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< The mu|t| serV|ce centre (MSC) isa communlty focused agency that hosts a varletyg_ -

cooof socral serwces on' one. srte (e. g a school daycare communlty centre Irbrary,j'

' health c||n|c, welfare and communlty pollce office’ can a|| be: clustered together in

“.one Iocatron) Some of the general goals of the MSC aré to |mprove convemencer RS

L and acce55|b|||ty to users;. provnde continuity and hoI|sm in servrce, reduce.
o fragmentatlon and dupllcatlon in the-social service: system reduce costs through

. sharlng, and serve asa nelghbourhood gathenng place I

:. Desplte the Iack of Clty pollcy regardmg the: MSC

.....

model of servnce dellvery in Vancouver The MSC takes many forms but the most,.:‘;':::, S

Cul ’r-{;prevalent one is: an arrangement whereby a nelghbourhood house or communlty
. centre’is located néxt. to-a schooI Thrs thesrs studles three examples of MSCs in
."_Vancouver and the' methodology mcludes mtervnews with ' thelr dlrectors and

v"i‘.‘iprlnapals, as well as. Socnal Plannlng staff who have. detalled knowledge of these'. ‘ ;‘f_ ;
s “'MSCs AIso, a llterature review |s conducted and’ substantlates the prrmary data | '

The data reveal that such’i |ssues as synergy, Ieadershlp, efﬁcrency, nelghbourhood' -

~“relevance" and scale, faC|||t|es and access, and systems impact sngmflcantly on-the |

"*overall performance of the MSC Further themes such as balance, courtshlp, and}
-collaboratlon serve to. gunde these features to their full potentlal However the: MSC =
g v;ls onIy one strategy on the, contlnuum of socnal services. Not to be drscounted are

o flj other models, such as. the tradltlonal dlspersed and the new mtegrated servrce; o

,delrvery approaches Chonce in “service dellvery is’ |mportant and each strategy_'
serves to’ complement and reunforce the other ‘ $ S

o

lThe pollcy challenge represented by the need for chorce and complementarrty |n"‘»i‘ff”
"soc1a| service’ dellvery resoundlngly polnts to better collaboratlon in planmng \

':;systems Specrflc pollcy |mpl|cat|ons mclude more mtegratnon in plannmg, more'.t‘

power 1o’ mumcnpal planmng departments, and mcreased expansron of thev'
"‘“‘tradltlonal role of the school»;j{_';: SR B "

" The general purpose of th|s study is to contrlbute % contemporary plannrng thought o

and ‘practice by provrdmg some msrght |nto how socnal servnces can be better NP
e 'coordlnated and dellvered : ST e T
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CHAPTER ONE ' o

INTRODUCTION

A PURP:():'SE -

Over the past three decades, the topic of the mult| -service centre (MSC) has become

mcreasmgly salient for plannrng purposes. In: its broadest’ sense, a common MSC serves T

“a variety of purposes, these being’ educatlonal social, recreatlonal and sometlmes
‘medical and legal For example, a school daycare, mformatuon and referral servuce,
employment assistance, counsellng, advocacy, |mm|grant settlement l|brary, gym ‘

health mformatlon community pollcmg, and’ legal advnce are but a few of the services s

- that can be. offered inone; locatlon In short the'MSCis a faC|l|ty wh|ch mtegrates EV

host of socral services -- whrch are tradltlonally separately» located and offered --on
one site. In most cases the services prov1ded by ‘an MSC: tend to, centre around an’
elementary school. It is w1dely believed that this - mtegratlon of servrces, premised on
functional mterdependence, is a sen5|ble model from the vrewpomt of convenience .
" and- accessnblllty for both those who use. and dellver the services; efﬁcuency in frscal'
" "",and physical resources; and effectrveness and holism'in service ‘delivery. In fact the
very existence of the MSC, in whatever form it takes, connotes the need for some type

of coordination in socual servnce dellvery In its essence, the MSC recognlzes that - }

- people ‘who use a service. often benefit from other related servnces as well, if the . -

) "T-'""optlons are avallable and accessible. In other words social problems by defmltlon are "

seldom isolated’ phenomena, but rather mterconnected and reflections of a broader

iand  deeper societal malalse and thus require a multi- d|5C|plmary response

-The to‘picof‘MSC“s ls'salient for plah"n’ingf p‘Urpo's"es--*"in";"lt.hat planners:have ‘the
| opportunlty to make a unlque contribution toward amalgamatlng and restructurmg
exrstlng social mfrastructure to its hlghest and best use, this being a fundamental tenet
of sound planmng The development of MSCs offers a. chance for. planners to
meanmgfully shape the soual environment -~ a crucual determmant of ||vab|||ty -- of
the communlty in shoit, with regard to the- social wtallty of our cities, planners have -

the opportunity to make a difference. EspeC|ally for the vulnerable inner city stressed

by poverty, family breakdown crime, |ll health, addlctlons poor school performance
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institutional dependency, and the uncertainties of gentrification and redevelopment,
the planning profession would do well to utilize its tools and planning acumen toward
ameliorating, if not preventing, these challenges. First and foremost the MSC is for the
- benefit of the public, those who occupy the front lines of structural change and thus,
must bear the brunt of ahy social fallout from ill planned transitions.

Against this background, this thesis proposes to investigate the general utility of MSCs
in order to achieve the MSCs’ goal of improved quality and delivery of services to
people. Further, this thesis proposes to compare the MSC model with the traditional
dispersed model of service delivery and the new integrated service delivery model
recently adopted by the City of Vancouver. At this point it is pertinent to note that the
term “utility” can be defined from a variety of perspectives. Whose purposes does the
MSC serve? This question will be answered differently depending on the opinions of
service users, service prbviders, administrators, funders, or the ‘community at large.
This study intends to limit the investigation to the service delivery (i.e., receivers and
providers of services) perspective. The invesfigatibn will focus on the city of Vancouver
for its analysis. |

1.1.1 Cobrdination

The critical role for planning is one of strategic management of change and the need
for a more long term, anticipatory, and integrated planning response to address the
social impacts that will inevitably follow from the ravpid and complex'changes
Vancouver is experiencing (Hutton, 1994a). The crux of the issue, then, is
éoordinat‘ion. Coordinated planning has the potential to remedy a number of ill side |
effects that befall those who venture to use our system of social services in the city. The
current network in Vancouver is criticized for its disjointedness, complexity,
duplication, inconvenience, and bureaucratic inertia (Annis et al., 1993). The by-
. product for those in need of service is that they often get lost in what is perceived as a
labyrinthine maze of services and thus, are either resistant to access the nééessary
services or do not receive the appropriate assistance or both. In addition, there are a
number of specialized agencies which address the same problems, but are at risk of

working ‘at cross purposes. They also frequently compete for government funding.
Taken together, these factors compound and perpetuate the problems that cause
people to require help in the first place. Given this situation the pressure to coordinate -




":‘“‘“The prrmary ratlonale for the'development of MSCs is that the delrvery of soaal
servrces in th|s crty appears to lack coherence and vrsron ‘for: the futureg Annrs et al.

1 993) Th|s is. due partly to- admlnlstratlon of the same problems by'dlfferen‘_:'",__f

III

: 'government as. well as “sub- optlma coordrnatlon between and"“wnt Jin:ministries and

_‘f.'f"_departments .-”Although complementary, _many servnces seem to b.evioffered ina
E d|$Jornted fashlon makmg access dlffrcult for those in need In addltlon'-, dupllcatlon of "

: ;servrces is common wrth many agencres offerrng serV|ces£ S0 srmllar tor the extent that
’ .}';-Amany are: confused as.to which. place is most: approprlat :

AMoreover;’ thls,5|tuat|on |s
_;agencres mus deal wrth the
a d staff have dlffrculty

frustratlng to admrnlster Admlnlstrators of socral servi

i ;.;:problems of overlappung and competlng Jurlsdlctlons,i

‘---:'lDrs;orntedness and duplrcatlon are also costly to the taxpayer And Whrle thls crty is o

:"‘expenencmg hlgh growth and transformatlonal change, there seems to be a pollcy vord

S

i "'ZJ',_,;'Thls.sltuatlon begs the questrons, ”What should the plan be?” and ”Who is: to develop

L

such a plan?"

‘7 22 Demograph:candEconomlc ‘:Chagge‘é«'

: There are a: number of socaal trends m socrety that |mpact ultrmately*the ab|l|ty to

[“.delrver socral servrces to’ the communlty The complex changes occurrlng an.o e
"fVancouver s socral composrtron requrre that planners create a strong socral support J'5-71 .
' ~:lnetwork that will® mlnlmlzeﬂ ‘_

' il'.(1994b) ‘the demographrc profrle reveals a populatlon that |s both growrng and
"’"‘transformrng due, to an increase ‘in; |mm|grat|on the aging: of the large baby boom

~( ~*cohort a change in, the multlcultural makeup, and the evolution of ‘the tradltronal
- famrly form *to mclude such conceptlons as srngles, couples wrthout chrldren srngle

5



In each case, a rising demand for the concomitant services required by these different |
- scenarios will emerge to compllcate service dellvery That is, there Wlll be growth o
segmentatron and drfferentratron of demand in the socral servaces e

in addrtlon the economy is restructurrng from an |ndustr|al base to an mcreasrngly

tertiarised economic base and labour force. As a result, many ‘will suffer from structural

, unemployment while others will constitute a different type of. labour force altogetherg .
.-5.:}‘Whlle this occurs, there is_the. risk that the underclass will become mcreasrngly

: marglnallzed as social polarization becomes more prominent wrth a brfurcated service .
economy and the resultant income stratlflcatlon (Barnes et al 1992 Hutton '1994a;.
' Sugarman, \1983). Agaln there will be an mcrease in demand for drfferent types of
~ services as these srtuatrons arise. Also negatlve consequences of restructurlng can
include the emergence of an underclass Amidst.these dramatic changes in the social
' .landscape, people will lose thelr bearings .in the eventual ‘social sklddlng that takes
~ place lest there are sufﬁcrent and- effectrve anchors in the socral service network to
help them adapt ' ) ' ’

| .7 L2-"31".;—_shr';nking Resou'rcélsf R

"Another general trend that Iends |tse|f to the development of MSCs is shrrnkrng' _
government coffers. In llght of constrained financial and physical resources, it becomes X
prudent to. learn to spend not more, but smarter. On an mcreasrng basis governments
are streamlrnlng .operations with the goal of- maximum’ effrcrency Servrce delivery that
is effrcrent and cost- effectrve are general pr|or|t|es of any public |nst|tut|on However
this'is a task that is becomrng more challenging. The city of Vancouver is emerging as . E
a post industrial, cosmopolrtan centre on the cusp of global -city  status. Indeed,
Vancouver is one of the fastest -growing metropolltan areas in North Amerrca .
~ Moreover, the crty s burgeoning suburbs are grappling with the challenges presented
-_,by growth spread and change Within- this context there is.a need to. coordinate
.services to accommodate a rapldly growrng and mcreasmgly diverse. populatlon with
equally raprdly growmg and drverse needs, all in the face of dwmdllng resources.

CIn addntron Vancouver is experlencmg pressure to |mprove the use of scarce urban

land resources (Hutton, 1994a). As a result innovative ways to save money and utilize

expensrve land are high’ prrorrtres on the plannmg agenda Imagination and innovation .

must be encouraged to achleve ‘optimal resource deployment (Kahn and Kamerman

ey




«;;-when more pressure than ever is belng applled for currlculum accountablllty

1975:177), As one response, the mtegrated services of the MSC would conserve

communlty resources (eg, expertise, facrlltles, and -land) and snmultaneously
accommodate those’ who use them (Ringers, 1981) Compared to the tradmonal» :

e .dlspersed model of service dellvery, it is believed that the MSC can mlmmlze the
T -lcons_umptlon of Iand‘whrle maximizing the efficient use of government services.

124 "E_~>’<pande'd Role of the'Schoo/" :

‘Another’ general trend is that the tradltlonal roIe of the school is expandrng Once '
consndered as educators in academlc training prlmanly and social skills secondanly,"
' the school is now expected 10 take on more demandlng tasks Society is changlng, and -

there are as many dlfferent backgrounds of children as ‘there are special- needs required -
by them. The needs of chrldren and families are broad and complex, and their -
solutions go far beyond what schools can provrde on their own. Education cannot be
dealt with in isolation’ from the wider system in wh|ch the child is a part, ‘it cannot

_' E p055|b|y hope to teach a child without deallng wrth poverty, ill-health, poor nutrition, -
~and a dysfunctlonal home life (Kahn and Kamerman, 1992; Rist, 1992). The school can '

do little on its'own and needs to be mcorporated into a system that deals with these -

issues as an’ |ntegra| whole. The concept of:an accessible multitude and range of .~

complementary and interrelated services on one site s fundamental to serving more

~people ina better way.

| Especrally inthe i |nner crty, the. school is caIIed upon to be an educatlonal mstrtutron as
“well as a safe haven durlng and after school hours ‘where chlldren can feceive-

nutntrous meals, clothes, counselrng, before and. after school’ care, recreatlonalﬂ'
servrces, assistance from- polrce, and a place to. just “hang out.” Moreover, because
chlldren s problems are for the most part a reflection of their situations at- home adult’
famrly members, too, are often in need of services.

-~ In places like the inner cnty where social problems are more acute, there is-a growing
‘need- for “full-service” ‘sites” where schools can. operate in conjunctlon with social
servuce ‘agencies, commumty centres, and health care clinics to-address present and

emerging issues faced by an mcreasmgly stressed and hrgh need student population. A

‘recent GVRD report states that, “Teachers are expected to meet the needs of youth
from dysfunctional famllles, |mm|grant populations, and disabled students at a time

1



(1991:63). In Holtzman’s (1992) view of the school of the future, education is a shared
respon:si'bility with families, schools, the community, and other agencies. Already,
several inner city schools are participating in serving breakfasts and hot lunches, -
clothing exchanges, and settlement work for new immigrant families. In addition, as

more parents are required to work outside the home, more families are depending on -

schools and non- prof|t organizations to supplement, and in extreme cases even
supplant the responsibilities of child-rearing. ' '

'Wlth the general decllne in large households since industrialization and the i mcrease |n' .
~ working family members, the shift of famlly tasks to other institutions has become more
pronounced. In particular, the raising of children has long ago ceased to be a -
household monopoly (Kahn and Kamerman, 1975; Sugarman, 1983). In the average
two-parent family, members are working outside the home 65 to 75 hours per week,
- compared to just 45 hours in the prevuous generation (Vanier Institute of the Family, -
1994). Particularly for the working poor, the ability to spend time with chlldren to
socialize and educate them has been compromised. Within this context it is not
uncommon for teachers to take on the role of lay social workers in addition to their
instructional duties. In short, schools are being asked to take on more with fewer
resources. This challenge can be met by having schools collaborate w:th other
agencies which serve the same populatlon (Donofrio, 1992)

The pressing issue is hoW‘ planners can best respond to this situation. According to
Alastair Fraser, assistant superintendent of schools in Vancouver’s northeast sector as
well as one of the principals of the Inner City Program: “I envision the school as the
hub of community services, a place where people could get one-stop shopping so they
don’t have to travel across the city to get to the immigration office or unemployment
services. A lot of these parents don’t have the bus fare to get across town” (Balcom,
1993:B2). Implicit in this statement is the recognition that schools alone cannot be -
expected to solve the problems experienced by their students and families, and that the
synthesis of services is the most efficient, effective, and practical means of delivering
assistance. In other words, social services need to be on site to buttress and enhance
the role of the school. “

The potential for agencies to provide social services in order to mitigate the growing
challenges faced by schools is great. In fact, in all the cases examined in Chapter 3,
schools appear to be a common element on the sites of existingMSCs. This trend




~.-suggests that MSCs play a crucial roIe |n school operatrons in partlcular and '
A"communlty developmentm general P o

R

' Through its Communrty School Program the Vancouver School Board recognlzes the ..
|mportance of integrating services and-the crucral role played by the school. The
,school isa sprlngboard for activity, outreach and resources. leeW|se an MSC could
‘make the: school more. mcluswe of the communlty for- the beneflt of all, students and-»
" non-students alike; In fact, it. may be argued that the MSC is: the operatlonal hybrrd
~ between the respectlve phllosophres of . the- nelghbourhood centre and’ communlty
- school, a topic discussed in.the next chapter The community school concept is one
' which comes close to.‘realrzmg the potential of schools as part of the MSC. -

- 125 'Prlevent‘iony,':«'“

‘ Fmally, with regard to society as a whole MSCs bode weII for the future Because its
s services are preventative and go beyond immediate service responses, MSCs may help
" reduce future socral problems, thereby reducmg the multrple socnal costs borne by
socrety as well as fmancral costs to taxpayers As one wrlter advocates ' |

. turn schools into communlt centres’ whrch combrne many services.
Schools, or a grouping of nearby schools, might offer health services, soaal
services and a community police office all underone roof .... The idea |
‘would be to combine-and share resources, and to prevent future problems --
whether health or social -- which wouId cost socrety and the taxpayer a.

' vgreat deal of money in the future ‘ :
| : B DO - (D}as,gl-“994v;A1 7),; =

REE

o 'leen the condltlons dlscussed above, ‘the challenge becomes one of how to best

structure social servrces in the city in an operatronal framework Socrety has'a vested -
i interest in creating . and nurturing an envrronment where mental health ‘social

. ‘:adjustment the’ quallty of ||fe, and the" caliber of its grownng generatrons are given’
'”prrmary attentlon (Kahn and Kamerman 1975 176) The plannmg professnon has much - :
~ work to do if it is to heed the call for the better coordmatlon of social services. The

fleld is ripe with opportunrtles to meet the growing: and changmg demands  of the |
. populatron for vital and viable socral mfrastructure The MSC is;one plannlng responser )
'that is worthy of consrderatlon ' ' L




1.3 PLANNING POLICY RESPONSES
1.3.1 No Applicable Council Policy

There is presently no explicit City pblicy on MSC-type facilities. Despite this, there are

~a number of different complexes in Vancouver which incorporate various services on

one site, the most comprehensive and well developed being the Britannia Centre,
located in the heart of the Grandview-Woodlands neighbourhood on the city’s east
side. In the 9 bunldmgs located on the 17 acre site, there is an elementary school,
secondary school, community and school library, seniors drop-in centre, teen-drop-in

- centre, pre-school, immigrant services office, community information and referral

office, gymnasium, swimming pool, ice rink, and a host of other social, recreational,
and educational services. The Britannia Centre, which opened in 1972, was an

‘experiment in unprecedented levels of cooperation and coordination that came about

not by municipal directives, but rather was borne from:local initiative to address local
issues. Other MSC-type facilities, such as .com'm_unity centres and neighbourhood
houses that are located next to schools (e.g., Kiwassa Neighbourhood House and
Strathcona Community Centre), are él§o products of local area initiatives or social
service agency advocacy.’ a o '

With regard to the City of Vancouver it has had a.history of ad hoc responses to the
MSC model. Proposals created by community groups to improve the coordination and
delivery of social services to their neighbourhoods are handled in the traditional
manner of government politics: committees.are formed to study proposals’ feasibility.
This is not to suggest that the current policy void is.negative. Some would argue that
the City should not be the driving force behind community initiatives, but instead
respond constructively to the interests and requirements of each distinct area. In short,
the key focus of a government’s purview is on ensuring that the needs of each
community are heard and are met with an appropriate response. This situation
represents the age old tension between planners and the “planned for” regarding how
much municipal planners should listen to the people or, alternatlvely, lead the public
with their visionary ideas.



