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"ABSTRACT

This thesls examines public welfare administration in British
Columbias An historical review reveals the beginnings of the present
administration as a number of "bits and pieces" of welfare legislation
which were gradually co~ordinated over a period of fifty years,

The present operations of the administration are examined in
general)but focus is taken particularly on headquarters relationships
with field units or regions. These are discussed and evaluated in the
light of current administrative principles and against the background of
difficult terrain and isolated regions common to the province. Delega-
tions of authority from headquarters to the field receive special |
attention,

The greater part of the material for the thesis was obtained by
direct interview with provincial officials, With considerable reference
to theory the information was then subjected to critical analysis, It
was found that the public welfare organization had achieved: (a) A uni-
fied administration of technically good design; (b) A plan for head-
quarters field-relationship éuitable to provincial terraing (c) &
partial implementation of the plane

Several unsolved problems prevented fuller use of the plans

. (a) Lack of agreement among all elements of the administration regarding
the decentralization. (b) Secarcity of personmel professionally trained
in social worke (c) Cumbersome provincial-municipal relationships in ree
gard to public welfare.

These problems point to still existing needs:» (a) A fedefiniv

tion of administrative objectives acceptable to all elements, (b) A



greater supply of professionally trained personnel, (c) Increased

standards of treatment and supervision in the field.
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" CHAPTER I
GENESIS OF THE PRESELT ADMLISIRATICH

The growth of public welfare services in British
Columbia has been one of continuing development. In 1874,
the third year after confederation, all expendituree which
might be remotely termed "welfare™ dld not exceeﬁ.@lz,ooo%
Seventy-five years later public expenditure for soclal
services was exceeding $7,000,000. annually? In 1949 the
Minister of Health and Welfare headed one of the largesat
departments in the government. The Welfare Branch of the
Department alone employed a staff numbering in the hundreds,
end meintained some twenty-four offices throughout the
regions and municipalities of the province.

To accompany this growth there has been a slower
deveiopmant of administrative method. In the past, the
administrative side of things frequently failed to keep
pace with the quality of program belng offered. At more
than one point good services were hindered by inept adminis-

trative structure. Reforms were introduced from time to

1 British Columbia, Publlic Accounts, 1874, p.l60 ff. Of
this amount $11,000. were grants to hospitals.

2 British Columbla, Public Accounts, 1948, p. EE13¢ ff.
The actual expenditure given is $7,382,577.00. This figure
is execlusive of public health expendlture.
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time to remedy these dlscrepancies but these almost always
lagged behind the need. Recently, extensive changes were
undertaken including the institution of reglonal authorit=-
ies and the decentralizetion of several major responsibil-
itlies from the central office in Victoria to these author-
}ities. Thls study concerns itself with various aspects of
this decentralization, why it came about, its present stage
of development and finally, its likely future course,
Physical Factors Influencing Development. In its

physicel sense British Columbia 1s easily accessible neither
to the traveller nor the administrator. The province pre-
sents & vast stretch of 366,255 square miles, most of whilch
consist of heavily folded mountain renge. This runs with
little interruption, north-south from the United States of
America to Alaska and extends from the coast with its islands
to the Alberta boundery on the east. Breeklng the pattern
are numerous river and lake valleys and a number of large
upland plateaux. These allow space for the flow of communi-
cation and concentrations of population.

The total effect is a pattern of natural reglons
isolated each from the other by difficult physical barriers.
These In turn are separated from any central point of govern-
ment by the added obstacles of sheer distance and poor com-
munication; The location of the provincial capital at Vie-
toria in the south-west corner of the province does not
improve the communication picture. Until recently, the

Journey from Victorla to the Peace River in the north-east,
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a direct distance of 540 miles, involved a travel distance
of 1,340 miles, a substantlal detour intao the province of
Alberta, and a continuous travelling time of sixty hours by
boat and train.

Alleviated now by modern transportation, these
distances welghed heavily on the administrators of the pro-
vince in the sarly days. In a brief presented in 1911 to
the Dominion Government entitled Memorandum Respecting

Claims of British Columbla for Better Terms, one of the

chief claims for lncreased federal grants to the province
rested on the excessive cost of administration caused by:

"physical configuration of the Province, which
renders local administratlion exceptionally ex-
pensive and difficult, and in a ratioc of great
disparitg as compared with those of other pro=-
vinces".

An even earlier statement notes that:
"British Columbiats per capita expenditure for
Civil Government, arising out of the services of
the Government, required in widely scattered
comminities is over nine times that of the aver-
age aof the other provinces."%
The isolated regionel nature of the province had then, and
still continues to have, a deep influence on the provincial
administrator and the ways in which he attempts to bring
services to people. Whatever other problems he may heve to
face he must grapple continuously with the distance and iso-
lation of his administrative outposts. 1In &ll his calcula-
tions, these are the consteant factors. A good deeal of recent
3 British Columbie, Memorendum Respecting Claims of
British Columbia for Better lerms, p. 1, clted in Britis
Columbia in the Canadian Confederation, Victoria, King's
Printer, 1938, p. 17.

4 British Columbia's Sessional Papers, 1905, p. D=7,
cited in British Columbia in the Canadian Confederation,p.15.
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Plenning has gone toward finding solutions to these problems
of "separation". |
In British Columbisa, geography ralses a second
barrier to administretion. With a population of 817,861 and
a density of 2.28 persons per square mile in 1941, the pro-
vince can be characterized &s underpapulated? The direct
administrative result of vast territory and sparse popula-
tion is that the usual municipal forms of civil government
heve never completely matured in British Columbia. This
follows from the fact that in extensive areas, local con-
cantrations of population have always been much toc wesk to
support municipel Institutions and.services.' Consequently
the provinecial level has been forced to absordb the juris-
dictions and provisions of services which, in the older more
thickly populated provinces of Eastern Canade, were the
normel concerns of the local counties snd townships. Cassldy
comments on this situation:
"The importance of the provincial government in
public affairs Is further to be explained by the
Incomplete coverage and relative weakness of the
municipal system. 0Only one-hslf of one per cent
out of the total land area 1= within municipsal
boundaries and some 204,000 people or twenty-four
per cent of the pogulation lived in unorganlzed
territory in 1941"
Distribution is a further problem. The population,
small es it is, does not spread evenly throughout: the pro-
vince. As noted, concentrgtions of population are restricted

to provincisl "open spaces." The most accessible of these,

5 Ceanada, Dominion Bureau of Statistics, The Csnada
Year Book, 1948, p. 149, Table 6.

6 Cassidy, H.M., Public Health and Welfare Re-Organiz-
ation, Toronto, Ryerson Preas, 1945, De 3%.
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surrounding the lower mainland city of Vancouver and the
islend capital of Victoria, contaiﬁs nearly half of the
total population of the province.7 Consequently, the actual
population density in the upcountry area is much lower than
the average figure of 2.28 per square mile. Municipal orgen-
lzation is correspondingly week. By the same token, provin-
cial organizations through sheer necessity have developed to
i1l the gaps.

The rugged terrain contributes further to municipal
weakness by the type of industry it makes possible. While
manufaecturing is slowly growing in importance, forestry,
mining end fishing have always been important occupations of
the hinterlands.a These industries, characteristically
mobile, contribute only slightly to the growth of permanent
settlement in the areas they exploit. The labour forces which
they employ do not become settled residents of areas which
are continually shifting as the timber stands or veins of
ore peter out. In consequence, the hinterland of the pro-
vince has developed, through its particular natural resour-
ces, a succession of shifting, rootless communities and camps,
literelly here today and gone tomorrow. The contribution of
these to a strong municipal system is obviously negligible.

In British,éolumbia, administration plainly faces
a severe geographicel problem. Great distances, isolated

areas and scattered population, add to the costs of adminis-

7 Statistics give the populations for 1941 as:Greatex
Vancouver, 351,491; Greater Victoria, 75,218. The total pop-
ulatlon of the province is given as 817,861.

8 Fishing, mining, forestry and trepping accounted far
12,37 per cent of the geinfully employed in B.C. in 193l.
Caneda, Dominion Bureesu of Statistics, The Cansda Year Book,
1936, p. 806.
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tration et the same time &s they weaken municipal development.
They must be considered in any administrative plan devised
for the province and they must be taken into account in
evaluating present efficiency or desirable future develop~
- ments.

Evolution of Welfare Administration. The province

entered Confederation in 187L. 1In consequence the juris-
diction and responsibility clauses of the British North
America Act were thereafter in force and placed the general
area of welfare within the responsibilities of the province%
The provinee in turn by means of the Municipalities Act of
1871 delegated this responsibility to the muniqipalities%o
This move was completely in accord with the social principles
of the time which regarded the care of the poor and sick as
a local affair.

To induce local participation of a private nature,
a new Charitable Associations Act had been passed by the
Proyince in‘1871 to‘gncourage the incorporation of private
charitable institutions%l With these provisions, the obvious
design of both the_Dominion'and the ?rovince was to relegate
we;fa;e to the locai institutions, public and private, en-
courage:these as_muph as possible~anﬁ.then'have dpne with the
‘matter‘ This pattgrn had been followed,for Qenturies from
the time of the Elizabethan Poor L&wu._Unﬁortunately, undex

provincial conditions the plan was inadequate. Owing to the

9 Sections 91 and 92 of the British North America Act.
10 Province of British Columbia, Department of Health
and Welfare, Annual Report of the Social Welfare Branch,1948,

p. *
11 British Columbia in the Canadian Confederation, p. 98
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dearth of municipalities, the needs of the destitute persons
resident in unorganized territory were not being met, simply
because no local authority was there to meet them.

As a result, a Destitute, Poor amd Sick Fund was
set up in the provincial. treasury in 1880 to care for such
persons. Their number was few, and the amounts paid out
were trifling. 'Nevertheless, the step was unprecedented
fnasmuch as it merked the first entrance of the provincial
government into the field of public Welfare%zz The move was
not significant administratively, since no legislation was
passed to direct the fund, and no agency was set up to reg-
ulate its operation. Applicants for help merely petitioned
their local representative in the provincial legislature
and payments were made by the provinecial tgeasury.

. Thus modestly initiaﬁgd, provincial,participation
lead inevi#ably'to»more pafticipation. If publig opinion
in the larger centers demanded certain measures of welfare,
these also in all fairness had to be offered to citizens
living in the remote areas. In the years beginning the
present century, public opinion did démand inereasing amounts
of social provisions. Tn 1901 an Act relating to child wel-
fare was passed. This.Act provided for the legel transfer
of guardianship of“orphaned.or ngglected children to the
state and for the incorporation of Children's Aid Societies
to'give care to such children. In 1920 pensions were pro-
vided for mothers without support; in 1927 pensions for the

aged were made available. With the exception of the latter,

12 The total disbursements for the year 1886 equalled
$428:.00. The British Columbia in the Canadian Confederation,
P;169 > Table 83.




the administrativg details of these programs could be hand-
led locally, the province retiring to a regulatory position.
Outside the municipal boundaries, however, the province was
faced with the standing dilemma of "unorgenized territory"™
after the passage of every hew welfare act. To apply its
legislation universally, the government was eventually forced
to act as 1ts own agent, over the greater part of the pro-
vince, on an ever-increasing scale. The precedent of inter-
vention suggested by the Destitute Poor and Sick Fund,
charlitably innocuous aes it may have seemed, gradually became
an_inescapable "fact of life" for public welfare in British
Columbia,

Whgther to participate or not was only the begin-
ning problem._'Administrative considerations came to the
ﬁore, complete with geographical complications. Firstly,
under what authority in the structure of gpvernmeﬁt were
welfare acts ta be administered? Secondly, how were the
services provided by law to be offered to the inhabitgnts of
remote regions?_ In modern,admini;trqtive terminology; these
were questions involving central office and field organiz-
ation. There was no such clarity of administrative concept
in the first decedes of the century. To begin with, social
welfare was by tradition, foreign to senior levels of govern-
ment. In older provinces and states in North America and
Europe,.with few exceptions, local authorities dealt with
social measures. Few pregeﬁents for sénior level adminis-

trations of welfare wexre therefore in existence. Certainly
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there existed no convenient provincial department of welfare
where new legislation could be deposited. In addition, wel-
fare measures were at first isolated and relatively unimpor-
tant in stature. They did not appear all aﬁ once in the
fully blown, mass-program form common today. They therefore
did not loom as matters of the first magnitude to the legis-
latures of the day who took a catagoricel attitude toward
them.

As a result, temﬁorary solutions were devised.
Each piece of welfare legislation as it developed was placed
under the administrative juriédietion of an already exist-
ing department, preferably one that was not too heavily
overloaded. This "ad hoc™ policy had in time imposing re-
su;ts.. For example, the Department of the Provincialeegre-
tary, generally selected as a welfare "catch-all", which had
expenditures in 1876 of $2,3§5.£3 ended the year 1944 with a
total expenditure of $8,7585217E4 The greater part of this
latter amount was directly due to the welfare functions of
the &epartment; not to its original functions. Many other '
departments4were subsequently involved from time to time
with "foundling®™ welfare legislation, and for a time this
method of dispeision was followed with relative success.

In 1901 the Infantsnz/Act was passed by the govern-
ment extemding state care to 6hildren.having no pexrent or
parent‘capable of providing care. Administration was first

13 British Columbia, Public Accounts, 1876-1936,-cited

in British Columbia in the Canadian Confederation, p. 169,
Table 83. - : [ . .

14 British Columbia, Public Aocounts,1945—44:pg.EEl5l.ff.
Of this total expenditure the original functions o the Depart-

ment accounted for only one-eighth. The remainder represented
combined expenditure on health and welfare services.
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entrusted to the Attorney General's Department, and sub-
sequently to the bépartment of the Provincial Secretary. 1In
1919 as the demands upon the administration were increased,
a Superintendent of Neglected Children was appointed as
immediate supervisor of the program. In 1920 the Adoption
Act and in 1922 the Children of Unmarried Parents Act were
also addgd to the responsibilities of the Superintendent,
This individual, under his superiors in the Department came
to be the senior administrator of this collective program
for children. The problem of covering the field of opera-~
ticns was met by using eve;y-provincial representative that
was available. The provisions of the Act were carried out
by locel law officers,, magistrates:an&,governmsnt ggents.
These constltuted a "field staff" but they were not truly
welfare personnel. |

In 1920 The Mothers' Pens;ons Act was passedwto
provide, vg widowed deserving mother with an income suffic-
ient to allow her to give her children her undivided atten-
tion and care." The administration of this Act was placed
first with the Superintendent of Neglected Children (unéer
the Attorney Genmeral's Department) until 1922, then with
the Workment*s COmpenSatiogiBoard under the‘Department of
Labour until 1931. Fipally'it was lodged with the Provincial
Segretaﬁy in.that year. The superintendent of Neglected
Children, by now under the Provincial Secretary, was given
immediate supervision of the new arrival under the alternative

title of Superintendent of Welfare. This officiel now rep-
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resented the senior administrator of both the childrents
and the mothers' programs. This situation continued until
1935 when a separate Childrens' Division was set up anﬁ>two
distinct appointments were made to the offices of Superin-
tendent of Welfare and the Superintendent of Neglected
Children.

A third major program was set up in 19237. The
0ld Age Pension Act was passed in conjunction with.federél
legislation of that year. Central administration was placed
with the Workmen's Compensation Board under the Department
of Labor and a séparate field service was instituted in
1031.

This gategorigal institution of welfare programs
was continued with the onset of the depression in the 1930's.
A fourth government welfare administration, the Unemploymeht
Relief Branch of the Department of Labér was instituted to
meet unemployment ﬁisﬁress. This service expandedArapidly
in accordance with the corresponding~gr0wth in need. A
senior supervisor was appointed and special staffs of inves-
tigators were recruited to form & field service. To facili-
tate the field operations, relief‘offiées were opened in
numerous districts throughout the province aﬁd.a field force
was instituted. In setting up these field operations the
0ld age pension and relief programs were following, to some
degree, an earlier and more elaborate lead af the mothers?
pensions prograim. The original legislationAof'the Mothers?

Pensions Act had attempted to face up to the administrative
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difﬁiculties of the province by providing a specialized
field service to operate in all sections of the province.
To begin with, local advisory boards were authorized in
various districts of the province "to maintain certain con-
trol over applications and récipienﬁs."ls In 1924 six women
were appointed to do the_neCQSSary investigation in the
largg cities an¢4the accessible rurel ones. Police officers
continued to act as agents in the remote districts. Thus
began a field service ¢evote& exclusively to wglf&re‘matters.
One of the reasons; behind the move was to be found in the
developing;concept tpat welfare programs were tQ offer
"services" not only in cash but In counselling or case-work.
Treatment; aimed at rehabilitation for welfere recipientg
was emerging &s the goal of modern welfare programs. Police
officers:an&.magistrgtes heretofore employed as field agents
were not in a position to offer such treatment services owling
to their other duties. Mbre.import&ntly, they were also not
trained %o do so. It was coming to bg :ecqgnized that effic-
ient_gounselling;rquired.special training. The new pro-
fessiqn of social work was taking:definite shape and form
with:its own.establishedyprigciples on how persons in trouble
could best be. helped. Training was required to implement
these princip;es.

