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STRUCTURE, ORGANIZATION AND FUNCTIONS OF SOCIAL SERVICES - )

1

‘Tn order that we may come t0 some general a”reement in our
consideration of what social services 1mply I am 1nv1ting you to consider
a working definitizon adopted by a group of experts who met at the instanoce
of the Unmited Nations. For this purposs, they defined social service
as "an organlzed activity that aims at helping towards the mutual
adauetment of individuals and their social environmen Theisconsideré
ed that the obaectlve for the achlevement of the aims of soclal service
requires "the use of technlquee and metbods which are -designed %o enable .
individuals, groups, and COmmunltles to meet their needs and ‘golve’ thelr
problems of adaustment in a chanbina pa tern of gociety, -gnd thxough e
—opelatlve action to 1mprOVe economlc and social condltlons.P The“

method of approach to these problems. and the organized activity which

-is required to deal w1th them, 1nvolve a variety of governmental and

non-governmental act1v1t1es 1n a numher of flelds

24 The experts were aware that soc;al uerv:.ces may be used ag an
jpclusive term covering an extensive gocial programme "euch as health,
education, home economios, housing, social security, etc. In my

view, and for our purpose, the term may be narrowed to relate to the
professional social worker whose functions may be as;oclated w1th case~
work and group work of all types, and, in this regard, the" olassiflﬁatlon
will include ' ' |

w0 (a) preventlve services

(b) social work in juvenile dellnquency 1nst1tut10ns*~?”
(o) efter;cafe and parole o

(d) eoeial werk in hou51nv projects Or estates

(e) social work in SOulal security agenocies, and”

(f), 3001a1 work in communlty development programmes.

3, ¢+ Clearly, therefore, soclal oe*v1ces cover a w1qe varlety of flelds
in ‘Eny given community. There is not one Department of Government whlch
can Ye entirely responsible for all the componente whlch We asaoclate'“

with sccial services, They are usually dlstrlbuted as act1v1t1es, GVer

a wide range of departments, . .and they, 1nvolve the central government
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maohlne, and 1ts reglonal, district and local levels; and they allow
for the partlclpatlon of ‘various types of voluntary agencies of .a :
rellglous or secular characters; they algo provide scope for the contribut-
ions of individuals who have interests that they would like to pursue
alone or 1n oo—operatlon Wlth others whose concerns run parallel w1th

those they share.

4. Organlzed soolal services as we have now come to recognize as
such have. hletroolally developed in eountrles outside Africa, have
resulted largely . from the act1v1t1ee of voluntary organlzatlons or
voluntary workers. These have been imbued with a sense of miasion
essentially to-seek to ameliorate the conditions of living and circum-
stances of persons,, usuallJ individuals and thelr families, who are among
the under—privileged in their societiss. .These organlzatlons or individuals
have polneered 1n gervices which have subsequently, in many states,
become accepted or sponsored as the normal functions of progressive
governments. The services provided have usually had a strong accent

on the solutlon of social problems, and they have been essentially re-

medlal 1n oharaoter.

Hell o 'In,the_oountries with which most of us are concerned now, there
have been traditional provieions in the sooietiee through which, under
relatively undisturbed conditions, those who have become gocially
handicapped are 1ooked after by the rest of the oommunlty, by kinship
groups or extended families. But we are aware, or ought to be aware,
that in our rapidly changing 3001et1es, less and less reliance can now
be placed on the tradltlonel provlelons be:.nb able to cope with entirely
new 31tuat;one,w_mrends end 1nd10atlons, if properly ‘assessed without
undue reverence for the romantic past, vill 1éad to the conclusion that
the chenges which have overtaken us cannot be reversed. There is there-
fore the need to examlne what the new siructures of our societies are,
or are fest beoomlng, in order to determine the relevant social services
vhion'may be promoted or developed to sirengthen the elements in them,
which eneble individuals and:groups to cultivate the ability to make

the necessary social adjustments such as will assist them to maintain
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their stability and integration, in spite of the:changes occasioned by
the  inevitable responses they kave to make which are incidental to the
new patterns of -1ife they have to accepi.

