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CHAPTER I

INTRODUCTION

Burpose: .
 This thesis is intended to present a study of various changes in the
program of field services within the Illinois Department of Public Welfare.
Specifieally, the changes within the administrative organization of these ssrv-
ices will be exsmined with the purpose of identifying the reasons for the
changes, It is recognized that a good, clear adninistrative structure is
essentisl for the effective operation of any programe. This is as true in the
field of pudblic welfare as it is in any other tusiness. Important changes
have been made in administration within public agencies in recent yesrs and
this study exsmines those changes which have ocourred in one of those agencies.

The term *fleld services® as used here refers to those extra-miral
pervices necessary to extend welfare programs throughout a given geographical
srea, This is a term commonly used in welfare agencies and includes hoth the
people who sctually perform these services and the offices they use as heade
quarters, In this study most of the personnel referred to as "field staff®
have had specific training in child welfare, or have demonstrated aptitudes in
working with children. The child welfare woriers making home visite and come
minity contacts are aided by clerical personnel who help with secretarial
services, bookkeeping, and by performing related office duties,

1




|soope .
The Department of Public Welfare is one of the largest sections of

the governmental structure of the State of Illinois. Slightly over one=-fourth
of the approximately L0O,000 state employees are assigned to the Department of
Public Welfare, Although the public assistance programs are not now the re-
|sponeibility of this Department, it des administer twenty-nine institutions,
Acarea for about 50,000 patients of various types, and has numerocus offices and
clinics throughout the state. Almost one-fourth of the state finances are
%udgeted to the Department of Public Welfare. The Director of the Department
bf Public Welfare is appointed by the Governor andis directly accountable to
him, There ig also a citizens board, members of which are appointed by the
Governéf, which has sn adivisory but not policy determining function,
In general, the Pepariment of Public Welfare is responsible for
thild welfare, including juvenile correctional programs and psychiatric serve
fices for children; the care, treatment, and training of certain physically
pandicapped groupss the hospitals for the mntally i1l and the mentally ree
arded. Because of the wide gpan of activities of this department, it was
elt advisable to limit the scope of this thesis to the field of child welfare.
A study of avai‘.lable source material indicated that major organiza-
plonal changes occurred during a ten year period which had its start inm 15L2.
floser examination of this material revealed several important steps in the

dmini strative functioning of the field serviaes program. These will be pre-
nted and elaborated upon and will form the basis of the econclusions drawn at
e end of the thesis.




Sources:  °

Official orders iscued by the Department of Pébm Welfare have
rerved as an important eource of information regarding the subject matiter of
this thesis, The anmual report of this Department for the years 1545, 1949,
and 1950, and ite magasine, the Welfare Bulletin, for December, 19433 Juns,
19hhs and August, 194L have also provided helpful data. The report of the
American Public Welfare Aesociation dealing with the suggested reorganization
of the Department of Public Welfare in 1542, has given much background infore
mation for Chepter I.
Methods
At the start of this study the author personally collected all the
available material in the files of the Department of Public Welfare which ree
lated to the rsubject being studied., This material fell into the four main
sourcee of information mentioned sbove. The next step was to read this mater
inl snd to sort it chronologiecally. PFollowing that, the author selected the
relevant information and studied it for the purpose of identifying the adnine
istrative cheanger and of seeking the reasonc for them., This procedure polnted
out the three main stepe involved and gave the key to the conclusions that
have been drmm, | ‘

Plan of Presantation!

The presentation of the asgserbled material proceeds primarily on s

nological basis. An analysie of the changes in administrative structure
g given at appropriate intervele in the text. Chepters 11, I1I, and IV em-
dy & deseription of these msjor changes, while Chapter V contains the




k

conclurions. - Thege crmciéaioma,iu 8 sense, sorve as a summarization of the

main points made in preceding chapters.




CHAPTER II
CROANIZATION OF THE DEPARMMENT IN 1942

When one looks at the orpanization of a field service program in
children's work within the Department of Public Welfars in the year 1542, he
sees 8 multiplicity of Divieions, He sees various types of services being
offered through the followinz divisione:

1¢ "The Division of Child Welfare

2+ The Division for the Rehabilitation of Women and Cirls
3¢ The Division for Delinuency Prevention

he The Metropolitan Division for Delinquency Prevention
Bs The Institute for Juvenile Researeh

6. The Division for Juwenils Field Supervision

7« The 8t, Charles Training School for Foys

8+ The Ceneva Training School for Oirls

Se The Zoldiers' and Sailors' Childrente School at Normal

In one way or snother some type of program extramursl in nature is
operated by sach of the above mentioned divielons. Figures 1 and 2 chart these
jeervices, Pigure 2 presents only those services with which this study is cone
- cerned and is adepted from Figure 1.1
In the introductory remarks of a report of the ‘merican Public Wele
fare Aesocistion, the following statements are made:

With the exception of fisoel control and monagement services,
similar functions and activities remsin uncoordinated at any level
helow that of the director. Services are scattered throughout the

Department and many closely related functions operate quite independe
ently of one another. £In outetanding example of thie lack of coordinstion

