse and the community care admin-
istrator were nominated by the director of community care. The medica
officer of the geriatric hospital was invited to participate in the steering
committee by the director of community care in place of a consultant
physician in geriatric medicine as stipulated in the Terms of Reference
since the latter post did not exigt in the area. The director of community
care was unanimoudly appointed as chairperson of the steering com-
mittee and the community care administrator was designated to act as
secretary to the committee.

The Terms of Reference for the project were accepted by the steering
committee and it was agreed, with some reservations, that the pilot
project should be established for a period of three years. This was later
extended by one year so that the pilot project ran to the end of 1991. It
was noted at the outset that there would be no additional funding or
resources available to the project from the heath board or from any
other source and that work in respect of the project would be over and
above exigting work responsibilities. Specificdly, as in the case of the
Dun Laoghaire project, it was pointed out that the health board was not
in a position to second an officer to the project on a full-time basis as
stipulated in the Terms of Reference. Some of the health board q&ff aso
took the view that the additional workload which would result from
the project might be over burdensome and might in fact be counter-
productive.

At itsinaugural meeting the steering committee took the decision to co-
opt a consultant psychiatrist and a representative of the Irish Private
Hospitals and Nursing Homes Association on to the steering committee.
Neither of these co-options took place due to (i) a non-response from
the Irish Private Hospitals and Nursing Homes Association and (ii) a
feding on the part of the consultant psychiatrist that he would assst the
steering committee best by agreeing to act in a consultative capecity to
the committee in respect of issues relating to psycho-geriatric care.
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Such consultation between the committee and the psychiatrist did not
materiaise during the course of the project.

Loca Committees

The steering committee established four loca committees with catch-
ment areas around each of the four main towns in the project area
— Cashe (population 15,300), Carrick-on-Suir (population 11,900),
Clonme (population 29,500) and Tipperary (population 20,400). Bound-
aries for the four committees were drawn up by the steering committee.
The health board nominated a public health nurse, a geriatric liaison
nurse and a community welfare officer to each of the local committees
and the local authority nominated one representative to each of the local
committees.

Genera practitioners (identified by the health board) and rep-
resentatives of the voluntary sector (identified by the health board) in
each area were invited to participate in the loca committees. Initidly,
efforts were made to identify genera practitioners through the locd
branches of the Irish College of General Practitioners. This approach
proved unsuccessful and contact was then made directly with a number
of sdected individua genera practitioners who agreed to join the
committees.

The senior area medicd officer was delegated to be a member of dl
four loca committees and to be the liaison person between the locd
committees and the steering committees. Thiswas subsequently changed
and the community care administrator became the liaison person for two
of the loca committees with the senior area medical officer continuing to
have responsibility for liaising with the other two committees.

The inaugural meeting of each of the local committees was attended by
members of the steering committee who introduced the project and
explained its focus. It was pointed out at these inaugural meetings that
no additional resources were available for the pilot project. There was
ageneral consensus at these meetings that the project would be of value
and that the local committees would serve a useful purpose. By February
1988 each of the four committees had elected a chairperson and had
begun to function.

The chairpersons elected were as follows:

Carrick on Suir: public health nurse

Cashel: socia worker, Cashel Socid Services Council
Clonmel: geriatric liaison nurse

Tipperary: community welfare officer.
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In the case of three of the committees voluntary people were specificaly
recruited to take on the role of secretary. This role was taken on by the
local authority representative in the fourth committee until he resigned
in November 1989. This committee operated without a secretary for the
remainder of the project. The secretary aso resigned from another of
the committees and the local authority representative took on this role
for the find year of the project.

A part-time project development worker was recruited on a voluntary
basis from February 1989 to July 1990 and a full-time development
worker was employed by the South Eastern Health Board for the final
year of the project.

452 Committee Membership

The membership of the Tipperary S.R. project steering committee is set
out in Figure 4.3. The core structure of the committee remained the
same for the duration of the project. There was a change in the loca
authority representative on the committee in November 1987 with the
housing officer replacing the county secretary. There was aso a change
in personnel in the voluntary sector representative on the committee. In
May 1990 the chairpersons of the four local committees were co-opted
on to the steering committee. An administrator from the health board
specid hospitals programme was co-opted on to the committee at the
beginning of 1990 but did not continue as a member. Their was a change
of committee chairperson for the period May 1988 to April 1990 when
the local authority officer replaced the director of community care, the
latter having been assigned the post of acting health board programme
manager on atemporary basis.

The actual core membership structure of the local committees in the
Tipperary S.R. project is set out in Figure 4.4. The core structure of the
four project local committees remained the same throughout. However,
there were a number of personnel changes on some of the committees.
During the early stages of the project some voluntary sector personnel
resgned from one of the committees. In the case of three of the
committees the loca authority representatives resigned on transfer to
other posts outside the area and were replaced on the committees (after
an interva of some months) by other local authority personnel. Efforts
to recruit additiona local authority personnel to represent the rural parts
of the committee areas were not successful. While County Council
representatives were nominated to three of the loca committees, they
ceased to attend meetings after a short period. (Existing local authority
representatives were from the three Urban District Councils and Clon-
mel Corporation, the functiona areas of which were confined to the

101




‘sBunesw SN wwod BuLiss’s [ papuaiie Jexlom uswdopnap 18foidayl (2)
'SUOS B0 leYd 8311 1LILIOD [200| Se SeNideded JiByl U1Sa]1ILUILIOD 8U) UO 9jeM SSAIRIUSSaIda)
J0108s AJRIUN|OA 3Y} JO BUO pue asInu Yifeay oljgnd ‘esinu uosiel| oL LB ‘Jeol)jo afejjpm Alunwiwod ayl (T) S9I0N

arD
ar) ar) || Awunwwo) ) ce)
Aunwwo) ar) |t Alunwwo)d preog || Aunwwo)
preog Aunwwiod preog UiesH preog
BYIoM aAIe} aAle] BoIo UiesH preog yiresH /B0 yiesH
usw || -uesaidey |{ -Uesaiday [eII_IN feSINN UiesHesINN fesinN [eoIPIN [ROO
-dopreQ 101093 l01es {|  eudsOH UesH UeaH 21jand uoseln =220 drjPM
190044 || AreunjoA || AreUnjoA ]| dURED o1[9nd JuspuBIU LIBANS oURID Jowss || Auunwwo)
awiwelboid

Aoyiny 2o 8l Aunwwo)d preog YyiesHprD

1eolo BusnoH preog yiesH Anunwwod Jo Joxeliq

066T |udy 0} JloRISIuIWPY (T66T "20Q - 066T A2IN)

uosediryd Aepioes uosedirey)

T66T- 686T 921100 Hul s 19 [0.1d Buipiy yinos Aseseddi | Jo 8InpNIs eNPY

€Y 3dNoOid

102




'SOAIRIUSSAIdR. J0108s ARJUN|OA UBASS ey S9N IWWod 8yl Joaup  (9)
'S99)1ILILLIOD 8U) JO oM} AJUo Jo 108dsal Ul patesado diysiegquiaw epseb pue diyslequisw Jsuonndeld eieues (g)
'S39N IO
3y Jo oMy Ajuo Jo 109dsal Ul 98I0 Bueels ayl yiim uosied uosiel| se palde JoRJsiuiwpe a0 Alunwwod syl (i)
"ROUBW B Se (3fe4pM [BI00S JO uslipeda() JO140 lejpM [e100S B [Pey SO0 dU} Jo auD  (€)
"OM} JBYJ0 3} Jo ased ay}
Ul Jo214J0 JJeIS B pue SSa)1ILULLIOD 8y JO OM] JO 8Sed ay) Ul 10 UMO] JUeAs B aYl Sem aAlelussaldal A1loyine eaojayl (2)
'SpIeMUO 06T ANl Wiol) 8811 ILILLIOD Bu1iaa1s 8y Jo Siequis 80Mm suosiadleyd s9niwwod eao|ayl (T) SSIoN

103

AnEy IAnw #mN
-useandoy -uasaaday uosmT]
KN 301598 JnELD)
Anmunjap Anwogoa,
uonesodiny
(o)
L] AL Muno) ELET'
~varaday wnaday aape 1IHAENCY TN waur JONNENNLPY feili 1Ty ] "My
120 »peg g | 1 -wsaday | Jonnoeld 0 peg ~dojaraq ary angiam | | sy
Aqmrey Amwnjop, | | Lmwunjop wrp P30 PO umo], waforg Ayununuo)y frunumuo) | | Mang

snnuwo)) Suomg 130014 axg ety
Aununwoyy precy (esH

T66T- 686T S891IWWO0D [200] 109 f04d Bulply yinos Aseseddi] Jo 81NN 1S 8100 [ENOY
¥ 34N9 14




respective towns.) One of the local committees had a change in chair-
person at the beginning of 1989 when the existing chairperson resigned
from the committee. The chairperson of another of the committees
resigned during the find year of the project and was not replaced. Two
of the committees had general practitioners as regular members with a
change in actual personnel in the case of one of these committees. All
of the locad committees extended their number of voluntary sector
members as the project evolved and three of the committees co-opted
family carers. During the find year of the project particular attention
was given by the committees to co-opting voluntary personnel from
outlying parts of their catchment areas.

453 Programme of Work

During the period of phase one (up to the end of 1988) the project
engaged in a general assessment of needs as stipulated in the project
Terms of Reference with a view to prioritisng and setting out specific
gods and targets for phase two. This consisted of a review of existing
sarvices — housing, hospital and community-based, which was carried
out by examining existing service records and waiting lists and by drawing
on the views and experience of committee members. Each of the locd
committees engaged in this process in respect of its own catchment area
and based their deliberations on the philosophy and recommendations
set out in The Years Ahead report (Department of Health, 1988). While
a number of areas of need and gaps in service provision were identified
through this process, the identification of specific gods and targets
for phase two of the project based on a systematic assessment and
prioritisation of needs proved beyond the capacity of the resources and
skills available to the project. In practice, during phase two the project
committees operated more in an ad hoc manner responding to issues as
they arose and embarking on schemes that were feasible within existing
policy and funding arrangements. In this context, each of the project
locd committees established a voluntary housing association to develop
a sheltered housing project under existing Department of Environment
grant schemes. These housing schemes were set in progress and were at
various stages of development by the end of the pilot project.

Day care services were identified by the project as another area for
potentia development. Two day centres for the elderly were established
under the auspices of the project committees and plans for a number of
others were put in place. A particular effort was made during the fina
year of the project to develop day care services at locations outside the
main towns in the project area. The development and expansion of
community alert and neighbourhood watch schemes was aso identified
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by the project as important and some development work was done by
one of the local committees in this regard. The issue of support services
for family carers was addressed and a number of voluntary support and
counselling groups were established for this purpose. Greater involve-
ment of the voluntary sector in service provision and development was
aso a key aspect of the project thinking and some development work
was aso carried out in this regard, particularly during the find year of
the project. An information booklet. Directory of Local Services, was
compiled and published by each of three of the project local committees.

The Tipperary SR. project also piloted and drew up an assessment form
for identifying elderly people at risk. This process resulted in the putting
in place of a uniform system for developing and maintaining a health
board register of elderly persons at risk in the project area. It was dso
envisaged that the local authority would use this register in assessing the
housing needs of the elderly in the area.

In addition to the areas of work outlined above, there were a number
of other key issues addressed by the project with recommendations being
made to the appropriate bodies:

- A need for better rationdisation between the health board com-
munity care services and the health board psychiatric services in
respect of ederly persons was identified and brought to the
atention of the health board.

- The need to make provision a design stage for the ingtdllation of
alarm/communications systems in al loca authority houses for
the elderly was identified and a recommendation was made to the
local authority in this regard which was adopted as part of locd
authority policy.

- Problems experienced in respect of the Department of Socid
Wdfare Allowance for family carers of elderly persons were
highlighted with specific reference to (@) the need for broader
eligibility criteria and (b) the need for the involvement of health
board personnel in assessing entitlement to the alowance. This
issue was brought to the attention of the Department of Socid
Welfare.

- The attention of the South-Eastern Health Board was drawn by
the project to the need for changesin the organisation and funding
of the home help service in the area.

- A range of transport needs of elderly persons in the project area
was identified and representation was made to the Health Board
and to Bus Eireann in this regard.
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—~ A need for better planning and co-ordination between statutory
agencies in respect of the development and operation of voluntary
housing schemes for the elderly was identified as was a need for
better rationalisation and liaison in regard of the various repairs
and maintenance schemes in operation in respect of dwellings
occupied by elderly persons. These issues were brought to the
attention of the National Council for the Elderly.

— The need to ingtall alift in one of the district hospitalsin the area
and a related proposa that some long-stay beds for the elderly
should be provided in the same hospita was highlighted by one
of the local committees and a recommendation was made to the
South-Eastern Health Board in this regard. However, no action
was taken by the board during the life-time of the project.

- The co-ordination of voluntary efforts in locd areas in respect of
elderly persons so asto avoid unnecessary overlap and duplication
(for example, the rationdisation of voluntary agency help for
elderly persons a Christmas time) was addressed by some of the
project loca committees.

- Some of the service needs of individua elderly persons and
problems associated with these were brought to the attention of
the relevant agencies and personnel.

- A need to st up a localy-based unit to cater for the elderly
mentally infirm, particularly those suffering from Alzheimer's
disease, was identified and discussions with the South-Eastern
Health Board and the Alzheimer Association were instigated in
this respect.

— Socia/environmenta issues affecting the qudity of life of older
people were identified and brought to the attention of the respec-
tive agencies. These included:

public seating;

® public transport services,
® closure of rura post offices;
]

L J

legal advice to and representation for older persons;
dectricity and telephone charges.

- An information and video library on issues relating to older
people and to the process of ageing was established.

4.6 Project Development Workers

The pilot project Terms of Reference (National Council for the Aged,
1987) stipulated that "an officer of the health board be seconded on a
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full-time basis to promote the project in the various sub-areas, during
the fird year a least” (p. 7). This requirement was considered by the
statutory personnel involved in the initid establishment of the two
projects. In both instances the secondment of an officer for this task,
while desirable in principle, was considered to have been out of the
question in the existing climate of budgetary restraint and gaff cutbacks
in the statutory sector. However, there was a general consensus in both
areas a the time that the pilot projects would be worthwhile and that
they should be established even without the services of a full-time officer.
Indeed, there was aso a clear recognition that no additional resources
could be made available from any source for the pilot projects. The
choicewas seen as clearly being between establishing the projectswithout
additional resources and, specifically, without the services of a full-time
worker and not establishing the projects at all.

During phase one of the projects, the non-availability of a statutory
officer working full-time on each project came to be recognised as a
sgnificant problem in both projects. This issue was brought to the
attention of the Nationa Council for the Aged by the project evaluation
team who in turn raised the issue with the Department of Health in
April 1988. The Council asked the Department to consider making
additional funds available to the two health boards concerned for this
purpose. The Department did not accede to this request but did com-
municate the Council's concern to the two health boards involved. The
project steering committees had aso entered into negotiations with
senior executive personnel in their respective health boards with a
view to having funds allocated for the deployment of full-time project
development workers.

In the case of the Dun Laoghaire project, the Eastern Hedlth Board
made funds available for the employment of a project development
worker on a temporary contract basis and the appointee took up the
post in November 1988 for an initial period of one year. The contract
for this appointment was reviewed on an annual basis and renewed to
cover the period up to the end of the project. The resolution of the
problem proved more difficult in the Tipperary S. R. project with the
South-Eastern Health Board being unable to alocate funds for a project
development worker. Efforts to recruit such a person under the Socid
Employment Scheme during 1988 were unsuccessful. At the beginning
of 1989 the South-Eastern Health Board made funds available for
defraying the expenses of a project development worker operating on a
part-time voluntary oasis and an appointment on those terms was made
in February of that year. This appointment continued until June 1990
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and in January 1991 the South-Eastern Health Board appointed a full-
time project development worker for the remainder of the project.
The contribution of the project development workers is discussed and
anaysed in 7.4 below.

4.7 Inter-Project Meetings

During the course of the pilot projects four inter-project meetings
were held involving committee members, steering and local, from both
projects. The purpose of these meetings was to afford project personnel
an opportunity to meet their counterparts, to provide a forum where
common issues could be articulated and explored and to facilitete the
exchange of information between the projects.

Some specific issues relating to the project committees were addressed
a the joint meetings:

« the need for training/education in committee procedures;

« the need for statutory personnel to be given work time to engage
in project committee work;

* the need for more direction for project locd committees;

« the need to review project committee membership, with particular
reference to increasing the representation of the voluntary sector.

Some general issues affecting service co-ordination were aso identified:

 the problem of insurance cover for volunteers/voluntary groups
providing services on avoluntary basis;

« the need for a review and a broadening of the criteria for eigibility
for the Department of Socid Welfare Carers' Allowance;

* the need for the provision of a more comprehensive sysem of
transport provision for elderly persons, particularly transport to
day care centres and to outpatient clinics;

« the need to address specific environmental issues, e.g. access and
seating facilities which would enhance the quality of life of frail
dderly persons.

The inter-project meetings would appear to have been of some assistance
to project personnd. In particular, a two-day joint workshop held in
October 1991 provided an opportunity for participants to reflect on the
project experience, to identify factors which both enhanced and hindered
the working of the projects and to agree joint recommendations in
respect of the future development of a co-ordinated approach.
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4.8 Summary

This chapter has set out the proposed committee structure and agreed
working objectives of the pilot projects. It has described the initial
establishment, actual committee structure and programme of work of
the two projects. Reference has been made to problems encountered in
respect of the implementation of the Terms of Reference in regard to (i)
the secondment of gaff by the statutory bodies to project committees
and (ii) the carrying out of needs assessment and god setting tasks as
envisaged in the Terms of Reference. The key issue of the deployment
of a full-time officer was eventually resolved by both projects, by the
Dun Laoghaire project in November 1988 and by the Tipperary SR.
project in January 1991. These issues will be elaborated and discussed
further in Chapters Five and Seven below. While the committee structure
put in place in both projects was generdly in accord with that set out in
the Terms of Reference, there were many changes in the membership of
most of the committees during the course of the project. Members' views
on the structure, membership and functioning of the project committees
will be presented in Chapter Five.

During the four-year period of their existence the two pilot projects
established and consolidated basic committee structures. Each project
engaged in a programme of work which, though not as ambitious as that
envisaged in the Terms of Reference, was practicable in terms of the -
resources available and the circumstances that prevailed. Day care
centres were established, voluntary sheltered housing schemes were
instigated, the issue of support services for family carers was addressed
and a number of key policy issuesin respect of service co-ordination and
the elderly were highlighted.
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CHAPTER 5

The Experience and Perceptions of Pilot
Project Committee Members

5.1 Introduction

This chapter sets out the experience and perspectives of the project
committees in respect of the establishment, development, programme
of work and outcomes of the pilot projects. It presents the findings of
interviews held with committee members and development workers in
both project areas’. The interviews with local committee members were
held during May 1991 and those with steering committee members were
held during September and October of 1991. Five locd committee
members who were aso on the steering committee in their capacity as
chairpersons of their respective locd committees were interviewed
during May 1991. The pilot phase of the projects ended in December
1991. The interviews were carried out using a semi-structured interview
schedule and each interview was of one to one and a hdf hours duration.
The researcher was assisted in this task by a second interviewer. The
classfication by sector of dl committee members interviewed is
presented in Table 5.1. Twenty-three steering committee and 62 locd
committee members were interviewed.

The findings of the interviews with committee members are sat out in
respect of (i) the project steering committees and (ii) the project locd
committees. Respondents' views are presented under the following
headings: initid establishment of project; relationship of project to
parent statutory bodies and services, membership and structure of the
project committees (including the actual membership, operation of the
committees, development of a programme of action, liaison between
the steering committees and loca committees and resources); and
achievements of the projects. There were a variety of views expressed

‘A more comprehensive account of these findings in respect of each of the project
committees (two steering committeesand Sx loca committees) is provided in Co-ordinating
Servicesfor theElderlyat Local Level: The Experienceand Per ceptions of Project Committee
Members which is available from the National Council for the Elderly.
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by committee members in respect of many of these topics and these are
ranked in order of priority as given by the respondents. Differences in
perception and emphasis which emerged are identified. Finaly, the
chapter summarises the key issues as identified by the respondents.

5.2 The Steering Committee Perspective
5.2.1 Initial Establishment of Project Seering Committees

Of the twenty-three steering committee personnel interviewed, twelve
(eight health board officers, one locd authority officer, one consultant
physician in geriatric medicine, a geriatric hospital medica officer and
the project devel opment worker, who was then amember of the National
Council for the Aged evaluation team were involved during the initia
establishment of the project.

Steering committee members were asked by the interviewersto comment
on the initial establishment of the pilot project in their area. The mgjority
of members expressed the view that the methods used for establishing
the project were unsatisfactory. Three aspects of this were identified as
being particularly problematic: (i) the failure to acknowledge the
resource and time implications at the outset; (ii) the absence of a
comprehensive induction programme which would have examined in
detal the project Terms of Reference, considered the resource and time
implications and pointed to some of the potentia difficulties likely to be
associated with such an undertaking; (iii) a feding on the part of some
local health board personnel that the project was imposed on them from
the top without adequate consultation and (iv) various personality factors
which led to less than satisfactory committee functioning during the early
stages of the project.