6 In.brief “the need for oréahized seeieljeerviees has'become
eesentlal to our communltles. R '

Te In considering soclal services, especially in newly deVeloplng
territorles, we ought to be aware of the very limited resources in man—"
power and flnanclal, technlcal and material equlpment avallable to them.
This implles that there is a need to respect very strlnuent economies
in the utilization of these resources to ensure that the overall requlre-
ments of the communities in these countries &re provided for and also
given the vefy best chanbe to pursue a policy of balanced development

in their total national pro_rammes. The .effect of these considerations
should mean that in planning for the structure of the social services

in these communities, considerable oare should be taken to ensure that -
effective co-ordination is promoted, maintained and safeguarded at

every stage.

8. It would seem desirable, therefore, that in providing for a
structural social serv1ce framework in newly developlng countries, it
would be worth conelder1ng the creation of an office in the central
leglslature Wlth the respon31b111ty for the plannlng and co-ordinat1on
of the 5001al services., It is reasonable to expect that this off1ce
will be headed by a Mlnlster of cabinet rank and who w111 be regarded
w1th the same 1mportance es his colleagues for the Mlnlstrics of Trade,:
Finance, Defence, ﬁducatlon, Health Foreign affairs and Agrlculture.
The Mlnlstry which coul. be de31gnated ag the Mlnletry of Soclal Welfare
or Social Affairs should have within it pere331onally quallfled 3001a1
workers of mature experience, both in their own profession and also

in their relations with such athér Departments of Govermmentiwhose

fundtions bear very ‘slose relation with that-of the Minigtry advocated.

9e The establlshment of the Ministry of 8001al Welfare or Soclal
Affabrs will have the merit of co—ordlnated planning for 300131 services
to remove or minimize the dangers of undue overlapping and duplication

in the governmentts administration of services.
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10. While &ffective centralization of the administration of social,
services is-highly récommended, the awarensss of the value.of associad- .
ing the total community with social service programmeSand so ensure the
fullest possible participation'of the citizens of the country,should

not be overlooked. The precaution incidenf on this considération would )

lie in the planning for the deoentrallzatlon of the social services,

11. In considering the plannlnb for decentrallzatlon, some reallstlc
thinking will have to be done wlth regard to the part that reglonal
local govermments can play in the devolutlon of some social services

administrative responsibility on to them.

12, °~ In newly developing countries, regional or local governments

tend to be rather weak, ineffective and relatively poorly staffed. In
relation to the central government, they provide less attractive terms:
of services for their staff. Consequently these regional and local
governments are unable to attract highly qualified technical professional
staff to man their services; even if they did initially, they will be
unable to hold them and maintain them in adequate numbers and quality

to guarantee thaj,the services promocted will be efficient, It is,
therefore, raalistic.tQ §qnsider the desirability of concentrgting -
relatively large number of highly professionally tﬁained social workers
within the framework of a central gqéernment department, The result

of this type of structure ﬁill_énsuré that the govefnment machinery,

from the centre, W@ll_be able to orgénize a éervicé within a structﬁrql
hierarchy,and yith due“regard to the limited afailaﬁle humaﬁ and material
resources, on a hation-wide scale. This will also enable the'government
to give a reasonably unlform spread of serv1ces and so obv1ate the possible
neglect of relatlvely pooTer areas, but for which the need for certaln

services may be greatest.

13. One important wvalue of a centralized department of government:
structured to provide the framework for spcial.service is that this enables
it readily to build up within itself an effective leadership, provide
training and.superﬁision? easy evéiuatién 6f it? oﬁn'prbgrammes with,a. 