1 Pipures 1 and 2, Pagee 6 snd 7
5
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can be found in the field of children's services. . . » The present
setup permits approxizately ten different types of local community
contacts which ean be coordinated at no point below that of the
Birector of Public lelfare. The disadvantapes of this arrangsment
are obvieus.2
A& eloser look at this administrative structure chows that the main
officer of the Divisions of Child Welfare and Delinquency Prevwention were
located ia Springfield; the offices of the Division of Rehavilitation of Womea
and Oirls, Metropolitan Delinguency Prevention, and the Division for Juvenile
Flield Supervision were located in Chicagoj the Institute for Juwvenile Research
had headquartere in Chicago, as did the Division for the Blind, The superine
tendent in charge of each of thess Divisions of the Department was responsidle
imnedistely to the Director of the Department of Putlic Welfare. The fleld
steffe for each Division were headguartered in their own homes and did their
osm office work there, The field staffe were responsible immediately to the
superintendents of the Divislons :nd their immediate assistants at headouarters|
There apparently was little opportunity for discussion between divi-
sional superintendente and, sonsecuently, group thinking and planning was
difficult to secure, In fact this sams report points out:
it present seriocus conflicts exiest hetween the Division of Child
Welfare and the Division of Delinguency Prevention. Both divisione
operste on a county level and are actuslly in competition with each
othere There is also conf{lict between the Division of Delinquency
Prevention and the Institute for Juvenile Research with the former
seeking to build up a duplicate competing service in the child guide

ance fisld. This example from the child welfare area agral.y illus~
trates the necessity for coordinating related services.

2 "4 Heport on the Urgenization of State Public Welfare Services in
Illineis,* American Public Welfare Association, 1542, 3.

3 Ibid.
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Fortunately, tha Director of Public Welfars in 1942, and the Bosrd

of Public Welfare Commissioners wers aware of the lack of coordination and
consecuent inefficiency in operation that existed within the Department's
field services, The State Department of Finance was gleo interssted in eseing
a more efficient and betier coordinated program. That department is respone~
ible for the approval ef expenditures of state wonies and is considered to be
the "watgh dog" on the state budget. With the approval of the Qovernor of
Illinois, the Department of Public Welfare in early 192 asked the Americsn
Public Weliare Assoclation to maks a study of the administrative structure of
the Departsent, This orgsnizetion provides technical and consultent services
and acts a# a clearing house for the e zchange of information snd experience
in the fleld of public welfsre.

This study was made by the Director of the American Public Welfare
fssociation, the Chief of the ‘dministrative Fervice Unit of the Minnesota
Tivision of Social Welfare (study supervisor), and the Executive Aspistant of
the Zmerican Public %Welfasre Associstion, The report of the fmeriesn Publie
Welfare Associstion study committee was tranmmitted to the Director of Pudblie
Yelfare on ipril 25, 15h2. In his letter of tranmsittal, the Director of the
issociation pointed ocut that the survey staff would not be expected to evale
uate the cuality of service but would concentrate on orgsniszation and admine
istrative magomnt.k

In its proposal for e reorganization of administrative services, the
report recommended that thers be instituted the positions of thres deputy

b Ibid., 1




10
[directors of public welfare, each responeible in turan to the director, one for
social services, one for fiscal control and administrative manasgement, and one
for mental hyriens, In describing its recomnendation and the reasons therefor,
the report says that under ite plan similar services would be grouped together
on & functional basis and fall into the three main services., It felt that this
grouping would enable the Department to reander mich more effective service than
in the past.5 Also, arrangements were made in the socisl service section to
provide for four division chiefs responsible respectively for Pullic Assistance
Child ¥elfare Bervices, Services for the Physieally Handicapped, and Field
Operatione, These would c:‘anatitgm 8 subecabinet group which wuld be respons-
ible, together with the deputy in charge of socisl service, for developing
policies, plans, and procedures for the operation of the field service programs
In connection with its sugpestions for a goordinated fleld service program,
the report recommendad:

The division chief in charge of field operations will have
direct line authority over the dlstrict office supsrvisors who
Tlold sctivitios within Betr districtass | oo o

It ip futeresting to note that in relation to child welfare reor-
ganization the report recommended:

le. Reorganizing completely the child welfare program.

5 Ibid., 5
6 Ibid.
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2+ Placing the responsibility for all child welfare work in

the hands of one division chief under the social service

deputy, '
3. Having the parole services operate directly out of the

institutions, since the institutionsl managing office

was legally responsible for a child until parole was

tersinated and because this highly speclalised activity

should be congidsred an extension of the institutions®

treatment program.?
Pigures 3 and ki chart these recommended changee with Figure L re-
presenting only the pertinent parts in the socisl service sestion,®
.Bome little time elapsed until it became c¢lear as to how the sug-
gestions of the imerican Public Welfare Assoclation might be put into effect.
Ao might be expected, these recommendations could not be undertakesn without
large eoale prepsrations, On Saptember 29, 19k3, approximately eighteen months
after the report of the imerican Public Welfare Associstion, Oeneral Order #286
[wag igsuned by the Nirector of Public Welfare. | This general order followed
wslenly the recommendations of the study and mede the reorganization of the
Department of Publie Welfare effective as of October 1, 15L3. The positions
of the three deputy directors were eztablished as recommendsd and of partiou-
lar contern to us le the section entitled, "Social Service.,” It is interest-
ing to note that, in addition to the divisions slready referred to, thers was
included in the responsibilities of the deputy director for socisl service the

supervigion of the Division of Trechoma Control and the Divislon of Visitation

7 Ibid., &
8 Pigures 3 and L, pages 12 and 13
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bt Adult-Blfnd. Included in the institutional part of his responsibilities

feres
1. Illinois School for the Rlind

2+ Illinois School for the Deaf

3¢ Soldiers' and Seilors’ Children's School
ke Nlinois State Training School for Boys
g, Iliinoie State Training fchool for Gdrls
6, Soldiers* Widow's Home

7+ Soldiers' and Sailors' Home

8. Induptyisl Home for the Plind

9, State Heformatory for “omen
10, Illinois Eye and Ear Infirmary

re was included in this same arder a statement swhich is of interest to use
re shall bde established a coordinated field service program by which come
funity contacts will bs maintained and services offered.”’ his statement we

see lad to the establishment of regional offices throughout the state and
highly erganized degree of coordination of {isld services.