1.3.2 A_df’Hoc Pps_itioh DRI

The Clty does not have a firm dlrectlon regardlng MSCs or similar type faculltles For "

the most part the arrangements for this model are ad hoc and dlrectlon usually comes |
from the bottom at the Ievel of the nelghbourhood organlzatlon or the social service

‘agency. Ringers (1981 3) claims that ad hoc arrangements are characterlzed by the
: followmg features, Wthl’\ are appllcable to the Vancouver situation:

1. They are formulated to improve a specific-work or service situation. -
2.+ They are usually the result of people s |ngenu1ty to take advantage of
| a partlcular opportunlty or need. -

3. 'They are typlcally operated on'a casual basis at the operatlng Ievel of

, the agencies involved' and thelr respectlve personnel

- Even though these ad hoc |n|t|at|ves provnde sorely needed services, thelr mformal .
' status ‘ensures that' they-are_not de51gned to’ change institutional or political goals-or "
' dlrectlons, although they certalnly are symptoms of the need to do so: They are jUSt :

small albelt significant; steps toward the squtlon of a Iarger problem

" Possible reasons for the Clty s reluctance to commit |tself to a pohcy on mtegrated o
- services such. as the MSC are the complexities involved in coordmatmg the Toles’ and,j

responsibilities of the parties involved, -conflicting professnonal and. phllosophlcal.«-'

~interests, terrltorlal control, the perception of favouritism (e.g., WhICl‘I constituency is
- the government favourlng? depriving?), and fundmg However the existing: proplanIty |
“‘between schools and community centres or nelghbourhood houses is-more than |
- astonlshlng coincidence. The proximity. is what the: resudents and’ advocates in these
: ~ communities wanted and successfully lobbled for.. It is safe to assume, then, that the.
|dea must have great advantages. Deflnltely, more comprehensnve service dellvery and
more efficient use of physucal resources are two obV|ous beneflts However the fact .
" that mtegratlon remains a low' prlorlty on- the. plannlng ‘agenda also- hlnts that there may

L be some serlous dlsadvantages as well These |ssues and other dlfflcultles assocuated' o
o "»Wlth MSCs Wlll be explored in. Chapter 3 : o |

>




7.3.3‘ Summary

| - To summarlze, there is- only a ”fuzzy ‘municipal- Ievel forum for the exploratron and
negotiation of poI|C|es surroundnng the MSC-style integration of servrces Where
integrated services have been established, they have been developed on a case by case

basis, and typlcally |n|t|ated by. concerned community groups. When mtegratlon is .

initiated: by the City, |t is usually driven by: funding issues rather than the merits of;»
' mtegratlon perse. As a result, there'is°no ‘criteria by which to determrne what is and-is

not Justlflable when clusterlng services and no consustency in allocating resources o

Although. mtegratron of services . and sharlng of resources- are frequently stated as,k
‘general goals, they have never’ been comprehenswely studled and mumcrpally
,_sanctloned The MSC concept is an example of coordinated plannlng and' prov15|on of
servrces, but efforts- to formally operatronallze it have been minimal. The delivery of .

serv1ces by'the City has been |mprowsat|ona| in nature and thus not"as effectrve as’it -

could be The. Clty is left wrth a. provocatrve template, but wnthout the foresrght to see'-:'
the brgger prcture ' S : : =

1.4 RESEARCH" QUESTIONS & METHODOLOGY . -
1.4.1 Re_search 'Questlr'o'nSA
leen the challenge to address the dearth in: coordmated services to’ communltles, the _
_ ‘questlon to be- asked is. whether the MSC model is a vrable |dea Spec1flcal|y, the 7
| ,questlons to be researched are l ' ‘ .
. \What ‘criteria- are relevant to an-analysis of the efflcacy of competlng
” communlty service models? (e. 8- efficiency, accessrblllty, convenrence,
cooperat|on etc ) ' B
2. ‘lIn gelnera,l, how doeé the 'MSC’modeI compare to:

a) a dlspersed model of communlty service location, and
b) the mtegrated service dellvery model?
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30 Whlch of these models (or comblnatlon thereof) seems best surted to
| the needs of- communmes in‘a rapldly growmg, changmg, and
: mcreasmgly complex city like Vancouver?

- The methods ‘used to answeér. the above quéstions will be twofold. First, a literature
~-review of selected texts on the topic of integrated services will be conducted. The

review of pertinent literature prov1des useful background material to achieve the""

- breadth and- depth of knowledge necessary to explore as broad a concept as mtegrated

"servrces From: thls, |mportant variables and relevant generallzatlons are expected-to

emerge. By extension, it is also expected.that this: method will assist in- explaining

exrstlng phenomena in the area of MSCs against the prevailing theoretical backdrop

(Strauss and Corbln 1990) Moreover the SOlICl theoretical groundmg provided by this =~

- method serves as valuable checks when comparrng findings from actual data gathered
via mtervrews, the second method used for this study. ’ '

lnterwews W|th those famlhar with the-MSC model (e.g., people from the City Social -

* Planning Department prrncrpals of schools Iocated at MSCs, and MSC directors) will
- provide dlverse mterpretatrons and perspectives of the' MSC concept What this method
:'.lacks in breadth it makes-up for in sensitivity in that it reveals an accurate snapshot of -

the perspectives and attitudes of key mformants Personal-interviews have the

- advantage of yleldlng richer data than the ||terature review as the interviewer is given
" the opportunlty to build rapport with the respondent and ask probmg questlons In
<‘addItIOn experts in the fleld can elaborate i ipon complex concepts put forth in the

theoretical llterature

.;These two methods of data collectlon are expected 1o ultrmately yleld valld and‘
< reliable results Each method is: useful in dlfferent and supplemental ways and affords a

diverse range of data."Not only do they complement one another in provrdlng breadth,

'depth and sensrtrvnty, but they also serve to verlfy one another. -
1.5 OVERVIEW OF UPCOMING CHAPTERS

© Following this introductory contextual chapter, Chapter 2 investigates the’. historical .
roots of the MSC. It focuses on the history of MSC-type services, the ‘settlement -
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“movement and community education, and explores their respectlve origins, purposes,' |
and philosophies. The discussion then argues that the MSC concept is in fact a -
philosophical and operatlonal hybrid of the settlement house and community school.
Woven together, the latter two become one unified whole, the MSC. Chapter 3
examines the results of field work conducted to evaluate the MSC concept. The
chapter will highlight some of the critical issues and themes of the MSC concept, via
interviews with Vancouver planners and managers of MSCs and substantiated by the
literature review. An expected by-product of this research will be that the attributes
and drawbacks of competing models of service delivery will emerge. The concluding
section, Chaptér 4, discusses this comparison with competing models; the implications
‘the results hold for plannihg; and general conclusions. Ultimately, the task is to
determine how planning can be used as a tool of intervention to improve the delivery

of social services to citizens and the communities in which they live.
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CHAPTER TWO
EVOLUTION OF MULTI SERVICE CENTRES
o 21 INTRODUCTION .,,':: -

_ It i is |mportant to. note at the outset that the MSC is manrfested ina varrety of forms The -

_most common type of MSC found'i in Vancouver is one where a- nelghbourhood house AT

.or communrty centre is palred with a school. This situation: is not surprising for three

feasons. Flrst the earliest appearance in the literature of an-MSC-type of facility is
- found in wrrtrngs about the settlement, or nerghbourhood "house which also happens

~* to be the ancestor of the communrty centre (McKenzre, 1947). Second, the original

prototype of the tradrtronal school was intended, like the nerghbourhood house, to |

. provide:a varlety of servrces and- programs ‘for the:community as well as eduication for

its pupils (OECD; 1978a) Schools have: since evolved into more formal institutions of
'Iearnrng and thé communlty orientation has Been: largely lost. However a derlvatlon of
the. tradrtronal school “the. commumty school, fills this gap Last schools enjoy a
-favourable reputation, an accessible location, and physrcal resources that make them ',
ideal candldates for an MSC o S o ‘

Based on thelr respectlve histories and compatrbrlrtles with the general defmltron of the

MSC outlined’ at the begrnnrng of the thesis, it appears that the nerghbourhood house .

or its. offsprmg, the communlty centre, and the school specrfrcally the communlty
'~ school, aré amenable to the MSC concept. “The promrnence of thelr dual presence on

several MSC sites throughout Vancouver is therefore not: surprrsmg Although it. would

be’ premature to state conclusively that the nelghbourhood hotise or commupnity centre

. coupled with the school is the ideal form of MSC, the fact that it happens to be the -

o most common type of MSC in thls crty makes it worthy of further mvestrgatron

W

2.2 'OVEerEw (:')‘F"THE"SETTL'EMVENT MovEmENT'i'

. The settlement movement and |ts creatlon the settlement or nelghbourhood house,
represents the. phrlosophrcal and concréte roots of contemporary socral servrces,
: communrty centres, and nerghbourhood actrvrsm Begrnnrng in London England at the.
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turn of the 20th century, the movement was one of progressive reform. It was -
: essentlally a reaction to the explosive and uncontrolled growth that resulted from the

“advent of capltallsm and the Industrial Revolution. The changes wrought by these . :

events happened too rapldly for an unprepared soaety (Pacey, 1950). With social .

. Justlce ideals in ‘mind, settlement ploneers sought to secure healthy and pleasant living -~

. conditions for the.working poor in response to the rapacious competltlon social chaos,

and appalhng condmons created by & laissez-faire system. A portrait of life at the time
reveals a downtrodden populace grappling: unsuccessfully with the squalor; hardshlp,.,
“and’ drudgery. that ‘accented life in the mdustrral city. Crass- materialism and what
Carson " (1990) calls. splrltual ‘sterility” were commonplace As the ravages of

~ capitalism wore on, the pervasive misery prompted two socially minded people, John ',
R. Green and‘SamUel A.-Barnett, to do something \about.it. Barnett insisted that the richv’h
" owed the poor their real ”wealth this being knowledge, character, and happiness
- (Carson 1990). | L " ‘ -

' 'They orlgrnated the |dea that people who wanted to help should take up resndence
among the poor in London and in effect, “settle” among them to learn frrsthand of therr '

.problems and discover wnth them squtlons for- theur ellmlnatlon Mr. Barnett wrote, -
““The men mlght hire a house where - they could come for short or long perlods and,
living in an mdustrlal quarter, learn to sup. sorrow W|th the poor” (Holden 1922:12).

_ This novel and humanitarian |dea SO msplred one Arnold Toynbee that he became a - ..

: »powerful and influential advocate of the movement and persuaded fellow- unrverS|ty.
graduates to get involved. So-passionate was he in his ‘credo of selfless public:service,
and so tireless in his work, Toynbee soon. infected people with * ‘settlement fever” and
- cultlvated a large following. As a result the first generatlon of settlement resndents was
born (Carson, 1990; Holden 1922 Trolander 1987) '

Out of these humble and- sincere beginnings came the ftrst settlement house, Toynbee

‘Hall, which was opened in 1884 by Mr. Barnett. It.was run under the ausplces of the:

University Settlement Association, a committee worklng on behalf of Oxford and
Cambridge Universities. The settlement was Iocated in London’s east side i ina house :
that was refitted with lecture and meeting rooms along wnth living quarters for the
_university graduates who came to “sup with ‘the poor.” Here, residents of - the
settlements could promote a nelghbourly, as opposed to professnonal relatlonshlp w1th

the locals. It was hoped that in thls congenlal supportlve atmosphere problems could




be resolved The phllosophy of the house, mdeed of the whole burgeomng movement
st best expressed in the followmg passage from the flrst report of the Assocratlon

Y

. As a means whereby the thought energy and publlc spmt of the Unlversrty
~ may be brought into the direct presence of the social and economic problems
of our times, the value of the experiment cannot be overrated. The main .
difficulty of poor city: neighborhoods, where the toilers who-create our
national prosperity are massed apart, is that they have few friends and
- helpers who can study and relieve their difficulties, few points of contact
. with the best thoughts and aspirations of their age, few, educated public- .
,splrrted residents, such as elsewheré in England 'uphold the tone of Local.
Life and enforce the efficiency of Local Self-Government: In the relays of -
* < men arriving year by year from the Universities in London to study their
- professions or to pursue their independént interests, there are many free-
from the ties of later life, who might fitly choose- themselves to live amongst
.+ the poor, to_give up to them a portion of their ||ves and endeavor to fill the '
~ social vord . - :

ltisan. enterprlse, WhICh if patlently marntalned and effectually developed
cannot but beget'experience which will react most practically upon the'

- “thought of the educated classes upon whom, in a democratic’ country, falls so -
' r-deep a: responsrbrllty for local and central good government ..

(Holden, 1922 13 14)

. Two’ years later in 1886 an Amencan Stanton Coit, l|ved at .Toynbee and. was g

ﬁ»_tzlmpressed ‘and msplred by the work done to the extent that he decrded to experiment. :

* with. the idea at home. He returned to Amerlca and in 1887 establlshed the fII‘St“f—»
‘:.'settlement house in the country, the Nelghbourhood Guild, whlch was situated in the .

. " Lower. East Side of New’ York City. Shortly thereafter, in 1889 the most famous

_ . settlement, Hull' House, was established in Chicago by Jane Addams and Ellen Gates -
- Star(Carson, 1990; Holden 1922; Trolander, 1987). These settlements and the many‘,
: thereafter became the hub'of the nelghbourhood a centre where frlendly relatronsi'
among nelghbours and the dlfferent classes were fostered; and a focal point for specral' o
events, ‘clubs, and classes Actnvntles and-programs such as arts and crafts, daycare,-

Ilbranes, employment assistance, citizenship classes, home nursing services, music "

' halls and art. gallerles could all be found i in the settlement (Holden, 1922) In short, the
: _settlement house cultivated attitudes and practrces that would elevate mental,.’
;f-.emotlonal and soaal wellbelng ’ '

| 'Although the resndents and volunteers of the settlement houses were representatives of
a dlfferent class - one of hrgher educatlon and status and other advantages that come :




16

wrth a pnvnleged posrtlon in socuety -- it was hoped that worklng alongsrde those“”
‘whose conditions were far more I|m|ted would prove: the helpers srncerlty, humlllty,; :
“and -open-mindedness. It was also assumed ‘that through mcreased mutual

understandlng and tolerance, mutual i |gnorance and the resultant. suspicion: and- distrust

“of others would be eradicated. .In nerghbourhoods that were tradrtronally stratlfled »
- along class and racial linés and where the locals had lost. meaningful contact wrth one .

another, settlements ‘could re-establish thesé links and brldge the. points across the

‘social axis. These nerghbourhood houses could play a mediating role and brrng

together different groups in society. In other words, settlements could act as an
rnterpreter among different classes, races, and faiths. In this capacity, they could act as
a trusted spokesperson for the exploited classes and interpret their resources and. needs
to the wider communrty, promote understandlng, and rally for cooperative action’

A (Hrllman 1960 Holden 1922; Pacey, 1950; Trolander 1987; Woods, 1923)

: To‘this end, the sett’le‘ments were highly successfullin'achieving social progress. For - .

; - 7example because settlement residents lived and worked so closely with the poor, they. -

" were the only ones who could supply accurate statistical knowledge and- frrsthand |

- accounts of the I|V|ng conditions endured by the locals topolicy: makers (Holden,

+1922). As a result they were insttumental in draftlng progressrve social statutes since

the laws were based on information gathered by the settlements Their command of the .
facts and personal knowledge of living, conditions were the prereqursrtes for the wrse L |
| f‘leglslatlon necessary for remedyrng the |I|s suffered by the poor (Pacey, 1950)

Other examples of the settlements proneerlng work in- socral |mprovement |nclude

jproposals that span educatlon recreation;’ publrc health worklng condrtlons, and legal‘; L
issues. Specific-illustrations of the settlements initiatives. include: kmdergarten public - -
4 lplaygrounds, communlty self-help, school nursmg, medrcal mspectrons, housmg“’ ;
- codes, _|mprovement ‘of worklng condrtlons unemployment insurance, and )uvemle
* court. Moreover, seitlement houses were also information and referral centres on

wrtually every conceivable topic pertalnrng to social services (Holden 1922 Pacey,

1950; Trolander, 1987). Incidentally, Jane Addams of Hull House was a foundlng""'
member of the- Natronal Association:for the Advancement of. Colored People Against’
“this backdrop of advocacy and services for social reform, the settlements were one of '
~the first institutions to recognize that the envrronmen_t, and rnot.:“srmply personal :

. character d'efects,.~Was a likely source of social problems (Trolander, 1987).



BT ;:"‘,_'Armed W|th nothrng’,more than lrberal |dea||sm, nalvete, and commrtment to hard
R =work the ploneers forged into’ unfamlhar terrltory an‘ ‘ ,eated thls drstmctrve new

i o “,:.mstltutlon the settlement house However |t is precusely these prlstlne motlves and, '

" ;enthusrasm that hav‘ ?_,been calle o‘questron by critics. ,F_rrst by helprng the poor, it

‘was belreved that settlemen
hat the settlement workers were genumely helprng but’

3

. . N . )
A “the one hand |t can b “argue_
- R '{:,on the other it can‘be argued also that’ they were checklng potent|a| anti: socral’;:'-‘

tendencnes of a margmalrzed populatlon The CrlthS charge that ethical concerns '

or ers were: smothermg the embers of a class war On -

,;}_;formed a “soft” d|$C|pI|ne in the movement s arm lo achleve social contro ,g,Were;,;f S

settlements really democratlc agencres or |nst|tut|ons of socral control? The critics say. -

S fthat rn the genteel worId of Vrctorlan manners the mov_‘ rnent was nothrng more than a’:fs'

blgger concern In short settlement workers were accused by socralrst revolutronarresv -
" of curcumventlng a soaah’st revolutron by placatrng the workers !

- v:\

S A second major criticism,

dlrected at the settlement movement was |ts moralrstlc
S ‘-]overtone Trolander (1987)
B o onto the nelghbourhood and" o) dommate and culturally educate the poor W|th middle .

2 »class values In® thrs sénse: settlements were‘f" ccused of belng for the nerghbourhood “

“. but not oflt They eschewed grassroots orgamzrng in favour of mterpretrng - accordlng B

e 'to thelr terms ‘of. reference
- (1965) echoed thrs clalm i
-"}i}serwce agencres, I|ke the settlements, reflected the values of therr well “to- do boards

' 5rather than the vaIues of the poor they wer' supposed to help Settlement workers
i countered that there were many poor peopletwho asprred to mlddle class status, “and

l"“-":?"that the- only opportunltles available to_help- them achleve this were. found in: the, N

L ;nerghbourhood housei'm;n the|r view, if settlements assrsted “the upwardly moblle to.

| climb’ the social Iadder then bemg ”for the nelghbourhood was not: o) bad (Trolander
D 1987) Besndes, soaal reformers by defrnrtron have an expllcrt moral blas ”

”._V,A—jrmmrgrants .as’ fodder for cntucusm An Amerlca the earIy settlement movement k

ll,lf"fcomcuded wrth the expansron of crtles and hlgh Ievels of |mm|grat|on n some years
o levels reached in: excess of‘one m||||on Because of limited Englrsh Sl(lllS, general
allenatron and unfamrlrarrty,

)

ates: that settlements tended to |mpose therr Ieadershrp“f’ o

= for: the nevl_ghbourhood Socrologlst chhard Cloward
his artlcle " Mhe War | on Poverty "He sald that socral‘-

o _-«Last Trolander pomts to the settlements heavy emphasrs on the acculturatlon of’fr.'_ Ly

'nd whrte backlash agalnst them 'mmlgrants crowded .
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into urban slums Here |mm|grants would come into contact wrth the settlement house“‘
where one of the prlmary functions was the adjustment of |mm|grants to the American
- way of life (Wohl, '1984). Critics charge that the “do- gooders were threatened by the .
hordes of forelgners so they sought to re-establish their mfluence by ”Amencamzrng
the rmmlgrants into thelr own ethnocentrlc attltudes and practices. ‘

Whatever the crltlcrsms leveled at the movement may be, one cannot deny the: fact
| that this- was one of -the first concrete attempts to help for helplng s sake. The .
movement was not an ostensibly rellglous operation, but rather pragmatic help, plain
~ and simple. ngh minded purpose was put into practice rather than polltely discussed"
in the parlor (Barnett, 1909). The movement was a non—threatenlng institution devoted. -
to improvement. in society. It focused not so much on major reform, but rather *-
increased understandmg between and among the top and_bottom strata of society.
While the. settlement pioneers may be accused of bemg paternalistic do- gooders and
‘ controllers, they nonetheless brought a broader perspectlve ‘of the social ‘order, and
‘publicized to society. the challenges faced by the poor (Trolander, 1987). In short, the:
s settlement movement sought to broaden the vrsron on both srdes of the class lelde

Of special sallence to this thesis is the fact that the settlement movement had a natural
‘"afflmty with education. As Holden (1922) argues, the; nelghbourhood envrronment is.
. teeming with natural contacts, social fnvollty, and experiments in democracy in other
‘words, itisa perfect breeding ground | fora social educatlon Furthermore, education is.
the great social equallzer whereby rich and poor can sit S|de by side to' learn their
. lessons. Through school .one is mculcated wrth the general phllosophy of getting along :. -

with others. However the social lessons in l|fe are not so. readily forthcommg in the -

~ formal education’ system and the' settlements are equipped to fill the gap. In the_;
neighbourhood house, students can relate their lives to_the cornucopla of l|ves,y 3
I/I

.."'experlences, trlals, and trlbulatlons out in the “rea
programs and phllosophlcal discourse, they are given the opportunlty to interpret life-

world Through extra currlcular' o

—in all of its diverse complexmes In short, Holden argues that settlements supplement " -

the schools Iessons they socnallze educatlon and they socrallze people

To thls end the settlement movement eventually expanded its’ reach to Cinclude a
recreatlon and social centre orgamzed in public schools (Holden, 1922). This was- one? :

of the first. mstances of utilizing publlc schools for purposes ‘other than . academlc’ ."