A number of members expressed the view that the project's practica
implementation was not thought through sufficiently in terms of aims,
resources and administrative arrangements and that this resulted in alot
of unnecessary confusion at the outset about the task in hand and in a
high leve of frustration. A contrasting view articulated by a minority of
steering committee members was that the approach adopted to the
establishment of the project was functiona in terms of getting the project
off the ground. According to this perspective, a long lead-in/induction
process would have inevitably raised mgor problems about resources
which would have resulted in a reluctance or unwillingness on the part
of some key personnel to become involved. Thiswould amost certainly
have meant that the pilot project would not have got off the ground.

Members were asked to comment on the adequacy and appropriateness
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of the project Terms of Reference. There were a range of views on the
Terms of Reference. from the mgjority who considered they were much
too vague to those who fdt they were adequate but over-ambitious. All
members fet that more preparatory work should have been done in
repect of expanding and applying the Terms of Reference and in clari-
fying administrative structures before the project committees were put
in place. It was dso fdt that the Departments of Hedth and the
Environment should have been involved in drawing up the Terms of
Reference, the provision of resources and in ingtigating the pilot projects
in the selected areas.

There was a strong feding that one person should have been assigned
overdl responshility for the project in each pilot area on a full-time
basis a the outset and that this person should have had executive
responsibility for the day-to-day running and overall development of the
project. It was fdt by some members that many of the early problems
encountered would have been avoided if such a project leader had been

appointed.

5.2.2 Relationship of Project to Parent Statutory Bodies and Services

Steering committee members acknowledged that the initid estab-
lishment of the pilot project co-incided with and to some extent reflected
an emerging emphasis in various policy documents on the need for
service co-ordination a loca leve. In the case of the Eastern Hedlth
Board, it was felt that the 1989 Policy Document. Services for the Elderly
(Eastern Hedlth Board, 1989) gren out of the underlying philosophy
and early experience of the pilot project. There was a general consensus
among committee members that there was a very high level of goodwill
toward the project on the part of statutory members involved. It was
fdt that this goodwill carried the project through difficult times and
ensured its survival when no progress was evident. The statutory officers
involved considered that they gave as much time as they could to the
project, bearing in mind their various other responsibilities and that this
was indicative of their commitment to the project. The time input of
statutory gaff over the four-year period was considered to have been
quite substantial. The majority of members felt that the statutory bodies
co-operated with the pilot project in dl cases where such co-operation
was feasible.

There was agreement that statutory support for the project improved as
it evolved. Evidence for this cited was the provision of funds for project
development workers, the greater availability of work-time for com-
mittee meetings and the funding of ajoint project workshop. However,
some committee members considered that in practice the project was
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quite periphera to the mainstream work of the statutory bodies and that
it did not really impinge on the service delivery process. This latter
observation was illustrated by members by reference to a number of
factors.

(i) The respective hedlth boards and loca authorities at planning
level continued to develop their own policies separately with
little reference to each other or to the pilot project.

(i) There was an absence of resources to deal with service gaps
identified by the project.

(iif) Statutory budgets and g&ffing levels were drawn up at central
level and were not generaly re-negotiable. This meant that the
project had to act within statutory policies and budgets already
determined. This limited the scope of the project.

(iv) Statutory officers, particularly those on the steering committees,
were perceived by other committee members as having a conflict
between their roles as statutory agency personnel and their roles
as members of the project committees. Members commented
that this conflict of interest had a somewhat negative impact on
the way steering committees approached their task and on the
way issues were defined. Here, it was noted that the steering
committee chairpersons were a dl times officers of either the
health board or local authority.

Overdl there was a range of views among committee members about
the nature of the relationship between the project and the statutory
bodies. Some members considered that there was a high level of com-
mitment towards and interest in the project and that the experience
of the projects would be very vauable in informing future service
development in respect of the elderly. Others fdt that there was a
commitment towards a co-ordinated approach but not towards the pilot
project. A minority of members considered that the statutory bodies
took the view that possibly some ussful lessons might be learned from
the pilot project and. if not, very little would have been lost in any case.

5.2.3 Member ship and Structure of Project Steering Committees
Membership

The membership of the Dun Laoghaire project steering committee
conssted of sx health board officers, (four from the community care
programme with two of these being members in their capacity as loca
committee chairpersons), one loca authority officer, one representative
of the private nursing home sector, one voluntary sector representative
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(nominated by the Society of St. Vincent de Paul) and one consultant
physician in geriatric medicine. The membership of the Tipperary SR.
project steering committee was as follows: the director of community
care, the superintendent public hedth nurse, the senior area medica
officer, the community care administrator, the loca authority housing
officer, a representative of the voluntary sector and the medica officer
of the geriatric hospital serving the catchment area. In addition, two
public health nurses, a community welfare officer and a voluntary sector
representative were members in their capacity aslocal committee chair-
persons. The project development workers, whose appointments were
funded by their respective health boards, attended al steering committee
mestings.

Commenting on statutory representation on the steering committees,
members felt that in genera this levd of membership was satisfactory
in that it reflected the various component and interrelated parts of the
caring and service provison network.

There was a general feding that the hospital side of the health services
was not adequately represented on the steering committees. Rep-
resenting the hospital sector was identified as being a particularly com-
plex question because of the various dimensions to the service. Members
aso fdt that the psychiatric services should have been involved, at least
in a consultative capacity. In this context it was noted that both steering
committees had made a decison early in their existence to bring in a
psychiatrist on a consultative basis but that this never happened in
practice.

On the question of locd authority representation on the committees,
mos members considered that the level of representation wes satis-
factory given that the housing officer was a key person in respect of
sarvices for the elderly. Some members, however, were of the view that
the project might have had a higher profile with the local authorities if
more senior officers were on the committees.

There was a consensus among committee members that the voluntary
sector representation was less than satisfactory at steering committee
level. The fact that there was no overall umbrella group for voluntary
agencies meant that the steering committees would have needed to
engage in a developmental process in order to identify appropriate
representatives of the voluntary sector. There was adso a consensus
among committee members that the involvement of the private nursng
home sector on the committees was less than satisfactory. In the case of
the Tipperary S.R. project there was no representation of this sector on
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the steering committee and the involvement in the case of the Dun
Laoghaire project was regarded as peripheral.

In summary, membership of the project steering committees was
regarded as not entirely satisfactory. The general hospital sector and
the psychiatric services were considered not to have been adequately
represented. The involvement of the voluntary sector and private sector
on the steering committee was aso regarded as less than satisfactory.

Operation of the Committees

A range of views were expressed by committee members in respect of
the operation of the committees. The mgjority of steering committee
members expressed the view that their committee did not function as
effectively as it might have, particularly during the early stages of the
project when there was what one member described as an "unbusiness-
like approach” to the committee. Factors identified by members as
impinging on the work of the committees during the early stages were:

(i) insufficient concentrated time being given by members to the
work of the committee:

(i) the absence of an identified person with responsibility and time
to progress the work of the committee;

(iii) over-emphasis during the initid stages on a god-setting
approach as envisaged in the project Terms of Reference which
demanded data collection and data analysis skills which were
not available to the committees:

(iv) the absence of resources to address service gaps identified;
(v) persondlity differences between members;

(vi) failure to adopt clear committee procedures and rules and to
process issues brought to the attention of the committee
members.

The generd view of members was that many of the initial problems
encountered by the committees were resolved over time as people got
to know each other, as the task of the committee became more clearly
defined and after project development workers were appointed.

Most members felt that the absence of development workers during the
first year of the project greatly affected the operation of the committees.
It was fdt that some important issues were logt because there was no
one with the time available to process them. Most respondents fet that
the situation improved when development workers were appointed.
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A number of members pointed to the fact that the steering committees
did not have executive power and lacked a forma input into heath
board and locd authority policies, and. therefore, were quite limited in
their operation even if it were possible for them to generate and progress
innovative ideas and plans.

A comment made by a smal number of members in respect of the
operation of the committees was that, as aready stated, there was a
conflict of interest between some statutory representatives' roles as
steering committee members and their role as statutory officers. It
was fdt that some had difficulty representing a steering committee
perspective in cases where it differed from their own statutory agency
policy on a particular issue.

Two contrasting views emerged in members' overall assessment of the
operation of the committees. Firstly, there was the view that in general,
the steering committees worked wdl within the obvious constraints
which existed, that it was a good experience and that the committee was
a "useful forum to toss around ideas and thoughts and raise important
issues." The second view was that four years was far too long for so little
achievement and that the committees never redly operated effectively
or came to terms with their task.

Developing a Programme of Action

The project Terms of Reference did not set out a programme of action
for the project but rather implied that such a programme would be put
in place. Consequently, the task of setting goas and targets for the
project fdl to the project committees. The general view of committee
members was that this proved a considerably difficult task. Efforts to
put in place a programme of action during the early stages of the project
were regarded by al members as having been less than satisfactory. A
number of reasons were cited for this:

(i) The approach to needs assessment implied in the Terms of
Reference and set out by the project evaluation team was totally
unredlistic in terms of the resources available.

(ii) The concept of goal-setting was too vague, too far removed,
and outside the experience of many of those involved in the
committees. In such a situation more immediate problems and
issues took precedence in committee discussions.

(iif) Committee members had a lot of difficulty in coming to terms
with what was meant by a co-ordination orientation as digtinct
from a single discipline/agency orientation.
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(iv) There was no individua who took overall responsibility for
drafting a programme of action.

(v) There was a lack of consensus among members as to what were
the priority issues.

There were divergent views among committee members as to whether
the steering committees succeeded in putting in place a satisfactory
programme of action. The mgjority of members of each steering com-
mittee considered that they were only now (during the find sx months
of the project) a a stage where a goal-orientated approach could be
adopted. A number of members considered that very useful work on a
range of issues was undertaken by the steering committee after the initial
gx to nine months and that this in effect constituted a programme of
action.

Members fdt that the working method adopted by the committees which
consisted of a more ad hoc approach to issues and problems was ussful
in its own way. As one member put it. "the steering committee was a
forum where | could raise issues affecting my work." A number of
important issues were investigated and considered and, where possible
and within the ambit of the steering committee's power, action was
taken. For example, in the Tipperary S.R. project a number of members
considered that the putting in place of a mechanism for drawing up and
maintaining an elderly at risk register in the area wes a very useful
undertaking. It was dso pointed out that the steering committees facili-
tated as much as possible the projects and schemes undertaken by the
project loca committees. In the case of the Dun Laoghaire project, it
was generally acknowledged that the Fina Report on the project, being
prepared by the steering committee, was a most ussful exercise which
would draw together the work of the project and would be a very
vauable planning document on which an ongoing co-ordinated approach
to senvice provision could be based.

Relationship between Steering Committee and Loca Committees

Steering committee members were asked to comment on a strong view
emanating from the interviews with locd committee members that
the steering committee was mogt ineffective in respect of directing,
facilitating and supporting the work of the loca committees (See 5.3.3
below). The mgority of steering committee members agreed that the
relationship with the local committees was less than satisfactory through-
out. They fet, however, that some of the difficulties encountered a the
beginning of the project were resolved as the project evolved. Other
members expressed the view that the difficulties were exaggerated by
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the locd committees and that there was a tendency for the loca com-
mittees to project their own problems on to the steering committee. It
was dso fdt that the steering committees' own uncertainty and lack of
clarity about the project during the early stages communicated itsdf to
the locd committees.

Some of the committee members fdt that some of the difficulty arose
because the locd committees had a misconception about the role and
authority of the steering committees and were under the impression that
they had much more power than may actually had in practice. These
members pointed to the actual powerlessness of the steering committees.

On the overal question of guidance and direction to the locd com-
mittees, members fdt that it was only in retrospect that the steering
committees came to recognise that the loca committees required more
direction and that this should have been provided for the local committee
chairpersons early on in the project. The mgjority of steering committee
members considered that the loca committees were established too soon
in the project's existence and before any overdl plan for the project was
worked out. They expressed the view that more specific directives should
have been given to the locd committees at the outset. A small number
of members took the view that it was right to give the locd committees
a free hand a the beginning and dlow them to define their own par-
ameters and priorities within the context of a broad set of guidelines as
st out in the Terms of Reference (National Council for the Aged. 1987).

Resources

Steering committee members were asked to address the issue of project
resources and the extent to which this issue impinged on the development
and working of the project. On the question of genera secretarial and
administrative back-up and support for the project, some members
consdered it quite satisfactory. Other members considered that sec-
retarial back-up was totally inadequate. An example of this inadequacy
noted by a number of members was the absence of effective secretarial
support for the project development worker and for the locd com-
mittees.

There were also divergent views as to what effect the lack of a ecific
budget had on the project. The mgjority of members expressed the view
that the availability of a specific budget for the project would have
helped the committees to define parameters and engage in some level
of innovative thinking. As one member stated, "funding is an integral
part of planning”. Other members, however, fdt that funding was not
amgor problem and that no coherent proposal/scheme was logt because
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of a lack of funding. On the issue of funding for training for the project
participants, some members considered that such training was not a
priority while others fdt that funds for such training should have been
provided as a priority at the outset.

There was general agreement that the climate of financia stringency and
cutbacks which pertained when the project was being established did
not help. Committee members were aready overstretched in their own
work and there was no back-up or reief for time alocated to project
work. This meant that the committee members could not devote an
adequate amount of time to project work and frequently the only time
given by members to the project was attendance at meetings.

Mos members fdt that the presence of development workers con-
tributed significantly to the work of the project. In the case of the Dun
Laoghaire project, some members fdt that the development worker's
role did not develop as it might have and that much of the time that
might be spent on development work was used up on secretarial tasks.
The issue of project development workers is considered further in 7.4
below.

Commenting on the role of the National Council for the Elderly, the
majority of steering committee members considered that the role of
Council's evaluation team had been a postive one and. in particular,
had helped to maintain a momentum in the project during the early
stages of its existence. (See 34 above). Some members did state,
however, that initidly they were unsure as to what precisdy the role of
the Council was. Some of this uncertainty was seen as relating to the
fact that the evaluation team adopted an action research approach which
involved some developmental work during phase one. Most respondents
fdt that the Interim Evaluation Report (Browne. 1989). prepared by the
evaluation team at the end of phase one. did not have any marked impact
on the project. The report was seen as one which raised substantive issues
but requiring detailed consideration which the project committees did
not have time to give it. The Consultative Committee on Co-ordination
established by the Council in March 1990 was regarded as having been
a useful development at the time but as not having achieved very much
in concrete terms. Some members expressed the hope that some of the
issues brought to its attention and referred to the Department of Health
would in time be addressed. The Interim Evaluation Report and the
Consultative Committee on Co-ordination are considered further in 7.5
below.

A number of members pointed to the amount of time given by members
to the project over afour-year period as a mgjor contribution of resources
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even dlowing for the fact that the only sgnificant time involvement for
mog members was attendance a committee meetings.

On the genera issue of resources, a number of members considered that
some of the frustration experienced by the committees arose because
the process of identifying service needs and service gaps implied in the
Terms of Reference created unrealistic expectations which could not
conceivably have been met out of existing resources.

524 Achievements of Project

Steering committee members were asked to identify the achievements
of the project. The achievements mentioned are set out here under four
headings — improvements in co-ordination, implementation of steering
committee functions, teamwork and information exchange and. finally,
generd achievements.

Improvements in Co-ordination

There was a general consensus that the project built on and developed
the aready good ad hoc working relationship that existed on the ground
between the health board and locd authority in both project areas.
There were mixed views among members as to whether there were any
improvements in the relationship between the health board programmes
in respect of providing services for the elderly in the two areas. Some
members fet that a good working relationship had developed, others
were of the view that small-scale improvements had been achieved which
could be built upon and a minority of members fdt that there were no
improvements in the relationship between the programmes. In the case
of the Dun Laoghaire project, most members fdt that the relationship
between the office of the co-ordinator of services for the elderly and
community care personnel had improved considerably. However, some
members were of the view that improvements in co-ordination that
occurred on the ground were not reflected a the higher management
levels of the health boards involved.

With regard to liaison between voluntary: services and statutory services,
there was genera agreement that some improvements and important
beginnings were made in this respect. However, some members
expressed the view that improvements were only at the leve of infor-
mation exchange and that there were no improvements at the policy
input level. On the question of improvements in co-ordination and
liaison between voluntary services themselves, it was fdt that very little
happened in this area and that much more work was required. It was
generdly recognised that the general practitioner service, a key aspect
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of community care, was not a al adequately involved in the project. A
similar view was expressed by most members in respect of involvement
of the private nursng home sector in a co-ordinated approach. All
members aso expressed disappointment at the failure to involve family
carers more effectively in the project.

Implementation of Steering Committee Functions

The mgjority of members considered that the steering committees did
not either systematicaly address or carry out these functions. While it
was fdt that during the early stages of the project efforts were made to
asess the needs of the ederly in a systematic manner, this process was
not developed or followed through. For example, it was pointed out that
various service needs were identified but could not be met. Some
members fdt that these functions were carried out to a limited extent
and in an informa manner. They pointed out. for example, that sub-
missions and recommendations were made to relevant bodies on a
number of issues. It was adso stated that some committee members in
their ordinary statutory- capacities would have carried out to an extent
some of the functions assgned to the committees. The mgority of
members fdt that the main planning function of the steering committees
did not materiaise in either project and that, while some efforts were
made to identify priorities, no general consensus or plan of action
emerged. Indeed, some members questioned whether a committee set
up without any formd statutory base could in any meaningful sense have
carried out the planning function. A smdl number of members stated
that they were not familiar with the functions of the steering committee
as st out in the Terms of Reference.

Teamwork and Information Exchange

There was general consensus that the personnel on the committees
developed good interpersonal and working relationships. On the ques-
tion of personality differences on one of the steering committees, one
member expressed the view that "it was a mgor achievement that we
learned to tolerate each other". It was adso generaly considered that
communication and information exchange between the various per-
sonnel involved in the committees improved considerably and that
members developed a more comprehensive view of services and needs.
However, it was fdt by some members that these changes on the ground
did not have an impact on policy deliberations a higher levd in the
statutory sectors. The mgjority of members were of the view that the
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improved information exchange and improved interpersona relation-
ships that evolved would in the longer term result in better service co-
ordination. A smdl number of members were more sceptical and fdt
that people would 4ill tend to be protective of their own territory and.
as one member put it. "remain in their own professiond ivory towers'.

Genera Achievements

The main achievement of the project that emerged from the interviews
with the steering committee personnel wes that it drew together and
crested bonds between people on the ground with common interests.
Here, it was pointed out that this was the firg structured effort & multi-
disciplinary and inter-agency working in the areas and that in this regard
it was a mogt worthwhile undertaking. Another significant achievement
identified by members was the further advancement and strengthening
of the concept of co-ordination as a vita part of service provision. As
one member put it. "independent sovereign states were beginning to
bresk down". Mogt members agreed that towards the end of the project
members were more conscious of adopting a more globa co-ordination
perspective, as distinct from a single-agency or single-discipline per-
spective on services. In terms of achievement, it was dso fdt that the
project experience subtly influenced thinking in respect of policies for
the elderly and brought into focus the needs of the elderly.

5.3 Local Committee Perspectives

Locd committees were a key part of the pilot project structure and their
membership, functions and establishment have already been described.
(See 4.2 above). Essentidly loca committees were established in order
to cater for catchment areas of 15.000 — 20.000 population within the
project areas. Their main functions were to identify needs, to co-ordinate
sarvices at this level and to liaise with the project steering committees
as appropriate.

5.3.1 Initial Establishment of Local Committees

In general, respondents considered that the initia establishment of the
locd committees was most unsatisfactory. Firgtly, it was fdt that there
was no one in either project area who understood the pilot project
concept. Secondly, gaff from statutory bodies were expected to become
involved in the project committees in addition to their existing work.
This was considered by one statutory member as being "a mgor impo-
sition which was neither redlistic nor feasible". The time implications of
this involvement were not explained and were not anticipated by those
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becoming involved. Thirdly, the project Terms of Reference were fdt to
have been "too much up in the ait' and needed to be broken down,
interpreted and applied more specificaly. Fourthly, members pointed
out that many of the personnel assigned to the committees had relaively
little experience and no training in committee procedures.

There was a general feding that a lot of valuable time was wasted at the
beginning because the practica implications of putting such a project in
place were not thought through. All of the local committees experienced
major difficulties in identifying programmes and tasks. The committee
members fdt that they were effectively left, as one member put it, "to
find our own way". This resulted in the committees floundering for much
of phase one (up to the end of 1983) despite making substantial efforts
to come to grips with what the project was about. There was no one
person in either project area with clearly designated responsibility for
directing and ordering the work of the loca committees from meeting
to meeting. Committee members fdt that there should have been an
induction process, for example, a one-day seminar, through which par-
ticipants in the project would have had an opportunity to examine in
detail the Terms of Reference and to daify issues. There was genera
agreement among members that one statutory person should have been
given responsihility for clarifying the Terms of Reference before the
committees were established. Some members aso felt that more specific
targets should have been st out in the project Terms of Reference and
possible options identified.

5.3.2 Relationship to Parent Statutory Bodies and Services

There was a genera consensus on the part of the local committees
that the parent statutory bodies supported the pilot project concept in
principle. However, some were unsure of the role of the loca authorities
and sawv their involvement as somewhat peripheral. Respondents pointed
out that the fact that the project was established at a time of severe
budgetary constraint in the statutory sector had a sgnificant bearing on
the development of the project. It was not possible to alocate time for
project committee work and the view was expressed by some statutory
personne that the project was seen as getting in the way of normal work
and was an unacceptable drain on already overstretched resources.

