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FoUow1aa It renew of the literature, it ia oOJloluded that it ia 

meatlingtul to talk about II1'l area service centre u a diatlnct social agellC1. 

It la argued that the ebaracteristtce diffl:rentiat1ag the area service 

centre frOll other types ot 8001.1 asencies u ",ell as agaci.. subat.llHd 

under this label are bMicall.J those which ha.. "- 4i8CWIae4 in the text 

The antecedent. of are. service centre. have been discussed under 

two main headinga, unorganized or indiYidual erforts oa the one hand, and 

organized or formall,. cQutltuted efforts OD the other. The former inoluded 

charity workera, "ladJ bountifule tf 
, political ward le.ders and heelere. 

The latter included. neighborhood usociations or couDCila. and ••ttlement 

house•• 

Modern are.. service centre. date from the ATd•• House Conference 

ot 1958. TheJ constitute, from an organizational standpoint an adaptation 



Oft the part ot ..tUaeata to the War on Povet"t7 as vell Ba .. adjuataent 

on the part ot HYeral. traclitioaal. agencies to the deficienoies 01 ur"baD 

welfare .,.t.... 
It i. argued tlIat thi. tTp8 ot aoeial agenq hu adapted to the 

realitie. ot »oyert,. both la '.rma ot Ita philoaopb:r. 8Il4 iD ita orietatlon 

to probl.....sol'f'1ag at • tiu whH. pri.Yate weltare w tended to abdieate 

ita napouibility ia W. er-. Ita ••moe. are tail0n4 to the 

expectationa and needs ot low-income 8l"oupB prillOlpal.q throUP strategiea 

such .. tflUldllUl'l t ...lbl. participation" ot the :people served, and the 

uti11zation ot indigenous DOD-prof••eianal.. Ita neigbborbood organisation 

.tforte seek yarious goals appropriate to dlea4Yaatapd groups weh 88 

the baaic rediatribution of power in soclev. Ita phl10a0ph1' cumtrea 

around adYUcing the eaaae ot the poor bJ altering their opporttmlt1 

structure through 1Ili11taBt social action whene..r necel/JUr1_ Certain 

straina as8ociate4 with the are...erne. centre are explored. The degree 

to which it can function u aft orpni.aation vi thout jeopardia1ng iUs 

institutional maintenance needa or inYokiag probl... of overlapping a,y.t.... 

ia 418CU88ed. It la augge.tea. tbat the neighborh004 orpaizatiQD abould 

have complete independence from the ar.. .ervice centre it radical goala 

are being pursued through rd.lltant me_. OtMr t7P" of relationshipa 

8uch as spoaaorehip. and nomtnal17 independent &88OClation have been 

explored ln relation to the pursuit ot moderate goal. aa4 the depl0Jm••t 

ot lesa controyeraial ...aa. 

The are. service centre has l"NIliticatiou aD4 implications tor 

the eocial work profe••ion. It has Nen wggeeted that tew proCeuional.e 

are prepared t,o lunction in the area aenice centre .. a work Mttiaa 



because ot status-reversal, absence ot oolleagues, open hostility trom 

indigenous stalt. and location outside the mainstream ot social work. 

It might 101101l trOll this that aoclal work eduoation abould be utereel 

in order better to prepare ita graduates for BUch practice demands. 

The prot...iOD ot social work i. 00IMI0nl1 carried out through $Ocial 

agencies. Row much prot...ional behavior directed at the private. goverD

Matal and iutitut.i<mal centre. ot power in the oOlltlUllit, eau be tolerated 

vit.hout jeopard1zi1ll the vi.bility 01 the ageaq or the poeition ot the 

orgaciaer CA ita .tatf i. an open question. ne beharior 01 the soclal 

worker when operating outslde the counseUilll reala, and away from the 

agenq i tnl! beeOll'Hta iDcreuing17 visible to the public. A cruclal 

question for the prof•••10ll aa a whole i8 the desree to which this ne.,. 

more active role can be incorporated Into prof•••ional practice and 

suitable organi.ational structure. developed to eupport it. 
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INTRODUCTION 

The object of the present study is to examine in some detail the 

nature and development of the area service centre as a social work agency. 

It is proposed to examine the various w~s in which the term has been used, 

and the kinds of programs that have been subsumed under this general 

heading. The various definitions that have been offered in the literature 

will form the subject matter of this analysis. For the sake of clarity. 

however, the following tentative definition is offered as a starting-point. 

The area service centre as the term is generally found in the literature 

refers to a social agency t operating in a defined geographic area, usually 

a neighborhood or slightly larger district. which offers a wide spectrum 

of services to individuals and families while at the same time engaging 

residents of the area in social action to remedy environmental conditions. 

The term is often used to describe agencies associated with the anti-poverty 

efforts of recent years, which utilize the notion of rtmaximum feasible 

ll1participation of the poor in such matters as the operation of the centre, 

service programming and social action. 

As an organization, the area service centre has the following 

functions in common wi th what will be called "traditional &gencieaft.2 

Both seem to provide some degree of information and referral services, 

1Provision ia made in the Economic Opportunity Act ot 1964 for 
"maximum feasible participation" of the people served and local residents 
in anti-poverty programs. 

2This term is defined more precisely infra. 
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"advocACy,,1 and opportunities tor social action. Both deal with problems 

of one kind or another and to a greater or lesser degree vith the socially 

diaadvantased, although it hu been suggeste4 by aome authoritiea2 that 

there has been a shift a'W~ from problems of poverty per se by more 

traditional agencies. 

Area service centres and traditional social agencies differ. however 

in several respects. The traditional agency is usually organized around a 

specialization by method or by type of clientele, whereas the area service 

centre is organized around multi-service functions. It is argued that the 

consumer thus escapes the stigma attached to the use of such traditional 

agencies since the services he seeks are not readily identifiable, and 

his use of the agency is not ipso facto evidence of his inadequacy and 

pathology. Clients of traditional agencies have to go to the agency for 

service, whereas the area service centre locat€s itself in the neighbor

hood where the services are needed. The traditional agency typically has 

as its goals individual change or adjustment on the part of the client, 

whereas the area service centre extends these goals to include such things 

as institutional change and the transferring of power to the poor. The 

traditional social agency uses casework and groupwork as its principle 

methods whereas, the area 5ervice centre also includes in its repertoire 

such techniques as 80cial protest, demonstration and boycott. The goals 

1
This term refers to the worker arguing or pleading a client's 

cause to a third party. 

2Richard A. Clovard and Irwin Epstein, "Private Social Welfare's 
Disengagement from the Poor. The Case of Family Adjustment Agencies" t in 
Communitf Action Against Povertl. ed. by Geerge A. Brager and Franc is P. 
PurcellNew Haven, Conn. t College and Un!versity Press, 1967), pp. 40-63. 



of the traditional social agency tend to be limited to individual and 

group counselling or some service specialty, whereas the goals of the area 

service centre are of a wider range and include structural changes at the 

organizational, community and political levels. The traditional social 

agency tends to be characterized by centralization and bureaueratization, 

whereas the area service centre 1s more decentralized in its structure 

and anti-burerulcratic in its ideology. The traditional social agency has 

hut one mode of contact with the consumers of its service and that is in 

the formal client-professional relationship_ The area service centre in 

contrast has several modes of contact with clients as service-consumers, 

participants in policy decisions and members of neighborhood organizations. 

The present study is descriptive in nature and is based upon a 

review of the literature. Three broad areas of interest give focus to the 

study, and form the chapter headings which follow. The first chapter 

deals with the antecedents and develo}~ent of the area service centre. 

The second is a description of the area service centre as it currently 

exists. The third is an analysis and discussion of its implications. A 

set of questions is listed at the beginning of each chapter to serve as 

an outline of the specific chapter content and organization. 



CHAPTER 1 

THE 	AREA SERVICE CENTRE. ANTECEDENTS AND DEVELOPMENT 

1. 	 What general concerns were eYident in the welfare field and 
in the aocial work profession at the time the area service 
centre was conceived? 

2. 	 What were the antecedents ot this type at organization? 

,. 	How can the area service centre be differentiated tram the 
service structures that preceded it? 

1. What aeneral concerns were evident in the velfare field and in 
the aocial work E£2tes8ion at the time the area service centre vas 
conceived? 

The area service centre reflects the concerns and approaches to 

problem-solving ot its time. Michael Harrington's book, The Other 

Amerlca,1 dramatized the continued existence of a great deal of poverty 

in America. the "land ot opportunitylt• The public concern that this aroused 

was followed by a series of uti-poverty measures, that came to be know 

as the "War on Poverty". It was marked by an increase in direct federal 

participation in problem-solving activity. The federal agencT that was 

set up for this purpose under the terms ot the Economic Opportunity Act 

of 1964 was the Office ot Economic Opportunity_ The act in question was 

based on direct social action that was increasingly seen as the remedy tor 

social problems_ This emphasis was written into a provision of the 

legislation for social action by the poor themselves under the terms 

"maximum feasible participation". 

1Michael Harrington, The Other America (New torl" The Macmillan 
Company, 1962). 
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The om i teel! is not quite sure what it lIleans. When the 

words were put into the act --- by the task torce that 

helpe.d draw up the legislation --- they tound a tond hope. 

to give the poor a SIq in their own salvation and to break 

the hammerlock hold ot the traditional weltare agencies.' 


This was coupled with a definite shitt within the social work 

profession from explanations of social problems which focused on 

individual pathology to explanations that took into account social and 

structural factors. All anti-poverty projects2 reflected this new 

articulation of the problem and emphasis on participation by the poor. 

Although their organization and techniques diftered, all 

were based on the usumption that social, structural and 

environmental pathology were major causes of youthful 

deviance. Inherent in the concept of these programs was 

the belief that neighborhood residents needed to become 

INVOLVED in planning and implementing social services, 

that the RECEPlr:NTS ot these services had also to become 

PARTICIPANTS in shaping the structure of service.' 


It will be argued that the theoretical base ot 80cial work began 

in a sense to return to the eMphasis characteristic of an earlier phase 

ot ita development when weh people as Shaw and McKay we" exploring the 

'+relationship between urban areas and delinquency_ With the War on 

1''Tbe War on Poverty" t Newsweek, September 13, 1965. p. 24. 

~e list ot major anti-poverty projects includes: Action for Boston 
Coasmunity Development, Inc. t (ABeD). Boston; Cruaade for Opportunity (cro) , 
Syracuset Community Progress, Inc. (CPI). Nw HaYen; RARYOU - Act, Central. 
Harlem, New York Olty; Mobilization For Youth (MFY) t New York CitYI United 
Planning Organization (UFO), Wuhington, D.C. 