,educatlon In this context settlements work in. the schools came to resemble the’ MSC
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' However accordmg to Trolander (1987) it was not untll the 19605 when the concept _
~of comblnrng educatlon and social services. really accelerated in the mrnds of pollcyvlv '

makers Pre- school started in settlement houses in 1965 of whlch the Head Start -

' pro;ect was the most’ popular In. addltlon educatronal enrichment programs for adults
were added to the list of services offered by settlements For. example, basic Sl(lllS and

T upgradmg in reading, wrrtrng, and mathematics were offered in order to make people

more employable If they did not already before settlement houses came.to resemble
- ‘MSCs even more with’ the’ addition of breakfast programs for poor chlldren and the
‘ -slntroductron of Iegal ard and welfare offices on site. " - A

n modern times, Allueva (1993) states that one of the more |mportant functions of the':
~ne|ghbourhood house is the - building, of partnershrps with schools and other
' commumty ‘organizations. This networkrng ensures that the nerghbourhood residents’
"vrews are given wider recognrtron the housé is better informed about changes in the
"commumty, and there |s more effrcrent sharing’of resources such’as physical space,
_expertlse, and- fundlng Regardrng -this_last point, nelghbourhood houses operate
'.--several programs out of existing physical space such as schools, churches, commumty'

agencres, and even. homes Moreover, this close relatlonshlp with other communrty.

groups is.in keeping with the settlement movement s method of blending in with or. -

accommodatmg to the community. The result i is that the neighbourhood house is given

flexrbrllty |n respondrng to the mobrlrty of the populatlon and by utllrzrng familiar
| |ocales, it can. develop trust and frrendlmess wrthrn the communlty and represent lts
mterests ' ‘ '

To conclude th|s section, drawmg upon the work of Hillman (1960 iv-v), settlements '
can be characterlzed as having a number of fundamental prrncrples

1. . They-are located‘i'n a geographical n'eighbourhood 'They' seek to .-
_l understand it, assist |ts resrdents, and develop its potential. ‘
2. They provrde opportunltles to individuals and families in order to
develop their potentlal in the Home, neighbourhood, and the wider
commumty They believe that peoplé possess the capacrty for self
_ 'drrectron and growth. ' 4
3, Theyare lnstltutlons of integration. They respond to the needs of all
R A»people regardless of race, religion, nationality, socio- economlc status,

~and seek to |mprove the relatlonshrps among people of dlfferent
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backgrounds They serve as the crossroads at. whrch different people
come together to share.experiences and develop friendships:

4. . They are flexible and expenmental They adopt' methods and programs
‘accordlng to the changlng proflle in the nelghbourhoods in whlch they |
serve. r o

5. They provide early detection of emerglng social problems in thelr |

area. They provide valuable demographic rnformatlon identify -
~ emerging trends, and document the effects these changes have on
" residents to pollcy makers. - ‘
‘6. They involve the locals in-the plannlng, dech|on makmg, and .
|mplementat|on of services. They provide a forum whereby cstlzens
- can participate in dealing with nelghbourhood issues.
7. They provrde preventative and self- help.services. They focus on early
e 'detectlon and mterventuon of problems through the dellvery of socral
servnces ' :

leen its r|ch herltage in |nd|V|dual and soc1al reform, the settlement has been, and
will continue to be, a vehicle for nelghbourllness and the awakenlng of neighbourhood
_spirit. It possesses the unique ablllty to have its ear to the ground in a way-no politician
ever__.could, and to blend classes, races, and interests into a dynamlc and significant

force. While the movement’s influence‘may have declined in recent decades, .
especially in an era of growing promlnence for other socral agenaes, its mandate to
provnde a broad yet still specnfrc mix of education, recreatlon “direct services, and

social reform has given it a rare viability. Moreover, ‘given the movement’s strong :
nelghbourhood roots, |t has. been able. to enjoy . a- stability when other service
orgamzatrons and reform movements have come and gone (Trolander 1987).

i The settlement movement dlstlngwshes |tse|f by belng thé first exerase in cooperatlve '
Asocral plannlng in that it helped realize’ the social desires of the. masses and the need to .
be organlzed (Holden, 1922). To:this end, individual settlements’ galvamzed their
© respective neighbourhoods with a unlfred voice, and made a resoundmg call for local .
’|mprovement It was the mtellectual and philosophical spmt of the time and the kinetic -
frenzy wrought by industrial society that coalesced into the. ideas and expressions that
created the settlement movement. The experiment to dissolve class barrlers and assert f
‘goodwill among the people contmues to thls day ' |

;o
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23 "TOVERV.I.EW or THE'COMMUNITY sc}iOot MOVEMENT

Educatlon is too precnous to be confmed to chrldren and adolescents
' ‘ (Poster 1982 22)

g -"vﬁThe concept of the commumty schooI in |ts most ba5|c form is. that the educatlon
process concerns itself not onIy with the progress of the individual student but also the"-
E .wellbeing of the whole communlty ‘This' non-traditional approach Utl|IZeS the
" '.'-communlty as an’ educatlonal resource and SImultaneoust aIIows the communlty (i.e.,
. adults, busmesses, agencies, neighbourhood groups, etc.) to utilize students” and
teachers’ work as wellas the school facilities. The alm is for the school to work closely
f.;.wuth the- communlty to |dent|fy and remedy problems, and enhanice the wellbeing of
all the citizens in the communlty, student and non-student alike. The results of these
efforts are expected to culmlnate in overall communlty |mprovement N

In North Amenca the communlty school movement actually beglns W|th the begmmng
of, educatlon programs in general In the earlier days the school was: already the site for
community activitiés, these bemg academlc social, cuIturaI and recreatlonal (OECD,
1978a). It is only when socnety ‘became more urbanized that functional specnahzanon

- came to dominate the way of life and the school became lsolated from the community .-

it served The actual’ startlng pomt for a formal commumty school began in Flint,

- Mlchlgan in the 1930s on. the initiative of Frank Manley; a physmal education teacher. "
,He recognlzed a need for more recreatlonal programs for youth and suggested thatthe
:commumty should make use of the pUb|IC schools for boys’ and glrls clubs and other

X programs (BCSTA, 1974) The movement enJoyed a slow but steady incline. throughout
the 1940s and 1950s: as smaII commumtles began to adopt the concept and
'umversmes orgamzed graduate programs for community educatlon dlrectors In the -
1960s the community school movement enjoyed rapid and expanded growth due to-
the War on Poverty mmated by Amerlcan presndent Lyndon B Johnson (OECD, -

' 1978a) ‘ ' ‘

' Accordmg to H|I|son et al. (1969) a promlnent figuré-in | the movement was Leonard
“Covello who throughout ‘the:, 1940s " was the principal of BenJamm Franklln ngh
“School" in the East Harlem, netghbourhood of New York City. In Covello s view
.';educatlon is not only- benefncnal for the individual student but for the communlty as.

L -‘well The schooI plays an |mportant role in coordmatlng communlty act|v1t|es and
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actmg as a social centre socuallzmg agent and communlty |eader Essentlally, it is‘a
" nexus and stimulus for communlty action, where students learn invaluable leadershlp'

qualltles that they can contribute to the: community well:into adulthood and where

communities can nurture and harness resources -- human materlal and financial -- for
“ the future Covello glves this weII rounded defrmtlon of the communlty school s_
R functron R T S N o '

[T]he school must necessanly become the center of commumt life in its.
a‘own nerghborhood a.clearinghouse, if you will, for-all neighborhood ideas,
programs, and enthusiasms. It must aid in correlatlng these according to.an -
effective plan through which the well- -being of the community.as a whole.
_ be forwarded and insured. It must establish intimate contacts with the
; chrldren thé adults; the homes; the welfare organizations, and even the -
business interests of the community. The range of such activities comprises the
background of the éducational processes within the school itself. The really
successful school, therefore, cannot function as a detached organization .
concerned only with the imparting. of a certain amount of book knowledge to a
- fluctuating number of pupils during a specified number of hours daily through a
limited period each year .... Rather the school must make a break with the
. formalism'and pattern of the past, sacrificing nothing of the essential- integrity
"+ ofan mtellrgently planned educational program along:i intellectual lines, but
ampllfymg its program to meet the larger demands of community and Natlon
. : K (l 969: 466) ‘

L

| - The communlty school phllosophy recognazes the school as.a potent force for posrtlve -

; ‘.change for both the |nd|V|dua| and by |mp||cat|on ‘the ! ‘commuinity. Jencks" (1969) -
o extends- the argument to include the traditional school and. claims that more than any’
' other mstntutnon outsrde the family, the school in general has a greater contribution to.

' make toward individual and community. |mprovement In modern Western society,

- education is universally revered and accepted by all, a common value that i is strongly A_ )
-+ held regardless of class, race, ethnrcnty, religion, and gender In many ways it'is the

- .. great social equalizer whereby one can transcend the psychologrcal and socrologlcal

= divisions that.exist in our society. in other words- educatlon is a gateway in which -

people ‘can escape conditions beyond thelr control. Moreover, educatron is the only

o ;W|despread opportunity avallable tosinner, crty chlldren to break free from the slums by |

familiarizing them with malnstream values, and provndlng them with alternatlves to'

self- defeatlng influences in the famlly and neighbourhood. In this regard school can -
“actas a: bulwark agamst a neglectful Kome. and’ turbulent nelghbourhood
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As further justification for the value of community-oriented education, the GVRD
(1991) states that, at the least, the school is the primary point of contact that children
have outside of their families. As such, the school assumes a direct daily influence, .
sometimes more than the family, over children and this influence is sustained over
several years (BCSTA, 1974). Thus the school is in a good position to have direct
knowledge of students’ needs and desires; coordinate efforts of other agencies to meet
the needs of the child, the family, and the community; and effect positive change.
Minzey and LeTarte (1972) also make this point when they argue that a child-is a
product of the total environment which consists primarily of the f;amily home, but
increasingly the. community as well. As other social institutions gain in prominence
and families relinquish important child rearing responsibilities, the school and the
community become virtually inseparable as they gain influence over the child. In
short, outside of the family, or despite of it, the school and the community have
become major determinants of social aptitude and achievement. ‘

In this context the community school strives to embrace the whole community, not just

students, as its constituency. There is the recognition that students’ needs cannot be

viewed in isolation from the community in which they live. For example, Ringers
(1976) argues that problems in the family inevitably are reflected in a child’s scholastic
progress. These problems are a function of the farhily’s economic status, housing
situation, physiéal and emotional health, and other external forces, all of which impact
eventually on the child and subsequently the classroom. Thus the school must take
these determining factors into account and work with the community to dismantle
these structural obstacles to individual and social progress. '

In order to understand and embrace the community in which its pupils live,
community schools have several options available to them. They can become the hub
of activity of community life by providing: offices for individual and group counseling, -
facilities for recreation, adult education, a community police office, baby clinics,
medical services, and job retraining, just to name a few. A lot of these services are
already provided in some form or another but the relationships between schools and
community agencies are informal and narrow in scope. As a result, much potential for
fuller cooperation and programs is overlooked and resources of both the school and
the agencies are not maximized. As it stands now, the situation would probably benefit
from some formalization and direction. Proponents of the community school
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philosophy beheve that once thls marrlage between school and communlty is
- achieved, a sense of commumty self-actualization will emerge.

- To summarize, it has been long established that education is a potent and long term
force in society (Levin, 1968). As sociéty changes and becomes more ‘complex, so, too,

the school must change and become more complex. it must,expand and diversify its

role to remain relevant and responsive to the guardians of our present fragile state of
community. Td this end the community school in particular plays an important role. -
For both the individual and the community at large, it embodies a ”Iearnmg for life”

: attltude, in chronological and qualitative terms. The community school movement
recognlzes that education is for the long term and that it benefits the individual in

particular, the community in general, and society in the ultlmate Moreover, Weaver
argues that the movement is absolutely necessary: ’

The traditional view of the school as an intellectual skill center cannot be
expected to produce solutions to the critical problems which we face in this
century. When viewed within the context of the modern social milieu .... the
Community Education approach to problems can be viewed as a cultural
|mperat|ve

' (1 969:2)

To achieve its cultural imperative, society needs to profoundly reorient its concept of .
the respective roles of the school and the community. The shift must involve the
acceptance that the school and the community do not occupy separate roles, but in
fact that their roles are profoundly integrated and ultimately inseparable.

24 THE NEIGHBOURHOOD HOUSE AND THE COMMUNITY SCHOOL .
TOGETHER: THE MULTI-SERVICE CENTRE

As a point of departure for this section, two qualifications must be made. First, given
that the community centre is a descendant of the neighbourhood house, when the
argument is made that the neighbourhood house could merge with the community
school to form the MSC, it is implied that the neighbourhood house can be substituted
with the community centre (although their respective orientations are different).
Second, while not every school is recognized as a community school many schools,

especially in the inner city, are de facto community oriented by virtue of the needy
student population they serve. In this respect, the roles and expectations of these
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; schools have expanded to the extent that: they now accommodate the chrld as an_

. mtegral part of his/her surroundlng commumty So when the argument is made that the-

' community. school could merge withthe netghbourhood house to form the MSC, it is
implied thata tradltlonal school will suffice’ when.a community school is not present.

~In- both the|r respectlve goals and practlces the settlement and commumty school

‘movements.are similar."And’ coupled with the formal educational component, offered
_ bythe communlty school they- represent a viable blueprint for the MSC The merger of
_‘:the nelghbourhood house and the, school represents an mtegratuon of a multltude and,-. ,

o ‘range of complementary and mterrelated services at one convenient locale Moreover o
by workmg together the nerghbourhood house and the commuinity school. achleve the . =

“ dual goals of serving a broader constltuency for broader purposes. The. mtegratlon of

5 ~ “-the services offered by both holds promise ‘for a mutually beneficial relationship.
. -Ringers Jr.’s (l98l) version of the MSC the “Community. Servnce Center is defiried as

thus

' A Communlty Servrce Center is a publlc buddmg, usually a school
where community residents of all ages-can receive essential community
. services such as education, social, health, and leisure programs at times-
- -when they-ate fieeded or'desired. It is also a place where individuals can
“share ideas and help each other to make. thelr community a better place to
l|ve ; s

; Each part|C|pat|ng agency in‘a Commumty Servrce Center learns
" inore abouit the other’ agencies’ strengths and needs. Each has the
. opportunity to share.resources such as equipment, ‘staff, information,”
and materlal Each agency is llkely to galn through this mutual support

: , . S LD : v
Mutual ‘benefit comes: from the facts that the’ increasing demands placed on schoolsl” ;
can be more easily met if schools work.in close’ conjunction with socnal service.
agencies; dellvery of several services on one: site ‘achieves greater’ hol|sm and

continuity in. support; accessnbrhty is |mproved because several needs are met on one:

site; schools enJoy a familiar; stabllnzmg, and non-threatening reputatlon in the

communlty, and use is. maxnmlzed and costs are minimized as both agencies and the..

schools share facrlltles and resources. In an MSC, both agencies and schools have‘ s

diversified, expanded and mtegrated ‘their respective roles. Ultlmately, this merger

. “ensures that both will have enhanced vrab|I|ty and longevity as'a nerghbourhood hub-“.'_'~

for all resrdents
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-With this in mind, future directions for neighbourhood- houses can be a formal teaming
up with community schools -- an idea already introduced a century ago -- in order to
unify neighbourhoods and coordmate services for residents in a socially and cost
effective manner. As the level of integration becomes more defined and coordinated,
the combination of the two can transform into a new entity, the MSC. This facility-can ‘
host a variety of public services in the neighbourhood, a kind of one stop shop of
various social services organized at the local level. |

As the situation currently stands, there are several other reasons to support the union of
the neighbourhood house and the community school. They are natural allies in that
they are phllosophlcally compatible and their programs are complementary. On a
conceptual level, each is capable of acting as the neighbourhood hub around which
everything else revolves, and each strives to be responsive to the particular
neighbourhood in which it is located. Just as Holden (1922) writes about the settlement
house as the prlmary intersection where people of dlfferent interests are brought
together to be educated and find local solutions to improve life, the BCSTA (1974)
| describes the community school as a “catalytic cohesive nexus -- a (:"thecting point
- for the dissociated human forces in the community -- a locus for the regeneratidn of

worthwhile human interaction -- a location for mobilizing and co-ordinating
* community resources” (3). o o |

On a programmatic level, services are available for people at all stages of the life cycle
to assist in individual and community self-actualization. Neighbourhood houses are
known to provide information and referral to agéncies that offer assistance; advocate
on behalf of clients’ rights; provide services directly to individuals and families such as
legal aid, cHildcare, health services, employment coUnseIing, recreation, group"wbrk,
‘and housing assistance; and they organize and mobilize groups for collective action on
behalf of neighbourhood ~improVément. Community schools, in addition to academic
education for pupils, have been known to provide similar services as well. In fact,
Dryfoos’ (1994) definition of the MSC is “a settlement house in a school” (100).

Since both the neighbourhood house and the community school promote similar
causes, incorporate similar approaches, and derive mutual benefit from cooperating
with each other, it is not surprising that either or both are present in common
manifestations of the MSC. With the community as their laboratory of learning and
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source of partnershnps, they both share a behef in the value of education in its broadest
sense, and in actlve and flexible responses to community needs. - y

To conclude, if social pohcy analysts were to study carefully the nature and goals of
the ne|ghbourhood house and the school, they would find that they are largely
compatible and therefore should be working cooperatively: Their operations are not
limited to hard boundaries and discrete roles, but are characterized by much necessary

overlap. In this light, policy makers must re-evaluate their approach to the two for they -

no longer represent exclusive concepts of education and social services: “The
boundaries between the ‘educational’ field which is covered by the school and the
‘social’ field which is covered by the welfare mechanlsms are no longer as clear as

_,they were” (OECD, 1978b:33).

However, despite the general argument outlined thus-far that the two should integrate
into an MSC, the model undoubtedly has its hmltatlons The next chapter is devoted to
a crmque of the MSC
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CHAPTER THREE

CRITIQUE OF THE MSC

31 INTR()_”DUC_TI,ON. :

Commumty socral servrces tend to Iocate prox:mate to the populatlons they serve.

‘Historically, this tendency has led to a dispersed location of services; consistent with

the relatlvely dlspersed pattern of populatron distribution i |n urban areas. However, the

“-dlspersed nature of service dehvery has.-led ‘to problems with. fragmentatron'

duplication, |mpract|ca||ty, and access. Agamst this background the MSC model has
emerged in. response to- the perceived need and the mherent appeal of

iR decentrallzatlon |ntegrat|on and ratlonallzatlon of servrces, Iocal accountablllty, and

‘cmzen partrcnpatlon (Clague, 1988a)

The MSC is known by a variety of names communlty servrces centre, service hub

TR neighbourhood information_centre, “one stop shop,” and: full- -service school to'name.a
- few. Moreover, various models of the MSC- abound There are those where separate
. agenC|es sumply operate under one. roof (rooming house model), each with separate

staff, admlnlstratlve, and governmg systems, those where one or two. agencnes exercise

vcentral autherity over the dellvery of various servrces and those where several

agencies are mtegrated to form a seamless whole, and .a representatlve from each.

~ agency forms a management council for the entire unit. Where some MSCs merely

coordinate servnces, that i is, act to smooth the relatlonshlps of mdependent elements |
W|th|n it, others will go further and’ integrate, that is, bring together formerly
mdependent functions and organizations into a new unitary structure (Morris and
Lescohier, 11978:23). The menu of program and service optlons is IlkeW|se diverse.
There are many.: variations of the MSC model, none of WhICh can clalm to be the

. prototype

As this thesrs is concerned wnth the MSC as a: concept only, the MSC will be dlscussed. ,

in a generlc sense. One flttlngly generlc def|n|t|on in the literature is descrlbed by
Gandy and Delaney (1 977) as'thus: '
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The mu|t| service : centre can best be descrlbed as-a phy5|cal location that
houses the range of social services provided by the community with joint
planning among the services to the end of better service to the consumer
and'more effect:ve and éfficient use of communlty resources.

. - , (107)

Another broad defrnltlon of the MSC is found in‘a report on the Brltannla Centre by the
* Secial Development Commrttee, C|ty of Vancouver (1968) In_it, the MSCis descrlbed
as thus ‘ . ‘ ' '

- The Communlty Servrces Centre concept proposes an entlrely hew civic
~“arrangement for coordination and.integration of services provided by a
~ variety of agencies and people. It suggests-a complex of land and buildings,
- parts of which are used for educational, sports and cultural activities, '
~ “manpower and legal counseling, medlcal dental:and welfare services. It .
also suggests a‘centre for social action, a place where people meet to

ClISCUSS local:area and nelghbourhood problems and work together 1o, solve
: 'them : .

.(1 6)

vilmplncrt in the above deflmtlons is the underlylng phllosophy of cooperatlon
‘-'Cooperatlon is a defrnmve factor in the MSC and is. requrred to ‘achieve many

L objectives in, socnal welfare, notably umproved accessnbrllty, effectlveness, efficiency,

and responsrveness to local needs. Despite the many different expressnons of the MSC,

o constant and vigorous. cooperation is at the heart of the model and a credo to whlch
all MSCs adhere '

After its debut onthe socual service scene, some th|rty years ago, it is time for.a
- contemporary cnthue of how it has fared as a vehicle for social sefvice dellvery The
analy5|s that follows is prellmlnary innature and makes no claim.to be complete.
' Evaluations of social service dellvery are multl “faceted and ‘many varrables are beyond
'researchers control as they are. llnked and rnterdependent with ‘other systems.: Thus, it
is difficult to'determine causes for effects, as will be drscussed in the next sectlon A
comprehensnve evaluat|on requires further study and is beyond the’ scope of this thesns

‘ Wha't will be 'c0vered is a brief overview of the. difficult"i’es's‘urrounding‘the" evaluation s

of social servrces, partlcularly the MSC; a determination of some of the criteria that can -

" be used for such an evaluatlon and the results of field work that applred this criteria to

" investigate the overall- ut|l|ty of the MSC. Substantlated by the academlc llterature, the
- pnmary data. |dent|f|ed several factors or what Sposrto calls ”essent|al” 'varlables that


http://makes.no

30

impaét the performance of the MSC and are critical to its development (1993:31).
These factors were examined for common attributes, concepts, and patterns, which
then led to their grouping into the following categories: Synergy; Leadership;

: Efficiéncy; Neighbourhood Relevance and Scale; Facilities and Access; and Systems.

These features are by no means exhaustive, but still must be given special
consideration when operating an MSC for they affect significantly its effectiveness.