P
Lo




E/CN.14/SW/8
Page 5

371ew to effeotlng modlflcatlons 1n 1ts serv1ce admlnlstratlon,:and also
Vfacllltate readlly the creatlon of a machlnery for reauvenatlon, through
‘eemlnars, conferences and 1n—serv1ce tralnlng programmes. In other
words, withln a unlfled system of serv1ce an effective team—work can

be structured eas;ly to effect economles in the service supplled,
guarantee a reasonable even spread of the service which should be
rdynamlc in its approaoh to the programmes for which the department is
_'established. |

14. It has been stated that the oentralization of social services in
'the central~governmenta1 machlnery should be an 1nter1m arrangement.
The duratlon of thls interim perlod w111 be dictated by the general

oy
develoPment of the country, both at its central and local governmental

levels,uand, also, t0 a very slgnlflcant degree, by the eoonomreJand
soclal development of 1ts varlous regions and dlstrlots._ A central
government, in the flnal analy31s, 1s very ‘much strengthened 1nw1ts‘“
Toperatlon by the effectlveness of 1te 1ooa1 government oomponente.:;:
This 1s related to the bellef in the”stlmulatlon of self-help as anpt
essentlal 1nstrument in the deve10pment of people.d Self-respeotlng d
ind1v1duale would 11ke to be cloeely assoclated and identified with
the serV1ces Whlch méét their owh necds within the oommunity; The * !4
services become more meaningful and intimate and the support for thélr
promotlon and mainténance immedidte. I% therefore 1mp11ee, that,
eventually, there will arlse the need for the decéntralization of thé
social services machlnery of a country.‘ This evenftual per1od shourd?
be programmed for and not left to c¢hance as, otherw1ee, muoh of the

..‘. L' 4

value - for oentrallzatlon would be lost.

15. At all levels 1n the social servloee or soclal welfare programmes,
the partlolpatlon of the voluntary soclel worker 1s eseentlal. It has

already been stated, that in the more hxghl; deve10ped countrles 1t

'

may be sald with some, ‘accuragy that organlzed SOClal serv1ce was ploneered
by voluntary workers.‘ Even where these serv1cee are now admlnlstered

by a central government, there 1s some value in prov1d1ng scope for

G o

voluniary soe;a;'mork.: It is p0331b1e for. tnese voluntary orbanlzatlons

S
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to develop a flexible service oapable of pioneering into new areas of
eerv1ce, where the central government machine may be hamstrung by cautlon;
and they may aleo be able to eupply epec1a1 services to meet the i

needs of frlnge 1ntereets which mlght otherwise be neglected. Further,
the very fact that certain conoerned 1nd1viduals find scope and ‘
opportunities to express their care for other people's need engenders

in them what may lead to the greater fulfllment of their own individual-
ity and tbus enhance and enrich the total gociety. The 1eadersh1p,

which this situation may cultivate, is in itself an aeeet'to'the countrye.

16;H‘“:' Co-ordination hae already been referred to in thie paper. ﬁhere
gocial welfare eerv1ces are operated at the natlonal level, especially

as it is recognlzed that it is alwaye inevitable that many government
departments and voluntary agencies and 1nd1v1duale will be 1nev1tab1y
1nvolved, then the need for co-ordlnatlon cannot be over-emphaelzed.
Qulte apert from the reaultlng economlee in the use of avallable
personnel, funds and other limited reeouroes, co—ordinetlon does have

the ‘merit of keeping our evaluntion elemente in trim and also eneurlng
that new areas will be explored and that eerv1ces w111 be related to

conetantly changlng needs,

17. In newly developlng countrles, eepeclally, the d631re for speed
for the promotion of services becomes inevitable., This situation 1s
complicated by the desire of more privileged people;;becoming awere ef
the neede of these communitiee, wishing 40 express tneir concern by |
identifying themselves in service in certain act1v1tlee calculated to
achieve some measure of improvement in the developlng communities.
This complicated situation may be made worse, in some instances, by
individuals and organlzatlone overseas seeking some identification
with local progremmes for eoclal and economic 1mprovement.‘ In many
cases, eepeclally 1n the latter eateeory, hlghly epeclallzed serv1cee
are offered to newly developlng countries, ‘and the local potent1a1
leedershlp is glven eome opportunlty to traln outside the 1mmed1ate ;
area they may have to serve in later. It is not “often realized by -
other countries offerlng training facilities, "how they may have the

