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CHAPTER I
INTRODUCTION

The Christian Church since its earliest beginnings has shown concern
for the total welfare of mankind. It has held the belief that it has a respon-
gibility to minister not only to the soul needs of its members, but to thelr
bodily needs as well. The earliest manifestation of this is seen in apostolic‘
times when the apostles appointed certaln of the Christians to sttend to the
dally needs of the widows in their midst.l

The lutheran Chureh throughout its history hes heeded the example
thus set forth by the apostles. While its main mission always has been and
continues to be the preaching and teaching of the Gospel, it recogniszes that
man is mpoaodofbo‘bhammdnaoulmdthattheneadaofbothofthm
elements must be met. When life was simpler the congregation itselfl was the
wit that seught to meet the total needs of its members, both spiritual and
physical. As life became mere camplex and resources for meeting the physiecal
needs of its members could not be found wholly in the individual congregation,
groups of congregations or groups of individual Christians banded together and
pooled their resources in an attempt to meet this responsibility of minister-
ing to the whole man. Thus we have the beginnings of our present-day structure|

1. The Acts of the Apostles VI, 1-7

i




2
of organizations operating under church auspices in the welfare figld.?

As time went on the number of church-related welfare agencies steadily
increased and, in addition, other welfare agencies were founded by voluntary
non-sectarian groups and under govermment auspices. Usually each of these
agencies operated in its own orbit, withoul much relationship to or awareness
of what other agencies or groups were doing in the same area or fleld of ser-
vice. Consequently, it can be presumed that on the one hand there was duplica-
tion of services in scme areas, while on the other hand there were gaps in
meeting certain other welfare needs. It was an awareness of this condition
which was primarily responsible for the formation of the Lutheran Charities'
Child Care Division to serve as the medium for the coordination of existing
programs of services to children under Lytheran auspices and for common pro~
gran planning.3 | |
STATEMENT OF THESIS

At the time of the Division's inception in the latter part of 1939
there were ten unrelated Iutheran agencies serving dspendmt children inthe
state of Illinois. This thesis is a study of how these ten children's agencies
through the structure of the latheran Charities of Chicago related their ser-
vices to one another through the formation and activities of the Child Care
Division and thus were able to improve their services and reach more of the
needy of their households of faith.

2. luthersn Charities of Chicago, Annual Report and Directery for the
Year 1953, Chicago, 5-6.

3. Bdgar F, Witte, innual Repart of the Central Administrative Office,
Lutheran Charities of ChicagG, Chicago, 19LL, 1.




PURPOSE -

The purpose of this study is three-folds (1) to analyze the develop-
ment of the Lutheran Charities' Child Care Division, (2) to evaluate the
results of the Child Care Division's efforts of coorMMm and comaon RO~
gram planning in terms of standards and services, and (3) to ascertain what
adninistrative principles were involved in the development of the Child Care
Divislon.

SCOPE

This study covers the period from September 1939, when the Child Care
Camittee of the Board of Directors of the lutheran Church Charities Comuittee
was formed, through June 1953.

PROCEDURE

The material on which this study is based is largely foumd in the
files of the Iatheran Charities of Chicage. The writer, after defining the
problen, procesded to read ths minutes of meetings of the Child Care Division,
Iutheran Charities' Board of Directors, and other committees of the Federation.
She also read various reports and correspondence pertinent to the subject at
hand and certain writings in the gener#l field of sdministration. Fram the
notes she made of these readings, she drew up an outline to guide her in the
writing of this study. She then filed these notes wnder topical headings and
used them in the actual writing of the study.




CHAPTER II

LUTHERAN CHARITIKS AS A BACKGROUND FOR COOPERATIVE

PLANNING AND COORDINATION OF PROGRAMS

The development of the lLutheran Charities! Child Care Division can
best be understood if it is viewed in relation to the total prograns of the
Lutheran Unarities of Chicago, of which it is a Division and under whose
auspices it functions. This chapler, therefore, proposes to give a brief
description of the develomment and present program of the Lutheran Charities
of Chicago in order to provide a background and setting for the story of the
Child Care Division. A more detailed account of the development of this parent
organization can be found in a thesis written by Ralph Catheart.t
NEEDS GIVING RISE T0 THE FORMATION OF LUTHERAN CHARITIES

The history of the Lutheran Charities of Chicago goes back to the
depression years of the 1930's. In common with other health and welfare
agencies, both under religious and non-sectarian auspices, the Lutheran health
and welfare agencies felt the full brunt of this economic depression. While
requests for healih and welfare services were mounting during these years,
financial resources for providing these services were becoming more difficult

to obtain. In 1929 there were twenty-seven health and welfare agencies of

1 Ralph Gerald Cathcart, A Historical Survey of the Lutheran Charitieg
of Chicago, Unpublished Haster's Thesis, Loyola University, Chicago, LLllinois,

L
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Lutheran origin or under lutheran auspices operating in the Chicago area.
These included nine children's agencies, four homes for the aged, four hos-
p;‘waa,2 four hospitals, and six organizations offering relief and employment .
services.s Each of these twenty-seven agencies operated as independent organ-
jgations, without any relationship ic one another elther in terms of service
or solicitation of funds. In addition, many of the Iutheran congregations
carried on parish programs of relief and family welfare.

When various central financing programs were proposed for the health
and welfare agencies of Chicago on an all-communlty basis, the Lutheran
agencies were quite naturally interested in participating in these, hoping
thus to {find relief for some of the financial strain under which they had been
operating. From 1930 to 193k six different plans of central financing were
tried out, with the final result being the establishment of the Conmunity Fund
of Chiecago, Incorporated, on & permanent basis. The Fund was set up to serve
as a partial financing organization, thus distinguishing it from a chest
organization, and its yearly goal was to raise enough money to provide,
“"approximately fifty per cent oi the amount which its members need to obtain
from contributions in order to balance their budgeta".l It included in its
membership both individual agencies and federations of agencies which had

2 The term hospice, as used in this study, refers to a not-for-profit
residence club for out-of~town working girls sponsored by a church group.

3 Iutheran Charities of Chicago, Annual Report and Service Hanual for

the Year 1947, Chicago, 1948, 17~19.

b Community Fund of Chicago, HS., Linn Brandenmburg, Central Joint
Financing of Private Health and Welfare Services in Chicago.




6
acceptable smdards.s In 1935 one hundred and thirty-five agencies were men=-
bers of the Fund and a total of $3,201,524.87 was distributed to them. How-
ever, only four lutheran health and welfare agencies were Fund members that
yoar and their combined allocation amownted to only §6,780.50,6

Because many persons in the latheran coammunity were disturbed by the
fact that the Ilatheran charitable agencies were not receiving a larger share
of the monies raised in these various central financing programs, attempts
were made to correct this condition through various cooperative efforts. The
final result of these cooperative efforts was the establishment of the
Intheran Charities of Chicago as we know it today. However, there were six
intermediary steps that led up to the establishment of this organization.
THE CHICAGO LUTHERAN COUNCIL

The first step was the organiszation of the Chicago lutheran Council
on September 25, 1931. This was organized not as a council of Lutheran
charitable agencies, but as a council of Lutheran church bodies, and repre-
sentation in the Council was on the basis of synods, conferences, or districts
operating in the Chicago area., Five of the six synods in the Chicago area
were represented in the Couneil and provision was made for both pastoral and
lay representation. The Couneil had as its objective, "a permanent organiza-
tion of lutheran Synods for recognition in other united efforts in matiers
pertaining to the interest of the respective groups; the immediate need, a

S Ibid.

6 Community Fund of Chicago, Inc., Annual Repert for 1935, Chicago,
1936, 16~19.
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hearing at thé meeting of the Governor's Cammission relative to securing a

share of the §8,800,000 relief fund, a project about to be launched.™ Vhile
charitable work was only one of many concerns of this Council, it was the
gouncil's interest in charitable work that lod to the formation of the
Lutheran federation of health and welfare agencies,
7HE LUTHERAN CHARITIES COUNCIL

The second step was taken in 1935 when the eight charitable organiza-
tions of the sixth synod in Chicago organized the Lutheran Charities Council
on January 21 of that year. This Council was created, "to provide a means
whereby the charitable organizations sponsored by the Missouri Synod Lutheran
Churches in Horthern Illineis can get together for the discussion and handling
of such problems and matters as are common to all members of the Council."B
Each of the eight organizations sponsored by this synod had two representatives
on the Couneil.
AN ALL PROTESTANT FEDERATION IS ATTEMPTED

A third step, indirectly related to the formation of the Lutheran
Charities of Chicago, was taken when the Associated Church Charities was formed|
in the early 1930's. This group was organized in response to the need felt by
the Protestant churches and their charitable organizations to join together in
an effort to secure a larger proportion of Community Fund menies. The organ-
ization provided for representation of all the Protestant denaminations and

7 Hinutes of the Chicago Lutheran Council, September 25, 1931,
8 Hinutes of the Lutheran Charities Council, Harch 21, 1935.
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their charitable organizations and had as its stated purpose, "studying ade~
quate methods of financing the charities of owr churches; the raising of the
gtandards of work of these charities and promoting cooperation among themselves
and with other agencies."” Both the Chicago Lutheran Council and the Lutheran
Charities Council were among the sarly members of this organization. The hope
was that the Associated Church Charities would become a strong federation of
Frotestant health and welfare agencies which would function for its members in
a manner similar to the Jewish Federation of Chicago and the Catholic Charities
of Chicago. However, for various reasons this hope did not materialive. As
far as the future Lutheran Charities of Chicago was concerned, the Associated
Church Charities served the purpose of providing a medium whereby those
lutherans affiliated with the Chicago lutheran Council and the lautheran
Charities Council became acquainted with one another and out of this acguaint-
anceship discovered that they had common backgrounds, common problems, and
comnmon interests. This helped to pave the way for the fourth step in the
developuent of the lLutheran Charities of Chicago.

