%KW XXIII

Statistics in Administration

VALUES OF STATISTICS. Financial accounting alone is not a sufficient
recording of the activities of a social agency. Equally important for
effective administration is service accounting derived from statisti-
cal records just as accurate and often quite as detailed as the finan-
cial records. Accurate statistical records, analytical of the various
phases of the agency’s program, regularly compiled, and comparing
present performance with past experience of the agency, are essen-
tial to sound administration.

(@) Interpretation of Agency Services. Statistics, suitably inter-
preted, are one of the most important materials for accounting to
contributors, taxpayers, and the community for the funds which
have been invested in the agency’s service. They form a measure of
the extent and progress of service in a form easily understood
(though sometimes perhaps they make too powerful an impression
on the uncritical mind). They may be one of the chief materials by
which the board determines the service program of the agency, and
they are a vital factor in the adoption of budgets.

Every agency might well have a committee on statistics, the chair-
man of which at least should be a2 member of the board. Statistical
reports, which give data for the past month, the year to date, and
comparable periods of recent years, should be presented at each
board meeting and discussed to bring out their full implications for
the agency’s program.

(b) Guide to Operation. For the administrator, statistical data,
both current and comparative, are essential in planning the agency’s
service program as it fluctuates from month to month and year to
year, in determining need for professional and non-professional per-
sonnel, and in distributing the responsibility for services among the
personnel. For example, simple statistics of the increasing case load
of a family service agency committed to an average load of g5 cases
per worker would indicate when the time had come to add another
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case worker. Similarly, reports on the number of cases carried per
worker would help in the distribution of the load among the
workers,

Moreover, figures of agency service enable the administrator to
study the strengths and weaknesses of his service program and to de--
tect gaps in service. For instance, if the record of registrations of and
attendance in a group work agency showed small attendance and
low registration in an activity which presumably should be popular,
investigation might be made as to the reason for the shortcoming.
The inquiry might result either in abandonment of the activity as
not being actually needed or in reassignment of personnel to supply
stronger leadership to meet the actual but unmet demand. On the
other hand, another activity might show exceedingly high registra-
tion and attendance so great that the one professional staff member
assigned could not give adequate service. In such a case additional
personnel might be assigned; or the too-large group might be split
into smaller, more cohesive groups for service at mon-conflicting
times or places.

Statistical records also aid in controlling the costs of the organiza-
tion. Comparative costs of food per patient per day in a number of
hospitals might be a guide cither to more adequate diets for one hos-
pital or to more economical purchasing by another. We mentioned
unit costs in Chapter XXI; these are a combination of accounting
and statistics!

(c} A Concern of the Professional Staff. Obviously, statistics are
of concern to the professional staff. To a certain extent they measure
the efficiency of the staff members and help to determine the assign-
ment of professional responsibility. They are an aid to effective su-
pervision and provide a stimulus to efficient performance. They are
a tool for staff participation in management. The staff should advise
on the establishment of the statistical classifications and procedures.
It should provide the basic statistical records of its own services for
compilation into the agency’s statistical reports. Through group dis-
cussion of these reports, the staff should help to guide the agency’s
service and administrative policies,

(d) Helpful to Human Service. Statistics also are vital to the peo-
ple actually or potentially served by the agency. Such data help to
measure the adequacy of the agency’s service, both in quantity and
in quality. Related to over-all figures of community life and social
problems, the agency’s records of service help to determine the strat-
egy of extension into areas of need or of withdrawal from others.



364 A Handbook for Social Agency Administration

For example, Boy Scout organizations use, as a rough guide to their
coverage, the number of boys of Scout and Cub age in the commu-
nity as compared with the numbers of boys registered as Scouts and
Cubs, and their extension services are planned accordingly,

(e) Vital to Community Planning. Statistics of all agency services
in a community, collated by fields of service through the research
bureau of a community council of social agencies and thrown
against a background of community data, are vital to the planning
activities of the council’s functional committees and divisions and
aid in allocating responsibility for service among the agencies in the
community.