'Charles F. Grosser, Helpi¥ Youths A Studjr; of Six Community 
OreizatiOD. Pr0fl- (Washington, D.C.: U.S. DepartMrtt of Health, 
Education and Werare, Social and Rehabilitation Service, Office of 
Juvenile Delinquency and Youth Development, 1968), p. ili. 

4
Olittord Bbav and H.D. McKay t Juvenile Del1ng,uengy and Urban Areas 

(Chicago: University of Chicago Press, 1942). 



Povert1, the aocial and ecological nature of social problems were again 

being streseed and as a result there had been a shift in social work 

back to sociological rather than psychological explanations of social 

problem!h A number of writers1 had suggested that problem-solving efforts 

should be articulated in terms of changing the milieu rather than changing 

the person. 

It has been said that the welfare structure. of maD1 urban centres 

coutitute the initial environmental target ot direct 80cial action b1 the 

poor. 

w'ben a program of neighborhood organization begins to <teal 

not on13 vitb the enbanced functioning of the people who 

are drawn to it 'but also with the aceompUshJleat of some 

sort of general change in the enviro_ent, the chances are 

that its immediate goal will be to improve some type of 

delivery of servioea.2 


These efforts frequently result in proposals for a multi-servioe type of 

agenc1 geared to providing comprehensive service in a broad attack on 

total problems, rather than the traditional, segmental approach which haa 

often produced interagency competition for acarce funds and led to agency 

overlap. 

1Albert Cohen offers the thesis that the subcultural association 
constitutes a solution to problema encountered in the larger society. 
The delinquent subculture is where youth accept antithetical. values such 
as property destruction. as norms of the groupC ..e Deviance and Control 
(Englevood Cliff8, New Jersey: Prentice - Hall Inc., 1~)t pp_ 1 - 11. 

Beward Beeker argue. that deviance i8 not a qualit1 of the act 
the person coatta, 'but rather a consequence ot the application by others 
of rules and sanctions to an offender. Tbe deviant is one to whom the 
label has succe8stull1 been. applied; deviant behavior ia behaYior that 
people so label, see Outsiders. Studies in the Socioloeg of Deviance 
(New York: Free Pres8, 1~', p. 9. 

2
Arthur Hill.man and Frank Seever t Makin;S Democrau Work: A StU& 

of NeifhborhOOd Oraanization (New York: National. Federation of Settlements 
and Ne ghbOrhood Centres, 1966-67), p. 25. 
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2. What were the antecedent. of thi. tIp! of orsanization? 

The antecedents of the area serTice centre' can be roughlJ 

categorized into the following two groupings t unorganized or individual 

efforts on the one hand, and organized or formally constituted effort. 

on the other. The former included char!ty workers, "lady bountifulsft 
, 

political ward leaders and ward heelers. The latter included neighbor

hood citizens' associations or councils, and settlement house•• 

The earlier types of entrepreneurs engaged in essentially similar 

activities as the area service centre at an earlier point in time. The 

targets of intervention, poverty and juvenile delinquency on the one hand. 

and to a lesser extent the interventions themselves on the other hand, 

were eimilar in both cases. 

The earlier types of eervice delivery can be differentiated from 

area service centres in several ways. The charity workers and tllady 

bountituls" of the nineteenth century tended to engage in this activi ty 

by doing-for the poor in the charity tradition.2 The area service centre 

differs from the entrepreneurs in that it places greater importance on 

the technique ot self-help and defends the ideological commitment to 

serve people as a matter of right. This ideological premise stems trom 

the fact that in an industralized society mBn1 contributing factors to 

individual hardship are outside the individual's control. 

1Robert Perlman and David Jones, Ne1ghborhood Service Centers 
(Washington, D.O.: U.S. Department ot Health, Education and weliare, 
1967), pp. 8-9. 

2Kathleen WoodrooCe suggesta that the activities oC charit,r 
workers and "laciJ bountitulsH were engaged in as a meana of assuaging 
their own guilt; see From Charit 'ro Social Work In land anct the 
United State. (London: Routledge and Kegan Paul, 1 2, pp. 21-23. 
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Political ward leaders and ward heelers of the earJ.," twentieth 

centUl"1 frequently provided information and referral services as well 8.8 

advocacy and direct services. aanfield1 notes however that certain external 

forces changed their functions. These included the assimilation of 

immigrants, extension of public welfare programs and increase in per capita 

income during the post war bOOl'l years. Voters becM'le increaeingl1 reluctant 

to accept the inducements of ward leaders when th-.y could get similar 

servic•• through social work and welfare channels as 11 _tter of course 

and with no string. attached. The system of "favouritism" differed from 

the public right to services 813sured by area service centres. 

neighborhood citizens associations or councils in the first half 

of this century often carri~d out the social action function largely on an 

ad hoc basis. They had a high rate of turnover: "Councils become 

organized around n critioal problem, nttempt to deal with it, and d1ss01ve 

when the need pasees".2 Strong on social action, they differ with the 

area service centre in their lack of permanence as organizations and their 

limitation to the social action function. 

The settlement houBe differs from the area aervice centre in a 

number of va::fs. The area service centre t however. can be considered the 

last in a series of adaptations by the settlement house movement to a 

rapidly changing world. For purposes of clarity in presentation and 

analysis, the settlement house movement can be arbitrariq seen as having 

1Edvard C. Bantield and ..lame. Q. WillllOn, Cig Politics (Cambridge, 
Massachusetts. Harvard University Press, 1966). 

2Robert McRae, "Community Welfare Councils", Social Work Year Book, 
122Z. (New Yorkl National. Association of Social \;iorkera, 1957) t p. 189. 
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made three major adjustments in its long history. These adjustments can 

be understood in the following terms: 1) the "movement phase" represents 

an adjustment to the Industrial Revolution and the new poor of the 1880's 

2) the "recreational phase" represents an adjustment to the delinquency 

of' youth in the 1930's and ') the "area service centre phase" represents 

an adjustment to the War on Poverty of the 1960's and to the chaotic 

welfare system of many urban centres. 

It is suggested that a gradual decline of the settlement house 

appears to have taken place for the following reasons. The centre-city 

eJreas where settlement houses were commonly found, were becoming rapidly 

depopulated. The populations that remained in centre city areas often 

consisted of people less capable of moving out because of age, health, 

income, or some other reason. Inner-city areas tended to become deprived 

areas. Consequently. serving the neighborhood meant providing a compre

hensiTe service plan at a time When neither the settlement nor the chaotic 

welfare system could pronde one. This is due to the fact that since the 

depression, the settlement had given up many of' its original functions 

to public and private agencies and restricted its function to recreational 

programs geared in many cases to elaborate physical plants. These build-

ing-centred s~ttlements, frequent17, were being called into question as 

being superf'lous to the real problems of poverty and delinquency out in 

the neighborhoods themselves. The settlements were also criticized on 

other grounds. 

Taking due account of the value of efforts to teach the 
poor how to make the best of themselves and their means, 
it needs to be recognized that but a small part of 
settlement effort is directed to the real cause of class 
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1distinction, viz. the economic. 

An important ismte surrounding the participation of residents in 

the settlements was also raised at one point. 

For example a recent survey· of neighborhood centre activities 
reports extenaivel1 on new programs and on what the.e ought to 
do for the clients. It describes what programs were offered 
but 1t gives no evidence that these programs were wanted by 
the clients or that the clients' wants had any role in shaping 
the program. 2 

The traditional welfare s1stems of many urban centers were increas

ingly seen as inadequate from the point of view of meeting the needs of 

low income groups. Buell3 and his co-workers pointed to the need for co

ordination and elimination of fragmentation and duplication in services 

to families in poverty on both economic and treatment grounds. Others 

explored the reasons wny potential consumers of welfare services were not 

being reached. It was argued that traditional social agencies were 

abdicating their responsibility to the poor. Richard A. Cloward and Irwin 

EPstein4 cite evidence for the case of a disengagement from the poor on 

the part of private social welfare. Their discussion centres mainly upon 

family adjustment agencies but they cite references to similar trends 

·The survey referred to is the following. Arthur Hillman, {feiebor
hood Centers T Action Pro ams For A Ra i War d (New York: 
National Federation of Settlements and Neighborhood Centers, 1 ). 

Zaerbert J. Gamst tlRedefining the Settlement' 8 Function for the 
War on Poverty", Social Work, IX (October 1964), 7. 

'Bradley Buell, and Associates. Communitz Plann1P5 For Human Services 
(New York: Columbia University Press, 1952). 

4
Cloward and Epetein, "Private Social Welfare's Disengagement from 

the Poorl The Case of Family Adjustment Agencies", pp. 40-63. 
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elsewhere. Family agencies increasingly refer economically disadvantaged 

clients to public agencies where they are almost certain not to receive 

help for other problems, There is evidence of early closing of files to 

encourage the use of resources elsewhere, irrespeotive of the expressed 

wish of the client. They also argue that the profession of social work 

tends to ado,pt a therapeutic model which is selective. in that treataent 

is given only to certain types of clients, namely those with emotional 

problems. There is a general lack of involvement in providing direct 

services desired by the poor and a disproportionate investment in 

counselling those who can use it. The inGifferent, chaotic traditional 

welfare system is well summed-up in these words: 

In fact, however, eXisting social agencies have widely 
bogged down into bureaucratic inefficiency, indifference 
and misguided paternalism. They have lost contact w1 th 
their improveriehed conatltu6ncy.1 

3. How can the area service centre be differentiated trom the service 
structures that preceded it? 

The modern area service centre really dates from the Arden Hous. 

Conference of 1958, called by the National Federation of Settlements and 

Neighborhood Centers to decide on the future role, if ~. of settlements 

in a rapidly changing world. The conference addressed itself both to the 

general decline of settlements and to what it perceived as the chaotic 

state of the welfare system of many urban centers in the face of tremendous 

social problems. It came up with the following emphases for future 

policy. 

1. To serve as one of the few agencies in contemporary 
society that is not wholly bureaucratized. channelized 
•••• that offers a personal face-to-face relationship 

1UThe War on Poverty", p. 24. 
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in which a whole human being can be seen and talked 
to in something like his entire life situation. 

2. 	 To help give people roots, a sense of identification 

with a place, other people, existing agencies ot their 

society, and, it they stay long enough, with the 

ongoing good and traditions and obligations of that 

society. 


}. 	 To experiment in using new knowledge and social 

techniques for dealing with human problems. 


4. 	 To provide decentralized services to people who need 

help in areas close to their homes. 


To help promote cultural activities, - an 'active 
participant culture-, counteracting presaures toward 
passivity in American life, helping to develop ways 
ot using our increasing leisure for creative 
aotivities. 

6. 	 To provide important services in the planning and 
execution ot programs for urban renewal. 1 

These new emphases on broad interpretation of problems, returning 

to the neighborhood, decentralizing services and promoting an active 

participant culture constitute one or the first descriptions of activities 

and approaches that we commonly associate with the area service centre 

today.. 