COMgIUNITY PUND AND COUNCIL OF SOCIAL AGENCIES
ENCOURAGE FEDERATION PATTERN

Thizs fourth step received its main impetus fram the Community Fund of
Chicago. The struggle of the Lutheran charitable organisations from 1930 to
1936 to gain nore recognition and larger allocations from the Comunity Fund
had not been a onewsided affair. Rather, the Community Fund had been very

active iy working with individual agencies and with the two councils in an

9 Constitution and By~laws of the Associated Church Charities of
Chicago, 1935.
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effort to helf the agencies meet Community Fund standards. In the fall of 1936
the Community Fund invited representatives of the Chicago lutheran Council, the
tutheran Charities Council, and the Associated Church Charities to sit down
with representatives of their group and of the Council of Social Agencies in
order to try to work out a plan whereby the latheran agencies might participate
more fully in the Fund. A confsrence was held for this purpose on Hovember 5,
1936.3° At this conference the Community Fund gave recognition to the fact
that only five of the lutheran health and welfare agencies had been granted
pembership in the Fund. The Fund leaders pointed out that other Lutheran
charitable organizations had not been included in membership either because
they did not ask to be or because there was some question about their eligi-
bility or quality of serviece. To try to meet the needs of those Lutheran
agencies not included in Fund membership, the Fund proposed that it would set
up a8 reserve for the Lutheran group to use for these agencies if the lutheran
group would fulfill the following conditions:
a) The appointment of a ceniral Lutheran committes, camposed of a

majority of laymen, to which the contribution might be made and

which would be responsgible for its distribution among the

Iutheran charitable organizations not already included in the

Fund, but of an eligibls type.

b) The consideration by the Lutheran ceatral cmttee duwring the
coming year of such matters ass

1) Centralizing under one head the responsibility for poli-
cles of operation and administration of all Lutheran
charities including those now under the auspices of
different lutheran denaminations.

10 Kinutes of conference of Chicago imtheran Council, Lutheran
Charities Council, Associated Church Charities, Community Fund, and Council of
Social Agencies, November 5, 1936.




2) §tudy1ng such questions as:
a) What should be the relationship of the Augustana Nursery
to other child caring agenciles of the Iutheran group,
like the Norwegian Lutheran Children's Home and the
Lutheran Home Finding Society?
b) What shall be the relationship of the family relief ser-
vice of the Inner Mission Society and the family relief
services of other Lutheran groups to the communiily agency
known as the United Charities of Chicago?
¢) Should such institutions as the Imanuel Women's Home and
the Augustana Central Home, which now appear to be approx-
inately self-supporting, be classified as charitable
agencies and, therefewﬁ entitled to receive support fram
the general coammunity?
COMITTEE ON LUTHERAN CHARITIES OF CHICAGO
Following this conference with the Commuwnity Fund and the Counecil of
Social Agencies, the Chicage lutheran Councll called a meeting of representa-
tives of all the Lutheran charitable organisations on November 17, 1936, for
the purpose of implementing the above suggestions., At this meeting it was de-
cided that a central conmittee on Iutheran charities should be established as a
sub-coumittee of the Chicago Lutheran Coumeil and each of the synods was ine-
vited to elect two representatives to this sub-committee, with provision being
made for the president of the Chicago Iatheran Council to serve as an ex-
officio member. The first function of this sub~conmittes was to present the
facts concerning the Community Fund and the Council of Social Agencies to the
Iutheran agencies so as to clear up any misunderstandings which might exist in

the minds of the Iutheran welfare lsaders about these two conmunity-wide

————

11 Commmity Fund of Chicago, }iS., Suggested Plan for More Complete
Particig%im % the Lutheran Group in the Community Fund for the year 1'9‘57,
November » - ‘ ‘




organizations’

This sub-committee held its first meeting on November 2L, 1936, for
the purpose of organizing itéslf s It decided that its official name would be
The Imtheran Charities of Chicage and that the basis of its work would be the
implementation éf the plan suggested by the Community Fund for more complete
participation of the Lutheran group in the Fund.}2 To this end the committee
invited each church group to submit a list of its agencies seeking an allocaw
tion from the Community Fund and then secured from these agencies financial
reporte of their operations for the year 1936 and estimated budgets for the
year 1937. VWhen these financial reports and estimated budgets had been
received, the committee experienced extreme difficulty in analyzing them
because ;bhere uaé no uniformity in the accounting methods used by the agencies.
The comittee approached the Commmity Fund about this difficulty, and the
Fund agreed that it would underwrite the cost of the committee's hiring a
certified public accountant to audit the books of each agency and to set up a
system of bookkeeping for each of them which would conform with the Commundity
Fund elassification of accounts. Accordingly, accountants were hired and
they prepared a financial report for each agency to sutmit to the Community
Fund through The Lutheran Charities of Chicago. When The lutheran Charities
of Chicago analyzed these reports, they found that the majority of the agencies
were ineligible for Community Fund allocations because they were operating
with surpluses rather than with deficits. However, they also found that the

agencles were operating with surpluses because thelr program standards were

12 #imutes of The Lutheran Charities of Chicago, November 2, 1936.
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pot as high as would be desirable and they were not hiring adequate personnel
to be able to render the best service of which they were capable. Therefore,
the conmittee next coneant.rafad on helping the agencies raise their standards
and helped them prepare thelir 1937 budgets so that the necessary expense fer
raising standards might be included in these estimated budgets submitted to
the Fund. A ’

As The lutheran Charities of Chicago was completing its first year of
operation as a sub-cammittes of the Chicago latheran Council, it began evalu-
ating its accamplishments and thinking in terms of future needs of the agencies
It concluded that it had performed a valuable and needed service to the various
Iatheran charitable organiszations and decided to recommend to the Chicago
Iutheran Council that it be continued on a permanent basis with representation
being extended so as to include representatives of all the laitheran agencies
in addition to the synodical representatives.l3
THE LUTHERAN CHURCH CHARITIES COMMITTEE

This expressed need for a permanent organization led to the fifth
step in the development of the lutheran Charities of Chicago, which was the
formation of the lutheran Church Charities Committee in 1938.11‘ When the
Lutheran Charities of Chicago recammended to their parent organization, the
Chicago Lutheran Council, that their committee be continued on a permanent
basis but that the type of representation be changed, the committee was asked

13 Minutes of The Iutheran Charities of Chicago, December 1k, 1937.

1938 1} Minutes of the lutheran Church Charities Committee, February 18,
938,
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3
to draft a constitution and by-laws for such a proposed permanent commitiee.
wher this had been done, approval of the constitution and by~laws was secursd
from both the Chicago Lutheran Council and the Lutheran Charities Council,
Then on Hay 11, 1938, the Chicago Lutheran Council called a special meeting of
the Gommissioners of the Chicago Lutheran Council, the Lutheran Charities
Council, the lutheran Church Charities Committee, and three representatives of
each of the lutheran agencies to consider the plan for this permanent organiza-
tion. The action taken at this meeting was favorable, and the constitution
and by~laws of the Iutheran Chwrch Charities Committee were adopted., On
Mareh Ly, 1939, the lutheran Church Charities Committee was incorporated under
the laws of the state of Illinois.