In 19;.5.1, with the transfer of the administration to
the Provinbial Secretary, a significent step was taken in
the prqvince. _Dr. Charlottg Whitt n.of'the anadian,welfare

Council was bfoﬁght to British Columbia to do a study of the

15 Socisl Welfare Branch, Annual Report, 1948, p. 10.
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mothers pensions service. A similar study had been made
three years previously of the Childrens' Aid Societies of
Vancouver. The cumulative result of these two investigations
into the welfare services of the province led to significeant
administrative chamge. These studies urged the employment
of professionally trained social woﬁkers td give treatment
services whether in public or private agencies. Following
their recommendation, the province came to subscribe to the
principle that publie welfare services should not only pro-
vide immediate aid but treatmeqt aimed at rehabilitation.
Five new pension visitors, under the supervision
of a professionsl social worker, were sent to establish
offices in four parts of the Province: Nanaimo, Kamloops,
New Westminster and Nelson. "Their'wbik;was enlarged beyond
that of checking continuing eligibllity and included ser-
vices with respect %o the health of the family, the educa-
tion of the chiidren and social problems that invariably
arise when one parent is carrying the whole burdem of caring
for children,"l6 These field visitors were also employed by
the Children's Division of the Provincial Secretary "to
obtain social information amd to take such action as the
Superintendent (of Neglected Children) or.dere&,".l7 Thus was
established the nucleus of a welfare field organization using
professional social-work methods to provide treatment in the
area of family amd child.welﬁare; With this early steart in
developing professional social-work supervision, the childrens

and mothers programs became in & sense "specialized" services,

16 TIbid p. 10
17 Thid p. 11
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administered in accordance with professional principles of
social treatment. The field workers serving tﬁese programs
also came %o consist largely of professionally trained per-
somel. In these two respects they differe&.significantly
from the other welfare programs such as 0ld age pensions

and relief. The latter were designed on the older restricted
basls of meeting need with cash outlay alone. The field
staff which implemented:these services reflected their basis
of orgamization in being for the most part professionally
untrained personnel.

To recapitulate, the first three decades of the
century, Which could be termgd the Era of Dispersion, saw
the institution of four major welfare pxograme_in the}pro-
vince, Child Welfare, Mothers' Pensions, 0ld Age Pensions
and Unemployment Relief. Separate gentral administrations
and separate field organizations were features of all. The
exggption was the use of & single field service by the
Chi;drepﬁs ag& Mothersﬁ.divisions; It was on the whole, &
period of separate programs, aeparaté adminigtrations and
separate field services. It wes also the period marking the
entrance of pfofessional sbcial workers intp'public welfare
field. These were concentrated in the childrens* and moth-
ers' services. 4

“ Undoubtedly, it was a time of great welfare pro-
gress but many problems became prominent in the face of
such categorical growth. At an’administrative level the

various divisions found that duplication and.overlapping of
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services and records was inescapable and the necesséry co-
ordination of their respective programs was difficult to -
achieve, For cone thing, divisions operated in different
departments of the government and were thus effectively
isolated. In the field, co-ordination was several sieps
more difficult since channels of authority were greatly ex-
tended and no co-ordination existed between divisions at
Victoria even when the field established workable channels to
headquarters. With the prevailing structure of separate
field farcg& for each administration, the numbers of agents
available in the field for each program was smaller than
should be for the large territories included. Up to 1954
the field service employed by the Mothers' Pensions and
Child Welfare divisions consisted of a'doéen.visitors, some
of whomiwere_stationed,in the larger cities. Finally, as
the population of the province increased, there came also an
ever-increasing demand for the services of all divisions,
with consequent increases in costs of administration as each
overlapping division expanded to meet the demand. The crying
need was co-ordination and an emnd to duplicationo

A A small start was made in 1955 with the creation of
a separate welfare administration Within'the Provincial Sec-
retary's Department. The divisions of Mothers' Pensions
(renamed "Mothers' Allowances" in 1937), and Child Welfare
were co-ordinated under a new genior administrative officer,
the Director of Spcial Welfare. Other services, including

the Destitute Poor and Sick Fund and the Industriel Schools,
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were also placed under this official.

Lt the same time the field service, originally
the creation of the Mothers' Pensions division was enlarged,
renamed the Welfare Field Service and officially placed atA
the disposal of the welfare administration. The amount of
co-ordination achieved cen be estimated from the services
handled by this single field service. They included child
welfare, mothers' pensions, the Destitute Poor and Sick
Fund, tuberculosis control, mental hospitals, industrial
schools and institutional collections. With its efficiency
in presenting this varied program of services to the publiec,
the Welfare Field Service represented a Working;example of
the advantages of integrating field staffs. Similarly, better
co-ordination at the divisional administrative level illus-
trated the aqvantages to be gained from & unified general
administration. ) ,

| Re-orgénizétion.within the Provincial Secretary's
Department now reduced to three the number of completely |
éeparate welfare administrations and field staffs. In spite
of it, the co-ordination problem of the total welfare pro-
gram remained largely unsolved. Duplication in field staffs
and local offices continued, as did overlapping and duplica-
tions of services. There were many reasons for bringing
about further unification of administration. As an Amnual
Report of the Social Welfare.Branch comments on the period:

"Maintaining separate field staffs was extremely

costly and resulted in much confusion and over-
lapping. There was an obvious need for a co-
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ordinating office which would give orderly
direction and formulate unlform.pollcles to
govern all social serv1ces wl
There was also at this time & movement among the administra-
tion in favor of & single comprehensive "family service"
which would be implemented by trained social workers and
would cover all areas of need served in the past by the
- various categories, such as old age pensions, mothers' pen-
sions, etc. The official record of the period notes the
trend briefly,
"There was also support of the idea that a gen-
eralized family service given by competent social
workers was more sulted to public welfare adminis-
tration than specialized services and would at the
same time provide & more efficient service to all
the people,nl9
The idea of a generalized service was attractive
for a variety of reasons. From the point of meeting need,
an elimination of categorieé with their usually restrictive
governing regulations would meke for more flexibility. Ob-
viously treatment would also be more uniform if it were
authorized from a single source. (For example the present
discrepancy between old age pensibns and social allowances
would not exist.) Administratively, a single generalized
service would lend immense help to the process of uniting
various field staffs. On the other hand, if the idea of
categorical services prevailed in the field, specialists in
each caltegory would have to be appointed to district offices

to handle each service. This would again amount to three

field staffs. However, with all field workers handling one

18 Tbid, pp. 21-22.
19 Ibid, p. 22
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single service, the number of staff to each office could

be adjusted flexibly to case load requirements. The pro-
vincial area, in spite of its extent, could then be staffed
in the most economical and efficient manner.

Several disadvantages also appeared. A general-
ized“service, because of its very flexibility, would require
highly trained social workers for the field staff, to assure
that need would be met equitably and (because of the absence
of specific regulations) eaccording to high professional ‘
stendards of treatment. Plainly, if directian was no longer
to be afforded by_categorical legislation and regulation,
it had to be furnished from a base of professional training
and standards. The field staff available to the adminis-
tration at this time did not fully meet ﬁhese requirements.
If the field forces of all existing categories were united
to_form.a,single service, more tham half of &ll the workers
unld be untrained to do'social work in the dgsired rrofess=-
ional sense. Such a union,could have no other effect but to
lowep_the professional standards of treatment established
within the welfare fiela service of the mothers' and child-
rens' programs. It would also meke a flexible, generalized
service more difficult to execute properly.

In response to administrative demands for co-ordin-
ation but in the face of the noted difficulties regarding
trained staff, amalgeamation of all services was begun in
1943. K united general a&ministration was devised within

the Provincial Secretary's Department. The head of the ad-
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ministration occupied a newly created post of Assistant |
Deputy Provincialeecretary and his assistants were titled
the Superintendent and Assistant Superintendent of Welfare.
A11 welfare éervices'including:childxwelfare, mothers?*
allowances, o0ld age pensions and relief were brought under
the direction of this generel administration. A4 single unif-
ied headqguarters organization was thus achieved.

A similar union was made in the field. One staff
was formed from the three existing ones, with immediste
sucgeés in the avoidance of duplication or indeed, triplic-
ation. It was, however, a union of professional and non-
professidnal personnel on a supposedly equal basis. Since
the administreation continued to have rehabilitation as a
mgjor objective of its new combined program, it was felt
that some social work training was necessary for the hitherto
untrained relief‘and,old,age pension field personnel.

Four six-week periods of in-service training were
therefore offere& by a prqfessianal social worker to all
non-trained field staff during the following year. It was
also discovege&.th&ﬁ professional workers continued in
scarce supply and some vacancies haﬁ to be filled with non~
profegsionals. 'On.gntry, these were given three months of
in-service training. These efforts resulted, by 1948, in a
staff make-up of two-thirds professionally trained social
workers and one-third personnal with in-service training.
This picture was (and still is) complicated by a rather

high rate of staff turn-over. However, through these efforts,
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field integration was achieved and duplication was abolished
with a minimum of upset in the former field staffs. At the
same time, the in-service training program assured that work
standards of the mixed professional and nom=-professional
field@ staff were as uniform as circumstances permitted.
Great care ﬁas teken to see that the supervisors and offic-
ials loecated at divisional offices were thoroughly trained
and experienced professional social workers.

The single generalized family service was not
realized for a variety of reasons more fully developed later.
However:, the collective program of categorical services,
which was inaugﬁrated, was regarded as a prototype of an
eventual single service to meet every type of need. The
replacement of unemployment relief of the depression era by
the more flexible system of the Social Allowances in 1945,
brought the realization of a single welfare service much
closer to reality.

. As might be expected, the actual physical problem
of integrating diverse programs and field organization was
not.an easy one. The field services to this point'ha& in~
comp;etely blanketed the province with three layers of staff.
The problem now was to re&uce the three“layers to one, thus
éxtending;field coverage more completely. The strategic
plecement of offices and staff was also a problem in itself
owing to the diversity and extent of the natural regions of
the province. Records, staff and of fices &ll had to be

sorted out on a co-ordinated basis and evenly distributed.
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This phase of re-organization was implemented by
five senior officials from the former Unemployment Relief
Branch who were familier with the major areas, of the pro-
vince. These were designated Regional Supervisors. Each
was assigned a general area and entrusted with the defining
of & region and the re-distribution of offices and staff
within it. To meet this task, these officials were delegated
 full authority by the Superintendent of Welfare and were
responsible only to that official for their decisions. The
appointment of regional supervisors with delegated authority
from the central office to redistribute field staffs, marked
the first use of decentralizetion in the provineial welfare
administrative structure. With ane excepticon, none of these
supervisors had formal training in professional social work.

The total reorgamization of welfare administretion
up to the year 1943 has been set out as follows:

"....the Provincial social services, with respect

to their administration to the people who stood

in need of them, was under one central authority,

the General Administration of the Social Assistance

Branch. Supervision and administretive direction

with respect to the individusl Acts, reguletions

end policies were given to the field staff by the
specialized divisions. In twelve district offices,
forty-three members of the Field Service Staff were
giving a generalized service to the people within
the territories to which they were assigned.™<0

Unity had finally been achieved in administration,
in field staff and partielly achieved in the program of

services. A centralized administration had evolved, phase

by phase, from the bits of founﬁling-social legislation,

20 Annusl Report of the Social Welfare Branch,1248,p.22.
Note: The term "generalized service" as employed here actually
refers to a composite of categorical services applied by every

field worker, not to a single genersalizwd service covering all
areas of need.
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at one time scattered throughout the departments of govern-
ment. A first phase saw the government forced to accept

the responsibility of welfare servieces for the inhabitants

of unorganized areas. A second saw the independent develop-
ment of various programs, from child welfare to ald age pen-
sions, and their asdministrations. This phase also saw the
introduection of professional social work and the concept of
"treatment" into the administration of services. Both of
these innovations had important subsequent influences on
administrative struecture. A third witnessed the progressive
amalgamation of welfare services under a unified adminis-
tration. In a fourth.phase not yet completed, welfare admin-
istrators are seeking solutions to problems concerning decen-

tralization and the concept of & generalized service.



CHAPTER TII
THE DECENTRALIZED ADMINISTRATION

' The welfare services emerged from the reforms of
1942 under & single head and served by a single field force.
At least the outward framework of unity had been achieved.
Solid geins had been made in devising a single general ad-
ministration and by welding three field staffs into one.
But. it soon became apparent that in administrations as in
other things, "the more things chénge the more they remain
the same thing." The simple act of placing heretofore sep-
arate services together, did not, as it turned out, create
~an essential "unity" of them all. For example, although the
categorical services of child welfare, o0ld age pensions and
unemployment relief had been amalgamated in the one adminis-
tration, these same categories retained a good deal of their
individuality in the guise of headéuarters divisions. The
latter were in essence the old head offices of the former
separate services ahd.were retained in the new structure to
protec% the legislative standards of the respective cate-
gories. These were necessary because amslgamation was under-
taken without substantial alteration of the legisletion

governing services. No single generalized service was in



fact achieved.
This divisional exclusiveness was now projected

into the field. Whereas the divisions remained multiple,

the field was now one. The problem therefore arose of pro-
tecting the interests of each individual service in field
operations. On the other hand the general administration
wished to confirm its right to control all field operations.
These opposing aims were not unigque. They are notorious in
administrations of any size, which serve multiple purposes. .-
The ultimate and most evil resolution of this dilemma occurs
vhen the respective divisions, in the interests of standards,
liferally "take over'" control of field operations by means

of their supervisions or specialist field advisors. As can
easily be seen, this results in g divided administration just
es surely as if the union haﬁ,peen dissolved and the cate- -
gorigs wexre agein onxtheir'own; Under these conditions truly
unified administration becomes remote. All these problems
were inherent in the united administration after 1942.

Another arose from the union of “treatment™ and

non-~treatment™ categories, professionsal and,non-professianal
‘administrative officials, and trained and untreined field
personnel. It must again be recognized that the amalgamation
of all welfare services brought together persomnel and philo-
sophies which differed radically in background and purpose.
The child welfare and fgmily catggqries had been served and
administered by profegsional_s&cial workers who saw welfare

largely in terms of prevention and tregtment. On the other

-,
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hand, the unemployment relief administrationg and personnel
Were.mainly civil servants.experienced in supplying rigidly
regulated casheaid,for unemployment needs. The'personnel of
the old age pension service fell somewhere between the two.
The unity of personnel was therefore not a unity and it be-
came an immediate task of the general administration to work
out a_?modus_vivendi" which would be acceptable to all per-
sonnel and permit the total organiz&tion.to move toward one
set of objectives. A training program was set up for this
purpose to give non-professionals acquaintance with soccial
work principles and a careful tack was taken toward what
seemed to be a "modified tregtment" program (i. e. treatment
was to be the aim of the administration insofar as the train-
ing and the numbers of personnel permitted it.) Certain
rgalities of the time confirmed this courss, nbtably & war
time shortage of any personnel, let alone of professional
personnel,.and also the relatively‘low output of new soeial
workers from the professional schools. Combined with the
increase of welfare demand, these considerations masde necess-
ary the use of personnel who could not have.fittgd into a
program with more elevated concepts of treatment. The strict-
ly'prgfessional tra@iﬁion in the welfare administration, as
exemplified by the child welfare division, had to adjust it~
self to a definite lowering of standards so that the object-
ives of unity and cq-ordination.might.be obtained.

The most impressive problem for the new administra=-

tion, however, turned out to be British Columbia itself.
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Certain creakings in headquarters-field relationships drew
attention to the most pressing problem of all. The stress
was caused by the stretching of communication liqes as the
central office at Victoria sought to control and supervise
the enlarged operations of the welfare field service. The
o0ld problem of geography was beginning to assert its influ-
ence on the new administration, Priority was therefore given
to finding & solution to the critieal problem of communica-
tions. The other difficulties, critical as they were in
their own right, lost the immediate concern of the welfare
directors. |

Because gf distance and terrain, the field forces
were inevitablylseparated,from,the central office, especially
from;§he divisions which continued to furnish supervision to
the field. Consequently, suthorization and supervision were
slowed because of the attenuated communication lines. In
gstimating the"reasonS‘for'subsequent decentralization, offic-
ial reports emphasize the effect of the physical separation
of field and headgquarters. _ ' A

"The burden was....great upon the divisions,

for the prafessional supervisors guiding the

workers, new to the separate specializations,

had to mske their supervisory memorands ex-

haustive. The time-lag in receiving reports

from the field and issuing of supervisory in-

structions and advice slowed up the work of

the field staff."l
The tempa of field activity, thus geared toc the work-load
éapacity of the divisional offices, began to decrease as the

demand for services increased and as the services themselves

1 Social Welfare Branch, Annual Report, 1948, pp.28-23.
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grew in number and scope. Any such decrease also meant a
decrease in the meeting of needs. The ultimate purposes of
the administration end its programs were therefore seriously
hampered.