'
Ve have sesn here a movement from a swrvice which was lacking in co-

prdination-~but knew it=-to self inepection, wl th the result that & start vas

Laéo in the dirsction of coordination and clesr lines of responsibdlity,

Prior to the recrgsnisstion study, these points were noticeable

hbout the services of the Department.

1. A lack of goordinstion existed below the level of the Director.

2, Headouarter offices of the various divisions were widely separ-
ated geogrephically.

9 Oeneral Order #2806, Department of Putlic Welfsre, State of
Illincie, 1943, 1
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ﬁ. Field personnel did not have offices from which to work.

« Competition between services interfered with constructive
progrem planning.

S, Inefficiency in finsncing an uncoordinsted program was
&Pp&l"m’ltn

Recognition of these facts suggested the urgeney of making adminis~
trative changes snd the need of having this service performed with the help
of an outside apgency. |




CHAPTER 1XX

ESTARLISHMENT OF REQLONAL OFFICES
OCTOBER, 194k

Following the promulgstion of Gensral Crder #2836, the Direstor's
staff made plane to lmplement the statements eontsingd therein. The Welfare
Bulletin, m offieial publication of the Department of Publisg Welfare, in re
ferring to this Geseral Crder, puints out that this regrouping of services
on a funotionsl basis is reslly only the first step in providing the best pre-
ventive and rehebilitative service to the citizens of Illinois.l

This report goes on further to outline soms of the objectives to be

sccomplished through this order:

1. The estsblishuent of the clesrest possible lines of suthorit
for the se 01 achleving elfective direction cfﬁf'm . Deseribe
T—.m&jng bom'iim 80l muibority will facilitate the issuance of direct-
ives and will eliminate confusion in the exeoution of plans. 2 definite
line of administrative authority may be established and those services
vhich are conmultative and technicel rether than acdmimistrative will be
considered as staff functions. 7The duties and responsibilities of each
esployee miet be elearly defined snd be understood by the employee if
he is to function in the wmort efficient manner.

2 Better coordination sf functione and services. Within the
Boclal Service there a:e many lunctions and services which have operated
independently of one another, There is a definite need for coordination

1 "heorzanization Flans in Relation to Department of Fublie Welfares
velfsre Pulletin, December, 1943, k..
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[planning for the effective implementation of these suggestions. On May 12,

the Governor of Illinols announced the plan to set up reglonal offices,
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of activities on all levels. One of the major problemes is the need

for integration of fleld staff, Many of the divieions have their owm
field staff which work independently, and some of the institutions have
personne) which work in the field. Thishas resulted in the use of
several groups of fleld workers covering the entire state for channeling
the services of the Depsriment to local communities, In order to ob-
tain efficient and economical administration, it ssemz apparent that
the fleld sctivities of the various divielons must be integrated and
coordinsted to the grestest possible degree in order to eliminate dup-
lication of effort and travel.

3. More effective program p snd analysis, Careful atten~
tion must be given o direc t&m planning of programs on the part of
the divisions end institutions, and these programs will be analysed
and reevaluated from time to time in the light of experience. Progrars
must be planned with an understanding of ultimate objectives. They also
mpt be planned with reference to programs developed by other divisions
and institutions and other state and loeal welfare agencies, if duplicate
services are to be eliminated and conflicts Letween sgencies are to be
resolved, The need for frequent analysis and evaluation of programs is
aspparent, A program plan which was adequate two yosre ago may not be
a sound one at thies point becsuss of a change in the nature or extent
of the need of percons who are being served by the program. It hag been
said that it is more difficult to disesrd a usslese congept or to revis
2 faulty program than it ie to develop a new concept or to esztablish a
new program. Difficult as it may be, howsver, to revise plans in effect
at eny given time, the task must be undertsien and followed through,

12 the best possible services are to be made available to our fellow
citisens whe need help.

ke - Improvement of personnel administration. Personnel adminise
tration is & major Tactor in the success wiith which any progrsm is oper-
ated, Programs may be carefully planned, directed, and eoordinated
but in the last analyels, it is the caliber of the staff, innlnds.ng
ssch and every empleoyee, vho determines the cueslity of service.?

During the intervening monthe, the Director's staff was hard at work

194k, while speaking at the thirteenth anmual delinquency prevention aonfenm+

2 Ibide, k
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He said, in part:

There hae been a tendency in recent years for each of the dif-
ferent aspects of the total life situation of a child to generate
a separate and specialized agency to watch over it. Many advantages
accrue from specialization, as we all well know, but the point at
which each agency fails to coordinate its work with every other agency
touching the life of the child represents the point of diminishing
returns in specialization in this field. We are contemplating, there-
fore, the setting up of regional offices whose function it shall be
to integrate and coordinate in each region the work of the several
agencies of the State Department of Public Welfare, concerned with
the problems of children. Workers from these agencies will be station<
ed permanently in each of the regions so that they will be available
at 811 times to local social work agencies, schools, institutions,

and eitizens.

~By;this means we hope to avoid unnecessary duplication of our
services, and effect a more inclusive approach to the meeting of the
needs of children.3

Following this announcement of the Governor, adiitional work was
undertaken 1ﬂ cornnection with the opening of offices and the Welfare Bulletin
anncunced the establishment of seven regional offices. It mentioned that the
offices wers to bs located in Rockford, Chicago, Peoris, Springfield, Cham-
paign, Eaet 8t. Louis, and Carbondsle. A fegional’rapresentativn would be
administratively responsible for the operation of the Deparﬁment‘s programs
Tt further indicated that the divisions would be responsible for providing
technical supervision to workers in the regional offices.l

This article goes on to report that an employee of the Department

had been selected to supervise this new field service program.