effect of dlstortlng the probleme f301ng the countries they seek to::
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help by this offer of their service or by their selection of local

candidates for training in skills which have been highly developed in
the countries from which aid is offered. Nor can modifications in

services be possible to work out at a distance from the gcene of action.

18, - When other countries are offering aid or tééhhiddi'aSSiétanCe;
they usually send persons who are erxious -t0 promote services with which
the technical specialists are familiar in their ovm countries and for
which they believe there is scope to develop in the countries they are
recruited to serve. This is only natural. ' What the technical assistance
personnel may not appreciate, is that there may have been developing

a 1qcai iﬁdigenous system which could be influenced to accommodate the
typégof service that they intend to establish, and there is always a
danger‘of_@iqyppting_the beginnings of a useful service in an endeavour
to esfaplggpﬂﬁpmeth;pg new,_zlﬁ,fact, the innovation they introduce to
displace a developing service in an indigenous context may not be betters
on the eontrary, it may be positively inferior to what may be exlstlng

albelt in an. embryonic stage. . .

.19+ :Let me give an examples Some countries have niow establighed
community development programmes in their administrative social services
maoh;nery. _These ggrvicgs_pave elements of home economics, literacy,
vgg;qgé types of project work and an extension service system offering
éésistance 1o other-departments.of government, such ag health, agricult-
ure, education and some activities of local governments. In some of
the countries from which technical aid is sought to strengthen local
programmes, the structure of services such as the ones cited may
follow é different Pattern, .If adequate precautions are not taken,
therefore, an ol ld but effectlve gystem which has developed in a country
may be_preej by the technical experts whose experiences: are drawn- .=
frpmisystems alien. to the structurgiwh;qh.they have: to congider for - .-

promoting serviceg in the new countrigs to which they havergome to.serve.

20, All this emphasizes the need for co-ordination at many levels
in promoting socigl services especially in:the newly developing countries.

There should.belcq—or@ination within. the central govermmsntal machinery
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in thelr request for technlcal aid in the flrst instance. - This will -
make lt pos31ble for all technical a351stance to be properly processed
to ensure that all the governmental agencies:.which will, at different

.levels, be affected by the technical personmnel recrulted have ample -,

opportunity to determlne fu’ly how best the serv1ces of these persons

:may bs effectlvely utlllzed,

21. 7 There should be co—ordlnatlon at the operational level with the
Aadepartment of mlnletry for social services itself, This will ensure
u'thét there 1s a reallstlc awareness shown withi regard to-the total
needs of the communlty and a proper preogramme organized forimeeting -
these. Thls prec aution W“ll also ensure that local and overseas
tralnlng are enlthtened for with this; precaution it is. expected that
there w111 be some researche$ uzerizksu 1y vhich to-inform:overseas
tralnlng agen01es of 1oca1 needs. I;,negd Laydly be .said that the' =

'local tralnlng pProgram.ies. will. hemselves,benefit from these reseatches.

22, It must be remembered that in acceptihé technical aid we
incidentally give technical .aid ourselvesy also. Those iwho come to
tegch learn as well -Thisg . two-way process of giving and receiving can”
;be acceleraued 1f qualified local counterpart far the technical ...
asslstance is prurLded ‘quickly. This is best if the local counterparts
are themselves famllla“ with systems of services and-.their various.
pattqrngrgs ﬁhey operate in the courtries from which the technical
expefts‘ﬁéke hoﬁe,  This would imply that the docal counterparts.are
equipﬁea‘ﬁith the familiarity in the service, so.that they have the. o
necessaryrconfidehce to discuss podifications, on relatively equal
terms, with the overseas experts, without -undue deference and possibly -
harmful subord1na+1on of their own views. which could lead: to fruaitful

adaptat;qns._ . T o o o

.23» . In discussing: co-ordinati®n, reséarches have been mentionsd in
pa331ng.. The social needs of any country are, always chanzinhg and we
_cannot afford to allow our services to become institutionalized; other~

wise decadence'"ﬂ*l be the price. Where there iz research, opportunities
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for rejuveénation are given scope to make social services dynamic and
realistic, and room for exparding the services may by this effort

be made more readily nanifest.