To complicate central-field relations from another
angle, the welfare organizations were at the same time, en-
tering into rather intricate relationships with the municip-
alities. The Social Assistance Act of 1945 set out regula-
tions and étandards‘fOr'municipal departments which for
financial and broad cd-ordinative reasons, required an in-
creased amount of supexvision by the provineial welfare
authorities. These matters of community relationships became
most difficult to control cenitrally. Channels of communi-
cation betwéen.central office and its field service at least
existed even-if in a congested state. Betweenm the municipal-
ities and the central office, however, there.were-no clearly
de:ined,methods of communication. The municipal authorities,
were in need of close liaéon, for on the whole they were un-
familiar with the provingial services and standerds which
they were to administer in their respective areas. There
existed, therefore, an urgent need for central office to
have close continuing contact with_the municipalities, pre-
ferably personal contact by experiénced senior field personnel
if this were possible. No such personnel existed. The field
service in itself became & large underteking. The plant
necessaxry to its operations increased accoxrdingly. Offices,

records, stenogrephic staff, motor transport and similar
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services all required supervision as field aperations expanded.

With respect to all these problems of communications,
the central office was at a particular disadvantage. All of
its powers of direction and supervision,'wheﬁher divisional
or originating in the general administration, were anchored
at Victoria or Vancouver, and most ineffectually so as it
was turning out. The obvious course was to shorten communi-
catlon channels and since the field could not come to head-
quarters, the directing powers must need go to the field.

This was done in'lgéé. Decentralization was sought as @&
solution.

The grand blueprint of the scheme adopted had the
general administration and the divisions‘remaining'at Victoria
or Vancouver but with these @ivisional offices divested of
ﬁheir supervisors. These were placed out close to operations
in the district offices. In turn, the @istrict offices with
their field Workﬁps and supervisors, were placed under thev
direction of regibnal,administrator§; These were found in
the five regional supervisors, senior officials from the
unemployment relief administration, who had beep.assigned
in 1942 to re-allocate fleld staffs and offices. Under the
new scheme; these regresented the final authorities in the
field and were answerable to the generg1 administration for
operations wi?hin,their respective regions.

Preparatory to altering a@ministrative control,

two important steps were undertaken. The former unemployment
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relief progrem was discontinued and replaced by a more flex-
ible but restricted program of Social Allowances designed to
meet the needs of unemployed unemployables. Secondly, the
total welfare organization was transferred from the Provincial
Secretary's Department and combined with the provincial health
awthority to form the Department of Health and Welfare. It

wes now known as the Social Welfare Branch of that department.

The Decentralized Structure. The administration
instituted in 1946 is best described in its two mejor sec-
tions, the central office and the field. The former consis-
ted of the general administration and the divisions, the
létter of regions, each staffed with a regional administrator,
district supervisors and. field workers.

The general administration of the central office
was headed by the chief executive of the Branch, the Deputy
Minister of Welfare, who now poasessed jurisdiction over the
ope:ation and promotion of all social welfare services set
up under proVincial législationg He was to be legally res-
ponsible for all the functions of management, planning, organ-
izing, staffing, dirgcting, co-ordinating, reppnting and
budgeting. To aid him in these tasks, the Deputy Minister
delegated authority to hlis executive assistants, the Director
of Welfare and the Assistant Director. Although some of
these fpnctions_were to be achieved jointly, the Director was
in general responsible for over-all policy and difectingvand
the Assistant Director for staffing, reporting and field ser-

vices. Also attached to central office were advisory units

o
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to assist the general administration in its tasks. Units of
Accounting, Research and Medical Services were to be advis-
ory. to .the Director of Social Welfare and & Training and
Publications unit to the Assistant Director.

There were three specialized divisions established,
responsible through the general administration to the chief
executive. These divisions administered the separate stat-
utes that made“up the provincial social legislation. ZFirstly
the Family Division was the headquarters office in which the
Spcial,Assiétance Act, the family services for which it pro-
vided and the Mothers' Allowance Act were to be administered
so far as details of accounting and special problems were
concerned. ThiS'divisiqn.was placed in charge of a senior
soci’.alwr_)r-k.er.° Secondly, the 0ld Age Pension Board made up
a diyision which administered the Fede;al 01d Age and Blind
Pensions Act. The chairman of theABoard,was'to be the chief
executive of this division. Thirdly, the Child‘WeIfare=Div-
ision was to administer the Protection of Children Act; the
Adoption of ChildrenAAct.and.the Children of Unmarried Parents
Act insofa: as legal regulations and extraordinary problems
were concerned. In addition, this division was to be res-
ponsible for foster home paymgnts for children in care. The
chief official in this division remained the Sﬁperintendenﬁ of
Child Welfare assisted by a staff of social workers%

In the second major section of the adminisﬁration,
the field,.there were set up five geOgraphical}units each

headed by a regional administrator. These operated under the

‘2 There are two more nomingel divisions of Industrial
Schoals and the Provinciel Home but these are not headed up
by senior personnel of divisional rank. For purposes of
this paper there are only three maein divisions.
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delegated authority of the Director of Welfare in authorizing
expenditures under the Social Assistance Act (i.e. Social
Allowances) and under the Assistant Director of Welfare in
matters of personnel, office, administration, statistics and
transportation. In the distriects of each region, the district
supervisors gave face to face supervision to the social work-
ers in the district and municipal offices assigned to them.
They also sanctioned expenditure at the district level agnd
fulfilled the teaching function necessary to maintain work
standards. Finally came the field social workers, who were
the operational personnel "per se'" and were located in both
district and municipal offices. The former carried out the
generalized services offered by the region, the latter, the
work involved in social assistance programs only?

It was recognized that since the region was the
instrument:by which services were to be brought to the people,
inter-regional communications would be a prime factor in the
designing of these units. Natural areas, travel routes and
geographical and physical barriers were all significant to
regional disposition. In genersal, therefore, the natural
regions of the province were used to fix boundary lines.
Across the lower half of the province, four such natural areas
lie side by side, Vancouver Island; the lower mainland and
adjacent coastline, the Kamloops-Okanagan Lake Area, and the
Kootenays. As referenceAto the appended map will.indidate,

these_areas were chosen as the bases for Regions I to IV.-

3 Summarized-from-the Social -Welfare Branch Annusal
Report, 1947, p. 09, 1948, pp.29-30. '
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The remaining;vast nopthern.area_of the province was con-
stituted Region V. It can be noted that the smaller regions
correspond roughly with the denser areas of population of the
lower province and the one large region with the lightly
populated u@ﬁer reaches. This latter unit, covering as it
does, well over half the provincial area, cannot be said to
correspond to a natural region. However, it may claim a
unity of sorts by virtue of the trans-provincial branch of
the Canadian Nationel Railway from Prince Rupert to Jasper
and the bus and,rail connections»from.Prince George south
to Quesnel and Willigmg‘Lgke. _Within.its vast extent, how-
ever, are several virtually-isolate& districts; notably the
PEace‘River area, which is properly a “region“ in its own
r;ght. Air transportation has lessene& some df the diffi-
culties of this out-size northern unit but It is evident
thgt communications still present great difficulties which
will increase as the population grows.

o The—19wer nmainland area,.Reéion II, contains over
a pgip&,of'the provineial population.but yet compares favour-
ably in SiZ? with the other regions of the southern province.
This dispreponderance oﬁ population and potential Work,load
ﬁlaces aﬁlup&ue s@;ain.ugon.the administrgﬁive mgchinery of
this region.' Undoubte&ly the_§a9tor'of population.densiﬁy
was not qqnsi@gred sufficiently in the original regional
disposition, possibly for reasons (e.g., lack of personnel),
beyond the conﬁrol of the g&ministratian.atrthe time.

Within each region, the field administration
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aperated to apply the general services of the administration.
At p:esent there are five distrigt'offices located in each
region with the exception of Region V where there are six.
This number of offices is not part of a fixed plan. Tew
affices are opened wherever populetion incresses and demand
for services require them.

With these provisions for decentrelization, the
general administration hoped to eliminate extended central-
field,commgnication lines and to plant seﬁior'liason personnel
effectively close to the municipalities. It is also woxrthy
of particular note that the movement of the supervisors from
the categorical divisions to the generalized field was well
designeq to abort thevproﬁlemzof the divisions splitting the
field,by_overcontrolling;it in the interests of particular
services.A Decentralizatian’éhe:efore seemed to offer the
hapg of endigg spgcialist cont:ol of the field. In so trahs-
ferring supervision from the divisions out to the field, an
imgorﬁanﬁ change was made in Fhe.sﬁatus of each supervisor.
Previously% each had been & specialist attached to a particu-
lar division. Now with decent:alizatian and the supervisory
movement to the field, each supervisor hecamé, through neééss-
ity} a generalist charged with all services. Tpe plannéd
result was an effective weakening of the categoricel influence
of the divisions since they were not now to be gonsulted,in
the ordinary course of operations. Their position was des-
igned to be advisory, both to the field and to the general

administration.
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Once again though, the gains obtained from the
decentralization were not all clear ones. DNeedless to say,
such a change was not made without strain, both on the gqual-
ity of the supervision and on the supervisory personnel them-
selves. Whereas before, the supervisor's concern had been
with the legislation and regulations.of.a~particular service
(i. e« child welfare) and the professional principles apprap-
riate to that serviqé, her concern now was with the legis-
lation and regulations of all services, plus the professional
principles associated with them. She had also now the manage-
ment of a district office to divert her atientions. Initially
at»least, What.decentrali;ation "gained on the swings'™ it
"lost on the roundsbouts". What was gained In communications
was lost_in stap@ar&s. .?erhaps under the circumstances this
was all.thatchuld.be hoped for.

Obviously however, the decentralized structure
which hed been set up was also under obligation.to cope with
other prohlems, than communications, notably the "treatment"™
vs. "non-tregtment" problem and the functional vs. geographi-
cal basis of organization,which was minimized but not com-
pletely elimineated, since divisions still existed. The solv-
ing of these latter problems has proven a lengthy matter in-
volving transformations which are still going on at present

and which threaten to go on for some time to come.
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CHAPTER ITT
DELEGATION TG THE REGION - SERVICES

In deciﬁing to disperse the centres of administra-
tion and to employ regions to carry out field operations, the
heads of the welfare brach presented themselves with a series
of wholly new problems which were more purely administrative.
These revolved around the question of aﬁthority. The new
system (counting the central office as a single unit) now
cantained six units where authority was %o be concentrated.
?he task of the central office was to control these scattered
ﬁnits.of responsibility so that each could operate most eff-
ectively, as a distance from headquarters, without pulling
out of the lafter's orbit altogether. The problem somewheat
resembled an exercise in physics, a balancing of centripetal
and centrifugal forces. in administrativsAphrasing, the
ingredients which the executive had to juggle to achieve such
bhalance were "delegations of authority" and "controls over
authority"g Expressed differently these reduced to "how much
authority shall the central office delegate to the field,
how much control shall it continue to exercise over the field

and how shall the delegations be made?" Needless to say the
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solutions to these techhical problems are crucial to the
proper operation of any decentralized structure. Moreover
solutions are not simple to obtain.lrIf the Scylla of too
much control is successfully avoided, the Charybdis of ex-
cessive regional autonomy may be encountered. Many adminis-
trations have failed at this very point.

To this problem the executives of the welfare admin-
istration devised specific solutions. As stated, the "how"
of delegating consisted of erecting regional units staffed
with field workers and supervisors and headed up by a siﬁgle
responsible administrator entrusted with the stewardship of
his particular regioﬁ. Hiw powers were to lie in the making
of operational decisions of broad character which were form-
erly the responsibility of the divisions, in controlling
. financial disbursements for services and in liason with organ-
ize@.municipalities. His authorities were in turn %o be
subject to post-auditing by the general administration and to
the regulations and policies lssued by that headquarters.

His major function as a member of the field force was to
accept authority and responsibility to make decisions in the
field so that the flow of work over vasti areaS'Might be
speeded up. The next question to be answered was '"how much
authority should be given to the regional head?" The solu-
tion to this question as supplied by the general administra--
“tion requires an examination of the most importgnt transfers
of authority frqm.central office to the reglons, as well as

the amount and kind of restraints and checks set up by head-
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quarters to control the field. In other words a techaical
survey of the structure of the administration‘is reguired.
A logical starting place is provided by those transfers
associated with services.

Delegations of authority. Services to people --

the end=-product of the organization -- are the sole excuse
for administration of amny sort. In this sense the degree of
authority over services delegated by central office to the
region represents a fairly accurate gauge of the extent of
the decentralization actually employed. Failing this direct
concern with the "real" work of the administration, the re~
gion head becomes something akin to an on-the-spot trouble-
shooter or menager. He is not an integreal part of the pro-
duction machige but an external attendant who sees that it
runs properly. This is not to deny that the attendant func-
tion has its proper place among the duties of any administra~
tion, field or headquarters. It merely serves to point up
the fact that, to achieve full effectiveness and speed the
flow of work, the device of decentralizing authority must
include authority oVervsgrviQes as well as menagerial auth-
ority over field activities. In this respect the regional
administrator inuthevSOC;al Welfare Branch has not yet re-
ceived the responsibilities he was designed to receive by the
decentralized,plan.of lgég. ‘

It is true that the administrator of the region
acts in an indirect or managerial Qapaqity for all services

1 .
projected into his region by the divisions. He oversees with

"1 For complete list of services implemented by the
field services see Appendix A.
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his supervisory personnel the field activities related to
child welfare, family services and pensions and old age pen-
sions which together constitute the main services of the
administration. He also directs local office management,
sees to the proper location of personnel, provides transport-
ation and in general makes it possible for field personnel

to provide services to clients in an effective and efficient
menner. It is extremely significant however that theﬂregion-
al head has direct authority over, and responsibility for,
only two services, namely social allowances granted to unem~
ployed unemployables and the family case-work services. All
others remain partially or wholly centralized.

As has been,suggested, the machinery of decentral-
izationf once set up, ideally should be used to its fullest
capacities if it is really to do the job for which it is
designed. (i. evAto remove detail from headguarters and im-~
prove commgniqatigns)‘ The welfare administration violates
this conception by retainingicgntralize& services in a de-
centralized structure. Exemining the major services in turn,
the paﬁtgrn,of delegations to the regions is manifestly in-

complete.

Services Still_Centralized. The Child Welfare -
Division, which provides children's services is one division
fhat.remains partially centralized. This division, one of
the.eapliest organized_welfare administrations-in the pro-/
vince qperated as highly centralized structure after amal-

gamation with other units had teken place. When the regions
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were devised to disperse the mounting loed of operations
from central office to the field, the division participated
only partially. Supervision.of'éases was delegated to the
regions but very Iittle else?

The reasons behind this non-participation in the
decentralization of services extend deeply in the historical
development of child welfare in the province. Prior to amal-
gamation this division was a professional service employing
trained social workers in its field staff and embracing the
principles of prevénxionranﬁ treatment as being_eséential
to a,goda child welfare progreanm. As a service, it obtained

the advantages of co-ordination with other services when

anmalgemation took plece in 1942. It also received the bene

fits Qf a more comprehensive fiela‘fqnce. Although the pro
fessional training of this figld force was considerably re-
duced,, this disadvantage was minimized by the retention at
divisional head offices of supervision of the field. In

this way the division could ensure that its supervisors, at

least, were trained personnel, well acguainted with profess
iongl techniques of treatment. With decentralization, how-
ever, and the movement of supervision to the field, this

safeguard was lost. The division therefore, held back

2 The following are the powers retained by the division:

1. Authority to apprehend children for their protection

2. Authority to admit children to non-ward care.

3. Authority to rescind committals under the Protec-
tion Act. .

4, Responsibility for submission of final reports and
recommendations to the Court in adoption cases.

5. Responsibility for disbursing support collections

- under the Children of Unmarried Parents Act.

6. Responsibility for maeking reports to the courts on
custody of children's applications.

7. Payment of all accounts for children in care.

Social Welfare Branch, Annual Report, 1947, p. 14.
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specific controls over the operations of its services, which
require the field to report to the division before it can
broceed with certain operations, notably the apprehending
of children for their protection and the rescinding of such
committals., The placing of children for adoption is simil-
arly eantrolled. In general, crucial operations involving
- the whole futures and future well-being of children seem to
have been retained under divisional control.