{f) Essential to Budget Presentation. Statistics of agency services,
often combined with financial data to show unit costs of service, re-
lated to statistics on community needs, and showing trends from
month to month and year to year, are helpful in the effective presen-
tation of agency budgets before community chest budget commit-
tees, Similarly useful are cost-of-living data secured from national
sources such as the Federal Bureau of Labor Statistics and related to
the problems of the agency. For example, figures on the increasing
cost of living, corrected for the community cohcerned, may be the
determining argument for an increase in the cost of boarding home
care for a child-placing agency. At the same time, records of increas-
ing case loads for several years, projected into the year ahead, may
show the necessity of providing for a greater number of children in
boarding homes. Census data, actual and estimated, showing an in-
crease in the community population may also help to secure a de-
sired increase in chest allocation.

{g) An Aid to Money Raising. The community chest itself uses
statistics in its analysis of givers by number and by size of gift in pro-
portion to the population of the community and as compared with
similar data on other communities compiled by the national organi-
zation, Community Chests and Councils, Inc. Thus, if your commu-
nity chest shows only a fifth of its population giving, whereas
comparable communities average one-fourth to one-third, more wide-
spread and effective interpretation and a more thorough campaign
organization may be indicated.

Throughout the whole length and breadth of sacial work, then,
the compilation and reporting of statistical data is manifestly a ma-
jor administrative concern of social agencies.

STAFF PARTICIFATION REQUIRED, Development of statistical proce-
dures and their operation must be shared by the administrator with
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his staff. Even from the standpoint of securing accurate, consistent,
and practical data, workers must be brought into discussions on the
development and use of such material. Statistical classifications must
have the same meaning for all professional and other staff members
concerned with the preparation and use of statistics, if each member
1s to carry through satisfactorily his individual responsibility as to
statistical procedures.

It would be unrealistic on the part of the administrator to expect

that 2ll his staff workers will follow through consistently in the sub-
sequent preparation of statistical data, if the data when compiled
are not used and if the data are not ultimately shared with the staff
as a2 means for guiding policy and for stimulating professional activ-
ity. It appears that a common complaint among staff members is,
“What do they want with these figures and what do they do with
them?” It is not a valid answer to say that the administrator makes
use of these figures in some way known only to himself. The staff
should be kept fully aware of the uses to which the statistical data
are put. The whole personnel, in so far as it is competent, should
share in planning the statistical program and in discussing its impli-
cations for the agency.
STAFF MUST PRODUCE BASIC MATERIAL. The professional staff must
realize that it has a vital part in the statistical program. Usually the
professional staff members are responsible for providing the basic
data in respect to cases or groups which they handle. Preparation of
statistical material should be part of the professional responsibility
of each worker. Reports should be prompt, accurate, and in accord-
ance with the classifications of data which have been established.

Records and statistics should be seen as part of the job of the case
worker or the group worker and as fundamental to the case work
and group work processes. A tendency on the part of some workers
to feel that record keeping is something far removed and apart from
their jobs has often been observed. Actually, however, it is an in-
tegral part of their professional responsibility.

STANDARD STATISTICAL PRACTICE PART OF THE OFFICE MANUAL. The
statistical procedure of the agency, as produced through group dis-
cussion by the members of the staff, should be made part of the
standard practice instructions and included in the office manual.

USE COMPETENT NATIONAL ADVICE AND DATA. The administrator and
statistician should keep in touch with and make use of listings of
and commentaries on continuing series of statistical data which are
currently available and have value for the administrator. Some of



466 A Handbook for Social Agency Adminisiration

N
this material may come from the national organization of which the
local agency is a part—as, for example, from the Family Service As-
sociation of America, the Child Welfare League of America, and the
National Boy Scout and Girl Scout organizations. Another resource
is the material on volume of service and of expenditure collected
biennially in many fields-—until recently compiled by the Federal
Children’s Bureau and now by Community Chests and Councils, Inc.
From the Children’s Bureau also material on juvenile delinquency
may be secured. The Federal Security Agency produces important
data on trends in public welfare, for both categorical and general
assistance. Data on the cost of living may be obtained from the Fed-
eral Bureau of Labor Statistics.

