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Dear M r .  Rube1 : 

I n  accordance  w i t h  the d i r e c t i o n  o f  the Committee and with 

t h e  e x c e l l e n t  a s s i s t a n c e  and c o o p e r a t i o n  o f  y o u r  E x e c u t i v e  

S e c r e t a r y ,  M r .  J .B .  Roche, t h e  p r e l i m i n a r y  s u r v e y  and a n a l y s i s  

o f  t h e  Los Angeles County Department o f  C h a r i t i e s  o r g a n i z a t i o n  

h a s  been completed.  It i s  b o t h  a p p r o p r i a t e  and t i m e l y  t o  re- 

p o r t  t o  t h e  Committee t h e  f i n d i n g s  and recommendations stemming 

from t h i s  s u r v e y  and a n a l y s i s .  Because o f  t h e  s h o r t  span  o f  

time a l l o t t e d  t o  t h i s  a s s ignment ,  you w i l l  a p p r e c i a t e ,  I t r u s t ,  

t h e  n e c e s s i t y  f o r  s t a t i n g  b o t h  f i n d i n g s  and recommendations i n  

rather g e n e r a l  terms. A c a u t i o n a r y  n o t e  shou ld  be added t h a t  

no d e f i n i t i v e  a c t i o n  shou ld  be t a k e n  on t h i s  r e p o r t  w i t h o u t  

f u r t h e r  s t u d y  i n  d e p t h  o f  t h o s e  a r e a s  a f f e c t e d .  

F e a s i b i l i t y  o f  t h e  Hahn P r o p o s a l  

There i s  no r e a l  q u e s t i o n  as t o  t h e  f e a s i b i l i t y  o f  bes towing 

f u l l  County d e p a r t m e n t a l  s t a t u s  on t h e  p r e s e n t  Bureau of P u b l i c  

A s s i s t a n c e .  The consensus  o f  o p i n i o n  among t h o s e  p e o p l e  b o t h  



knowledgeable and e x p e r i e n c e d  i n  t h e  f i e l d  o f  S o c i a l  Welfare  i s  

t h a t  s e p a r a t i o n  from i t s  p r e s e n t  o r g a n i z a t i o n a l  g roup ing  and 

e s t a b l i s h m e n t  o f  i t s  independen t  s t a t u s  i s  i n e v i t a b l e  i n  view 

of  t h e  c u r r e n t  t r e n d  o f  governmenta l  ph i losophy  i n  t h e  w e l f a r e  

area. Based on a c c e p t e d  o r g a n i z a t i o n  p r i n c i p l e s ,  t h e  s p l i t t i n g  

o f f  ~f t h e  Bureau of P u b l i c  A s s i s t a n c e  from i t s  p r e s e n t  a s s o c i a -  

t i o n  i s  n o t  o n l y  f e a s i b l e  b u t  even  d e s i r a b l e  f o r  most of t h e  

r e a s o n s  s t a t e d  i n  S u p e r v i s o r  H a h n f s  p r o p o s a l ,  i . e . ,  b e t t e r  

management, t i g h t e r  c o n t r o l s ,  c o n c e n t r a t i o n  o f  l i ~ e  i n t e r e s t s  

and a c t i v i t i e s  i n  one o r g a n i z a t i o n a l  e n t i t y ,  s h o r t e n e d  communi- 

c a t i o n  c h a n n e l s .  

The real q u e s t i o n s  o f  f e a s i b i l i t y  are concerned w i t h  t h e  

most e f f e c t i v e  method o f  o r g a n i z a t i o n a l  r e a l i g n m e n t  and t h e  

p r o p e r  t ime  f o r  implementa t ion  o f  t h e  approved r e o r g a n i z a t i o n .  