The formation of the Iutheran Church Charities Committee marked the
real beginnings of a federation of luatheran health and welfare agencies. The
Comittee had as its objects:

a. To unite the various Lutheran Church Charitlies of the Chicago area
into an organization to represent the latheran Church Charities
social welfare program to the cammunity.

b. To assist the agencies who are members of the Committee to secure
the necessary recognition in the community.

ce T0 assist the agencies who are members of the Committee in their
approach to the Community iund of Chicago and other community
activities.

d. To assist the agencies who are members of the Committee in
adequate methods for financing the agencies,

e. To asslst the agencies who are members of the Committee in a
program Lo standardize and improve their services.

f. Te assist the agencies who are members of the Committee to study
the soclal welfare program of the community; to visuvalize the
part of the agencies in such a programj to coordinate the ser-
vices of owr agencies in the fields where owr services may be




et

overlépping.

ge To assist ow Lutheran Church (various synods) to develop such
charities as may be needed in the community for serving our
Iutheran constituency.
h. To assist the agencies who are members of this Committee in a
progran of cooperation; to acquaint the agencies with one
another; to arrange for conferences to discuss the work in
the various fields of activity, such as Child Care, Homes for
the aged, Family Welfare, Hosplices and Health.
i. To interest our latheran constituency in the social welfare
program of this cammunity through such established agencies
as the Community Fund, Council of Social Agencies, and the
United Charities, and to encourage representation of o
lutheran agencies on the Boards of these organizations.™
Hembership on the Committee was extended to, "any Lutheran agency in
the Chicago area, directly affiliated with any of the latheran synods, or
supported by the constituengy of the Lutheran Church, and which is performing
a recognized welfare service.....apon agreement to abide and support the
Constitution and By-Laws of this Committee".l® Each member agency was entitled
to appoint three representatives to the Commitiee as follows: +the president of
their board, a board member, and a staff member. The control of the Camittee
was vested in a board of dirsctors of seventeen members. The Comittee was set
up not as a governing body of the member agencies, but as a central cammittes
to assist them in their work, with each agency maintaining its own identity

and sovereignty.tl

15 Constitution and By-iaws of the lutheran Church Charities
Cmnmittae, 1938-

16 Ibid.
17 Figure 1, page 15




6 Synods

18 Health and Welfare Agencies

Iutheran Church Charities Camittee

56 Delegates

3 from each agency plus 2 ex-officio

Board of Directors
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Durdfy 1938 eighteen agencies were accepted inte the Committee as
charter members. These included eight children's agencies, four homes for the
aged, two hospitals, two family welfare societies, and two hospices.m
rHi LUTHERAN CHARITIES OF CHICAGO
The sixth step in the organization of the lutheran Charities of Chicag¢
was taken at the quariterly meeting of the Lutheran Chureh Charities Comnittee
on September 27, 1943, when it was voted to change the name of the Cammittee to
the Iutheran Charities of Chicago and to implement the objectives of the organ-
ization through setiing up a buwdgel, reniing office space, and hiring a pro-
fessional staff. This latter was accomplished in June 19kk.
PURPOSE AND OBJECTIVES OF LUTHERAN CHARITIES
In 1944 the constitution and by-laws of the Lutheran Charitiss of
Chicago were amended and a new constitution and by~laws were adeopted on
November 28, 194li. Under the new constitution the objects of the Lutheran
Charities are:
(a) To ascertain the need for Lutheran charitable and welfare ser-
vices in the Chicago area and vicinity and to plan, coordinate,
and develop principles, standards, and prograug of welfare ser-
vice which will best serve the interests of the Lutheran con-
stituency and the cammunity;

(b) To foster and promote cooperation and coordination of effort
among dtheran and other welfare organizations.

(¢) To present the Lutheran charitable program to the community
in said area and to represent the member agencies in their
relations with the Community Fund of Chicage, Inc., and
similar organizationsjg

19 liinutes of the Annual Meeting of the lutheran Church Charities
Committee, March 6, 1939,
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(d) To réise, collect and distribute funds for the advancement of
the Lutheran charitable program either directly or through
presently existing or subsequently established agencies.
(e) To cooperate with the Community Fund of Chicago, Inc., the
Council of Social Agencies of Chicago, and other similar
organizations in their fund raising and planning activities.20
The new constitution and by-laws made provision for three classifica-
tions of membership: agency, synodical, and sustaining. Agency membership
remained the same as under the previous constitution. Synodical membership
provided for three representatives to be appointed to the carporation by any
Iutheran synod, conference, circuit, or section thereof. Sustaining membership|
included individuals, conmgatﬁms, and organizations of the Lutheran church,
each of which was entitled to one representative, These latter representatives
did not have the right to vote or to hold office. The adminisiration of the
affairs of the Corporation were vesied in 2 board of directors of tweniy-one
duly electsd members of the corporation and such honerary or advisory directors
which the corpaz;ation might choose to elect.

THE PLACE OF THE CHILD CARE DIVISION IN
LUTHERAN CHARITLES' STRUCTIRE

When the Lutheran Charities of Chicago began functioning with a pro-
fessional staff, the previous committees of the board of directors were
disbanded and divisions were formed in their place. Figure 2 shows the present
organizational structure of the Lutheran Charities of Chicago and how the
Child Care Division fits into the over-all program of the federation.?l

294 20 Constitution and By-Laws of the Lutheran Charities of Chicago,
Shdy,

21 Figure 2, page 18,
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CHAPTER III

THE FIRST CHILD CaRE DIVISION AS a SUB~COMMITIZE OF

LUTHERAN CHURCH CHARITIES CORMITTEE BOARD

During the years 1936 until the latier part of 1939, all matters per-
taining to the coordinated activities of the eighteen Lutheran health and wel-
fare agencies which were members of the Lutheran Church Charities Committee
were handled by the offiqers or entire Board of Directors of this Commitiee,
while the professional services in the area of budgeting and accoumting were
rendered by awditors hired for that purpose. During these early years the
Comnittee's main focus was on assisting the member agencies to define their
service areas and revise their accounting systems so as to meet Community Fund
standards. Yet as these eighteen agencies were becoming belter acquainted with
each other through the activities of the Lutheran Church Charities Comitiee,
they began to develop an awareness of the fact that there might be areas other
than the financial one in which they had cammon interests and faced coammon
problems that could best be met by coordinated action. As early as 1938 there
was discussion of further coordinating the work of ithe eighteen lutheran
agencles through broadening the scope of the Lutheran Church Charities Canw
mittee's work. Examples were cited of how it might be helpful to have sube
committees which would be responsible for keeping the agencies abreast of
current legislation in the field of health and welfare and also to explore how

19
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the family welfare work being carried on by several of the social mission
agencies could be better coordinated with other family welfare agencies in the
conmunity.l Yet it was not until the latter part of 1939 that any sub-
connittees were appointed.
NEEDS GIVING RISE TO THE FORMATION OF SUCH SUB-COMMITTEE

As was true of the establisiment of the Lutheran Church Charitiecs
Committee itself, the impetus giving rise to the formation of the first sub-
coomittiee was in the area of finances. In order to make application for a
Community Fund allocation, it was necessary for each agency to submit a finan-~
cial budget and a statistical service report to the Fund each year. The
budgets were prepared by the lutheran Church Charities Comnittese auditors and
reviewed by the lutheran Church Charities Camitiee Board of Directors and
then were submitted to the Cammunity Fund with recammendations made by the
Board appended.z Until 1939 the service reports of the agencies were prepared
by the Council of Social Agencies and were submitted directly to the Comunity
Fund by them. However, in the fall of 1939 arrangements were worked out
whereby the Council of Social Agencies and the Community Fund agreed that
these service reports should be submitted to the Lutheran Church Charities -
Committee Board for review before being submitted to the Community Fund. To
facilitate the study and review of these service reports, the doard of
Directors passed a resolution in September 1939 authoriszing their chairman to

» 1 Minutes of the Lutheran Church Charities Commitiee Board of
Directors' meeting, February L, 1938.

2 Ibid-, June ll, 1939a
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appoint a canmittee for each field of service to review the service reports of
the respective agencies 3 Accordingly, at a meeting of the Executive Committee
of the Board on September 21, 1539, the following four commitiees were
appointed, "to assist the member agencies relative to any questions regarding
the Comnunity Fund budgets and service reports': Child Care Agencies, Homes
for the Aged, Family Welfare, and Hospices. The Commitiee on Child Care
Agencies thus appointed on Seplember 21, 1939, became the forerunner of the
present Child Care Division of the Lutheran Charities of Chicago.

CO:POSITICN OF THE SUB~-COMMITTEE ANWD ITS
RELATIONSHIP TO THE BOARD

This first Committee on Child Care Agencies was created by the Board
of Uirectors oi the lLutheran Church Charities Commitiee as a sub-comnittee of
this Baard.u There were five persons appeointed to this Committiee, all of whom
wore members of the Lutheran Church Charities Committee's Board. Three were
lay people who were interested in child welfare, for each was active on the
board of directors of the various child care agencies which were members of
the Imtheran Church Charities Committee. One was a pastor active in the work
of one of the child care agencies, and one was a child welfare agency emecu~
tive.® Yet these persons were appointed to this Committee not as representa-
tives of their respective child care agencies, but as menbers of the Lutheran

Church Charities Committee Board. Thus, in serving on this Committee they

3 Ibid., September 11, 1939.
L Ibidn’ Sepme@ 11, 1939.
5 Ibid., Kay 7, 1940
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yere responsitfle not to the individual child care agencies, but to the Lutheran
church Charities Committee. Each year from 1939 until 19kl the Board appointed
guch a Committee.®

RELATIONSHIP OF THE SUB~COGMMITTEE TO TIE
LUTHERAN CHURCH CHARITIES COMMITITEE

During these early years the Board of the Lutheran Church Charities
Complittee delegated various problems and topics to this sub-committee for study
and recommendations. At the regular meetings of the Board the chairman of the
Committee on Child Care Agencies was called upon for a report of the activities
of this sub-commitiee and he was also called upon to present such reports to
the annual and quarterly meetings of the Lutheran Church Charities Commitiee.
A written report of the sub-coammittee's activitdes was included in the pub-
lished Annual Reporis of the Lutheran Church Charities Commities.
RELATIONSHIP OF THE SUB-COMMITY 85 TO THE AGBACIES