In withholding these conftrols in spite'of‘the gen-
erel movement towara.ﬁecentralization and its benefits, the
division hes undersqored the principle ﬁhat childrens’ ser-
vices, at least, should be professionally auperviéed,and
should be aimed at the highest levels of treatment and rehab-
ilitation._ At the same time, by so doing, it has stated, in
effect, that the supervision provided in the district offices
and by the regional administrators of the decentralized struc-
ture was not of sufficiently high calibre to entrust with the
complete authority over child welfare services. In the face
of the facts, at the time of decentralization and since, this
statement was correct. As‘suggestgd,_the movement of super-
vision to thg field added tremendously to the responsibilities
of the individual supervisor. She now became a "generalist"
supervisor and a district administrator instead of a special-
ist in one se:vice. It was got surprising that theAaverage
supervisor would be uhable to.give the same individual atten-
tion to each case as previously. In addition, the finel

authorities in the field, the regidnal.administrators were,
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without exceptiog, inexperienced in child welfare and with
one exception "non-professionals", recruited from the former
unemployment.relief'Service. The child welfare division took
the attitude that these administrators were not equipped to
assume final authority over the complicated services for
children. For these reasons, the division refused to part-
icipate}in the complete decentralization envisioned by the
genergl administretion. Instead it forced a compromise of
centralization and decentralization which still exists today.
In doing so the division weighed the importance of technic-
ally good administrative structure against the importance of
a professionally soun& child welfare program and decided in
favor of the latter.

It was able to do so by strong legislative backing.
Acts dating back.mamy years confer on the Superintendent of
Child We;fare (i.e., the head‘of the child welfare division),
statutory powers which make that official independent, in
certain aspects, of any authprity in the welfare branch, even
of the chier executive. They meke possible the anomely of
a division of the central_office matching in authority the
chief executiﬁe of the whole administration. These powers
are so great that in relation to decentralization the Super-
intendent of Child Wélfare has been able 1o say:

"The authorities and responsibilities vested in

the Superintendent of Child Welfare under our

three pieces of children's legislation - Protec-

tion of Children Act, and Children of Unmarried

Parents Act - are essential -and basic to a good

child welfare program, They could not and should
not be weakened by a complete decentralization.
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We therefore delegated to the field those
duties and responsibilities which tend to
simplify and improve service to the client,
and retained in Divisional office those
responsibilities and authorities we believe

profide the necessary safe%uarda to an over~
all child welfare program'’

This statement leaves no doubt that the division
in question has not only the desire to remain centralized
but the power as well.

The administrative effect of this stand by the
child welfare division has been %o prevent the full imple-
mentation of decentralization. It is easily seen therefore
that in the public welfare administration, the problem of
delegating authorities over services fto the regional heads
is not a simple one of balancing authority with controls.

It is instead; an extremely complex one involving in success-
ion, factors of historical development, principles of treat-
ment and rehablilitation, professional training for personnel,
categoxieal vs. generallzed sexrvices, and functional vs.
geographical bases of organization. The technical problem of
baiancing control with auxhority seems far overshadowed by
these more basic considerations.

The second major service which has not been dele-
geted to the authority of the regional administrator, is
that of 0ld age pensions. At present all applications for
pensions must be.approved by the division office in Vancouver.
This means that in spite of the adoption of decentralization
as a general pattern by the welfare administration, this

division, in common with the child welfare division, does

3 Socilal Welfare Branch, Annual Report, 1947, p. 14
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not participate fully. Its reasons for not doing so are,
however, substantielly different from the child welfare
divisions gttempt to preserve professional standards of
treatment.

An immediate reason may be found in the regulations
governing the 0ld Age and Blind Pensions Act. These were
devised in 1927 and were federal in origin since the Act is
a national one. The aim of this legislation was to permit
the provinces to administer the program of pemsions set up
under the Act butb ét the same time to allow sufficient fed-
eral control to ensure that the actual provision,of pensions
to the aged was more or less uniform throughout the country.
In safeguarding these aims, federal legislation specified the
formation of provincial boards which would control all pen-
sion grants and hear appeals for pensions not approved.

These regulations, in effect, permitted a decentralized admin-
istration to be set up on the federal level but ensured at

the same time that the provinces would be forced to adminis-
ter the service centrally. The o0ld age pension thus remains
very much a categorical service because of the effect of res-
trictive federal legislation.

Even more basic than federal legislation imposing
‘regulations on provincial services is the fact that the pre-
sent method of federal financing encourages the formation of
categp:ies,ﬂwhich then must be centrally controlled for nat-
ional uniformity. The old."perenniql? of federal-provincial

financial agreements plays é determining role in the whole
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problem. Since no broad agreements exist between the two
levels of government regarding support for welfare programs,
individuel agreements must be made for individual services.
These are Bpeéific grants for specific purposes and following
the practice usually'associated with such grants, specific
ways of spending them are imposed by the federal government,
With the results seen above in o0ld age pensions. If broader,
more flexible fingncial agreements could be arranged for the
provinces, the emphasis on categories and restrictions could
then be droppgd by the federel government. In such provinces
as British Columbia, a more comp;ete decentralization would
then be possible if this were thought advisable.

It is sufficient for present purposes to state that
for these feascns, authority over old age and blind pensions
has not yet been delegated %o the regional administrator of
the decentralized administration. This official controls
only the managerial aspects of this service, inasmuch as it
is his responsibility to see that his field personnel_handle
this service to best advantage.__ﬂny further delegatlion would
reguire alteration of fedg;al legislation affecting nine pro-
vinces which seems gnlikely for the present.

In a similar but less complicated mannex, Mothe;s'
Allowances, a service of the Family Division, is centrally .
controlled becausg of legiglaﬁive re§trictians in the author-
1zing act, whieh place responsibility with the Director of
Welfare. Further qe;egation in regard to Mqthefs' Allowances

are however, not hindered by federal specificatiohs since the
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the Act is provincial in origin. As & matter of record,
mothers* allowances are coming into disuse and are being
gradually replaced by the more flexibie sociel allowances%
They therefore do not constitute a ﬁeeppseétea problem to
decentraLization.as do thg child welfare and old age pension
services. It seems likely that their use will be entirely
discontinued in the near future, thus avoiding the necessity
for altering the legislation.

Decentralized Services. In contrast to these cen-

tralized services, the administration of Social Allowances,
authorized by the Social Assistanee Act of 1945, has been
completely ﬁelega@ed.to the field. The regionesl administrator
is solely responsible for the grenting of allowances in his
region, Central office controls are retained only»in.therway
of statistics and periodical case audits. The division (in
this case the Family Division) remains as a consultative
authority in,difficult cases. However,.essenﬁial control is
placed with the regional administrator gna it is he who fin-
ally authorizes or prevents the gramting of allowanees.

The detail of thiS'authority is worthy of note since
it suggests the intended pattern for future decentralization
of services which may @evolve_upon.the region. £llowances are
initially_auﬁhorized_at.the district office level by case-
work supervisors. A complete record of all such authorizations
(or cancellatimns) are then,forwarag& monthly :rom.district
offices to the regional administrator's office. Here they

are reviewed and receive final authorization or adjustment.

4 Rasmusqgﬁm'w., "An Evaluation of: Mothers' Allowances
in British Columbia™, Vancouver,B.C. 1950, Chap. IV.
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Total regional increases are then sent to the accounting
department of the Branch for final recording. The virtues
of the system are evident. The method of authorization is
simple, the total work load is divided among five regions
and special circumstances can be dealt with directly and
quickly by the administrator in his region. Most importantly,
the authorization process is not hamgered.by the necessity of
central office decision and the central office is in turn
not hampered by the necessity of meking these decisions.
Initial authorization can be given at once at the district
level.by the supervisor familiar with the case and confirmed
quickly at the regional lewvel. Only those cases reéuiring;
specialist interpretation need be referred to the division
in central office. 1In contrast with the situation.prior-to
delegation in which 6ne official, the Director of Welfare
passed on al; authorizations, the present system has obvious
administrational advantages of speed and equality of work-
load.

For the basic family case work service offered by
the family service divisian, decentralization is almost com-
pleje.5~ However, the regional administrator occupies an un-
usual position in regard to these services. Being, in most
ipnstances, a general admipistrator rather than a profession-
ally trained social worker, effectual control of family case-

work is exercised almost completely by the professionally

5 PFamily service is officially defined as "that group
of cases...where case-work (counselling) services are required
and given, but where the problem is not primarily financial
need, nor does it fall within the areas of need for which
statutory or specilalized provision has been mgde." This def-
inition is made for statistical purposes to avoid duplications.
Family services in practice, often accompamy other specialized
or statutory services.
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trainﬁﬁ.disﬁrict supervisors within his region. Ixtraordin-
ary problems are referred back to the family services div-
ision which acts on a consultative basis but, essentielly,
the regionel administrator assumes only a managerial role in
relation to family services. In time, it is hoped that the
development of professional gqualifications in the regional
-administrators will enable them to participate more closely
in the administration and direction of the family services.
Kt the present time, althougn authority has been delegated to
the regional administretors, they are not in a position to,
exercise it effectively because of lack of professional train-
ing.

Reviewing these services and the degree of decen-
tralizatianvthey imply, it may readily be seen that although
the Social Velfare BranchAset out to implement a decentraliz-
ed syétem.df administration, thé delegation of authority to
the fieid in regard to services is by no means complete. In
three services out of five discussed, such tramsfers have
not occurred in the fullest sense, and in only two has full
authority been delegated. It is not amiss to emphasize that
in not one instance of failure to decentralize has the purely
technical problem of balancing delegation with control been
the major factor. In those services which have been dele-~
gated to the autho;ity of the regional administrators, these
details seem to have been executed to the satisfaction of
the general administration and of the demands of the sexrvices.

Difficulties far more extensive than mere administrative
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"bugs" have very evidently assailed the structure which was
designed to eliminate the communications bottleneck of the.
0ld centralized organization.

In the one service, that of child welfare, the
tradition that emphasized professional,treatment services
of highest calibre has asserted itself sufficiently to pre-
vent the complete realization of decentralization. This has
occurred because decentralization did not provide a suffic-
iently high standard of supervision. 1In the second service
of old age pensions, a similar blocking of decentralization
has occurred but in this case for reasons of restrictive
financial and legislative arrangements between the federél
and provinciaitleveISs In a third service, that of mother's
allowances, centralization has continued to exist for no
other reason than the existenece of an anachronistic piece of
restrictiye legislation. Presumably some difficulty would be
encountered in the alteration of this legislation and since
the use of the service is gradually being discontinued, it
was perhaps the easier course to allow it to lapse rather than
attempt to change it. To these bastions of centralization in
a professedly decentralized structure may be added the fact
that the regional administrators have not been. able to assume
an effective role in regard to the decentralized family case-
work_serviqes because of their lack of professional social
work training. This lack may therefore bé added to those
consiqerations which at the moment are impeding the adminis-

trations plan for dispersing authority to the field.
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To the.reasons already conéidered for not dele-
gating more authoxity to the regions may be added a very
bractical, though not so serious, consideration. Even though
legislative and personnel deficiencies were to be remedied,
a very real.obstacle to a complete, efficient decentraliz-
ation would still,remain.in the present physical structure
of the regions. To date the regions have had transferred to
them complete authority over two servieces. only. With these
alone the regionsl heads are hard pressed? The fact appears
that they would be unable to accept further delegations of
authority if these were offered to them. Five regionsl div-
isions are plainly not enough to absorb a total decentraliz-
ation of services. It thgrefore is apparent, that the size
of the present regions would have to be reduced amd the num-
ber of regional heads correspondingly increaesed, before fuxr-
ther transfers of authority could safely occur.

Controls Over Authority. Incomplete though they

may bg? if the central office confers powers of action and
decision to the outer regions; it must also place restric-
tions on the uée of these powers or the unity of"thé organiz-
ation will dissolve and the regions become in&epehdent. These
restrictions are given the administrational term."con?rols".
Chief of these is the central office control mein-
tained through field consultants. Three consultants, who are
professional social workers, tour the field on behalf of the
central office, checking standards of work and dealing with

special problems in the realm of services, Their function

6 The percentage of case turnover in Social Allowances
is extremely high. The - Administrator of Region IT reported
the turnover for Jan. 1950 to be 23?ﬁm_wuﬁ
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1s to. "trouble-shoot™ the whole range of services from child
welfare to old age pensions. More than that, these central
office representatives in the field perform one of the most
delicate and difficult tasks in the administration. Their
function is really two-fold. They are both inspectors and
helpers of the field service. As top-ranking specialists,
not only must they advise the field but guage its standards
of operations as well. The task is not so obvious as it
mizht eppear. The question of headguarters specialists oper-~
ating within the field has plagued administration since the
time of the Roman Empire. On the one hand, the special con-
sultant must be friendly counselor and on the other, object~-
ive observer and reporter. He must walk on an extremely high
fence which has not always been successfully negotiated in
the public welfare systen.

At the time that regions were first used end super-
vision begen to come from the local of fices instead of head-
quarters divisions, it was realized that the inexperienced
local supervisors needed skilled direction and advice in re-
gard to the numerous services which had now become their
responsibility. Headguarters therefore appointed three ex-
perienced pnersonnel to act as chief or regional supervisors
and these were assigned to the three regions which were most
heavily populated. These supervisors had numerous duties

7
but essentially they were .to act as experts on soclal matters.

The creation of these positions dealt effectively with the

7 The duties of the Reglonal Supervisors have been listed
as follows: '
1. To act as chief supervisors to the district supervisors
2. To make decisions on protlems of pre-division statuse.
S« To act as a link between the field and the divicionse.
4. To conduct audits of case work standards.
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problem of giving experienced supervision to the regions

vhich required it most. But the scheme was not successful.

In spite of the fact that such overall supervision was urgent-
ly required in the field, the appointing of chief supervisors
to specific regions introduced into each region concerned a
second powerful executive of a specialist type. The regions
then presented the picture of administrations with virtually
two executives, one an edministrative general msnager, the
other a gpecialist on services. Theoretically this arrange-
ment should have worked well. If the specialist stayed close
to service problems the regional administrator could handle
more general and less professional problems without difficulty.
But it was soon.found_that problems did not separate them-
§eives 80 geatly; Inevitably coqﬁlict ensued between the re-~
gional administratoﬁ and the regional supe:vi;ar as to which
onerf_them;was to be thg.ﬁinal rggiqnal auf_ch_ority° The
si;uation.was not clearly in favour of the one over the other.
Being a professional person, the regional supervisor without
dogbt was often in the stronggstAQOSition, when & predominat~
ely‘profgssional_cgse-workfproblem arése?_ At the seme time,
the regiona; administpator was officially responsible for‘the
management of his region,and.was therefore accountable for all
decisions affecting it. The cleims and counter-claims of the
specialist representing the divisions and the generalist re@—-
resenting the chigf executive were never satisfactorily
settled and the position of regional supervisor was eventually

abolished.
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As a result of this experience, the positions of
field consultaﬁts‘have since been established to meet the
control requirements of the central office. These differ
from the regionel supervisors in not being appointed to
specific regions. &lso they are directly responsible to the
genergl administration and report back to their superiors
and to the regianal administrators rather than make major
field decisions on their own. The actual change in duties
1s suggested by the title "consultent™. In this role, these
roving headgquarters perscnnel move throughout &ll regions
advising‘regionaf}administrators and district supervisors
alike, reporting on standards and.extraorﬁinary problems to
headguarters., In agll of these ways they service as control
agents for the central office and help to keep the various
regions of the aﬂministratian‘operating in unisone.

As an illustration of their work the following is
typical. During the course of her travels, one of the field
consultanté may come across & case that is merginal, that is,
it falls just outside standard regulations. The case, how-
ever, may show deﬁinita need, which.from_a general interpre-
tation of the legislation, the provincial services should
meet. This case is noted by the consultants and should_fur-
ther cases of a similer nature appear fhey will be discussed
at a consultants’ conferenqe which is held regularly. If
there appears to'be a consistent pattern of such marginal

cases the consultants may then refer them to the planning
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council of the central office for consideration. ZEventually
if these cases seem to justify the change, an alteration is
mede in the regulations so that such cases will be covered
~by them.,

One of the importent tasks of the consultants is
to give a "controlled" flexibility to the regulations aeffec-
ting services. It is their job to adjust the services of
the administration to extraordinary need. This is an import-
ant function but the consultants are restricted and hampered
in it by some of the more rigidly regulated services such as
old age pensions and mothers* allowances. On the other hand
they»are able to operate effectively with the more modern
legislation such as the Soeial Allowance Act.