On t h e s e  q u e s t i o n s ,  t h e r e  i s  no consensus  o f  e x p e r t  o p i n i o n  ex- 

c e p t  t o  t h e  e x t e n t  t h a t  a l l  a g r e e ,  i n c l u d i n g  t h i s  a n a l y s t ,  t h a t  

t h e  Hahn p r o p o s a l  i s  n o t  t h e  most e f f e c t i v e  method o f  r e o r g a n i -  

z a t i o n  f o r  t h e  p r e s e n t  Department o f  Charities. 

The t h r e e  p r o p o s i t i o n s  c o n t a i n e d  i n  t h e  Hahn p r o p o s a l  need 

t o  be  a s s e s s e d  f o r  o r g a n i z a t i o n a l  scope  and impact ,  b o t h  i n t e r n a l  

and e x t e r n a l ,  t o  t h e  Department o f  C h a r i t i e s  i t s e l f .  From t h i s  

a s s e s s m e n t  w i l l  f l o w  t h o s e  f a c t o r s  on which s p e c i f i c  recommendations 

c a n  be based and o f f e r e d  t o  your  Committee f o r  d i s c u s s i o n  and de- 

c i s i o n  as t o  t h e  c o u r s e  o f  a c t i o n  t o  be fo l lowed .  

C r e a t i o n  o f  Four  New Departments  

The f i r s t  of t h e s e  p r o p o s i t i o n s  i s  t o  e s t a b l i s h  four new 

County depar tments ,  H o s p i t a l s ,  P u b l i c  A s s i s t a n c e ,  Adoptions,  and 



Resources  and C o l l e c t i o n s ,  t o  r e p l a c e  t h e  p r e s e n t  Department 

o f  C h a r i t i e s .  Two p r e s e n t  o r g a n i z a t i o n a l  e l ements ,  t h e  Bureau 

o f  P h y s i c a l l y  Handicapped C h i l d r e n  and t h e  Bureau o f  Medical  

S o c i a l  S e r v i c e  were n o t  mentioned and no i n d i c a t i o n  g i v e n  o f  

t h e i r  u l t i m a t e  d i s p o s i t i o n .  

T h i s  p r o p o s i t i o n  i s  s t a r t l i n g  when one f i n d s  o v e r  f i f t y  

depar tments ,  d i s t r i c t s ,  o f f i c e s ,  and commissions a l r e a d y  re- 

p o r t i n g  d i r e c t l y  t o  t h e  Board o f  S u p e r v i s o r s .  The f irst  

r e a c t i o n  i s  t o  c o n s i d e r  means t o  r educe  t h i s  awesome span  of 

c o n t r o l  r a t h e r  t h a n  i n c r e a s e  it by a d d i n g  f o u r  t o  s i x  new 

d e p a r t m e n t s .  T h i s  i s  n o t  t o  s u g g e s t  t h a t  upon r e a c h i n g  a 

s p e c i f i c  number t h e  e s t a b l i s h m e n t  o f  new o r g a n i z a t i o n a l  

e l e m e n t s  i s  a u t o m a t i c a l l y  p r o h i b i t e d ;  however, i t  does  s u g g e s t  

t h a t  b e f o r e  such  a c t i o n  i s  t a k e n  c a r e f u l  a n a l y s i s  shou ld  be 

made o f  t h e  r e q u i r e m e n t s  p r e s e n t e d  f o r  t h e  new e lement .  Approval 

f o r  i t s  e s t a b l i s h m e n t  shou ld  be g i v e n  o n l y  upon e v i d e n c e  o f  

compel l ing  need.  

I n  s u p p o r t  of  t h i s  p r o p o s i t i o n ,  much we igh t  i s  g i v e n  t o  t h e  

s i z e  o f  t h e  p r e s e n t  Department o f  C h a r i t i e s  and i t s  s h a r e  of t h e  

t o t a l  County budget .  From a n  o r g a n i z a t i o n  p l a n n i n g  v iewpoint ,  

i t  i s  e q u a l l y  as e f f e c t i v e  o f t i m e s  t o  make " b i g  p i e c e s  o u t  o f  

l i t t l e  p i e c e s , '  as it  i s  t o  f ragment  t h e  l a r g e  o r g a n i z a t i o n a l  

e l e m e n t s  i n t o  s m a l l e r  ones .  S i z e  o f  i t s e l f  i s  n o t  a p r imary  

c o n s i d e r a t i o n  f o r  r e o r g a n i z a t i o n .  I n  f a c t ,  e f f e c t i v e  o r g a n i z a t i o n  

p l a n n i n g  n e g a t e s  t h e  f a c t o r  o f  s i z e  i n  management. 