3 nQovernor (reen's fddress Highlights Delinquency Prevention
Conference.” Welfare Bulletin, June, 19Li,5

L4 "Illinois Welfare Department Announces Establishment of Seven
Regional Offices," Welfare Bulletin, August, 19Lk.
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The regionsl offices were opened in October, 19hk, and wherever
available, staff members from the following divisions were asseigned to these

officess

1. Division for Delincuency Prevention
2. Mvision of Child Welfare

3. Institute for Juvenile Research

hs Division for zdult Blind

Shnompixu help wap hired for the offices at the pame time, The only dive
i=ions which did not immediately assign etaff were Rehabllitation of Women and
0irle and Juvenile Fleld Supervision, However, three of the reglonal repre~
sentatives had been members of the Division of Juvenile Field Superviszion and
whers convenient soms members of that division did make use of regional office
facilities,

In order to have some gensral understanding of the responsibilities
of divisional superintendents and of the regional repressntatives at the start
of this new plan and so that the individual staff members partioipating there-
{n would be sble to understand their responsibilities, s statement waa drawn
jup and was issued to all concerned:

Under the direction of the Aseistant Deputy Director, Field Services,
the Regional Representative will have the following responsibilities:
1, Pian orpganization and superviss operation of Regional Office.
2, Arrange for and allocate space, ecuipment, supplies and
stenographic service to members of the Repional Office
staf?l
be Develop and maintain office routine
¢s FHReview itineraries, work schedules, time roll, leaves
of abeence, and vouchers
2. Supervise administratively, activities of regional office
staff members
a, 2dvise and asgist in the development of good publie
relations, coordination of effort, cooperation with
other ataff members and organization of work




3.

k.

Se

-
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be Interpret sdministrative policies and procedures

¢. Mpprove working agreements and srrangemsnts made with
other agencies and organizations in the region (at
the regionsl level)

d. Review reports made to agencies, urgmint&ms and
individuals

e, Recelive from gtaff members, written reports ¢oncerning
work done, progress nmads, and problesms encountered

f. 2Assiet in the planaing andoperation of staff develop~
nenit prograng

g+ Participate in the evaluation of the psrformance of
staff membars, particulsrly in the areas of publisc
relations, cooperation with other employses in the
office, interpretation of programs, orgsnisation of
work, and seceptance of responsibility for decisione

Direct pudlic relstions program in ths region

8. Arrange for the interpretation of the Depsrimentte
program to publie officials, public andprivate agencies,
groups of interested persons, and individuals

be Adviese with publie officials, agencies, and local groups
relative to local weliare program nseds, planning and
adninistrstion

¢s Flan and psrticipate in educational programs and cone
ferences for the purpose of enlarging understanding of
welfare protlems and methods of dealing with them

de Develop cooperative relationships with public and pri-
vate apencles, organisations and publiec officlals

Prepare an’ sutmit reports on the adequacy of departmental

program poli~ies and proceduree ss reflected in thelr

application to current probleme within the region, make

pericdic progress reports and special reporte as requested

ferve on departmental commitiees which may be organized

to assist in planning programs, policles, and procedures.

Under the administrative direction of the Dsputy Director, the
dvisione in the Soclal Service will have the following responsibilities:

1.

2.

3.
b

Flan program for administering functions assigned to it
either hy law or executive order

Formlate policies and procedures for effectuating the
program plan

Provide technical yupervision for members of regional
office staff

Participate in the planning and operation of staff devel-
oprent programe, with major responsibility for the tech-
nical agpects of this function




21

S¢ Participate in the evaluation of regional office staff
' with major responsitillty in the area of professional

6. :awr:iaipam in the development of personnel standsrde
7+ Cooperste with divisions and institutions within the
Dopartsent and with other public and private agencies
in the development and execution of plans for promoting
welfare services ghout the state
8o Inteipret program.®
Close attention should be paid to some of the terms used to deseribe
thess two types of responeibilities., The divisional superintendents were made
responsible for “Technical eupervision® while the regionsl representatives were
made responsible for “"idministrative supervision.,” It is difficult to detere
mine exactly what was moant by these terms, but spparently it was felt that
the repioml representatives would attempt io provide sdministrative coordine
ation, at least at the start, and the actual professional, specialized super-
vigion would be provided by the headqguarters staff of the divisions. For ex~
ample, in the Division of Child Welfsre it mymnuy was expected that the
casework supervision would be provided by staff members of the headguarters
office snd a similer arrangement was expected for the headquarters office
etaff for the Division for Delinquensy Frevention, Institute for Juvenile
Research, and the Divigion for the Blind. Although there is a description
of the adainistration supervision to be provided by the regional director,
the terms used are somevhat netulous and do leave room for differences of

opinion.

€ Deputy Director, Social Service, Department of Public Welfare
Il1iinoie, letter, July 1, 1 Lk,
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On March 15, 1:L5, the deputy director for Social fervice issued a
directive to the superintendents of the divislons involved in the regional
office plan, He mentioned in thiz directive that some additionel minimum
procedures had to be esiebliched in order to apemté the various ssrvices in
8 coordineted manner through the reglonsl offices. At that time he was con-
cerned primarily in seeing thot regional representatives were given copies of
itineraries and conference schedulesj that a mapter index system was set upy
that cams records were all filed in regional offices; that coples of corres-
pondenve were given to regional directore; that stenographic service was
assigned properly; and that reports and expense vouchers were seen by regional
[directors, This directive, however, seemed not to place any responsibility
on the individual etaff members t0 accept the regional representative's dire
jection in gonnestion with any of these points.