In addition, three major themes emerged from these issues and guide the overall

~discussion. They are: Balance; Courtship; and Collaboration. A general analysis of

how the MSC compares with the traditional dispersed mode! and the integrated service
delivery model of service dellvery, plus the implications of these findings for social
pIanmng policy, will be analyzed in the flnal chapter.

3.2 EVALUATION CRITERIA

Determining the actual quality or standard of success of social services is difficult.
With the MSC, it is problematic to compare the model against other models of service
delivery because no two MSCs are alike. In addition, typically in the social welfare
field the variables that need to be measured are beyond the rigorous control needed to
determine their potency. This is a domain characterized by judgment and ideally
justice, not science. Objectives are intangible and subjective opinions are common
(Lewis et al., 1991). Given that the crux of this thesis is to evaluate the MSC model, it is
imperative to develop a list of criteria by which to measure it. However, the task is far
from'simple. ' B

On a general level the evaluation of social services is fraught with ambiguities. Unlike
for profit enterprises where the bottom line is clear, the social services field does not
deliver tangible returns. Conceptual and practical difficulties abound. Like all other
evaluations, a determination of quality is the goal. However, “quality,” or such related
terms as “effectiveness” or “success” are theoretically vague and value laden (Clague
et al, 1988a; Keeley, 1978; Lewis et al., 1991). Among these terms, there is a
consensus that they can be defined as the extent to which a user’s condition improves
as a result of service and the extent to which the user is satisfied (Patti, 1987). Even so,
once success has been agreed upon, it is difficult to determine with confidence the
causal factors leading up to it. Even if these factors were identified, evaluation is bound
to be imprecise because the nature of social services is complex: it is characterized by
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changrng condltrons and pr|or|t|es, regulatory and: ‘ethical consrderatlons, lack of . ‘
standardlzatlon factors over whrch evaluators have no control ‘and dlffrcultles i

quantnfylng somethrng as dellcately qualrtatlve as socral servrces (Baum and Parrhar o
"1984) ' ‘ S

: ..Wlth specrflc regard to. the MSC, there is a dearth of rellable comparable data on. the
quiality of its services with other models of service dellvery (O’ looney; 1993) Another
rdlfflculty arises with regard to whether comparison may be a moot pomt in that each of
the three models discussed here -- MSC, dispersed, -and mtegrated service delivery -
has a drfferent significance and set' of merits that stand on its own. While these- models

may:be similar in their philosophy about social welfare and equity, each is unlque W|th i

respect to its goals,. servrces chosen methodology, and community it serves. To
compare would be to risk dlsregardlng the radically different. features that characterlze -

“each model. For example, outcomes will be drfferent as will: the level of coordrnatlon R

'and costs, because the objectlves and methods of each model are rntended to be ...

different. it is-the classic apples and oranges dllemma In this “regard, the valldlty of .«" |

comparlson is” questlonable

To, speculate that one model is better than another may. be mlsleadlng when in fact

they could be complementary Agalnst this background it must be quallfred that the.

'formulatlon of common criteria to judge them i is bound to be a controver5|a| exercrse,
as there .are comparablllty and rellabrllty problems It s not an approach whlch is
amenable to strict forms of comparative evaluatlon yet it can model demonstrate and
point the way for benefrcral change in sérvice systems” (Clague,. l988a 404). Wrth thIS _

- caveat, _certain drscernlble criteria were’ ldentlfled from the literature as mdlcatlve ofa, L

. the issues that face the MSC The criteria formed a startlng pornt for the i mqurry and

- were mcorporated into a questionnaire. that explored the overall concept of the MSC

_(see Appendlx A).The questionnaire formed the basis of personal interviews’ ‘with
: planners at'Vancouver City HaII prrncrpals of schools that were part of -an MSC, and~ '
executive dlrectors at3 dlfferent MSCs in: the city. The results of the mtervrews are in
B the followmg sectlon ‘ ' o

.' Frgure l.on the next page represents an amalgamatlon of the various crlterla and issues

- relevant to socxal services- evaluation that have been writteri ‘about over;the yearsa
:v: (Baum, 1_‘98'4, City Manager, 1994,_ Clague, 1988a; OECD, 19_78b, Peterson, 1971;
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Ringers, 1981; Sugarman, 1988), with the dlstlnctlon that all of these articles pay-
partlcular attentlon to coordmated services. '

FIGURE 1:  LIST OF EVALUATIVE CRITERIA

1. Effectiveness -
» goal fulfillment
* degree to which services satisfy the needs of the users
* coordination among various programs

2. Efficiency
& maximization of results with minimum resources

3. Accessibility
: * user friendly
* responsive
® serves a W|de cross-section of the communlty, relevant

4. Convenlence '
* range of needs that are met
* availability of resources
e degree to which work has been facilitated and enhanced

5. Flexibility
. capacity-to change as required

6. Workable Implementation
J appropnate orgamzatlonal mechanlsms and programs for accomphshmg goa!s

7. Leadership :
manages group and organizational culture; team building
maintains program vitality, motivation, and support:
coordinates all efforts toward orgamzatlonal goals
representation to outside organizations

8. Management
e clarification of purpose, authority, roles, responsnbllltles
* policy, goals, and methods, compatibility

.,9 Cooperation '
* inter and intra agency cooperation encouraged and supported

10. Staff ) _
* carefully selected, trained, supervised, and developed

11. Conflict Resolution o
» process for presentation and investigation of opposing posmons
* process to convert problems into opportunmes '

12 Commumty Involvement
* opportunities for different individuals and groups to meet
* inclusiveness
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© 33 RESULTS AND DISCUSSION . . %
= ‘3.3:.7' Synergy .

One of the outstanding features of MSCs identified in the'intervriews and literature is
| the synergy. that results from close collaboratron among service prowders Synergy in-

its' simplest form is an outcome that is greater than the sum of its constitutive parts.’
| Services, and people, are interacting in-a constructive and cooperative manner in
: producrng an effect that is greater than the sum of the effects of all the elements
working separately In other words, services and people do not constltute simple and
linear cause and effect relatlonshlps, but they synergize: they combine forces to create -

o fsomethlng that is.new, dlfferent and greater The ‘procéss is.not to be understood in

" linear terms of “more- of the same,” but rather somethlng that yrelds higher, rrcher

results (Chess and, Norlln 1988). In shor_t,vthe relatlonshlps create a “value added”
product o v |

" ou

n, the interviews terms like “synergy, cross’lfertili'-zlation-,”' an‘d"’cross pollination”
cropped up frequently when the attributes of MSCs were discussed. For example, one
respondent claimed that one of the greatest opportunities offered by an MSC was the’
ability-to take agencres eX|st|ng resources and strengthen what they do and provide in
- ways. that were: more possrble than had: they been operating separately The level of

_synergy is most promlnent at the staff and program levels while there are more llmlted

effects at the admrnrstratlve, user, and communlty levels.

- In"an MSC where drfferent agenC|es offer complementary services, synergy comes from |
the abrlrty of each’ agency ‘to maximize its respective strengths or exercise its own'
‘comparatlve advantage to"enrich the larger context in which it opetates. Each can

‘contribute relevant knowledge, skills, and’ expertise prevrously unknown to the others. |

- From thrs cross fertrlrzatlon comes.increased. learnlng and practlce of a nature that

“'~exceeds what stand alone agencres could delrver on their own.

‘:.ﬂBecause they are worklng in concert wrth other complementary and supportive
'counterparts, agencres are allowed more opportunltles to be mnovatlve |magmat|ve o

"~ and responsive. Most respondents shared the view. that the greatest amount of synergy . -

- took place at the staff Ievel and thrs allowed them to rmprove their respectlve



34

I
RS

~ programs. In the structured and regular cooperation that is. built into the operations of

an MSC, there is peer-based support among staff-as well as opportunities for consistent

E follow up of clients. Moreover, although agency staff 1 may intersect at mutual interests
" and goals, they may dlverge in programs. and technlques, and this allows for- more
learning all around. Cross supervision and cross referral are also facnlltated in general S
| ‘,people do not have to be experts on the’ variety of social servrces dellvered as they can R
~ - gain awareness and knowledge from" the. collective experlences and interagency
support that comes. from.denser networks. There is no eed to-* ‘reinvent the wheel” as

each staff member has skills and perspectlves that can be contrlbuted Taklng these

o factors together the jobs of staff are made easier..

As one example several agencies often share the same cllents These people could be .
vengaged in counselmg, a parent support program and employment trammg, and thelr
_children could be a student at the schoel and. partake in the after school programs By.

their location at an MSC, agency staff can more frequently meet to ensure services
received remforce one another, and customize the:service accordlng to the individual .

"fcnrcumstances of their clients (O’looney, 1993) Staff -can put - their collectrve
- knowledge together for the common goal of the wellbemg of thelr cllents : '

'«Synergy does- not necessarlly have to be structured in or. formal Staff from dlfferent L
: orgamzatlons frequently see each other“and at these moments mformal mformatron '

exchanges and updates on mutual cllents take place Nor are these exchanges

exclusive to staff either. In: one. school that has a hot lunch program in addition to,”
BT students all the MSC staff and cllents are welcéme, and in this mixed and mformal“‘

atmosphere |mpromptu -- as opposed to programmed -- bondmg and counsellng often

~occu rs

]

A second example of synerglstlc outcomes is the readlly avallable assnstance At one
inner city MSC, 26 different languages are represented among students at the school,
far beyond the. communlcatlon capabllltles of the teachmg staff. However, translation

. of.s¢chool notlces and report cards and intefpretation between teachers and children
and their parents can be provided quickly and easily by staff from next door. In this

context communication and understandmg are facrlltated and opportunltles to

concentrate on other lSSUGS are mcreased
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- -;Because the volume and complexrty of the work at the MSC are typlcally hlgh staff -

sometimes’ cope by focusmg only on-their respectlve programs to snmpllfy thmgs In
thrs regard synergy does not maglcally happen but must somehow be structured in or

deliberately practiced. As one respondent said, “The cross- -referencing does not just
| "f-ghappen it.is a continual challenge.” Another claimed that.it is important that cross
-ferttlrzatron be. achteved mtenttonally as well as creatlng the atmosphere to allow it to
"happen '

In. tlme, the frequency of interaction may help staff to become more generallzed :

- . experts as they are exposed to different. dlscrphnes and learning expenences By -
'contrast staff who are isolated in dtspersed agencies may feel pressure to know more-_ -

: ’because they do not have the beneftt of relymg on others’ knowledge

Because of the many different opinions and methodologtes that exist, checks and'
' balances are-constant and- accordlng to a few of the, rrespondents, ”They can keep an .-

eye on one another' " “There are always more than the usual 2 sides to the story ... one
cannot possnbly have aII the answers,’  and' “It keeps us. honest in-a positive:sense.” In
this environment ill: mformed knee-jerk responses are rare. In an MSC setting thereisa

‘broader view beyond staff members’ respective speC|aI|zat|ons and greater sensitivity
than in tradltlonal settrngs (Perlmutter et al 1979).

Although many of the respondents wax,ed_.enthusiasti‘c' about'thef‘ways the MSC made.
the staff more knowledgeable and conceptually more able to improve programs as.a
result, it remains to be seen whether these synergistic effects have trickled. down to the:

t benefit of clients. And desplte the fact that the maJorlty of respondents said the MSC

madé jobs easier and saved a Iot of time for staff, it is unc!ear whether the saved
energy and ttme have been harnessed for clients’ beneflt admlnlstratlve operations, or -
some other purpose. At this: point the relationship between synergy at the staff level .

and client olitcome is unclear. However, one interviewee said that the ||ke||hood of a

contmuous ‘seamless fashlon such as a parentlng, moms and tots, preschool school

after school, care, and youth programs, clients are at the same. place over a longer

perlod of tlme and synergy takes place. Another said, ”There is a lot of interface - *
_anyway so it’s bound to happen because of: similar chents, mterests, and all the:

, overlaps and connecttons
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There is no doubt that synergy exists and is a dynamic and potent force within the
MSC. The cross pollination of different talents and disciplines add up to sum.greater
than its individual parts. And while it is unclear whether the quality of services actually’
|mproves because of this synergy, at least.the potential is there. The sheer volume of -
mteractl_ons allows for a high possibility of new and different outcomes. “There is -
virtually no program or service in a community services centre that cannot benefit from
such an interchange"The'pbs'sibilities are limitless ... The act of collaborations in an
integrated service model inevitably alters the content of what each party has to’ offer”
(Clague, 1988a:372).-Others put it more bluntly when they said that the MSC had to
expenence synergy and that it would not work without it. However, in order to. create,'
and maintain, this synergy the MSC requnres a specual type of Ieadershup

3.3.2 ~ Leadership

According to several interviewees and the literature, a second crucial ‘asp'ect of the
MSC is its leadership. The MSC leader must have “extraordinary people skills”
according to-one respondent. The personal qualities of directors and staff, how they
interact, how they view their work, and how they resolve conflict all come to bear
ultimately on the operations of the MSC. Neither physical proximity itself nor
contractual agreements alone will ensure the smooth collaboration of agencies
required in the MSC. It rests on the leadership and commitment of individual workers
of separate agéhcies who benefit, or threaten, the whole unit. Once the leader has set
the tone for good chemistry among the staff, the team can then become the catalyst for -
more achievements. This section concentrates on the necessity of good relations and -
those issues that would hinder it. That there will be a lot of cooperation and

- collaboration at the MSC is a given. What is not a given is “the personahtles level of

trust, and past experiences that are added to the mix” as one put it.

For those who work at the MSC the level of commitment must be high, and maintained

at that level throughoUt. Especially in an MSC setting, staff must be willing to overcome
professionai distances, and engage in the lateral thinking hecessary to cooperate.
Cooperation is essentual as it is a prerequisite to the collaboratlon coordmatnon and
integration of services that characterize the MSC

‘While there seems to be a general willingness to cooperate on an “official” level, the

idea is often met with resistance. The majority of interviewees responded that many



- people do not reaIIy understand the concept of worklng together and a Iot of them give
it the proverb|a| lip service. One i issue that hinders cooperation' is the “us versus them” -
mentality that charactenzes some specialists in the field. There are also those agencres B
- in MSCs that possess an .“empire burldmg mentallty and wish. to be the premlere
organrzatron, domlnate the others, and 'call all the shots.” S

To overcome these professronal and organtzatlonal border sklrmlshes, a Ieader must_'-. e d

- provide strong direction 'to pull together all the disparate mterests Above all, those in
_Ieadershrp posutrons must possess | clear conceptual and practlcal knowledge at
- multiple levels. They must deal with a wnde range of people and lssues,.nawgate a .

s ersonnel mlnefreld and ensure that, as one res ondent sald, I”Staff are treated
P po

' grngerly, that no toes are stepped on; but at the same tlme provrde staff Ieadershlp ;o
and understand how to work within- the parameters ofa unique power- structure |

" The role of leader is one that must inspire and cultivate an atmOSphere of team spirit
- and constant learning to-further i improve this team spirit. All partlcrpatlng agencres in .
the MSC must be actlvely consulted and involved in the dlrectlon of the overaII whole.
* One respondent noted that if people are feeling disenfranchised, “The whole thing.
could collapse.” In this regard it is crucial that a leader be able to communlcate the
value of the MSC project,” and to convince people to partrcrpate in an often
' unprecedented level of: cooperatlon The leader needs to convey that ”The pro;ect is-
, not.just one of the better models of social service dellvery, but. the very best” as “one

. respondent advised. The Ieader can do this by getting people mvolved and fosterlng"

. _{excrtement prlde, and commltment in somethlng that is of a Iandmark nature In short -

"L _itis imperative that the' leadership convnnce staff that. the model is, both worthwhlle and" ',

“workable (Donofrlo, 1992)

The position of Ieader must also deal wrth the beautlful baggage of decrsron makrng,
as one- respondent put it, and perform such routlne tasks as hrrmg and firing, cIanfyrng,:
adJudlcatlng, observing, eva|uat|ng, reportlng and interpreting to dlfferent mterest '
groups and fundralsmg One-of.the most daunting tasks of the leader |dent|f|ed in the
interviews and the I|terature is pIayrng referee to'the’ professronal turflsm that often -

_ erupts at the MSC Most of the mtervrewed managers of MSCs confirmed thrs stance.
when they’ said that mherlted staff from other ‘agencies were much harder to deal with .
than new. members who start their careers at the MSC For the Iatter ‘there s no-.

" vy

stressful adjustment perlod from belng the expert or specrallst to the generahst Whose?-
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specialty takes a secondary role. Perlmutter et al. (1979) concur that good managers
must be willing to confront traditional, professionally discrete patterns of work at the
MSC. Managers need to foster a shift in the workers’ self-identification and help them
embrace, or “buy into,” the’ integrated service concept for many continue to see
themselves as specialized service professionals. '

Despite the tendency for staff to entrench themselves within their own respective
specialized domains, there is surprisingly little discord when they are called upon to
work together, as they often are at the MSC. As one respondent said, “You’re bound to
run into each other. Besides, it is not: much of an issue especially given the
requirements. of ever increasing joint funding: this forces agencies to not only work
‘together, but also to demonstrate that they can do it well. Reélly,‘ there is no choice.”
- Another echoed the same view when he said, “You have to be careful with your
colleagues because you're in it together, so there’s not much turf poaching.” In
essence, many respondents stated that the constant collaboration that takes place at the
MSC leaves staff with little choice but to get along. Another reason for the lack of
conflict is that regular meetings, open communication, and clear expectations reduce
the amount of assumptions and confusion. Last, but.of no less importance, is the heavy
' reliance on goodwill and the fortune of having compatible personalities to start off
with.

When there is proféssional tension, it is usually of such a nature that it can be resolved
informally. However, respondents also admitted that when there are so many different
agencies and likewise different staff working together, “You need to have a lot of
talking, though” and “A lot is trial and error.” All the directors and principals at MSCs
concurred that informal, unstructured conflict resolution via open lines of -
“communication and “just dealing with it when it comes up” worked best. They said
that the commitment to ope'h communication and frequent interaction helped to -
monitor any possible undercurrents of tension. It also takes an astute and strong
director to ensure that the problems of power and turfism are not left unattended and
festering (Clague, 1988a; Perlmutter et al., 1979).

In addition to sound Ieadershlp, the other side of effective personnel Telations is the
staff. Like management, staff at the MSC face their own particular challenges. As noted,
for people who have traditionally been trained to be specialists in their disciplines, and

often in isolation from other related disciplines, working in a general, collaborative.
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framework can, be a psychologlcal and professnonal hurdle Accordmg to one - .

L f'respondent one must be ' ever mlndful of whose toes you re stepp:ng on” or who s in
"'the line up.” - = ‘ I o

:':;Several of those- tnterwewed belleve that the issue - of * professlonal turf” applles”' '
;‘partlcularly to teachers of schools. on the MSC: srte Some blame the: tradrtronal training -
“of teachers WhICh has’ been parochral and’ compartmentalrzed from other human':‘ :
" services, which has-reinforced the separatlsm of professronal identity. Moreover, when .~
. they go to work in. the schools they contmue to remain relatlvely isolated. Accordlng to.”
one respondent ' '

o Teachers don t understand alot, they th|nk the are the onIy professronals
and everyone is a peripheral assistant. This.is.due in-large part-to their:

training environment and lack of propér orientation to more integrated
principles of holistic teaching: They need to recognize that there are dlfferent
Iprofessronal statuses other than therr own and teachmg is not limited to 9-3.