It i s  recommended, t h e r e f o r e ,  i n  r e s p o n s e  t o  t h e  f i r s t  

p r o p o s i t i o n  of t h e  Hahn p r o p o s a l  t h a t  t h i s  a r e a  be  s t u d i e d  

a l o n g  w i t h  o t h e r  a r e a s  o f  County o r g a n i z a t i o n  i n  a n  e f f o r t  t o  

a c h i e v e  t h e  most e f f e c t i v e  s t r u c t u r e  f o r  t h i s  s p e c i f i c  a r e a ,  

C h a r i t i e s ,  w i t h i n  a reduced r a t h e r  t h a n  i n c r e a s e d  span  o f  con- 

t r o l  i n  the t o t a l  County s t r u c t u r e .  P r e c i p i t a t e  a c t i o n  now 

cou ld  be d e t r i m e n t a l  t o  t h i s  o v e r - a l l  o b j e c t i v e .  

Depar tmenta l  R e s p o n s i b i l i t y  and the Board of  S u p e r v i s o r s  

The second p r o p o s i t i o n  o f  the Hahn p r o p o s a l  i s  t o  a s s i g n  

r e s p o n s i b i l i t y  f o r  e a c h  o f  t h e  f o u r  newly c r e a t e d  depar tments  

t o  i n d i v i d u a l  Board S u p e r v i s o r s  r e p l a c i n g  t h e  p r e s e n t  method o f  

o v e r - a l l  r e s p o n s i b i l i t y  f o r  the Department o f  C h a r i t i e s  b e i n g  

v e s t e d  i n  a Committee o f  t h e  Idhole comprised o f  a l l  Board 

S u p e r v i s o r s .  T h i s  p r o p o s i t i o n  a p p e a r s  t o  be c o n t r a r y  t o  t h e  

Rules  o f  t h e  Board o f  S u p e r v i s o r s ,  Chap te r  V I I  - Committees and 

D u t i e s ,  S e c t i o n s  27 and 28, as i n t e r p r e t e d  by t h i s  a n a l y s t .  

R e g a r d l e s s  o f  t h e  l e g a l i t y  a s p e c t ,  t h i s  p r o p o s i t i o n  i s  f r a u g h t  

w i t h  p e r i l  on o t h e r  grounds .  

The Department o f  C h a r i t i e s  i s  a d m i t t e d l y  t h e  most c o s t l y  

f u n c t i o n  i n  County government b e i n g  budgeted a t  j u s t  o v e r  half 

a b i l l i o n  d o l l a r s .  The Bureau o f  P u b l i c  A s s i s t a n c e  a c c o u n t s  

f o r  4~2.5 m i l l i o n  d o l l a r s  o f  t h e  t o t a l .  The major  p o r t i o n  o f  

i t s  t a s k  i s  t h e  d i s b u r s i n g  o f  p u b l i c  f u n d s  t o  t h o s e  who q u a l i f y  

f o r  a s s i s t a n c e .  It i s  a w e l l  r ecogn ized  f a c t  t h a t  c o n s i d e r a b l e  

power t r a d i t i o n a l l y  a t t e n d s  t h e  d i sbursement  o f  f u n d s .  Group 



r e s p o n s i b i l i t y  f o r  o v e r s e e i n g  t h i s  t y p e  o f  a c t i v i t y  i s  a lways  

p r e f e r r e d  t o  i n d i v i d u a l  r e s p o n s i b i l i t y .  T h i s  i m p l i e s  n o t h i n g  