In spite of this drawback, the field consultants
by emphasizing;the consultant and helping aspects of their
position have achieved their control aims with more success
than_did the regional supervisors. By interfering as little
as possible with the direct line of commend from the central
office to the field they have achigved their twin functions
of advising and controlling field aperations.

Even so, the present administration of the welfare
department admits that the ideal state of affairs has not
been reached. In effect, f;el& consultants at large within
the regions repfesent headquarters specialist personnel
"Peering™ over the shoulder of the regional administrator
as he woﬁksf No matter how diplomatically this is done, at

times it will appear as interference. This ideal solution
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foreseen by present administrative’heads is agein a twofold
matter of time amnd training. It is hoped that with experience,
the district supervisors will become capable of handling most
specialist problems at the district level. »

To this end, the present field consultants are giv-
ing_special training to the district supervisors. A further
step towa:d eliminatingfthe~field consultants is planned in
future appointments of regional administraﬁors, It is hoped
to appaint'personnel to these positions Who combine both
specialist and generalist qualificatiaps; & definite attempt
will be made to recruit these rare in&ividuals who combine
administrative ability with.pféfessional case-work training
anﬁ,approgch,' In.t@ese two ways it is hoped that the head-
querters personnel in the field may be éliminated and with
them the difficulties which are é& often associated with
such forms of control. Such an elimination will mark & def-
inite switch in the type of regulation employed by the cen-
tral office. In place of direct inspection of the field,
more reliance will be placed on the training of key personnel
within the regional administration to maintain uniform stand-
ards and,furnish headquarters with adequate reports and infor-
metion. In discussing field consultents only one of the many
" methods of regionel control by the central office has been
investigate@_buh in so doing the major answer to the question
“how much control over services shall be retained bj’the cen-
tral office?" has been considered. |

In short this answer has been that to control ser-
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vices the central office makes use of its own representatives,
the field consultants. The use of this type of control has
given trouble in the past but a modified form now operates
more successfully to review field operations without inter-.
fering too much with the chain of commend. It is not felt
that the consultants represent the ultimate form_of control.
Rather, field personnel themselves, when sufficiently expert,
will represent the best form of assuring high standards of
work, by their adherence to their own professional codes and
goals. Releating the answers of the two technical questions
about "delegations of authority" and "controls over authority"
it is évident that the incomplete answer to the former has
been influenced by factors beyond the purely administrative.
On_the other h&pa the answer to the Question.regarding-con-
trols shows a more normal application of theory to the prob-
lem of controlling a decentralized administration. Tn brief,
delegation o%ém authority over services "went Wrong".because
ofiexternaL factors of professionalism and provincial-federal
relationships but control over the authorities delegated

succeeded in a normal fashion.



* CHAPTER IV
DELEGATION TO THE REGION - FIELD MANAGEMENT

Effgctive decentralization demands a balance bet-
ween authority and.control,in areas other than services to
people. For convenience these can be grouped.undér the term
"field management". _Theyrinclu¢e personnel practices, budge?t
formnlation¢ accoﬁnting, procedures, and communications. As
a group they form the auxiligry or sécondary activities which
keep the total organization in running_order and make possible
the main goal of offering services to people.

. A decentralized system of administretion is partic-
ularly suited to handle auxilia:y field operations efficient-
ly, The local office problems of a wide-spread administra-
tion are after all, local concerns best dealt with in their
proper cpntext. Although the central office may wish to
know accurately whgt has been done in the régions about cer-
tain problems, it is obyiously well advised to be as free as
possible from‘devising petty answers to petty problems which
in the aggregate, could be overwhelming to a headquarters.
Decentrali;ation enables an executive to rise above local
detail in just such a fashion. Strategically delegated auth-

orities to the field, together with good controls, leave the
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central office in its best position in regard to the field,
namely, that of a checker and general observer. At the same
time, the regions are left free %o méet local problems on a
local basis. Again the vital key to the decentralization is
the balance between authority and control achieved by head-
quarters. Field activities must not be allowed to deterior-
ate into autonomous operations. Nor dn the other hand should
central office controls be permitted to cramp field operations.
A consideration of personnel practices, budget formulation,
fiscal and accounting policies and communications will illus-
trate the balance obtained in the public welfare organization.

Personnel Practices. Authorities over personnel

are divided between the central office and the field on what
appears to be a good basis of capability. For example, re-
cruitment of personnel, which would be difficult for the re-
'gions to do, is carried on by headquarters. On the bther
hand mork‘performance evaluations are done by the region
since it is the unit most familiar with the standards of work
being achieved. _

Considering first the central office authorities,
personnel supply'is the direct responsibility of the Assis-~
tant Director of Welfere. Theoretically, since provincial
goverhmemt employment 1s controlled by a civil service comm-
ission set up independently of any department, all personnel
should be supplied to the departments by this commission.
However, because of the special requirgments of welfare posi-

tions in the way of professional training, applicants are
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first screened by the Assistant Director of Welfare before
their appointments are confirmed-by the civil service comm-
ission. This co-operstive arrengement attempts to meet the
particular professional requirements of the welfare adminis-
tration, in addition to the generel requirements set up by
the divilvservice commission for all government employees.
Within broad limits, the central office is restricted by the
comnission as to the number of personnel it may employe.

1t is possible to take issue with such a method of
recruiting. While less satisfactory arrangéments exist with-
in the regular civil service commission regerding the recruit-
ment of p;ofessional.or spegialist personnel, no doubt the
present course is justified. Howevgr, in most modern adminis=-
trations; either governmental or industrial; the whole matter
of personnel, from recruitment to retirement, is being hand-
led by specia}ized staff units. These are hea@ed up by train-
ed personnel officers, backed up and.assisted_in their tasks
by all the modern developments of job classification amnd per-
sonnel practices° The point hardly needs to be made that
such a task, which is more specialized tham accounting or
any othex technicql stgff service, should not be made the
direct responsibiliiy'of a member of the general administra-
tion. Necessary pressures should be brought to bear upon the
civil service commission to provide such trained services or
failing this a sgparate Welfare unit §h9uld be developed to
work in conjupctionAwith.the comission. The present situ-

ation is regard to personnel is analogous to an industrial
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vice-president in charge of field operations also being
responsible for the provision of headquarters and field
personnel.

Staff appointments have tended increasingly to be
made from professionally trained applicants. This trend
has eliminated the need for a specially designed training
program for a greater part of new personnel., However for
new, untrained personnel, a period of in-service training
is provided. This consists of a three-month indoctrination
period in which professional theories an& the routines of
services are taught and practice work;is done under super-
vision. The program is under the direction of a training
supervisor wha is attached to the office of the Assistant
Director of Welfare. This training office constitutes a
6entral staff unit. The functian,of‘the training supervisor
hasvalso been enlarged to include t@e development of a cen-
tral reference library and the publication of & monthly jour-
nael for purposes of further personnel development in the
field.

When the new employee has been recruited and train-
ed he comes next under the direction of the reglonal adminis-
trator, since authorities over most of the remaining person-
nel practices have been delegated to that official. For the
first six months the worker receives a temporary appointment.
At the end of that time his performance is evaluated by his
district supgrvisor. This report is then submitted to the

regional administrator who will, on the basis of the evalua-

1 Social Welfare Branch of the Department of Health and
Welfare, Annual Report, 1948, p. 28, states thet by 1948 two-
thirds of personnel were professionally trained in social work.
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tion; recommend that the worker be given e permament gppoint-
ment, or be carried for a further period as temporery staff.
This recommendation is forwarded to cenﬁral office for auth-
orization and then is submitted to the civil service commiss-
ion. In this evaluating process, the recommendation of the
regional administrator carries considerable weight and for
all practical purposes the authoxrity for such personnel eval-
uations has been delegated to the field.

At the completion of one year in the field the
worker's performance is again agudited by his immediate super-
visor and the report submitted to the regional head who, in
the event of & favourable evaluation; recommends the worker
for a statutory increase in salary. This recommendation
follows the ususl channels to central office through to the
civil service commission. 4&n unfavourabie'recommendation
follows a similar course. In either case, specific reasons
for en increase or a withholding of am increase must be given.
In regard to promotion, the regional administirator again
initiates recomnendations to the central office. Promotion
usually follows a substantial timg in the field on the part
of the worker thus giving the administrator an opportunity
to acquire personal knowledge of the individual's capabilit-
ies. This first-hand acquaintance is supplemented by the
usual formel evaluation of the worker by his supervisor.

The latter is in turn, often further enlarged by direct con-
Sultatian between the.regional administrator and the super-

visor. By these meens an adequate assessment can be made of
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the worker's capabilities and progress in general field -wark.
A recommendatlon of promgtign then béing made, it basses to
the Assistant Director, to the Deputy Minister and with his
final approval to the c¢ivil service commission. Transfers
of personnel from one office to amother within a reglon or
between reglons are accomplished by the samé means and follow
the same hierarchical channels for approvel.

| It 1s the aim of the administration to conduct an
annual audit of each field worker. At,the Present stagg of
development this aim 1s not belng met for several reasons.
Tpese ara,_principally, lack of time on the part of field
supervisors and the high mobllity of the personnel, due to
transfers and resignations. Nevertheless, a fairly complete
audit is”accqmplighed.by the eﬁaluations reéuired as above,
for permanant?appointmant, increases in salary, promotions
and transfers. In eddition to these formel evaluatlons, the
field workers are necessarily in close worklng relationship
withitheir respectiva_district supervisors and In this way
& constant Infomal audlt is carrled on. as a further check
on personnel performancs, the field consultants whose func-
tions were described in the preceading chapler, carry out
case recard audits at regular periods in all district offices.
The performance standerds of field personnel may thus be in-
directly reviewed in the course of these audlts.
A | Gonsidaring the whole field of personnel practices
a satisfactory balance of authoritiesvretained,and authorities

-~

delegated seems to have been achieved. With the generalized



functions of recruliment and training belng reteined by head-
quarters and the remaining "on the Job™ functions being trans-
ferred to the field, a workable decentralization of author-
ities over personnel has been set up. The manner in which
headquarters handles iIts personnel functions does seem.dues—
tlonable. BEroadly speaking, however, each unit seems best
fitted to dlischarge the responsibilities assigned to it.

It seems hardly necessary to point up the controls
exercised by heaééuartars over the field in relaiion to
personnel. These consist mainly of control over recrulting
~ and the final authorlzations given to regional recomuendations,
They appear well designedvto guide field personnel activities
without unduly interfering with or over-conirolling them.

Budget Formulation. Overall dudget formulation is
a central office rgspgnsibilityf Nevertheless each region
is dglegatedvthé authority to submit individual estimetes of
reg;enal‘reéuirementsthich are used to make up the main bud-
get. With esﬁ;mates originating in the regions and subject
only %o headéuarﬁers approval, the major conditions of &
balanced deganj;&lizat;qn are present. The actual process 1n-
volves the reglonal head preparing and submitt;ﬁg to central
affice an estimate of reglonal requirements for the caning
year. This estimate is drawn up well in advamce (usuelly six
mgnths) of the provinciailfiscal year which begins in April.
In the estimate are considered“all.the physical elements re=-
duired.ﬁo maintain the reglon in the fleld. These fall into

two main categories, personnel and office plant. To obtein
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pe;sonnel, the regional heaﬁ.esﬁimates f?om.his pgevious
year's field service reports the work loads occuring in the
various districts o?‘his”;egion, If ceptaip offices report
consi&tent Wor@.loa@s beygn& @he_cépabilities_of rresent v
staff, he requ;sitiogs gdd@ﬁiqng@ pe;sonnel from the central
Qﬁﬁice pe;songel officer gnd.indicaﬁes thg_district which:re—
guires';gigfgrcgmgnt. Thislmethpd_is followed for both pro-
fessional and c;ggicgy‘pqui;emgnpsf o _ ,

~ The regiggal a@ministrgﬁqr nust submit estimates
not on;y fqr~the maintenanqe gf‘existing;offices and.eéuip-
ment_but alsqﬁfpr;aﬂy na@>of£iqe§'which may have to_be opened
with;n the fortheoming fiscal year. Hxisting districet offices
may reguiré-ad@itions»tg their_physicaL assets ip the way of
furniture, filing needs, increased space, additions to motor
pranqurt&an§ so_qn.u‘All_ﬁhese items musﬁ'be reéuisitionea
gnq once obﬁainqd, allmggch p}gnt is the direct responsibilf
.ity of the;rggiqnal~head& Curregt costs must also be listed,
such as rentals. New 6ffices may bg rgéuired in certain dis-
tricts because of»the increase of‘popuiation and consequent
demands for more intense figldvope:atians. The estimate also
~ Includes such new additions. The regional administrator is
responsibleAfor'suqh’fiel@\ievelopmen?lgnd the location of
new foices gndpgene:al arraﬁgemegts for space and leases are
within,his aufhoriﬁy°> Eoweyer, close relatians are maintain—
ed with.centrgl office in such metters. Since the regional
egtimaﬁes in general are cangerngé.with pgrgpnnel and office

requirements they are submitted by the various regional ad-
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ministrators to the Assistant Director who consolidates these
estimates and presents a toﬁal.field estimate to the Director
and Deputy Minister of Walfare. Viewing the totai budget-
making process tharafore, it_may be seem that for his own
particular’area? the :egi@nal administrator exercises con-
siderable control over thg formulation of his section of the
bu@get, He is ganuipely‘in a position to_reéuest from head-
qpa;tersuwhat materials_he feels the negian-reéuirgs. Al-
though his request is subject_tp central office review this
Seems only consistent with the demands of a unified adminiss
tration.

\Fisga; and accounting functions, as cerried on with-
in{the region, are restricted to relaﬁivelywsimple'opepations.
Three major categories are represented under fiscal matters,
expeqﬁitgr§s~in conpectioniwith_serviggg,mcurygnt expenses
_ qf”digtrict_off;ces? aqi,salar;esg Social allowagce expendit-
ures are the solg service?&isbu:semepﬁs under'pegional reg=
pqngibil;ty;m Paymgqt of” these ellowances is ma&e_directly
by'thg distrigt officgs with the assistance of the local
government agent who issues the allewance chegues. Similarly,
accounting is a district ofﬁice_responsibility, although as
noted.previously, a comp;ete staﬁemgnt of case turnover in
social allowanceswand'expsnditures involved:is submitted
monthly hy each”disﬁrictboffice to ﬁhe_regiapal administrator.
In connection With social allowanCe»gxpen@iﬁures, the central
office examines(&isﬁ?ict office_accounts once gach year by

means of am inspection team working from the suditing unit
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attached to headgquarters. Thishtegm ponducts a‘spot sudit
of allowanee cases in each districﬁ,‘reviews the office
operating:accounts and submits a report Qirectly to the Di:-
ectqr_of Welfare. This official ﬁhen notifies thé regional
administratap of anydi.screpz‘a.ncies° _In the event of necess-
ary»chéﬁges_inndistrict gpqounting practices the regional
hsad may ca}l.upon the andit unit to‘assist in making_phese
corrections. Running costg in the district offices for such
itgms'gs :epairs_a:e held to a»minimum by the deviee of‘reQ
quisitionigg‘supplieg from a ceptral‘gpvernmenﬁ supply agencye.
Distrigt qﬁfice apcqunts arepkept fgr administrative or
éhPusekegping“‘sggvice§ an@,these are included under the
ﬁsual centra;-gfficgwgudit,i‘” v o _ _

Sglaries>forwpersqngelzof»a;l_d;striot offices are
hgpdled by thg regional administ:ato;.“ Hig offi@e maintains
filed,classificatian(daﬁa for‘gll parsonnel_and salary cheguea
are lssued from ;egional»hegdéuarters once<éach month. Tn
all budget and fiscal,matﬁeré & clear pattern of euthority
'and.cqntrol baLange‘is appa;ent. The regions have(béen»given
the right td for@nlaﬁe,tpeir‘oWn estimates of need, keep their
own,bgpksmand ray thei; own.galaries; In.the case of fthe
@ecentralized service of soeial_gllowanées,'power to make
payments has also been delegated. Qn the contrq} side, head-
iuarters in each case retginsﬁthe right_po auﬁhorize budge?t
estimates an@lto inspect agcognts periodically. These arrange-=

ments seem workable and socund.
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Communications. Communications are not strictly

divisible into field and headquarters authorities. They may
be discussed in terms of channels (what routes does informa-
tion travel) or:devices_(what forms does 1t teke). But
essentially, communications usuglly comprise an administration-
wide pattern or network and do not fall into headéuarterS'of
field compartments. On the contrary, some forms such as
. policy and procedure manuals, eare clearly central office field
controls. The point to be @etermiped in regard to their treat-
ment under & decentralization is not so much the balance be-
tween authofity and control but thg emount of field partici-
pation that exigts»in these cqmmunicatiop deviges, .Fori
example, 2} c;it;qal“question ip regard tq channels of cummun-
lcation might be, "Is the regional administrator regularly
bypassed by communiéation'channels?"

| In ansvering this question it might be stated that
chennels for the flow of information should follow the general
chain.of 9omman@? whethgp infgrmation is flowing from the
field to the chief egecqﬁive_o: in_reverse° This principle
holds valld in the public welfare orgenization. Points of
conﬁact between tThe field and the central office are the _
Assistant Director of Welfare and the regiqnal administrator.
These two fqrm.the main gentral-field bri?ge over which in-
formation directives, reports and statistics flow in either
direction. » _

_ngeral minor bridges alsg exist between the div-

isions and the field. In the case of those divisions exer-
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cising, directive functions, information from the field

and advice to the field is channéled‘through a direct circuit
from the divislon to the district offices. It is significant
that definite iimitations are set on the nature of»information
given to the field by the divisions. This must be,of an ad-
visory nature only and nust be_related.to service3¢_ In short
the inisians are not permitﬁedvto engage in control of field
operations and may not by-pass the regional head. This limit-
atlon is essential to the preservation of the chain of command
Within.which the‘hea@ Qf the regional office is responsible

to the general administration for operations within his erea.