There was a general feding that at senior management level both the
loca authorities and health boards gradualy came to accept the merits
and advantages of a co-ordinated approach to service provison and that
this resulted in greater recognition been given to the pilot project by the
statutory agencies involved. However, some wondered if the statutory
interest which emerged at locd level was reflected "higher up in the
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system”. While there was a strong bdief among respondents that there
was a high level of information exchange and working together a an
informal level and while people on the ground developed improved
working relationships, the general concluson of committee members
was that the pilot project remained outside the mainstream of statutory
service provision.

Many committee members expressed the view that the statutory bodies
involved did not take clear responsibility for ensuring that the project
developed and that problems identified were resolved. This was fdt to
be particularly the case during the early stages of the project when the
problem was fet to have been compounded by a lack of clarity as to
what precisdly the role of the National Council for the Aged was in
repect of the project. Many voluntary members considered that the
voluntary representatives should not be expected to take the lead in
such pilot project committees established by the statutory sector.

5.3.3 The Structure and Functioning of the Local Committees
Membership

The actua membership of the locd committees in each project area is
st out in Figures 4.2 and 4.4 above. There was a genera feding on the
part of those interviewed that the committees were top heavy with health
board personnel. However, it was fdt that this was somehow inevitable
because of the central role of the health board in service provision.
Locd authority involvement and participation was generaly regarded as
appropriate to loca authority responshbilities in respect of the elderly
and, a any rate, as dl that was practicable in the circumstances. While
ome  statutory  representatives saw  committee  membership as an
unnecessary chore, the main area of complaint was that statutory rep-
resentatives had not time to devote to committee work. This resulted in
most unsatisfactory committee procedures, particularly during phase
one.

The overdl view of committee members was that voluntary sector
involvement in the committee was less than satisfactory. Difficulties
were experienced in recruiting voluntary sector representatives. While
a number of individuals were perceived as having made very useful
contributions to the work of the committees, the broader voluntary
sector representation envisaged in the project Terms of Reference did
not materialise. Also, with the exception of two committees, family
carers were not considered to have been adequately involved in the
committee process.

Respondents considered that the involvement of the general practitioner
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savice in the project was quite unsatisfactory and regarded this a
significant shortcoming. While a smal number of individual genera
practitioners made useful contributions to the work of the committees,
this involvement was on an individud basis only and did not create any
systematic links with the overall general practitioner service in the
project areas.

The Operation of the Loca Committees

The view of the mgority of committee members was that during the
first two years of the project the committees, with one exception,
operated without direction or focus. The meeting structure during the
early stages was fdt to have been too informd with meetings being
"sgueezed in during lunch-times' and with little or no preparation or
folow through between meetings. The problem was stated by one
committee member as follows. "There was areal sense in which people
were not redly expected to carry out tasks between meetings because
they did not have the time." This meant that there was no guarantee
that tasks agreed and assigned at meetings would be carried out. In
addition, there was the problem of people "still being in another reality
when attending meetings.”

The following were listed by committee members as additional factors
which affected the operation of the committees:

(i) lack of direction and feedback from the steering committees —
as one member put it, "the steering committee was as much at
sea asourselves';

(i) lack of resourcesto deal with gapsin service provision identified;

(iii) the fact that some committee members saw themselves as
observers rather than participants;

(iv) the lack of committee sKills.

Committee members were of the view that the operation of the com-
mittees improved considerably as time went on and during thefinal year
of the project was quite satisfactory despite dl the shortcomings referred
to. There was a consensus among the Dun Laoghaire project loca
committee members that two-day training courses undertaken by com-
mittee members were particularly helpful in this respect.

Developing a Loca Committee Programme of Action

At the outset, each loca committee was asked by its project steering
committee to put in place a programme of action for its catchment area.
This was experienced as a difficult and time-consuming process which
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contributed to high levels of frustration among committee members.
The general feding was that much time was wasted during the firs two
years of the pilot project with very little of a tangible nature being
achieved. The process of assessing needs, as stipulated in the Terms of
Reference, was regarded as too complex. Members stated that they
experienced much frustration and confusion because they felt unable to
identify a practical programme of work. Initially, some of the committees
held considerable expectations about what the local committee could
achieve and it took a long time to accept a more modest set of goas and
ams. Eventually the schemes adopted by the committees, while seen as
worthwhile, were generally far short of the more ambitious expectations
of the beginning of the project. Some members raised the question as
to whether some of the schemes put in place by the committees were
undertaken in response to clearly identified needs or in order to ensure
that a committee had something tangible to show for its efforts.

The overall view was that, while the schemes undertaken were worth-
while in themselves, they did not congtitute an adequate programme of
action for the locd committees in either project area over a four-year
period.

Liaison between Loca Committees and Steering Committee

The issue of liaison between the steering committee and local committees
was one with which loca committee members were particularly con-
cerned. In general, locd committee members fdt the local committees
were left too much to their own devices, particularly during thefirst year
of the project. The feding of most members was that the steering
committees should have done much more to give the project focus and
direction and to provide a context for the work of the loca committees.
Asone member put it, "there was no overall sense of direction from the
top.*

Some of these problems were remedied in part with the deployment of
development workers and when locd committee members were co-
opted as members of the steering committees. However, there was a
generd feding that because the steering committees had difficulty in
developing their own goas they were unable to provide a sense of
direction or support to thelocd committees. The problem of the relation-
ship between the steering committees and the local committees remained
unresolved and a dgnificant proportion of loca committee members
expressed the view that this inhibited the development of the project.
Some members had no contact with the steering committee at dl and
remained uncertain as to what the role of that committee was intended
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to be. Consderable frustration was expressed that the steering com-
mittees had failed to fulfil the supportive and motivating role expected
by the locd committees and that the problems in the relationship had
only been partialy resolved.

Locad Committee Resources

The question of resources for the loca committees was considered by
respondents to be one of crucia importance in respect of the develop-
ment of the project. Firstly, the lack of a specific budget for the loca
committees was fdt to have had a dgnificant limiting effect on the
committees. The mgjority view was that the presence of specific
additional funds would have focussed discussions, stimulated interest,
ideas and research and boosted morale among committee members. As
one committees member stated, "you cant plan without a budget."
Secondly, the ability of statutory personnel to work effectively on the
committees was severdly curtailed because of time constraints. Statutory
representatives stated that in general they "did not have time to reflect
on committee matters or do committee work between meetings' and
that, for example, committee chairpersons and secretaries rarely had
time to meet between meetings in order to discuss agendas or progress.
As one statutory representative stated, "my own job had to come first"
and another, "we had to do the project work at home" and "meetings
were squeezed in during lunch-time." While time for project work
became a little more feasible as the project evolved, statutory personnel
stated that they continued to be very pressurised in their work and.
consequently, could not give the project the level of consideration it
required. Thirdly, secretarial back-up for the committees was considered
by members to have been very unsatisfactory. There was no localy-
based secretarial back-up and the concept of busy professiona people
having to do secretarial work was regarded as a very bad use of time.
Mogt of the locd committees did not have funds for even the most
basic of secretarial services. As one member stated, "we weren't even
alocated money for stamps.” Fourthly, it was fet that the fact that
sarvice improvement was generally not financialy feasble had a dam-
pening effect on the committees and militated against the devel opment
of ideas. As one member put it. "the project was established at the
lowest point in the cutbacks.”

While the absence of satisfactory resources was generally considered to
have had an overal negative impact on the committees, one statutory
member expressed the view that scarcity of resources was acharacteristic
of the real world of service ddivery and that it was important that the
project committees had the experience of operating in this real world.
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Committee members were asked to express their views on the role of
the project development workers. Members fet that the absence of
development workers a the beginning of the project was a maor
drawback. In the case of the Dun Laoghaire project the presence of the
development worker was regarded as a very positive contribution to the
work of the committees. A similar fegling was expressed in respect of
the presence of the development worker in the Tipperary SR. project
even though members fdt it was too early to say because the full-time
development worker had only been in post for four months at time of
interview, (May 1991). On the role and contribution of the Nationa
Council for the Elderly, it was fet that the Council's evaluation team
put in a lot of effort during phase one to get the committees working
and maintain the project in existence. Some members fdt that the
Council should have been much more directive and should have, for
example, set out possible options for the committees. The Interim
Evaluation Report (Browne, 1939) compiled at the end of phase one
(December 1988) was regarded, by those who were aware of it (hdf of
the members) as having helped somewhat by pointing to the postive
achievements to date and placing the problems in a broader context.
Commenting on the role of the Council's Consultative Committee on
Co-ordination, established in March 1990, members were generally not
optimigtic that it would achieve much.

5.3.4 Achievements of the Local Committees

Each of the local committees engaged in a number of pecific tasks which
have been described in Chapter 4 above. While the committees did not
systematicaly address the functions of the local committees as set out
in the Terms of Reference, (see 4.2 above), there was a fedling among
committee members that from a retrospective point of view these func-
tions were carried out on an ad hoc basis and to some extent and that
in an informal way the committees did help to co-ordinate services. It
was pointed out, for example, that many relevant service issues were
raised and discussed by the committees. It was felt generally, however,
that a more systematic approach to these functionswould have improved
the work of the committees.

The main achievement identified by committee members was improved
communication on the ground and better channels of communication
between those working with the elderly. Getting to know peopleinvolved
in other services and agencies and being able to put "faces on names"
was regarded as a very postive development. In generd, it was felt
that as a result of the project people providing services who wouldn't
otherwise meet were now meeting on a regular basis. This resulted in
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people getting to know and understand each other's roles and pressures
better, which was fdt to have made a useful contribution to teamwork
between various service personnd. It was dso fdt to have resulted
in improved information exchange. Representatives from the various
agencies and disciplines involved were exchanging information and ther-
eby getting a broader overal picture of issues and problems. Voluntary
sector representatives in particular fdt they learned a lot by being
involved in the committees.

There was an overall consensus that as a result of the project a greater
understanding of service co-ordination and the real problems associated
with it emerged. However, there existed mgor problems in respect of
sarvice co-ordination which 4ill required to be addressed. Members fdt
that co-ordinating services was an extremely complex task and that a
vital prerequisite was the establishing of a spirit of trust and teamwork
between dl those involved. In itsdf this prior task took considerable
time and effort to achieve. There was adso a strong feding among
members that real co-ordination of services would have required a
mechanism whereby the views of the committees could have been
integrated into the actual planning process in the health board and local
authority and other relevant agencies whose jurisdiction impinged on
the lives of the elderly. No such mechanism existed. While some progress
was identified in respect of the relationship between the voluntary
and statutory sectors, some members pointed to ongoing divergent
perspectives between the sectors. It was dso felt that there was little
progress in respect of voluntary agencies co-ordinating their efforts.

Overadl, committee members fdt that relatively little was achieved of a
tangible nature. As one member put it, "people met , talked about
needs, made recommendations, but very little got done that would not
have been done without the committee." However, most respondents
considered that there were many ussful less tangible achievements as a
result of the committees work over a four-year period. The most
important of these was the "face on the name" concept referred to
above, which it was fdt was a most beneficid achievement in a practical
day-to-day manner. The fact that the project continued for four years
despite many obstacles was regarded by respondents as amajor achieve-
ment in itself. However, some questioned whether this development
would go beyond the personne involved or impinge on the overall
service structures.

5.4 Summary and Conclusion

There was a strong smilarity in the perceptions and experiences of
respondents in both project areas. In both project areas the experience
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of the loca committee personnel was somewhat different than that
of their respective steering committees. Specificaly, local committees
appeared to have experienced more strain and higher levels of frustration
than the steering committees. On the other hand, however, dl of the
locd committee members could point to some tangible achievements on
the ground.

The genera picture which emerges from the interviews with committee
members in each project area is one of a high level of personal com-
mitment to the pilot projects. Considerable efforts were made to estab-
lish, develop and maintain the projects despite very severe restrictions
on time and resources. However, despite these efforts a picture emerges
of acommittee process under strain for the duration of the pilot project.
There was a strong feding among respondents that there were many
postive outcomes from the pilot projects. The view of the mgjority of
members was that important groundwork had been carried out and that
a number of barriers between both agencies and disciplines had been
broken down. While al members regarded the pilot projects as a very
useful learning experience, some considered that what was achieved did
not judtify the amount of time and energy that had been expended.

There was a general consensus that the project committees did not carry
out the functions as set out in the Terms of Reference in any systematic
way. In general, it was considered that the type of approach to needs
assessment envisaged in the Terms of Reference was quite beyond the
scope of the resources and skills made available to the local committees.
It was agreed that the steering committees did not engage in the primary
planning function assigned to them. Rather, the projects adopted amore
ad hoc approach to programme devel opment and consideration of issues.
Most members considered that this was very worthwhile while others
fdt that it was indicative of a lack of seriousness of intent on the part of
the statutory bodies concerned. There was a general consensus that the
project Terms of Reference should have been elaborated and spelled out
in more specific terms before the projects were established and that
more preparatory work should have been done. In the case of the
Tipperary S. R. project it was fdt that more work should have been
done at the outset to involve the senior management of the South
Eastern Health Board in the establishment of the project. In the case
of the Dun Laoghaire project there was a strong feding that more
preparatory work should have been done at the locd level before the
project was initiated in the area. On the question of support for the
project loca committees from the steering committees, which was
regarded as most unsatisfactory by locd committee members, the
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majority of steering committee members acknowledged that more should
have been done to direct and support the loca committees.

The relationship of the statutory bodies to the pilot project was regarded
as one of goodwill and support in principle. This, however, was fdt not
to have been matched by either the provision of resources or support at
the higher adminigtrative levels of the agencies involved. While the
involvement of the respective health boards in the projects was clearly
evident, many respondents were unclear about the locd authority
involvement. While the local authorities were in theory jointly respon-
shle for establishing the pilot projects, their involvement, with two
exceptions, was generally regarded as being margina to the work of the
locd committees and concerned only with housing issues.

There was a general agreement that the membership of the project
committees was in practice less than satisfactory. The projects did
not succeed in effectively involving the general hospital sector or the
psychiatric services. Adequate representative involvement of the vol-
untary sector, the genera practitioner service, the private nursing home
sector, family carers or elderly persons themselves was not achieved by
either project.

On the question of resources there was a strong consensus that the
presence of project development workers was essentid to the estab-
lishment and consolidation of such aproject. All respondents considered
that the absence of a development worker in each project area during
phase one of the projects was a major omission. The time factor was
regarded as the other major problem in terms of resources. Statutory
officers, other professonas and voluntary sector representatives felt
that in practice they did not have sufficient time to devote to project
committee work and that as a result the development and focus of the
project was somewhat unsatisfactory.

While there was a genera agreement that the project experience had
been useful, a number of members considered that the committees had
achieved relatively little vis a vis their potential. While the concept of
the co-ordination project was regarded as agood one, there was a strong
fedling among respondents that it was poorly operationalised. As one
member stated, "you just don't get local co-ordination by bringing busy
professionds and nice people together".

Respondents considered that many relevant policy issues and gaps in
service provison had been identified throughout the course of the
project. Many of these had been brought to the attention of the relevant
parent statutory bodies and some issues which could not be resolved
a locd level were referred to the Nationa Council for the Elderly
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Consultative Committee on Co-ordination. In the case of the Dun
Laoghaire project, many of these issues were being included in the
Project Report which was in preparation et the time of writing and which
was seen as setting the agenda for future policy development in the Dun
Laoghaire area. The Tipperary S.R. steering committee planned to
continue meeting on a quarterly basisin order to review these issues.

Asstated above, the overall view of respondentswasthat the projects had
been worthwhile despite the various problems that were encountered. It
was considered that important beginnings had been made in terms of
developing a co-ordinated approach to service provision for the elderly
a locd level. However, there was dso a feding that much more was
required in order to advance the concept of co-ordination upwards
through the statutory organisationa and administrative system. The
positive ad hoc working relationships that had been developed at loca
levd in both projects were seen as been dependent on the individuas
involved. Many members expressed the view that the termination of the
pilot projects might also result in an end to these working relationships
unless some ongoing structures were put in place. This was fdt to be
particularly the case in respect of the involvement of the voluntary
sector. On balance, most members saw the project as having been a
very useful learning experience. However, there was a view held by a
minority of members that it was largely a waste of time and that any
achievements that had been attained did not justify the amount of time,
energy and effort that had been put in over the four-year period of the
project.

There was a general consensus among respondents that local sarvice co-
ordination and specificdly the type of committee process envisaged in
the pilot projects would be greatly enhanced by:

(i) the clear identification of redlistic tasks and gods at the outset
in accordance with available resources;

(i) the presence of a development worker from the beginning;
(iii) some induction process for committee members;

(iv) the provision of basic budgets for committees;

(v) the provision of basic training in committee procedures,

(vi) the provision of secretarial and administrative support services
and gaff time appropriate to meeting the tasks and goals speci-
fied.

(vii) the provision of resources by parent statutory bodies to encour-
age and promote co-ordinated development and teamwork.
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Overal, committee personnel were aware of the limitations of the pilot
project in terms of the resources avalable and the complex tasks in
hand. However, there was a genera sense of achievement that the
pilot project was members' firs experience of inter-agency and inter-
disciplinary working and that it survived over a four-year period during
which many useful insights were gained. This, in essence, was what
was regarded by the respondents as the pilot project's most important
contribution.



CHAPTER 6

Problems in Implementing a
Co-ordinated Approach: Two Case
Studies from the Pilot Projects

6.1 Introduction

The previous chapter has described the experience and perceptions of
project personnel in respect of the establishment, development and
outcomes of the two pilot projects. Project participants experienced a
number of difficulties in relation to various aspects of the project struc-
tures and programme of action. In order to further illustrate some of
the difficulties associated with a co-ordinated approach this chapter
presents two brief case studies. The am of the case studies isto highlight
potential problems inherent in the process of collaboration between
different sectors in the provision of services and in so doing to point to
the potential difficulties in any co-ordinated approach which require to
be anticipated. A planned and sengitive approach is required on the part
of dl the parties involved if misunderstandings are to be avoided and if
joint programmes are to be successfully devel oped.

It is frequently the case that problems which do arise in respect of inter-
sectoral co-ordination are resolved satisfactorily early on, in other cases
the resolution of problems is a dower process and in some instances
the circumstances may be such that the problems cannot be resolved.
Different perceptions of events and circumstances and separate agendas
being pursued by different parties require to be recognised and addressed
at dl stages of the co-ordinated approach. The present case studies focus
primarily on the co-ordination aspects of the schemes described. They
are based on an analysis by the researcher of relevant documents, on
interviews with key project personnel and on the researcher's own
perception of events. The first case study refers to a voluntary-statutory
forum which formed part of the programme of action of one of the
projects and the other to a voluntary sheltered housing scheme for the
elderly which was aso undertaken under the auspices of the pilot
projects.
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Before presenting the case studies, it is necessary to set out some aspects
of the policy-making process in order to understand its complexity
and the factors which influence and shape the pace and nature of its
development. This complexity is accentuated in the context of a co-
ordinated approach to policy development and service provision involv-
ing both the statutory sector and the voluntary sector, which underpinned
the present pilot projects. Policy-making and programme implemen-
tation are essentially sdective processes through which conflicts are
resolved in a way which dlows the development and implementation of
some programmes rather than others (Hall et al., 1975). It is important
to focus attention on the various factors in operation which may con-
tribute to the speedy implementation of some policy proposals and
the gifling, thwarting or dowing down of others at an early stage of
development.

Account must be taken of the various components of the policy-making
process which involves recognising that such a process usudly has both
decison-making and non-decison making elements (Bachrach and
Baratz, 1970). Decision-making evidently refersto the normal operation
and functioning which enables the appropriate tasks to be undertaken
at the various stages of a policy process. Non-decision making, on the
other hand, refers to the various means by which demands for change

can be suffocated before they are even voiced; or kept covert; or
killed before they gain access to the relevant decision-making arena;
or faling al these things, maimed or destroyed in the decison-
implementing stage of the policy process (Bachrach and Baratz,
1970, p. 44).

Non-decison making can take many forms, ranging from an extreme
form where force is used to prevent demands for change from entering
the political process to a, perhaps, more common form where demands
are deflected by a process of reference to committees for prolonged
discusson and deliberation and/or delays in dealing with the bureau-
cratic, administrative and technical aspects of the issue in question. In
order to understand the policy-making processit is necessary to approach
it from both the decision-making and non-decision making perspectives.