o f  a p e r s o n a l  n a t u r e ;  i t  i s  s imply  a s t a t e m e n t  of sound b u s i n e s s  

p r i n c i p l e .  Implementa t ion  o f  t h i s  p r o p o s i t i o n  cou ld  c o n c e i v a b l y  

work now, though t h i s  i s  h i g h l y  q u e s t i o n a b l e ,  b u t  l e a d  t o  

d i s a s t r o u s  consequences  i n  subsequen t  y e a r s  due t o  u n f o r e s e e n  

changes i n  c i r c u m s t a n c e s  and p e r s o n n e l ,  

It i s  recommended by t h i s  a n a l y s t  t h a t  no matter what a c t i o n  

i s  t a k e n  on t h e  o t h e r  p r o p o s i t i o n s  o f  t h e  Hahn p r o p o s a l ,  t h i s  

p r o p o s i t i o n  be opposed w i t h o u t  compromise. 

S u p e r i n t e n d e n t  o f  C h a r i t i e s  P o s i t i o n  

The t h i r d  p r o p o s i t i o n  o f  the Hahn p r o p o s a l  d i r e c t l y  r e l a t e s  

t o  e l e v a t i o n  of t h e  p r e s e n t  b u r e a u s  t o  f u l l  d e p a r t m e n t a l  status.  

It proposes  t o  r e l i e v e  t h e  p r e s e n t  p o s i t i o n  o f  S u p e r i n t e n d e n t  o f  

C h a r i t i e s  o f  r e s p o n s i b i l i t y  f o r  day t o  day a d m i n i s t r a t i o n  b u t  

r e t a i n  t h e  p o s i t i o n  f o r  o v e r - a l l  a t t e n t i o n  t o  major  problems af- 

f e c t i n g  welfare programs. A d d i t i o n a l l y ,  it proposes  t h i s  p o s i t i o n  

c o u l d  p r o v i d e  r e p r e s e n t a t i o n  f o r  t h e  t o t a l  program i n  r e l a t i o n s  

w i t h  t h e  S t a t e  and F e d e r a l  government ,  

T h i s  p r o p o s i t i o n  p r e s e n t s  t h e  p e r f e c t  anomaly i n  o r g a n i z a t i o n  

p l a n n i n g .  If  t h e  f o u r  o r  s i x  p r e s e n t  b u r e a u s  were made depar tments  

r e p o r t i n g  d i r e c t l y  t o  t h e  Board o f  S u p e r v i s o r s ,  o b v i o u s l y  t h e  l i n e  

s u p e r v i s o r y  p o s i t i o n  p r e v i o u s l y  d i r e c t i n g  t h e  s u b o r d i n a t e  b u r e a u s  

i s  e l i m i n a t e d .  It has been r e p l a c e d  by a "s ta f f"  p o s i t i o n  o f  

c o o r d i n a t o r  o r  l i a i s o n  o f f i c e r .  The d e s c r i p t i o n  o f  re l ief  from 

day t o  day a d m i n i s t r a t i o n  and c o n c e n t r a t i o n  on major problems i s  

q u i t e  c o r r e c t  f o r  t h e  p r e s e n t  p o s i t i o n  and i t s  placement  i n  t h e  



o r g a n i z a t i o n  s t r u c t u r e ;  i t  Is comple te ly  i m p o s s i b l e  and unwork- 

a b l e  i n  t h e  proposed o r g a n i z a t i o n  s t r u c t u r e .  The p r o p o s a l  takes 

cognizance  o f  t h e  f a c t  t h a t  i t  may v i o l a t e  A r t i c l e  ' J I ,  S e c t i o n  

22 of t h e  Charter o f  the County o f  Los Angeles.  I n  t h e  o p i n i o n  

o f  t h i s  a n a l y s t ,  i t  does  and t h u s  would e n t a i l  r e v i s i o n  t o  t h e  

p r e s e n t  C h a r t e r .  R e v i s i o n  o f  S e c t i o n  22 i s  n o t  o n l y  f e a s i b l e  

b u t  p r o b a b l y  d e s i r a b l e  i n  t h a t  it i s  unwise t o  l o c k  o r g a n i z a t i o n  

" i n  c o n c r e t e . "  F l e x i b i l i t y  i n  o r g a n i z a t i o n  i s  e s s e n t i a l  t o  meet 

new o r  r e v i s e d  o b j e c t i v e s  c r e a t e d  by changing c o n d i t i o n s .  