24. It is assumed that technical assistance'personﬁel will alwayé

"train local leadership. The useful services of technical aid will be

only a little less than wasted unless there is emphasis on their train-
ing local personnel. This does mean that those who are récruited for
technical assistance should themselves be mature persons capabie of
training local counterpart or subordinate staff. It must be said,
however, that there is some merit in providing some idealistic young
adventurers gome scope for service in newly developing countries, but-
care-should be taken in this regard that, in quality and gquantity, their
roles are not such as will distort the need for trainings local pérsonnel

or even-overshadow the priority need for this.

25. Some mention has been made of overseas tfraining for indigenous staff.

This is always useful, egspecially in the initial stages of'establishing
a service and also as a means for enriching the ferment of ideas that
ghould be inherent ina service. But it must be stated that training
for local staff is always best, particularly at the lower levels of

the operational staff and for the young and inexperienced, if these

are trained asg near to the locality of services as possible, or,

better stlll, in the area. of operation itself. Some degree of
sophlstlcatlon usually. results Trom tralnlng,. it is sometimas not easy
to accommodate thls sophlstlcatlon in an operational service in an old
settlng, and 1t is worth recognizing that, with training, especially
overseas, the soclal status of the young inexperienced worker may be
enhanced 6ut of all proportion to the service for which he is recruited,
Therq‘isﬁjhé further danger that in overseas training, for the young
and iﬁexpe:ignced,Tespecially where this training is -of a relatively
sﬁdrt dﬁration,anuunsévoury conditiqn‘of_resistance_to advanced

training may be created.

g et 4 0
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26. For the mature and experienced locally frained worker, . however,
addltlonal experlence through overseas training and imaginatively

planned exchange v1s1ts are of incaleculable value.

27._ Tralnln ~at all levels, should never stop. There is always
room fqr this through re—orientation courses, refresher courses, semingrs,
conference, reviews, visits of observation, and other . imaginatively .. .
planned opportunities for study. In this regard, adequate. supervision
of s@aff; at all levels, should be considered as part of the nevej‘e@ding

programme of training.

28. . While it 7o essential to organize training facilities within a -
programme of service,:the services of other training agencies outside
“the services should not be overlocked, By the same token the ftraining-
institutions outside the services should draw inspiration and allow
themselves to be influenced by the service programmes. This cross-
fertlllzatlon of serv1ce and traini~g is vital if both should keep

H RS

abreast Wlth change.

29, - In this connectien, it 'is again relevant to maké some allusion
to résearch which should be closely associated with training, They
should b¢ as close as the two sides of a coin, and they should together

form an integral part of a service programme.

30, To soc*el service machine will ever fulfll itself fully unlessj
it makes it its business to train voluntary agencles or offer them '
leadershlp in the promotlon of the functlons of thelr respeotlve
institutions. Tt seems almost 1nev1tab1e that in the maaorlty of theﬂ
newly developing terrltorles, 1nst1tut10ns for tra1n1ng for soclal wel-
fare services will be parts of the programmes themselves. This means
that the solltary voluntary welfare establlshments will not readlly
have facllltjes fér training thelr own staff and will often ‘have to
recrult them already ‘tailored or else w1thout adequate tralnlng. This
implies that the central governments agency for social welfare se:v;oe”
will have to fill the gap or else accept the consequences of working with