In any given policy-making situation there are a number of aspectswhich
need to be recognised (Hall et al., 1975). Firdtly, there is the politica
process which determines what issues are likely to have priority a a
particular point in time. Such issues are likely to be the ones that are
deemed to have popular appeal or, at least, are considered by those who
exercise political control as likely to find acceptance with the mgjority
of the electorate. Secondly, there is the administrative process which
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gpplies limits and constraints from a perspective of resources and admin-
istration. For example, agency budgets are usudly pre-determined and
preclude innovative developments in the short-term. Related to this is
the fact that certain policy developments require not only extra resources
but "also new patterns of collaboration and new levels of commitment
on the part of those individuals and organisations upon whom successful
implementation depends” (Hall et ai, 1975, p. 481). The capacity for
the required adjustment and change may not dways be present within the
exiging adminigtrative and organisational framework. Agency tradition
and bureaucratic practices may also be barriers to policy changes and
innovation and statutory functiona responsibilities and protection of
budgets may militate against the development of a truly co-ordinated
approach to service provision. Thirdly, there isthe question of ideology
or values. Socid policies are usudly developed within and reflect an
exiging set of vaues which are normative in a particular society. Issues
which chdlenge in a fundamental way these values and norms are
unlikely to gain acceptability or legitimacy or to form part of the policy
agenda. For example, there may be a prevailing understanding of the
concept of partnership which defines the extent to which voluntary
bodies may become involved with the statutory sector in the planning
of services. The fourth factor which has a sgnificant bearing on the
policy-making process is that of power and the way power is distributed
in society. Powerful individuals and pressure-groups exert mgor influ-
ence on the policy-making process in stark contrast to that exerted by
weskly-organised groups and less articulate members of the community.
Thus, smal voluntary groups are unlikely to be able to exert as much
influence on the policy process as are powerful commercial interests.
Here, aso, the ability of some professiond groups to exert influence to
a greater extent than other professiona or non-professional groups may
be arelevant factor.

The fifth factor affecting policy development referred to here is what
can be termed the crisis intervention factor. Crisis intervention tends to
take precedence over other policy developments and "appears to have
played a particular role in the initiation, development and reform of
socid policies' (Hall et al., 1975, p.4%). Thus, programmes that are
more long-term, for example programmes proposed by the present
pilot co-ordination projects, are less likely to attract resources in a
recessionary climate than are crissinterventions. However, it isimport-
ant to note that crisis intervention will operate within the norms and
limits as determined by the other factors affecting the policy-making
process as set out above. The fina and, perhaps, the most sgnificant
factor influencing the policy process, and, indeed, affecting the influence
of dl the other factors, is what can be termed the gatekeeping factor.
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This refers to the presence throughout the policy making system of key
gatekeepers, people with authority to make decisions or, as the case
may be, to avoid making decisions. Such people can decide to dlow an
issue through or to block it or to dow down its progress. It is frequently
the case that innovative developments occur because a particular indi-
vidua happensto be in a particular role a a specific point in time.

In any given policy-making situation, and particularly in the context of
inter-sectoral co-ordination, some or dl of the above factors will be in
operation with varying degrees of extent and impact. Because of the
presence of this wide range of factors impinging on programme develop-
ment, it is very likely that misunderstandings will arise and that these
will be exacerbated by poor anticipation and communication and by a
failure to address them congtructively from the outset. In many instances
the interplay between these factors is sufficiently dynamic and con-
structive to enable a satisfactory working consensus to emerge between
al the parties and interests involved and to enable mutually acceptable
adjustments to take place. Recognising and understanding the potential
presence of the factors outlined above is an important element in
ensuring that they do not become barriers to effective collaboration.

6.2 Voluntary-Statutory Forum

One of thefunctions of the pilot projects set out in the Terms of Reference
(Nationa Council for the Aged, 1987) was to "provide a mechanism for
the integration of services for elderly persons provided by the private
sector and the voluntary sector” (p. 6). This provided the context for
the concept of a voluntary-statutory forum which was established by one
of the projects in April 1989.

The forum brief proposed the development of a tripartite system of co-
operation between the health board, the loca authority and voluntary
agencies working with the ederly within a defined district. The digtrict
envisaged was one of 25,000-30,000 population and was based on the
functiona area for the district team for the elderly proposed in The
Years Ahead report (Department of Health, 1988). The idea for a
voluntary/statutory forum was proposed initialy by a voluntary sector
committee member who, with the assistance of the project devel opment
worker, drew up the brief for the forum.

The voluntary-statutory forum brief set out three core abjectives:

(i) the co-ordination of care packages for individual elderly persons
and the appropriate mobilisation of services, voluntary and
statutory;
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(i) the establishment of aforma structure for co-operation between
the health board, the local authority and dl voluntary agencies
involved locdly in the care of elderly persons;

(iii) the involvement of voluntary agencies as real partners with the
statutory bodies in service provision for the elderly.

The structures proposed for achieving these objectives were:
(i) the establishment of individual care co-ordination teams, con-
sgting of:
 adesignated public health nurse supported by an area medi-
cd officer and/or the co-ordinator of services for the elderly

 designated representatives of various services to be called
upon on an ad hoc basis as required:

(i) the establishment of a district co-ordination team comprising:
« the designated public health nurse J,; referred toin
* the designated area medica officer J 0) above
* representatives of loca community care services
* representatives of loca general hospital services

« a general practitioner (nominated by the Irish College of
Genera Practitioners)

« an dofficd of the loca authority

* representatives of voluntary organisations involved in the
care of elderly persons

« other personnel considered essentia to the team.

The brief for the voluntary statutory forum contained three core stipu-
lations:

() that the voluntary sector have strong representation on and
involvement in the teams;

(i) that the district co-ordination team be chaired by an independent
person from the community;

(iii) that the health board fully support and ingtigate the forum
project and make gaff available for its development.

The firgt task in establishing the voluntary-statutory forum envisaged in
the brief was the identification and ligting of al the voluntary agencies
providing services for the elderly within a specific designated area. As
part of this process it was stipulated that a key organiser be identified
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in respect of each voluntary service. It was also envisaged that a study
of each voluntary-based service would be carried out with a view to
identifying:

(i) the extent of the need for the service;

(i) the resource requirements for developing and maintaining a
satisfactory service;

(iii) the potentia of the voluntary sector to provide services not
currently available in the designated area.

The development and implementation of the voluntary-statutory forum
concept, in accordance with the brief set out above, was undertaken by
one of the project locd committees who commenced the task in April
1989.

Following the identification by the project committee of the catchment
area for the forum comprising a population of approximately 30,000
(4,600 dderly persons) the task of identifying and contacting the vol-
untary bodies involved with the ederly was undertaken by a voluntary
sector member of the committee and the project development worker.
Two health board officers who were members of the committee were
aso involved in this process. It consisted in the firg instance of making
contact with the clergy of al denominations involved in the designated
catchment area. Thiswas followed by meetings with some key voluntary
service personnel identified through the initial contacts with clergy. This
process was completed by October 1989 by which stage a number of
voluntary organisations and personnel had been identified and a number
of issues noted. As a result of this process, some individua elderly
persons in need were aso identified and appropriate interventions were
St in motion.

The next stage in the process occurred in February 1990 when the
committee implementing the forum concept organised a general meeting
with representatives of al groups that had been contacted during the
initiadl stage. The aims of this meeting were:

(i) to create a more general awareness of the voluntary-statutory
forum;

(i) to provide an opportunity for voluntary personnel to state their
views on the forum and on related service-provision issues,

(iii) to improve information exchange between voluntary and statu-
tory agencies and between voluntary agencies themselves.

Thismeeting was attended by about fifty voluntary sector representatives
from a variety of organisations. The meeting was addressed by the two
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health board officars involved in the development of the forum. A
number of issues of common concern to voluntary bodies and statutory
bodies were identified and views on a range of issues were exchanged.

The intention at the time was that this meeting would act as a catalyst
for progressing the voluntary-statutory forum concept. However, there
was ho systematic follow-up to this meeting and the voluntary-statutory
forum as a concept and as a pilot project god was in effect terminated
at thisjuncture. Some of the specific issues identified during the process
of contacting voluntary agencies were, however, given further con-
sideration by the pilot project, viz

(i) the need for greater availability of information on services and
entitlements for the elderly;

(i) the need for more effective transport for elderly persons, partic-
ularly to clinics and hospital appointments;

(i) theisolation and londliness experienced by many elderly persons
and the need for more visitation /socia contact schemes,

(iv) the need for a system to provide regular relief for family carers
of elderly persons;

(v) the need for a comprehensive information package for carers of
elderly persons.

Partly as a result of needs identified during the forum process, the
fallowing schemes were set in motion by the project:

- the compilation of a series of information |eaflets for family carers
of elderly persons;

- an information package for elderly persons to be developed in
conjunction with the local Citizen's Information Centre;

- avoluntary relief sitting service for family carers;

- avoluntary car pool to provide transport to specific services for
selected elderly persons.

The firg of these schemes, the information package for carers, was
progressed during the course of the project. Five information leeflets
were completed and a mechanism put in place for the completion
of another ten. The genera information system to be established in
conjunction with the Citizen's Information Centre was progressed only
to a limited extent due to difficulties in compiling the information. The
relief dtting service for carers did not get off the ground because of
difficulties in respect of insurance cover that were not resolved during
the course of the project. The voluntary car pool was established on a
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smal scde but did not develop in any effective sense. Difficulties in
respect of insurance cover also arose in respect of the voluntary car pool
and were not resolved.

The voluntary-statutory forum concept fdl through a a stage where:

(i) only alimited amount of work had been done in respect of one
of its key elements, viz the co-ordination of care packages for
individual elderly persons; and

(i) only initid identification and contact work had been done in
respect of its second element, viz the establishment of a formadl
structure for co-operation between voluntary bodies and the
two statutory bodies in the area.

The reasons for the lack of progress of the voluntary-statutory forum
are not altogether clear. However, a number of factors can be identified
which contributed to its demise. Here it is important to note that no
formal decision wastaken to terminate the forum by either the committee
responsible for its development or by the project steering committee.
The demise of the voluntary-statutory forum co-incided with the
implementation of new health board policy on service co-ordination.
This involved the establishment of two structures:

(i) acareteamat community care arealevel which brought together
representatives of various care-providing agencies and pro-
fessons (including the voluntary sector) in order to plan services
for the elderly;

(ii) adistrict team to provide care services for selected incapacitated
elderly persons in their own homes for a period of sx to eight
weeks.

The establishment of these teams in the area had major implications for
some of the health board personnel involved in the development of the
voluntary-statutory forum. Firstly, one of the officers who had been
actively involved in the development of the forum was appointed to
work on one of the two district teams in the area and was consequently
not available to work on the forum. Secondly, the other health board
officer became the key person in the organisation of both the district
teams and the care team and, consequently, had less time to devote to
the forum. It may also be of relevance that the chairperson of the
committee that had responsibility for developing the forum, who was a
voluntary sector representative and was the person who proposed and
formulated the concept of the voluntary- statutory forum in the first
instance, resigned from the chair in May 1990. He had been actively
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involved in making the initid contacts with voluntary groups as part of
the forum process.

Another factor relevant to the demise of the voluntary-statutory forum
concept was that the project development worker did not continue to
work in adevelopmenta role in this regard after February 1990. Again,
this does not appear to have been a conscious decision but rather the
result of an extremely heavy workload where the development of the
forum was not given priority. This points to a basic mismatch between
the proposed programme and available resources.

In looking at the overall situation of the voluntary-statutory forum, a
number of issues arise. Firstly, even though the concept was identified
as a key project goad by the project steering committee this does not
appear to have trandated into health board policy at community care
level. This resulted in a situation where health board personnel were
not available to work on the forum concept at the level required. While
it was envisaged that the voluntary-statutory forum would be taken up
again under the auspices of the hedth board care team, this did not
happen during the life-time of the pilot project. Secondly, the overall
resource implications of developing a concept such as the forum were
not addressed. Thirdly, the project steering committee did not pursue
the concept or attempt to maintain its momentum when it lost direction
at locd committee level. All of those factors beg the question as to what
extent there was seriousness of intent on the part of the project about
the voluntary-statutory forum. This also raises another issue about the
pilot project and its relationship with its parent statutory bodies and
points to the situation where programmes undertaken by the project did
not necessarily translate into action by statutory personnel onthe ground.
In amore general sense the experience of the voluntary-statutory forum
points to the complexity and resource implications of integrating the
voluntary sector in the overal planning and organisation of services.

6.3 Voluntary Sheltered Housing Scheme for the Elderly

One of the tasks undertaken by pilot project committees during their
first months of operation was an assessment of the housing needs of the
elderly within their catchment areas. As part of this process one of the
local committees identified an urgent need for additional houses for
elderly persons. The establishment of avoluntary Association to provide
such houses was mooted as the only workable option available in the
short-term. While at the time there were severe restrictionsin the local
authority programme of housing, it was possible for voluntary bodies to
provide houses for the elderly by availing of grant aid available from the
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Department of the Environment. Under existing legidation, housing
authorities were empowered to give fully subsidised loans to approved
voluntary Housing Associations to meet 80 per cent of the cogt of
providing housing for the elderly and other disadvantaged groups, sub-
ject to a maximum of £20,000 per unit of accommodation. (Under
this scheme of assistance the locd authority is recouped fully by the
Department of the Environment provided that 75 per cent of the houses
continue to be alocated to specified categories of people). In recent
yearsthistype of voluntary housing provision has been actively promoted
and encouraged by the Department of the Environment. Many voluntary
schemes have been devel oped successfully in various parts of the country
which involved high levels of co-operation between voluntary bodies
and loca authorities, including a number of schemesin both pilot project
areas. The co-operation between SHARE (a voluntary body) and Cork
Corporation in the provison of accommodation for the elderly in Cork
City is a good example of successful collaboration in practice. It is
estimated that since 1984 some 2,200 units of accommodation have been
provided under the scheme to date.

In order to develop housing for the elderly and to avail of this funding
scheme the project committee set about forming a voluntary Housing
Association. An informal meeting was held in September 1988 with this
intent. A number of people who were regarded as having a high profile
and being in key positions in the community were invited to attend this
meeting. The first forma meeting of the voluntary Housing Association
was held in October 1988. The genera am of the Association agreed a
this meeting was to provide and manage housing for the elderly and
other disadvantaged groups. At this meeting it was decided that a local
authority elected representative would be the chairperson ex officio of
the Association. Two members of the pilot project local committee, the
chairperson and secretary, were nominated to the committee. The latter,
who was the locd authority representative on the pilot project loca
committee, was also elected secretary of the Housing Association. A
number of members of the Association were publicly elected rep-
resentatives of the local authority while others were voluntary sector
representatives. An honorary treasurer of the Association was appointed
in February 1989.

Following the October meeting procedures were put in place for:
(i) the incorporation of the Association as a limited company;

(i) seeking approval from the Minister for the Environment for
grant purposes;

(iii) acquiring sites for the proposed dwellings;
144



(iv) designing the proposed dwellings;

(v) raising funds to meet the Association's share of the cost (20 per
cent of the total cost which was estimated at £50,000).

An architect and a solicitor were engaged to work with and on behalf
of the Association.

The voluntary Housing Association was registered as a limited company
in June 1989 and the Association was approved by the Minister for the
Environment in 1989. Fund-raising schemes were put in place and by
May 1990 the Association had some £30,000 initsfund. A scheme of 12
housing units for elderly personswas designed for a proposed site owned
by the local authority which was expected to be made available to the
Association (see below) and planning application was made to the loca
authority. Application was made to the Department of the Environment
in January 1990 for a grant for the housing scheme and approval for the
grant was received in April 1990.

The acquisition of a site for the proposed housing scheme proved to be
a difficult and complex process. At the outset the Association identified
adte in the town centre which was regarded as ideally suited to a smdl
housing scheme for elderly persons. The site was owned by the local
authority and designated for housing development. Informa nego-
tiations commenced with the local authority in order to acquire the site.
From these negotiations it emerged that the site would be available for
purchase by the voluntary Housing Association at a cost of £67,000 with
the possihility of a grant of 20 per cent of the purchase price being
available from the locd authority. A forma approach was made by the
Association's solicitor to the local authority in December 1988 in order
to progress the acquisition of the site. During the following months,
however, negotiations continued a an informal level involving the
Association's solicitor, the locad authority solicitor and locd authority
officids but with little apparent progress. Ongoing negotiations on the
issue during the ensuing months brought little progress in respect of the
acquisition of the site.

As part of these negotiations questions were raised by the local authority
in May 1990 concerning the Housing Association's ability to raise the

needed for (a) the purchase of the site, (b) the payment of the
portion of the building costs not covered by the grant and (c) the ongoing
running and maintenance of the housing scheme. In order to address
this issue the Association set about establishing its fund-raising pro-
gramme on a more systematic basis. It also emerged at thistime that no
grant would be available from the loca authority towards the purchase
of the site. Other options for the acquisition of the site considered —
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leasing of the site to the Association, joint ownership of the site by the
local authority and the Housing Association, sale of part of the site for
a car park, payment of the purchase price over a period of years —
seemed to have been either technicaly not feasible or unacceptable to
theloca authority. It would appear, however, that none of these options
were fully investigated or explored. Further discussionstook place during
September and October 1990 regarding the acquisition of the site which
involved members of the Association and key loca authority officds
but the issue dill remained unresolved. By this stage the Housing
Association had accepted provisionaly a tender for the building of the
houses on the site gill under negotiation.

In November 1990 negotiations about the site took on a whole new
perspective when it emerged that the local authority was not in a position
to make the site available to the Housing Association because of a new
major development plan that had been sanctioned for that part of the
town. Aspart of this plan for urban renewal the local authority proposed
to sdl the site to a private property developer. An aternative site was
offered to the Association by the loca authority but this compromise
was not acceptable to the Association. Firstly, the aternative site was
regarded by the Association as quite unsatisfactory for dwelings for
elderly persons. Secondly, and more significantly it would appear, the
Association felt that it had a right moraly and legdly to acquire the
original site. The Association had invested relatively large sums of money
in designing and planning a scheme for the site on the understanding that
the site was available to it once the technical and financial aspects of the
acquisition had been dealt with. The Association was of the view that
there was a binding and enforceable agreement for the sde of the site
to the Association. This view was based on a number of facts:

(i) that planning permission for the site had been applied for and
granted by the loca authority;

(i) that there were a series of negotiationsin respect of the purchase
price and other technicd matters relating to the acquisition by
the Association of the site;

(iii) that the design specifications for the scheme on the dte in
question and the process of tendering for its building was carried
out with the knowledge of the local authority and on the under-
standing by both parties that the actual purchase of the site by
the Association would occur once the technical aspects of the
sde had been dealt with.

The loca authority on the other hand was of the view that the ste was
not alocated to the Housing Association and that it was entitled to
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dispose of it to a third party, particularly when an alternative site was
being offered for the voluntary housing scheme.

Various efforts were made to resolve the resultant impasse. A number
of aternative sites were offered to the Housing Association, dl of which
were deemed unsatisfactory. A number of informal efforts were made
to resolve the impasse, including contact between the pilot project
steering committee and key offidds in the locad authority. The locdl
authority offered aternative sites which were considered by the Associ-
ation to be unsatisfactory. A compromise arrangement whereby the
housing scheme would be included as part of the overall development
plan for the area had the advantage of the site being made available free
of charge to the Association. However, members of the Association
considered that this arrangement would mean that the scheme would be
located in aless desirable location than that proposed in the first instance.

The foregoing brief outline of the progress of the voluntary Housing
Association suggests a serious malfunctioning in the rel ationship between
the Association and the local authority in respect of the acquisition of
the proposed site. These problems must be regarded as somewhat
unfortunate in the context of the pilot co-ordination project which had,
as one of its central aims, the improvement of co-ordination between
the voluntary and statutory sectors and where there were a number of
ingtances of successful joint working between the two sectors. The
difficulties encountered in this instance would not appear to reflect the
widespread successful development of voluntary housing schemes which
has been referred to above or, indeed, the less problematic evolution of
other voluntary housing schemes established under the auspices of the
pilot project. In the case of the present voluntary Housing Association
it should, of course, be noted that there was a strong indication at thetime
of writing (June 1992) that the difficulties in respect of the acquisition of
a suitable site would be resolved and that the housing scheme would
eventually come on stream. Here it should be noted that under the 1991
Socid Housing Plan local authorities are now empowered to make sites
available to voluntary housing associations at a nominal charge where
75 per cent of prospective tenants are being taken from the housing
waiting list.

While al the factors pertaining to the delaysin progressing the voluntary
housing scheme are not easily identifiable, it is possible to suggest some.
Centra to the impasse in respect of the entitlement of the voluntary
Housing Association to purchase the identified site was the fact that
there was no written documentation in respect of the various discussions
that took place about the acquisition and purchase of the site. Thus,
while the Housing Association felt that they had in fact been offered the
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site, thiswas not the perception of the loca authority. While the informal
nature of negotiations between the Association and the local authority
may be attributed to the dual role performed by a number of Association
members (who were aso members of the locd authority), it may dso
reflect a less than rigorous approach to negotiations between statutory
bodies and voluntary bodies. The experience in this instance aso raises
questions about the appropriateness of officers of statutory bodies
becoming members of the board or officers of voluntary housing associ-
ations. The question must also be raised asto whether the loca authority
personnel on the Housing Association presumed too much about the
availability of the dte at the outset without formally checking out the
position and seeking confirmation from the relevant loca authority
officers. There would aso appear to have been at dl times a reluctance
on the part of the loca authority to enter into a contract arrangement
with the Housing Association in respect of the disposa of the site, a
factor which, perhaps, should have caused the Association to take
greater stock of the actua situation. It could be thus argued that the
Association was somewhat remiss in progressing the housing scheme
without having formally acquired the site.

Another aspect is the difficult position of public representatives who
quite properly support a mgjor beneficid development for an area even
though this cuts across a desirable socia project which they aso support.
This problem may not be appreciated fully by other people involved,
thus complicating negotiations.