'&atever  d i r e c t i o n  the r e o r g a n i z a t i o n  o f  the Department o f  

C h a r i t i e s  u l t i m a t e l y  t a k e s ,  i f  it i n v o l v e s  s e p a r a t i o n  o f  p r e s e n t  

f u n c t i o n s ,  i t  w i l l  r e q u i r e  C h a r t e r  r e v i s i o n .  Likewise,  i f  i t  

e l l m i n a t e s  the  2 u p e r i n t e n d e n t  of  Charities p o s i t i o n  i n  i t s  

p r e s e n t  s u p e r v i s o r y  c a p a c i t y ,  i t  w i l l  r e q u i r e  C h a r t e r  r e v i s i o n  

d e s p i t e  w e l l  meaning p h r a s e s  des igned  t o  make i t  a p p e a r  o t h e r w i s e .  

It i s  recommended, i n  view o f  t h e  l e n g t h  of time i n v o l v e d  i n  

making a Charter change, that  c o n t i n u i n g  e f f o r t  be e x e r t e d  i n  

t h i s  area by t h e  a p p r o p r i a t e  County o f f i c e s  on the b a s i s  that 

e s t a b l i s h m e n t  of  a s e p a r a t e  and independen t  Department o f  S o c i a l  

Welfare i s  p r o b a b l y  i n e v i t a b l e .  Under t h e  a p p l i c a b l e  o p i n i o n  by 

t h e  County Counsel,  t h i s  i s  p r e s e n t l y  i m p o s s i b l e .  A s  t o  t h a t  

a s p e c t  o f  t h i s  p r o p o s i t i o n  that,  i n  e s s e n c e ,  c o n v e r t s  the Super-  

i n t e n d e n t  o f  C h a r i t i e s  p o s i t i o n  from l i n e  management t o  h i g h - l e v e l  

s taf f ,  it i s  t h e  o p i n i o n  of t h i s  a n a l y s t  t h a t  t h i s  does  n o t  a p p e a r  

t o  be t h e  f u l l e s t  u t i l i z a t i o n  o f  accumula ted  knowledge and ex-  

p e r i e n c e  p o s s e s s e d  by t h e  p r e s e n t  incumbent ,  However, t h i s  i s  r e a l l y  



- 
a s t a f f i n g  problem and 

s u r v e y  and a n a l y s i s .  

somewhat o u t s i d e  t h e  p r o v i n c e  o f  t h i s  

A d d i t i o n a l  C o n s i d e r a t i o n s  

There  a r e  some a d d i t i o n a l  f a c t o r s  that m e r i t  mention i n  

t h i s  r e p o r t .  C o n s i d e r a b l e  i n t e r e s t  h a s  been shown i n  t h e  Hahn 

p r o p o s a l  f o r  r e o r g a n i z a t i o n  o f  t h e  Department o f  C h a r i t i e s  by 

b o t h  the  Welfare  P lann ing  Counci l  o f  Los Angeles and t h e  S o c i a l  

Workers Union, Local  ~ ~ ~ / A F L - C I O .  Both g roups  s t a n d  f i r m l y  f o r  

t h e  e s t a b l i s h m e n t  o f  a Department of  S o c i a l  Welfare as a n  i n -  

dependent  County f u n c t i o n  d i v o r c e d  from i t s  p r e s e n t  o r g a n i z a t i o n a l  

t i e s  t o  t h e  Department of Charities. Every  encouragement has 

been g i v e n  t h e s e  a g e n c i e s  t o  s h a r e  t h e i r  knowledge and e x p e r i e n c e  

w i t h  t h e  Committee and i t s  r e p r e s e n t a t i v e s .  No commitment has been 

made as t o  t h e  Committee 's  views o r  u l t i m a t e  p o s i t i o n  i n  t h e  

f i n a l  a n a l y s i s  o f  Department o f  C h a r i t i e s  o r g a n i z a t i o n .  Recommended 

o r g a n i z a t i o n  s t r u c t u r e s  f o r  the proposed Department o f  S o c i a l  