less efficient allies.
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31.. Tﬁe‘queetiOn of financing the social services of any country

is one thet always raises some controversy.: When countries are seeking
to reorganize their economic development progremmes,ihnds never

seem adequate for the promotion of projects that are capable of showing
quick and visible returns, the social services, especially those that
are classified under social welfare, and which require their staffing
by professionally trained social workers, tend to be neglected or at
best deserving a rating of very low priority. -The fact that all the
industrial development and economic promotion programmes are essentially
concerned with the well-being of the human individual, tends to be
forgotten, And yet it can be truly said that if any national scheme
for development in'any of its concerns depresses the importance of the
individual and does not consciously or purposefully seek to regard the
gocial improvement of the individual and his society as the centre of
all its comsiderations, it were well if no development programmes were

embarked upon.

32. It has already been stated that the social welfare services

in a country, especially in the newly developing ones,should be organized
from' thé highest bBossible level. This implies also that the financing

of the programmes they provide would be accorded the importance

which defence and education receive. It is expected therefore
tha% the central governmeny will provide adequate funds for all aspects

of the social service programmes in a country.

33 It is useful, however, to cultivate some responsibility in local
governmenfe iﬁ the‘provisien of funds for services that their communit-
ies *egard as meetlng their needs and for which they seek some identi-
fication. It would seem legltlmate, therefore, to provide some funds
from loecal rates to augment what the central government provlaee from .

taxes in order to flnance 5001a1 welfare gervices.

34. It may be postul ted that it is a healthy state which mukes
it possible for individual persons, singly or in groupe, to demonstrate

their identification with the social services of their country by making
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gome voluntary. contributions to finance them. These contrlbutlons

may. be made. direct; 10, the, programmes. themgelves or else made to a central
fund raised.at an}ocal or national level in the form of a communlty”'.
chegt. .-Some ueeful.exemples‘of theee.central‘fund raising organizations
may be found. in the U3A, Canada and in Ghana; from which some valuable

lessong may be learnt. .

35 We began this paper with -2 definition of the concept of gocial
services - what they are, their total objective, and what'areas'they i
may broadly cover. We may now conveniently end by congidering a list

of services that we ghould ‘be most specifically interested in as persons
with a common and specialized interest in social welfare which only
forms part of the social services of a country, ‘temembering thatiit has
beeﬁ“eteted already'that:other government departments do have some
contribution to make in the pr0€ision and administration of a national

system of social services.

36. Having due regard to the limitations of resources in persomnnel,
flnanoe and’ experlenoe in newly developing countries, it would be worth
=coneuierlng the type 6f administrative machinery for social welfare
which sérves a multl _purpose function under a single unit of service,

Tt should therefore be posszible to consider, within one service depart- -
ment ihe adminisiration of ‘the: following functions: ~day -care centres;
orﬁhanagee*and'ohild'placement-serfioes; youth services, especially for
leisure time,informal educdtion and citizenship training iniall its forms;
social casework of.a generic character especially w1th the famlly as
formal adult educatien-of - anorporate collahoratlve-ﬁork ulth EXlStlng
voluntary organizations for social educatlon programmes, oommunlty
organization and community development; the care of the destltute and
the physically handicapped and programmes for thelr rehabllltatlon, home
economics and home improvement serv1oes. It is appreciated that the
list provides a comprehon31ve coverage of serv1ces. T4 is”récognized'

that in many countries some of these serv1oes may have already been
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in existence, under other ministries or departments of goverrment,

and a substantial number of them may not be possible, in the foregeeable
future, to develop. The important thing to consider in this regard

is that some of the services listed are so closely related that their
development or administration under sz single department strengthens

both the department and the services it operates and makes for
efficiency and economy. This arrangement or organization has also

the virtue of minimizing the dangers of duplication especially if the
department administering the social welfare services makes oco-ordination
the key to its administration and aléo seexs fo co=-opesrate with

others to provide a service for the society it is established to serve.
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