RESOURCES FOR DEVELOPING AND MAINTAINING PLAN. The adminis-
trator need not develop the statistical plan of his agency out of thin
air, through staff conference, or out of books, magazine articles, or
pamphlets. Usually there are many resources that may be utilized in
developing an adequate statistical system. Among these would be
the research bureau of the local community council of social agen-
cies, the national organizations of which the local agency is a part or
is 2 member, the United States Children’s Bureau, the Federal Secu-
rity Agency, and others.

AGENCY COMMITTEE ON sTATIsTicS. Considerable help can also be
gained through a competent comunittee on statistics. As has already
been suggested, every agency might well consider organizing such a
committee. The committee need not be made up entirely of board
members but may include people from the community who are fa-
miliar with research and statistics—such as qualified members of the
faculties of local colleges or universities, research executives of local
utilities, the statistician of the chamber of commerce, and other sta-
tistically minded citizens. The members of this committee from
their statistical knowledge will contribute to the successful practice
of sound procedures within the agency. Moreover, through the sta-
tistics which the outside committee members help to produce, they
will learn more of the work of the agency than they otherwise would
and will become interpreters of its services. A committee on statistics
is another one of the numerous means which the agency should use
to weave the community into its program.

ADMINISTRATOR'S RESPONSIBILITY. Although the administrator need
not be a statistical expert, he should by all means have a knowledge
of at least the elementary principles of statistics, That means some-
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thing more than having a little arithmetic. He should keep in touch
with current developments in the statistical field through reading
important books and other published material on the subject. Simi-
larly he should expect the person who handles the statistics for his
agency to keep up with developments and apply these principles in
his work.

WHO SHALL COMPILE AGENCY STATISTICS? One person in the agency
should be responsible for assembling and compiling the statistical
data. In large agencies a specially trained and competent full-time
statistician or director of research will be necessary. Smaller agen-
cies do not need full-time statistical service. In these the task should
be assigned to someone who not only can be trained in simple sta-
tistical procedures but also realizes the value of statistics in the work
of the agency. This person might be the registrar, the intake super-
visor, the executive’s secretary, or in some cases a social-minded
bookkeeper or auditor.

MATERIAL FOR STATISTICS. The material for statistics is manifold. It
may include the number of clients or patients cared for during the
month, together with various subdivisions as to age, race, religion,
the kind of treatment given, and so on abmost without end,

In an agency that does group work, statistics may further include
attendance as well as registration. In group work statistics, care
should be taken to secure an unduplicated count of the number
of persons included in the various clubs, classes, and other
groups.

Case work statistics may include the number of families and indi-
viduals served; the number of visits made by members of the staff ox
the number of other services performed by them; the causes of treat-
ment or the contributory factors in the problems of the persons
served by the agency; and the number of clients from each agency
which refers cases to the organization.

In addition to the count and analysis of services rendered, the or-
ganization may also conduct statistical surveys to indicate situations
which require attention—as, for example, the number of children
within the agency’s community, analyzed by age, sex, race, nation-
ality, religion, and other factors which may be significant. Almost
anything in the agency’s area of service which can be counted or
measured may be the subject of statistics.

The dual test which should be applied is (1) whether the figures
collected make any real difference in the agency’s work or in the at-
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titude of the public or of clients toward the agency and its problems;
and (2) whether the result from collecting, compiling, and publish-
ing such statistics is commensurate with their cost in time, effort,
and money.