This awareness that many agencies were not serving the poor, as 

well as the fact that the settlements had declined is reflected in the 

acceptance by the Arden House Conference of a responsibility to those 

people caught up in "pockets of poverty". Once this target of inter

vention was clearly set out, there was wide acceptance of the need to 

involve the poor direetly in problem-solving and in designing service 

centres. The availability of funds under new federal legislation in the 

1
Margaret BelT'1. "Settlements and Neighborhood Centers", in Social 

Work Year Book, ed. by H. Kurtz (New York: National Association of 
Soci81 Workers, 1960), pp. 523-529. 

I 
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United States, earmarked specifically for innovative problem-eolYiAS 

proposals, resulted in the creation ot a number ot are. service centres. 

In addition, manr traditional agencies utilized these funds and began to 

operate in accordance with this new pbilo8op~. 



CHAPrER 2 

HODERN AREA SERVICE CENTRES 

1. 	 How can area service centres be differentiated? 

2. 	 What goals are associated with area service 

centres and what means are adopted in pursuing 

them? 


}. 	 \\'hat types of relationships can exist between 
neighborhood organization programs and area 
service centres? 

1. 	 Row can area service centres be differentiated? 

The 	label of area service centre is used in the literature to refer 

to several demonstration-research projects and a variety of types of 

1
pr~ctice agencies. In order to differentiate modern area service centres, 

irrespective of whether they are demonstration-rese&rch projects or practice 

agencies, a social agency differentiation chart will be used. The vertical 

axis shall differentiate social agency goals according to whether th., 

are 	traditional or innovative (to be defined below). The horizontal axis 

shall dlfrer<ntiate soci<::~ agenc;r t;ie<::-ns according to w}~eth(,r they are 

1Ne1ghborhood center is used interchangeably with the word 
"settlement" in lnueh social welfare literature. It is used by recently 
established agencies more often than is the term !'settlement". Neighbor
hood-serving agencios also call themselves neighborhood houses, neighbor
hood 8.SsoeisHo11S. community houses, community centers, social centere, 
social settlements or university settlements, see Standards tor Neighbor
hood Centers, John Ganter. Chairman ot Membership Standards and Admiaeiou 
Committee n':."1 York: Ntlt10nal federf,tion of ~;ettlements und Neighborhood 
Centers, RenGed l:di tion, 1968), p. 4. 

t:ote also that the term area service centre is COIlUUOnl,y used in 
Canada infltead of neighborhood service centre. The tormer was adopted 
for this study because "areatl is better understood th8.1l !1neighborhoodH 

which has a variety of COIU'lotations • 

... 14 
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traditional or innovative (to be defined below). This tool vill enable 

the discussion and analysis of a variety of social agencies subsumed in 

the literature under the label area service centre to proceed. Still 

a further differentiation of area service centres will then take place 

on the basis of the relationship between the centre and neighborhood 

organization efforts. The four types of relationships referred to in 

the literature will be discussed. They include: 1) SPO~lSORSHIP 

2) NOMINALLY INDEPENDENT ASSOCIATION OR COUNCIL 3) COMPLETE INDEPENDmCE 

AND 4) COMMUNITY CORPORATION. 

2. 'Whet S9!!.ta are "&IOciatee! with area service centrea aDd what 
means are acIopted ill purauig th..? 

The area service centres referred to in the literature posseas, 

in most caaes, both service and neighborhood organization components. 

On the basis ot the historical evidence presented in earlier sections, 

it seems appropriate to refer to the new service and neighborhood organiza

tion goals aa innovative. 

A list of service component goals seems to be embodied in the 

following principles that have been articulated in the literature. 1 

1. 	 DECENTRALIZATION of services and programs to the 

neighborhood level, 


2. 	 increased RESPONZIV1~ESS of services to the needs 

and desires ot residents, especially the poor 

residents; 


3. 	 opening ACCESS to programs and services by co

LOCATING some and building referral networks to 

others and by means such as outreach, advocacy, 

tollow-up, etc., 


1Mich...l S. March. tIThe Neighborhood Canter Concept". Public Welfare, 
XXVI, No. 2 (April 1968), 110. 
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4. 	 COORDINATION of services into a COMPREHENSIVE 

pattern in keeping with the best principles of 

social work and rehabilitation; 


5. 	 arranging a CONTINUUM OF SERVICF,s in proper 

sequence for the individual or the fami17 

through development of a service plan based 

on team analJsie, scheduled appointments, 

implemented ~ follow-up; 


6. 	 CONCERTING of resources by involving in the 

service 87stem both the old-established service 

agencies and the new OED funded agencies, and 

by incorporating the EXISTING resources as well 

as the possible ADDITIONAL increments; 


7. 	 INTEGRATION of operations through core services 

which are administered through central intake, 

diagnostic counselling, case management, and. 

record systems. 


8. 	 direction of services and assistance to STRIKE AT 

THE ROOT CAUSES of social problems as th-., afflict 

ind1Tiduale, families, and the neighborhood. 


The 	goals commonly associated with neighborhood organization efforts 

of area service centres seem to be thoee that are isolated by Perlman and 

Jones.' These goals inolude the following: 1) to provide social and 

psychological benefits to participants; 2) to provide self-help and 

mutual aid; 3) to increase the effectiveness of service delivery; 4) to 

achieve institutional change. According to the aame writers, institutional 

change has several meanings. 

In general it seems to refer to any significant and 

relatively permanent change in structure, polici•• t or 

practices of organizations concerned with welfare, 

health, education, employJlent. housing, and government. 

Some reserve it for more radical chansea involving some 

redistribution ot resources of power. More usual1, it 

is used to indicate change in some aspect of a social 

situation affecting a whole category of people, as 

contrasted with helping a particular individual to adjust 


1
Perlman and Jones, Neighborhood Service Centers, pp. 49-53. 
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to a social situation. or some modification ot it 
achieved solely tor that individual. 1 

These innovative goals differ with many of the goals commonly 

associated with other types of social agenciese The latter will be called 

traditional goals. Tbey include: 1) character building. 2) socialization. 

3) individual change, 4) counselling and 5) tamily adjustment. 

Although it is often difficult to distinguish just what is a goal 

and what is a means in the case of the area service centre, this exercise 

can be useful in deriving certain differences in approach and orientation 

from other social agencies. To illustrate this point, the emphasis on 

resident involvement in the planning and delivery of services constitutes 

an innovation in terms of means and also a goal, namely, the countering of 

paternalism associated with other social agenciese Notwithstanding 

arbitrariness in judgments, one can isolate several other innovative means 

adopted by area service centres. Tbey include hiring "indigenous non

professionals,,2 and having a neighborhood organization component with a 

wide spectrum of strategies and structures. Their strategies include 

social protest. demonstration, boycotts, consensus, collaboration and 

others. The structures at times develop into issue-centered coalitions, 

community corporations and other types. 

Traditional social agencies are not characterized by such inno

1perlman and Jones, Ne1eborhood Service Centers. p. 51. 

~ term indigenous nonprofessional refers to a perSOD who ia hired 
by a social agency because of his capability for aoting as a bridge between 
the middle class oriented professional and the client from the lower 
socioeconomic groups. Robert Reitt and Frank Riep,sman, liThe Indigenous 
Nonprofessional", Community Mental Health Journal_ Monograph Series, 
no. 1 (Massachusetts: Behavioral Publications, Inc., 1965). p. 7. 
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Tations. They typically pursue the agency goals in a trapentaI7 wq 

offering specialized services and accepting only certain types of clientele 

according to problem areas that are amenable to either caaework or group-

work methods. Clients are not usually involved in programming or delivery 

of service. These means are to be referred to as traditional means. 

At this point it becomes possible to make some distinctions between 

various types of social agencies that have either been proposed or have 

been in operation and discussed in the literature. 1his social agency 

differentiation chart will provide an instant overview of the agencies 

subsumed under the label of area service centre. 

SOCIAL AGENCY DttrERENTIA1ION CHAR'!' 

re. 0T diti nal I MOyative 

T 
r 
a social advice It 
d agency referral. centre 
i 
t 

M 
E 

i 
0 

n 
a 

(no ne1ghborhood 1 

organization) 

(sponsorship type 
of neighborhood 
organization) 

A 1 
N 
S I 

n on .... stop 
n diagnostic multi-purpose 
0 centre neighborhood 
v centre 
a 
t (nominally (cOIIplete 
1 independent independence of 
v 

• 
association) '.ighborhood 

organization) 

1The types of relationships between neighborhood organization and 
social agency cited in the brackets are articulated on Pp. 23-26. 
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Some social agencies pursue the innovative goal of decentralization 

by following the course of establishing "advice and referral centere ft 
• 

This represents a trend established by several traditional agencies pushing 

out and decentralizing certain ot their functions including contact, cursory 

screening, advice and/or referral. Hichael S. Harch describes this model 

which he developed aB follows. 

The advice and referral canter would have a very amall 

staff --- possibly one or two persoas. They should inform 

people about the available services. but the service agenoies 

should remain in their present scattered an~or downtown 

location. Intake would largel" be "walk-ins!!. Broadly 

trained "generalista". well-informed libout the spectrua of 

public and private agencies t would tell authoritatively 

what service. can be provided and where to go. aad would 

do elementBr,J screening. The staff could answer questions, 

hand out forms, and could even make appointments for clients. 

The approach is similar to that used in the Citizens' Advice 

Bureau in Great Britain. Many om "store-front" centers 

perform these functions, at least partia1l7.1 


Michael S. March appears to have had in mind when designing this 

2centre, the type of eommuni~ described elsewhere as having numerous 

high calibre services. According to Perlman and Jones this centre has the 

function in such a community of facilitating communication and feedback 

between residents. agencies and institutions rather than providing direct 

services itself.' 

In terms of our social agency differentiation chart. it is argued 

that the advice and referral centre pursues a rew innovative goals of the 

service kind including greater decentralization, easier access, and greater 

follow-through potential by consWDers. 'rhe traditional system of welfare 

1March, "The Neighborhood Center Concept*', pp. 105-106. 

2
Perlman and Jones, Neigeoorhood Service Centers, pp. 78-79. 

'Ibid., pp. 78-79. 
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remains intact and the traditional means are Il8.1ntained. It might be 

argued that where the nelghborhood organization compcment exist., it is 

of the sponsorship type (to be discussed below). The suggested reasons 

why this area service centre might sponsor the neigbborhood organization 

i8 to sateguard its own interests. These include making sure that the 

neighborhood organization is not attacking the referral suppliers or 

jeopardizing other institutional maintenance needs such as funding 

sources. It could on the other hand encourage neighborhood organization 

groups geared to service improvement. 