& final channel of communications may be establish-
ed betweepxcentra} offiqe and i?s ipspectiqn gnd consultant
officers operating within the field. Reports from these
sources are generally submitted both to the regional heads
and the general administration. In all cases, the pattern
of‘communigatiqn,is a definite}y_éstablishe@xone and &t no
essegtial.point do channels circumvent the position of the
regional admipist:aﬁoro ) ’. ,

Cdmmunicati@n devices areﬂ?pa"tools“/of adminis-
tratiqn° Tpey inclu&e_ﬁirectives, policy andiprocedure
manuals, reports an@,gtatispics and_centrgl—field conferences
and planningAgoungilso Po;icy eand procedure mate:ials have
the main purpose of 9stab1;shingignifpxm_methods of carrying
op,operaﬁiona anﬁ.pgérgsent a majqrwform of central office
control over the field@ ‘Inrthe puplig Welfare,administration

they fall into three groubs,.the first of which is the 0ffice
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Practices manual. 'This manual has been in use since léé&
gnd sets-out for every offiee in the negicns,.&etails of s
uniform filing system and general office routiné; Such a _
manuel is particularly impo:tant to a decentralized system.
By providipg uniformity of procedure it‘engbles personnel to
beAtransferred.from_oﬁfice to office without need for "break-
ing in". In eddition, by ensuring that filing is carried on
in exaétly the same manner in each bffice, the regulations
containeﬁ in the mgnual.make possible easymtrgpsfers of cases
from office to office an&.dispricﬁ to dist:ict, What th@_
manual achieves is & standardized office routine throughout
the field. _ » |

- A sgcondumanua; contains headquarters prolicy on
the servicés foe:ed py the Welfare Branch. Each &iVision
has_written‘ug gpecific sections which offer detailgd infor-
mation on social allowances, old age and blind bensions,
childrwelfare, m§dical serﬁices:and»on thrgugh ell the ser-
vices. Each_component and service of the provincial adminis-
tration is fully_@ealtvvith for the guidance_of the individ-
ual_worker as well as his supervisor and regional esdministra-
tor. Alterations to theseApermanent manuals are obtained by
using a system of se:ial‘letters employed by_headquarters to
issue neW'diragtives, end cancel or modify old ones. With
this device, policy and regulatiuns are keptAconstantly up
to date and changes may'be iptro@uced into ell district
offices simultangously withogt confusion. Each office keeps

& special indexed file of serisl letters.
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The mangals and the_letter index just describgd are
vital to decentralization. By means of them each office and
eacﬁ social worker 1is kept up to date on policy developments.
As a result services are offered in a standard way through-
out the province. Of direct benefit to the reglanal adminis-
ﬁrator,_these manuals.represent a uniform, secure base of
regulation and policy from which he and his regional staff
may operate to meep those individual situ&tions that call for
an apprqach slightly different from those pul forth by the
official menuals. o

' Reports end statistics are the most common devices
employed to inform’a central office of field work operations.
jtatistica; :eportigg_is particu}arly important to the dig—
psrsed:administration, for only on the basis of good informa-
tion from the fiel@ cam intelligent planning of future oper-
ations be carried on.

dThe individual regians do not as yet'issue reports
such as might be contained within an anmual report of the
total administration. However, the last amuel repart fore-
shadows such regionsl repoiting_for next year. This seens
significent of the real growth of regional decentralization.
Fop ﬁhe firsﬁ ?;me.statistics will be compi;ed an&:issued
solely for regional purposes and will shqw operations solely
inlterms of Whgt was.dpne in each‘regian: It does not seem
tpo’farffetcheﬁ.to suppose that such officiél recognition of
regiqnal entities marks a divi&e on the road to a fully im-

Plemented decentralization, indicating thet the downward slope



- 70 =
to an eventual goal has rightly begun. Until this year all
Teports publishgd annuallywhave been”compiled by the central
office, by the general administration and by the divisional
heads from,statistics supplied.from,the regions‘ Represent-
ing the pqints of authority and contrel as they have{.it has
beeq fitting that the divisions shgul@.report ope:atians in
divisional terms. It is true after ell that statistics and
:eporﬁs should bg Qgpived from significanﬁ operatians; It
is therefore indicative of a developing Qeqent:alézation
ﬁhatvthsﬁregions are now bgginning official reporting to
the people of the‘provinggf _

%ﬁ prgsent, :agionalﬁstatistical reporting is
aesigneﬁ‘f;rst;y to'supp;y to regionalvpgrsonne¥, infopmation
of how operations are proceeding. Bveryone in operations
from the field‘worker'to_the distriqt gupervisor, to the
regional administraﬁor hags a'vitgl interest in the statis-
tical picture for each month. _SuCh a picturg is re@uired
fp:_evaluating'wm:k done andAplagnipg new work. Secondly,
reporting’§n the regions is‘designgd.to bring up to the
ggntral.ofgiggflat‘reggian inﬁervgls? consol@dated_stgtistics
gn;pqugcﬁivities of al; the_pegioqgo 'The systequf reporting
emgloyed ig the branch is well designed to accomplish both of
these aims. ‘ '

_ The base of the.statigtical.sqheme.;s the field
worker's deily work sheet.: At monthly intervals the records
of Fhe-dai;y f1oy‘9f work are totalle& by the worker on a

field service report. HBach worker then sends his report up
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to his distriet gupegvisor who consolidateg the :eports of
all the workers in his district, retains copies of‘fhe_re—
sults for district use and hands these statistics on to

the regional administrator, In turn each district of a
region pexrforms a similar consolidation until total regional
statistics are obtained. The five regional heads submit
their statistics to the central office (specifically to the
Kssistant Director) and they are again consolidated by that
foicial to givera completg pictg;g of welfare branch activ-
1tye. From_the field,wquer's daily work sheet to the consol-
idated report of the total édministration,_ﬁhe statistical
system appears simple and straight farward: It Is however
the produgt of a greaﬁ deal of expe:imentaﬁion and at pre-
sent is capaple of’satisfying seveyalrgomplicatedlstatistical
reéﬁirememps,_"qu exa@ple_the_statisticslmusﬁ allow for a
good deal of moving about on the part of individual cases.
Mpyement may'bg betwggg Qist:igts or“between regi0ns and
dup;icgtian cogld Qqéu;.in such instanges,ugless pro?ided
aggigst. Alspf ip@i&i@ual cases may gualify for a number of
services. Indiscrinﬁ.nate tgl]i.yi‘.ng could misr'epres-eqt such

a single case to be & number of cases. The statistical sys-
tem Qmployed, avoiﬁs»thgse @ossibilities and, all ﬁhings con-
sidered, the complete system seems to have been brought to &
high stage pf'refinggent. It performs aqcurately the task
for which 1% is des;gnsq; that_is,~to_counﬁ work accomplished,
where it,is‘aggomp}ished Withqut dupliqatiqn.»

Comnunications within an administretion may also
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include methods.useq_for plenning. _Future moves cannot be
formulated adeéuately without proper informetion. The cen-
tral office, therefore, reliee on adeéuate info:mation and
communication from,the?field in order to fulfill its planning
operations. These Qperati@ns, if properly carried out, are
in themselves,fqrmseef communications. _ )

Plenning ope;ations_;n the pub;ic welfare system
are carried on actively by a planning eouneii,_ Thisibody
cepsists of the Assistant Direcﬁex'of’welfare as chairman,
the heads ef the prineipal divisioqs end.a representative
of the regional administrators, usually the administrator of
Region IT. Blthough prevented_by distenceAfromzatﬁen&ing
regula;ly, the otheglregional'heads ere attached to the
ceunc;l on a cggsgltive bas;s. The council meeﬁs monthly
and discussee.operationel progress. In ed@ition to the reg-
ular statistics and reports with which It is supplied, the
counci; eonside:s‘specia} infermatianewhich may be brought to
its 9ttenﬁiop by ;gdiviguels in the field -~ workers, super-
visors_an&,regional_hea@s,w4Such_info;mat;on follows regular
channele to reaegeﬁge g}aeging'couneﬁl‘and the gegianal admin-
ietrators ere‘largely'responsible for presenting it to the
plenning~bo&y, ;n_thie“maqner? the‘regiqns pagﬁieipaﬁe posit-
ively in the}oveia;L plapgigg,of tha_e&migistratﬂan.A

The plannipé-grpupmae a whole wiel@e censi&erable
influence on the fgture deve}qp@epte of @he organization.
Alt@oegp;ip'ﬁoee not meke poliey ditectly, it serves as an

advisory body to the Director of Welfare and the Deputy
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Minister, end its repommendations are rarely disregarded.
New procedures and regulations for existing policies elso
originate in the council. With the co-operation of the
regions, new prqcedures are experimented with in actual oper-
ations. Decisions are then mede on the basis of regional
reports on these exgerimsnts, end after tentative regional
apgrova; has been given to the ideas being tested. This use
of the regions andbthe_fact that the field is represented
diractly on the council illustrates the extept to which the
'field.isipermiﬁtgd §y the cgntral office ﬁo participgte_in
planningf .vaigusly,_g>&efinite attempt is"made to utilize
fig;d gxpgriencg gp@ to gaiplﬁield’agreement in the formul-
ation of new procedure. Annual meetings of_a;;_ﬁheqregional
gdministratprs'glsq_give theAfiald‘further-epportunity to
pass on broad policy matﬁe:;. ) o

N 1@ an admin;stra$ian whege the field plays such =a
la;ge part in opgratiqns it is only tgvbe expected that it
spould,playla cqrraspgndingly large part in planning. In-
arranging thaﬁ it should do so, the geﬁtral office seems to
follow a ggngraL rule for its treatment of all field manage-
mgnﬁAacﬁivitieS, Th@s, in_shgrt, may be’expresseq, "lLet
authorities and resan$ibilities be given to the unit best
ablg to_&ischarge themf“ It ismgppa;ent.t@at the general
administration have takép an enlightened po&it%an in ?egari
to this‘rule,_ Central office is not“;pvariably regarded as
the “unit best able"a On the contrary,_by means of the sub-

stanﬁial auﬁhoritﬂaé which it has delegated to the reglons
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and the non-inﬁerfering>type of controls impose&, ceptral
office has shown Itself willing and able to take full advan-
tage of the benefits of decentralization, in management
affairs at least. The ilnnumereble details assoc@ated with
Personnel practices,_budget formulatipn, accounting and stat-v
istical reporting heve been "farmed out™ on a regulated basis.
In this manner head@uarters has placed itself in a truly di-

rective position vhere it mey operate to best advantage.



CHAPTER V

-DELEGATION TO THE REGION - COMMUNITY RELATIONSHIPS

_ , Because he is nocessarily in_olose contact with the
immediate field of operations, the regional administrator of
any decent?alized organization'is normally responsible for a
large proporiion of the relationships established between the
administration and'ﬁho_locsi oommunitissf' In British Colum-~
bia this is pa:tioglariy truo, In adﬂition‘to the usual for-
mal“relationships of & publio reiations yspisty, maintained
botwesn an administretion and the'commgnitios 1t serves, the
munioipslijies of‘the_province havs_alwgys occupisd‘s spec-
ial position in rolatiog to the}provincial guthority.

_The municipalities have been charged since Confed-
sraﬁionwwith the care of their sick and indigent poor. These
resPQnsibilities hed not beem.altered‘in succeeding'years,
wiih.the rssult that p;oviocial prog;ams'of Welfa:e” in'the
course of universal application_th;ogghout phe.province,
becams of_neosssity the administrative responsibilities of
the municipaiities, Such a division of sdministration woui&
not have prssentedluhusual difficulties if the average muni-
cipality had_been of suffioient_stature to shoulder the

burden of welfare services. Unfortunately, such was nol the
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case. On the one hand the municipalities were small in area,
poor in resources end unsophisticated in administrati@ﬁ; on
the other, public_welfare programs progressively wvere becom~
ing more pumerous, more costly and relatively more complex in
structure. In &ffect, the muniQipalities found themselues
playing in a majorAwelfa:e~league With minor league resourcés,
If, within the_municipalities, gaps in services appeared and
standards of administretion were low, these mere understand-
able when seen in the light of the difficulties which existed.

In_oqnseéuence, several steps were taken by the
province to improve th¢ stature ofAthe municipalities in re-
lation to welfare services. The firs% vas aimed at raising
edministrative stendards to a uniform level. In 1945, the
Soeial Assistence Act made it obligatory for the municipal-
itiga to implement the_full range of public welfare services
as offered by the p;ovincia} welfgre administration. To
assist the loca; un;tshin_fulfilling this obligation,.the Act
furnished administ:ative help in three ways:vsupervision, per=-
sonnel and finanmce. Three methoq§ of obtaining Fhis assis- |
tan@eﬂwere set outf Those municipaliﬁies of‘over 10,000 pop-
ulation by the l941lcensus welre required.tg install their own
Wélfare departments. Stgfi were tg be supplied on a matéh-
ing basis, the province providing one worker for each one
supplied by the municipality. Munioipalities'under l0,00Q
population qould fqllow the ébove scheme or could "contract®
fqr provincial services at the rate of fl§¢ per capita of

population per annum. In the event of only one worker being
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required by a municipal department, the_province agreed to
pay fifty percent of the worker's salary. It was further
required that all staff employed by the municipalities meet
provineial personnel standards. Ag a finel safeguard for
uniformity of standerds, supervision for workers in munici-
pal departments was to be carried out by the district super-
yisors of the region Wifhin.which the municipality was lo-
cated. _

The seéond stgp paken‘by the province to improve
the position of the municipalities was mbre purely finan-
cial, In spite of the fact that financial help had been
provided.fér administration as_detailed above, a large per-
centage of the costs of the services themselves remained
with the local units. The tax resources of'the mnnicipalit—
igs, strained before the passage of the Social Assistance
Act iIn 1945, were pompletely unable to meet the risimg costs
of a genera; Welfare Trogram. In response to municipal pro-
test.the;efoye, the province in'1947 set up thevGoldenberg
Comunission to examine the situation. It was recommended by
the commisgion that the province reimburse the municipalit-
ies by 80 percent of the qogts.involved in direct expendit-
ures for all forms of social aid% This plan was adopted and
since February 1347, the province hés paid 80 percent "of
the coéts of social alLowan¢e$, medical Se:viges, emergency

health,aid, boarding and nursing-home care, foster home care

1 This is not a uniform practice but is substantlally
followed. with smaller loeal units.

- 2 Report of the Royal Commission on Provincigl-Munici-
pal Relations.,
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for children, who may be_either wards qf the Superintendent
of Chilﬁ Welfare or under that official'S'temporary guard-
lanship, and for the tubérculosis allowances and special,
more expensive boar&ing-home care that may be re@uired for
tuberculosis convaleScents,§

As may be expected, the inter-relgtionships set up
between.the provincial welfare authorities and the munici-
palities as the result of these financial and administrative
agreements necessitated é close lialson on a continuing basis.
The‘region appeared as the logical édministrative unit to
carry out this co-operation since regional boundaries in-
cluded in each case both gunicipal and unorganized territory.
-In.additign, regiongl administrators and bersonnel, super-
visors and field Worke;s,_were strategically situated to be
famil@ar vith local_proplems@ In the case of contracting
munic?palities, ;egional persophel actqa;Iy carried on the
welfa;e_administ?ation of the ;Qcal'unit. Eyén in exclusiv-
elywmunipipgl depertments, regional supervisors and regional
tiop. I% wasqtgerefore_expe&ient, that the,regiopal unit
comprise the point of 9ontaqt between the'provincial adminis-
tration anq the mpnicipal;ties and that the regional adminis-
trator be delegated authority to“deal with the municipalities
on»matters of administration, peysonnel and those seryices
for:which he was ultimately responsible within the provin-
cial administration.