When this sub-committee was first established there was some con~
fusion as to who should take the initiative in making the services of this
Committee available to the member agencies. Should the Committee walt for the
agencies to approach it about problems or should the Committee itself initiate
the first contact with;th»e agencies? The chairman of the Board ruled that it
was the responsibility of the Cammititee on Child Care Agencies to take the
initiative in activating the Committee and offering its services te the agen~

cies.” This set the precedent since followed by both the Committee on Child

6 Ibid., October 16, 1939; iay 7, 19403 April 1, 1941; April 7,
1942; way L, 1SL3.

7 Ibid., February 5, 1940
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Lcare Agencies and the Child Care Division of making the chairman of this

Hcmittae responsibility for calling committee meetings.
¥While the Committee on Child Care Agencies was empowered to call
neetings of the representatives of the Lutheran child care agencies, it was
pnot empowered to make decisions which would be binding upon such agencies.
The Comnittee could only make recommendations to the Board of Directors of the
Lutheran Church Charities Committee. This Board in turn could not make deci-
sions which would be binding upon the member agencies, but it could approve of
a particular recanmendation in prineciple and then approach each member agancy‘
board for approval of such recommendation. When such approval had been. ob-'
tained, then the recosmendation became policy which was binding upon each of
the agencies whose boards had concurred with the recommendation under consid-
eration. In other words, the Lutheran Church Charities Committee and its
sub-committeeas had only such authority as was actually delegated to them by
the individual agencies. In all other matters the individual agencies retained
their smreignty.s
PURPOSE AND OBJECTIVES

While the original purpose in establishing the Committee on Child
Care Agencies had been to create a medium whereby the service reports of the
latheran child care agencies could be reviewed before being submitted to the
Community Fund, this purpose was broadened several times. When the Executive
Committee of the Board of the Lutheran Church Charities Comittee met in

September 1939 to appoint such a camittee, they broadened its purpose to

8 Ibid., September 25, 1940
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include assistance to the member agencies relative to any questions regarding
the Community Fund budgets as well as the service reports. Then in May of 1940
bvefore the Camittee even had its first meeting, the scope of ite function was
again extended when the chairman of the Board advised that it should serve,

4o facilitate the functioning of the work of the lutheran Chwrch Charities
Committes" .7
D{PLEMENTATION OF PURPOSE AND OBJHECTIVES

To begin implementing the purpose for which the Cormittee on Child
¢are Agencies had been formed, the Board of Directors of the Lutheran Church
Charities Committee decided at a meeting on May 7, 1940, that this sub-coumittes
should sponsor a meeting to which repreaéntativea of the boards and staffs of
the seven member child care agencies would be invited. 7The Board set the date
for this meeting and also assigned a topic to be eonaidererll at that time. In
the assigning of this first topic to the Conmittee on Child Care Agencies the
pattern was set for the future delegation of certain responsibilities previouslq
carried by the entire Board to this sv;b-cmittaa.

The Committee on Child Care Agencles sought to carry out its commisgw
sion, "to facilitate the functioning of the work of the Lutheran Church Char-
ities Comnittee" in several ways. First, it arraLnged a series of meetings for
the staff and board members of the seven Lutheran child care agencies affili-
ated with the Lutheran Church Charities Committee, holding these meebings at

9 Ibid., May 7, 1940.
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the various child care institutions.lO Thus, opportunity was afforded for
those persons who were active in the child care programs of the several Lutheran
agencies to become acquainted with each other and with one another's physical
program facilities. Secondly, the five Lutheran Church Charities Committee
poard members who comprised the committee sought the help of the board and
gtaff members of the children's agencies in exploring the assigmments given to
it by the Lutheran Church Cherities Committes Board. In this way the recomen-
dations made by the committee to the Board on these subjects were not the
thinking and efforts of the five committee members alone, but represented the
combined thinking and efforts of all those persons engaged in child welfare
work in Lutheran settings in the Chicago area. Thirdly, the Committee through
the meetings it sponsored provided opportunity for the agency representatives
to present topics for discussion which were of common interest and concern to
all the agencies.ld Through these three approaches the work of the Camittee
became the work of the seven child care agencies.

From the time of ita inception in September 1939 until June 19L2,
the Committee on Child Care Agencies sponsored fourteen meetings and gave con-
sideration to fourteen different subjects of mutual interest. Four of these
subjects were assigned to the Committee by the Lutheran Church Charities
Committee Board and ten were brought to the attention of the group by the

agency representatives themselves.

10 Report of Stuart Goranson, Chairman, Comaittee on Child Care
Agzncias to Lutheran Church Charities Committee annual meeting, February 28,
1941,

11 Ibid.
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ACCOM PLISHIENTS

In reviewing the subject matter of the meetings during the first
phase of the Committee's development, the topics can be divided into two class~
ifications: (1) those which were treated from the standpoint of receiving or
exchanging information, and (2) those which required coordinated action and
follow-through.

Eight of the topics considered fall under the first classification,
and it is interesting to note that all eight were brought to the attention of
the grou;i by the agency representatives themselves. Thase included the follow-
ings

Information regerding programs of care for European refugee children.1?
Information on Lutheran services available for the care of infants.l’

The need for case work aervice as a part of the program of the day
nursery.

Discusﬁon on, "How can we get the most out of this case work ser-
vice?® ~

Discussion on, "Case work in a Lutheran agency“‘.lé
Discussion on the spiritual aspects of a child care *;,azz-'cvm-am.:"-7

12 Hinutes of the Committee on Child Care Agencies, August 21, 1940.
13 Ibid., September 25, 1940.

1, Ibid.

15 Ibid., February 28, 194l.

16 Ibid., April 22, 19L1.

17 Ibid.




27
Discussion on the Aid to Dependent Children program.i8
Discussion on what constitutes a Lutheran case.l?
Discussion on three of these topics was planned in advance by having

a speaker present infermation and lead the discussion period, Discussion of
the other topics was spontaneous, arising out of the meetings themselves. In
all eight instances, however, there was no follow-up on these topics and each
agency utiliged the information and suggestions gleaned from the respective
discussion in its own manner.

8ix of the topics considered by the Commitiee resulted in follow-up
activity and in four cases in coordinated action. Thess six topics shall be
considered in some detail, because they form the core of much of the future
activity of the Committee and of ‘the Iutheran Church Charities Comsittee.

1. Review of Service Reports

The first of these six topics was concerned with the matter of the
review of agency service reports before presentation to the Comunity Fund,
which was the original purpose for Mch the Conmittee on Child Care Agencies
had been formed.2® At the time of the Cammittee's formation, the Lutheran
Church Charities Coammittiee had advised the Council of Soclal Agencies of this

fact so that channels between the Council of Social Agencies, the Conmunity

18 Ibid., October 22, 1941
19 Ibid., February 11, 1942.

20 ¥inutes of the Iatheran Church Charities Commititee Beoard of
Directors meeting, September 11, 1939.
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gund, and the Lutheran Church Charities Cammittee could be kept clear.?l The
agencies' service reports for the year 1938 had been campiled by the Council
of Social Agencies prior to the formation of this Committee and the agreement ‘
that the Lutheran Church Charities Committee could review these before their
submission to the Community Fund. In the meantime, the Lutheran Church Chari-
ties Committee had gone one step further, for it had decided that in additiom
to reviewing the financial and service reports before submission to the
Community Fund it would also print an annual report which would contain this
data. In order to collect the necessary material for these two purposes, the \
1938 service reports were mimeographed and distributed to each agency together
with a questionnaire on which was to be recorded the sérvice data for 3.939.22
After ‘the Lutheran Church Charities Committee Board had decided on this course
of action, the matter was discussed at a meeiing of the Commitiee on Child Care
Agencies so that questions might be answered as to procedurs and the coopera-
tion of those who would be implementing this project could be secured.2? The
response to this _pmeedure was very favorable, for within two months all the
questionnaires had been returned and the lutheran Church Charities Comitiee's !
auditors had complled a combined service report for all the Lutheran child
care agencies. This same procedure of gathering service statistics had been
followed by the other committees set up by the Lutheran Church Charities

21 Ibid., December kL, 1939 |
22 Ibid., June L, 1940
23 Hinutes of the Committee on Child Care Agencies, June 19, 1940.
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conmittee and in the early fall of 1940 the chairmen of each of these couw
gittees met to combine their individual committee reports into a consolidated
report.2l This was accomplished and for the first time there was available a
conplete report of the financial and service operations of the eighteen
Lutheran health and welfare agencies operating in the Chicago area.25 The
inclusion of such data in annual report form has been continued to the present,

with the above procedure still being followed,
2. Establishment of a Central Intake Service

The second project undertaken by the Committee on Child Care Agencies
was the establishment of a Central Intake Service for Lutheran children coming
to the attention of the Juvenile Court. This was & matier which had been re-
ferred to the Committee by the lLutheran Church Charities Committee on iay 7,
1940, after this latter Committes had agreed that, "the matter of establishing
a Central Intake Service for the Lutheran child care agencies is recommended by
the Board to the child care agencies."2® The idea of establishing such a Cen-
tral Intake Service had originally been suggested to the Lutheran Chwrch Chare
ities Committee by the Illinois Department of Public Welfare when the Lutheran
agencies had brought to the attention of that Department their concern about

the Court's commitment of ILutheran children to non-iutheran child care

2li u¥inutes of the lutheran Church Charities Committee Board of
Directors meeting, September 3, 1940,