Another type of area service centre was proposed by Michael S. 

March and called a Udiagnostic centre". He describes its operations as 

follow.: 

••••• would require co-location of representative. ot 
service agencies under central administrative supervision, 
and development of strong ties to the service components 
to assure availability and continuing service pursuant 
to the service plan developed for a particular family 
or individual. It also otfers an opportunit,' tor 
unified intake, application and eligibility procedures. 
Common sense records would minimize competitive and 
duplicator,y paper work and repetitive interviews. The 
outreach and maBJ case management functions could be 
performed by neighborhood resident subprofessiona1s. 
A transportation unit could materially facilitate the 
effectiveness of the system. 1 

March seems to have had 1n mind 1n designing such a centre, the 

commun1ty deacribed elsewhere2 in vbich gaps exist in the service aystame 

and specific services are unavailable. Perlman and Jones seem to attribute 

the following role to a centre in suoh a communitJ: 

1March, It'l'he Neighborhood Center Concept", p. 106. 


2
Perlman and Jone., Neis!:tborhood Service Centera, PP. 49-5'_ 
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The centre would undertake these programs on an interiM 
basis and would use its experience to demonstrate and 
document the need for other agencies to assume their 
appropriate responsibilities in closing the serYice 
gap.1 

Although the type of neighborhood organization effort required i8 

not spelled out in the literature. this centre would seem best to relate 

to the nominally independent association or council type (to be discussed 

below). This would seem to follow for the following reasons. This centre 

based on colocation of services demands a certain amount of collaboration. 

This is probably encouraged by looser policies which would give the 

neighborhood organization greater theoretical independence. Funding and 

other resources would be provided since the neighborhood organization aims 

of co-ordination and collaboration are basically reinforcing the area 

serYice centre policies and outlook. 

In terms of the social agency differentiation chart, this centre 

appears to pursue traditional goals with certain innovative means geared 

largely to the improvement ot intraorganizational service delivery. The 

innovative meana includes team diagnosis, lamilT comprehensive service 

plan, case management including referral, advocacy, and follow-through. 

The r,oals are the traditional types referred to earlier. 

Another type of area service centre was referred to by March 8S 

a "one-stop multi-purpose neighborhood centre". He describes it in this 

way: 

Have a major community development and organization 
arm which would look to the neighborhood wide needs. 

Have !teore service" units working with clients both 

1
Perlman and Jones, Neighborhood Service Centers, P. 79. 
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in-center and out-center, performing the central 

outreach, advocacy, case management and follow

through tunctions. Staff for such units would 

typically be eubprofeeeionals who would work in 

close concert with the professionals on the 

central counselling staff. 


Co-locate the various specialized service 

agencies and ideally organize them along 

functional linea. 1 


March seems to have in mind in de8i~fting this ~entre the community 

described elsewher.2 as generally lacking programs, or having inadequate 

ones. Perlman and Jones envisage a more autonomous neighborhood organi

zation in this situation. 

Under these circuaatanoes, greater resource. will 

have to be employed to induce other agencies to 

fulflll their re.ponaibilities. This would require 

a stronger t.Jpe of neighborhood orgaoization, 

capable of ua1ng more militant methods.' 


It is suggested that the type of relatiOnship between the neighbor

hood organization and the area service centre, in this case, would probably 

be of the third order, namely, complete independence (to be discussed 

below). The suggested reasons for this tallow. Complete independence 

means a reduction in tension created by overlapping systems. Since the 

area service centre ls comprehensive in its program and outlook. a peer 

relationship can be encouraged. The neighborhood organization is freer 

to get involved in social action even espousing radieal goals as a con

sequence of this freedom. 

In terms ot the social agency differentiation chart this centre 

1March, nThe Neighbcrhood Center Conceptn , pp. 10'7-108. 

~erlman and Jone., Neipborhood SeMice Cent_ra, p. 79. 

'Ibid. t p. 79. 
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is charaoterized by innovative goals and innovative means. It is based 

on co-location of essential services at appropriate neighborhood sites 

and involves the residents meaning!ully in its process and operations. 

The neighborhood organization requires militancy and this is perhaps the 

type o! centre that can best be operated by a community corporation (to 

be discussed below). 

3. What tZ:ees of relationships can exist between neigl!borhood 
or&anization pro~ama and area service centres? 

The neighborhood organization relationship to the area service 

centre can take tour torms. This provides another useful way to look at 

social agencies. In some cases, the area service centre SPONSORS the 

neighborhood organization and provides both pl\Ysical and sta!! resources. 

The latter are central to the whole operation. The structure and policy 

of the centre is very closely identi!ied with the neighborhood organization. 

While residents play an advisory role in policy matters, the area service 

centre staff and board retain decision-making powers. The literature 

reports: 

This kind ot sponsorship structure seems to lend itself 
more readily to programs which emphasize service rather 
than social action, and wch action as is undertaken 
usually is ot the environmental or service deliverr 
improvement t7p8 instead ot that espousing institutional 
change. 1 

In other situations, area service centres provide stall and other 

resources to a NOMINALLY INDEPENDENT ASSOCIATION OR COUNCIL. Thi. type 

of relationship engenders more tormal and permanent neighborhood struc

tures. A discussion ot the implications of this type of relationship 

1
Hi11man and Seaver t Makins Democracy Works A study of Meighbor

hood Organization, p. 42. 
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follows. 

PoliC1-maldng is in the hands of the participants, but 

dependence on the settlement for resources (in terms of 

f&c111t1e., staff service, legitimacy in the eyes ot 

the broader community, and access to its hall of power) 

often means that the independence from the agency i. 

more theoretical than real. However, to encourage 

local initiative and independence some agencies have 

stated policies which set only very broad limits for 

autonomous action. Program, while action-oriented, 

will seldom be directed at matters requiring 

institutional change; style will probably be moderate 

rather than militant, and the strategy adopted will 

usually be directe4 at achieving agreement by 

consensue. Nevertheless, these matters are all 

relative, and when a controversial issue srises the 

very difficulty ot defining the precise nature of 

the relatioraship often re-creates tension 1) within 

the neighborhood organisation 2) between that bodJ 

and the Bettlement, and 3) within the settlement 

itselt.' 


The third relationship is marked by COMPLETE INDEPENDENCE. The 

area service centre is simply a participant with no more authority than 

the other participants in an autonomous structure9 The relationship has 

been referred to as a "peer relationship". Perhaps the mark of complete 

autonomy is the evidence of some conflict or competition. Arthur Hillman 

and Frank Seever say: 

Under this third type of relationship the settlement 

ffl81 act as an occasional resource not only for a 

simple neighborhood organisation but often tor manJ 

such groups, some of which rtI4'1 be competing with 

each other and even with the agency itself.2 


The fourth relationship refers to a COMMUNITY CORPORATION either 

organizing or taking over the operation of the centre. Although the exact 

1Hillman and Seever, "'akW Democracy Work' A StuSl:: ot Neighbor
hood Organisation. p. 43. 

2Ibid., p. 43. 
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sequence ot how this oomes about or the degree of participation b7 the 

poor in the process and operation do not appear to haYe been recorded, 

the communitJ corporation suggests real possibilities as we learn from 

the illustrations below. 

A typical corporation is a legal entity based on neighborhood stock

holders living within a geographic area. Each resident is entitled to 

membership simply by signing up. The Corporation is controlled by a voting 

-.yet.. wherin each member has a vote. 

The COIIIIIlUnitJ' Corporation recalls the spirit of the 

New England town meeting --- the people closest to 

the problem are responsible for eolring it1 local 

leaclership is recognized and in control ...... 

Those who recognize that economic development is 

a good idea 118.y with 8. little imagination, alao 

see that funds for cOBlUDitJ' aocial servioe might 

be dertved from the cOlllllUDity itself. If the 

COMmUnit7 Corporation were not merely a cODduit 

tor outside funda --- but instead were also a 

rigorous economic enterprise whicb purch..ed 

businesses --- profits could be plowed back 

into the c~itr for social services. We are 

talk.ing about cOMWlit7 control of economic 

deyelo~t. in which a deprived communit,r 

would provide ita own anti-povertr funds and 

manage its own anti-poverty programs.1 


'rhe coaruni t,r corporation was found workable in a Negro neighbor

hood in Columbus, Ohio. 

The people in the area formed a non-profit 

corporation called ECoo, the East Central 

Citizens Organization. made up of all the 

residents age sixteen and above, constituting 

an aaae.oll and electing ofticers as well as 

(having) powers to e.ploy and diecharge pro

teaaional statf, remove officers, authorize 

and terminate programs •••• 

ECCO is a self-help project, not in a romantic 


1Gar Alperovitz, ttAre Communii1 Corporations The Answer?", cited in 
senate debat., Congressional. Record, (United States: August 2, 1968). 
s1oo92 to s1009'. 
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sens8 of the people doing ever.rtbing themselves, 

but in the practical sense that the re.idents do 

for themselves what they are capable of doing, 

and the hire, and ha.e the power to fire. pro

fessionals and experts to do the rest.1 


Even where the oommunity corporation does not internally generate 

funds tor social services, something must b. said tor neighborhood control 

and selt-determination. 

Public things, which belong to the people, flow 

into thi. private agency and are translated b1 

a pri"ate person, the director, not accountable 

to either the government or the residents of the 

neighborhood. There is a lot of social product 

in that private agency. ud from. another point 

of "iew, there i. a lot ot power there. The 

direct lines from the citizen to the government 

have become vague.2 


Thus the transfer of the private agenc1 to neighborhood control 

can be well argued. 

This concludes the analysis and differentiation of the social 

agencies discussed in the literature under the label of area service centre. 

We shall prooeed in the next chapter to consider the implications ot the 

various models. 

1Milton kotler, "Self-Government In the City: the Neighborhood 
Foundationtt t (Washington, D.C.I lnatitute for Poliq StUdies; excerpted 
from Congressional Aasi8tante Seminar on Housing and Urban Development, 
Spring 1966). mimeographed p. 2. 

2Ibid., p. 2. 



CHAPI'ER , 

DISCUSSION AND ANALYSIS 

1. 	 What are the implications ot "maximum f'easible participationtf 

ot the poor as an anti-poverty strategy? 

2. 	 What ideological iSlIUes are involved in a War on Poverty 
and how do these aftect the area service centre? 

3. 	 \\~hat issues surround the strategr ot utilizing indigenous 
non-professionals in social agencies? 

4. 	 ~hat are the implications of service for social actioD 
to bring about institutional change and vice versa? 

5. 	 What i8 the relationship of various strategies for goal 
achievement of area service centres' 

6. 	 What are the implications of funding sources for approaches 
to problem-solving? 

7. 	 now do area service centres propose to achieve a terminal 
relationship with the communities th87 serve? 