On January 1, 1546, General Order #292 was issued by the Director

f Public Welfare., This wes essentially the same informstion contained in

ral Order #286, with the exception that the title of the Soolsl Service
tion was changed to Eduoational and Correctionsl Service, and one new
netitution (the Illinois Hosepital School for Physically Handicapped Children)
e added to the list of institutions for which the Deputy Director of the
Fducational and Correctional Service was responsible, No changes were made
the rersponsibilities of any of the line or staff personnel.

On feptember 17, 1546, spproximately two years after the start of
khe regional offices, the Deputy Director for the Educational and Correotional




. ' 23

-

Service ismied 2 memorandum to superintendents in the various divisione of
that serviee, regarding the responsibilities of the divisional superintendents
and the regiona) representatives in the administration of field services. He
started out by saying:

Recently some questions hove been raised by divisional super-

intendents and regional representatives relative to relatlonshipe

between them.

Attached is an outline statement which sets forth the respone-
ibilities of dvisional superintendents and regional representatives
in the Bducationsl and Correctional Service. fecording to our records,
this statement was prepared in July, 15hh, and had not been revised
singe then.

If you have not already done sv, please scquaint the members of
your staff with this policy statement so that they will be governed
seeordingly.

Then follows the very same statement previously mentioned, relating
to the respective responsibilities of thess two poritione., The inference in
the last sentence jurt cuotsd seems to be that the personnsl sssigned to the
regional offices were still congidered accountable in a large part to the
divisional seperintendent. On Auguet 13, 1548, just short of four yesrs after
the inception of regional offices, the Deputy Director for Educational and
Correctional Bervice issusd a memorandum to divielonal superintendents in
vhich he refers again to relationships with regional offices and pointe out
that,in order to effect a more efficient operation of the Department's program
in rogional offices,all assignments of staff members to any regional office

should be cleared through the sseistant deputy director who is in charge of

é UDeputy Director, Educational and Correctional Service, Department
of Publiec Welfare, Illinois, Letter, September 17, 1:l6.
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reglenal offices, He also Hointe out that:

o

In order to protect the goins the Department hae made in co-
ordination of programe and public relations at the regional level,
it ie necessary for state office personnel to notify the regional
representative when they plen to visit the rerion, to fill speak-
ing engagements, or to carry out other daties within the region.’

On March 1li, 1549, General Order #2¢2~F wae issued by the Director

Public Welfare, This order deslt with the aseignment of Parole gents for
ye and girls to the regional offices. The order stated that this was being
[done, "in order to promote a higher degree of coordination with the rehabil-
itative services in the Department and to provide for greater efficiency in
lthe treatment of delinquente."d Previously, we noted that the two divisions
jresponsible for juvenile parole supervision had not assigned personnsl to the
fegional offices when they opened in éotober, 154ks The intent of this order
fae to combine the responsibilities of supervision of parolees with the other
pervioces conducted through the regional offices, It made the parole agents
pesigned to the variocus regional offices responsible and agcountable to the
fegional representative for the proper superviszion of the parolees in that

Eg&mu It geve direction for the housing of all parols records in the region-
office, along with regords of other divisions, and made the parole service

[: integral part of regional office services. 2 further attempt at outlining
e responsibilities within the regional office plan wae made on April 21, 1945,

7 Ceputy Director, Educationel and Correctional Service, Department
of Publie Welfare, Illinois, letter, August 13, 1948,

8 Department of Public Welfare, illinois, Genersl Order £292«F
Pareh 14, 1549, ’ ’ ’
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in a memorandum from the Deputy Director for iducational and Correctional Serv-
ice to the superintendente and regionsl representatives. It deslt with corres-
pondence to and from the regional office and started out with the statement:

Now that the regional offices are headquarters for sll field

staff snd pegionsl representstives are responsible for sIl the De-
partment's activities in their territory, it bscomes more inpertem,
than ever that the regional representatives be kept fully informed
of all situations, policies, and programs.’

The purpose of this order wss to have all mall going to other sec~
tions of the Department go over the slganture of the regionsl representative
and all eorrespondence from the various divielons to the regional office be
addressed to the regional representative over the name of the superintendent
of the divieien or institution.

The information contained in this directive stated that all incoming
nail from diviglionsl headquarters, from other regional offices, and from i~
stitutions was to be addressed to the regionsl repregentative and that all oute
going mail to these same offices was to go out over his signature. We notice
here for the firet time the strengthening of the role of the regional office
in the administrative structure of fleld services,

The next major development in the historical evolution of the field
service program wae the establishment on July 1, 1549, of the Division of
Field Services, This was done by Censrsl Order #292«H issued by the Director

of Public Welfare. It was a very brief and introductory order and in effect

9 Deputy Director, Eduestional and Correctionsl fervice, Department
of Public Welfare, Illinois, letter, fpril 21, 19k9.
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established this divieion to aseume the functions formerly carried by the two
parole divislons and the seven regional offices. Approximstely two months
later, on Septerber 8, 1949, the Dirsctor of Public Welfare issued General
[Order §#292+1, relating to the Division of Field fervices. At the start of that
Wdﬂr; he stated: »