25 Lutheran Church Charities Committee of Chicago, Annual Report,
1940.

26 #inutes of the lutheran Church Charities Coammittee Board of
Directors meeting, May 7, 194L40.
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agenciea.z'? -

The matter of such a Central Intake Service was discussed by the
group present at the first meeting sponsored by the Commiitee on Child Care
hgencies on ilay 16, 1940, and it was decided to appoint a sub-committee of
six persons from this group to study the problem and report back to the group
on possible solutions. The following month this sub-committee proposed that
one of the Lutheran case workers be appointed as a lialson person between the
Juvenile Court and the Lutheran agencies, with such worker accepting referral
of all Lutheran children froem the Juvenile Court, keeping a central file on
these children, determining their synodical affiliation, and making plans for
them with the appropriate Lutheran agancy.28 This plan was acceptable to the |
group and as a first step in implementing it the recommendation was made that ;
the plan should be submitted in writing to all the Lutheran child care agencies j
for the approval of their respective boards. By September of 1940 the approval
of all the boards had bsen secured, and it was decided to present the plan to
the Iutheran Church Charities Committeec Beard with the recommendation that this |
Board present the plan to the Judge of the Juvenile Court for the purpose of i

secwring the Cowrt's cooperation. The Lutheran Church Charities Cammittee

Board concurred with this recommendation and appointed a comuitiee composed of
its chaimman, the chairman and one member of the Cammittee on Child Care
Agencies, and representatives of the agencles' case weork staffs to meet with

the Juvenile Court Jjudge relative to this matter. Such a meeting was held with

27 Minutes of the Committee on Child Care Agencies, kay 16, 1940.

28 Ibidu, June 19, 19“0.
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the Judge and his staff on October 30, 1940, and agreement to the plan and the
cooperation of the Court was secured.2 Thus a new venture in cooperation was
pegun, namely, that one case worker would represent the seven Lutheran child
care agencies at the Juvenile Court.

3. Study of Hember Agencies' Intake Policles

In the fall of 1940, when the Commitiee was discussing the establish-
ment of the Central Intake Service, it was felt that it would be helpful for
the group to know more about the function, program, and intake and discharge
policies of the respective Lutheran child care agencies. This matter was
referred to the Juvenile Court Committee for study and future report.3® This
latter comittee held a meeting in September of 1940, at which time this infare
mation was secured from each of the seven child care agencies and was presented
at the regular September Committes meeting.

L. Study of Guardianship

The third topic assigned to the Committee on Child Care Agencles by
the Lutheran Church Charities Committee Board was closely related to the
second, inasmuch as it was concerned with the awarding of guardianship of
children by ti'se Juvenile Cowrt. This topic was assigned for study and clarifi-
cation because the lllinois Department of Public Welfare had raised some ques~
tiong with the agencies about their assuming guardianship for children in their
custody., Accordingly, the Commitiee invited a representative fram the State
JD«apm*“tmem; to be present at their meeting in November 1940 to discuss the

29 Ibid., November 27, 1940O.

30 Ibidn, AW 21’ 19’40.
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patter and to ‘tnswer the questions of the group. Because the State Department
representative was asked to discuss the legal as well as the social aspects of
guardianship, the agencies were invited to have their attorneys presem.3l At
a subsequent meeting it was decided to mimeograph the minutes of this meeting
and vo distribute these 1o each of the child care agencies so that they might
have & record of the comments and discussion. This set the precendent of
pimeographing the minutes of certain other future meetings and of addresses
on pertinent topics presented to the group.

5. Study of Medical Standards

In June 1541 a medical consultant fram the staff of a public
children's institution was inviied to address the group on the topic, "Ihe
Health of Children in Institutims“.32 This informative address caused the
Coumittee to question whether they should assume responsibility for establish-
ing some wniform medical standards for the lutheran child care agencies. ihis
concern led to the development of a sub-commitiee on health, chalred by the
executive of one of the iutheran child care agencies, Thia subwcamnitiee
sponsored a neeting for ail the child care agengy superintendents for the pur
pose of discussing this matter and later planned several meetings ior the
Cozmities on Child Care agencies at which various speakers addressed the group
on different aspects of health and medical programs in children's agencies. Noj
further activity occurred on this matter during this first phase of the develop}

ment of the Committee on Child Care Agencies, but the topic was followed through

31 Ibid., November 27, 1940.

32 Ibid., June }4, 19!&1.
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in later yeard as shall be seen in subsequent chapters.
6. Service to Ummarried iiothers

The fourth project assigned to the Committee lay in the area of serw
vice te the unwed mother. The Council of Social Agencies had brought to the
attention of the Lutheran Church Charities Committes Board the fact that all
unwed mothers of the Lutheran faith who received medical care at the Cook
ounty Hospital were being referred by that hospital to the Chicage Lutheran
City Mission Society for social planning. S8ince this often involved plamning
for the care of the infant after birth,; the Cownecil of Social Azencies felt an
attempt should be made to coordinate this work of the City HMission Society with
the licensed Lutheran child care agencies,33 Again, the Committee on Child
Care Agencies assigned this matter to the Juvenile Cowrt Comittee for study
and recommendations. This sub-comnittee proceeded to meet with both the Cook
County Hospital soclsl service staff and the staff of the City lission Socieby
to see what might be done. At a meebting of the Commitiee om Child Care
Agencies on April 22, 1942, the sub-committee proposed that the deaconess of
the Chicago Lutheran City ¥ission Society continue with her werk at the Cook
County Hospital, but that inatead of implementing plans for the Iutheran unwed
mother and her child as she had done in the past, that she should serve as a
liaison between the hospital and the Lutheran child care agencies. This plan

was agreed upon by the Committee on Child Care Agencies, but it was not imple-
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In suanary, the period from September 1939 to June 1942 marked the
beginning of the development of the future Child Care Division of the Lutheran
Charities of Chicago through the establishment of the Cammittee on Child Care
Agencies. This Committee was brought into being by the eighteen Lutheran
health and welfare agencies which were represented on the Board of Directors
of the Lutheran Church Charitles Committee. In a sense, this Camittee func-
tioned as a type of liaison between the seven Lutheran child care agencies and
the Lutheran Church Charities Committee Board of Directors, for both the Doard
members appointed to the Committee by the Iutheran Church Charities Commitiee i
and the staff and board representatives of the member child care agencies
participated in the meetings sponsored by the Canmittee.3l The matters dise
cussed and acted upon by this Coumittee arose from both the lutheran Church
Charities Committee Board of Directors and the agency representativas.

Through the meetings sponsored by this Committee the board and staff
personnel of the seven Lutheran child care agencies became acguainted with one

another and discovered that they bad many comason problems and areas of common

interest. As seen through the establishment of the Central Intake Service at
the Juvenile Court and the appointment of a liaison worker between the Cook
County Hospital and the child care ageuncies for the referral of Lutheran unwed
mothers, the agencies also discovered there were certaln areas in the welfare

field where they could work together and share services. Thus a foundatlon wad

laid for future ccoperative projects because the agencies were beginning to

3, Figure 3, page 35»
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develop habits” of cooperation.
EVALUAT LON |

At the annual meeting of the Lutheran Church Charities Coumitiee in
1941, the chairman of the Committee on Child Care Agencies made this statement
to the constituency in his report: "lhe paramount issue with this committee
is how to render the very highest and best spiritual and material service to
those children whom God has entrusted to our care.....We are all interested in
raising our standards and improving the service of all of ‘the lutheran Agencies
and, therefore, we should continue to work together, behold the need, and do
all in our power 40 meet that need prayerfully--carefully--intelligentlyw
conscientiously and may our efforts always be Christ centered."

The chairman of the Lutheran Church Charities Committee Board of
Directors spoke along these same lines at a meeting of the Comittee on Child
Care Agencies on June L, 1941, saying, "The more we work together and learn
fram each other, the stronger we as Iatheran charities in this area will be."
In his repart to the constituency of the Lutheran Church Charities Committee in
1941 he pointed oui that, "the work of the Committee on Child Care Agencies
indicates what can be accamplished when we decide to work and cooperate
together in approaching and solving the problems with which we are confronted.® ‘




CHAFTER IV
COMMITTEE ON CHILD CARE AGENCIES ENLARGED

The second phase of develcpment of the Committee on Child Care
Agencies covers the period from the spring of 1942 until the fall of 19Lh,
when the Lutheran Charities of Chieago began operating with a professional
staff.
COMPOSITION OF ENIARGED COMUMITTEE

When the Board of Directors of the Iutheran Church Charities Cam-
mittee elected its officers and committes chairmen for 1942~1943, they felt it
was important that more professional agency people serve on the comitiees so
that those persons who were active in the day-by-day activities of the agencies
could assume some of the leadership in committee work. Accordingly, the Comw
mittee on Child Care Agencies for that year was composed of two child care
agency executives and three child care agency board members, with the chairman
being an agency executive. When the 1943-19Ll comittee was:appointed, it con-
sisted of three child care agency executives and two child care agency bdoard
members.l As in the past, all these committee members were members of the
Iutheran Church Charities Committee board. However, instead of the chairman
of the Board appointing the committees, that responsibility was left to the

1 Minutes of the Iutheran Church Charities Committee Board of
Directors' meeting, iay L, 1943.
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chairmen of the several committees.?
NEEDS GIVING RISE TO ENLARGING COMMITTEE | |
During this period the Lutheran Church Charities Committee board was

jinterested in having all the lLutheran child care agencies in the state partici~- |
pate in the activities of the Committee on Child Care Agencies, feeling that j
through such participation the agencies would be drawn closer to the Iatheran
Church Charities Commitiee. To this end the Board instructed the chairman of
the Committee on Child Care Agencies to invite representatives of two Lutheran
child care agencies located outside of the Chicage area to the meetings sponw
sored by the committes.,3 Thus the committes's activities during this period
involved the staff and board personnel of nine agencies rather than seven.
To further involve more psople in the activities of the committee,

the Board suggested that all latheran Church Charities Committee board members
and all agency board and staff personnel be invited to comittee meetings by
letter.lt Previously the comittee had invited the executives of all the child
care agencies to committee meetings and had left it to their discretion as to
whom they wished to invite from among their board and staff persomnel.