MECHANISM FOR STATISTICS. Behind the presentation of statistics lies
the mechanism for keeping statistical records. Financial statistics,
such as the cost per patient per day in a hospital, mean the combina-
tion of financial and social bookkeeping., Volume statistics, which
show the growth of the organization, the load of work for each
warker, and other pertinent facts, are dependent on systematic keep-
ing of records which permit the counting of particular items or acts.
Each system of records should be adapted to the agency which plans
to use it.

A large agency may have a statistical card for each person served
by the agency. On the card will be recorded pertinent facts. From it
and its mates significant summaries will be compiled. In addition,
each worker may compile a report of services rendered and actions
taken. Few agencies are large enough to use punch-card systems
which automatically classify and tabulate all record data. These
have great fascination, though!

A small social agency which does not require complicated statisti-
cal records can use for its statistical analysis a sheet much like the
one it uses for its bookkeeping. Vertical columns for various classifi-
cations of activities would be set up across the top of the page. The
days of the month would be listed down the side, with a line for each
day running across the page. On a sheet like this a children’s instita-
tion might analyze each day the total number of girls, the total num-
ber of boys, the number admitted, the number released, the number
sick, and any other data which it found important. Each figure
would be posted under the appropriate column heading. At the end
of the month the only action necessary to compile the statistical re-
port would be to add the various columns, The desired figures
would thus be immediately available, This statistical procedure
would be comparatively easy. It would require no elaborate form,
and the data would be ready when needed. Almost any social agency
can follow this general plan, Keeping records day by day reduces
them to manageable terms. Simplicity in the collection of data is as
important as simplicity in recording it, and the system should be
thoroughly planned in advance.

INTERPRETATION OF STATISTICS. Statistics are only half completed
when they have been collected for the specified period and prepared
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in a carefully typed tabulation. They must also be interpreted. Ex-
planation may take various forms:

(@) Comparisons. Statistics for the same month in several years
may be compared, column by column, in a tabulation which will
reveal important trends of increase or decrease. In the same col-
umnar manter, that part of the year which has elapsed since the be-
ginning of the current year may be compared with identical periods
of previous years. Experiences of several entire years may be reduced
to a tabular statement which will be helpful in showing trends. Vari-
ous factors within the organization activities (for example, in a hos-
pital, the number of full-pay patients, pari-pay patients, and free
patients) may be compared in the same manner.

Statistical statements of present performance may be compared
with past experience just as profitably as those of current income
and expense may be compared with the agency’s past experience and
with its budget. Relationships shown by comparative statistical ta-
bles may be expressed in percentages of change or in ratios of one
year’s experience to another’s.

{b) Graphics. Statistical relationships may be presented graphi-
cally by bar charts which will show, in terms either of numbers or
percentage of cases, the ratio of one peried to another. Curves may
be used equally well—either cumulative curves which reveal the to-
tal number of cases handled from month to month, with lines of
different substance for each year; or curves of absolute total fre-
quencies which indicate merely the fluctuations from month to
month or year to year.

Graphic comparisons are useful in revealing relationships or
trends which otherwise might not be suspected. They are of especial
value in interpreting complicated tabulations to the lay person. By
their use the past may be understood and the future largely pre-
dicted. Procedure thus guided may correspond more exactly to the
actual needs for service by the agency than would be possible with-
out graphic aid.

In the last few years striking interpretations of statistical data
have been made through the use of pictographs, popularized by the
ingenious pioneer work of the late Otto Neurath, originally of Vi-
enna and latterly of New York.! Stylized figures to represent various
kinds of data are repeated as units in simulated bar charts. Each
unit figure represents a specified number of items. For example, one

18¢e Waldemar Kaempfiert, “Appreciation of an Elephant,” in Survey Graphic,
February, 1046,
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silhouetted baby might stand for 1,000 babies in a series of bars
which showed the number of births in a city, year by year, for sev-
eral years. Pictographs, now widely used in statistical comparisons,
deserve still more extensive use by social agencies.

(c) Written Explanations. Important as charts, graphs, and picto-
graphs are for the interpretation of statistics, the record of service
needs further interpretation. The resourceful executive will add to
his tabulations and charts a written explanation of the significance
of various factors which may not otherwise be completely revealed.