During the time the regional offices have been in operatiom, it
has become increasingly spparent that what wae needed was a clear
cut line of command from the office of the Director to the staff in
the field, and a clear cut line of reeponsibility and accountability
from the field staff to the office of the Director. To bring this
sbout requires some clarification and redefinition of functions for
the regional offices and divisions.lV
fhe main provisione of this order includet the followings
1. The assistant deputy director of the Educational and Correctional
écrv&m was appointed superintendent of Field Services.
2+ 411 field services for children, youth, and the physically hand-
Lloapped provided by the Educational and Correctional Services were to be ad-
guaiatend through the regional offices.
3. Divieion superintendents and thelir state office staff were to
function ae staff officers. The regional represent:tives were to function as
}ins officers under the immediate direction of the superintendent of Field
fervices, who in turn would be responsible to the Deputy Director.
Le A1l employees assigned to the regionsl offices were considered
0 be members of the regional office staff, These emplojeez were to be re-

fronsible and aceountable to the regional representatives,

10 Genersl Crder #292«I, Department of Public Welfare, Illinois,
Septesber 8, 1949,
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S« The diviszion superintendent would not send any poliey or proe
cedural instructions directly to reglonal office staff, These were to be
submitted through the superintendent of field services.
6, The line of contact concerning operations in the regions would
be through the superintendent of field services and field staff was expected
t0 report to the state office through that same channel.ll
Ve sse here a fairly clear cut line of responsibility for superin-
tendents and regionsl repressntativess Thus, the line of command was straight=
ensd out and, in keeping with what is generally understood as "line and staff
respensibility,® the headquarters office personnel were to assist in planning
and policy making but would not have the responsibility for seeing that these
pould be earried out by field personnel., This respongibility was vested in
the superintendent of field services snd in regionsl representatives,
Ve soe, sleo, that the reciomml office plan was now raised to a
tatue Of a division with equal rank of other divisions. It wee considered

L operating arm of the mmm and Correotional Service out in the field
nd its personnel all were to have "line™ responsibility.

We have seen in this chapter the implementing of the recommendations
organizing one section of public welfare gervice in Illinois. During this
ve year period, we see a clarifioation of the roles of the supsrintendents

11 Ibid., 1
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bt a divislon and of the regional reprecentative. The latter's duties chang-

bd from being responsible meinly for general administrative detalls to being

sponsible for program direction and personnel performances The superin-

ont became a staff officer with advisory responsibilities, as well as

olicy determining functions. These changes were made gradually as it became

Prpected to perform.




CHAPTER IV .

ADMINISTRETIVE STRUCTURE
A% OF JULY 1, 1952

¥or three years the fleld services program operated undsr the dire
ection of General Order #292-H., Ko additional ordsrs were issued in regard
to adminiptrative responeibilities until June, 1952. The 67th Illincis Cen-
eral Assembly in 1951, passed legislation which recquired esch department to
prepare and publish a set of rules and regulations governing ita operation,.
Ceneral Order #298 of June 10, 1952, announced the iseuance of thess Tegula-
tione for the Depariment of Public Welfare.

Administrative regulation §1 dealt with the orgsnization of the
entire Dspariment of Pyblic Welfare and superseded all orders previously
issued. It is interesting to note that this regulation slso adhered in its
general format to the main recommendations of the Ameriecan Public Welfare
Association study of 1942, in that it also maintained the positions of the
three deputy directors, although there were slight change: in their titles.
The three major divisions of the Department were now termed "Services" and
were designateds the Mentsl Heslth Service, the hducational and Correctional
8ervice, and the Administrative Ffervice, and each war immediately responsible
to a deputy director, who in turn was responeibls to the Director of Public
Welfare. Figures 5 :ad 6 are administrative charts which depiot the new lines

29
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of responsibility. Pigure 5 shows the organization of the entire department

and Figure & shows the organization of the Educational and Correctional Serve
ice.l In the introductory portions of this regulation, there was the followe
ing statement:

The two operating branches of the Department are the Mental
Heslth Service and the Educational and Correctional Service, which
will cooperate fully in eny overlapping or common area. Mental
Health Service and the Educational and Correctional Service shall
administer for the Dirsctor, the institutions and non~institutional,
and field mervices engaged in the departmental programs of mental
health, education, and correction. The Administrative Service shall
serve the two operating services of the Department. The operating
services shall have responsibility for all activity connected with
providing welfare services to the publie, except for certain staff
services hereinafter descridbed, and primarily relating to fiscal,
statistical, personnel, engimeering, home economice and nutrition,
and other functione shich in the interest of efficlency and economy
are centralized and made the responsibility of Adminigtrative Service;
provided that matters of aigniﬁeam are cleared with respective

L]

operating deputy directors
Thie order sgain confirmed the line of responsibility from the institutional
superintendents to the deputy director of the Educational and Correctional
Service. It spelled out the name of the institution and the fact that the
superintendents "shall have the authority for the pmgm‘ and operation of
their respective institutions, shall be responsible to the deputy director
for such operation,”3 For the first time, also, we see a major change in the
responsitility of the superintendent of a divieion within the Educetional and

1 Figures § and &, pages 31 and 32.

2 Depariment of Public Velfare, Illinois, Departmental Rules,
tdministrative Repulation #1, June 10, 1952, 1.

3 Ivid., 8




ADVISORY BOARDS

Board of Welfare Commissioners
Advisory Board-Div. of Youth & Community
Handicapped Children

ADMINISTRATIVE
Aciti:ma' Advisory Council for Soldiers!
Sailors' Home
[Advisory Board-State Training School for
I1linois Psychiatric Research Council

Reimbursements
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DIRECTOR'S

OFFICE

[Advisory Board-Institute for Juvenile Research
Comuittee on Aging
ory Comnmittee to Mental Health Authority

[Legislative Commission on Youth

e T I T T LTI Ty

Pe S e - - e o - -

EDUCATIONAL & CORRECTIONAL
SERVICE DIVISION-

DEPUTY DIRECTOR

1h Institutions for Care, Custody,
Bducation and Training of Children, ]

Youth and Adults
po,
_ eld Services

»
[
Child Psychiatry & child Guidance
Child Welfare
Bducation
Parole
Youth & Commnity Service

# (Consultants render department-wide
service as required regardless of
service to which assigned,

Specisl Deputy to the Director
(General Consultant)

lspectal Deputy Director (Public Relations)
Technical Advisor (Legal, etc.)