RELATIONSHIP OF CGMMITTEE TO LUTHERAN CHURCH CHARITIES
COMMITTEE BOAHD AND TO THE INDIVIDUAL AGENCIES

As can be seen from the above, during this period the Committee on
Child Care Agenclies continued to function as a sub-cammittee of the Lutheran

2 Ibid., April 7, 19k2.
3 Ibid., May 5, 19k2.
k __.,Ib,,id,.__‘) May hl 19!13’ E;
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Church Charities Committee Board of Directors, with the personnel of the come
pittee itself dreawn wholly fram among the Board members. The chairman ’af the
cammitiee continued to be responsible for making reports to the Board on the
activities of the commitise and for making annual reports to the Lutheran Church
Charities Cammittee constituency. is in the past, the agencies were drawn in
through being invited to participate in the meetings sponsored by the com-
nittes.
SCOPE AND PURPOSE OF COMMITT ER

It was through these meetings spansorafi by the committee that the
purposes and objectives for which the committee had been formed continued to ber
implemented. These purposes and objectives did not change during this period,
but because of the groundwork laid during the first phase of the coumlttee's
development the agencies were bettier prepared to move forward on cooperative
projects and to collaborate in their thinking and planning on problems of com=~
mon interest and concern.
IMPLEMENTATION OF PURPOSE AND OBJECTIVES

During this period the Juvenile Court Comittee continued to function
as an active and important sub-committee. Originally formed to devise and
implement a plan whereby all lutheran children coming to the attention of the
Juvanile Cowrt could be referred to lutheran agencies for care, it had arranged
for a Iutheran worker to serve as a liaison person between the Juvenile Cowrt
and the Lutheran agencies. Now the Juvenile Court Committee continued to serve
in an advisory capacity to this liaison worker.

The Juvenlile Court Cammittee had also been assigned the problem of

arranging for better service for those lLutheran unwed mothers and their childrey
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4o Were receiving medical services fram the Cook County Hospitals, During this
present period the scope of this problem was broadened to include devising and |
jmplementing a plan whereby all lLutheran unwed mothers in the cammunity might
receive service from & Lutheran agency. The need for broadening services in
this area was brought to the attention of the Lutheran Church Charities Comw
mittee Board by the Council of Social Agencies. The Counecil, which had been
pmaking & community-wide study of existing agency resources for the unwed q
mother, had reported to the Board that in 1941 two hundred and eighty Lutheran
wnwed mothers had sought agency services, but only about one hundred of them
had been cared for by the Iutheran agencies. It was their recamendation that | |
the lutheran agencies attempt to give more complete service in this area. Upon
receiving this report and recommendation, the Board felt the whole matier ;\
should be explored further and, therefore, referred the topic to the Camittee |
on Child Care Agencies with the recommendation that it be assigned to the
Juvenile Court Committiee for atudy.g Upon receiving this assigmment, the
Juvenile Court Committee asked that its membership be enlarged to include repret
sentatives from the thres agencies having programs of service to umed mothers 4
It was then decided that this sub-committee would work closely with the Plan-
ning Committee of the Council of Social Agencies, so that any plans the

Lutheran group might make would fit into the plans the Council was working on
lor better cammunity coverage in this area. In August 1943 the chairman
requested that the Lutheran Church Charities Committee Board alsc appoint a

S Ibid. » Septamber 1, i9h2.

6 Minutes of the Commitiee on Child Care Agencies, September 23, 19L43. |
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comittee to work with the Juvenile Court Cammittee on this problem, and this
was done.?! This was as far as the matter got at this point, for it was not
wntil the third period of the Committse's developmant that the Councll com-
pleted its study and the Lutheran agencies began to expand their services in
this area.

A third piece of 0ld business which received attention during this
time related to the matter of statistical reporting by the agencies, which was
one of the primary reasons for the founding of the conmittes. The emphasis on
statistics during this peried, however, arose from the agency reprssentatives
themselves rather than from the Lutheran Church Charities Committee Board, as
had been the case in the past. The agencies were all quite satisfied with the
referral of Lutheran children through the Juvenile Court, feeling that through
the lutheran liaison worker there they were being asked to serve all ILutheran
children coming to the attention of the court. But now they bpgan to wonder
about extending their responsibility to finding other lutheran children in the
comunity who might be in need of child care services. This, in turn, raised
the question of whether the Lutheran agencies would be equipped to serve all
these children, even if they could find them. To ascertain just what Lutheran
resources were available and to what extent 'they were belng used for the care
of Lutheran children, it was agreed that each agency would submit bi-monthly
statistical reports to the Juvenile Court Committee. Also, the committee
decided to recommend to the Board that the chairman be empowered to have s

7 Minutes of the Lutheran Church Charities Cammittee Board of
Directors' meeting, Angust 10, 1943.
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conference with the executive director of the Illinois Children's Home and Aid
Soclety, which agency was set up to serve all Protestant children in the stéte,
in order to ask that that agency refer all Iutheran children coming to its
attention to the Committee on Child Care Agencies so that through the committee
attempts might be made to arrange for the care of these children by Lutheran
agencies.8 There is no record as to whether this plan was carried out. How=
ever, it is interesting to note that the agencies went on record at this time
as saying that even if the Lutheran agencies could not assume direct responsgi-
bility for all Iutheran children, they still had a responsibility to follow
through on the child's case to make sure that he received the best service
that the comnmunity had to offer.’ This has continued to be the underlying
philosophy of the committee and Lutheran Charities as a whole throughout the
years.

In aﬁdit-ion to these cooperative projects, the committee also devoted
considerable time to the study of agency standards. The Couneil of Soclal
Agencies had recently published a study entitled, "Tentative Standards for
Child Caring Institutions", and the group decided that it would devote time at
each meeting to the diseussim of one of the chapters of this study. Responsi-
bility for leading such discussions was rotated among the members of the group.
The topics they considered included the following: .

"Ihe Function and Responsibilities of Boards of Directars"i?

8 Minutes of the Committee on Child Care Agencies, June 2L, 1942.
9 Ibid.

10 Ibid., September 23, 1942.
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"Physical Equipment for a Children's Institution"ld
"The Place of the Social orker in a Children's Institution"l?
"The Social Worker in a Child Placing Agency™3
nIndividualizing the Child in the Institutien"M
"Health Servicel>
"The Church in Social Wark"l6
Because the group felt the study of these standards was so important,
they arranged for the committee to supply all the board and staff members of
the various lutheran chlld care agencies with copies of the study.
A major accomplishment during this period, which affected the
lutheran Church Charities Committee as a whole, was the fact that during 1942
the budgets of the two Iutheran multiple-function children's agencies wers re-
viewed jointly before the Community Fund's Reviewing Committee. In reporting
this fact to the Lutheran Church Charities Committee's constituency at its
annual meeting in 1943, the chairman of the Committee on Child Care Agencies
axpressed his opinion that this was the result of the work and activities of
the mxit&ee. He also volced the hope that, “the time will soon come when all

of our Lutheran agencies in the child caring field will be reviewed joinily at

Ibid., November 2L, 1942.
Ibid., January 27, 1943.
B_’é_@_-‘; Hay 5, 19hL3.
Ibid., October L, 194L3.
Ibid., November 8, 1943.
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Ibid., March 13, 19kk.
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one hearing before the Community Fund Reviewing Committee. When we have ar-
rived at this point we will feel that we will have made real progress through
the years."
SIMEARY AND EVALUATION

This two and a half year period, which marks the second phase of
development of the present lutheran Charities' Child Care Division, can be
looked upon as & plateau period. During the first phase of development much
organizational work was done and the groundwork was laid for cooperative plan-
ning and efforts among the Lutheran child care agencies. During this period
the foundations were sirengthened and building proceeded at a steady pace.

The committee was sirengthened during these years by the inclusion
of two more agencies in its activities and by eiforts to publicize its active
ities more widely through individual invitations to meetings to all agency
staff{ and board personnel. There is also evidence of more agency participa-
tion through the leadership taken by staff and board personnel in leading dis-
cussions on the subject of standards for child care agencies and through the
| participation of members of the group in the work of the Juvenile Cowrt
Committee.