As ageneral comment on the Housing Association's operation, it would
appear that the Association was initidly primarily concerned with the
fund-raisng and design aspects of the housing scheme. The Housing
Association would appear to have somehow taken it for granted that
the locdl authority would provide asite. It seemed to have been assumed
by the Association that it was the responsibility of the local authority to
provide the site as had happened in other loca authority areas where
voluntary housing schemes were being developed. It also appears that,
while in the last analysis the Association was prepared to buy the site
from the loca authority, they fdt that they should not have had to do
this and that the local authority was exploiting their goodwill and
commitment to the elderly. The reason for the establishment of the
Association at the outset was that houses for the elderly were urgently
required in the town and that the local authority was not in a position
to provide them.

The foregoing case study suggests that the core issue was a breskdown
in communication between the Housing Association and the locd auth-
ority. It would appear that during the early stages of the voluntary
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Housing Association's existence the urban renewa scheme and the
housing scheme were considered separately and exclusively and that the
voluntary Housing Association wes not aware of the fact that other
options for the ste were being considered simultaneously by the loca
authority. This pointsto less than satisfactory channels of communication
throughout the deliberations which probably contributed to the impasse
which evolved. Had the Housing Association been aware of the urban
development option at an earlier stage and before it was a fait accompli,
a compromise might have been more easily attainable. The situation
was complicated further by the inevitable conflict of loyalty for some of
those involved between support for a mgjor urban renewa scheme on
the one hand and the desirability of providing much needed houses for
the elderly in an attractive town centre location on the other hand.

6.4 Conclusion

The two case studies outlined above, while somewhat different in nature,
illustrate some of the problems inherent in the policy-making process
and. more specificaly, in the development of joint working between
the statutory and voluntary sectors. As stated at the outset, problems
inherent in joint working must be resolved to the satisfaction of al
parties involved if successful collaboration is to occur. Firstly, there is
the process of non-decision making which operatesin a somewhat subtle
manner to keep certain issues on hold or to alow them go off the agenda
by default. In the case of the voluntary Housing Association the non-
decison making process appeared to function in a way which resulted
in a stuation where the voluntary Housing Association was not aware
of the alternative locd authority option for the site identified for the
housing scheme. In the case of the voluntary-statutory forum the non-
decison making process operated in a manner which resulted in its
demise by default.

Secondly, both case studies illustrate how the administrative system can
hinder the progress and development of policy. In the case of the
voluntary-statutory forum the administrative system appeared to lack
the capacity and the resources to dea with an innovative approach to
voluntary sector involvement. In the case of the voluntary Housing
Association the loca authority administrative system for processing the
disposd of the site did not keep pace with other aspects of the work of
the Association with consequent difficulties for the co-ordinated
gpproach being adopted.

Thirdly, the politica factor was dso present in both case studies. In the
case of the voluntary housing scheme it was difficult in practice to achieve
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a balance between a mgjor programme for urban renewa which was
likely to have a bearing on the population as a whole and a relatively
small-scale housing project. These factors are less obvious in the case
of the other case study, the voluntary-statutory forum. However, the
breakdown of the forum may be an implicit indication of a reluctance
on the part of statutory bodies to involve the voluntary sector in an
equal partnership with the statutory sector. Fourthly, it is evident that
neither of the case studies referred to a programme which could be said
to be criss intervention in the conventional understanding of the term.
This meant that neither project was treated with any degree of urgency
by the statutory bodies involved. Finally, both case studies raise the
issue of the role played by gatekeepers in the system. In both cases key
statutory personnel could conceivably have progressed and provided
greater momentum for the projects in question and might, in different
circumstances, have been able to progress them more purposefully.
Indeed, it could dso be argued that the successful implementation of a
co-ordinated approach requires a strong pro-active approach by key
statutory personnel.

The two case studies deal with voluntary-statutory co-ordination and
point to the difficulties experienced in this regard. As such they should
provide a usgful learning experience and contribute to the ongoing
deliberations on partnership between the voluntary and statutory sectors
at dl leves of the palicy-making system.



CHAPTER 7

Key Aspects of the Pilot Projects
|dentified and Analysed

7.1 Introduction

Chapter Five presented the findings of interviews with project par-
ticipants and Chapter Sx set out two case studies which illustrated
some problematic aspects of the pilot project experience. This chapter
summarises the researcher's perspectives which are based on (i) an
andyds of dl documents pertaining to the projects, (ii) attendance at
project committee meetings (the researchers attended al steering and
locd committee meetings during phase one and most steering committee
meetings during phase two) and (iii) a process of negotiating realities
with key participants which was described in 3.3 above. The chapter is
organised under five main headings:. the project Terms of Reference and
the establishment of the pilot projects; the projects and the parent
statutory bodies; the development and operation of the projects and the
role of the National Council for the Elderly. Finaly the key issues arising
out of the pilot projects are identified and analysed.

7.2 Establishing the Pilot Projects and Implementing the
Terms of Reference

As dtated already in this report, the Terms of Reference (National
Council for the Aged, 1987) for the pilot projects were drawn up by the
National Council for the Aged and accepted in principle by the statutory
bodies in the two project areas. In retrospect, it is clear that the Terms
of Reference were accepted without a clear recognition of the level of
resources and administrative back-up required to implement them.
Major difficulties in implementing these Terms of Reference emerged at
the outset. Firstly, the two health boards involved indicated clearly that
they were not in a position to second a full-time officer to the project
as dipulated in the Terms of Reference. This was to have important
consequences for the establishment and development of the projects.
(See Chapter Five). Secondly, the requirement in the Terms of Reference
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that statutory personnel be made available for participation in and
servicing the steering committees was only partially met in that personnel
were not relieved of any of their existing responsibilities to enable them
to participate in the pilot projects. Thirdly, the Terms of Reference did
not stipulate any personnel requirement in respect of membership and
servicing of the project loca committees. While such a requirement
might appear to have been self-evident in view of the proposed structure
and membership of the loca committees and because the loca com-
mittees were an integral part of the project structures it should never-
theless have been clearly stated.

While there was definite goodwill towards the pilot projects on the part
of the statutory bodies involved in both project areas, it would appear
that there was a certain reluctance on their part to assume clear owner-
ship of the projects from the beginning. The fact that the initiative for
the pilot projects came from the National Council for the Aged led to a
situation where there was a tendency to look to the Council to generate
the initidl momentum for the projects. This resulted in a delay in the
locd statutory agencies taking full responsibility for progressing the
projects and a certain confusion about the role of the Council's evaluation
team. In addition, the initial impetus for the projects may have been
inadequate in that the National Council for the Aged did not have a
developmentd brief and, consequently, did not have funds for and could
not take on that role. While the Department of Health supported the
projects in principle, it did not take on a promotional, developmental
or funding role in this respect. This resulted in a situation where at the
outset the projects were perhaps viewed at somewhat margina in the
overall context of service provison by the statutory authorities con-
cerned.

In the case of the Tipperary SR. project there was a difficulty in that
the project was negotiated locdly in thefirst instance through the director
of community care for Tipperary S.R. and, therefore, the South Eastern
Hedth Board at senior management level was not centraly involved
during phase one of its operation. It took considerable time before the
project and its resource implications were accepted at health board level
and before the project became an integral part of the health board
agenda. There was a somewhat contrasting situation in the case of the
Dun Laoghaire project where theinitial negotiations took place at central
health board level and where local Eastern Health Board personnel were
made aware of the pilot project only after a decison had been taken to
establish it.

The initid establishment of the pilot projects was problematic for a
number of reasons. Firgtly, as stated above, the resource requirements
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recommended and implied in the the Terms of Reference were not met.
The statutory bodies in both project areas took the decision to ingtigate
the projects without seconding a full time officer. There was a strong
feding that, because of the severe climate of budgetary restraint that
prevalled a the time, the secondment of such an officer was out of the
question. The choice was seen as being between establishing the projects
without a full-time officer or not establishing them at dl and the per-
ception was that a full-time officer was not absolutely necessary. In
retrospect, this was regarded by statutory personnel as an error of
judgement and procedures were put in place in both projects to deploy
aproject development worker operating on a full time basis. (This point
is discussed further in 7.4 below). Secondly, the Terms of Reference
implied an approach to needs assessment and goal-setting and set out
committee functions that had considerable resource implications. These
resource implications were not spelled out in the Terms of Reference
and were not addressed by the statutory bodies in either project area.
This gave rise to considerable difficulties in respect of the operation of
the project committees which have been referred to in Chapter Five and
will be elaborated further in 7.4 below.

Thirdly, many statutory personnel at local level considered that the pilot
project was imposed on them without due consultation and that it
compounded an aready difficult work situation, particularly where no
provison was made for reducing existing heavy workloads. It would
appear that some of the statutory personnel involved in the projects in
both areas were rather reluctant participants at the outset and that this
influenced their initia attitudes and level of commitment to the projects.
Fourthly, administrative and secretarial back-up provided for the pilot
projects in both areas was minima at the outset and quite inadequate
for the range of work being undertaken. The level of hedth board
secretarial and administrative support was specified as the equivalent of
only one person for one day per week in the case of the Dun Laoghaire
project and was not specified in the case of the Tipperary SR. project.

Fifthly, the Terms of Reference did not set down a protocol for the
establishment of the pilot projects and the actual procedures adopted in
each project area were rather unsatisfactory. The implications in terms
of resources and personnel were not addressed at the beginning and no
additional resources were made available to any of the statutory bodies
involved. In retrospect, it can be argued that greater efforts should have
been made to involve the Departments of Health and the Environment
in the ingtigation and funding of the pilot projects and that these
Departments should have been involved in the initial approaches to the
locad statutory bodies in respect of establishing the pilot projects. Also,
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more preparatory work should have been done in the project aress to
address the resource and personnel implications of the project committee
functions set out in the Terms of Reference. This is particularly the case
in respect of the local committees which were established by both
projects before their resource implications were fully understood, before
the steering committees had worked out a clear understanding of the
project objectives and committee functions and before the respective
functions of steering committees and local committees were clarified and
appropriate liaison mechanisms identified. It is important to note that
these problems were considerably exacerbated by the non-availability
of a full-time statutory officer to work on the establishment and develop-
ment of the local committees. It is aso reasonable to assume that some,
a least, of the difficulties identified would not have arisen if more time
was spent at the outset in a consideration and critique of the Terms of
Reference by senior personnel in the health boards and local authorities
involved in conjunction with representatives of the National Council for
the Aged. It is also the case that some of the difficulties would have
been anticipated if an induction/orientation programme had been organ-
ised for dl project participants.

The researcher takes the view that the importance of the committee
process as a key element of the pilot project structures was under-
estimated. Secretarid back-up for committees was inadequate and the
need for training in committee procedures and skills was only partialy
addressed.

7.3 The Pilot Projects and the Parent Statutory Bodies

While the initid goodwill and support of the statutory bodies involved
towards the establishment of the projects continued throughout, the
relationship was less than satisfactory in that the projects had no formal
statutory base, no direct clam on resources and only a minimal second-
ment of gaff. In addition, the projects had no clear identity within the
exigting service ddivery system and no cal upon the budget allocation
for locd care services. From the beginning the relationship between the
project and the parent statutory bodies was affected by the genera
climate of budgetary constraint and cutbacks which prevailed, resulting
in a situation where the project was aforded only minima attention by
the statutory personnel involved. This had a significant limiting effect
on the project.

There was no involvement in the projects of elected representatives of
the two statutory bodies which meant that the projects did not receive
the publicity or the public profile that they might have. Such a profile
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might have contributed towards the projects having a more central role
in the service planning and delivery system in the pilot areas.

There were no clear forma authority and accountability structures built
into the project structures. In practice the reporting/liaison procedures
that operated in respect of the projects between statutory personnel
involved and more senior management personnel in their respective
agencies were of an informa nature.

A mgor problem which operated in respect of project committees
was the difficulty statutory members had in making time available for
committee work without impinging on their existing work. While the
level of statutory representation on committees was adequate in theory,
in practice great difficulty was experienced by statutory people in making
time available for project work which frequently had to be carried out
outsde of norma work hours. It should be noted that within these
congtraints individuals on committees worked co-operatively and sys
tematicdly for the most part.

There would appear to have been a genera acknowledgement on the
part of the statutory bodies instigating the projects that involvement in
the project by officers of both the health board and local authority would,
of necessity, be in addition to their existing duties and responsibilities. In
essence, this meant that statutory personnel were expected to become
involved in the pilot project amost on a voluntary basis. Asin the case
of the non-secondment of a full-time officer to the project at the outset
the lack of time for project work by statutory personnel aso turned out
to be a key factor in the development of the project and the functioning
of project committees.

In the case of the Dun Laoghaire project the loca authority indicated
at the outset that there were severe restrictions on the number of
personnel it could make available for committee membership. This had
a big influence on the decision to establish only two loca committees as
digtinct from an ideal number of three such committees in the catchment
area. In the case of the Tipperary S.R. project the loca authority was
unable to make personnel available to represent the rura parts of the
locd committee catchment areas.

As the projects evolved, the need for greater statutory support become
more accepted. This was evidenced in the Dun Laoghaire project by
the dlocation of funds in June 1988 for the employment of a project
development worker on a full-time contract basis. In addition, statutory
personnel involved in the Dun Laoghaire project began to make time
available for steering committee meetings during normal working time
(initidly meetings had been held during lunch-time) and undertook
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some committee tasks. However, lunch-time meetings for the two locd
committees continued to be the norm.

The establishment by the Eastern Heath Board in 1990 of structures
for digtrict care teams as recommended in The Years Ahead report
(Department of Health. 1988) re-affirmed the concept of locd co-
ordination of services and thus provided a supportive context for the
Dun Laoghaire project. It was aso the case that some key members of
the care team structure were also members of the pilot co-ordination
project steering committee. The downside of this, however, was that the
primary policy emphasis was on the development of the care team
structures which had been formaly established and not on the pilot co-
ordination project which was short-term and somewha margina to
overal health board policy in respect of the elderly.

In the case of the Tipperary S.R. project the relationship between the
project and the health board also improved as the project developed. A
sgnificant factor in this respect was the fact that the director of com-
munity care for Tipperary SR. acted as health board community care
programme manager for a period during phase one of the project.
Consequently, there was closer and more structured communication
between the local project and health board management which enhanced
the relationship between the two. The Health Board facilitated the
project, where possible, by making sites available for projects such as
sheltered housing schemes and day care centres initiated by the pilot
project. Also, the board provided funds for the defraying of expenses
incurred by a development worker operating on a part-time voluntary
basis from February 1989 to July 1990 and employed a full-time develop-
ment worker for the fina year of the project.

In the case of both locd authorities involved there was a very postive
atitude toward the pilot projects on the part of loca personnel.
However, central Departmental directives and functional responsibilities
tended to dichotomise housing services and health/welfare services with
a consequent reluctance on the part of loca authorities to become
involved in what were primarily seen as health board responsibilities.
Also, financial cutbacks may have contributed to a relatively smal
involvement in the project committees by loca authority personnel. The
overall contribution of local authority personnel to the loca committees
would appear to have been quite small even though there was an active
involvement of the local authority representative in two instances. While
there was definite support for the projects a manager and assistant
manager leve this support did not materialise into the provison of
financia resources for the projects by either of the locd authorities
involved. However, the local authorities did facilitate the development
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of certain schemes initiated by the pilot projects — the development of
a day care centre in a sheltered housing complex was supported and
part-funded by Dun Laoghaire Corporation and the development of a
number of voluntary sheltered housing schemes for the elderly was
facilitated by Tipperary S.R. County Council.

Despite the involvement of local authority personnel in the project
committees in both areas and despite the fact that local authority officers
acted as steering committee chairpersons for a time in both projects, it
is not entirely clear how the pilot projects related to the locd authorities.
It could be argued that the pilot projects should have had a higher profile
with the locad authorities. Indeed, it would appear that this was the
origind intention in the Tipperary SR. project when the county sec-
retary was the locad authority representative on the steering committee
for the first 9x months of the project. While the loca authority involve-
ment was evident in respect of housing issues this involvement could not
be sad to have extended to joint or shared responsibility with the
respective health boards for the projects. Here, however, it should be
pointed out that both loca authorities funded (with the two health
boards) a joint project conference held during the final year of the
project.

In genera, the projects aimed to complement and to work in harmony
with existing statutory services for the elderly in the area and were
supported by the various existing services. For example, the public
health nurses in Tipperary S.R. co-operated fully with the development
of an elderly at risk register which was a key undertaking of the pilot
project. Also, the existing geriatric liaison nurses in Tipperary became
an integral part of the project structures. There were, as aready stated,
practica problems with statutory service personnel making time avail-
able for project work — attendance at meetings, reading documentation
and carrying out committee tasks. Also, it was frequently unclear where
and how the project fitted into the existing system of provision. Decisions
continued to be made and plans drawn up without any reference to the
project. Frequently the projects had to struggle to make their views
heard and/or to be recognised by their own parent statutory agencies as
a legitimate voice in the area of service provision and development.
There were aso dgnificant gaps in the composition of both project
steering committees in that there was no involvement of the health board
genera hospitals sector or of the psychiatric services.

It is difficult to assess what impact, if any, the projects had on statutory
sarvice development locdly. In the case of the Dun Laoghaire project
it is likey that the project did influence and inform the procedures for
establishing the care team in the area. However, it should be noted that
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in 1989 the Eastern Health Board policy document. Services for the
Elderly (Eastern Health Board, 1989), which set out the basic structures
for the care teams, was drawn up without any formal reference to or
consultation with the pilot project. Deliberations by the Dun Laoghaire
project committees on the urgent need for a community physiotherapy
sarvice coincided with negotiations for this service at central health
board level and the subsequent putting in place of such a service. Also,
the identification by the project of the need to develop and maintain an
elderly at risk register coincided with central health board thinking along
the same lines. The Tipperary SR. project provided the focus for the
development of a number of day care centres in addition to the putting
in place of a mechanism for developing and maintaining an elderly at
risk register in the area.

The involvement of key service providers from statutory authorities in
the project areas mogt likely did result in project thinking being reflected
in the genera approach to service provision in those areas. The projects
made recommendations on various issues and these recommendations
are there for consideration by the health boards and the loca authorities.

While the merits of a co-ordinated approach based on the principles
underlying the pilot projects and endorsed in The Years Ahead report
(Department of Health. 1983) were gradualy being recognised by the
statutory bodies involved in the pilot projects, this recognition did not
trandate into a major input of resources to the projects. This lack of
access to budgets/resources effectively margindised the projects
throughout and their pilot nature placed them outside existing and
proposed planning and service delivery mechanisms.

7.4 The Development and Functioning of the Pilot Projects

The initid aims of the projects and the committee functions as set out
in the Terms of Reference were very elaborate and the chdlenge facing
the project committees to put a structure in place to meet these ams
was a complex one. This proved extremely difficult during the first year
of the projects. There was a general lack of clarity at the outset as to
what the purpose and function of the projects was and it took time for
committee members to redlise the complexity of the task. This was
particularly pertinent in the case of the steering committees which had
great difficulty in (i) setting targets and goals and putting in place
programmes of action for the projects and (ii) providing appropriate
direction accordingly for the loca committees.

The researcher takes the view that there was an absence of resources
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and skills on the ground to carry out the assessment of needs in accord-
ance with the approach envisaged in the project Terms of Reference.
This was compounded by the fact that committee members had no time
available outside of meetings to allocate to project work. As a result,
the approach to developing an overal programme of action by each
project was somewhat piecemea and haphazard. Project committees
became overwhelmed with the task of setting objectives and this resulted
in a high degree of frustration with the projects on the part of some
project personnel. This frustration was disfunctional and took a long
time to dissipate. By degrees both projects adopted a more ad hoc
approach and identified specific tasks that were achievable within the
resource and personnel constraints that operated. This approach would
have been more redlistic for the projects at the outset and would have
resulted in specific tasks being undertaken at a much earlier stage than
was the case. It would also have avoided some of the more negative
attitudes toward the projects that emerged.

Neither project could be said to have developed an overall programme
of action. What emerged in each case was the result of a pragmatic and
ad hoc response rather than a programme based on systematic planning.
It was. nevertheless, a ussful and valuable contribution with important
sarvice tasks being undertaken and some key issues identified in this
regard. For example, the development of a mechanism for drawing up
and maintaining an elderly at risk register was a useful contribution made
by the Tipperary project and the compilation of a Project Report® by
the Dun Laoghaire project should be a very valuable contribution to
policy development in the area.

The fact that for statutory personnel membership of project committees
was additional to existing duties and responsibilities would appear to
have had a mgjor impact on the functioning of al project committees.
This situation was compounded by the fact that the project Terms of
Reference were vague and over-ambitious and that committees had great
difficulty in interpreting and coming to grips with them. This resulted in
a lack of clarity of purpose and function. Another mgjor problem was
that committee deliberations were frequently not processed or followed
through. The question must be raised as to whether it was redistic for
projects of this nature to function effectively on the basis of monthly
committee meetings of two hours duration in the case of the steering
committees and frequently less than one hour in the case of the loca

‘The Dun Laoghaire Project steering committee were in the process of compiling a
Project Report &t the time of writing (June 1992).

159



committees. There was dso the problem of key statutory officers fre-
quently not being able to attend meetings or being present for only part
of them. In addition, different committee members were accountable to
separate agencies and heads of discipline or section and any co-ordination
that occurred at committee level was not necessarily replicated at other
levels of the system.