ISpecial Investigator (Fingerprint Frogram)
(Confidential Investigations)

WSecretarial Service Staff

ADMINISTRATIVE SERVICE DIVISION

DEPUTY DIRECTOR

SECTIONS

Fiscal Service and Audits

Home Economics and Nutrition
Personnel Services
|Reimbursements ~ Patients Estates
Research and Statistics

CONSULTANTS +#

| otection

Landscape and Horticulture
Mechanical Engineering

FIGURE 5
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MENTAL HEALTH SERVICE DIVISION

DEPUTY DIRECTOR

1}, State Hospitals for Mentally I1l and
Mentally Deficient

[SERVICES
en’ Health Centers

Tllinois Psychopathic Institute

ICONSULTANTS

| = -

Mental Health Education

Nursing

Occupational, Recreational,
Industrial Therany

Psychiatric Social Work

Psychiatry

Psychology

Public Health

Surgery
Tuberculosis Control
Veterans! Service

Departmental Organization

As Outlined

Administrative Regulation No. 1
June 10, 1952



DEPUTY DIRECTOR'S STAFF

Assistant Deputy Director
Assistant Deputy Director

Secretarial Service Staff

FEDUCATIONAL & CORRECTIONAL
SERVICE DIVISION

DEPUTY DIRECTOR
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CONSULTANTS  #
Blind Service
Child Psychiatry and Child Guidance
Child wWelfare
Education
Parole

Youth and Commnity Service
Recreation

Region #1
Region #2
Region #3
Region #4
Region #5
Region #6

# Consultants render department-wide
service as required,

FIELD SERVICES
ASSISTANT DEPUTY DIRECTOR
REGIONAL OFFICES

Rockford
Chicago
Peoria
Springfield
Champaign
Carbondale

INSTITUTIONS

Illinois School for the Blind
I1linois School for the Deaf
I11., Soldiers! & Sailors! Children's
School
J11. State Training School for Boys
State Training School for Girls
Soldiers! Widows' Home
Illinois Soldiers' & Sailors! Home
I1linois Industrial Home for the Blind
State Reformatory for Women
I11. State Reformatory at Sheridan
T1linois Children's Hospital-School
I1linois Eye & Ear Infirmery 3¢
Institute for Juvenile Research
Southern Illinois Children's Service
Center

% Trachoma Control Clinics

FIGURE 6

fm i

DEPARTMENTAL ORGANIZATION AS OUTLINED ADMINISTRA-
TIVZ REGULATION NO. 1
(EDUCATTONAL & CORREC

JUIE 10, 1952
Frowar s3tvTER DIVISION)
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Lcnmcﬁcml farvice, There was established the position of an assistant
deputy dirsctor for field servicez who wae made immediately responsible to
the deputy director of the Pducationa) and Correctional Service. The field
service program "through which community contacts shall be maintained and
servioes mnaem,"h was to be administered by the assistant deputy director
for field services., He became a line officer with line suthority and the
superintendsnts of divisions were made consultants with staff responeibility.
The assistant deputy director for field services was expected tot

1. Be responsible for the direct supervision of the regional
oifices, under the general direction of the deputy director.

2+ Review policies snd procedures recommendsd by consultants.

3. Be responsible for the administration by regionsl directore
of the programs operating through the reglonal offices,

he Establish uniformity in record keeping, statistice, person-
nel control, and standarde of performance.

S« Be the liasion betwesn the deputy director snd field
personnsl.

6, Act as the liasion betwesn the field offices and the Mental
Health Service and the ‘dministrative Service,

This seme regulation changed the title of reglonal representative to regional
director, In describing his duties, these points were mentioned:

l. He was to fumotion as a line officer, immcdiately respous-
ible to ths assistant deputy director for field services.

2+ A11 field services for children, youth, and the physically
handicapped were to be sdainietered through the regienal
offices.

3. 211 employees assigned to rerional offices were considered
to be members of the regional office staff and re-
sponsible and accountabls to the regional director.

k Ibid.' 8 V COvOLA Q,
5 Ibide, 8 UNIVERSITY
o

6 Ibvid., § Liprary
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& good q'nacﬁption of .Lme and staff activities 1s:

Iine sctivities are those which are carried on by the operating
buresus to discharge the agency's responsibilitiss for program operation.

Staff activities constitute the suxiliary services of planning,
ressarch, statistics and others which are sssential to the operation
of 8]l of the agency's programs. Most of the steff sctivities are
¢arried on by service bureaus, slthough strict exclusion of these
sctivities h?u operating unite would militate against efficiency
of operation.

As was previously mentioned, the role of the suparintendent was chang-
pd from partly line and partly staff responsibility definitely to that of staff
responsibility alone., His responsibilities were intended to includes

1. Providing professional and technicsl guidance in the pro-

grams adninistered by the Hducational ald Correctional Service.

2+ Rendering consultative service in hig specialty to the

depaty director of the Mental Health Service.