During these years the committee continued in its effarts to have alll 1

Lutheran children coming before the Juvenile Court referred to Lutheran
agencies through its liaison worker, to give better service to the Lutheran
unwed mother and her child, and to do a more comprehensive job of statistical
service reporting.

Various expreasions were voiced as to the value of the committee.

The assistant superintendent of one of the agencies expressed gratitude for
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nis contacts ¥With the comadttee, saying he had learned much from this experi-
ance.l7

The comittee's chairman, in his annual report to the Iutheran Church
Charities Camnittee's constituency in 1943, reported both on the work of the
Juvenile Court liaison worker and on the group's study of agency standards.
Regarding the former he stated that, "we are very prroud of the record that the
futheran Church has been able to establish down at the cowrt. Ve have been
able to do owr work so thoroughly that when a special worker for the Protestant
group was placed at the court, the lutheran group continued its own work as it
had done in the past.™ Regarding the latter, he pointed out that through the
study of standards, "we are aware not only of the fact that we are making
excellent progress in our various agencies, but we also note owr shortcomings

in order to improve our service to the children of our churches."

1? Ibido, ﬁ&rch 13’ 191’)4'




CHAFTER V

REORGANIZATION OF THE CHILD CARE DIVISION UNDER

LUTHERAN CHARITIES!' PROFESSIONAL STAFF

The third phase of develomment of the Lutheran Charities' Child Care
Division covers the nine year period from the fall of I9LL until the fall of
1953. This was a period of recrganization and crystallization of the total
prograns of the Lutheran Charities of Chicago, coincident with the hiring of a
préfessiona}. staff tn fulfill the objects and purposes for which the organiza~
tion had been formed.
I PETUS BEHIND THE REORGANIZATION OF THE DIVISION

Twe events occurred during the early years of 1940 which gave rise
to the Committee on Child Care Agencies being reorganized as the Child Care
Division. The first of these was the making of a statewlde survsy of Iautheran
welfare services and needs. This survey, which was begum in the winter of
1943, was made by the Department of Welfare of the National ILutheran Councill
under the sponsorship of the various latheran church bodies in Illinois. It
was undertaken at the request of the church officiala and welfare agency execus
tives, who were interested in the advisability of organizing a statewide
Lutheran welfare agency, officially related to the organized church, which

1 The National Iutheran Council is a federation of six Lutheran
synods.,
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gould coordingte the welfare activities in the entire state and particularly
jn the Chicago area,?

When the surveyors had completed their study, the Department of
welfare of the National Lutheran Council called a confenénce of the directors
and executives of the child care agencies in Illinois to consider the findings
of the survey as they related to the child care field.? At the time of this
conference, it was decided that a written report should be submitted to all
the child care agencies for study by their individual boards and for such
action as each deemed advisable and possible. Because the Lutheran Charities
of Chicage at that tinme, as at present, was committed by its constitution to
the responsibility of unifying and developing lutheran welfare work in the
metropolitan Chicago area, it was further decided to submit the factual materi-
al of the study to that organization and to place upon it the obligation of
putting into operation certain of the recamendations which concerned the overw
all situation. This included the obligation of the Lutheran Charities of
Chicago to call follow-up conferences for the purposs of taking next steps as
suggested by the su::cva:yr‘.,h

is concerned the Comnittee on Child Care Agencies, the swrveyors
stated at this can.ferenée that, "The Children's Division of the Iutheran
Charities should serve as the coordinating medium in effecting an integrated

2 National Lutheran Couneil, Department of Welfars, Report of Con-
ference of Iamtheran Child Care Organizations in Illinois on Findings of Study
of Tutheran Chiid velfare Needs and Services, darch 1oLk, L. |

3 Ibid.

I Ibid., Page 2
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child care prégram. Under the direction of a professional child welfare worker,
this Division will render valusble service in the way of joint planning, con-
gultation and guidance to all the children's organisations® The surveyors
further stated that the Lutheran Charitdes of Chicago should, "take the initi-
ative in coordinating the agencies and planning an adequate over=-all coverage
for Lutheran children."®

The second event giving impetus to the reorganization of the Division
occurred in 19Ll when the Lutheran Charities of Chicago began operating with a
professional stafi. 4in executive director and a secretary were hired in June
of that year,! and a case worker the following September.® ith the acquis-
ition of a professional staff, the Lutheran Charities of Chicago was ready to

begin functioning on a i’ulloté.me basis and to implement the objectives stated
in its constitution and to effect the recommendations of the National Lutheran
Councill!s Survey.
NEW FOH¥ OF COMMITTEE

As seen in previous chapters, up until this time the Commitiee on
Child Care Agencies had been a sub-cammittee of the Lutheran Church Charities
Committee (later Lutheran Charities of Chicago) Board of Directors, and its
membership was composed of members of this Ba&d. With the hiring of a pro-
fessional staff to carry on the activities of the Lutheran Charities of Chicago

5 Ibid,
6 Ibid.

7 Minutes of the Lutheran Charities of Chicago Board of Directors!
ileeting, April 10, 19Lh
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and in accordance with the recomendation contained in the swrvey made by the
pDepartment of Welfare of the National Lutheran Council, the activities previ-
ously carried on by the various sub-commitiees of the Board were incorporated
jnto the work of the Divisions established by Lutheran Charities in the several]
fields of service. One such Division was the Child Care Division. Represented|
in this Division were the executive director and case work supervisor of each
of the child care agencies affiliated with the lutheran Charities of Chicago.”
There was no Board representation, as had been the pi'actica in preﬁoun yesars.
Rather, the Iutheran Charities of Chicago was represented in the Division by
its professional staff. The Division elected its own chairman and vice-
chairman annually from among the agency representatives and the case worker
of lutheran Charities acted as secretary.i?

RELATIONSHIP OF THE DIVISION TO LUIHERAN CHARITIES!
BOARD, STAFF AND MEMBER AGENCIES

While the Child Care Division was no longer a sub-committee of the
Lutheran Charities' Board, it continued to be a part of the lutheran Charities'
administrative structure and was thus responsible to the Board. The represent-
atives to the Division were the official representatives of their agencies, all
of which were members of the Federation; but the action they took while meet~-
ing in session as the Child Care Division was the official action of Lutheran
Charities, and not the action of an autonomous group or committee. #here

matters of policy were concerned, it was necessary for the action of the

9 Lutheran Charities of Chicago, Report of the Central Adminisira-
tive Ofiice, 1SLli.

10 Figuwe L, page 50.
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action of the Division to be approved by the Lutheran Charities' Board of
Directors. If such action affected the policies of the individual child care
agencies, it was necessary for that action to also be approved by the boards
of the individual agencies before it became binding upon them.M*

The ataff of Lutheran Charities served as the functioning arm of
the Division to implement the decisions and plans made by it. By virtus of
his office, the executive director of lutheran Charities was committed to give
leadership to the Division. As noted above, the case worker of Iutheran
Charities acted as secretary of the Division. In addition, she had the respon-
sibility of bringing to the attention of the Division developments in the child
care field and such other matters which might be pertinent to its deliberation
and discussion,1? As occasion arose she also made mention of ths activities of
the Division in her monthly reports to the Lutheran Charities' Board of
Directors.
PURPOSE AND OBJECTIVES

Yhen the Committee on Child Care Agencies was reorganised as the
Child Care Division, the recommendation of the Survey made by the National
Iutheran Council that, "the Children's Division.....should serve as the co~
ordinating medimm in effecting an integrated child cars program”, farmed the
core of the Division's purpose. lMore specifically, the pwrpose of the Division

11 Iutheran Charities of Chicago, ¥S., The Structure and Relation-
ship of lutheran Charities as Related to its Member Agencies and 1o iis
Internal Operation, 1-2.

12 Ibid., 2.
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ras to provide a means whereby the children's agencies could meet together for
the purpose of discussing coumon problems, inltiating program planning, carry-
ing on common projects, setting up common policies and procedures, and review-
ing the budgets of those child care agencies which were members of the Commun-
ity Fund.13 The object was to eliminate overlapping services and to fill in
gaps in service by making the fullest use possible of existing lutheran facil-~
ities and resources in the welfare field.t

IMPLEMENTATION OF PURPOSE AND OBJECTIVES

During this period the Child CGare Division sought to achieve its
objectives by meeting monthly at the lutheran Charities! office to discuas

was necessary in effecting a solution, the machinery of ILutheran Charities was
used,
1. Iutheran Social Workers' Group

One of the first things the Division did after its reorganization was
t0 recomend that Ilutheran Charities sponsor periodic meetings for the social
workers of the Lutheran agencies in order that they might have opportunity to
mest together as a group for the presentation and discusslion of matters
peculiar to church social work,15 Previous to this the social workers had had
opportunity for such discussion through attendance at the rgeetingé sponsored

13 Lutheran Charities of Chicago, Annual Report and Directory,
Chieago, 1951, 8.

U L. C. of G., Report of the Central Administrative Office, 19kk.