As a generd observation it can be stated that the operation of the two
pilot projects was severely affected by a mismatch between functions
and resources. It is thus scarcely surprising that the projects did not
regularly address or review the committee functions as set out in the
Terms of Reference. Indeed, it is the case that many of the people who
joined committees during the course of the project were not aware of
the various committee functions.

There were a number of factors which impinged on the operation of the
project steering committees. Firstly, during the early stages there was
nobody in either project who was assigned clear responsibility on a full-
time basis for focussing and directing the development of the projects.
In addition, neither project steering committee had a person designated
to act in an executive capecity in respect of the committee. This resulted
in a situation where clearcut decisions were not aways taken or con-
clusons drawn from the deliberations of the committees and where
committee decisions were not aways followed through or taken up
at subsequent mesetings. Issues identified at committee meetings were
frequently not processed systematically due to lack of time and personnel
and relevant data were often not compiled for the same reason. Also,
committee members frequently did not have an opportunity to consider
issues between meetings and planning meetings between the chairperson,
secretary and development worker were not held in either project area.
The committee process was dso affected by a tendency for committee
members to act rather defensively in relation to their own agency or
discipline on occasions and a consequent absence of the type of open
discussion required for an effective coordinated approach.

Similar factors operated in respect of the project locd committees and
were compounded by additional ones:

- the absence of clear direction from the steering committee;

- the lack of experience in or training in committee procedures on
the part of many locad committee members;

- the tendency for committee meetings to be "sgueezed in" during
lunch-time between other tasks or held in the evening time;

- the inadequacy of basic secretarial facilities at locd level;
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- the lack of autonomy of some statutory members who could not
undertake committee tasks without approva from their heads of
discipline.

While some of these problems lessened as the projects evolved and with
the appointment of development workers, some dgnificant vestiges
remained throughout and afected the purposeful working of the com-
mittees. The committee procedures were not thorough enough for the
reasons outlined above, and the approach to issues was on occasions
lacking in specificity and without an appropriate knowledge base. In
genera, the executive function in respect of the project committees was
rather weak and while the situation was improved through the presence
of development workers it remained less than satisfactory throughout.

In the case of some of the project locad committees responsbility for
initiating and sustaining development was assigned to voluntary sector
personnel. While this was a welcome development in some respects it
was perceived as aderogation of responsibility on the part of the statutory
bodies by some volunteers who fdt that the initiative, momentum
and direction for a co-ordinated approach should have come from the
statutory sector. The locad committee chairpersons were a key part of
the project structures but the importance of their role was not recognised
by either project. Specia induction courses should have been organised
for the loca committee chairpersons and regular meetings of the loca
committee chairpersons in each project area should have been held in
order to discuss issues of common interest.

The membership of project committees was less than satisfectory in a
number of respects. Firgtly, neither project resolved the issue of vol-

untary sector representation on committees. While some voluntary sector
members made very useful contributions to the projects, for the most

part voluntary personnel on committees were there on an individua

basis. While some represented their particular organisations there was
no mechanism for overdl representation of the voluntary sector. Co-

option of voluntary sector members occurred purely on an ad hoc bass
and was not organicdly linked to the locd communities. The issue of

voluntary sector involvement in a co-ordinated approach is considered

further in 7.6 below. Also, the number of voluntary sector members on

acommittee was at the discretion of the individual local committee. This
resulted in a situation where the number of voluntary members ranged
from seven on one committee to two on another committee.

Secondly, the issue of general practitioner representation on project
committees was not resolved satisfactorily. Those who were involved
did so purely on a persona basis. The pilot projects did not succeed in
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overcoming the administrative problems associated with integrating the
independent general practitioner service in a co-ordinated approach.
Despite a number of efforts to ded with the problem, the projects faled
to negotiate any mechanism for systematic representation with the loca
branches of the Irish College of General Practitioners. Thisisasgnificant
issue for local service co-ordination and is also considered further in 7.6
below.

Thirdly, the involvement of the private nursing home sector in the
projects was marginal. In the case of the Tipperary S.R. project there
was no representative of the private nursing home sector involved despite
some initid efforts to do so. The Dun Laoghaire project co-opted
a representative of the Irish Private Hospitals and Nursing Homes
Association to the steering committee. This method of participation was,
however, unsatisfactory: (i) the Irish Private Hospitals and Nursing
Homes Association represented only about one-third of dl private
nursing homes: and (ii) the nursing homes representative tended to act
more as an observer than as an active participant in the committee
process.

Fourthly, as already stated, the committee sysem in both projects did
not include adequate representation of the hospital sector. Neither
project had any Involvement from the administrative side of genera
hospitals serving the catchment areas and the Tipperary S.R. project
had no effective participation from the specia hospitals programme
despite effortsto do so. It was dso the case that there was no involvement
of the psychiatric services in either project. Fifthly, the relatively high
number of health board community care personnel on the steering
committee in both projects (see figures 4.1 and 4.3 above) tended to
make it difficult for single representatives from other sectors to fed that
they had a real input to the work of the committees.

Sixthly, the involvement of family carers of elderly personsin the project
committee process was not entirely satisfactory. While it was envisaged
that each loca committee would have a family carer as a member this
occurred successfully in only two of the loca committees during the
course of the projects. Asin the case of the voluntary sector the effective
participation of family carers in a co-ordinated approach and on a
representative basis requires ongoing consideration. Finaly, the projects
offered possibilities for the involvement of elderly persons in their own
right in structures in which they could have an input into the planning
and ddivery of sarvices both of a preventative and curative nature.
However, neither pilot project succeeded in purposefully or creatively
involving elderly people in the project structures.
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Liaison Between Project Committees

Liaison between project steering committees and the local committees
was an integral part of the project structures but, in the view of the
researcher, presented considerable problems in both projects.

In the case of the Dun Laoghaire project, the steering committee
secretary was nominated to both loca committees and was to be the
central liaison person. However, this did not work satisfactorily and a
degree of confuson ensued. It would appear that the liaison person
was not sufficiently well briefed on. or did not clearly understand the
requirements of the role and that neither the steering committee or loca
committees were sufficiently clear or spedific in their expectations. In
the cae of the Tipperary SR. project, a steering committee rep-
resentative was also nominated to the local committees to act as central
liason person. This arrangement broke down quite early on in the
project and, while alternative arrangements were made in respect of
liaison with two of the committees, no such arrangements were made in
respect of the other committees. Liaison in both projects was improved
considerably by the co-option of the local committee chairpersonsto the
steering committees and by the appointment of development workers
who attended both steering committee and locd committee meetings.
The regular inclusion of updates from loca or steering committee meet-
ings as agenda items for respective meetings also helped the liaison
process.

However, despite improved liaison mechanisms, many problems
remained about the respective roles of the steering committee and the
locd committees in both projects and the relationship between the two
continued to be rather uneasy throughout. In particular, as the projects
evolved, the local committees in each project lost confidence in the
steering committee. This was partly due to the fact that the locd
committees had high, and probably unredlistic expectations, of the
steering committees in the first instance. Liaison between steering and
loca committees was aso made more difficult by the fact that there was
no inbuilt mechanism for representatives of the different sectors on
the steering committee to liaise with their counterparts on the loca
committees. This was particularly the case in respect of voluntary sector
representatives in the two projects and of the loca authority rep-
resentatives in the case of the Tipperary S.R. project. In addition, there
was no mechanism for loca committees in each project to meet and to
pool idess or to adopt a consensus approach to common issues. The only
structured meetings for locad committee members were the joint project
meetings which were organised by the projects on four occasions during
the course of the projects.
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Project Development Workers

As already stated, the project Terms of Reference stipulated that officers
of the health boards be seconded to the pilot projects on a full-time
basis. The Eastern Health Board employed a development work for the
Dun Laoghaire project on a contract basis from November 1988 onwards.
The South Eastern Health Board provided funds for the deployment of
a part-time voluntary development worker from February 1989 to July
1990 and employed a full-time development worker for the fina year of
the project. The deployment of a development worker was of key
importance in both projects and made a considerable contribution to
the work of the projects. In both instances the development worker
helped to focus the work of the committees, particularly the locd
committees, and contributed to better liaison between the steering and
loca committees. The development worker in the Dun Laoghaire project
made a very ussful contribution to the project programme of work
during phase two. In the case of the Tipperary S.R. project the full-time
development worker provided a vital impetus for the project at a time
when interest and motivation was very much on the wane.

It is difficult to draw inferences from the experience of the development
worker in the Tipperary S.R. project because of the relatively short
duration of the full-time appointment. However, the experience of the
development worker in the Dun Laoghaire project provides valuable
insights. In practice, much of the development worker's time was spent
on the more technical sides of the work of the project committees —
preparing, typing and circulating documentation. This work would have
been more appropriately undertaken by secretarial/administrative per-
sonnel which would have allowed the development worker more time
to devote to developmental work with voluntary groups and professional
groups. This problem was compounded by the fact that there was
effectively no secretarial assistance for the development worker and by
an implicit expectation on the part of the steering committee that the
development worker would act as its executive secretary. Another factor
which arose was the relative isolation of the development worker who
was not attached to any existing discipline, who was employed on a
temporary contact basis (renewable on an annua basis) and whose office
was located outside the project caichment area and away from other
participants in the pilot project. There was dso a divergence of views
about the precise role of the development worker between key steering
committee members and the development worker. In addition a steering
committee sub-group constituted to advise on and help prioritise the
work of the development worker did not function satisfactorily and only
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met briefly on two occasions during the course of the project. In practice,
there was no system of direction and supervision for the development
worker. While the presence of the development worker contributed
much to the Dun Laoghaire project, it is the view of the researcher that
the ful potential of the role was not realised because of the factors
outlined above.

The more limited contribution of the role of the development worker in
the Tipperary S. R. project dso pointed to the absence of a mechanism
for integrating the development worker into health board structures and,
also, indicated a less than satisfactory system of secretarial assistance
and thus bears out the experience of the Dun Laoghaire project. While
the isolation of the development workers was partly addressed by the
development workers themselves by arranging regular meeting between
them, neither project developed a mechanism for integrating the
development worker into the day to day sysem of health board admin-
istration. Also, an innovative pro-active developmental role would have
required a level of support and direction for the development worker
that was not available in either project area.

7.5 The Role of the National Council for the Elderly

As dready stated, the four statutory authorities involved, the Eastern
Hedlth Board, Dun Laoghaire Corporation, the South Eastern Hedlth
Board and Tipperary S. R. County Council established the pilot projects
in 1987 on the suggestion of the National Council for the Aged. The
Council undertook to evaluate the pilot project over athree-year period.
This was subsequently extended to four years by agreement of al
the parties involved. During phase one of the projects the Council's
evaluation team adopted an action research approach to the evaluation
which involved working in close harmony with the project committees
in interpreting the project Terms of Reference and in drawing up pro-
grammes of action with defined gods and targets. This approach was
adopted for two reasons, firgly, to assst in the identification of specific
project goas and targets against which outcomes could be evaluated and,
secondly, to assist project personnel in claifying tasks and committee
functions. As part of this process, the evaluation team prepared a
number of briefing documents for the committees and provided critical
comment and feedback on the process of establishing structures and
setting gods for the projects. In retrospect, the role of the evaluation
team during phase one had both postive and negative aspects. On the
positive side, the evauation team provided a necessary and useful focus
for the project committees at a time when they were struggling to find
a direction for themselves and when neither project had a devel opment
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worker. On the negative side, some of the documentation prepared by
the evaluation team was vague and over-ambitious in terms of the
skills and resources available to the project and compounded the initia
shortcomings and lack of precision of the project Terms of Reference.
Another shortcoming of the action research model of evaluation adopted
during phase one was that a high proportion of the research time was
used in a supportive/developmenta role to the project committees.
While this was a valuable contribution, it diffused somewhat the objec-
tive evaluation role of the researchers. During phase two of the project
the evaluator (a part-time researcher) did not operate a dl in the
supportive/developmental role that existed during phase one. This may
have been a sgnificant loss to the project local committees, particularly
in the case of the Tipperary S. R. project where a full-time devel opment
worker was not in post until January 1991.

It is very likely that ongoing regular and focussed inputs from the
evaluator throughout the project would have helped, particularly if they
were considered in the context of assessing progress in implementing
the project committee functions which, as aready stated, were not
systematicaly referred to by any of the project committees. This did not
occur for two reasons:

(i) the resources available for the evaluation of the projects were
limited and alowed for only a relatively small level of research
involvement during phase two:

(i) such inputs were not at any time requested by the projects.

Interim Evaluation Report

Aspart of the evaluation process, an I nterim Eval uation Report (Browne,
1989) was prepared which covered phase one of the projects (that is up
to the end of 1988). The report had four principa objectives which were
aimed at asssting the development of the projects:

(i) to identify factors which impinged on the development and
functioning of the projects during phase one;

(i) to provide demographic and other data which would assist the
projects during phase two:

(iii) to set out an agenda of tasks which needed to be addressed in
order to enable the projects to function more effectively.

The Interim Report which was issued in April 1989 had relatively little
impact on the projects and did not serve the function intended. A
number of reasons for this lack of impact can be identified. Firdly, the
report itsdf was a comprehensive and rather bulky document which did
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not lend itsdf to easy consideration by project committees. Secondly,
more work should have been done to summarise issues and tasks ident-
ified and to process these at committee level. Such work should ideally
have been undertaken by project development workers in consultation
with the researcher. This was difficult in practice, however, because one
of the projects did not have a full-time development worker and because
the part-time researcher evaluating the projects during phase two was
unavailable for a period of sx months following the compilation of the
Interim Report. Thirdly, many of the issues identified as affecting the
operation of the pilot projects were outside the immediate control of
the projects and required to be addressed a higher administrative and
policy-making levels. There appeared to have been little interest at these
higher levels in examining the issues identified in the Interim Report. A
fourth and related reason for the relatively smadl impact of the Interim
Report is the fact that the National Council for the Aged, who were
responsible for the evaluation of the report and to which body the
Interim Report was submitted, ended their term of office in May 1989
immediately after the compilation of the Interim Report and a newly
constituted National Council for the Elderly did not take up office until
March 1990. While the outgoing Council did organise a workshop in
May 1989 involving project participants and representatives of relevant
agencies which discussed the findings of the Interim Report, there was
no immediate follow-up to these issues and a proposed consultative
committee on co-ordination to address such issues was not constituted
until March 1990. There was dso a problem in respect of the workshop
organised by the Council in that it did not facilitate discusson and
exchange of views between project personnel and, therefore, did not
address their immediate requirements. The workshop was structured in
such a way as to place the issues arisng from phase one of the pilot
projects within the broader context of developing locd service co-
ordination. In retrospect, a workshop should have been structured to
address the immediate problems of project committees and project
personnel on the ground.

While the Interim Report appears to have had little impact on the
projects and while not dl project personnel agreed with dl of its findings,
it nevertheless served some ussful purposes. By identifying constraints
that were outside the control of project committees it helped to dissipate
some of the frustration being experienced by project personnel. It dso
helped to draw greater attention to the existence of the pilot projects
and to give them a better profile with their parent statutory bodies.
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Consultative Committee on Co-ordination

As dready stated, the National Council for the Elderly established
a Consultative Committee on Co-ordination in March 1990 with the
following aims:

* to assig the projects in daifying their aims and aobjectives for the
duration of phase two;

* to receive direct representation from the projects:

* to address itsdf to issues such as service overlaps or gaps in service
provision that could not be resolved at project level without agree-
ment at higher managerial, health board and departmental level;

* to make recommendations to the Council on issues raised by the
projects, particularly (i) in relation to the flow of relevant infor-
mation between the statutory and voluntary sectors and (ii) in
putting co-ordination on the agenda at higher levels — i.e, a
health board regional level and nationa level in the statutory sector,
and a appropriate levels in the voluntary sector.

The committee was congtituted as a sub-committee of the Council and
its membership was comprised of representatives of the Departments of
Health, the Environment and Socid Welfare, a representative of each
of the two pilot projects, a health board chief executive officer, a
county manager, representatives of the National Council for the Elderly
(including a general practitioner) and the project evaluator. The com-
mittee met on eight occasions between March 1990 and December 1991.

The committee addressed a number of issues arising out of the experience
of the pilot projects and in particular focussed on issues which required
discussion and resolution at higher level. On the basis of the deliberations
of the consultative committee the Council made submissions to the
Department of Health on (i) the issue of representation of the voluntary
sector in a co-ordinated approach and (ii) difficulties in co-ordination
between statutory agencies, particularly between health boards and
locd authorities and, to a lesser extent, between these bodies and the
Department of Socid Welfare. In order to address the issue of voluntary
sector representation it was recommended that the Department of
Health fund the appointment on a pilot basis of development workers
in two selected headth board community care areas to work with and
develop the voluntary sector in these areas and in so doing to address
the problem of representation. However, to date no arrangements
were made for the deployment of such development workers, but the
development of the voluntary sector was included as a specific part of
the work brief of the development worker appointed to the Tipperary
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S. R. project in January 1991. On the question of difficulties in co-
ordination between statutory agencies it was submitted that there was
an urgent need to implement the recommendation contained in The
Years Ahead report that "the Departments of Health, the Environment
and Social Welfare agree administrative arrangementsto ensure co-ordi-
nation of policy towards the elderly at national level and monitoring of
progresstowardstheimplementation of therecommendationsof this(The
Years Ahead) report” (Department of Health, 1988. p. 51). At thetime
of writing (June 1992) this recommendation had not been implemented
by the Departments concerned.

The impact of the consultative committee on the pilot projects would
appear to the researcher to have been minimal. It was established too
late in the life of the projects to be of assistance in the process of
darifying project aims and objectivesfor phase two. The two submissions
made by the Council would appear to have had no impact on the
functioning of the pilot projects and it is not clear whether or to what
extent they will contribute to the process of policy development or
sarvice co-ordination in the long-term. The committee relied very much
on the two projects to refer issues for consideration. While some issues
afecting the working of the projects (for example, transport issues in
respect of the elderly and problems of insurance cover in respect of
volunteers) were referred, there was no regular flow of such issues and.
consequently, the committee met on only two occasions during 1991.

A positive outcome of the establishment of the consultative committee
was that it brought the pilot projects to the attention of the three key
Government Departments — Health, the Environment, Socid Wefare
— dedling with services for the elderly. It aso brought the pilot projects
to the attention of the health board chief executive officers and the City
and County Managers Association through the involvement on the
committee of representatives of these bodies.

In the researchers view, the consultative committee aso provided a
broader context for the projects and a forum through which the issues
being experienced on the ground could be channelled. It provided a
focus for the projects which enabled them to crystallize loca difficulties
and point to their regiona or national implications. It aso helped the
projects to focus more clearly on co-ordination as the key organising
concept of the pilot projects and to progress service devel opment accord-
ingly. However, the barriers to local co-ordination which arise from
separate functional statutory responsibilities and from the absence of an
ethos of co-ordination throughout the system were not addressed by the
committee. Rather, representatives of the various agencies tended to
articulate their own functiona responsibilities, describe their own roles
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in the system and present agency or departmental perspectives. While
theoretically the consultative committee could have engaged in an open-
ended and imaginative consideration of the co-ordination issue, in prac-
tice it tended to be hidebound by the status quo and limited in its
deliberations by a preoccupation with defending the existing system of
statutory functional responsibilities. It appears to the researcher that the
experience of the consultative committee bore out the conclusion
reached by Barrington (1980) that members of interdepartmental com-
mittees tend to concentrate on voicing the viewpoints of their own
organisations and that because of this such committees tend to "produce
solutions that are at the lowest level of agreement and that sddom or
ever represent a creative solution to the problem" (Barrington, 1980,
p. 113).

7.6 Components of Effective Co-ordination: The Pilot Pro-
jects Analysed

The experience and outcomes of the pilot co-ordination projects need
to be considered in the context of genera factors which predispose
towards effective co-ordination. Drawing on the literature on the issue
of co-ordination as presented in Chapter Two. eight such factors are set
out in Figure 7.1 — the presence of an ethos of co-ordination; a shared
understanding of the co-ordination task; favourable organisational
arrangements; adeguateresources; joint planning to facilitatejoint work-
ing; partnership; aninter-disciplinary teamapproach; and the key worker
concept. Each of these factorsis now considered with particular reference
to the pilot co-ordination projects.

An Ethos of Co-ordination

The co-ordination of service provision for the elderly at locd level is a
complex and challenging task which requires the presence of an ethos
of co-ordination throughout the legd and administrative system. This
ethos needs to be reflected at national, regional and loca levels, begin-
ning with Government itself and permeating through Government
departments, regiona authorities and loca agencies. The concept of co-
ordination as the cornerstone of service provison needs to be enshrined
in administrative structures which enable agencies a dl leves of the
system to co-ordinate their efforts in the planning and financing of
sarvice provision. In order to bring about such an ethos it is necessary
to overcome barriers created by administrative and politica traditions
and by separate methods of financing and separate budgetary processes
(OECD, 1977). In the lIrish situation, however, the exiging admin-
istrative system which is divided according to broad functions and single
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FIGURE 7.1: Towards a model of effective co-ordination

Component

() An ethos of
co-ordination

(i) A shared
understanding of
the co-ordination
task

(iii) Favourable
organisational
arrangements

(iv) Adequate
resources

(v) Joint planning to
facilitate joint
working

(vi) Partnership

(vii) Inter-disciplinary
team approach

(viii) Key worker

Elements of Component

National and regional administrative and
ingtitutional arrangements favouring co-
ordination.