Welfare have been p rov ided  by b o t h  g roups  and are a v a i l a b l e  i n  

t h e  Commit tee ' s  f i l e s  f o r  f u r t h e r  s t u d y ,  when a p p r o p r i a t e .  It 

i s  r e c o g n i z e d  that each  o f  these groups  have s p e c i a l  i n t e r e s t s  i n  

t h i s  a r e a ;  b u t ,  t o  make a comple te  a s s e s s m e n t  o f  t h e  problems, a l l  

i n p u t s  t o  t h e  Committee have  v a l u e ,  

Even w i t h i n  the l i m i t e d  scope  o f  t h i s  p r e l i m i n a r y  su rvey ,  

e v i d e n c e  was t u r n e d  up  t o  i n d i c a t e  i n t e r n a l  problems o f  magnitude 

w i t h i n  t h e  Department of C h a r i t i e s  and s p e c i f i c a l l y  w i t h i n  t h e  

Bureau of P u b l i c  A s s i s t a n c e .  There was n o t  s u f f i c i e n t  time n o r  

was it p a r t i c u l a r l y  n e c e s s a r y  t o  probe  t h e s e  i n t e r n a l  areas t o  

respond t o  t h e  f e a s i b i l i t y  of t h e  Hahn p r o p o s a l .  A t  the p r e s e n t  

t ime,  a team from t h e  fvlanagement S e r v i c e s  D i v i s i o n  of  t h e  Chief 



Adminis t ra tLve O f f i c e  i s  c o n d u c t i n g  a management improvement 

s t u d y  w i t h i n  the Bureau o f  P u b l i c  A s s i s t a n c e .  Although t h i s  

s t u d y  i s  p r i m a r i l y  sys tems  o r i e n t e d  i n  n a t u r e ,  it i s  recommended 

tha t  the Committee f o l l o w  i t s  p r o g r e s s  c l o s e l y  and upon comple t ion  

of  the  s t u d y ,  r ev iew t h e  f i n a l  r e p o r t  c a r e f u l l y  t o  d e t e c t  t h o s e  

problem areas t h a t  a p p e a r  t o  be o r g a n i z a t i o n a l l y  r o o t e d .  Also, 

i t  is  recommended that  c a r e f u l  s t u d y  be  made of t h e  i n t e r n a l  

o r g a n i z a t i o n  s t r u c t u r e s  of e a c h  e lement  o f  the p r e s e n t  Department 

of  C h a r i t i e s  p r i o r  t o  any p r o p o s a l  o f  o v e r - a l l  r e o r g a n i z a t i o n .  

With in  t h e  scope  o f  t h i s  p r e l i m i n a r y  s u r v e y  and a n a l y s i s ,  

no a t t e m p t  was made t o  i d e n t i f y  t h e  e x i s t i n g  i n t e r f a c e s  between 

t h e  County and S t a t e  o r g a n i z a t i o n s  i n  t h e  w e l f a r e  a r e a .  T h i s  

s t u d y  would be e s s e n t i a l  b e f o r e  i n t e l l i g e n t  recommendations 

cou ld  be made c o n c e r n i n g  r e o r g a n i z a t i o n  i n  t h e  County w e l f a r e  

f u n c t i o n .  

T h i s  p r e l i m i n a r y  r e p o r t ,  i f  it has accompl ished i t s  purpose ,  

h a s  s t a t e d  that t h e  Hahn p r o p o s a l  as o u t l i n e d  i s  n o t  f e a s i b l e .  