For instance, the number of pay patients in a hospital might be
greatly reduced for some months because a certain physician with a
large practice left the staff after a difference of opinion and as a re-
sult brought no more patients to that hospital. Interpretation of this
factor would illumine the drop in income. No statistics or charts
could tell that story!

The executive will interpret his statistical report in divers ways.
The secretary of a family agency might one month stress the impor-
tance of divorce as a factor in family dependency and explain some
of the reasons for it. Another month, he might call attention to
physical disability and explain those factors in it which would defy
statistical analysis but would be revealed by the case records of the
organization and the experience of the workers.

In these ways the statistical record can be given life and signifi-

cance. The sole purpose of statistics, charts, graphs, and explanatory
words is to give an interpretation of the work of the agency, of the
problems it faces, and of the measures it must take to meet those
problems. The resourceful executive, therefore, will take every pos-
sible opportunity to interpret those statistics by word and by chart.
Thus illumined, those data will have significance to all who read or
hear the agency’s report—including especially the board, the execu-
tive, and his staff.
FALLACIES IN STATISTICS. Some statistics may fail of their purpose if
they are not themselves illuminating and based on real distinctions.
The ancient joke that there are three kinds of liars—liaxs, damned
liars, and statisticians—may be applied to social service organiza-
tions as well as to others.

The playground director who counts one more boy every time a
youngster comes into the yard {even though the same boy comes
three times a day, perhaps runs across the street to chase a baseball,
and then comes back) or merely looks at the playground and guesses
“five hundred” (and guesses liberally so as to make no error on the
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wrong side) is another kind of liar. So also is the social settlement
worker who counts a little gir] as one more user of the settlement
every time she registers for a different club or class, so that if she be-
longs to ten groups she is ten little girls. Some not very competent
agencies have been known to count a family every time a member
came to the agency’s office to ask for advice or help. We were almost
(but not quite) fooled once by an agency which reported that it had
given away 3,000 pounds of coal in a year. That sounded like a lot
of coal until we reflected that 3,000 pounds is one and one-half tons.
Ho-hum!

One experienced social worker expresses the dangers of fallacious
statistics in the following words:

On statistics in group work, personally I should spend more time in
describing the process, such as clubs, athletic fields, etc,, than number of
people. The statistics of a group organization should cover the number
of group activities undertaken, and then the average attendance upon
each activity. This will avoid that terrible result usuaily secured when
all the people who come to any activity are added together so that we
sometimes get a result greater than the entire population of the dty.
If, however, it could be said that there are three athletic teams, five study
groups, one dramatic group, etc., and that each of them has an average
atiendance, or even membership, of so many, no such impossible totals
could be presented.

In plain honesty, statistics should be based on valid distinctions
and on a fair count of the activities of the agency.

As has already been suggested in our discussion of the charting of
finances, charts also may lie in their presentation of statistical rela-
tionships. This would be the case when the chart begins at 100 per
cent instead of o, or when units of measurement are drawn on a
scale which makes the fluctuation in agency activities seem unduly
large or small. To the above groups of liars might therefore be
added a fourth, the chart maker. Fallacious statistical charts and
curves, however, increasingly carry their own penalty for the person
who falsifies them. People are more and more learning good statisti-
cal and cartographic methods. One who either willfully or igno-
rantly falsifies such material will dig his own grave through the dis-
trust of him and his agency that will be built up in the minds of all
informed persons who see it.