A bdlief in the value of co-ordination;
emphasis is on interdependence rather than
functional authority: acceptance of super-
ordinate goals; a problem-solving rather
than a bargaining approach to decison
making.

Opportunities for one to one relationships
on aregulat basis, amplified
admingtrative structure; rule of "primary
responsibility".

Financial investment needed to promote
co-ordination.

The capability to jointly plan a balance of
health, wedfare and housing services as
opposed to joint discussion of separate
plans; joint financial and budget
arrangements.

Shared responsbility for planning, policy-
making and implementation; dl partners
vitd to servicing the elderly involved —
general practitioners, voluntary, private
and informal sectors in addition to
statutory bodies.

Domain consensus; breakdown of status
differences; physical proximity; continuity
of team members; effective team
leadership; ongoing training and
education for co-ordination.

Key worker to facilitate exploring of
development options; promoting exchange
of information.
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departments at central Government level and which does not have any
forma integrated administrative mechanism at local level (Barrington.
1980). tends to militate against an ethos of co-ordination. Our system
of administration is highly centralised (Barrington, 1980) and alows for
only minima inputs by loca bodies, whether statutory or voluntary, into
the policy and decision-making process (OMahony. 1985).

The pilot co-ordination projects were thus working in an administrative
context where a co-ordinated approach at central level was not the horm
and where there was little scope for innovative development at local
levd because the mgor thrust of policy was aready determined a
central level. In attempting to co-ordinate services for the elderly at local
leved the pilot projects were in a real sense attempting to swvim against
the tide. In practice it proved very difficult to develop a co-ordinated
approach in respect of services for the elderly in a policy context which
lacked a generic approach to service co-ordination. Also, while the need
for co-ordination a national level in respect of services for the ederly
was identified in 1988 by the Department of Health Working Group on
Services for the Elderly, no ingtitutional arrangements were put in place
to address this need. As stated above, a recommendation to this effect
made in The Years Ahead report (Department of Health, 1988) that the
Departments of Health, the Environment and Socid Welfare agree
administrative arrangements to ensure co-ordination of policy towards
the elderly at national level was not implemented during the life-time of
the pilot projects. This absence of an ethos of co-ordination, while
outside the direct control of the projects and to a large extent aso
outside the control of their parent statutory bodies, had a mgjor bearing
on the work of the pilot projects.

A Shared Under standing of the Co-ordination Task

In addition to the presence of an ethos of co-ordination, the implemen-
tation of a co-ordinated approach aso requires a shared understanding
of the co-ordination task based on a shared bdief in the value of co-
ordination. It requires an acknowledgement of the premise that single
agency gods can be achieved mogt effectively with the assistance of
other agencies (Gilbert and Specht, 1977). It further requires an appreci-
ation of policy and planning issues from the perspective of other agencies
and professions as well as one's own (Stringer, 1967). The acceptance
of superordinate gods, that is the subordination of immediate agency
or professond goas to longer-term and broader objectives, is ds0 a
pre-requisite for a co-ordinated approach (Bruce. 1980) and should
facilitate the process of identifying and working towards agreed joint
objectives in the short-term. This adso entails an emphasis on the notion
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of fodtering interdependence between agencies as digtinct from an
gpproach which is aimed a maximisng the functional autonomy of
individua agencies (Gilbert and Specht. 1977). A problem-solving
approach to joint decision-making as distinct from a bargaining approach
(based on a premise of gaining or losing) is a further important element
of a co-ordinated approach. Because of the absence of an ethos of co-
ordination throughout the system the pilot projects experienced some
difficulty in coming to terms with an approach to co-ordination which
embraced notions of superordinate goals and interdependence and which
challenged the traditional concept of functional autonomy and responsi-
bility. It is not surprising that at the outset there was a strong tendency
for issues to be approached primarily from the agency or discipline
perspective and a certain amount of defensiveness on the part of project
participants in respect of their agency, discipline or programme. While
this defensveness was a characteristic of statutory personnel in both
projects, asaready stated, it also appeared to be reflected in the working
of the National Council for the Elderly Consultative Committee on Co-
ordination as outlined in 7.5 above. As the projects evolved and as
personnel on project committees came to know each other, some of this
defensveness dissipated. However, the project participants approach
to co-ordination continued to be hampered throughout by their func-
tiona and professional responsibilities which pertained outside the con-
text of the pilot projects. While a shared understanding of the co-
ordination task emerged gradually in the context of the projects, this
understanding may not have gone beyond the individual project par-
ticipants. Also, while participants gradualy came to recognise and
understand the perspectives of other sectors, existing policy and budget-
ary processes precluded the development of shared or superordinate
godsin any planned or structured sense.

Favourable Organisational Arrangements

The successful implementation of a co-ordinated approach requires the
presence of favourable organisational arrangements (Wright etal., 1988).
Structures are needed where personnel from different agencies have
opportunities for one-to-one meetings on a regular basis, thus alowing
understanding and mutual trust to develop. It also requires a ration-
disaion and smplification of existing administrative structures and
geographical boundaries. The establishment of clear criteria between
professonals and agencies in respect of matters such as transfer and
referral is aso required so that al personnel involved are agreed as to
who has primary responsibility for a particular situation.

In the case of the pilot co-ordination projects the researcher considers
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that the organisational arrangements were less than saisfactory in a
number of respects. Firstly, personnel from the various sectors involved
continued working from their own agency offices so that there was a
continued physicd distancing of the personnel from different sectors.
Secondly, the relatively high number of health board community care
personnel involved in both project steering committees and based in the
one office tended to make it difficult for individual representatives from
other sectors to have effective participation. Thirdly, in the case of the
Dun Laoghaire project, the personnel responsible for administering the
project were located a central health board level and at a distance from
the project catchment area. Also, in the Dun Laoghaire project the
development worker's office was located both outside the project catch-
ment area and away from central health board offices. Fourthly, in the
case of both projects there was no administrative mechanism at loca
level to facilitate day to day contact between locad committee personnel.
Fifthly, there was a problem in respect of the administrative catchment
area for each project. In the case of Dun Laoghaire project the locd
authority functiona area which was the project catchment area catered
for less than hdf of the population of the relevant functiona health
board community care area. In the case of the Tipperary S. R. project
there was a part of the functiona health board community care area
which was outside the relevant loca authority functional area. In
addition, there was the situation that while the boundaries of the catch-
ment areas for the locd committees in the Dun Laoghaire project were
identified a the outset, in practice these boundaries had little bearing
on committee work or membership. A sixth organisational factor which
presented difficulties for the projects was the absence of any framework
for integrating the various health board programmes at loca leve
and the consequent difficulty of involving the hospital sector and the
psychiatric services in the projects. The pilot projects did not develop
Or propose any new organisational structuresto deal with the problematic
interface between hospitals and community care in respect of the elderly.
Another sgnificant aspect of the pilot project structures already stated
was that they were based on a committee system which was rather
unsatisfactory in practice because many committee members lacked
training or experience in committee procedures.

A fina and centrally important point in relation to the organisation of
the pilot projects was that they had no forma bass within the existing
statutory framework and were purely advisory in nature. In practice,
the pilot project committees were not consulted by parent statutory
bodies about policies and programmes that were being put in place. This
contributed sgnificantly to the fact that the projects remained outside
the mainstream of service provision.
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Adequate Resour cesfor a Co-ordinated Approach

Experience has shown that a co-ordinated approach is coglly in organ-
isationa terms and financial incentives need to be provided if innovative
joint developments are to emerge (Dant et al.. 1989). Effective co-
ordination is not necessarily a cheap option. It is also the case that co-
ordination is likely to work best where services aready have sufficient
resources and confidence in themselves to dlow 'give and take' to occur
(Wright et al.. 1988). In general, co-ordination cannot be seen as a
substitute for inadequate resources (Holman. 1978). The pilot projects
operated in a climate of severe budgetary constraint. No additional
funding was made available for the projects. Also, as has dready been
stated, most statutory personnel involved in the projects were not
relieved of any of their existing responsibilities in order to undertake
project work. The absence of additional resources for developing an
innovative approach to co-ordination was exacerbated by the lack of
funds to ded with service gaps identified and needs identified. Also, the
work of the local committeesin each project areawas severely restricted
by the fact that they had no direct access to resources of any kind and.
consequently, no basis on which to engage in programmes of work on
their own initiative.

Joint Planning to Facilitate Joint Working

Joint planning is central to the concept of service co-ordination and joint
working. What is required is jointly prepared plans as distinct from an
exchange of views on separately prepared plans (DHSS, 1973). Joint
planning involves the acceptance of a longer-term agenda in respect of
an appropriate balance of provison in housing, heath and wdfare
services— statutory, voluntary and private (Chant, 1986). This requires
that obstacles created by separate budgetary provision and separate
prioritisation of needs by different agencies be overcome. In this context
the provision of joint finance provides an incentive to agencies to work
together on the basis that the money alocated cannot be spent unless
dl parties agree (Glennerster et al., 1982) and provides a totally new
context for joint planning and collaboration (Booth, 1983).

There was little scope for joint planning in the pilot projects in that
the planning processes of the statutory agencies involved continued to
operate without any forma involvement from the project. While it is
likely that individual personnel involved in the projects represented the
project experience in their own inputs into planning and policy in
their respective agencies, this was something quite different from joint
planning. Also, while there was some co-operation and sharing of
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resources between the statutory and voluntary sectors and between the
hedth and housing authorities in respect of specific schemes, for
example, day care centres and sheltered housing schemes, this operated
on an ad hoc basis rather than on the basis of systematic joint planning
and joint financing. However, there was a positive approach to joint
financing when the four statutory bodies involved financed a workshop
for dl project participants.

Partnership

The concept of partnership is crucia to a co-ordinated approach and
involves the integration of the non-statutory sectors into the planning,
policy-making and policy-implementation processes of the state. It
requires a clear definition of the role of the private sector within the
context of a mixed economy of welfare provision and appropriate plan-
ning mechanisms to involve this sector in a manner which is comp-
lementary to the statutory welfare system. Partnership adso requiresthat
the voluntary sector be involved in the policy-making and planning
arenas (Brenton, 1985) in a manner which goes beyond mere rhetoric
(Leat etal.. 1981). Thisrequires that strategies be developed to facilitate
appropriate representative mechanisms for a fragmented and diverse
voluntary sector (Wolfenden. 1978). Partnership also entails the incor-
poration of independent professond groups and. in particular, the
general practitioner service into the policy-making and planning pro-
cesses of the state (Hunter et al.. 1988). Asin the case of joint planning,
there is an important distinction between groups or agencies submitting
views and being actively involved as partners in the decision-making
process.

While partnership between statutory and non-statutory sectors was an
important underlying principle of the pilot co-ordination projects, it
proved avery difficult concept to implement in practice. Theinvolvement
of the private sector, the voluntary sector and the general practitioner
sarvice was less than satisfactory in both projects. As aready stated, the
voluntary sector was involved in both projects on an individua rather
than a representative basis and the limited general practitioner involve-
ment in the projectswas aso on an individual basis. The private nursing
home sector had a margina involvement in the Dun Laoghaire project
and no involvement at dl in the Tipperary S. R. project. In addition,
because the projects were outside the mainstream of service planning
and because the budgetary system precluded locd initiatives by the
projects, there was little scope for effective partnership in the context
of the pilot projects.
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AnInter-Disciplinary Team Approach

Effective co-ordination requires teeamwork and collaboration between
professonas and administrators. Such teamwork is facilitated by an
acceptance of the concept of domain consensus, an area of activity over
which all are agreed a particular profession, discipline or administrative
unit has legitimate authority (Bruce, 1980). Inter-disciplinary teamwork
is dso facilitated by the breaking down of conventional status differences
between professions which frequently results from face to face contact
between the professions (Bruce, 1980). Continuity of team members
aso promotes the development of close links and understanding as
does effective team leadership (Wright et al., 1988). Basic and ongoing
education and training in inter-disciplinary working is also an important
aspect of teamwork.

The pilot projects were the firg opportunity that many of the participants
had for inter-disciplinary working. During the course of the projects
many barriers were broken down and a new openness and trust between
members developed as a result of the project experience. Also, there
were some good examples of inter-professiona working as in the case
of the group of professionals who prepared and compiled an information
package for family carers under the auspices of the Dun Laoghaire
project. However, it would appear that issues such as confidentidlity,
domain consensus and statutory responsibility affected the work of the
projects. For example, the issue of confidentiaity operated in respect
of how much information could be divulged to voluntary sector per-
sonnel. The issue of domain consensus operated somewhat in the reverse
with some loca authority personnel taking the view that they had no
brief to become involved in health matters. Another issue which arose
in the Dun Laoghaire project was a difficulty that some professionals
had with non-professional personnel having key roles on co-ordination
committees. The issue of education and training in inter-disciplinary
working was aso one which was not adequately addressed by either
project. While some training in committee procedures was provided for
locd committee members in the Dun Laoghaire project during its
fina year of operation, this training was not designed to address the
complexity of inter-disciplinary working. A find issue in respect of inter-
disciplinary working was that neither project designated any person as
a full-time team leader.

Key Wor ker

The need for akey worker to bring together the various elementsin a co-
ordinated approach iswidely recognised (Bulmer, 1987). The presence of
a key worker facilitates exchange of information and communication
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between participants. She dso provides the crucia link between par-
ticipants on a day-to-day basis and thus can keep abreast of changing
problem situations. The key worker is dso in a position to put forward
solutions which will enable mutualy acceptable adjustments to take
place between the personnd and the agencies involved (Power, 1971).
The issue of project development worker has already been discussed in
7.4 above and itsimplications for the pilot projects have been considered.
The employment of development workersin the two projects contributed
much to their operation and development in terms of focus and infor-
mation exchange. However, the absence of development workers during
phase one was a considerable shortcoming at that time and had an effect
on the ongoing development and functioning of the projects throughout.

7.7 Summary

This chapter has presented the researcher's perspectives in respect of
the establishment, development, operation and outcomes of the pilot
projects. It has considered issues relating to the establishment of the
pilot projects and their Terms of Reference. It has dso discussed the
relationship between the pilot projects and their parent statutory bodies.
A number of aspects of the development and operation of the pilot
projects have been highlighted and the role of the National Council for
the Elderly, on whose suggestion the pilot projects were ingtigated in
the firg instance, has been considered. In the find section of the chapter
the experience and outcomes of the pilot projects has been andysed in
the context of a series of factors which, according to the literature, are
likely to constitute a model of effective co-ordination.

The genera conclusion which emerges from the anaysis is that the pilot
projects were operating largely in a policy vacuum. There is at present
a general absence of an ethos of co-ordination throughout the Irish
administrative system. Also, the organisational structures put in place
by the projectswere not aformd part of the main statutory organisational
framework for service planning and provison. The difficulties in
implementing a co-ordinated approach in such circumstances was further
compounded by the climate of severe budgetary restraint that prevailed.
The Terms of Reference for the projects were over-ambitious both in
terms of the resources available to the projects and in terms of the
prevailing absence of an ethos of co-ordination. The inadequacy of the
Terms of Reference was exacerbated by the failure of the projects to
deploy full-time officers as stipulated. In addition, the findings of the
Interim Evaluation Report and its recommendations were not adequately
considered or implemented. The involvement of the non-statutory sec-
tors in the pilot projects was primarily on an individua and somewhat
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ad hoc basis and the projects did not in practice carry out a planning
function. As the projects evolved there was a greater recognition and
understanding of the co-ordination task and its complexity and a greater
appreciation of the concept of inter-disciplinary teamwork. While the
projects operated under substantial institutional and structura con-
straints, the dedication and commitment to the co-ordination task of
many of the personnel involved contributed much to the building of a
necessary platform on which future approaches to co-ordination can be
built.
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CHAPTER 8

Summary, Policy Implications and
Conclusion

8.1 Introduction

This report deals with the evaluation of two pilot projects which were
established in order to improve service co-ordination for the elderly at
locd level. The rationale underlying the projects was that service pro-
vison for the elderly would be improved through the establishment of
structures to facilitate teamwork, liaison and collaboration between the
various sectors and programmes involved in the planning and delivery
of such services. The pilot projects were the fird attempt in the Republic
of Ireland to bring together in a systematic manner the various parties,
statutory and non-statutory, involved in the provision at loca leve of
health, housing and wefare services for the elderly. Since tried and
tested modds of local service co-ordination did not exist, the task
of operationalising the pilot project concept presented a considerable
entrepreneurial challenge. This chapter summarises the experience of
the two pilot projects in responding to this challenge. It aso presents a
summary analysis of the principa issues which affected the estab-
lishment, development and programme of work of the pilot projects.
The chapter sets out a number of policy issues which are regarded as
likely to have a bearing on service co-ordination for the elderly at locdl
level. Finaly, some general conclusions are drawn from the project
experience and from the analysis of the various factors which impinged
on their operation.

8.2 Summary Analysis of the Pilot Projects

There was a high level of goodwill, commitment and generosity of time
on the part of many of the pilot project participants, both voluntary and
statutory. The existing good ad hoc relationship between health board
and loca authority personnel on the ground in both project areas was
an important positive factor, particularly during the early stages of the
projects. Both of these contributed to the continuation of the projects
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over a four year period despite considerable institutional, structural,
budgetary and organisational difficulties. It is a tribute to the com-
mitment and goodwill of the people involved that the projects continued
for four years, that some new services were put in place, that important
gaps in service provison were identified and that useful information
exchange and improvements in inter-agency and inter-sectoral working
relationships occurred at loca level over the period. In ageneral sense,
the projects, by applying the theoretical concept of loca service co-
ordination, made a ggnificant step forward. Difficulties that were
encountered in respect of co-ordination, local and institutional/
structural, were identified and brought to the attention of the relevant
bodies. The concept of co-ordination became more clearly understood
by the participants who had first-hand experience of both the potential
and difficulties of teamwork and collaboration. The projects provided a
usful forum for the breaking down of barriers and for improving
information exchange between loca authority and health board per-
sonnel, between statutory and voluntary personnel, between pro-
fessonds and between service professonals and administrators.

The projects contributed significantly to better communication and liai-
son between professionals working with the elderly and between statu-
tory and voluntary sector personnel and paved the way for a more
effective team approach in the future. Individua working relationships
were strengthened and there was a growing awareness of the difficulties
facing the management of statutory bodies in implementing a co-ordi-
nated approach to service provision. Individua personnel were exposed
to a wide range of issues and information through the projects which
should enhance their skills and knowledge-base not alone in dealing with
elderly clients but also with other g&ff and other client groups.

The projects facilitated the use of a co-ordinated approach in the assess-
ment of various services by affording an opportunity to al groups and
agencies to make comments on each service from their own particular
perspective. Recommendations in respect of a number of service issues
based on such an approach were submitted to the appropriate authorities.
The experience of the pilot projects aso provided an important comp-
lementary perspective to the new emphasis on developing and co-
ordinating services for the elderly that emerged as a result of The Years
Ahead report (Department of Health, 1988). The project experience
should be a most ussful one in the process of implementing the recom-
mendations on service co-ordination contained in the latter report.

The projects contributed much to a greater awareness of the range of
needs of the elderly and of the substantia difficulties to be overcome if
these needs were to be addressed in a comprehensive and co-ordinated
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manner. However, the projects did not explore a more preventative
approach to illness and dependency in old age or explore the concept of
older people as a resource in the community.

In practice, considerable difficulties were experienced in respect of the
establishment and development of the pilot projects. This is hardly
surprisng since the projects had no prior model to guide them. The
project Terms of Reference set out elaborate project tasks and committee
functions which were over-ambitious and generaly beyond the scope of
the personnel and resources made available to the projects. The projects
did not systematically carry out the project functions as stipulated and,
in particular, the project steering committees did not carry out the
primary planning function assigned. In terms of work programmes, both
pilot projects adopted an ad hoc approach to goa-setting. Such an
approach differed from the more systematic and rational approach to
needs assessment and goal-setting envisaged in the project Terms of
Reference. It was, however, the only approach that was practicable
within the resources available to the pilot projects. It resulted in the
ingtigation of a number of schemes in respect of day care, sheltered
housing and support for family carers under the auspices of the projects
and in the identification of a range of co-ordination and service issues
in respect of elderly persons and their caiers which should form the
agenda for future action in the two project areas.

The projects were established at a time of severe budgetary constraint
and gaff cutbacks in statutory services. Undoubtedly this was a mgjor
obstacle to the work of the projects and made service development and
innovation extremely difficult. The lack of adequate resources was
particularly pertinent to the project local committees who had no direct
access to any resources. Also, the pilot co-ordination project structures
were somewhat less than satisfactory in that they were conceived and
applied from the top down rather than having been developed through
a process of discussion and reflection with personnel on the ground. In
this sense the project structures were not sufficiently organic and for this
reason may have lacked a sense of redlity.

The concepts of co-ordination, collaboration and teamwork in service
delivery were relatively new in the Irish context when the projects were
ingtigated and it took considerable time for project personnel to come
to terms with the complexity and inherent difficulties of operationalising
such concepts.

The pilot project processin both areas was less than satisfactory because
participation in the projects by statutory personnel was additional to
their existing duties and responsibilities. It was aso the case that project
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development workers were not available during the firg year of the
projects, a crucia period in their development.