It has p o i n t e d  o u t  t h e  n e c e s s i t y  f o r  more time t o  be a l l o t t e d  

t o  p e r m i t  comprehensive s t u d y  o f  the whole County o r g a n i z a t i o n  

s t r u c t u r e  and t h e  development o f  a p r o g r e s s i v e  p l a n  f o r  o r -  

g a n i z a t i o n a l  improvement. It h a s  been made most c l e a r  t h a t  the 

Department o f  C h a r i t i e s  o r g a n i z a t i o n  would f i g u r e  l a r g e l y  i n  

such  a p r o j e c t .  Evidence  o f  " i n s t a n t  s o l u t i o n s "  t o  problems by 

c r e a t i o n  o f  a new depar tment  a l r e a d y  e x i s t  i n  the p r e s e n t  County 

o r g a n i z a t i o n .  I n  many c a s e s ,  it would l i k e l y  be  found t h a t  t h i s  

t e c h n i q u e  compounded the problem r a t h e r  t h a n  s o l v i n g  i t .  



A l t e r n a t e  Recommendation 

If i t  d e v e l o p s  t h a t  the Board o f  S u p e r v i s o r s  w i l l  n o t  a c c e p t  

t h e  r e q u e s t  f o r  time t o  do t h e  comple te  p r o j e c t ,  there i s  a n  

a l t e r n a t e  approach  t h a t  can  be t a k e n ,  Most o f  the d e s i r e d  ob- 

j e c t i v e s  o u t l i n e d  i n  t h e  Hahn p r o p o s a l  cou ld  be accompl ished 

t h r o u g h  t h i s  a l t e r n a t e  approach.  The f i r s t  s t e p  has a l r e a d y  

been t a k e n  i n  t h e  e s t a b l i s h m e n t  o f  t h e  p o s i t i o n s  o f  Chief  

Deputy S u p e r i n t e n d e n t  o f  C h a r i t i e s  and A s s i s t a n t  S u p e r i n t e n d e n t  

o f  Charities. A t  t h e  time o f  p r e p a r i n g  t h i s  r e p o r t ,  t h e r e  

appeared  t o  be a l a c k  o f  knowledge on t h e  p a r t  o f  s u b o r d i n a t e s  

d e f i n i t e l y  a f f e c t e d  as t o  the a u t h o r i t i e s  and r e s p o n s i b i l i t i e s  

d e l e g a t e d  t o  t h e s e  p o s i t i o n s .  If t h e r e  has been no d e l e g a t i o n ,  

o r g a n i z a t i o n a l l y  t h i s  i s  unsound i n  that it e s t a b l i s h e s  a "one 

o v e r  one o v e r  one"  s t r u c t u r e  t h a t  i s  b a s i c a l l y  i n e f f i c i e n t ,  I f  

t h e r e  has been d e l e g a t i o n  t o  t h e s e  p o s i t i o n s ,  i t  shou ld  be c a r e -  

f u l l y  d e f i n e d  and d i s s e m i n a t e d  a l o n g  p r o p e r  o r g a n i z a t i o n  c h a n n e l s  

t o  r e a c h  a l l  t h o s e  a f f e c t e d  by t h i s  a c t i o n .  

If no a c t i o n  has been t a k e n  i n  t h i s  r e g a r d ,  t h i s  a n a l y s t  

recommends t h e  f o l l o w i n g  s t e p s  t o  a c h i e v e  a p a r t i a l  s o l u t i o n  t o  

c u r r e n t  problems:  

C o n s o l i d a t e  t h e  p r e s e n t  Department o f  C h a r i t i e s  

o r g a n i z a t i o n  i n t o  two g r o u p i n g s  by b l e n d i n g  the 

S e r v i c e  Bureaus i n t o  e i t h e r  the Bureau o f  H o s p i t a l s  

o r  t h e  Bureau o f  P u b l i c  A s s i s t a n c e  as t h e y  l o g i c a l l y  

g roup  w i t h  r e l a t e d  a c t i v i t i e s .  