The consultants were made administratively responsible to the de-
puty director for Educational end Correctional Service. It should be noted
that this regulation makes 2n exception in one part of the responsibilities of
the consultant on child welfare., For the purpose of licensing of childrent's
agencies and institutions and for the administration of plans suthorizing the
use of federsl child welfare funds, he wae considered to be a superintendent
of e¢hild welfere services and i{n that cepacity was made imw diately responsidle

to the Director of Public Welfare. Provisions were made, however, for him to

7 HMeristta Stevenson, Public Wellare Administration, New York,
1938, 168

8 Adminietrstive Regulation #1, 9.
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carry out theese duties by delegating, with the approval of the deputy director
for Educational and Correctional Service, specified dutiss and responsibilities
to the regional directore of fleld services.

Sumnarys

In reviewing the intent of thie adminietrative regulation, we see
rather sharp lines drswn between the responsibilities of the line officer and
the staf! officere. Ve see that policies were to be decided by the deputy
director with the help of the conemltants and when agreed upon would be passed
down the line through the aassigtant deputy director to the regional director.

This order left little doubt as to the type of responaibility aselgn-
ed to the consultant and to the regional director. It repeated a statement
contsined in general Ordsr #292-I to the effect that all personnel in the
regional office were to be conmidered membars of that office and were account~
able to the reglonzl director. This order went beyond that General Crder in
socope, since it definitely and clearly changed the divisional superintendent's
role to that of s staff verson,

He might at this time look more closely at the duties of some of the
conmultants., The consultant on child welfere was given the responsibility for
preparing staff development programe in his spsclalty, of assisting in the
reeruitment ani preparation of tr-ining programs i‘ér child welfare personnel,
of ameisting in the location and development of public snd private recources
for the care of dependent and neglected children, was responsidle for the
development of etandards for child care and was expected to offer consultation
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gervices in the field of child welfare to judges, oourts, and orgamizations
concerned with the welfare of children, He was aleo expected %o serve ae &
consultant in the field of child welfare to the deputy director of Mental
Heslth Servics, ineofar as there wore children's services in the field of
Fental Health,.

The consultant on parcls was slso expected to assist in the pre-
paration of staff development programs, in making recommendations concerning
policies and procedures in the field a.t‘pmlo and was expegted to initiate
and develop research projects in the field of juvenile parele, and to asaist
in the preparstion of treining programs for technisal parole personnel.

The consultant on youth and cossmnity services was supected to

%plnn and outline policies and procedures relating to community programs for
Juvenile delinquency vrevention. He was to submit plans on conferences asised
at the prevention snd reduction of delinquency. He was to assist in the loca-
tion of imblin and private resources in the field of delinqueney prevention
jand make information availsble to the opersting staff, and to assist in devele
foring resources when they were lacking.




CHAPTER V
CONCIL CION

In the preceding chapters we have seen the main steps in the evolu-
tion of & field service program. One general conclusion we can draw is that
naking major adninistrative changes takes a long time--in this instance it
took ten yoare, Sfome of the other sallent features which this aﬁudy pointe
out are listed below, not necessarily in the order of thelr importanes:

1. Ve see here another evidence of decentrslisation of government,
At the beginning of this period it wae necessary for pecple seelking services
from the Department of Public VWelfare to "shop around" from one office to
another until they finally found what they wented. This was eliminated by
briagzing these services mgethci' under one roof in a centrally located town
jof 8 major section of the state. A further geographical breakdown hes acte
rually taken place by the setting up of suberegional offices in some regions,
thus, bringing these services into more intimate contact with local commun~
ities. These stens were good public relations moves, since they enabled the
rsonnel of the Department of Public Welfare to bring their story mich closer

the ¢itizens who support these programs, ss well as the eitizens who bene-
rﬁt from them.
2. During this period there hasz been quite a change from the organ~
P.utiml struoture charscterized by the /‘meriesn FPublic Welfare Aaséciaum

37
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report as "lacking in coordination*! to a reasonably tight administrative lins
of comsand, Contrast Figure 1 with Figure 5, and Figure 2 with Piguro 6. One
can essily see in Figure 6 very clear linesof responsibility and accountability

3. The responsibilities of the superintendent of a division have
been clarified snd he and his headquarters office staff have been freed for
what they can probably best do--act vu consultante in ‘ﬂas.r specialties and
&2 aldes in determining top level policy. Research and writing, two parts of
the welfare job that are often necessarily neglested, can best be performed
by the consultant staff in this plan.

he With the responsibility for personnel perfcrmance and program
interpretetion placed in the hands of the regionsl director, thet function is
aleo probably where it can best be performed, With & clarification of his
responeibilities, he ean avoid confusion and delay in following out his line
of command.

Ss As a result of these changes, personnel in the reglonal office
had an opportunity to know clearly what their resporisibilities were sad to
whom they were responsible. ioreover, these same people were able to learn
more about all the services of the Department and could thue interpret them
better to their clients. With the tightening up of aduinistrative lines,
there was more opportunity for sll employees to be treated equally. The same
rles spplied for sll personnel issued through the same line officers for all

1 American Fubliec Welfare Association, Report, 1542, 3
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personnel. The same benefits accrued t0 all personnel through these same
lines. Personnel administration became more nearly uniform,

Ground work has been laid for regivnel offices truly to becom the
headguartere for all Department of Public Welfare services. £s has been
pointed out, regional offices serve primarly the Educationsl and Correctional
Services of the Department of mublic ‘Walfau. However, some other programs |
of the Department of Public Welfare have begun to use the regional offices as
conters for their activities. FPersonnel of the new Division of Jeimbursements,
[vhich ie responeible for the collection of payments for the hospitsl care of
the mentally ill, have been assigned to resionsl officeses Some of the oute
[patient clinies operated by the State Hoespitals use the regional offices when
they sre in these towns,
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