Project committees functioned less than satisfactorily, particularly during
the early stages of the projects. The lack of training/experience in
committee procedures coupled with the absence of basc
introductory/orientation programmes at the outset was a definite draw-
back. In addition, the project loca committees were established before
the steering committees had processed or come to grips with the project
Terms of Reference and before the specific roles of respective committees
were clarified. Liaison between the steering committees and locad com-
mittees in both project areas was less than satisfactory throughout and
neither project steering committee could be said to have assumed overall
leadership or direction for their own project.

The Terms of Reference proposed committee structures for the projects
which would involve the statutory and non-statutory sectors — health
board, loca authority, the voluntary sector, the private sector, the
genera practitioner service and the family caring network. In practice,
the projects were unsuccessful in integrating the voluntary sector, the
genera practitioner service, the private sector and the family caring
network. While there was some involvement in the projects of dl these
sectors it was on an individua rather than on a representative basis. The
involvement of health board programmes other than the community
care programme in the projects was aso less than satisfactory. There
was no effective involvement of the psychiatric services or of the genera
hospitals in either project. This was a sgnificant shortcoming of the
pilot projects in that it would have been reasonable to expect that co-
ordination projects of this nature would have been able to address the
problems arising from a lack of adequate co-ordination between the
three health board programmes, al of which have involvement with the
elderly.

The pilot projects were established in a predominantly urban area and
a predominantly rural area on the basis that there might be differences
in the outcomes of the two projects. In practice, the experience in both
project areas appeared to be broadly similar. Issues of inadequate
resources, less than satisfactory committee functioning, difficulty in
formulating a programme of action, problems in integrating the non-
statutory sectors (voluntary, private and genera practitioner) and dif-
ficulties in involving the health board psychiatric services and hospitals
programmes were common to both projects. In addition, there was a
certain lack of clarity in both projects concerning the role of the loca
authorities and specificaly a lack of understanding about the locd
authorities joint responsibility (with the health boards) for the projects.
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The Tipperary S. R. rura-based project experienced some difficulty in
incorporating the rura parts of its catchment area in its committee
structure due mainly to lack of personnel and the absence of a develop-
ment worker for much of the project's life-gpan. However, it isdso the
case that there were many parts of the Dun Laoghaire project catchment
area that were not involved though this omission was less apparent than
in the case of the rural project.

As indicated in Chapter Seven, there were a number of general factors
which had a bearing on the pilot projects. The absence of an ethos of
co-ordination throughout the Irish administrative system meant that the
genera climate conducive to a co-ordinated approach at locd level was
lacking. This absence of an ethos of co-ordination aso meant that
the statutory bodies who ingtigated the projects and the personnel
responsible for their establishment and development at locd level con-
siderably underestimated the complexity of the co-ordination task, as
did the National Council for the Aged who drew up the project Terms
of Reference. In practice, the subordination of immediate agency and
professiona goas to more long-term and broader co-ordination objec-
tives proved to be a difficult process. There was a strong prevaence of
agency defensiveness and professional protectionism on the part of many
of the key participantsin the projects and a pre-occupation with statutory
functional responsibilities. This defensiveness was particularly noticeable
in respect of 'grey areas' such as the welfare aspects of sheltered housing
and responsibility for mentaly infirm elderly persons.

The project Terms of Reference implied a potential for the establishment
of organisational structures for inter-agency working which was not
possible in practice. Exigting administrative divisions, planning mech-
anisms and reporting arrangements were aready formaly established
and not amenable to change in the short-term to facilitate pilot projects.
This resulted in a situation where the projects, which were established
without a forma statutory base, were effectively operating in a policy
vacuum, outside the mainstream of service planning and provison and
having at best an advisory role in respect of their parent statutory bodies.
In addition, there were no administrative offices or mechanisms at
locd committee level which would have facilitated the work of loca
committees.

In such a context it was almost impossible to apply concepts such as
partnership and joint planning which are essentia components of a co-
ordinated approach. Since the pilot projects were outside the policy
planning process the best that could be hoped for was an opportunity to
submit views on plans aready prepared. However, there were no forma
procedures established in either project to facilitate such consultation.
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While project personnel and the agencies involved co-operated in respect
of anumber of schemesingtigated by the pilot projects, thisfdl very much
short of the shared responsibility for planning and policy-implementation
implied in the notion of partnership.

There were three factors which are commonly regarded as being neces-
sary for innovative development in the area of service co-ordination, al
of which were absent or present only in part in the case of the pilot co-
ordination projects— resour cesfor joint working, induction and training
in inter-disciplinary teamwork and a key worker. The pilot projects had
no specific resources for joint working and were totally dependent on
allocations from already overstretched statutory budgets. It is reasonable
to assume that the availability of specific resources for joint working
would have facilitated a co-ordinated approach and acted as an incentive
on the basis that the money could not be spent unless al partiesinvolved
were in agreement. It is also reasonable to assume that the provision of
education and training courses in inter-disciplinary and inter-agency
working, particularly induction courses with a long lead-in process at
the beginning of the projects, would have helped project participants in
the difficult tasks of teamwork and collaboration, especidly since this
was their first experience of such a process. The training courses pro-
vided, while beneficid for the participants, were too little and came too
late to have any effective impact on the programme of work of the
projects. As stated throughout this report, the absence of project
development workers during phase one was a mgjor disadvantage which
affected the functioning and development of the projects throughout.

It isimportant to point out here that many of these general factors which
are identified here as impinging on the work of the pilot projects were
aready identified in the Interim Evaluation Report (Browne, 1989) and
that an agenda of tasks was set out in order to address these issues. As
dready stated, this report had little impact on the projects, an outcome
which raises serious questions about the potential for learning from the
experience of pilot projects of this nature. Here it should be noted that
many of the agenda tasks identified were outside the immediate control
of the pilot projects themselves and required interventions from the
senior management of the parent statutory bodies and from relevant
Government Departments.

The main achievement of the pilot projects was that they facilitated
improved communication, better understanding and a sense of mutual
trust among participants in the respective project areas. The project
committee process provided valuable opportunities for people working
with the elderly to meet and get to know each other, and to develop
communication links and a sense of cohesiveness between them. The
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breaking down of barriers and the building up of trust between service
personnel is a basic pre-requisite for the development of a co-ordinated
approach. In this context the experience of the pilot projects was most
ussful and established a platform on which future service co-ordination
in the project areas can be built. While the pilot projects achieved a lot
according to criteria of improved communication, understanding and
informa teamwork in the catchment areas, the achievements were rather
minimal when other criteria of integrated planning and service co-
ordination between the health boards and loca authorities, between
health board programmes and between the statutory and voluntary
sectors are applied. However, important and necessary beginnings have
been made for the ongoing development of a co-ordinated approach
based on such criteria.

8.3 Policy Implications

There are a number of policy issues which arise out of the experience of
the pilot co-ordination projects and from the anaysis of that experience.
These issues are presented here in the context of the dimensions of
service co-ordination which are set out in Figure 8.1. They range from
the need to provide co-ordinated packages of care for specific individuals
to the need for an articulation of a nationa policy on co-ordination and
partnership. The articulation of a national policy on co-ordination would
inevitably have to include a review of the current system of locd
government so as to facilitate the provision of structures for co-ordination
a regional and loca levels between hedth authorities and local auth-
orities.

The promotion of an ethos of co-ordination throughout the system is of
paramount importance. The key Government Departments concerned
with the elderly should instigate mechanisms to develop such an ethos
and should, perhaps, consider sponsoring further pilot projects in the
area of sarvice co-ordination so as to develop workable co-ordination
structures and procedures. It is aso necessary that comprehensive edu-
cation and training programmes in multi-sectoral and inter-disciplinary
working should be developed. Guidelines for the representative and
effective participation of the non-statutory sectors (voluntary, private
and general practitioner) in a planned co-ordinated approach to service
delivery are aso required with particular emphasis on how these sectors
can be integrated with the statutory sector at loca level.

In the case of co-ordination between health boards and loca authorities,
some additional forma mechanisms are required to ensure that there is
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FIGURE 8.1

Dimensions of service co-ordination

Central
/ "Govemmw\
National Policy Inter-Departmental
on Partnership Co-ordination
|ndi\4 \ / \ocal
Co-ordinated Cycle of e
" P ) . overnment
Packagesof e Co-or dination ————— " Reorm
Care
D's} ict Co-ordinati /
istrict Co-ordination . _—
Teams (25,000-30,000 Regional Co-ordination

PopulattiorKA / Structures

Local Co-ordination
(Current Health Board Community
Care and Local Authority
Functional Areas)



a regular interchange of views and information, a review of existing co-
ordination procedures and an ongoing identification of potentia areas
for collaboration between the two authorities. In the case of the health
boards, structures are required to surmount the difficulties in respect of
comprehensive service provison for the elderly arising out of the current
programme division of services. In particular, difficulties in relation to
the interface between hospital-based services and community-based
services across existing programmes need to be addressed and the
concept of overall planning and provision for the elderly by geographica
area needs to be developed. It is adso important that health boards
address the need for administrative structures and resources at district
level (25.000 — 30.000 population) so asto (i) ensure the optimum level
of teamwork and co-ordination at this level and (ii) develop mechanisms
for effective liaison between services in such areas and more centralised
hospital and community care services. In the foregoing context the
integration of the voluntary sector is crucial and, therefore, statutory
g&ff need to be deployed in order to work with and develop the voluntary
sector so as to ensure its effective and satisfactory involvement in a co-
ordinated approach.

As has been dready suggested, co-ordinated development at locd leve
isacomplex and challenging task which requires an innovative approach.
Crucid to such an approach are (i) adequate resources for inter-sectoral
initiatives on co-ordination; (ii) the deployment of development workers
to facilitate innovative programmes; and (iii) comprehensive induction
and education programmes for participants in innovative projects.

8.4 Conclusion

The pilot co-ordination projects were the first attempt a developing a
structured co-ordinated approach to service provision for the elderly
within an Irish context. The statutory bodies involved, the Eastern
and South-Eastern Health Boards, Dun Laoghaire Corporation and
Tipperary South Riding County Council are to be commended for
making the effort at atime of severe budgetary constraints in the public
services. However, looking at the situation objectively, the question
must be asked if projects, which were theoreticaly innovative, could
ever have been effectively such in the recessionary climate in which they
were established. It must dso be recognised, however, that if the ided
time for testing new approaches was to be awaited, such projects would
be unlikely ever to get off the ground.

The pilot projects did not identify any substantial gaps in service pro-
vison but rather a system strained and under pressure and engaging in
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a high level of criss intervention. The experience of the projects bore
out the premise that co-ordination is not a substitute for inadequate
resources or for poorly focussed policies and plans on the part of the co-
ordinating agencies. It is inevitable that co-ordination will fal if seen as
the panacea for problems and service gaps whose root cause lies else-
where. An essential pre-requisite of co-ordination would appear to be
an acceptance that co-ordinated approaches are unlikely to trandate
directly into savings. Rather co-ordination must be seen as an extension
of exising care provison and funded as such, rather than as part of a
codt-cutting exercise. This perspective on co-ordination presents a mgjor
chalenge to its proponents a a time when financial stringency in the
statutory sector continues to be the norm.

Sarvice co-ordination is essentidly a long-term developmental process
and should be considered as such both in terms of resources required
and expectation of outcomes. Participating agencies and professons
need time not only to come to terms with a different approach to service
planning and provison but also, and more importantly, perhaps, to
appreciate the barriers to co-ordination that arise from traditional prac-
tices and a pre-occupation with defending and protecting existing func-
tional responsbilities. The development of effective co-ordinating
mechanisms within the existing administrative system is a task of con-
siderable complexity and should be resourced as such.

As dready stated, the pilot projects highlighted an absence of an ethos
of co-ordination throughout the Irish administrative system which has
obvious implications for service co-ordination for the elderly at loca
level. This raises the crucid question as to whether services for the
elderly at local level can ever be effectively co-ordinated within an
administrative system where a co-ordinated approach is not the norm.
This is an issue which requires to be addressed both at Departmental
and inter-Departmental levels with a view to formulating a nationa
policy on co-ordination.

The pilot projects dso pointed to difficulties in integrating the non-
statutory sectors in a co-ordinated approach. This is another key aspect
of the co-ordination issue which requires to be addressed at the highest
levels of policy-making. The question of the precise role for non-statutory
bodies within a mixed economy of welfare must be addressed as must
the organisational structures required for developing health, housing
and welfare policies based on partnership between the statutory and
non-statutory sectors.

The chalenge of coming to terms with the considerable complexity of
the co-ordination task is a difficult one which requires an openness
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and new vison on the part of policy planners, administrators and
professionals. It requires an acknowledgement of the fact that the
redlity of service co-ordination, teemwork and partnership is very much
different from the rhetorical and aspirational language which is some-
times used to describe it. The pilot projects have contributed to mapping
the beginnings of a new approach and it is to be hoped that their
experience and the anadysis of that experience will both generate and
contribute to a comprehensive policy debate on loca service co-ordi-
nation in the Republic of Ireland.
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APPENDIX

Terms of Reference Drawn up by the
National Council for the Aged and
Adopted by Pilot Projects on
Coordination of Services for the Elderly

1. Provision of Services at Local Level

The increasing numbers of elderly people in the community and partic-
ularly the growing numbers of those aged 75 years and over with
increased levels of dependency represents a mgjor socid challenge and
presents a mgjor test to the hedlth and socid servicesin Ireland. If this
chalenge is to be met, there is a need for a much greater levd of
flexibility and co-ordination in the provison of services for the elderly
at locd level — housing, social and medical — than is currently the case.

Thereis a need for varying policy responses to meet the needs of the
ederly in various parts of the country depending on factors such as:

(i) the current and projected proportion of elderly persons in the
community with particular reference to those aged 75 years and
over;

(i) the percentage of the population in the 'dependant’ age groups
(i.e. 0-14 years and 65 years and over);

(iif) the tenure, location and facilities of households occupied by
elderly persons;

(iv) the potential for family and voluntary care of ederly personsin
the community;

(v) the urban/rural mix in the distribution of population and the
related distance from service centres,

(vi) the traditional and cultura 'styles of caring, if any, in the
particular community;

(vii) the actua and potential sources of income of the elderly;
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(viii) the type of facilities and services available in the areg;
(ix) the number of people living aone.

There is a need to adapt and *fine tune' general and nationa policies of
care provison for the elderly in accordance with local conditions and
requirements. For example, it is likely that very rura areas which are
distant from service centres will require many more services provided
‘'on wheels' than urban/town areas. Even within regions (e.g. health
board regions) digtinctive forms of provision will be required from area
to area depending on locd demographic and socia factors and on the
level and type of housing and of hedth services and facilities aready
available in the area.

The needs of the elderly persons are catered for by averiety of responses
and services which vary from area to area. It is important in any given
area to assess the contribution that each particular service is making to
the care of the elderly in the area. The contribution of each particular
service will obvioudy vary from area to area.

The role of the family in the provision of care to elderly personsis dso
a vitdly important consideration. The presence or absence of family
care for the elderly person and the actua and potential level of such
care has a sgnificant bearing on the level and type of other services and
fecilities required.

2. Developing an Appropriate Structure for Local Co-ordi-
nation

The role of a statutory body, whether loca authority or health board,
should be more than that of provider of services for the elderly. It'srole
as planner, initiator, enabler and co-ordinator is al important if families
are to get the type of support they require and if the voluntary caring
potential in a community is to be tapped and realised. Currently, vol-
untary organisations in Ireland operate in a policy vacuum. Yet their
involvement, particularly in times of economic stringency, is a key
element in the provision of an adequate level of ‘community care' for
elderly persons. The greater involvement of neighbours and of voluntary
groups requires a planned approach on the part of the statutory bodies.

The emphasis on maintaining old people in the community and in their
own homes rather than in hospital or institutions requires that different
agencies, voluntary and statutory, co-operate at loca level towards this
end. The starting point for such co-operation is an acceptance of the
idea that the needs and conditions of each local area should determine the
way servicesare organised in the area. The next stageisthe availability of
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aforum where dl the people who provide services or dispose of resources
can medt together to ensure that:

(i) the right mix of servicesis provided;

(i) different services by different agencies are not duplicating each
other;

(iif) agencies and their personnel are offering each other the kind of
expertise they have got.

The appropriate mix of services for elderly people at locd level can best
be achieved if health and socid policy for the elderly is governed by the
following considerations:

1. that it be seen as a comprehensive, that is to say, based on
informed and up-to-date demographic information, which would
be the basis for adequate provison a every level and which
would ensure that al elderly personsin need are reached, rather
than just those who are referred for care;

2. that it be seen as an integrated range of services from the
provision of smple supports for mainly comfort or preventative
reasons to acute hospital care and continuing nursing care for
those who require speciaist medical or nursing attention;

3. that it be seen as the respongbility of a number of parties
including the family, the community, the housing and health
authorities as wdl as the medical, paramedical and nursing
professions.

This requires an integrated and co-ordinated approach both at the leve
of provison and the level of planning between:

(i) families, voluntary groups and statutory services,
(i) hospitals and community care services,
(iii) housing and hedlth authorities.

The needs of elderly persons rarely fdl into watertight compartments to
be met by one authority or one service only. An elderly person may be
enabled to remain living in the community not only through the support
of higher family and friends, but aso through

(a) the efforts of the housing authority (in facilitating housing
adaptations, improvements, extensions and in providing
group/sheltered housing schemes);

(b) the efforts of the voluntary and neighbourhood caring network;
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the provision of domiciliary help and nursing care by the com-
munity care services,

(d) the availability of effective assessment, rehabilitation and other

(€
()

hospital services on a day and in-patient basis;

the availability of intermittent in-patient facilities for both plan-
ned and crisis admissions;

the availability of adequate transport services and com-
munication facilities.

The purposeful and smooth functioning of dl these elements requires
co-ordination of services a locd level. This co-ordination can only
effectively occur if it is based on the following considerations:

(i)

(ii)

(iii)

(iv)

v)

The commitment of each health board to promote and facilitate
the development of a co-ordinated range of services for elderly
persons involving the hospital and community care programmes
is essentia. In order to achieve this, resources may have to be
redistributed; the hospital programme may have to become
more community conscious and both programmes will need to
ensure that a mechanism is established for co-ordinating their
information and activities.

Appropriate and adeguate housing accommodation is fun-
damental to the care of the elderly in the community. The locd
authority must, therefore, be involved in any co-ordinating
mechanism established in a local community to promote
improved community care provision for the elderly.

Though it may not dways be adverted to, community care, by
definition, implies that the people being cared for continue to
live a home or in a surrogate 'home'. Care in the community
is, therefore, founded on informal care, whether that be the
care provided by families, by friends and neighbours or by
members of voluntary organisations. These sectors must necess-
arily be included in any mechanism designed to improve the co-
ordination of services for the elderly.

The private and voluntary mursing home sectors play an import-
ant role in the provison of care services to elderly persons
catering for some one-third of dl elderly persons in long-term
institutional care. It isimportant that these sectors be integrated
into the overdl system of care provision for elderly persons.

Geriatric medicine, while an important specidlity in its own
right, cannot operate in isolation from other hospital specidities.
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(i) identify the needs of the elderly in the area and the locd
resources with a view to informing the planning process in
the designated area:

(iii) maintain an up to date inventory of elderly persons likely
to be "at risk' in the area and carry out aregular assessment
of their needs,

(iv) evaluate regularly the contribution of existing systems of
sarvice provision both voluntary and statutory;

(V) provide an advocacy role for individual elderly personswith
relevant service agencies, (e.g. in relation to an application
for a locd authority dwelling or an application for a home
help service);

(vi) maintain close contact with institutional facilities both
private/voluntary and statutory in the area;

(vii) make recommendations to the steering committee as to
how services should be developed in the particular loca
area,

(viii) act in a consultative capacity to agenciedindividua
professionals'volunteers working with individual elderly
persons or with groups of elderly persons in the area.

6. It will be the responsibility of the steering committee to engage
in regular and ongoing consultation with these local committees
in order to ensure adequate planning and appropriate alocations
of resources.

7. The success of these projects will depend among other factors
on the commitment of the two agencies involved, the hedth
board and the loca authority to:

(i) support in principle, and in practice, the concept of co-
ordination of services at loca levdl;

(i) make available the personnel for participation in the steer-
ing committee and for servicing the committee.

It will also depend on the goodwill of al professiona and voluntary
personnel on the ground.

8. The effective development of the projects requires that an officer
of the health board be seconded on a full-time basis to promote
the project in various sub-areas during the first year at least.
Terms of reference for this promotiona role would be drawn

up.
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0.

10.

11.

It is essential that the projects have an evauation dimension
built in from the outset. Idedly there should be provison for an
independent evaluator for each of the projects which would
fecilitate a more comprehensive and objective evauation than
would otherwise be feasible. The National Council for the Aged
would be willing to provide this independent evaluation for the
projectls if funding for such evaluation were available to the
Council.

The evduation referred to in 9 would be an important con-
sideration in the context of a more genera application of prin-
ciples of locad co-ordination throughout the country. Of
particular relevance in this context would be the evauation of
the exigting framework and the various responsibilities of health
boards and loca authorities in relation to elderly persons.

The two pilot projects would be established for a specified period
of time (two years minimum).

. The National Council for the Aged would have a role in dis-

seminating information on the rationale of two co-ordination
projects to relevant personnel in areas that showed an interest
in setting up the projects.
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