‘ KSrmllarly, Barllre (1983) Gage (1976) and Rrst (1992) flnd that professmnal turflsm is
prevalent and workers are unllkely to favour mtegratlon if it would threaten the |dent|ty
' -;\of thelr own partlcular servuce mche ‘ '

. in general all staff must also possess specrflc skills beyond those that. they would;' .

v possess had they been workmg ina dlspersed model 8f service dellvery In the intricate
3 and changmg envrronment of’ the MSC roles and responsrbllltres often shlft and this”

~-requires ‘a further- refrnement in- collaboratlon Those who ‘can “handle these’
“adjustments are those who are open to- team work; and accordmg to one’ respondent

who ”do not feel threatened |f resources and } power are open exposed and accessrble;.‘ L

7 "to others B Lo ' ~ o

Clearly this type of work demands a high tolerance for amblgurty and can be frustrating

-'for those who need clear structures (Clague, 1988a) It takes speC|al skrlls to defrne‘
order out of chaos, and to tolerate _many bosses (many of Wl'llCh are from the lay. ,

commumty) At the MSC staff dre- constantly remlnded that, with regard to their
colleagues different problems are” dealt ‘with differently by dlfferent kinds of people L

- and because of the close collaboratlon they are,accountable to not one supervrsor but :

everyone who works there In effect they report to many masters. One person put rt':
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bluntly when he’ sard “You are always on stage and can t get away’ wrth much” and,
, ”You are run off your butt"' - ‘ ’ ‘

._.,,'U3.3;'3f ,Efﬁciency‘.. T e e
| "f;.A number of research efforts have Iauded the MSC modeI for |ts advances in greater :
efflcrency (Clague, 1988a; Gage, 1976; Lewis et al., 1991 o’ Iooney, 1993; Perlman
“and Jones, 1967; angers 1981). In partlcular these studies-have noted the model s

v contrrbutrons toward reducing the fragmented duplrcatrve, and bureaucratic nature of

" social servrce delivery. However, the prrmary data qualrfy this efficiency by stating that
““while there is defrnrtely operatlonal and service efflcrency, whether there is- cost.

effrcrency is less clear C e L

"f'vO’IoOn'e)'f (1993) outlines the typical\' process that people undergo ‘each time they
..engage in a type of social service activity. First, there'is the intake; second, eligibility.
'assessment third, diagnosis; fourth social history; and fifth; case management. The
- .more agencies these people go to, the more this arduous and time consuming process
Cis repeated This is a wasteful and- labour intensive use of muItlpIe resources to get the
same mformatron The résult of this repeated processing is’ ‘high “transaction” costs
- (e.g., mformatron gatherlng, analysrs, and decrsron maklng) that ‘are borne by both
service. users and service providers. For the users, they and sometlmes their whole
famllres are burdened by multlple mtakes and assessments; the provrders the time and

. ‘energy spent. processing clrents could be more benefrcrally allocated toward serving,. -

‘more people improving programs and more staff training. At.the MSC where |
coordrnated sefvices allow for: better -flow of information (Lewis et al., 1991) |
.,'}duplrcatlve processrng is eliminated as mformatron is gathered only once and the -
- common flle made accessrble to a|| the reIevant servrce provrders X

With regard to the facrlltles, one interviewee remarked on. the cost savings that came.' c

“from havrng only one computer lab, one photocoprer one gym, and one kitchen rather
than one. of these - items. in.each' social sefvice type agency: “According to Clague A
4(1988a) there is a'net saving in caprtal costs-when facilities are shared, even when .
“they are expanded than if each agency. were to duplrcate these facrlrtres themselves.
‘Slmply, one bus is cheaper than two, one security- or Janrtorral servrce is cheaper than
two, and s0.0n. The savrngs could then be nnvested in other pro;ects The MSC
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B ,phllosophy, Iayout and operatlons aIIow agencres to * maxrmrze use of whatever'

resources exrst” (Sugarman 1983: 136)

. In its revrew of rntegrated school and communlty services, the OECD (1978b) discusses

the operatlonal inefficiency of separately offered services. Each agency has its- own

. bureaucracy, admlnrstratlon budgets, personnel polrcres, and facilities, and. thi€ leads
‘to wasteful and mefflcrent duphcatlons ‘The, OECD posits that sharing resources and

centralizing some administrative items such as staff training, personnel, and purchasing

f_'also aIlows for the left over time; energy, and funds to be used for other purposes or as
Q.b;’}ga ‘cushion”. when fundmg is. Iow However, wh||e the poolrng of resources and the
V 'Y“abrllty to ”buy in bulk” may achreve some economres of scale, there is dlsagreement as- i _
“to whether the MSC is actually cheaper to run- than stand alone agencies in the -
dispersed model

Although the above examples show how operatmg costs can be cheaper in the MSC it

s, |mportant to. separate operatlng from capital costs. Several of the pIanners

mtervrewed ornted out that the MSC’s initial capital costs are extremely high. First, -
P P y hig

“because of its expansrve size, the MSC-is land intensive and in a land-constrained city

like Vanicouver, the purchase of a piece of land: suffrcrent in- srze to house an MSC can

" be exorbitant. The ‘actual ‘construction costs of such an expansive, multi faceted and
- high volurne_,,complex_are high-as well. Second, the developing stages of an MSC are
~ labour intensive. From initial conception to opening day, the planning for an MSC _

consumes many hours of meetings, negotiations, and revisions that drive up labour
costs. ' e L

Then there are those who would add that the operating costs of the MSC, and hot just
the capltal costs, -are hrgh One. mtervrewee said that in the MSC “everyone is workrng

hard, but effrcrency is another ‘matter.” As discussed in the prevrous section an MSC .

7 needs to hire a dlrector to oversee the operatrons In addition, the admrnlstratlve costs
: may actually be hrgher due to extra management time, . constant meetmgs among

agency staff, “and - more compllcated procedures and bookkeepmg/fmancral

arrangements In effect, the ‘extra layer of bureaucracy found at MSCs generates extra
. -,;costs As the srtuatlon currently stands, the.issue of costs remains unresolved as there,
is little research done in the way of cost efflcrency or comparlsons with regard to cost -
.{per client across dlfferent models of service dehvery However, it is important to

remember that economles, or dr_seconomle_s, ‘of- scale are ‘only a portion of the .
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measures used to assess the overall effectlveness of social services. In the field of socnal
- welfare, pure market ratlonales are not always appllcable in evaluations.

Cost efficiency aside, what does seem clear from the research is that the MSC achieves -
service efficiency. One interviewee said that even though the cost of service delivery
for the MSC is competitive with the cost for stand alone agencies, the advantage of the
MSC is in the access to service, which means more efficiency for the users: For
example, they access several services at one place and more than one family member
may be scheduled for different servnces at the same time (Perlman and Jones, 1967;
Ringers, 1976).

Moreover, response time is quicker due to the access to multtple human and material
‘resources. That is, there is little lag time between identification of a need and a service
to address this need. For example, at one MSC the director relayed how one snngle
mother suddenly needed after school care for her children and space was made for
* _them immediately at the community centre next door. At another MSC, a family
sufferlng from an unexpected crisis was able to get immediate counseling because
resources were immediately at hand. This was p055|ble because the flow. of
information is much quicker at an MSC, and someone is bound to help, or know
someone who can, from the wealth of collective knowledge that exists on site. In a
final example, one principal at an inner cnty MSC complained that the traditional
dispersed model was inefficient. He was constantly and unsuccessfully trying to
contact social workers and other service providers over the phoneto discuss mutual
clients. A lot of his time was wasted due to this ”telephon‘e tag” and had the social
workers been working on site as they would be at an MSC, there would have been a
‘faster response and more accountability in the system.

Second service efficiency exists because the scope of services offered is greater As
one person noted, “Programs are sufficiently finessed to allow for dovetailing due to
coordination.” Because of the consolidation of resources and the proximity of other
services, each agency at an MSC can offer more. In essence, the MSC can mcorporate
the best from each (Clague, 1988a). Also, agencies can coordmate to achieve more
continuity and holism in service forbtheir'mutual clients. Moréover, cooperative efforts
like the MSC improve efficiency because the increased netwo'rkin'g,allows agencies to

review policies and procedures to enhance services, compromise, and give up some -
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’ turf to more able agencies 50 they can redlrect energy toward tmprovung or- enlargmg.
- other areas, or’ capltalrzmg on comparatlve advantage (Perlman and Jones, 1967)

VLast the MSC allows for maximum use, that is, more meetmg space, longer hours of; - N
* operation, more computers, more equnpment and 50 on because an enterprrse of thrs';” ‘
" scale would be too costlyto: remain ‘idle. As a result, facnlmes are rarely empty at an‘ poe
| ‘MSC Because of the physical proximity of facrlltles I|ke a gym, playground, kltchen | J
computer.lab, classrooms, and lnbrary, there is more program space . and intensity of
. use (Clague, 1988a) Simply put, there are more hours of client contact there is more -
* space to do more thmgs, and there are more services offered to more people |

While it cannot be deflnltlvely concluded ‘that the model saves money (Perlmutter et .

al., 1979), the argument can- be made that: money is spent smarter and it achxeves more
,”bang for the buck” as one respondent put |t However, in the field of socral welfare it e
is important to not focus too zealously on the bottom I|ne, Wl'\ICh is’ onIy part of the .~

7

bigger picture. "While commumty service centres do not necessanly save: money they
. ‘'may provide the way for service dellvery to become more effrcrent ‘and’ effectlve
(Hepworth; 1976:92). Those who would judge MSCs on cost effnc:ency alone overlook -
_f"the fact that MSCs can add value in other ways. Ringers (1981) advocates the’ need to. -
" focus less on economlc efﬁcnency and-more on the relevance, value, and efﬁcrency of -
vi‘servrces to clients. MSCs’ provrde benefits that would not be otherwnse had agencres'
| been located separately Accordlng to‘one of the respondents '

" The extent and quallty are greater than would be done mdependently and

~ costing must begin-at this premise. Ultlmately, it comes ‘down to the age old
tradeoff: do you believe in'saving money in the shortterm or perhaps better -
serving clients in the long term? In'the long term, you can achleve more and
break the cycle of dependency . e

S 334 Neighbourhr)'od".Re"/e'va’nce and Scale 3 |

~ Two other cr."itical'variables"!‘in the performance’of an MSC are neigthurhoo’d .
relevance and scale The theme of balance is prominent here. Prevnous sections have -
'noted that- Ieaders must balance competmg interests, staff_ must balance demands
A between their roles as speC|aI|sts and generallsts and the MSC must balance short term
 cost efficiency with long term client’ success. In the case of nerghbourhood relevance

and scale, the MSC must baIance the pIethora of nééds and -wants of its constituents

T
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while at the same time maintain a scale of operations that is not too big. It must juggle
the dual tasks of providing a broad range of services yet not be too institutional or.
bureaucratic. - ' o '

Concerning neighbourhood relevance, the MSC occupies a symboli'c, practical, and
geographic position to become the hub of a neigh-bou'rhood. Like the neighbourhood
house, the MSC is at the intersection of influences in the neighbburhood and forces
outside of it. At one of the MSCs studied, it truly serves as a central place in the
neighbourhood. Its management board is comprised of local residents and this board . -
determines which groups can use the space and the rate to be charged on the basis of
criteria that is sensitive to the neighbourhood. At this particular MSC, in order for
groups to be granted the use of space the issue and participants-have to be local, the -
event has to be free to the people, it must be accessible, and the sponsoring group(s)
has to be non-profit. At another MSC located in Chinatown, its highly localized context
is reflected by the fact that its premises are the headquarters for the local residents’
association, the Chinese residents’ association, and the commuhity. garden committee,
to name a few.. | | | -

In effect the MSC derives its vitality from the intimate relationship it enjoys with the - .
community and bases its operations on cues from the area. Most of those interviewed
concurred that the MSC essentially knows the ”rumblings” in the community and -
changes its complexion according to what is “out there.” In answer to a question about
the MSC’s abilityl to respond to changes in its local area, one person said, “If 20 single
moms suddenly moved into the neighbourhood, you’d hear about it pretty quickly.”
Indeed, if the MSC is to be socially vibrant and viable it must be relevant to the
community and responsive to the heterogeneity of its needs and interests on an
organized, collective basis(CIaLgug»et al:, 1984; Perlmuitter et al., 1979; Ringers, 1981).

One director emphasized the importance of recognizing and respecfing that
neighbourhoods must have a voice in what goes on in their area, a view increasingly
shared by City Hall. He spoke of the “restrictions of elitism” and the assumption that
only a “certified planner can plan, and unsophisticated input gets in the way of )
efficient productivity.” Instead, planners “need to deprofessionalize what they’ve been
taught ... professionals are too detached, objectivized, and intellectualized.” He went
so far as to promote the idea of planners “living next door, getting to know intimately
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v;’sthe charactertstlcs, hlstory, dynamtcs and feel of the nelghbourhood and recogmzmg] |
. that what they do is of no use unless it is re|evant to the communtty '

.,l .

. However there is a danger in belng too relevant to the nelghbourhood Because of its

strorig’ community ortentatton MSCs can erode’ commltment to provmcual standards .

" and pohcnes (Clague etal., 1984). Moreover if MSCs promote stronger |dent|f|cat|on‘ !

with the nelghbourhood to an extreme, the netghbourhood can become self—contalned .

and self-absorbed. A parochlal focus creates-the potentlal for- competttlon among' 1

.

nelghbourhoods and a division of loyalties between the interests of the netghbourhood' "

and those of the: city overall ‘In addltlon if.the MSC is successful in meetmg the needs
of its resndents, it can be- argued that thls prevents people from travehng across the C|ty
"and becomlng famlllar with- other areas, thereby creatlng an |nsu|ar mentallty ‘

B HAnother crucna| element in the operatton of the MSC that emerged from the. data is its .

- scale. A majonty of those mterwewed were concerned with the.issue of size. “They:said -

 that the .MSC cannot possnbly meet the numerous and far ranging needs in its ‘.
~community without sacrificing an' mtrmate and-humanistic approach. If it: trled

would risk becomtng, as one respondent said, “a bureaucrattc monolith which: peoplev

: .would resist.” All respondents believed that scale is |mportant and that a centre that
has a welcommg and .intimate feel to it is: preferred over a grand ”TaJ Mahal” type
o structure, as one person described .it. Some: people simply feel more comfortable in
‘smaller spaces and small is‘more manageable (Clague et al., 1984 Lewis etal., 1991).

: 'However by definition the MSC is “big” to the extent that it clusters-several agencies

together on one site, . it has several staff, an extra Iayer of admmlstratton and a high
volume of use: In’ addttton it.needs to be blg to eprort economles of scale Thus the

_ tssue of scale- rests. on the' determlnatnon of a happy medlum

‘ot

. One respondent descnbed the issue_ of scale in the MSC as a tradeoff ”To scale down

isto’ ‘make it accessible, but thls is not.cost effectlve And she went on to say that even

"if the' MSC’s scale were suffrcnently large to. be cost effectlve, “It could be problematlc‘

as'its own bureaucratlc nature becomes mcreasmgly domlnant and more time and

Venergy is spent on its smooth operatlon rather than servicing’ cllents So it appears that

if the, scale of operatlons is too blg, the MsC risks - belng removed from the

:nelghbourhood interests it is’ supposed to. represent (Perlmutter et al., 1979). In his
+ study.-of MSCs in the Chicago area, Spiegel (1974):notes that some centres have

t*"become SO |arge as to defeat the very goals for Wthh they strlved ReS|dents complain

R
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of long waits and mcessant record processing.’ ln short, a large scale risks the point of
' _entropy where organlzatlonal concerns overrlde program ones. ’

Wharf (1977) dlscusses the bureaucratic inertia of service. delays resrstance to change,
-and’ cumbersome procedures as some’ of the drawbacks of mtegratmg services and
creating 60 b|g a scale He warns that A

’Whrle the prlmary goal of those favourmg mtegratlon is not blgness er se,
this is a not unusual eutcome. We need to be very clear then‘that a l)kely
~consequence of service integration is the creation of superagencies with all

the attendant evils of centralization, |mpersonal|zat|on inaccessibility, and
~ dependence on riles and, regulatlons - in short a system wh|ch stifles;

i~ initiative and criticism. X :
- (24)

’In a later artlcle Wharf summarlzes the above statement and - writées that . one
lmescapable consequence of mtegratnon ‘is that- already brg and compllcated "

orgamzatlons become even blgger and more compllcated” (1 978 12)

~Th|s view is aIso shared by other wrlters Katz (1 978) argues that too blg a scale at the_ |

“MSC generates too big a.team whereby each team member demands that his/her mput”.‘

be given priority, and: confllcts erupt over responsnbllltles Ultrmately this can be "
‘ counter productlve as the team. becomes mwardly focused on |ron|ng out the krnks =
 at the expense of servmg cllents Also O looney (1993) claims that organlzatlons
operating-on a bigger'scale have more dlffrculty reconflgunng resources and rewrmng
: organlzatlonal charts and jOb descrlpt|ons when needed Last, sometlmes it is. assumed
that flexrbrllty is impeded as the size of an organlzatlon grows. Essentlally these ‘points
-reflect the notion that a ”blgger beast moyves slower B

S

On the other hand |t can be argued that lt is advantageous to be a.large organlzatlon, o

like-.the MSC: O'looney clalms that it can handle the problems of scale, service

dlsruptlon and abrupt changes in soaal policy direction and remain more intact than’.’

smaller organlzatlons ever could. Furthermore, he argues that’ a bureaucratlc nature is-

not. really a deterrent to users, and that it is. not the size of the bureaucracy that is the_,._ .

problem but rather’ |ts fractured and categorlcal nature.

. As one respondent put it, at the MSC ”both negatlve and posmve features are -
multlplled as a vurtue of size. The MSC faces the constant struggle of determmlng the‘ :
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rlght size,.or achlevmg the pomt of balance between too small and too btg it must

discover, the threshold where it becomes too big to be functlonal too bureaucratlc to
be accessuble too |nst|tut|onal to be personal and yet get just big enough to be cost
- effectlve ‘ ‘

3.3.5 Facilr'ties.andAc‘c’ess

 With, regard'to facilities, a degree of design determinism is evident. If a‘n.'MSC is
designed rlght it will be used extenswely by. cllents One consnderatton is.that the
space ‘must. be, to accommodate the- dlfferent serv1ces offered erXIbIe Demands for'
“service change according to the demographlc profile of the nelghbourhood and
current and emerging problems, needs, and interests. In th|s context the MSC.bodes
well if it provndes space that is’ erx:bIe and adaptable to a- varlety of uses. Mu|tl—‘:—‘

" ~ purpose rooms and other facrlltles that can be easily modlfled for different programs

~-rather than * statlc space ‘that can-be used for a snngular purpose such as a gym,

o ”daycare workshop, or kltchen are costly and suffer from underuse

- Second, facnlttles need to be sensitive to the users. The MSC must be welcomlng, user
* friendly, and add to the street life. However, it must balance these features with -
concerns for pnvacy as in the example of MSCs that offer drug and alcohol counseling

. to those who wish to remain’ inconspicuous, and security as in the case of MSCs where

" a school is on site. In this respect design consnderatlons such as different entrances at
.dlfferent grades, Iandscapmg, hghtmg, and sngnage to name a few play a S|gn|frcant
o 'role ' " ' ‘

' Last, although the pomt is obv1ous it must be emphasized that there must be adequate
-space. Respondents who worked- at MSCs mentioned the. dearth of space as
exemphfled by ‘the  fact that their facnlltles were ”burstlng at the seams” as a
“consideration: Although MSCs carry the advantage of * offertng more |n a compact
. “space” as one mtervrewee put it, the number of mnovatlvely desngned compact spaces
is low in the'3 MSCs.studied in this thesis. However, even if facilities were to have
»fleXIblhty, sensitive design, and ample space, these would be of little use if the MSC

e were maccessnble |

" Acce55|b|||ty in_its simplest deflnltlon means easily reached and easily. used. With

" regard to the MSC it must be both geographtcally and psychologlcally accessuble In
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" the context of geography, one mtervrewer ment|oned that MSCs would work well close-
to shopplng areas, “where people normally go anyway Accordlng to Ringers (1981)
1 accessrblllty means reducing the distance to get to servrces as well as the distance"
between services. The MSC should be located in an area ‘that is convenient, -reached
easrly by pubIrc transportatlon (preferably within 1 bIock) and'in a well used location
where people would go for other purposes.”

) ,’The‘ presence of the school on an MSCsite is "important for psychological accessibility. R
Most everyone can reIate to schools for they have familiar surroundlngs and they enjoy

. a favourable reputation in the communrty This- may be espeC|a||y true fof new

© immigrants ‘who lack trust in government agencies ‘and” may be suspicious of
‘ nelghbourhood houses communlty centres, socral service agencies, and health clinics -
given that these may have been non- -existent in their home ‘countries. In" addition,
schools are accessrble because of their darly and prolonged contact with children
~ which allows. programs to be better promoted and contact. wrth parents facilitated.
Further, it seems that parents trust and cooperate more if schools are involved. Inan

interview with a prmcnpal at an‘inner city MSC; it came to hght that parents would -

frequently speak to-him about prostitution and- drug dealing in the neighbourhood.
‘They turned to the school to coordinate action because to. many, “ the school».-
: represented symbolrcally a place of trust and ass1stance '

At th|s pornt itis necessary to underscore the presence of a school as a critical, though
not necessary, element in the MSC. In his study of several MSC- type facilities in
- -Minneapolis, Minnesota, Rlngers Ir. (1976) notes that many recreatlon and social
‘services. are. prowded in centres that are attached to schools, and argues that the
relationship of schools to other services is crucral ‘Schools should not-bear the full

burden of providing a fuII range of services, but rather should be mtegrated with other.