8. 	 How succeasful are area service centres in terms of the 
goals they pursue? 

9. 	 \f>nat are common criteria of success for area service 
centres? 

1. What are the implioations of Itmaximum ,teasible wticietion" 
ot the poor as an anti-poverty stratell' 

The implications ot maximum-feasible participation of the poor. 

are basic to anti-poverty efforts and whether a War on Poverty will be won. 

Yet issues involved in implementation ot such important words are power

fully contradictory to their intent ot giVing the poor power. Instead, 

participation is becoming a means ot institutionalizing an advisory role 

for the poor to serve as glue in perpeptuating the status quo and guarantee 

-2:1
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acceptance ot hand-me-down programs. One reason for this is the fact that 

the chances are great that participation will mean cc-cpting the informal 

leader8hip ot the muses or simply "buying them off". There can be no 

meaningful participation until such time as the poor organize their numbers 

and have their own powerbase. Then bargaining with the powers-that-be can 

meaningfull1 occur and the chances of co-optation be substantiall1 reduced. 

Another reason why the realization of "maximum feasible participa

tion" ot the poor will be thwnrtod is beaause it involv~s basia undermining 

ot much ot what has been built up over the ~ears and that will be defended 

vehemently. It is one thing to encourage participation by the poor and 

still another to subsidize open conflicts against private, political and 

institutional canters of power in the communitiea. Besides, some Pacia! 

\{orkors might be oothered by or reminded of how little of their organizing 

for such a social revolution is legitim::1te prof'eas:lonul activity and how 

close it resembles olass hatred. so easily identified with Marxism. 

Another reason why "maximum feasible participation!! oan prove 

meaningless is that there is little rational evidence in our society to 

convince people in power with their education and reputed expertise to 

transfer decision-making to the poor simply because taef are poor. SAul 

Alinsky, a professional organizer puts it this way' 

Should people with no more credentials than a skinQ1 
wallet make decisions normally trusted to ~overnment 
and welfare agenoies? They should, s~s the oharter· 
But they won't be allowed to, adds Alinsk~.1 

Tb. underlying assumption of maxi~a feasible participation is 

•The charter refers to the Economic Opportunit,r Act of 1964. 

1"The Gadfly ot the Poverty War", Newev.ek. September 13. 1965, p. 30. 

http:Newev.ek
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that people who exercise decision-making power will be likely to give up 

eas1ly what they have known. Saul Alinsky is not quite so optimistic. 

Incidentally, this includes social workers who might not be 50 anxious to 

transfer the deci8ion-making which would undermine their professional 

expertise and perhaps ultimately their livelihood. But of course, we have 

professional associations and unions to defend our vested interests as do 

most civil servants and others who stand to loose something. 

These powerful contrad.ictions surrounding meximnm ferudble participa

tion lead one to conclude that this strategy is only leBitimated when it 

is miBused or not implemented fully. By deduction the area service centre 

is legitimated no lOllb as it Hoes not do its job with this key tool. This 

points up the oore fundam~ntltl consideration of the eoa1s of ~I.ny WI'J' on 

poverty ond the systen of belief about :people or the ideolQgic&l llremises 

on which the war is bcine based. 

2. What ideological issues are involved in a War on Povertl and 
how do these affect the area service centre? 

In his article. "Can la War on Poverty Be \40111", Leonard Schneiderman 

raised many ideological issues of what we believe, or what we seek. of 

what we aspire to. These questions are basic to legidlation aimed at 

combatting poverty. They are as imlmrtunt as the methodological question 

ot how beat we get there. It is important to grasp the ideological 

commitments that give direction to the change efforts represented in leg

islation and area service centre operations. 

Leonard Schneiderman mentions three types of goals that are often 

referred to in connection with the national poverty program of the United 

States. They are: 1) SOCIAL CONTROL GOALS - goals designed to bring 
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the anti-social or asocial behaYior of the poor under effective controlI 

2) ECONOMIC GOALS --- which see poverty legislation as a mechanism for 

pumping IIOney into the 8OonOlll7 and thereby encouraging economic growth 

and development for the nation as a wholel 3) SOCIAL JUSTICE GOALS 

which raise the issue of the morality, the rightness and the justice --

of having people with inadequate access of food, clothing, shelter, and 

medical care in a society that has all such goods and services in 

abundance. 1 

Theae goals seem relevant to the analysis of the area service centre. 

In particulartit ia important to question whether the area service centre 

has a 80cial control goal of combatting delinquency and crime in the streets 

or a social justice goal ot remedying social injustice at all costs. 

The economic goal is more relevant to the whole 010 program in United 

States with its hundreds ot area service centres. Whatever the goal is, 

this goal must become the test of effectiveness and adequacy of the program. 

Leonard Schneiderman alao questions whether or not "maximum 

feasible participation of the poor" represents a social control strategy 

or a social justice strategy? This quefition is basic to the area service 

centre. Is the impression of giving participation to the poor a strategy 

to gain acceptance ot predetermined community goals? with this acceptance 

guaranteed, the poor will not ask for more. Or t is ita means of givins 

them opportunities to solve the problems as they define them? 

Maximum feasible participation ot the poor in planning and 

executing anti-poverty programs has been renamed b,y Daniel Moynihan 

maximum teasible misunderstanding. This man who helped to plan the War 

1Leonard Schneiderman, "Cu a. War on Poverty Be Won?" t Public 
Welfare, XXVI, No. 2 (April 1968), pp. 91-92. 
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on Poverty is a. main exponent of an indictment of it. 

The trouble was, says Moynihan, that the Government never 

reall1 comprehended what Community action was all about and 

udid not know what is was doing". 

As groups of the poor sought in c1ty after city to elbow 

aside mayors and established agencies and take over the 

programs t J ohnson came to rear that he bad created a 

political monster. 

At one point, Chicagots MaJor Richard Daley became 

"might!ly upset" because the lederal povert1 project 

was becoming a "champion grabber and distributor of 

antipoverty funds". Daley relished that role for 

himself. and he let Washington know that he did not 

like the competition. According to Moynihan, John

son told om uto ketp communi ty action programs as 

quiet as possible". 


As such, even national pressures were brought to bear on the im

plementation of this important legislation. The control from Washington 

through funding was implicit in the very operations of the area service 

centres and especially its social action orientation. Moreover t the 

politicians were particularly sensitive targets of community action 

projects and had considerable power to determine their future. 

In another article t Daniel Moynihan reflects on the professional

ization of reform in the Office of Economic Opportunity legislation. 

The idea of community action was in one senS8 the purest 

product of academia and the Ford Foundation. Its under

lying propositions with respect to opportunity structure 

and economics constituted a systematio theor" as to the 

origins and cures, if not of poverty, at least of 

juvenile delinquency. Moreover, in making ita w81 

through the maze of the Executive Office Building, 

it had acquired a managerial gloss which, while never 

fully. or even partially t intended by i te original 

sponsors, nonetheless proved decisive in ita adoption 

by the IIIBJ1darins of the Budget Bureau. Community 

action was originally seen aa a means of shaping 

unorganized and even disorganized city dwellers into 

a coherent and selt-conscious grouP. it need be by 


1Editorial. !!!!!! (Canadian ed.), December 21. 1968. p. 23A. 
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techniques of protest and opposition to established 

authority_ Somehow, however, the higher civil 

service came to see it as a means tor coordinating 

at the community level the array of conflicting and 

overlapping departmental programs that were proceeding 

forth from Washington in ever increasing numbers, 

legislative statements to the contrary notwithstanding.1 


Amidst these conflicting perceptions of what the problem of poverty 

was all about and differing conceptions of what to do about it, community 

action programs were borne. These very oonfusions permeate at the neigbbor

hood level, too. Differing conceptions of the area service centre's purpose 

and nature persist. Some see it as a means of cutting out the duplication 

and fragmentation at work in the welfare industry of large cities. Others 

see it as a protest agency aimed at restoring to the poor social justice. 

These confusions tend to mean that unrealistic expectations surround area 

servioe oentres in some 08ses. Yet in others, it is fair to assume oomplete 

potential is not being realized. 

These points are discussed below: 

Optimists S87 that consumers of social service. can 

provide helpful insights into the effeotiveness of 

such programs. They argue further that the poor 

are an important and reliable source ot inforaation 

sbou t themselves and their problems and that thq 

can best define their own needs and suggest approp

riate uses for Federal funds. 

Pessimists have argued that if the poor could be 

relied upon merely to carr, out political17 neutral 

self-help programs there would be no resistance to 

allowing them to have a meaningful voice in poverty 

programs and control over funds. When organization 

of the poor, however, is coupled with the idea ot 

organizing for aocial and political action, the poor 

become a threat and their involvement and their 

control is blocked. The assumption is that the poor 

~ be involved only so long as they know and stay in 

their place. To guarantee this, the typical city-wide 


1
Daniel P. Moynihan. "The Protessors and the Poor" t in Co_ants 

XLVI. No. 2 (August 1968). pp. 21-22. 



- " 
community action board assures that the poor will be 
outnumbered and contained by articulate leaders ot 
civic, religious, labor, business and welfare orpm
izatione as well as bJ representatives ot municipal 
govermaent. When the poor have organized to fight 
for a better life through rent strikes, demonstrations. 
and picketing against inadequate welfare grants, th8J 
have been opposed bJ the community. threatened vith 
the termination of funds, and investigated as 
cOlMlunietl5.1 

The question of area service centre goals is important. It is 

also important to question who sets these goals and by what authority are 

these decisions taken. These questions will then be related to the choice 

of strategies or lack of choice. It must be reemphasized that there is 

no such thing as meaningful citizen participation until such time as the 

citizens have their own powerbase. Until this occurs the poor will be 

co-opted and perform an advisory function rather than negotiate as equals 

from a position of atrength. Two related issues, however, are representa

tiveneaa and eligibility. Eligibility refers to the composition ot the 

powerbase in terma of who ie able to participate and on what basis. 

Representativeness refers to who the spokesmen are speaking for or the 

legitimacy of their authority. This may be difficult to ascertain in 

densely populated urban centres with diverse ethnic composition, many 

transient groups, and much mobilit7_ 

,. What issues surround the strategy ot utilising indigenous non
ErofessionaI. in social !I.neie.' 

A second force in the war on povert7 generally. and area service 

centres in particular. is the utilization of indigenous nonprofessionals. 

The employment of this strategy by area service centres is often 

1Schneiderman, /lean a War on Poverty Be Won?" I pp. 94-95. 
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.een as a solution to the problem of bridging the gap between middle class 

professionals and lower class clients. It ia to be pointed out though.. 

that it also creates new probleme for professionals, for area service 

centres and for the community at large. They are e.ployed for the following 

purposes among others: l' offsetting professional manpower shortages; 

2) improving the delivery of service; 3) demonstrating a commitment to 

maximum feasible participation of residents; 4) acting 88 an important 

source of employment opportunities for ghetto residents; 5) helping in 

therapeutic situations. 