Delegate a u t h o r i t y  and r e s p o n s i b i l i t y  f o r  day t o  

day a d m i n i s t r a t i o n  t o  t h e  r e c e n t l y  c r e a t e d  Chief  



Deputy S u p e r i n t e n d e n t  and A s s i s t a n t  S u p e r i n t e n d e n t  

i n  a "group e x e c u t i v e f '  c a p a c i t y  p e r m i t t i n g  f u r t h e r  

r e d e l e g a t i o n  downward as f e a s i b l e .  T h i s  f r e e s  t h e  

S u p e r i n t e n d e n t  from d e t a i l e d  a d m i n i s t r a t i v e  respon-  

s i b i l i t i e s  and p e r m i t s  h i s  c o n c e n t r a t i o n  on e x e c u t i v e  

p o l i c y ,  r e q u i r e d  c o o r d i n a t i o n ,  and l i a i s o n  with o t h e r  

a g e n c i e s ,  county ,  s ta te ,  and f e d e r a l .  T h i s  a r r a n g e -  

ment makes f u l l e s t  u t i l i z a t i o n  o f  e x e c u t i v e  

management. If it i s  r e q u i r e d  t o  i d e n t i f y  a ' second  

i n  command" f o r  purposes  o f  s e r v i n g  i n  t h e  absence  

o r  d i s a b i l i t y  o f  the S u p e r i n t e n d e n t ,  t h i s  i s  s t i l l  

p o s s i b l e  w i t h i n  t h i s  s t r u c t u r e  w i t h o u t  c h a r t i n g  it 

as a ' o n e  o v e r  one"  by s imply  making i t  a permanent 

m a t t e r  of  r e c o r d  by i s s u i n g  t h e  a p p r o p r i a t e  document. 

3 .  I n i t i a t e  wha tever  p r o c e d u r a l  r e v i s i o n s  are r e q u i r e d  

t o  g i v e  semi- independent  s t a t u s  t o  t h e  two c o n s o l i -  

d a t e d  groups ,  p a r t i c u l a r l y  s e p a r a t i o n  of budget  

submiss ion  and a p p r o v a l .  T h i s  w i l l  a ccompl i sh  much 

i n  p e r m i t t i n g  i n t e r n a l  improvements, promot ing  

h i g h e r  employee morale,  and e l i m i n a t i n g  c o n f u s i o n .  

It s e v e r s  t h e  u n e c c e s s a r y  c o n t r o l s  w i t h o u t  d e s t r o y i n g  

t h e  n a t u r a l  r e l a t i o n s h i p s  t h a t  e x i s t  between t h e  

concerned f u n c t i o n s .  

These s i m p l e  s t e p s  o f  o r g a n i z a t i o n a l  change, d e f i n i t i o n ,  and 

implementation can  be accompl ished now w i t h o u t  a d i s r u p t i v e  ef-  

f e c t  on the i n t e r n a l  o r  e x t e r n a l  o r g a n i c a t i o n  s t r u c t u r e s  and 



w i t h o u t  a C h a r t e r  r e v i s i o n .  They meet t h e  needs  d e s c r i b e d  i n  

t h e  Hahn p r o p o s a l  a l m o s t  c o m p l e t e l y ,  They p r o v i d e  a l o g i c a l  

p r o g r e s s i o n  t o  t h e  e v e n t u a l  s e p a r a t i o n  o f  S o c i a l  Welfare  from 

i t s  p r e s e n t  o r g a n i z a t i o n a l  r e l a t i o n s h i p s .  Opera t ion  u n d e r  t h i s  

semi- independent  s t a t u s  would f u r n i s h  v a l u a b l e  e x p e r i e n c e  f o r  

t h e  u l t i m a t e  independence  as a Department o f  S o c i a l  Welfare. 

R e s p e c t f u l l y  submi t t ed ,  

F r e d e r i c  B. F o l k s  

FBF : p  