‘service agencies to achieve the- efficient, best utlllzatlon of all resources in providing -
human services. Furthermore, the school’s high vrsrb|||ty and universal access make it
an-ideal focal point for communrty work It serves as a type of beacon a unlfymg force
for drfferent elements in the community. “ '

_Psychologlcal accessrblllty is also enhanced by the kmds of services that are offered. ;

People are more apt to use services that have been thoughtfully clustered together for -~

“their convenience. Most respondents. clalmed that those services with natural

"compatlblllty and continuity would work (e g daycare and school Enghsh language-




s that possess complementary features and can- make a partlcular contrlbutlon to an -
' ~"overa|| common goal (Clague, 1988a) ' ' ' '

?5*The thoughtful cIusterlng of servrces also means offermg them -in . a: manner thatu

o stlgmatlzed when they-are plugged into an mtegrated system hke the MSC where thew
services are packaged as an educatlonal or famlly support program (O Iooney, 1993) o

' 'away from the perceptlon that people are to be |dent|f|ed as- ”problems” toward the
iz'freallzatlon that they are whole entities. People are not c|a55|f|ed srmply asa ”welfare :
: mother ' ”abused Chlld - or ”hungry famlly By contrast in typlcal stand alone ‘
| 'fagencnes that offer servrces to specrflc groups, th|s specnallzatlon tends to. Iead to _’5

; "~prob|e

_ ‘ "_F.all the: servnces ,,t ‘at a communlty may need rt can at Ieast steer the person m the rlght" -
: ' .dlrectlon ' v ‘ - S s * : v :

4

) One way of measurmg whether fac1||t|es and access are adequate is the extent of-" -

communlty use of the MSC However one respondent argued that Just because an"'k‘i
.",MSC is extensrvely used by members of the communlty :does not necessarlly mean, that:_' '

|t is accesslble There may be wh

:‘5"}MSC user: populatron and this ° is ‘a concern; over which” management miust. be ‘¢ ever -
_f*‘*;vngllant in- rectlfylng To be truly mclusnve and’ accessnble requrre, much outreach
L "'omtorlng, feedback and demonstratlon prOJects B : L

trarnmg and other |mm|grant settlement servnces) as, would those that shared Slml|ar£>t e
" 803|5 -and had 0ver|applng cIrenteIe The general gwdellne is to cluster those servrces‘* S

g;ﬁ‘mlnlmlzes strgma MSCs are. successful in thls regard because wh||e Other agencres,-,:,_ |

]vf_;offer tradltlonally stlgmatlzmg servrces $uch-as. counselmg or weIfare, users feel legs

'3‘f{MSCs end segregatlon and stlgma ”by Jommg soc1a| servnces wnth educatlon health;_

B uf;jand recreatlon” (Wharf 1978:9). The: hO|IStIC program promoted by the MSC moves - *

""ctmg -as an mformatlon Iearlnghouse, and wh||e |t cannot p055|bly offer‘_"_ LR

‘T;groups of people that are not represented in'the
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3.3.6 Systems

There was consensus by those interviewed and in the literature that coordination at the
service delivery level is at best difficult and at worst seriously compromised when there
is sub-optimal coordination at the overall structural level of governing systems. These
arrangements include both the government and agency levels. ‘

At the government level there is a commonly held view that ministries and
| deﬁartments, which provide the bulk of funding, do not coordinate between their
respective domains, let alone among each other. One interviewee stated that “There
must be integration at the senior level if long term integration is to happen in the
community. Getting the systems to cooperate is the hard part. Staff submits willingly,
participates in innovation, but the system does not appreciate what they are trying to
do.”

Gage (1976) and Gandy and Delaney (1977) have also written that integration at the
local level is difficult without parallel integration at superior levels of government. It
makes little sense if the government level deals with issues section by section as
opposed to an overall whole, while agencies are scrambling for a focus, direction, or
even some technical assistance on mundane matters. One social planner sympathized
with service agencies who had to deal with the time-consuming and complicated
application procedures each time they approached different funders. Yet each of these
funders, although they have different official mandates, have much overlap among -
their objectives. To simply offer a youth program may require negotiations with the
separate departments governing prbbation, schools, and new immigrants, all of which
have different funding criteria. Each application is time-consuming and labour
intensive, not unlike the extensive transaction costs that befall clients at each intake at
a separate service agency. |

One reason for the lack of coordination among senior levels of government is the
ubiquitous presence of politics. “Politics is the biggest factor,” claimed one
interviewee. He went on to say that, "There are enormous boondoggles re MSCs. There
is no direction and it is left to the whims of the political realm. Some MSCs are built as
pet projects or the demonstration of a theory rather than focusing on a coherent
rationale or vision.” Each subsystem is dealing with a hidden agenda, namely its own,

and this narrow focus precludes seeing the bigger picture of which they are all a part
(Wharf, 1977).
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‘Second O’Iooney (1993) clarms that mtegrated service exemplrfred in the MSC model (
“runs. counter to the prevarlrng pohtlcal logic. For polrtrcrans it looks better to- take .
_‘ credlt for: several services rather than ‘one MSC. Furthermore |eg|s|at|on drafted ina
categorlcal manner meets the demands of special interest groups: Also, keeplng these:
~ groups separate is less’ threatenlng than facing a few un|f|ed ‘well- organrzed coalmons
that could form from. integrated units and advocate only too well for their constituents.
Inessence, cohesive. commuriitiés represent a threat to central government ( Clague et
al., 1984 Katz 1978) - '

- Another reason for the Iack of coordrnatron is simple bureaucratlc mertla Bureaucratlcv‘
.mentahty favours the smooth malntenance of the: mternal system and its procedures
rather: than the interests of the external. populace whom it serves. ‘Moreover,
bureaucracy tends to beget more bureaucracy and:it soon reaches a scale that is. not
only far removed from the people, but mired in operatronal details. In- h|s drscussmn of -
bureaucracres mabrllty to respond to mdrvrduals, Spiegel notes, “Like dinosaurs, it is
'argued -these big mstltutlons trample over fragile vegétation wrthout even notrcmg
"because they have jUSt grown too Iarge and clumsy and |mpersona|” (1 974 10) |

_ Respondents essent|a||y sald that the government Ievels should. adopt the practlce
. what you preach” method. Simply, Iack of mtegratlon at governmental Ievels hlnders'
: |mplementat|on of ‘intégration at dehvery levels. The current structure does not
,‘facnlltate communlcatlon and cooperation: among. mrnrstrres as. budgets, pohcres, and

A "jfprocedures are set in a categorrcal approach |n rsolatron from’ the wider context. At o

’ ‘:the senior: IeveI if: there is common ground with regard to, these issues, these should be' o
‘focused upon to facrlrtate service. plannrng and delrvery '

Government bodles are not: the only ones S to blame for lack of coordrnatlon in. the
_ system Servrce agencres also have drfflculty coordrnatrng among themselves Lack of
~ common’ phrlosophres polrcres frnanc1a| systems, and geographic boundarres can
hmder coIlaboratlon among agencres operatrng out of an MSC. For example there are
“complrcated legal and’ fmancral issues:such as instrance hablllty and- who pays for
what that need to be clarlfled before any collaboratron takes place. Also, it is.common
- to have Jurrsdrctlonal confllcts over service boundanes Some agencies. erI serve only

"“one area but their partners may. serve others yet they are required to work together
(Balllre, 1983) ' ‘ ' '
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In addrtlon agencres have their own prlontles and organlzatronal culture that may
undermine the coIIaboratlve phllosophy There is a strong urge for agencres to
maintain mdependence commitment'to established patterns and its status on the
social: service hlerarchy These are preferences which, are not amenable to the lateral,
mtegrated services found in the MSC | (Perlman and Jones,: 1967). In an MSC, not only
do’ organlzatlons pooI the|r efforts, but. they also undergo a complex internal
rearrangement of° power Clague (1988a) states that ”They must be willing to reach’
.across. tradltronal boundarles in forms of coIIaboratlon that blur historic jurisdiction
'_7'~‘and scramble the prevarlrng arrangement of power ' and ”Establlshed habits and
admlnlstratlve routines will prevarl unless confronted” (352 362).-He goes on to argue
- that this willingness to merge |dent|ty and autonomy is not a question of program or
" service. compatrblllty but of |eadersh|p, organlzatlon and staff competence. In other.
words, proper systems and structures must be in place before collaboration can be
" operationalized. . ' ’

-Sometlmes, agenCIes in an MSC have competlng goals vie for power’ and authorlty,
and compete for. clients and scarce resources, all of WhICh serve as potentraIIy
_destructlve undercurrents to an lntegrated model It sometimes. gets to the pornt that
| “even agencres don 't trust each other,” as clalmed by one respondent EspeC|aIIy in‘a
‘ -,'-tlme of budget slashlng, they are motlvated by seIf-preservatron (Baillie, 1983 Katz,

1978; Sposrto, 1993) However it is precrsely this situation" of competition in times of
~ scarcity that agencres should collaborate and become strengthened by ‘integration,
* rather than weakened by d|V|5|on '

' The f|e|d of socral welfare is comprlsed of several systems that ‘are linked and
mterdependent these bemg education, health, communlty services, cultural, and
recreational to name a.few. To ensure smoother collaboration at the delivery level
requires mutual commltment to overall goals and a refusal to'be burdened by polltlcal

-2 and operatlonal detalls, at both the government and agency Ievels It also requires

strong measures such as, Iegally defmed roles of power and authorlty to enforce this .
. commitment. To do this, several respondents suggested structural supports to ’ grease :
the system along. ‘Such-supports as legal agreements, contractual obhgatlons, staff
. training, improved mformatlon ‘exchange, and other governance components are
| necessary to b_uttress the collaborative nature of the MSC. A -heavy reliance on the,

- whim of personalities and the goodwill of people to coordinate systems is not enough. -
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As one mtervrewee put it, ”Serendlplty in the absence of formal structures is. hlghly
nsky at best ' ' N | ’

3.4 THE’MES

:The categortes of Synergy, Leadershlp, EfflClency, Nelghbourhood Relevance and-v
Scale,r Facrhtles and Access; and Systems were created from the data culled from the ~
interviews. and the literature. For the most part these categorres are ‘illustrative of
certain general themes that dominate the drscussmn of MSCs. These are themes of_

Balance, Courtshlp, and Collaboration. They are organlzmg concepts that are useful in - "

placmg the data ina meamngful context. - ‘ R
3.4.1 | Ba[arrCe

Impllcrt throughout the mvestlgatlon is the notron of balance MSCs are constantly’-i‘;
_engaged. in the act of welghlng certain, prlncrples agarnst others in:the search for
harmonious equrhbrlum With: regard to. synergy, MSCs are working to ba|ance the"
distinctive strengths of each agency to create richer outcomes. Concernrng Ieadershlp,
MSC leaders and staff are’striving for compatlblllty and ‘team spirit”, among a wide '
“diversity of personalrtres They are also fine-tuning adjustments between .a specialist .
‘and generalist mentality, informal and formal procedures, and conceptual and

A ‘practlcal sk|||s these being specmc quahtres requrred of MSC personnel

| ‘.'“MSCS also try to balance the efﬂcnency scale by offsettrng the dlsadvantages of hlgh .
short term costs with the- beneflts of better quallty services,in the long term. In addrtlon ‘
they try to be relevant to their respectrve nerghbourhoods by addressrng IocaI issues.
Yet MSCs try to “do this without. .compromising city-wide interests. These. centres also
try to adjust-the scale of their operations to be large enough to achleve economies of
scale yet still be small enough to be welcomlng and |nt|mate |

i

.In addltlon MSCs endeavour to dlscover the rrght complementarlty among services

" and programs to enhance accessrblhty for users Last, they attempt to balance the. need

for. autonomy with the necessrty of coIIaboratlve efforts. ‘among both departments at
_senior levels of government and agencnes at'the'service dellvery IeveI . They: ‘also’need
to find equnllbrlum among many competrng prrorltles and interests. These systems also -
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need to balance the effncnent operatlon of complex bureaucratlc structures with
 effective and at tlmes mnovatlve services for people '

3:42 Courtship

Because there are many different types of ‘agencies operating out of an'MSC, andeach.
likely” has different priorities, organizational culture, and methods of operation, the
sometimes shaky. development of an overarching team spirit. and collaboratlve :

) relatlonshlps can be tricky, much like a courtshlp between two people: As one dlrector. o
“of an MSC aptly put it, “You’ re sorting out-how to dance.” L|ke the Inltlal stages of any
- relatlonshlp, the worklng relatlonshlps at the MSC begin. with agencies ”checkmg one
“another out and going through a period of discovery to establish compatlbllrty During
this tlme agencies are - becomlng aware of one another’s. habits; learning to .
communlcate resolvrng confllct constructlvely, gettmg comfortable, establlshmg trust;
~.making commltments and movmg forward '

The courtsh'ip theme im‘plies that the ultimate success of the MSC rests on the personal
f‘qualltles of those who work for it. It is essential to have a “congruence of concept,

values, and personalities” among the different agencies- said one director. Another said
) that “The right attltude is crucial. You cannot possrbly have all the answers, programs,
- or services. Instead it is better to develop and nurture relatlonshlps, foster openness.” .,
- Essentlally, the rlght mix of people will ensure success, ' .

By contrast other respondents belreved that a successful courtshlp among agencnes
rests not so. much on the good- fortune of havmg the rlght people as on clearly defined .
'ground rules. Governance, and hot only goodwill, is another dimension to a sound
'.relatlonshlp From. the begmnlng of the courtshlp, formal policies-and procedures are
needed . to unamblguously artlculate roles “and responsnbllltres, authorlty, i
accountablllty, goals and the means.of achlevmg them; and performance expectatlons
in order to alleviate the consnderable pressure and stress that comes with the initial
checklng out perlod. Built m»and predictable’ procedures add clarity, reduce
- -?miisunde'rs‘tandings, *andensure that ever,)_)one does what is eXpected_;

f :In essence agencnes that. work together in an MSC experlence a type of courtship. As.

" the maturity level and understandlng develop at each successive stage of the courtship,

they can get closer as one person descrlbed lt Further thlS |s a courtshlp llke many
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others and punctuated by “ growung pains”. (Clague, 1988a). Expectatrons, trust, respect '
“and responsrblllty are adjusted until there is a comfortable fit. Frequently, achrevmg the

right fit requires narlmg down’ loose ends _as one. person put it. And once the

courtshlp is steadily under way, agencies’ can begln to focus on collaboratlon toward

'meetrng mutual, long term objectlves S

3.4.3 Collaboration

- What sets the MSC apart from other. service. dellvery models is the fact that the services

~are located all-on one site, essentially next door.: However it is. the nature- of the

collaboratron and not the.:proximity alone, that defines the success of the- MSC. |

. Services do not necessarlly have to be located next to each other to provrde better '
- service. What is necessary is that there be fruitful collaboratlon among them. In other_

- words,’ successful coIIaboratlon is the key to better service and- th|s can be achreved
' "whether agencres are located proxrmate to-one another or not. T

_Separately offered services can still achie‘ve‘ the benéfits of the MSC: synergy' and .-
complementarlty ‘with other services, efflcrency,,nelghbourhood -relevance, |

acce55|b|l|ty, reduced fragmentatron and ‘continuity of service. The dellberate__,‘v NP

' placement of services on one site is only one strategy to improve service. Moiris and
Lescohrer (1978) suggest that other strategles such as coordination, a better flow of

information, improved referral networks, and policy consistency can also meet these

objectives. In ‘the majority of intérviews, respondents claimed repeatedly that
i collaboration is ‘instrumental in- |mprovmg service. It appears that while the physical
«proxrmlty of services is hlghly convenlent and facrlrtates collaboration, collaboratlon ‘
does not depend on it. ' )

fHowever these respondents unequivocally belleved ‘that while proxrmlty itself does
not. create collaboratlon it certainly nurtures the envrronment for it That is, the -
likelihood - for collaboratlon explomng networks, attemptrng mnovatrons and. k
' :synerglstrc outcomes is more likely in'an MSC settmg Accordmg to.one rntervrewee, '}
“You.know the MSCisn't worklng |f the |nd|V|dual agencres would be dorng exactly.
r what they’d be domg off srte, if they were connectrng in non productlve ways.”

- There are prerequisites for successful collaboratlon though Successful collaboratlon
like successful courtshlp, relres heavrly on the natural mteractlon among personnel in
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addition to more formal structural supports. Staff must possess a range of talents and
skills that predispose them to interdis‘tipl'inary team work, a process orientation, -a
tolerance of complex organizational systems, and a willingness to welcome divergence
“and créétivity (Clague, 1988a; Perlmutter et al., 1979). Further, successful
Collabofation can also be enhanced by more formal structures like extensive staff
training on the philosophical, conceptual, and-technical aspects of the collaboratlve '
model (Gandy ¢ and Delaney, 1977; Perlmutter et al., 1979). ’

In short it is collaboration and not location that determines how well the MSC will
perform. While proximity is a definite asset, it is not definitive. In reference to the idea
of proximate services one MSC director said, “Overall, the MSC provides improved
accessibility, cuts down on travel,tirﬁe, is cost effective and convenient for workers and
clients. When the actual quality of service improves, it is a welcome by-product.”

3.5 CONCLUSION

Present economic and social conditions suggésf that the MSC model may be able to
deliver services in a preventative, efficient, and comprehensive manner. However, -
‘given that the model is highly variegated and replete with a diversity of services,
programs, and approaches, an overall evaluation of its effectiveness is difficult and its .
attrlbutes only provisional. ‘ '

With this in mind primary and secOhdary data point to several key ingredients that lead
to successful vehtures. First, synergy is present. The MSC is not only an entrepot but an
innovator. Both intended and unintended richer outcomes occur at the level of
collaboration found at the MSC. Second, personnel - specn‘ncally sound and inspiring
leadership and open-minded. staff -- who are dedlcated to the overall vision of the
'MSC’s goals are necessary. Third, efficiency in program delivery is another hallmark of
the well run MSC. However, effiCiency in terms of cost is something upon which it .
could improve. | :

Fburth,‘relevahce to the neighbourhood and appropriate "stal‘e»are"considerations that
need to be fine-tuned. Here, the MSC must look to absorb its flavours from local
influences. Fifth, adequate facilities and broad access are issues that need to be closely
monitored. Facilities need to be flexible and access accommodating to the new uses

and priorities that are always being introduced. (One of the few predictable
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'_'"occurrences in the socral servrces is unpredrctablllty) Last, systems of organlzatron at';_
both the government and- agency levels, must themselves be collaboratlve and 7

integrative if. they hope to -achieve the samie’ on the MSC site. This'means clearly

 articulated and delmeated arrangements of power, responsrblllty, information systems, =
policies, procedures, and standards must be in place. Further, there must be a mutual

must be genurne partnershlp at the systems and dellvery Ievels

4.

- The' underlylng themes that gurde these key mgredlents are balance courtshlp, and

- . collaboration. The ‘success of the MSC _very.much depends on asensitive balance of

numerous and often competrng concepts, needs, and interests. 1t also depends on
‘ "overcommg the growmg palns of a courtshlp among agencies who work and

, essentlally “live together on one srte Flnally, success’ relles upon, ultlmately, fruitful . -

= commitment to these arrangements by the. various components In other words there -

ollaboratlon If there is no splrlt of collaboratlon the MSC will not work: AIthough o

1"phy5|ca| proxrmlty of services by |tself doe, not guarantee better service, it certarnly
nurtures ‘the potentral for |mprovement in-a unlque manner-and environment not.

available to’other’ modes of service’ dellvery So physrcal proxrmlty still makes a
: dlfference, but not-as much as mrght be assumed ‘

The -MSC is a deceptivefy simple idea. 'The benefits to be gained.from pooled time,

energy, resources, and creativity are mherently appealing. Despite this, it is premature

to assign.a definitive judgment on whether the’ MSC concept is the best model of -

[ service dehvery When it comes to- the multi- faceted and diverse nature of social

-servrces, citizens need ‘options. To. promote the MSC model over others would limit
-choice in a field where it is necessary to have alternatlves The MSC i is only part of a
‘larger menu, not the feature item. For .various reasons some options are more
appeallng than others. People have different preferences and “ ... no one model is best

in all circumstances” (O Iooney, 1993:522). To advocate one model over the other is
simplistic. ' ' L
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CHAPTER FOUR

THE ROLE:OF THE MSC IN SERVICE DELIVERY AND

IMPLICATIONS FOR POLICY

4 INTRODUCTION:

LlThlS Iast chapter is. dedlcated to a general analy\",s of. the verall role of the MSC in the

'contmuum of socual sef"

g lsystem and the new and’ experrmental mtegrated servnce dellvery (ISD) model? Given

RN that the MSC |s one of several types of servnce models |n the soaal welfare field and- )
given: that ch0|ce in, thls areaiis’ |mportant it is- |mportant to assess its comparatlve},‘ v
‘merlts wnth these other servnce models The chapter WIll then turn to |mpl|cat|ons forw{‘ .

- ,plannmg pohcy suggested by the research flndlngs

o ‘v4.2‘\'ff"'f"THE“D'IS\'P’ERSED Mo’D‘EL SR

L

L _.,As the name tmpl|es the tradtttonal drspersed model of soual servnce dellvery isan”

-assembly of stand alone service agenmes, some worklng together but | mo '"not that

| 'ff‘~'currently domlnates the servnce landscape Some offer multlple servnces whlle others g
B 3 offer onIy one or two. Some serve-a vanety of dtfferent groups while others onIy cater
7 to 'select groups Accordlng to- O looney (1993) the model is” characterlzed by
”decentrallzed mdependent uncoordmated organlzatlons mteractung as” occasnon’”
t "'":anses but lacklng formal- ties” (507) They are loosely coupled and nowhere near the

. ,‘z»
PR

The dlspersed model offers several advantages over the MSC A prlncupal one is’ that
| because of stand alone agencnes relatlvely smaller snze, they ténd to. bé less'

'encumbered by bureaucratlc regulatnons ‘and: hence more responsnve “and: adaptlve to

o cltents and the enwronment They mnovate. and evolve more rapldly, maintain a high
: ',;.‘,degree of rellablllty, promote outreach allow for chonce a- varrety of : v0|ces, and{“_' -

“\

'l-_.-'mfluences in. the system°

ice dellvery Specuflcally, it focus_es on how the * MSC ‘
L _compares wnth two other strategtes of: del|very ‘the tradmonal ‘and- promlnent dlspersed J

and avond the standardlzatlon that typlfles more: tlghtly -




mtegrated systems. In short mduvrdual agencres have more responslveness and .

flexibility that larger organizations may have-more d|ff|cu|ty prowdmg (LeW|s et al,,
1991; Morris and Lescohler 1978 O’looney, 1993) :

Another advantage of the dlspersed model over the MSC is that it provrdes a degree of .-

redundancy (Clague et al.,.1984). On the surface redundancy may seem like a

drawback but it actually provrdes a system of checks and balances. The provision of '.
drfferent services offering different strategles to meet the same goals provides feedback -
and verlflers as to which technlques are better. By contrast, integration of services often.
“leads to-the. centralization of . decrsron maklng and ultlmately a vertrcal line of
- authorlty Impllcrt in this-is the risk of a service monopoly s

n, addltlon the dlsperS|on of agencres across a city allows people to get to know other~=

,":areas as they travel to. their respectrve services. Travellng to other areas of the C|ty to -

E recelve servrces also reduces. the problems of segregatron or ghettouzatlon that may .
L occur |f all services are located on one site. - ‘ ‘ '

. Morris and Lescohier (1 978) g0 SO far as to speculate that the current dlspersed system' '
is. satlsfactory as is and each unit is doing a reasonable “job for a large part of its .

