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The aim of my presentation

I will discuss the multidimensional elements and demands social service managers encounter in their management work, the challenges they have identified and the management models they use. Thus, the aim of the presentation is to enlighten the different levels of social and health management and the multidimensionality of management itself.  

Background and main features of the Finnish local government system 
In the Nordic countries, a municipality is often the operating environment for social services. The Finnish municipalities have a comprehensive responsibility to provide social services, and also to do social work.  Responsibility for welfare, which is shared by the central and local government means that the local service system is simultaneously a tool for realising social and health policy and its target and organisational context. Municipal self-government, national welfare objectives and international management trends are emphasised as the context of social welfare management. It is likely that the competing values coming outside and inside of the local social service organisations will be reflected in the manager’s position as the leader of the expert organisation. 

Finland, as well as other Nordic countries, is now both contemplating and partly implementing reform of local and regional structures. Reform always requires some organizational, administrative or professional arrangements of authority to be given up. A radical reform in the local service organization demands that the professionals are able and willing to find new ways to co-operate and new ways to define the objectives and aims of their work. There are several characteristics which encourage learning in the organization, including internal exchange, enabling structures and a supportive learning environment. In social work, the manager is expected, on the one hand, to encourage changes, and, on the other, to minimise the harmful consequences ensuing from them.
The multidimensional management model is based on the thought that in the management of social and health services in everyday operations many external factors and processes inside the organisation affect simultaneously. Organisation’s own expectations are set by the environment and external quarters, by clients as well as separate worker groups and decision-makers. 
@e@6A manager witnesses clashes between national and international changes, wider reforms of society and changes in economy. He/she also has to respond to the expectations of various client groups and deal with the mutual tensions of different groups of workers@b@6@e@6 all at the same time. He cannot act only dimensionally; he has to be able to do both - make decisions and take the whole into consideration. The starting point of the multi-dimensional management model is the model of competing values of an organisation presented by Robert @b@1E@e@1 Quinn (1988), which has been edited and supplemented in such a way that it will identify the social function of action and the content of professional work (Niiranen 1994; 2009).
Demands of social service management
We know that many changes are under way in society and in the operating environment of municipalities, but we cannot say how they affect operations in a municipality. For example, the development of the international and national economy causes changes to which municipal services must adapt. Numerous municipal sectors and their co-operatives in the operating environment compete for scarce resources, the social and health sector being the biggest competitor, followed very closely by education, technical services and cultural services.

As the operating environment of social services and social work, the municipality is more than it a mere organiser: it is a democratic community. The ever-increasing collaboration between the enterprises of the municipalities, the third sector and social services fosters the growth of new enterprise. New @b@6work practices@e@6 produce new forms and networks of collaboration. At the same time, they require a new kind of management from experts, and also a visible and well-evaluated performance of social services and social work.

Starting points of multidimensional management 
The several external factors of an operational environment and internal processes of an organisation simultaneously affecting social work management and everyday operations can be grouped into five dimensions, which because of their simultaneousness can serve as preconditions for each other. They are the humane, open, rational, bureaucratic and professional dimensions. 
Each one of them is moderately invincible, but when overly emphasised can rattle the harmony of the organisation and its management. The bureaucratic dimension describes the norms that monitor action and social regulation, and the internal processes and @b@6power norms@e@6 of an organisation. The social functions of public services extend further than the actual @b@6service event. @e@6The action @b@6policy@e@6 and @b@6processes@e@6, qualifications of workers, clientships and clients’ legal protection are regulated by legislation.

The open dimension concerns the demands for action responsivity@b@1@e@1, flexibility and municipal services’ capacity to respond to the various and often very conflicting needs and expectations of the operational environment. Financiers, political decision-makers at the local and national level, international agreements, and, especially, development of economy set their own @b@6marginal terms.@e@6 At the same time, change in society, people’s changing needs for services, concepts of municipal services and workers working in them, direct, or they should, the contents of action and strategic management. 

The humane dimension emphasises the dimension of human relations@b@2@e@2 in the organisation. It comprises workers’ ability to work and mutual processes, learning and innovativeness and encouraging and making possible a leadership that appreciates workers. It is also an absolute precondition for reaching qualitative and quantitative goals in the rational dimension and for meeting the demands of profitability. Only the skilful and coping workers, who experience that their know-how is appreciated and that they can influence their own work, have the stamina to be productive in the long run. At the heart of these dimensions, is the professional dimension, which reflects the social function of operation and regulates its @b@6value goals@e@6, visions and @b@6substance know-how. 
Some results – diversity in management

In bigger organisations, cities especially, the @b@2social service  manager’s @e@2tasks include a professional command over work and familiarity with vocational contents. In smaller muncipalities,  however, it is required that the managing director of the whole social service organisation is  familiar with the contents of the core assignments of the enterprise, and have a professional education in that field. It is often expected that the manager is aware of the professional development of the social service organisation. Depending on the size of the municipality, the manager can indeed very strongly participate in the @b@6basic social work.@e@6 
The research of multidimensional management and organisational reforms in social services indicates that there are often various conflicts or tensions in an organisation, both between individuals and groups, and in the local administration, too. The tensions may be visible or hidden. 
The competing values of an organisation are reflected in leadership and create diversity situations where the leader must solve problems that contain contradictory elements. The competing values of different organisations are visible in the requirements set for their operation both in internal relations of staff, human resources, efficiency, co-operation and in the demands for reworking the professional knowledge. 
Management in municipal social and health care services has had a higher profile and managers have instituted reforms and introduced new concepts. The demand for performance concentrates on the economic and productivity dimensions, as well  in bigger cities as in smaller municipalities. 

At the same time, the social service managers should support the knowledge of their workers and have time to develop the human resource management, sometimes without getting any support for themselves.
When thinking in terms of performance, the results and effectiveness of operation are emphasised. Here, too, neither human relations nor workers’ mutual interaction and learning, in other words humane dimension, can be dismissed. Good results are achieved only with the help of a knowing and motivated staff. It is required that operation be anticipative and continuative, and at the same time, sensitive enough to comply with changing demands and expectations of different client groups, decision-makers and financiers. 

Thank  you for your attention!

[The research data has been collected through a  survey with Finnish  social and health service manager as  respondents (2007-2008). This study is a part of Kuopio University’s research project "Social and Health Service Management and Managers in Transition", financed partly by the the Finnish Work Environment Fund. Theoretically the analysis is based on realistic management and organization study and on the model of competing values of organization.]
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