A number of issues aurl"ound this strategy. Are the indigenous 

workers truly representative of the community? At what point do the,y 

become ineffective because they model themselves after the professional 

life-style and behavior? What is there to stop this acculturation process 

or should it be stopped? Perhaps, the indigenous workers are chosen by 

the professionals in a highly subjective manner and according to their 

mutuality of interest and aspiratiOns. Hov are indigenous workers perceived 

by their so-called peers' These issues surrounding the use of non

professionals in social welfare are discussed in the literature. 

The position ot professionals as opposed to nonprofessionals i. 

an important variable in the War on Poverty. The position of the pro

fessions in the recent PB4t according to T.R. Marshall1 
was one of 

enjoying varying degrees of group monopoly and developing as colleagues, 

varying degrees of group spirit, and group conscience. It is suggested, 

however, that this has never been so completely the case for social work 

1
T.R. Marshall, flProfessionaliem and Social Policy", in Man. Work 

and Soctetl, ed. by Zigmund Nosow and 'Jilliam It. Form, (New York: Basic 
Books Inc., 1962), p. 226. 
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as other professions because there r~ always been a shortage of manpower 

and thus it has not been pOEsible to establish a complete monopoly_ Yet 

in area service centres the professionals are at times called upon to work 

with, if not under consumers, and indi~enoUB non-professionals. The latter 

in some instances can carry out mar~gerial functions through the community 

corporation of which they can also be members. It is argued a structural 

divergence between professionals and indigenoua staff can exist and be 

reinforced by differing values, beliefs. and perceptions of both goals 

and means. 

Tbe problems encountered by staft of one area service centre are 

1noted by Frank Loewenberg. He argues that community action workers 

(mainly indigenous workers) hold expectations of social workers which the 

latter are unable to accept. One of these conflicting expectations is 

over the amount of time the social workers feel they have to spend in the 

office rather than in the community. Another is that social workers find 

it difficult to accept the carefree attitudes ot the indigenous workers 

toward keeping appointments and the like. Moreover, social workers find 

situations in which indigenous workers criticize them in front ot clients 

impossible. In his particular study. he found that the centre director 

(untrained) was making administrative decisions according to criteria 

which the professionals did not accept_ He notes that while consumers 

stress direct services, social workers tend to have little budgeted to 

them for this purpose. Instead, they are expected to coordinate existing 

1
Frank M. toewenbers, "Social Workers and Indigenous Nonprotesaionale; 

Some Structural Dilel'l1lU.8t1 • Social Work. XXIII, No. :5 (July 1968). pp. 65-71. 
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services. Moreover, social work practitioners in the centre felt isolated 

from the mainatreaa ot professional social work practice. Tbe centre 

came to be seen by professionals working in other agencies ... nonpro

fes.ional. At the same timet indigenous workers and oonaumers generall.J 

.tew social workers within the centre negati••lJ. 

Loevenberg also argues that staff and olients in traditional social 

agencies represent two separate interactional networks. However, in area 

service centres generally, the two interactional networks are not distinct 

but blurred. Indigenous nonprofessionals are recruited from the client 

group, and are not suppoaed to overidentify w1th the professional, but 

rather remain typical of the client group. The olient network and peer 

network are not separate. 

For the sooial serYice workers there is little that 

distinguishea colleague from client. At the ver,r 

time when 80c1al service workers ne.ded the help 

of a collegial group to internalize unfamiliar and 

new role expectation they find tbemselvee without 

teammatea. 1 


Loevenberg also found that indigenous nonprofeaaionals common17 

de'f'aluate education, professionali8lll, and the like. The7 are impatient 

vi th bureaucr8.C7. Moreoyert low income groups generall;y are openly 

antagonistic toward social workers. He noted; 

To meet these responses among colleagues i8 a new 

experience for social workers, ,et theee patterna 

were characteristic ot man7 Neighborhood Center 

staff members. When indigenous workers are asked 

what the;y would do if the center budget were cut, 

they commonly suggested the firing of social workere 

and other college graduate.. This open antagon18111 

toward social workers and other professionals 


1Frank M. Loewenberg, ItSocial Workers and Indigenous Nonprofessionals, 
Some Structural DileRmlUIt • p. 69. 

http:bureaucr8.C7
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created a morale problem among social service 
staft.1 

It is argued that these features, coupled with lIal'18.gerial control 

in the hands of consumers can make professional staff recruitment ver,y 

difficult. What incentive is there to participate in an organization that 

can destroy you? 

The professionalism of colleagues moreover, demands a certain 

"aecrecy" in the face of nonprofessionals and consumers. Professional 

mistakes, if exposed, are done in a private "backstage" fashion. Loewenberg 

noted however, that this was not the case in the centre he studied: 

At Neishborhood Center, however, staff members were 
generally not aware of these professional norms. 
Community action workers felt a stronger bond with 
clients than with their social work colleagues; 
consequently they had little hesitation about 
criticizing social workers in front of clients. 
Public discussions of "secrets", were, in fact 
encouraged by the structure of the canter, 
especially the imperative of maximum involvement 
of the poor.2 

In traditional agencies the status hierarchy locates the pro

fessional higher ¥p the ladder, carrying more complicated cases, than case 

aides or non-professionals. When an interdisciplinary team is involved, 

the professional group mast closely identified with goal achievement is 

higher in the ranking. Much discussion in the literature at social work 

deals with the relation of social work to other professions such as medicine, 

and psychiatry, when the social workers tend to rank lower in terms ot 

status than the other team members. Loewenberg found however. a situation 

1
Frank M. Loewenoers, "Social Workers and Indigenous Nonprofessionals; 

Some structural Dilemmas". p. 69. 
2Ibid., p. 69. 
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of status-reversal. 

It 1s difficult to think of examples in which 

nonprofessionals outrank professionals, but 

Neighborhood Canter is one suoh example of 

statue-reversal since there the apex of the 

status pyramid is occupied by community 

action workers, an occupational group that 

does not meet the conventional criteria of 

a profession. Social workers are accustomed 

to function in subordinate positions to 

members of other professions, but to be 

outranked by nonprofeuionals is a new ex

perience for which few professional social 

workers have been prepared. 1 


ad vice vvsa? 

A third issue in area service centre operations is the question 

of service versus social action. The discussion in the literature centres 

around the neceasity of providing services so that needs m81 be met at 

the same time that oommunity organization programs are pressuring for 

institutional ohange. One writer raises this issue in a very succinct 

Are service and change mutually exclusive? 

Do organ!zations which attempt both accomplish 

neither?2 


It is suggested that the service versus social action debate ia 

perhaps a false one. The origins of this debate can be traced to the 

juxtaposition of the "psychiatric world..viewll against the "sociological 

worldview". The latter leads to the emphasis on prevention, the former 

to the emphasis on treatment. Proponents of the latter advocate social 

1Frank M. toewenbers, "Social \Jorkers and Indigenous Nonprofessionals; 
Some Structural Dilemmas'-. p. 69. 

2Charles F. Grosser. Helpiy Youth, A Study of Six Communitl 
9r§anization PrOgrams, pp. 57-~. 
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action aimed at institutional change and view services as a mere palliative 

to problem-solving. Services deal with the symptoms whereas social action 

tries to remedy the causes. Charles F. Grosser sets this in perspective: 

Since the professional and general communities 

persist in debating the priorities between 

preventing pathologr and curing Its vietl_. it 

is necessarJ to point out that this dicho~ 


is • false one. Neither function can be under

taken alone. Social circumstances must unquestion

ably be changed 80 that people are not victimized. 

At the same time. those V\ctimized by social 

disorder must be treated. 


Grosser is not alone in his view of a ~namic partnership of 

these functions. It is reported elsewhere thatr 

The nelghborhood center's program ot service 

and action is determined by environomental 

conditions which the neighborhood presents 

and by the needs and interests ot the people 

in the neishborhood. It varies, therefore, 

from one period to another in accordance 

with changing needs and conditions. Likewise, 

neighborhood centers serving 41fterent kinds 

ot neighborhood otter difterent serviCe 

progrlllDs. 2 


Notwithatanding the importance ot such a ~ic partnership, the 

manner in wbich service and social action interact i. equally important to 

consider. The experience of the Office of Juvenile Delinquenc7 Projects 

suggests that complete independence ot the neighborhood organization 

efforts from the area service centre might be highly desirable. 

Social action and service components m~ exist 

as part of a comprehensive project. or. more 

desirably, as separate cooperative entities. 


1
Charles F. Grosse:1 Helping Youth. '" Study of Six Communitl 

Orsanization Proe:ama, p. 5(S. 

2Standards For Neighborhood Centers, pp. :;-6. 



-lto ... 

The seperation of the action and service 

functions into discrete organizations is 

suggested here because the two functions 

are frequently in disha.rm0n7. 

For example, it is not eaa, to negotiate 

vith an agenq for a olient on quid pro 

quo basis and at the same time attempt to 

change its policies or perSODDel.1 


Certain operational difficulties seem to underlie the interplaJ 

of the two functions wherever they coexist in an area service centre. 

These difficulties are broadl7 related to proble_ of "overlapping 51stematt • 

Does the are. service centre rely on outside treatment organizations that 

the community organization might be implicitly or explicitly attacking? 

What impact do the funding sources haye for actioas undertaken and 

strategies adopted? Client groups relate to some systems more than others. 

What effect does this have on targets of intervention and strategies 

adopted? 

Grosser discusses certain of these problems ot "oyerlapping 

systems" and their solutions from the experience of Office ot Juyenile 

Delinquenq projects. 

The experience of the projects illustrate. that 

dispensers ot public agenq servioes are congenitally 

and organizationally unable to distinguish between 

the protest and service funotion when practiced

1»' the s.... organization. Thus the public ageftq eee. 

social action against i taelf IiUI a breach of fa!tb, 

as a di810yal act Violating arrangements between 

the staffs. This estrangement is furthered when 

the public agenc7 worker contacts the project which 

has undertaken both service and actioll functiou, 

and requests that social action cease. Such requests 

for individual cooperation are made and granted 

routinely in the pursuit of eervice goals. But when 

the request i8 for vithdrawal ot an independent 

80cial action, it ie refused because communitJ organ

1Charles r. Groaser, Helpins Youth. A Stu91 ot Six Community 
Organization ProE8DL8, p. 58. 
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iaere 40 not control the actions of their conatitu.uta. 