Upon examination, this delegation resolves into

3 Sociel Welfare Branch-of the Depvartment of Health
and Velfare, Annual Report, 1948, p. 26.
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a number of specific tasks. Chief among these 1s enforce-
ment of the provisions of the Social Assistance Act. Althou-
gh the Act specifies certain requirements of the municipal-
ities as noted above, it contalns mo enforcement clauses
other thanAstoppage of provincial financial participation in
the event of mon-co-operation. This sanction, if applied;
is equivalent to a complete’negatian of the aims of the Act
itself and as such is not a‘parﬁicularly effective measure
for inducing municipal co-operation. In fact, it is ndw
apparent that‘the Aqt attemp?ed_to gombine lofty soqial aims
wit@lpolitical acceptability. 'In so doing it succeeded in
fallinglintO‘ﬁhap class of legislation best &escribed as
"gll mouth and no teeth™. By placating the municipalities
ét the same‘time as it £ri§d_to reformﬂﬁhem, the Act left
thelppqv;ncial_welfare administration,ig an extremely weak
.pasitiocn. Proyincial policy has therefore, of necessity,
been designed on a basis of ;nterp:etation,to the municipsal-
iﬁies“oiﬂthe edvantages, social amd financial, "contingent
upon *roper'comgliagcg with t@e Act“.

This interpretive function is not an easy one.
Provinaialfmunicigal rglationships have been treditionally
weak in British Columbia, principally for financial reasons,
From.}ong expefience with restricﬁed“budgeps, municipal
officials have tended to view with sgspicion,provincially
initiated programs which result in major ilncreases in muni-
cipal expenditure. .In additianfrlpcal officials Qoncerned

with local problems, have been on the whole unacquainted
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with broad issues of welfare development end. the need for
welfare services; Council officlals are generally, in a
very reel sense, amateurs in the field of public service,
entering into publie life for short periods and often with-
out previous:experience.. For these reasons, interpreﬁaﬁion
is primarily‘poncenirate& on the munieipal council level,
which constitutes~the head of municipal resistance (if}amy),
and the official poinﬁ of cojoperation, if such exists.

The regional administrator aims first at establish-
ingja working,relatianship based on minor provincial-munici-
palAtransactions. He thgn employs this relationship to in-
terpret provincial policies and:their value to thevcommunity.
Qne of the most ipvgluable gethods of echieving this relat-
lonship ;s the anqua; presenﬁaﬁiqn to every municipal council
Within the confines of the municipality. This "balence sheet"
illustrgﬁes in a sﬁ:iking'wgy phe amguntAof §urchasing'power
poured into the municipality by the province in return for
the mgnicipal»investment of 26 percent of direct assistance
cosﬁsf The_ragional administ:ator'presenﬁs this statement
in joint meeting with the municipal reeve and council and
thus has personal oppoﬁﬁuhity to discuss the wel fare problems
of each local unit in detail. On such occasions the type of
local administraﬁi@n nmay be reviewed. If the municipality
has develqped beyon&_the_l0,0QO level of population the
necessa:y arrangements for setting up a munidipal depertment

mey be put forward and the guestions of staff and asdministra-

4 Appendix B contains a sample balance sheet of welfare
expenditure,
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tive financial participation explored. Succeeding joint con-
sultations between the.coungil and the regional administra-
tor are then held to cowmplete necessary arrangements. In
-the negrest census yeer a change-over is then made to thé
new agreement. It is by such persuasive meens thaﬁ the
Sociel Assistance Act is enforged,and uniformity of provin-
cial-municipal services 1s achieved.

This proceSs?'beqause of the nature of municiﬁal
politics, is a.continqous one. Council.elections_are held
yearly and it is not impossible for a completely new council
to réplace one with which relatiaonships have successfully
been.establiSKQﬁ. In this event, the'regianal administrator
mgst again begin,to establish a relatianship and proveeq
with_hi&'inte;preﬁive functiap as befqre, This repetitive
task,_multiplieﬁ,by_the number of municipalities within the
administraﬁor‘s pegion,,givss some measure of the scoﬁe and
difficuLty'a;égciaﬁe&.withAthis delegatiaon of function to
the regional a@ministrator. _ o

S Becagse of‘this very lack of continuity, provipcial
guthar?tiesrhave”rgcognizea.that more ps:mgnegﬁ.pommgnity
relaﬁians@ips can only be gchieved by’cor:espondingly more
basic approaches. In & papex on this topic the administrator
for Region ITI has stated: ‘

"ih,IOngjterm;planning;..services will largely

live or die depending on the wishes of the aver-

age citizen. For a cértain length of time a

service or an idea may be imposed on a commun-

ity but if the sexrvice Is not Interpreted to

the community it is only a metter of time before

the average citizen will expréss his wish and
have the service discontinued. Therefore...we
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must go a éfep further (than the'council) ana
carry on a programme in the community,"d
He suggests further that this program should not

be carried out &inectly by the‘regional administrator be-

cause of his official position. Instea& he envisages the
social workers doing the Jjob, working as interpreters with
local community organizatiqn&, service clubs, women®s organ-

Izations and church graups. Invtime there would be estab-

lished & broad base'of'community interest and understending

of wglfare services. With,suchva_background, the more offic-
ial.rglationshipsvwith the municipal cquncils cqul&_become
relaﬁively easier; The community iﬁself would provide cohn-
tiguity'to its successiye councils. This scheme of commun-
ity educeation on the partrof'the sociel workers has in fact
begn.fogtergd by the';egional administrators with satisfact-
ory regnlts. _Undgr p?asent cquitions of high_case loads,
however, community participgtion by field workers on & for-
mal basis is severeiy limitad.by the amount of time avail-
able to them for such pur‘poses_.6 FUrthermore, turnover of
persopne;.in the'field has also been high with the result
that opportunities for field workers to become influential,
integral parts of the commnity is again peducedz Finally,
coﬁmunity participation.of_an effective type requires &«

natural ability and inclination not universally possessed.

- 5 Sadler, J. &, "Communlty Organlzatlonﬂ Vancouver,
1948.- ) ’

6  Average case loads for 194?—48 were 287. Welfare
Branch Annual Revort, 1948, p. 32. :

7- During the year - 1947-48 total staff appointments-
were 44, resignations 29. The total average staff was 147,
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lTo be mos%b influential,_specialized training is also indica-
ted. Improvemenﬁ_is_being shown here inasmnch as training
is becoming more available as the number of proiessionally
trained staff Increases in the field service.

In spite of these drawbacks of lack of time, high
field staff‘turnover and the scarcity of formal skills in
community organization, a significant ampunﬁ of interpre~
tation_isibeing done by the fiela'personnel on a more infor-
mgl basis. This is effected through}OPPortunities Presented
by the normal field routine of offering services to the com-
manity. The following} suitably altered, is a brief example
of‘in?erpreting a.spgcific case to & comnunity as carried
out by a field wgpkep in the course of his work:

"A family of five, because of its common~lsw
basis, had fallen into disfeavour with the
local small community. The father became 1ill
and was unable to support and although social
assistance Had béen granted, the family's
major troublé, non-acceptancé by the community,
effectively prevented any thorough-going rehab-
ilitation, The children were having trouble at
school and the father, when he did récover his
health, found employment difficult to obtein.
Howeffer, he had served with a good record in
the ermed forces, and on the basis of this the
worker was able toO dpproach the local velerans!
association concérning this man's problenms.
Receiving support he next approached the tea-
cher and through her, interésted the parent-
teacher association in the problems of the
children. "Both of these groups provided help
to the family and enabled its members to re-
establish theémselves within the community.

The man obtained & job and the ghildren's
school relationships improved.® .

Although this is not a difficult or unusual case,
‘the worker found that in the course of swinging opmmunity

support behind this one femily he had been able to interpret

'8 Obtained in:an interview with District Worker, W.
Rasmussen, June 1950,



-84 -
welfare services to important local organizations»on a Tather
broad basis. He had thus encouraged community relationships
with his department without specifically setting out to do
50 beyond the confines of hils case,

The reglonal administrator, although not directly
implicated in this type of activity, does foster 1t by en-
couraging such policy in hils relatlonships with his field
supervisors and personnel. He 1s also able to act as a
"resource person" to the fleld worker through his relation-
ships with the local community officlals.

Importgnt as liaison 1s, other relationships may
not be neglected. In those mgnicipélities purchasing pro-
vincial services on a per caplte basis, the relationships
with the reglonal administrator are essentially those des-
cribed for the fleld offices located in unorgenized territory.
The regional head has service and managerial authorities with-
in this municipa} category precisely the same as those he
exerclses within the regipn proper.

In the remaining category of municipally adminis-
tered welfare departments, hls suthorities are somewhat more
restricted. His ultimate authorit& over the granting of the
provinclal share of social allowances remalns uhaltered, al-
though in practice the municipel administrations determine
the eligibility of applications within their areas. The
latter however, submit monthly reports of soclal allowances
case turn-overs to the reglonal head for his approval. Simil-

arly all cases of an extraordinary nature are generally
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settled by personel communications between the reglonal and
municipal administrators. In addltion the‘municipalities
forward to the regional administrator a monthly work report
listing the number of cases handled 1n all services includ-
ing soclel allowances. Thils report corresponds to the field
work report submitted by the dlstrict offices located in un~
organized territory and 1s used by the regional head in com~
Ppiling reglon~wide statistical summaries.

In rbspeqt to magagerial &qties as described in the
preoeeding'chapter, the reglonal administrator does not in- 7'
fringe on the sphere of the municipal departments. These are
the concern of the municipal adminiétrator. Similerly, in
regard to persomnel, the regional administrator exerclses con-
trql,only over thosevstaff provided by the province under the
agreamnent of the Social Assistance Act. Personnel prectices
for municipal staff are within the Jurisdictidn of the muni-
cipal welfare admin;strator.

A major exceptlon (ingheory, if not in practice),
to the above general working relatlonships between reglon
and municipalitiesvis rgpresented‘by the Clty of Vancouver.
Contrary to the usual municipal welfare department which 1s
organized under the terms of the Social Assistance Act, the
Vancouver Social Service Department 1s constituted under the
city charter. In broad terms 1% may be sald therefore that
Vancouver, alone among the local units of British Columbia,
operates an indapendegt Welfaré department of its own lnstit-

ution, However the agreeaments set forth In the Soclal Assis-
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tance Act as regards servicgs offered, the sharing of direct
sexvice costs, and the matching of personnel again hold force.
Reglonal relastionships are maintained inasmuch as the city
department furnishes the administration of the reglon within
which the city falls, with complete monthly work reports for
all services. A monthly blanket statement of soclal allow-
ances costs is aléo submltted which constitutes a slight
departure from the more detailed social allowance reports
furnished by the remaining municipalities. In spite of these
mysual® relationshlips with the region it may be noted that
because of its size, the Vancouver Sociel Service Department
In matters of broad pollicy, tends to deal more directly with
the general administratlan of the Social Welfare Branch
than 1s the oase with the smalle: municipalitbas.g
In a theoreticel administirative sense this situa-

tiog does not necessarily represent a circumventlon of the
chain of command since on policy matters affecting both the
reglon and the City, the reglonal administrator 1s inevitably
an active participgnt in discussiqns. However, hils role may
be regarded principally as a co~ordinating rather than a
directive one, as it is with the smaller local units.

- The relationships revliewed above are among the
most lnportant which exist between the provinclal author-

ities and the munilcipallties. As admlnistrative operations

-

-9 According to an unpublished survey made 1in 1948 by
the Welfare Director of the Vancouver Social Service Depart-—
ment, the case load for Vamcouver accounted for approximately
one-third of total provinclael cases in Soclal Allowances, 0ld
Age Pensions and Mothers' Allowances.
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go, they are also most extensive. _Eifteem nmunicipalities
are at present operating social serVice departments and a
further number are contracting for provincial services.
Negotiations must be carried on with each of these loeal
units. Traditionally, such negotiations between the provin-
cial authorities and the municipalities are most difficult.
Moreover, as has been stated, the task of interpretation is
often & repetitive one. Without doubt, central office has
relieved itself of a mighty burden by delegating responsib-
ility for these relati&nships:to the regions. Whether 1%
has seryed the regions equalLy-as well is a mstier for con-
jectuief The very qomplgxity.and.extent of this secfion.of
ﬁieldvaperaﬁiags raise questions regarding its valid exis-
tencg. :Undpgbted;yvregional admigist:ato:s should handle
prqvingigl—mu§icipal_t:agsactions. No doubt even, they
spoul&, if anyone should, carry the onerous burden imposed
by the Sociel Assi$tance Act, It is an apen guestion, how-
ever, if the aims of the Act should have to be_enforced by &
form of salesmanship es they now are. The semi-voluntary
basis of this legislation,maﬁes its_implgmentatian a formid-
able and time consumigg‘tas&J The poliﬁical implicatiqns in-
volyed,in stiffer enforcement clauses for the Act cannol be
ignored, of course. But neither cean be ignored the draining
and diverting-efiect ?hese intricata mnnicipal affairs.exert
upon the proper developmentAof decentralization. _quking
ﬁqqtrary'tg the praper aimﬁof.dgcenﬁralizatiqn (i.e. to

delegate authorities to the field) is the fact that at the
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present tinme regioﬁal heads cannot accept more responsibility
because of their numerous commitments Wiﬁh‘thé municipalities.
The toothless condition of the Social Assistance £Act is in
goad part responsible for this state of affairs._ It is prao-
fitable to speculate on what effect 2 redesigning of this
Act could have in»releasing thg regional hegd from his pre-

sent pre-occupation with the municipalities.



CHAPTER VI

PRESENT ATPRATSAL AND IFUTURE DEVELOPMENES
OF DECENTRALIZATION

‘ The material in the preceeding chapters has sugges-
ted that decentralization is needed in British Columbia
principally because the naturg of the province demands it.
Without meking this a mgin point of argument, it appears
%haﬁ_this statement can be strongly supported by the pre-
cariaus state of the centralized administration following
amalgamation of all services‘in 1942, The deterioraiion of
ceptra;ffield comnunications at that_time virtually forced
a rggdjustment of‘administrativeAstructure and the decen-
trélizationvimplemsntgﬁ seemed not only desirable but im-
perative. The other'gdvaqtages this system introduced,
economy in field personqel, the change tq implemsnﬁ a single
flexible service based on need and most importantly, &
me&ium,fqr’&ealing With welfare counterpaﬁts in the munici—
pal;t@as”.g;l,of thssg qlea: ggins made dgcentralization the
obvious cholce in admin;st:atiye remedies.

, The material reviewed also suggests rather.definit—
ely thaﬁ the protess of &ecegﬁ?alization,was done well, when
and Wh¢r§>ij gonsistediof a'purely tebhnical process, free

from other impeding factors. The most notable example of
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this mecheanical success may be fpund in the efficient and
soundly designed delegations in regard to statistics and
records, accounts, and in fact, practically the whole oper-
ation of the “"management" or "housekeeping" side of field
activity. In respect to these elements, delegations have
been such as to permit the regional heads and supervisors
freedom to act and sufficient power to act but within a
fremework of comtrols sufficient to safeguard general policy.
These are major objectives in decentralization.

Inpressive as this display of technical excellence
may be it cennot obscure the fact that regarded over its
whole_extent, thg_wq;ﬁa;e adminigtrgtiqn is not enti:ely an
example Qf a ha;mgniousf4wgll-balanced, eificiently operating,
&ecent;alizedAa&ministration. Internal stresses and strains
exist andivery appgrentLy pravegt the comp;eﬁe reglization
of the‘intendgd,cogrse of decentralization. This fact seems
to argue convincingLy that nQ“stpucture for administering S0
compleg.an undertgking-as a pub;ic_welfare program can he
based on technical soundness alone. &ll elements peculiar
to the problem.tq be_me?mmusﬁ be considered or even the most
theoretigal;y‘correct structure will meet with difficulty in
its execution. 4There is no reason ﬁo suppose that this know-—
ledge escapad“the designe:s of the decentralization. Memy
external realities affegting»the administraﬁian were mel and
dealt with, most nqtably the need for a unified department
in the first placg. Therg»are:othaps; the aaswer.of in-

serviee training to the wartime manpower shortage, the
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attempt to settle relaﬁionéhips‘with the municipalities
through the Sociel Assistance Act of lgéé;ana the fostering
of reasonably attractive personnel practices to atitract
staff - all these matiers of concern were dealt with in one
way or another as the need arose. '

_ There seems to have been one problem, however,
vital t@.the decent:alization, that was nevertheless relat-
ively neglected or ignored. This revolve@ ground the treat-
ment objectives of the new administration. What were the
treatmemt'objectives'of’decentralizatian at iﬁs inceptian?