‘clientele. In other words, they-contend that the “if it ain’t broke, don’t fix it” approach -

~ applies to the current system of service: dellvery “One’ conclusion is that a multiple

provider, pluralist system with many relatively small units. may meet the innumerable

. wants and needs of a large and diverse populatron much more satlsfactorlly than a

“ large hegemony of integrated or trghtly controlled coordmated subunits” (Morris and

Lescohier, 1978.28)..Moreover, they suspect that integration is preferred bec‘ause'jit‘
* makes the system easier to control and thus'lsuits managers more than users. They also ~

claim that the benefits of the MSC model accrue only to those few with multlple needs,

- whlch does not Justlfy the MSC's hlgh costs

" As noted in the prevrous chapter the |mprovement of service delrvery does not'
necessarily requrre an MSC- type model of mtegrat:on Better. collaboratlon ‘among
‘stand alone agencres wrll sufflce The dlspersed model also conscrously acknowledges'f
‘the differences in servrce dellvery and theit respectrve values.’ Underlying these -

attrlbutes |s the recognltlon that itis unW|se to put all the proverbral eggs in one basket
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The traditional dispersed model is not without its drawbacks, however. Aside form the
inconvenience of extra travel time between services, there are other less obvious
disadvantages. For one, stand alone service agencies tend to have too narrow a focus.

One director of an MSC complaihed that dealing with off-site programs was a “pain in
the butt” because of their professional isolation and attendant narrow views. Because -

- most agencies have a specialization, this selective orientation is not as conducive to - .
cooperation. Moreover, when cooperation is attempted, problems of territoriality
sometimes emerge and this interferes with pfocess (MSCs are not immune from this

either). In-a traditional model of single organizations with single mandates operati'ng |
without any connection, there is a téndency for cooperatlon to be happenstance or
forced by funders. '

* Another pfi‘ncipal'dr'awba’ck of the dispersed model is the difficulty with evaluation. -
With each agency operating on its own, acco'untability for aggregate effects on the
clilent's'are nearly impossible (O’looney, 1993). Each unit evaluates its own'methods

according to its own mandate without reference to the whole system of which it is a

part, and hence without reference to whether its programs may be exacerbating

problems in another area of the system. In a more tightly integrated system, there is an

increased awareness of the interconnectedhess of both problems and the services used

to resolve them. Evaluators can measure aggregate outcomes better as they have access.
to more accurate and detalled information that can be studied comprehenswely, rather
than in a piecemeal manner when clients move from one area in the system to

another. In a system where services are more tightly integrated like the MSC, clients:
are in one place and it easier to track progress at each stage of program activity .
(O'looney, 1993). Clague et al. (1984) add that because an integrated system like the

MSC can actually develop a more comprehensive evaluation of its clients and -
programs, the MSC can also produce information that relates more closely to overall
pohcy goals formed at the government level. '

Another drawback of the dispersed model is that it may reduce -awareness of
alternative services. When agencies are spread.out, clients become discouraged and
may choose to not make use of them'rather than navigate a complicated and time
consuming maze of dlspersed agenaes At least with the MSC there are mutual support
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systems |n house, and people generally recelve mstant attentron and are not referred
* elsewhere (Katz, 1978). . "

43 THE INTEGRATE_D SE,RVICE DEuvggy’MoQEL ,(_ls'D)

"~ In the Iast few years the Clty has |mplemented an mterdepartmental approach to.
several major projects, the most popular being CltyPIan Ready or Not, Greenways,
and Safer'City. Now the City is Iookrng to extend th|s approach toward a new model of

serwce dellvery, the I1SD* model expected to be |mplemented Crty ~wide in 1995."
Accordlng to a report by-the City Manager’s Office (1 994) ‘the goal of th|s new model

. isto provrde each nefghbourhood in the city with an ISD team to “ensure an open City
government and an effective, efficient’ community- based servrce dellvery (2): The -
report goes on to llst the followrng specrflc obJectlves ' B

e To provrde user frlendly Clty serV|ces
* To impréve access. to rnformatron
| -!_'To coordlnate mter-departmental responses through Irne staff at the
nelghbourhood level S ,, |
. Toi improve publlc process and commumty partrc:patlon
~ & To promote more creative and’ collaboratrve problem _solvmg\; B
The modus operandl for this approach wrll be an ISD team a55|gned to . each
nelghbourhood to act as a liaison between the Clty and the nelghbourhood as well as
- to coordmate and enhance relatlonshlps -among- nelghbourhood services and
orgamzatlons involved: with commumty issues. The staff deployment to’ individual
‘nelghbourhoods is’ hoped to yleld a-more flexrble approach to. local-issues with less
‘stress on municipal mfrastructure Ideally, the concept of: workmg together will yleld
more satlsfactory resolutions to problems than heretofore experienced. For example,
libraries, commumty centres, fire halls, communlty pollce offices, health units, schools,
and citizens’ organrzatlons ranging from cultural groups to. resrdent associations can all -
“be collaboratrng on a. consultatrve approach to. address communlty specrflc issues.
‘Wherever feasible, responsrblllty for and authorlty to resolve community issues will be
delegated to. the ISD team. The role of the Clty is downplayed in favour of local

' communltles

DR
R
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This model explicitly recognizes that cbmmunityissués are complex and interrelated in
nature, and-therefore require a sophisticated, multi-pronged-approach. In its evaluation
of an ISD team working in the Hastings Sunrise neighbourhood in East Vancouver, the
report notes that, “The team was able to get action in a broader capacity, share

prospectives and respond more quickly and appropriately” (6). The ISD approach is

premised on the assumption that the field staff, in conjunction with the community,
will be able to solve community issues in the community if given the mandate and'the.
opportunity to do so. In essence, the mode! believes that operating a city covered by
ISD teams will forge linkages across teams, across neighbourhoods, and to City Hall
and back. This redeployment of City staff is expected, in the longer term, to yield
improved communication, more efficiency, and better services for the neighbourhood.

The creation of ISD teams for each nerghbourhood represents a major organizational
change for City Hall as it leans toward a more rationalized service delivery system. In
that the model calls for such rationalization, it shares some overarching principles, but
not methods, with the MSC. First, both the MSC and the I1SD models are committed to

,cooperation among services and groups in neighbourhoods. Second, they wish to

_ improve public process and community participation. And third, both models promote

collaborative problem solvrng

Where they share srmrlarrtres in guiding principles and goals, the MSC and the ISD
models differ in their respective approaches. First, the MSC is a facility Iocated on a
site big enough to accommodate its services whereas the ISD team is a group based in

- City Hall and called out to the community accordingly. Second, the MSC is land

intensive and, at least initially, capital intensive. On the other hand, the I1SD model
requires no additional City resources. The third and one of the most significant
differences is the fact that the MSC represents a formal and institutionalized model of
collaboration and commits agencies toward working together for neighbourhood

|mprovement wh|Ie the I1SD model is a less formal and loose coalition of partnershlps

working on a voluntary basis.

This last consideration is also a majer drawback of the ISD model. While the ISD
approach is to be praised for an informal and incremental approach, that is, building

on what partnerships already exist in a ‘neighbourhood, it does not go far enough.
There is the issue of whether the I1SD team really has the power or polrtlcal clout to

effect change at the local level, or if it is just a troubleshooting mechanism. The 1SD
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1

.vlldea could be percelved as merely tmkerlng wrth the exrstlng way of doing thrngs that
s, dorng more of the same ‘and nothmg really substantral and vrable for the future.

On a related note, the ISD model appears fraglle leen that mdlvrdual ISD. members,
hail from:their respectlve departments and are:still accountablé. to them, there is no
process to deal with’ nelghbourhood initiatives that confllct with departmental
: ﬂprlorrtles Further, there is no process as to how tedm members’ dual responsibilities
Care’ to be handled when there 'is. dlsagreement between the ISD team - and their
respectlve departments The report states simply and’ vaguely that where this happens,
‘ . team- members wrll be expected to take up those issues wnthln the departmental" |
structure (5). Moreover there is no mention of. how to solve problems that arise within
o .the’ team itself.In short a. much needed polrcy or mechanrsm for. the resolutlon of""'
: mevrtable confllcts currently does not exrst ‘ '

Cln addltlon there is the rrsk that the ISD team ~may be percelved as an unwelcome .
mterference by City departments Espeually in a tradltlonally entrenched bureaucracy

like City. Hall departments may not be amenable ‘toa body like the ISD team telling - o

them how to deal wnth issues. In this regard teams may -be. percelved as a'threat, or **
. worse, as a nursance (Artlblse, 1994) Furthermore, there is the rrsk that the model ‘may B
not be well recelved by the communrty First, it'is lmposed onto a communlty Second,

resident$ have no-say on who will be on the-team. And third, cynicism currently
characterizes. the popular publlc perceptlon -of government, so any help thatis
forthcoming is regarded with susprcron Whether resistance to-the 1SD model’ comes

- from wrthm the C»l;" or-from the communlty, support for it is vulnerable Local,

grassroots efforts are .lrkely to be glven more cred|b|I|ty than non-locals who have L

parachuted down from Crty Hall

2o

Moreover nelghbourhoods tally around a vrsnble and acce55|b|e focal pomt The ISD

o ~ team, although it may have a base of operatlons ina nelghbourhood facrllty, cannot by

its composition serve as a communrty hub or netghbourhood centre where integration

- principles are translated into tang|ble programs In essence, the I1SD model represents . -+ *

-7 broad and general polrcres biit, has: no programs’ to illustrate its effectlveness It may be.*

"able to encourage partnershlps among agencres to coordrnate programs, but
compllance is voluntary. Without a formallzed supportmg network * on the ground”
Irke the- MSC the: practlcal manlfestatlons of mtegratron pollcres will: be difficult.to - -
develop, Iet alone momtor and evaluate Sometlmes what is. needed are concrete |

v
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expressrons such as a community. garden park communlty pollce office; or MSC.
- Theseare more useful than rounds of consultatlons and more excntlng than conceptual
plans on the envnronment safety, and communlty serwces

It would be premature to dismiss the ISD approach asa wrlte off, however. Indeed; itis
a new, mnovatlve, -and cost effectlve modeI for the dellvery of City serwces andi '
deserves a trial run. It endorses staff to work across departments in'an mterdependent
and collaboratlve manner to solve |ssues brought forward by the commumty |
. recognizes the |mpacts of social change in communltles, and endorses mtegratlon of"'
services, collaboration, communication, and-citizen: part|c1pat|on “In this regard the
- model embodies a clear and. refreshlng shift from the traditional ‘mode of dlscrete,“ﬁ' v
dtstant and functlonally compartmentallzed serv1ce dellvery by the Clty

leen that its prmcupaI goals are srmllar both' the MSC and ISD approaches can be .
vnewed not as competltors, but rather as companlons in service delivery. Where the"
. former is “on the ground” and provndes a facility for a range and multitude of
' complementary serv1ces, the latter provides the City backbone to support its mandate. .
The MSC can: be the common denominator in neighbourhoods: that are becomnng‘v_
', increasingly- heterogeneous and special-interest based, while the 1SD team can be. thef‘

i ' .. link that allows local issues to percolate upward to the City level. The two can'work in "
" | tandem. The. 1SD team can even have its headquarters in the MSC Together they
prowde a fuller menu of choice’ regardmg community and local government-action

toward nelghbourhood |mprovement an issue WhICh has become a. prlme agenda |temv o

for munucnpahtles in-the. 905

4.4 APPROPRIATE SERVICE STRATEGIES FOR VANCOUVER THE MSC
DISPERSED AND ISD MODELS S

; S Ina socually and culturally heterogeneous C|ty I|ke Vancouver ch01ce |n servnce-_
- ' dehvery is |mportant Preconcelved carte blanche prescrlptlons no Ionger work as‘h
sound’ plannmg principles. ' There are’no- catch all”.
: R diverse ones that respond to demographlc change, economlc restructurmgI
o ' geographlcal ‘mobility, pollcy acrobatics of politicians, the. VICISSItUdeS of popular
publrc opinion, and. technologlcal advances. Furthermore, practlcal wnsdom is
premlsed on the idea that service dehvery operates as a contmuum Given th|s belief, it .

_is.not. only important that there be chonce on the continuum, but also, that the umts on’

solutlons but rather flexible and . .
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it mteract ina contlnuous and complementary manner. IdeaIIy there should be no gaps
between units, with each unit mutually retnforcnng the other to provide a fuller, more .
comprehensive service to cIrents

* Vancouver-is fortunate in that it currently enjoys this’ type of chonce There are
| examples of dlspersed agencies, MSCs, and a few ISD teams that have demonstrated

success in what they were supposed to achreve In short, for what they are supposed to
do, they do it well, However the. srtuatlon is far from |dea| and |mprovements can -
always be made As noted i, Chapter 3, coIIaboratlon among different modes of

_service delivery as well.as among government departments can be enhanced to ensuire
- the system is suff|C|ent|y greased” to provude opttmal service to cllents

- It is premature to srmply say that one model is- better than the other when each has~ _
significant and dlfferent contrrbutlons to make on its own. Each has demonstrated
‘worth for which the other’ cannot compensate so it is better that they work together.
“Again, coIIaboratlon is the key. However, further research is requtred to detérmine the
: comparatrve ‘merits. of each model and in whrch situations these merrts can be
exploited fuIIy | S )

For example in 'some cases an MSC may not be the preferred chorce for servrce’
delivery. It requrres complicated zontng changes, is land- mtensrve, iniitially expensnve 4

and may experience neighbourhood opposrtron due to the relatively large facilities and -

- increase in traffic and parklng In this situation a dlspersed model or I1SD team may
. serve the nelghbourhood s needs better At other times an MSC ray bé “exactly what a,

nelghbourhood needs. It may serve'the peoplé well plus actas'a physrcal and symbollc '
hub of collective’ action where potentlal is harnessed toward communlty |mprovement o

L -
‘ : 7\;:“; bR

As a summary to this sectlon Table 1:on the next: page represents a srmplrfred
consolidation of the comparatlve attrlbutes of the MSC, dlspersed and 1SD. models of
service dellvery ' ‘
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TABLE 1: COMPARISON OF BASIC FEATURES OF THREE SERVICE MODELS -

Operating Features

MSC

Dispersed

ISD

heemtausnssmnd
————]

Multitude and range of

services offered on one
site

Stand alone agencies at

‘'separate locations

Deployment of
neighbourhood teams
comprised of relevant
City departments and .
neighbourhood groups

Balance - Separate pursuits Collaboration
Themes Courtship Sometimes (especially- across City
v Collaboration. collaboration . | departments)
Convenience “Thin” bureaucracy Requires no costs
Holism and continuity | Innovates rapidly Requires no space
in service - | Intimate scale " Inter-departmental
: Synergistic outcomes Allows for choice in cooperation at the City
Advantages Service efficiency service options level

Expanded facilities
Neighbourhood
relevance
Multi-faceted approach

Reduces “ghettoization”
Meets the needs of a
large and diverse
population

Access to City
information and
services
Neighbourhood
relevance
Multi-faceted approach

Disadvantages

Large scale

Capital intensive
Complicated
organizational structure
Land Intensive
Professional territoriality

Fragmentation
Duplication
Inconvenience

Narrow focus
Professional territoriality

Limited powers and
credibility

Fragile organizational
structure

Intangible - not “on the
ground”

Professional territoriality

It is ihadequate to rely upon one service strategy alone. Each model has attributes that

“are justifiable in their own right. Some of these attributes complement the advantages
of other models, while others minimize the disadvantages. Moreover, different
strategies work in different circumstances. Indeed, different. strategles are welcome
According to Clague et al. (1984:281):

+ . Theuneveness of services which would occur throughout the province,

S ~ would, in our opinion, be-a small price to pay for the gains to be realized
through the deliberate experimentation and attention to evaluation. Structures
which could be shown as effective could then be replicated, and conversely
ineffectual structures dnscarded




. - needs to become more.“socia

4.5 .':CA(')NSIDERAT,IONS':F"(‘)_R PI."AI.\AINING,’,P.O,Lii:CY‘f

Onthe one hand planmng is bemg forced to recognlze that it is |mportant to malntaln
even broaden, choice. On the other: hand,. it is also belng pressured to integrate. and -

ratlonallze services. Planmng isin the practlce of streamllnmg, pluggmg holes: and .
fllllng gaps, expandrng, consolldatlng, and reducmg all at once in the name of greater
- efficiency, effectiveness, and responsiveness.in service . delivery (Lauffer, 1978;
o |ooney, 1993) In-this context pIannlng pollcy must be. reconsrdered if it is to know . .
‘how ‘to maX|m|ze chorce and opportunltles ina socrally and flscally responsrble -
.-manner '

In.the.area of social service dellvery;"th'e first ’policy-pr’iiorityf'isto"e'>‘<tend planning to
“become more lntegrated with other systemis: Implncnt in th|s belief rs that plannlng'
|7 '

PIannmg pollcy must make a conscious: decrslon to
embrace social values and |mpl|cat|ons in aII that it does Regardless of the plannrng_

~ stream, whether it be enwronmental transportatlon land:use; housrng, or somethmg

-else, results always affect socnety in-both dellberate and unrntended ways. To become
more socral and hence. relevant pIannlng must. become more mterdrscrplrnary than'in'_
the past . - * ,

- 4.5.1 "’P/gnhing_Bécomes More Int‘?g"’ét'i“ye‘.‘__

At present there are many flelds in plannlng, each wrth its own’ area of expertlse and
‘ .responsrbllrty Sometimes these areas-are mcompatlble and work at cross purposes VAt
other times. they overlap in their. work and thlS creates costly dupllcatlon unacceptable
in a time of fundlng paucrty Part of the reason for this situation is that the plannmg
profession has been tramed in the pOSItIVIStIC tradltlon of specrflc services with specrflc :
functrons However human needs rarely fall “into such neat’ and dlscrete o
-compartments There must be explicit acknowledgment of the. complex and
interrelated nature of social issues, a. recognltlon that social- problems cross sectoral
' ‘boundarles Rarely is there Just a poverty problem that must be dealt wrth solely by

mere welfare _payments. Very lrkely poverty - is related to other systems, such as -
emponment health educatron race, and the" ||ke All these systems have a s:gnlfrcant B

role to play
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In contemporary times éreating and managing change demands coordination with
other elements of urban life and judicious organization and deployment of limited
resources. To do this planning has to be an interdisciplinary system where a high
degree of interdependence is involved, .rather_ than merely multidisciplinary where
departments simply work alongside one another and coordination occurs on an ad-hoc
basis. If planners are to improve the delivery of\social services, they must be ready to
come into contact with such diverse fields as health, recreation, education,
corrections, children and family services, and i income assistance.

What is advocated here is an integrated and holistic model of planning. A 1989 report
from Ontario’s Ministry of Community and Social Services titled, Better Beginnings --
Better Futures: An Integrated Model of Primary Prevention of Emotional and
Behav:oural Problems advocates strongly the adoptlon of mtegrated models. It states:

.. program models for preventlon of emotional and behavioural problems
cross inter-sectoral boundaries of service delivery. Thus, good primary
prevention programs require the cooperation and collaboration of the
ministries responsible for public health, community health education,
housing and recreation as weII as social services.

4 (VSB, 1994:3)

Similarly, a plethora of recent local reports supports the idea of better coordination and
integration of services at both the senior and front line levels of delivery. The Sullivan
‘Commission on Education (Province of B.C. and Sullivan, 1988) recommends that the
Ministries of Education, Social Services, Health, and the Attorney General work closely
on developmg joint mandates and planning processes for mtegrated service delivery. -
The report, Children and Youth at Risk: Toward a Mental Health Plan (Children and
Youth at Risk Steering Committee, 1991) calls for a set of integrated services in a
school, including social services, health, alcohol and drug counseling, justice, and
recreation. The report, Making Changes: A Place to Start (Community Panel, Family
and Children’s Services, 1992) calls for improved interministerial service delivery and ‘
direct services delivered out of neighbourhood-based, integrated centres. In most -
cases, the reports recognize the schools as natural sites from which to launch such a
project; a claim recently substantiated in Dryfoos” book (1994), Full-Service Schools, in
which she argues for more collaboration in the social service, health, and education
sectors to address the mounting problems of inner city youth and their families.
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e 'f‘.The repeated message here 'is that there needs to be planned rnteractlon and: .