Th18 explanation, however, i8 often not beUeyed or 

understood by the public agency. and the service 

fuDction IIla7 b. serioual3', if not irreparablJ, 

disrupted. On the other hand, it the project agrees 

to withdraw ita social action on the buia of the 

target inatitution's request, it jeopardizes ita 

potential for organising in good falthe 

Experience also illustrate. that the servioe needs 

of the poor are so variecl and proliferating that 

thay will consume all the resources of the COIIIlUll 


i t1 organiZl\t10n crouP. 'ro diareprd the iMed!ate 

problems ot the evictee on the sidewalk while 

dealina vith the total tenement houll1D.s problem 

is unthinkable, ,.et the 88rvice problems ot a 

sinale large tudl1 on the atreet II8,J take weeks 

ot work by several work.ers. 1IUl1. in tact, absorb 

more organizational resource than is entitled in 

mobilizing the entire neighhorhood to social 

action. Ae evidenced in the projects reviewed 

here, wherever the aervice and action aspect. ot 

program are present in the same organization, 

compassion for in4ividual. in distress is U8Uall1 

sufficient unto itaelf to aet aside the action 

part. Project experience indicates thRt dual 

programs either converted to service alone 

(whila continuing to utilize social action 

metaphors) or separated the tunctiona.1 


The social action versus .ervice question i. a perennial prcbl_ 

for area service centre.. Tenaions aeem to be reduced however, wheneyer 

the centrels goals are clear11 understood and the proper relationship exists 

between the centre and the neishborhood organization to accommodate the 

aeana nec.s81U7 to pursue the goals. Thus. tor example where radical goal. 

such as institutional change are being sought. the ideal relationship 

for the task ie complete independence so that miUtant strategies can be 

adopted. 

1
Charles F. Groaser, Heleiy Youth, A Stud:( of Six Communig 

Organization Pr0Vama, p. 58. 
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5. What i8 the relationship of various strategies for goal 
achievement of area service centres? 

A fourth issue in area service centre operations and. anr War on 

Poverty is atrate81' Three types ot strategies can be identified in the 

literature namely, consensus; demand, and independent activity. The 

strategy of consensus 

i8 based on the assumption that some common ground ot 

interest exists or shared objectives can be developed 

among those concerned with 8n1 given condition or 

problem. The task is therefore to utilize .eana 

appropriate to the situation, especially education 

and persuasion, to create a climate in which differ

ences can be accommodated and adjusted.1 


The strategy of demand or protest, 

assumes confliot rather than mutuality of interest in 

a given situation. The task is theretore to mobilize 

as much 'power' as possible with which to confront 

and overwhelm the other party or parties in the 

negotiations which hopefully will take placet or 

in sOllle kind ot showdown between opponents. The 

nature of the power is not always clearl .ometime. 

it is an impact to be made on public opinion through 

publicit1. and at times it ia more directly translated 

into pressure through votes or eoona.ic b01cotta.2 


The etrateIY of independent activity is "essentially the self-help approach 

to problems"" 

'rhe literature reveals that! "there ia aome general conaiatenq 

between avowed goals and strategies". Centres which &Iq their goal ia 

social change "are reported trequent17 to utilize conflict or demand, 

together with the militant style and preoccupation with power which baYe 

1RillJaan. and Seever, Maki!lj Democracl Work: A stuR of Neilbbor
hood Organizat~o~. p. 30. 

2Ibid., p. }2. 

'Ibid.. P. 33. 

http:eoona.ic


come to be associated with it". Similarly. centres which "ellPhasize per

sonal and social development and the provision of services, almost always 

employ the strategy of consensus (or of independent actirlty) and rarely 

1that of demandn • 

The strategy of independent act!vity is erldent in the community 

corporations. Other types of closely related activities include credit 

unions, remedial education and manpower training programs sponsored 'b1 

area service centres. Many workers are skeptical about such independent 

initiatives. Small scale efforts of local volunteers m81 not be able to 

come to grips with community-wide problems. Although a small number of 

participants may benefit, the vast majority will not. Kenneth Clark2 ie 

one among several other authors who pointed out the caveat for the use of 

aelf-help. 

In eaaence it is that this strategy should not be 

employed it it will have the efteet of relieving 

a public agenoy trom carrying out its rightful 

responsibility tor cleaning up vacant lots or 

providing yocational trainiJlg, for example. 

This priJlciple might be extended to 8Iq that a 

strategy should never be used to avoid dealing 

with a question ot public social policy_ On the 

other hand, a program undertaken as a demonstration 

ot needed .ernces tItIt1 be a me.. ot joining 
rather than avoiding --- an iaaue.' 


6. What are the iapl;ioatione of twp.dipg souroe. for aRFoacbes to 
problem-soi'riY' 

A final issue in area service oentre operations is funding. Mon.., 

'8111_ and Seeyer, Mald.!!i Dealocracl Wog, A StuS!; of Neiebor
hood OreelutlD. p. }4. 

2xenneth Clark. Dark Ghetto (New Yorkl Harper & Row, 1965). 

'HiUman and a.ever, Making Democracy Work. A StU& of Neiebor
hood Orpn1zation t pp. ,,..}4. 
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is an institutional need thct affects t~e service versus social action 

question. Generally speaking, an agency with a social ~ction orientation 

will be harder to finance successfully_ Pressure from funding sources 

can mean a predisposition toward services rather than clamorous social 

action. Private appeal funding tends to be concerned about the public 

image of the agency. Corporate donations are still the major sector from 

which such funds are drawn in voluntary appeals. This sector happens 

also to iftclude the decision-makers of the private welfare industry. It 

also has man: vested interests in perpetuating the status quo. 

Government funding of the welfare industry has been on the increase 

during recent years both in Canada and United States. However, the extent 

to which it makes good political sense for a government to fund community 

action programs th~t expose its shortcomings can be debated. What little 

literature exists on the subject reveals that: 

The agencies which can best afford action programs 

are those withpoliticdlly liberal and geographically 

distant sources of money_ Thus an agency which 

receives substantial funds from the utional office 

of a religious denomination is more likely to allow 

ita etaff freedom for organising on controversial 

matters than one which is entirely dependent on the 

community church or other local sources. However. 

there are indications that this kind ot conservative 

control is lessening &8 business leaders recognize 

the need for change. or at least accept orderly 

kinds of protest as healthy expressions. Moreoyer. 

ataff members may restrain themselves unduly at 

times and exaggerate the seeming constraints.' 


~hatever the source of funds, whether they be voluntary, government 

church, or foundation in origin, the effect on str~tegy decisions and social 

action is considerable. The political relevance ot social action for area 

1
Hillman and Seever, Making Democracy \!Iork: A Stu4.y of Neighborhood 

Ol"aanization. pp. }6-37. 
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service centres is well SWIIIIled-up in this statement, "Any public issues 

of consequence have some political significance". 1 

7. How 40 area service centres Er0pose to achieve a terminal 
relationehip with the communities the: serYe1 

The terminal relationship of an &rea service centre is as important 

a variable to consider as the beginning relationship. Unfortunately, this 

matter has not been dealt with in the literature, as far as I know, despite 

the sober observation of Alvin Goul4ner. 

It is not simply that community needs give birth 

to organizations and programs, it is also true 

that organizations and their personnel, uvine 

a vested interest in survival search out needa, 

the serTicing ot which enables the1l to survive. 

In short it is or should be a rather open secret 

that weltare agencies, like other group., re.ist 

their own dieaoluttonl theJ do not simply exist 

in order to Ntt.ty needs, th", seek needs 80 


they can remain in existence.2 


The same concern has been Yoiced, with more specific reference to neighbor

hood organizations by Hillman and Seever. 

Neither the need for services nor the relationship 

betw.. agencr and neighborhood is static, yet 

despite changes over time a relationship continues 

as long as there is a commitment to serve the 

oommunity. The agency, sensi t1ve to its commitment 

and responsible to changing conditions, will modit) 

its services and help redefine its relationship 

to the communitJ. While in most Cas8S the need for 

some kinds ot staff continues, the kind and amount 

will "I'8rY over time. Aa neighborhood groupa develop 

and mature, the need for staff services from the 

agencJ will diminish and much of the responsibility 


1
Hillman and Seever, Makipg Democracl Work: A Studz of Heipbor

hood Org!!ization, p. 88. 
2Alvin Goul4ner, "Secrets of Organizations", Social Welfare Forum, 

1963, p. 164. See also a similar discussion in Roward Backer, Outsiders, 
Studies in the Sociology of Deviance. 
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01Ul be carried by the local members or by those 

thq hire. This is the basic drive of neighborhoocl 

organizations; namely. increased competence ef the 

local group. Staff service. viewed as a neceasarJ 

ingredient toward the development of an independent 

citizen organization. or as a resource used b.J a 

neighborhood organization at its own discretion. 

is consistent with the goal of l!IaXimum autonomy 

for the organization. Responsible citizen part 

icipation requires t¥eir independence at the 

pclicy-making level. 


Termination of an area serTice centre or one of its programs raises 

the 	question of the nature of such decisions. Are th81 professional and 

hence based on professional expertise, or are the,r lay decisions within the 

domain of the 	citizens through their own organizations be they community 

corporations or some other? Or for that matter, are they the deCisions 

of the funders of the services? The literature does not spell out these 

2decisions and 	how they are taken. However, Lippitt has made an effort 

to spell out the issues involved for the question of how the change agent 

proposes to achieve a terminal relationship. He Buggests the following 

possibilities. 

1. 	 B.1 reaching a point where the client system i8 

prepared to handle ohang.ability. 


For example: 	 By giving training in uprobln 

solving methodologyl' - 8e11
survey. 


2. 	 By incorporating the role of the change agent 

in the cli~nt SY8te~. 


For example: 	 ay making self-diagnosis and 

problem-solving a regular part 

ot the group's routine. 


1
Hillman and Seever, Maldy Democraol Work: A Study ot Neigbbor

hood Or6!Aization. pp. 43-44. 

~onald Lippitt, Jeanne Waison. and Broce Westl.,.,~iCS of 
Planned Chme (New York: Harcourt, Brace and Company. 19 ~PP. 233
2}8. 



3. 	 B.1 conducting periodic examinations 


For example: Periodic check-ups. 


4. 	 B7 illpartiq learning when and how to ask for 

further help. 


For 	example. B7 teachiag appropriate attitude. 

toward seektag help - what kind 

of help ia needed for what kinds 

of problem. and where it can be 

obtained. 


8. How succe.sful are area service centres in tel'll8 ot the 
thu purSU! 

EffectiTeneS8 studies on area service centres are not numerous. 

Social work agencies generally set the goal of helping people or seeing 

that they are better otf. But are they better off? How does one know? 

These questions point up the need to evaluate the effectiveness of their 

efforts or their desirability in terms of the stated goals. The following 

discussion i8 based on a review ot certain criteria of success as found 

in the literature. 