In review, thése seem to have been Ta gene:alized family ser-
vice imp;emented by'trained soqial4workers," Nevertiheless

it appears ﬁhgt’this stated pbjective was sa heavily comprom-
;sed in»@heﬂcou;se oi‘decenﬁralizationvﬁhatvﬁhe only fully
profgssioqal service, that of child welfare, refused to par-
tiq@patg in tqtal decenﬁ:glizati@n and still remeins alaaf
t11l this day. This could only mean that the field personnel,
-district §upervisors; regiangl administrators amd field con-
su;tants o? tpe new a&minigtraﬁéan:were not considered cap-
ab%e of“maintgining.thgwstgnda$§s to which the division
aspi.req._ 'I_'herg seems Q‘._Jj;tﬁle f.iou.bt that they were not. The
field.persongel were; more than fiﬁty‘per cent of‘themg un-
trained, as vere £0qr of thg iive.regiqnal administrators.
The district supervisors, whe;e they were trained, lacked
sufficient experience and (eéually impoztanﬁ) sufficient
uninterrupted time to give proper direction to services.

The more economical use of each worker, which the
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unification of the field forces oproduced, élgo produced lar-
ger case loads for each worker and larger supervisory loads
for each district supervisor. To the directors of the child
welfare program the Immediate but repelling result of decen-
tralization was that of superficial efficiegcy. Authorities
were being decentralized but not principles. This result was
not compatable_vith their‘exgressed objectiveg of protection
and rehabilitation,for chil&ren.at a proﬁessionaiflevel.
They therefore held back and partially becausé of their ré—
luctance, the decentralization assumed its present hybrid
form. It p;ainly appears that the exte;nal réality of pro-
fessiopél social work stenderds within public welfare and
their potentlal effect on the course of the decentralization
was.not_sufficiently taken.;nﬁo account befora the plan was
launched. It i1s In this sense that technical efficiency
along failed to guarantee @& workable administrative struc-
ture .

7 » The othexr external'factqr? wpich resqlted in 4i-
verﬁingﬁthe original plan for dispegsiqn, consisted of that
enduripg:mggolith of national politics, federalepravincial
relatipnships.A Thgncategoriqal and@ centralized form of old
age and blipd_pen§ions has already been related to these
chronic negotiapions and ﬁhe lack of broad.finanéial agree-~
ments which accompany thgm. These, by breeding:categorical
regulations, p;evemted olad age pensions from joining the
depentrgli%ation and a generalized family service just as

effectively as the child welfare service was prevented by



professional standerds and objectives. The difference is,
of course, that much less could have been done about the
former. Prog:ess'here depended on mgtual agreement among
ten provincial governmente, and was out of_reach of the
planners of one provincial department. Treatment objectites
on the other hand were directly within their jurisdiction.

When considered together, it does stand out that
these two, rather unrelated, but decisiVe problems of pro-~
fess;onalism.and federal—provigcial relationships were not
native to the decentralization. Rather they dated back to
the time of the amalgamation in 1942 and before that to the
deve;opmental history_qf‘welfare services from the ea:liest
days. What becomes epparent, when the pmesent_development
of @ecentralization in British Columbia ie reviewed, 1s the
fact thetvthie administretite Qeyice was imposed upon an
essentially diviie@ and dieunited administ:atian¥ which wes
compeeeq of eleqeqte ef services with widely varying points
of tiew§ OffieieILy one, theseielemegts were actually still
diviﬁed?'in'objectives,“in philosophy,.in“training and in
legielatiop.“ It is therefo;e 1ittle eurprise_thet vhen de-~
centra;izatien'wee_euperimposed enlthis structure it‘did not,
anevcould not{ follpw a normal course Q? (3;eve_al_opm.ent‘r I%
coulq take full effeet only in‘those directions permitted by
the unresolved‘confliets ereated,by amalgametion, The present
semi~decentralized structure was the result, a technically
correct but-a philosephically confused entity.

The question of whether decentralization was under-
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taken in spite of a knowledge of the likely outcome of aiv-
ided objectives or whether it was begun in some ignorance
of it, is an Interesting one. Nevertheless, at this point,
it is largely academic. The problems which beset the decgn-
tralizetion must be dealt with regardless of their origin.
It seems probable that what can be done to eliminate the
pbstacles toward fuller dispersiqn of authorities, will be
done at the earliest oppqrtunity._ The problem most amenable
to attack is that of field standards of treatment. There-is
every indication'that the administ:ation has recognized the
necessity for improvgd professiopal standards, not merely
becauge the child»welfare @ivisioq}has impressed its point
and further decentralization is qleayly seen as depending
on improvgd tregtment objectives. Mﬁch more significantly,
1t 1s becoming increasifgly clear in its own right that
public‘welfare must henceforth be conductgd.in_such a way as
to provide first-rate prevention services, supplemented by
successful rehabilitgtion for the socizlly han@icapped, if
it is to gvoi&_becoming_an,ever increasing drain on public
Tesources. Welfare costs in all countries are continually
og,the rise eand this province is no exqepﬁion. Administra-
tive refinement; are_merely palliative, The only possible
way té.out ensuing costs, short of ;gtting servioes elso, is
to ensure_that public se;viees dovprovide a maximum of success-
fgl prevention and,rehabilitation. The emphasis on "success-
ful®" here ig deli_ber,ate° No ha;?—measures will suffice.

Such an emphasis requires anothexr, that of topn-
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flight professional bersonnel to achieve these aims. It is
an administrative truism to say that the duality of services
is only as good as the quality of men who implement them.
In those services where prevention and treatment are the
predominant elements, this statement holds particularly true.
It is no secret why public health administrations, in this
province‘and in others, regruit only the most‘highly trained
professionals to staff theirx preventative progféms, The best
way to control disease is to prevent it and only personnelA
with the best possible training are adegquate to prevention.
Socia; illngssas are equally best controlled by prevention
and by use of the highest calibre of personnel available.
There 1s considerable evidence to suggest that the
public welfare a@ministratian shares such_thinking. The
specialis@.serviqes maintgined.by the Welfare branch, such
as the psychiat;ic divisiqn”attaﬁhed to the mental hospitals
and the child guidanee clinic, arve Stgffed exclusively by
university_trained personnel,of the highest standards. This
is obviously in recognition of the need_for such personnel
in this purely preventativerand rehabilitative setting.
This tren& is also extending to some degree into the general
field. Theistatemept has been made by the administration's
director fqr personnel that_the dilemma of the non-profess-
ional regional administrators in being unable to accept
euthority fo;.treatmept services will be resolved by the
ultimate gppoiptment of aéginistraﬁors~With fullAtraining

guelifications. Presumably, this 1s some time away in the
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future bhut it is neyertheless indicative of the_general
direction of trends. Furthermore, emphasis on professional-
ism is also apparent in the district supervisory}staff,
which heas been developingkunder decentralization. This
staff wlithout exception, is fully trained.

In regarﬁ,to the field workers, the standards are
admittedly not gquite so high. Scarcities of professional
social workers still exist: Allied with this is some admin-
istrative opinion that services have not reached the point
qf development in British Qolumbia where they demand exclus-
ive professional atiention. From some ventage points this
is a correct view. But most‘of_thgge reasons are negative
ones which do no@ argue conqlusively against eventual.es—
tablishmgnt of high professiqnal standerds in field person-~
nel. For example,‘it is argueq that cese loads are in
general %00 high to permit maximum use of professional skills
in a really effective manner._.Secondly, a large number of
stenpially non—ﬁreatment services occupy a goad deal of the
individual workers timg, t;ained or untralned. These argu-
mgnts!_of_coqrse, wgagly ignore the fact that since the pre-
sent generalized service 1s administered by a single worker
in a given area, that worker should be g fully gqualified
one if he is ©{o implement existing treatment services, no
mgtter how few they may be, or What.small part;of fisld~-
tine they ocaupy,'_In addition it does seem apparent, that
from a Tinencial point Qf view,_the»present services are

not pitched at a sufficiently high level to make a thorough
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going preventative and rehabilitative program possible.
Ultimately this will be revealed as_false.ecpnomy but pres-
ently, in the fact of such tremendous welfare cosﬁs, it has
the temdency to appear merely reasonable. Obstacles emough,
reai and unreal, exist thefefore, to prevent the implement-
ation of good treatment services, which would automatically
reguire the best in field persomnel, which would in turn
solve the problem of decentralizing the child welfare ser-
vvicesa

It is importanﬁ, however, in spite of existing
circumstances, to aim_at the proper objectives,; even 1if these
canngt be reached ;mme&iately. .Both for the particular rea-
son of administrativewha;mony‘anﬁ the general reason of
ﬁwnithe; welfare iﬁ British Columbia™, treatment® services
'provi&ed by professional social woxkers musﬁ‘be that aim.
This statement becomes more imperative, viewed in the light
of thg fev treatmsnt.services availablq from private welfare
ageacigs‘ig the provinece. TheseAare, in comparison with
qthe; provinces and statas,‘negligible in_the ovexall pic-
ture. In.?heApasty at present, and ﬁor sqmetime in the fut-
ure, thé public welfare admin;stratiogAwill be responsible
for b;inging the best in welfargnservices to its citizens,
if qnly for the reason ﬁhaﬁ there is ha one else to do this
job. |

Some of the_thipgs which may_aid in this task are
more obvious than redical. .For one, modern personnel prac-~

tices rut into effect by a trained versonnel officer would
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have a salutory efﬁeqt on recruiting andkkgeping the right
kind of trained workers. Salafy recognition for extrs
traeining is still a thing of the future. No opportunity
exists for workers tq compete for preferred positions.
Tu:hover in personnel is still toa great to allow the grad-
ual accumulation.of a field force which is both trained
and'experienced._ The latter point is a particularly acute
one. Training elone does not guarantee an efficient field
service, it merely mekes one feasible. A truly productive
fiel¢ fqrce'is tﬁe ohe thgt stays;puﬁ for reasonable lengths
of time§> Epr ﬁhis reason, speclal efﬁorﬁs cogld be tegken
to emcourage male recruitment, since men presumably would
enter the service to meke a cereer, not to prepare for one.
Inc;gase& numbers of male graduates from the sqcial work
schools strengthen the possibility of this suggesiion.

| The position of the regional administrators could
be imprqved in respect to treatmenﬁ aims and the decenﬁral-
izgtion. More regions with more appointmemts of gdminis-
trators are Indicated for the final realization of both
objegtivesf New appaintmeats should inveriably be from pra-
fessianally'trained personnel. These moves would eventually
p;oduce‘regional administraﬁcrs capable_of accepting the
burden.of‘full.ielegatiqn, Itvis pexhaps excessively opitim-
istic to hope thet something'qoulq be done to remove or ease
the burden on the administrators of "caring®™ for the munici-
pglities. A revisiop.qﬁvﬁhe Sopial Assistag@e Act would

suffice but seems remote. Perhaps enough time has passed to
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werrant the hope that the municipal welfare flux, which
requires S0 much‘care, will sﬁabilize into(rouﬁines nost
effectively han&led.by'assistanﬁs to the administrator.

The obvious supervisory flaw restraining further
decentralization, cqnsists_of the amount of administrative
routines gnd rracedural skills with vhich each supervisor
must cope. 4Although unwelcome because they exclude atten-
tian to bette: trea?ment standards, these are yet iIndispen-
sible and important. 4 sufficiénﬁly'exparienca& staff would
considerably reduc& the_suyervisor's gpncenn.with.such de-
tail. Failing this, and as district of fices grow, technical
assistants_could_wellvbe>g§ed ﬁo‘remove from the supervisors
the excessiye burden_of rauiinegf

_ Finglly, since <the major‘roa&black_ﬁo a more com-
p:ghensivg Qecentrglizgtiog hes esseqtially been one of
principle, & redefinition of the administration's objectives
and priqciples_in tpéatmept wpqld4aLone be ai tremendous
serviqa, & rede?iniﬁianvof principle‘negd not involve an
immediate and carte blanche realignment of the administra-
ti&n to suit,such_principlesoA ThisAmight not be»passible,
as indeed 1% might not be désirable° Many serious problems
must first be solvei,i The gaint involved, however, has been
well @escribe& by a former ambassador to the United States.
Speaking of world affairs in general he said,

"0ur tasks are: to define what is desirable; to

define what is possible at anytime within the

Scheme of what is desirable; to carry out what
is possible in the spirit of what is desirable™

1 Senor Selvador de Madarisga. Ambassador from the
late Republic of Spain to the U, S. &, |
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Within such a conception of action the "possible"
and the "desirable“ do not compromise but instead reinforce
one another. They therefar e allow concerted acﬁion of the
wnole organization toward specified objectives in spiﬁe of
presentipg-problems. Although the welfare administ:aﬁion
has continually mede skillful use of the “"possible®, it is
not clear that thoroughgoing, specific, black-and-white
statements of what is desirable in the way of long range
objeoﬁiyes have ever been ag;eed upon by the whole adminis-
tration. This is & opippliog hendicap to its function. In
thevend, this ommisoion re&uoes the administraﬁion to the
pasition in which it‘resemb}es a bhoat containing &« number of
people al; Vanting to t:avel to @ifferent Qesﬁinations. There
is grave probabiliity that'the resultant voyage will be highly
circular and thét none of the passengers will truly have
their hearts in the trip.

'It ig imperative, howove¢ visionary or however
elevated_if_may'be,‘thaﬁ.a common objective be cobtained,
satis@actory‘to all elemeoﬁs of t@e administ;ation S0 that
it may_be mainﬁained.through.every expedienoy as & final
goal to which the total a@ministgaﬁion.is roving. Modern
conooptg}of proveotion an@ rehabiliﬁation.fbr*all human
handioap,'physiool? menta; and emotiooay, oeem.well suited
toAform.suoh an,objectiyef It is only in this diredtiop
thet the amalgamated servicoé will evemtually find unity and

a complete decenirglization.



A
APPENDIX A
SERVICES

K. QGeneral Case-work Services.
B. Specific Sexrvices.

1. Child Welfere.

&: WMothers' Allowances,

2. Social Allowences.

4, Qld Age Pensions.

5., Tuberculosis Division.

6. Venereal Disease Divigion.
7. WMental Hospitals.

8. Chilé Guidande Clinic.

2. Boys Industrial School.’

10. Girls Tndustrial School.

11. Hospital Inspection Branch.
12. DProvineciasl Home and Infirmaries.
13. Collections Service.
14, Lew Courts.

15, Family Allowances (Federal).
16. Veterans Affairs (Federal).
17. Indian Affeirs (Federal).

Services_inAregard,to tubarcu;osis, veneral dis-~
ease, the mental pospitals,qﬁhe phil& guidance clinic_and
hospital ig;pegtion_are car:ied out by special“divisions
Qf f;gld“wozkers whq_a@e'attaphed pp thg gppropriate adminis-~
t:atiqn‘or’aggn@y‘governing thg service. For example tuber-
culosis) veng;al Qisgase and'hospital ipspection services
ere carried out by public welfare workers attached to the
ngblio Health Branch of the Department of Health and_Wélﬁarea
Wb;kers sexrving the mgntal hdspitals end the child guidance
clinic are attached to the Provincial Secretary's Departmént.
Ihesg services'arg tpgrgfore not direct concerns of the

regional administrators.



' APPENDIX B

Sample Balance Sheet of Welfare Expenditure as Employed
by Regional Administratorsa

STATEMENT FOR “X“ MUNICIPALITY

S~

Caseload as at April 1950

Social AllOWaNCEeessescesscsccssssccs 75
mthers Allowa.nce........-........... 15
01d Age Pension o0 ssenssesssonsrsnsece 333
Family Service ecesscceccccocscsssene 10
Child Welfare escececcsecesssscscssscs 24
Others QOO 0060000000000 0000000000800 12

Disbursements for month of April 1950

Amount Municipal Provincial Inter- Federal
Municipal
disbursed share share share share
Social
Allowance 3,637,00 50,00 3,000,00 97.00 -
" Mothers ,
Allowance 649,50 - 649,50 - -
0ld Age
Pension 13,320,00 - 5,827,50 - 7,492.50
Child :
Welfare 130,00 26412 104 o448 - -
17,736.50 566,12 9,581,.48 97,00 7,492450
- Municipal Provincial Total
Approximate Medical Costs per Year 630,00 2,400,00 3,030,00
 Administrative Costs per Month $ 860,00 (Provincial share)

Provincial Government pays Hospital Insurance for Social Allowance,
Mothers Allowance and 0ld Age Pension casese

The above is a composite statement compiled
from. several actual statements and applies to no specific
municipalitys.
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