One inherent fallacy, in addition to those of willfulness or igno-
rance, may be found in statistics: Ordinarily they do not interptet in
human values the quality of the service rendered. Statistics present
a count of numbers, whether in terms of human beings, of dollars,
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or of acts. Numbers unaided cannot well show the quality of service
rendered. One solution may lie in comparisons between statistics of
like organizations, as when the figures of an agency of known excel-
lence are compared with those of an agency of unknown excellence.
For example, if a children’s institution of admittedly competent die-
tary management has a food cost of %5 cents per child per day,
whereas for an institution of unknown standards this cost is 50 cents,
suspicion might arise that the second was not feeding its children
adequately. Further investigation of the latter institution, however,
might show economies of purchasing, or the receipt of large quan-
tities of canned goods from the religious denomination to which the
agency belonged, or some other factor which would legitimately re-
duce food costs. On the other hand, the first institution might be
wasting considerable food and not giving a well-balanced diet. But
comparative statistics may well be used, if merely to reveal a basis
for inquiring into the quality of the service of the agencies whose
work is compared.

UNIFORM STATISTICS. The qualitative value of comparative statistics
suggests the self-evident fact that all social agencies which perform
similar work in a community should use uniform service reports and
uniform definitions of the classifications of their service, so that their
work can be compared. Uniform definitions of statistical classifica-
tions are just as important as uniform classifications of fiscal accounts,
It does little good to attempt to compare the cost per patient per day
of hospitals, if in one of two maternity hospitals each mother and child
are counted as two separate patients and in the other the mother and
child are counted as one patient. In family case work agencies, pub-
lic and private, difference may exist as to definitions of what consti-
tutes a major care case and what a minor. All of these difficulties can
be removed by careful analysis and by a growing understanding, on
the paxt of social workers, of the importance of comparative figures.

Uniformity can more readily be secured if the community coun-
cil of social agencies has a research department and a competent re-
search committee, which work for uniformity of statistical proce-
dures among the agencies and prepare comparable data for common
use.

Manifestly, uniform statistical reports are desirable for social
agencies throughout the country. Much progress in this direction
has been made through the collection of data on volume and costs
of services which, as already noted, was initiated some years ago by
Community Chests and Councils, Inc., and the University of Chi-
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cago, then taken over, developed, and extended by the Federal Chil-
dren’s Bureau, and most recenty, because of the loss of federal ap-
propriation, returned on a limited basis to Community Chests and
Councils, Inc. This activity has been of great value in improving
the quality of social service and community planning and in giving
social agencies everywhere an opportunity to analyze their problems
in terms of the experience of other communities and of other social
agencies.

Through the development of these data it has been possible for
the co-operating communities to make use of what might be called
a “'social service weather map” for each community and for a large
part of the nation. This map shows the storms, the tempests, the fair
weather, and the high and low temperatures of human welfare, If
fully developed, these data will enable the whole country to predict
the need for humanitarian activity, to plan great preventive meas-
ures, and to conduct social work on a higher plane than has been
possible—with most communities going their own statistical way
and many going no way at all.

That far-flung statistical plan would be the natural result of the
development of good statistics in each individual social agency. Just
as the health of the community is the health of the individual, so
also good statistical activity on the part of each social agency will
give data which may be useful to the nation as a whole. Adequate
service reporting, statistically sound, is a vital factor in the success-
ful adminisiration of any social agency which wishes either to con-
duct its own work competently or to relate that service effectively to
the social work of the community and of the nation. Brighten the
statistical corner where you arel

QUESTIONS

TILTFSTLITILILIIHES

1. In some typical social agency with which you are familiar, what
use does the board make of agency statistics?

2. What use does the executive make of them?
§. What is the relation of the staff to statistical procedures?

4. Does the agency have a committee on statistics? If so, what are the
qualifications of its members and what do they do about the agency's
statistics?

5. What material does this agency have for statistics?
6. What mechanism does it use for collecting and assembling its
statistics?
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7. What comparisons of past and present data does it use?

8. How, if at all, does it use graphic methods in statistical presenta-
tion?

g. What other interpretation does it give to its statistics?

10. What fallacies can you detect in its collection or presentation of
statistics?

11. Is this agency a participant in a community and/or a national plan
of uniform statistical presentation? If so, what are the features of this

planz?
12. How do you think the statistical procedure of this agency could be
improveds