-'-"communrcatron among ‘sub- systems in the. socral welfare fleld Currently, the field is
"‘operating without establlshed systems for overall commumcatron and joint planmng,
':‘«and collaboration is Iargely rnformal and. based on goodwill (Annrs et al., 1993;
Clague 1988a).: Contemporary plannrng cannot be an insular practlce |so|ated from‘.

“0 L other systems wrth which it shares respon5|b|l|ty for social welfare. All service

: functlons are Connected in some way and. planners need to understand the nature of
, .these mterrelated and mterdependent Imkages ona conceptual level

_On a practlcal level planners must be able to: create new pollcy mstruments, or refine
) old ones, that-.can allow more collaboratlon and mtegratlon than heretofore _
3 experrenced For example, mtensrve professronal development rmproved polrtrcally;.
savvy, and requrred mterdrscrplrnary teamwork may . -address these issues. Most

o professronals are trained. in ‘a system that is rsolated from other systems ‘What s

needed is.a strong mternal support system that creates an atmosphere that elevates the o

- :value of mterdrscrplmary approaches (Rist, 1992). The thrust of the issue is twofold: to -

' .-,transcend jUI’ISdICtIOHal and organlzatronal boundarres, and to have the tools tof-"“" '

'- experrment more broadly, that is, look at the components in the system -- not.in -
"|so|at|on but as; a network ---and create new ways-of worklng together better and
. \managrng the flow of resources more effraently (Lauffer 1978). '

| 'The full beneflts of- cooperatmg wrth one another achrevrng the most out of-
comparatlve advantages, drverSIfyrng, and enhancmg learning are unrealized at
"~‘present Cross. tralnrng and more’ holistic approaches are unfortunately still admired as
“cutting edge rather than wrdely practlced To have a greater |mpact on ameliorating
'f,_,_and preventmg socral problems, plannmg must move' beyond the trresome rhetorlc and
‘volumes of reports ‘and follow a queprrnt for action. If governments expect services
and orgamzatrons to collaborate and integrate to improve servrce delivery, they must -
set the tone- themselves in order to frrst genurnely |mprove servrce delrvery, and-
second seta good example o |

~L|ke most publrc polrcy, this “new” call for better collaboration and mtegratron is not
new at aIl but.an |mportant message that has unfortunately been repeatedly unheeded -
Jin the: past These |deas aIready came to fruition in the now defunct. Community
~ Resource Boards that were créated by the provincial NDP administration from 1972 to

'1975 The boards were an ambrtrous program to reorganrze the human services along :
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~the themes of ‘service decentralization 'coordinatio'n and integration' and citizen
'partrapatlon (Clague et al 1984) It may be t|me to, revrsrt an |dea whose time may
'-have fmally come, agaln Lo '

‘The more - mtegratlve plannrng called for here requrres substantlve changes in the*‘"v
amount of power accorded to munrcrpal planning departments. The. policy |mp||cat|on;

... is.not only rntegratlon for integration’s sake, but a purposive re-assighment of power 0.

* harness local services to prevent and overcome. problems that ultlmately come to bear *
-.in nelghbourhoods across the crty ' '

| 452 Munfcipa[ Pla,nning Becomes More 'Pdwérfu/

'_‘.The second po||cy area’ that" pIannlng must address is the lssue of [ power PIannmg in-

' -;.the munlcrpal arena must come to terms with whether it is an agent of reform, that is,

':fundamental change;, or an agent of tmkerlng where it is- buffeted by: polltlcal deC|S|ons | ,
* Planning must 'make this decision in.an env1ronment where dlstrrbutlon of power,
control, and even change in general are often met with uncompromising stances by
~senior government: systems that believe they know: better and. have the leglslated ‘,
mandate to prove it. Given the dauntlng opposrtron it is small wonder that the -
professmn has chosen the latter role, that of mere reactor to change,.not mstrgator of it.
Hence even when an innovative ‘idea like the MSC is mtroduced it is nonetheless
crmcrzed for representing only a “cosmetic organlzatlonal change wrth no substantlve_'
impact-on service delivery (Gandy and Delaney, 1977: 109). 1t is simply a structure |
. whete several agencies share a common file ”depot and-“represents a‘facilftativeﬁ »

response, not a change mechanrsm ' -

‘However there is mcreasmg mvolvement of Iocal government ‘and by extension
planning. Whether by default or design, local government is becomrng mcreasrngly o
~involved in the soaal affairs of the city. The compIexrty and rapid: changes of modern
“urban life have forced mumcrpahtles to deal with its negative byproducts and offer
services to improve community life (Clague, 1988b; 1993) Although tradmonally
- relegated to provrdlng ”hard" mfrastructure, local. governments are forced, by. virtue of
. 'belng the “in your. face government,” to recognrze that social, economic, and

:.envrronmental issues are. aII mterrelated and dlstllled at the Iocal level to affect the '

_quality of life of its C|t|zens The local government is in the “trenches” whether it'likes -

it or not. In. order to manage the changes that occur munrcrpal plannlng departments
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‘need expanded power Mumcupalltles must be oné snde of an actlve partnershlp, in‘a
truly collaboratlve sense, rather than ‘a mere vendor dolmg out products from head'
S offlce ' I ‘

- Moreover there is currently a redlscovery of the tmportance of nelghbourhoods among o
“the city’s resndents ‘As a result nelghbourhoods have- become a potent polltlcal force“}
" and are enJoylng an . emerglng prestlge at C|ty Hall For example, the recent- )

admlmstratlve restructunng at the. City- has resulted in the flattening of the

. organlzatlonal hierarchy and-a resultant transmon from - dlstant and internal
B departmental pollcy makrng to.more nelghbourhood Ievel ‘decision- maklng Further |
_ Gandy and Delaney(1977) claim that the complexity and localized nature of rapidly -
: ,changlng urban areas require thoughtful, localized planning responses Against this .

: background the City has no choice. but to get mvolved and it:bodes well if thls_

|neV|tab|l|ty is equipped and-structuréd wnth the power and policy levers to ensure the -

-+ relationship with nerghbourhoods is as constructlve as possnble Otherw1se, the Clty
© . risks undermlnlng |ts Iegltlmacy and relevance

IS
S

In the leaner ‘meaner 90s, costly fragmentatlon and. dupllcatlon of servnces cannot. be o
", tolerated. Moreover, demographic and economic change, government offloadlng,

increased citizen participation, the expanded role of the. school, and the need for ar

L more preventative ofientation in service dellvery are all ratlonales that call for a new
' dlrectlon in“how the. Clty structures and delivers services to its citizéns. The extentto

WhICh the City can successfully grapple with these changes depends largely on the‘»'
autonomy it has and its wrlltngness to merge this autonomy with other systems for the

©benefit of the overall socnal welfare system
-~ 4.5.3 The §chool Becomes More Extended

‘Much has been written. about ‘the need for the school to expand its mandate and
.~ operations. to include the prov1sron of social services, and the ‘potential from such a*
"+ collaboration. Implicit in this belief is a reconceptuallzatlon of what the school in |ts~‘_‘.v(~'
.. most unencumbered essence really is. The ‘school is a.teacher, absolutely, but it is a.
teacher in“the broadest sense. of the word School is about much more than acquiring
;‘academlc knowledge It is. about gamrng survrval sk|IIs ina ‘highly pol|t|C|zed worId as
well (Dryfoos, 1994; Poster; 1982; Rist, 1992)
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To meet this challénge, the traditional role of the school should be expanded to
become a political arena in Friedmann'’s terms (1987). The arena is political because it
can challenge the pseudo-neutrality of positivistic thoUght and recognize the diversity
of values, opinions, and judgments that exist outside of the established order. The
' process is political because it is humamstlc, whereby mutual Iearnmg and obligation
take precedence.

If Friedmann’s household unit is the point of departure on the track to political - -
emancipation for everyday citizens, then the school represents the first pit stop. That is,
after the household, the school is the next level of orgahization where the 'reclaiming
and vitalizing of political community continues. Presently, the school system.
indoctrinates children into the belief that the status quo is acceptable and should not
be challenged. However the school, too, can be fertile ground for plantlng the
“germinal seeds of a new order” (Friedmann, 1987: 25) ‘

Habermas states that “strategic- action must be institutionalized” (Forester, 1989:223)
and the school has rich potential as a viable institution for political educatlon and
‘mobilization. The school is an empowering place where social relations are created
" and where practlcal, self-managing, and self-renewing practices are cultivated.
Because of its educational role, the school represents.an opportunity to enhance the . -
capacity for critical and analytical thinking, build networks, nurture self-reliance, and
build immunity to alienation. Outside éf the home, it is the foci of everyday social
activity for children and where consciousness and cooperation are encouraged.

Schools can play the role of socializing and humanizing tomorrow’s leaders by
iinparti.ng. the knowledge, skills, and organizational acumen necessary for the
fundamental democratization of life to be achieved outside in the real world. If society
is to grapple with the multiplicity and diversity of views that exist, and if it is to
acknowledge other ways of knowing and éxperjencing, what better place to start than
in the home and the school, where sheer‘intensity and duration of exposure can create
a critical disposition. In these places, children can explore “possibilities,
consequences, values, and uncertainties” and form real, active solutions (ForesteAr,
1989:23). Minzey and LeTarte (1972) and Ringers Jr. (1976) argue that education is
one of the few socnal utilities that is common to all groups in our society, and that

schools are the one fac:|||ty that all neighbourhoods have in-common. In this context
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they have nch potentlal to bmd d|verse eIements together toward achlevmg posmve
goals. - ' ’

“ In schools, traditional daily practrces and socnal and polrtlcal structures can be':
| analyzed and debunked, and- new’ ones considered. It is here where. people can
construct a synthe5|s of ana|y5|s and vision, sensmvnty, and the strategic thlnklng '
necessary for a socnally useful-life. The. school is capable of tapping into intangible
“hidden assets in the communlty --~these belng heart; soul, hope, dlver5|ty, expertlse. |
and commltment - and harnessmg and transformmg them |nto tanglble, Iong term.
collectlve wealth U R IR D SO '

The pollcy chaIIenges represented by an |mproved system of socral service dellvery in . -
general, and by the MSC model in particular, may be provocatrve yet they are well
calculated risks. The |mp||cat|ons for policy listed here are not far fetched, nor are they - -
‘new. The call for planning to become more- integrative, for munucnpal plannlng to
become more powerful and for schools to be more extended are basrc ‘organizing
principles that. reafflrm the: value of preventative, and not just amelloratlve, social -
serwces and therr contnbutton to long term personal and- communlty health. In asocial

- servnces context where numerous and different. experlences are a given, there i is.a need

to experlment with pollcy and practices that support a decentralized, communlty
based framework. Centrallzed preconceived, and prescrlptlve plans have already been
“tried. Their failure is a reflection of pIannlng s neglect and a wake up caII totry |
' somethlng else | g ‘

4.6 “AREAS FOR FURTHER RESfEA'riCH

The research fmdmgs and. pohcy |mpI|cat|ons presented here are speculatlve
hmterpretatnons of an-issue. The issue of MSCs in all its many permutatrons and‘

*-complexities suggests that further mvestlgatron is needed to yield more theoretlcallyj.~.~?

-robust mformatron Flrst a comprehensive assessment,. including a cost/beneflt "
analysis, of: varlatlons within the MSC. model itself as weII as of the MSC' and other
models would contrlbute greatly to evaluative power. ‘

: Second an mvestlgatlon of : |dea| orgamzatlonal structures for the MSC is needed This

would include |dent|fy|ng optlmal management and program arrangements, crrterla for

" compatublhty among the dlfferent agencnes that operate out -of. the MSC and a
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determination of the types of services that are most amenable to .collaboration and
potential integration. ' '

Third, it is helpful to know how to create and wield policy levers in such a way as to
enhance their performance and make them more palatable to thbse that must
implement them. For instance, information on how policy can remain robust yet
flexible to withstand the uncertainties of the future would be useful, as would direction

on how comprehensnve or incremental pohcy must be in order to be effectlve In other
“words, the i issue is how to make policy more tactical.

4.7 CONCLUSION

In her assessment of MSCs some twenty years ago, Burns points out that they are' more
a reflection of inadequate coordination than inadequate quantity or quality of
resources themselves (Gandy and Delaney, 1977). This situation still holds true today
(Rist, 1992). The MSC is a model that coordinates and pools the best of what is already
available in social services and offers them to people at one time, in one place.

It is-a century-old model reinvented for a contemporary time. that is punctuated by a
rising demand for better services, shrinking';'resources to fund them, and an increasingly
variegated populace. The model provides insights into the value of synergy, leadership,
éfficiency, neighbourhood relevance and scale, facilities ahd"accesé; and systems.
Further, the MSC underscores the importance of balance, successful courtship among’
agencies, and long term collaboration. '

_Howévér, the model is oﬂnly one stop on the continuum of social services. Also '
prominent are the traditional dispersed model of service delivery and the new 1SD
model, all of which should be viewed as. complementary, and not corhpetitive’. It has
not been substantiated that services found at the MSC are qualitatively better ihah
elsewhere, but because of services’ proximity to one another there is the potential for
tapping into other networks of support. Further, the MSC is able to- bring together
people who otherwise might not in a way that isolated services never could. At the
MSC paths cross, networks are more dense, and effects are broader.. ‘

Nonetheless other models must also be considered. In the social welfare field choice

and experimentation are important as there are no.simple “either/or” solutions. Just as




l' socral problems are connected 's0 are therr solutrons mtegral parts of a whole The
) MSC is a big asset in the service. dellvery contlnuum but it is ‘only one step in the

| process, a work in progress along wrth the others '

. Ultimately the task is to determine hovs'/ planning can be used as.a tool of intervention

to, improve the delivery of socral services to citizens.and i |mprove the communities in - *

“which they live. Specrfrcally, plannlng needs to reconceptuallze how it structures and

-~ delivers sefvices ‘that are preventatlve proactlve, and supportive of individual and

o communlty prlorltles To do this, the. profession must eprrcrtIy recognlze that the old
.methods of plannnng are no longer relevant. '

__To meet the challenge of |mproved service dellvery strong pohcy anchors must be in

place For one, plannrng polrcy could be more integrative; Rather than practicing the o

traditional functional compartmentalrzatlon of the past, planning must subscribe to the -

- functlonal rnterdependence requrred of the present. Second, municipal planning could

- be grven more power, or “teeth,” to better deal with the fallout of change that occurs at .
the local level. Third, the traditional role- of the school can be extended to include a,

more polltlcally aware and astute stance.

The MSC concept is offered as a model of collaboration and. mtegratron with great
promise. In a time of complex:ty and change it can be a stabilizing force. In an era of

~mu|t|p|e publlc interests where mandates, prOI‘ItIeS, methodologres, and _partisan

) strlpes will always differ, |t is lmportant to look at the overall picture and the MSC does
this very weII ‘

- 'lThe |deas here are nothmg new. Thls thesrs does not offer’ any groundbreakmg insights,
but rather a remlnder of a plain and persistent message: collaboratlon works. The idea-
“is old However ~ways of conceptuallzrng, structurrng, and’ delrverlng services can be -

new and |mproved
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" APPENDIXA:*  INTERVIEW SCHEDULE

QUESTIONNAIRE

The purpose of this quest:onnalre is to determme the eff:cacy of the multl-serwce centre (MSC),’or -
”one-stop-shop,” model in, the dellvery of soc:al serwces Examples of- the MSC model in: Vancouver A
include Britannia Centre, Klwassa Nelghbourhood House, and Strathcona Community Centre. In all
: these examples, an elementary school and a neighbourhood house or commumty centre play a

promment role

. Serwces dellvered at the communlty Ievel are mcreasmgly favoured by City Hall (and confirmed via |

the CltyPlan citizen consultation’ process), and your answers will be useful in determmmg whether the

MSC model is an appropriate vehlcle for this, new “direction. Ult:mately, your knowledge, experience, E

‘ and mput will help identify and analyze the factors lmportant in lmprovmg service delrvery in the city. .
o The interview will take approximately 45 minutes. and will focus on selected criteria' for determining By
_efflcacy Please answer all ltems to the best of your ablllty All your responses will be strlctly

confi dent:al

Thank you for your contribution (an'd please let me’know if you would like a s'umma'ry;of the results. |
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' Does mter agency cooperatlon happen?

Are there opportunmes to achleve synergy W|th|n an MSC?

)ACCE‘SSIBILITY
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" FACILITY ARRANGEMENTS

Do facilities 'offered,at'th'e MSC enhance,program deliyery?

Do you think resources are utilized fully?

. :jOPPORTUNITIES FOR SYNERGY (synergy is defined as opportumtles for dlfferent
o agencres, programs, staff and users within an MSC to combine efforts and create

| . better results than had they worked mdependently)

Does the MSC model encourage inter agency cooperatlon? o

'What is the nature of the- synergy that exists? Does |t take place on an admmlstratlve Ievel? staff"

'level? user: Ievel? communlty level?

Can users get mformatron on how to access dlfferent servnces? '

Do MSCs meet the range of needs that exrst in the commumty in which they operate?
How do you know? ' ' '
Do you think the MSC is user fnendly?

How do you gauge feedback?

) .MANAGEMENT"

What are the goals of the Mscz . B N
Do you think the goals of the MSC are understood?

By whom? -

Are services offered by the MSC congruent wnth its goals?

In the MSC are the roles and' responsrbrhtles clear for the’ foIIowmg

. 'orgamzatlonal structure S e o,

management responsrbrhtles
policy and procedures .

staffm g

financial accountablllty : o [N T



"'g) ‘

h)

.a)
“b)

d)

e)

L0

- a) )

" .'What is your opmron on how socral servrces should be delrvered by the Clty of Vancouver?

’ buiIvding"operationsi.;: L

program development S

{What mlght bethe, process for drspute resolutlon among the dlfferent agencres that operate -
"out of an MSC? . ‘ '
~ What type of specral SkI”S are requrred for staff of an MSC?

"What type of specral Ieadershlp qualltles are- necessary for a director of an MSC?
iEFFIClENCY .

Do you think human resources are utlllzed fuIIy?

" Do you think servrces are utlhzed fully?

Is there dupllcatron?

Is this dupllcatron Justlfrable?
:'How is the Iag trme between rdentlfed -service need and service response?

'When compared to the fmancral costs ofa dlspersed model of service dehvery, does the MSC

provrde more, about the same amount of or Iess servrces?

'EFFECTIVENESS L

From a user’s: pomt of vrew do you thmk servrces improve due to their Iocatron inan MSC?

From an admlmstratlve pornt of vrew do you thrnk the admlnlstratron of services improves due '

" tothe Iocatlon of several agencres on.one site? - : v

iFrom a user S pornt of view, do you think services- become more accessrble dueto theirlocation

in an MSC?

PARTING COMMENTS .

. What is your overall |mpre5510n of the MSC. model?
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APPENDIX B: MULTI-SERVICE CENTRES STUDIED -

The multi-service centres (MSC) listed below represent.only a portion of the dlfferentﬁ
forms the MSC model can take. Each has a different’ management structure and
program orientation. What they do have in common is that each collaborates

extensively with schools and/or agencues on site to prov;de services for their respective .
communities. '

1. Britannia Community Services Centre
1661 Napier Street '
Vancouver, B.C. V5L 4X4 -

Britannia Community Services Centre is the most fully developed expression of
the multi-service centre (MSC) in Vancouver. On a 17 acre site, this MSC offers
a wide range of facilities and services to the Grandview-Woodlands and
Strathcona nelghbourhoods Some of them are: '

. An mformatlon centre )
. ' Chlldcare services, mcludlng pre school out of school care, and |
specnal services ‘
e Community education
*  Anintegrated library serving both elementary and secondary
“school students as well as the general public
. Recreation programs for all ages, ranglng from phy5|ca| fltness to
: socnal and cultural activities
e . Britannia Elementary School
. Britannia Secondary School
J 4 gyrhs and 1 racquetball court -
e - Senior citizens’ drop-in centre
N Teen centre’
e Swimming pool and assocnated facilities
. Fitness centre
. Ice rink | v
. Track and sports fields
e Tennis courts |

. Community-meeting spaces
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L) Socnal service agencres
. Cultural Festrvals B

B

Source: Britannia Centre pamphlet

2. ; . Kiwassa Nelghbourhood House
© 2425 Oxford- Street .
Vancouver B C V5K 1M7

Klwassa Nelghbourhood House is Iocated adJacent to Tllllcum Elementary
School: The: two orgamzatlons work in collaboration to serve the North
'Grandwew Woodlands and Strathcona nelghbourhoods Some of the services
offered -are: ' '

. Children’s PrOgram’s

© & - Pre-teen Programs’ ‘
e " :Employment Programs for Youth
: . - ';-‘Famtly Programs )
e V. ~ Childcare’ Programs.
‘ «: Adult Employment Programs
e Senior Programs

. Settlement Programs

i yso'Urc':e:’ Kiwassa ’I\\l_'e,i'gnbourhoodllfwlome Program Guide

3. Strathcona Commumty Centre
604 Keefer Street

Vancouver B. C V6A 3V8
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Strathcona Community Centre is located adjacent to Lord Strathcona
Elementary School. The two organizations work in collaboration to serve the-
* residents of the Strathcona neighbourhood. Some of the services offered are:

e  Pre-school .
e Children’s Programs
. Youth Programs
e Adult Programs. )
¢ Senior Programs
. Cultural Festivals

s Strathcona/Hé’stings North Neighbourhood Police Office

Source: Strathcona Community Centre Guide - '{_