Measures of effectiveness are particularly hard to come by in the 

case of this type of organization because the are. service centre has 

multiple goals which are not necessarily complementary. Therefore. the 

effectiveness of any program must be seen in terms of the goals that are 

set for that program. However. competing goals may complicate the task 

of measuring overall success. A cautionary note is found in the literature 

which warns that efficiency is not effectiveness. The frequent emphasis 

on work sheets, number ot clients served and the like are measures of 

efficiency reports on what happened rather than measures ot effectiveness 

or judgments on the desirability of what transpired. 
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9. What are oommon criteria of success tor area service centres' 

The area service centre is implicitly accepted as an improvement 

over the deficiencies of traditional social agencies. Ita approaches and 

orientation through a decentralized delivery system as vell as the emphasis 

placed on involvement of the people affected is defended in the literature 

as inherently 8ound. The question which has not been covered in the 

literature though, is which services should remain centralized and vhich 

ones are more effectively delivered through decentralization. One criterion 

of success in service delivery of the area service centre has b.en referred 

to as the "unbiased doorway" • 

•••• the kind of doorway that can be entered, 
by anybody, all aocial cl_es, all ethnic 
groups, and ia reachable by anybody. but it 
also wst be the kind of doorway that can 
open into anything in the service system. 
It must not be biased at the point ot 
admission, biased in the sense of closing 
people out or not attracting some people 
who might need it, but it also MUst not 
be biased at the other end. In a sense 
one ought to have equal chances at getting 
to any service that he needs when he leave. 
that doorway.1 

To the extent that such an unbiased doorway exists the service delivery 

goals discussed earlier may be viewed as having been achieved. 

The neighborhood organization oomponent in the pursuit of insti

tutional change has been desoribed in the literature as having only 

limited success. Oeorge A. Brager saya that power redistribution "suggesta 

more widespread and basic alternation than i8 within the oapacity of most 

1
Alfred J. Kahn, Orsaniziy Service. in a Complex Urball CO!!!!!U!1tl 

(Toronto. A Record ot the Kahn Institute for Social Planning Council of 
Metropolitan Toronto, 1967), p. 19. 
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1soclal work organizationslt Arthur Bl1l.Jnan and Frank Seever feel Brager's• 

observation la realistic given the experience and actual accomplishments 

of community action programs to date. They add, in relation to cODlUldt1 

action programs generall1, and settlement-related communitJ action programs 

in particular, 

There are some with a reputation for militancy that 

can point 01111 to changes in the deliver" of service. 

as a result of their .fforts, but the statement of 

broader or radical Coals maJ be functional in buildinc 

the strength of the organization. Whether such 

statements actuall1 impress or even frighten the powers

that-be in. the cOlHl'llRit7. or whether they are dismissed 

as mere ••rbal assaultll, depends in part on the 

astuteneaa of the people who exercise most power. The 

kind of goals stated has an effect on participation, 

both by organizations and individuals, and most 

obviously, aa will be noted, on strategy. In fact, 

the creation of a radical image whether reflected 

in practice or not, may be an important part of 

organizational atrategy.2 


It is suggested that social action may in itself be regarded as 

therapeutic. From thia standpoint. success can be measured in terms of 

involvement in action programs. Moreover, action is alao goal-directed. 

The criteria of success then, can be whatever tangible eYidence exists 

that the community is better-off. One can say that community organizers 

are just as concerned about what happens to people in the social process 

as they are in the tasks performed through neighborhood organization 

efforts. 

In the final analysis, success must be judged in 

terms of definite outcomes, including what happens 


1Georg. A. Brager, "Institutional Change: Perimeters of the 
Possible", Social Work, XII, No. 1 (January. 1967), p. 61. 

~lllman and Seever t Ma,k!y Democracl Work: A Stu!V of Ne1mbor
hood Organization, p. 26. 
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to participants in the proceu. It is an over

simplification (however) to focus 8Ole17 on out

comes. Some attention must be giVG to the 

methods or means empl07ed to achieve them •••• 

The most relevant strategies or methods are those 

within the resources of the group, consistent 

with its value. and ~.t directly related to the 

organimation's goals. 


The assessment of the service component of area service centres 

is still at an ear17 evolutionary stage. We are reminded of this in the 

following injunction: 

Despite ihe impatience of those who would like to 

move as quick17 .. pouible into studies of outcome 

and eff.ciivene.., OUl' main progress tor a ti... 

will probably be in studies ot process and ot 

limited ertects ••••• our major tools are still 

the group record, the life-histor,r. the critical 

incident, and other techniques for codify1q 

and conceptualizing the experience of practice.a 


A neighborhood organizatIon program, to be effectIve must rest 

squarely on the following three poInts namel;y: relevance, goals and 

direction and process of work. These criteria for the social actioD 

component are elaborated on below by Arthur Hillman and Frank Seever. 

The meaning ot relevance for neighborhood organization efforts is spelled 

out as follows. 

The program should b. clearly and currently related 

to the physical, social, and economic problel'llS of 

the community. The stronger the relationship of 

the neighborhood organization activities to the 

community's problems, the greater the likelihood 

of so.. significant impact being made in the 

communit,._, 

1Hillman and Se."er, Ma}dps Democracy Work, A Study ot NeiShbor
hood Orsanization, pp. 78-79. 

Zwilllam Schwartz. "Toward a Strategy ot Group Work Practice", Social 
Service Renew. Yol. 36, no. , (Septnber 1962). p. 278. 

3ul1lman and B.eyer. Kaldy Democracy Work: A Stu41; of Neif0bor
hood Organization, p. 85. 
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One must be alert to the needs of all those living within the 

territory encompaased by the area service centre. It might comprise 

several communities such as an Italian comrmanity. a Greek community and 

so on. A program maJ be valid in terms of relevance for one group but 

not the other ar,~ vice versa. 

A second factor in a neighborhood organisation program i8 its 

goals and direction. 

A clear statement ot goals b,. both the agenq and 

neighborhood organization is helpful in order to 

establish bench marks to determine what progre .. 

is being made. Long-range soals of agencies and 

organizationa are less likely to change. 'rh.,. 

embodJ the values and philosophical position of 

the program providing thereb,. the tramework tor 

judging if progress i8 being made in the desired 

direction. Periodic evaluation with previously 

established criteria for success helps to determine 

it the rate ot change is moving at a realistic 

pace. Short-range, time limited goals represent 

the criteria or bench marks leading toward the 

more long-range objectives. They reprenent the 

tangible concrete results being sought. Aa auoh, 

these subgeals will necessarily be specitic and 

tend to be reflective of local conditions. Aa 

these goals are attained, or as circumstances 

change, they may be replaced or modttied.1 


Thus if one goal of the area service centre is power redistribution, 

a tangible expression of this would be how m~ citizens are on agenC,J 

boards. 

The third factor related to the effectiveness ot any neighborhood 

organization program is the process of work. 

The third factor determiniDg effectiveness iie. the 

other two together and .ets in motion the dJnaaic 

interpl81 between them. The process ot work, the 


1
Hill.llan and Seever, Mwe D8IIOC£!Cl Work: A Siug of Neiebt?r

hood Organization, p. 85. 
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substance of 481-to-481 operations. the strategies, 

tactios, and .ethods ot the organization tend to 

represent ohoioes made trom among a range ot 

alteraative aotioaa. Some of the deoisions as to 

the actual content or activit1 of the neighborhood 

orpntzation prop'BIR should reneet a rel.tedne. 

to the commun:1t1's problems and resource. as well 

as to the goal. of the organization. To the extent 

that the actual work ranecta this qnamic inter

pl~ and ehanges in response to it, the IIOre 

efficacious the prop'u i8 like11 to be. Flex1bilitl 

and alertness are parts ot ettective stl1es ot 

work under rapidl1 changing urban condi tiona.1 


It is suggested that these criteria can provide usetul tools on 

which to base research on the effectiveness of the area service centre. 

1
Hillaan and Seever. HakHMt DeIIocr!!Z Work: A Studz of N.i~ 

hood Organization. p. 86. 



SUMMARY AND CONCLUSIONS 

Following a review of the literature, it is concluded that it is 

meaningful to talk about an area service centre as a distinct social agency. 

It is argued that the characteristics differentiating the area service 

centre from other types of social agencies as well as agencies subsumed 

under this label are basicnlly those which have been discussed in the text 

under the heading of innovative goals or innovative means. 

The antecedents of area service centres have been discussed under 

two main hea.cliDgs. unorganized or individual efforts on the one hand. and 

organized or formally constituted efforts on the other. The former included 

charity workers, "lady bountU'uls", political ward leaders and heelers.. 

The latter included neighborhood associations or councils. and settlement 

houses. 

Modern area service centres date trom the Arden House Conference 

of 19.58. They constitute, from an organisational standpoint an adaptation 

on the part of settlements to the War on Poverty as "ell as an adjustment 

on the part of several traditional agencies to the deficiencies ot urban 

welfare systems. 

It la argued that this type of social agen01 has adapted to the 

realities of poverty both in terms of 1ts philosophy. od in i t8 orientation 

to problem-solving at a time when private welfare has tended to abdicate 

its responsibility in this area. Its services are tailored to the 

expectations and needs of low-income groups principally through strategies 

such as umaximum feasible participation" of the people served. and the 
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utilization of indigenous non-professionals. Its neighborhood organization 

efforts seek various goals appropriate to disadvantaged groups such as 

the basic redistribution of power in society. Its philosophy centres 

around advancing the cause of the poor by altering their opportunity 

structure through militant social action whenever necessary. Certain 

strains associated with the area service centre are explored. The degree 

to whioh it can function as an organization without jeopardizing its 

institutional maintenance needs or invoking problems of overlapping systems, 

is discussed. It ie suggested that the neighborhood organization should 

have complete independence from the area service centre if radical goals 

are being pursued through militant means. Other types of relationships 

such ss sponsorship, and nominally independent association have been 

explored in relation to the pursuit of moderate goals and the deployment 

of less controversial means. 

The area service centre has ramifications and implications for 

the social work profession. It has been suggested that few professionals 

are prepared to function in the area service centre as a work setting 

because of status-reversal, absence of colleagues, open hostility from 

indigenous staff, and location outside the mainstream of social work. 

It might tollow from this that social work education should be altered 

in order better to prepare its graduates for such practice demands. 

The profession of social work is commonly carried out through social 

agencies. How much professional behavior directed at the private. govern

mental and institutional centres of power in the community can be tolerated 

without jeopardizing the viability of the agency or the position of the 

organizer on its staff is an open question. The behavior of the social 
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worker when operating outside the counselling realm, and away from the 

agency itself becomes increasingly visible to the public. A crucial 

question for the profession 88 a whole is the degree to which this new, 

more active role can be incorporated into professional practice and 

suitable organizational structures developed to support it. 
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