15 Minutes of the Child Care Division, August 18, 19LlL.

common problems and evolve methods for their solution. VWhere coordinated actiof
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py the Commitfee on Child Care Agencies; but now that medium no longer existed,

gince representation in the new Child Care Division was on the executive and
gupervisory level. In order to assure the social workers of oppartunity for
freedan of expression, it was decided that these meetings should bs restricted
to the social service staff members of the agencies, with executives being
present only upon specific invitation. The tirst meeting of this group was
held on January 26, 1945, and at that time it was decided that the group would
neet every six weeks .10 This they did until the and of 1948, with the Lutheran
Charities' social service staff providing leadership. Their meetings during
this period were conducted along seminar lines, ui.th technical subjects being
presented for the purpose of sharpening up professional skills and ‘heehniques.r‘
At various times during this period the Child Care Division referred matters to
this group for study. This helped to establish common viewpoints and case work
procedurss on the grass roots level.ll The group's demise coincided with staff
changes in the Federation office. It was later revived in 1950 upon action of
the agency workers themselves, but its focus, membership,and relationship to
the Child Care Division was changed. lhile it continued to be spomsored by the
iutheran Charities of Chicago, it bore no direct relationship to the Child

Care Division.¥

15 Minutes of the Case Workers' meeting, January 26, 19h5.
17 L. C. of C., Report of the Central Administrative Office, 19LL

18 L. C. of C.y Report of the Executive .nirector, 19LL.

19 L. Cs of Cey Annual R@pﬁrt, 1951, 22,
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2. Central Intake Service

The Child Care Division during this period also followed through on

the various projects initiated by the former Coomittee on Child Care Agencies.
ons of the first projects to receive their attention concerned the Central
Intake Service for Lutheran children at the Juvenile Court. The worker who
had been acting as liaison worker between the Lutheran agencies and the Juvenilé
Court had been forced to resign due to ill health, so the Division rew rmended
that Lutheran Charities' case worker assume this function.?® This was accau-
plished in the fall of 194l and Iutheran Charities' social service staff con=
tinues to funcgiou in thi:g.mgapacite] at the present time. Upon recammendation
bf the Board of Diracter;:w:é'ase reviewing comittee was appointed by the |
Child Care Division in November 19kl to assist the Lutheran Charities' case
worker in her referral of Lutheran court cases.2l

Because the agencies fou.nd the Central Intake Service for Juvenile
Court cases to be so satisfactory, they soon began thinking in terms of expand-
ing this service to include a central intake service for all lutheran children
needing care, regardless of the source of referral, As early as July 19k,
the Board of Directors of the Federation had discussed the possibility of the
agencias referring those persons whom they could not serve to the central
office in order tha£ help might be given to them in locating a resource to meet

20 Minutes of the Child Care Division, September 22, 19kk.
21 Ibid., November 2k, 19hk.
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their needs.2? In January of the following year this matter was discussed by
the Child Care Division, and it was decided that while each child care agency
would continue to control its own intake, lutheran Charities would act as a
central intake office, referring children caming to its atiention to the appro-
priate Lutheran agezwy,” Out of these small beglnnings grew the present-day
intake and referral service of Lutheran Charities. The Division remained
active throughout the years in sharpening up policies and procedures for the
smooth functioning of this service. These were later codified into a referral
nanual, which serves as the official guide for all the agencies and the central
ofi‘iee.zh

3. Unmarried Parenthood

A second piece of 0ld business which was soon plcked up by the Child
Care Division concerned coordinated planning for more adequate service to
Intheran ummarried mothers. This matter had received same attention ’frcm the
Committee on Child Care Agencies during previous years. At a meeting on
November 2k, 194li, the Division recamended that Lutheran Charities inform the
conmunity agencies of the availability of Lutheran resources for the care of
unmarried mothers and requested that all latheran wmarried mothers bes referred
either to the appropriate latheran agency or to the central office. During

22 dinutes of the lutheran Gharitn.es of Chicago, Soard of Directors?
liesting, July 10, 19klL.

23 Minutes of the Child Care Division, January 19, 19L5.

2L Lutheran Charities of Chicago, Manual of Child Care Intake and
[Referral Procedures, Chicago, July 1, 1952.
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1945 the Division formulated the following three point agreement which was
adorted by all the Iautheran agencies and the Women's Service Division of United
Charities:
I That we recognize the soundness of the arrangement of having
one center in the camunity to which umarried mothers may be
referred by the general public, private individuals, agencies,
ete.
II That we foster and continue an agreement with WSD whereby all
Lutheran unmarried mothers who desire services of latheran
agencies be referred to the appropriate agency. WSD is to
consult Lutheran Charities and in all cases to notify Iutheran
Charities of referrals made.
II1 That major referring agencies such as Red Cross, Salvation
Army, Cook County Hospital be requestsd to refer Lutheran
wmarried mothers ’og and in case of doubt to consult with,
Iutheran Charities. 5 4
Later thie agreement was modified to provide for the referral of all Imtheran
unmarried mothers to the central office rather than to the Lutheran agencies
direct.?® During these years the arrangement whereby the Lutheran City
Mission Society provided a liaison person between the Cook County Hospital and
Lutheran Charities for the referral of lLutheran uwmarried mothers remained in
effect.

L. Budgets and Service Reports

Budgeting and statistical service reports continued to be & matter of
concern to the Division also. In August of 194k it was decided that before the
child care agency budgets were submitted to the Community Fund by the Lutheran
Charities' Executive Direector they should be reviewed by a iutheran Charities

25 Hinutes of the Child Care Division, January 19, 19LS.

26 Ibid., April 1, 1948,
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reviewing comiittee, to be composed of the executive and one board member from
each agency.27 This plan, which was inaugurated by the Child Care Division,
was later extended to include the agencies in the other fields of service and
during ensulng years these reviewing committees have continued to operate as a
functioning arm of lutheran Charities.

In 1951 the Council of Social Agencieas brought to the atbention of
ILutheran Charities their feeling that the service reports sulmitted to them by
the Iutheran Child Care agencies were not adequately pointing up the full
‘ measure and scope of the work being done by such agencies. Lutheran Charities
brought this to the attention of the Division, which decided that a camitise
should be appointed from its membership to draw up an introductory statement
for these reports which would give a picture of the coordinated program of
| Iutheran Charities and the role of each agency in the over-all Federation pro-
gran.28 Such an introductory statement has continued to be a part of the
agencies' service reports during succeeding years.

5. Child Guidance Counselling Service

A major project undertaken by the Division during this period was the
establishment of a Child Guidance Counselling Sexrvice. In 1945 the Division
began discussing the fact that psychiatric services within the community were
very limited. Thias led to the appointment of & camittes to explore what the
actual psychiatric needs of the Lutheran agencles were and what persommel might

27 Ivid., August 18, 19LkL.
28 Ibido’ Apr:i.l ll, 1951:
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pe available if a Lutheran clinic or psychistric service were established.2?
Contact was made with a Lutheran psychologist, and in November 1945 it was
decided to enter into a fouwr months' contract with him on a trial basis, The
plan was for the psychologist %o spend one~half day per week in the Lutheran
Charities offices to give direct treatment to children with behavior problems,
to act as consultant to the agency case workers and to administer such tests
as might be advisable, The six Lutheran children's agencies in the Chicago
area agroed to underwrite the cost of this service, which was to be adninisteref
by the staff of Lutheran Charities.’® Because this service met a real need for
the Iatheran agencies, it became permanently established en a part-time basis,
and its staff was increased over the years to include a second psychologist, a
psychiatrist, a baby tester, and a peychiatric social worker.>t In 1950 a
Child Guidsnce Advisory Committes, composed of the social service directors of
the agencies financing the Service, was appointed 10 serve as the supervisory
body of the Service and the liaison between the Service and the Child Care
Division.2 This Committee, serving as the policy making group for the Ser-
vice, kept the Division informed as to developments in the Child Guidance
Counselling Service through monthly reports at Division meetings.”

29 Minutes of the Child Care Division, January 19, 19kLS.
30 Ibid., Novembar 16, l9h5c
31 Minutes of the Child Guidance Committee, January 1k, 1940.

32 Minutes of the Child Guidance Advisory Committee, July 8, 1950.
33 Minutes of the Child Care Division, November 13, 1952.
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" 6. Coordinated Participation in Camunity Projects

During this period the Child Care Division took action regarding
cocrdinated participation of the Lutheran child care agencies in two community
service projects, One of these was the Joint Service Bureau, an agency estab-
lished as a community project to serve as an application center for the place~
ment of Protestant and non-sectarian children. Through 1946 the Lutheran child
care agencies held individual memberships in the Joint Service Bureau. How-
ever, the Child Care Division reconmended that beginning in 1947 the Lutheran
Charities be represented in the Bureau as a federation rather than the agencles
continuing with individual memberships.Jl This action was taken because the
agencies felt that the services previously rendered them by the Joint Service
Bureaﬁ were now being given by Iutheran Charities, and yet they feit that the
Lutheran group should give some support to this agency as an expression of
their interest in seeing the agency continued as a service to the total
Protestant comunity.>®

Through the Child Care Division plans were also implemented whereby
the iutheran child care agencies would participate as a group, rather than as
individual agencies, in the United Home Finding Service, a cammunity-wide
educational and publicity agency for foster home recruitment. The cost of
nembership in this agency was widerwritien by the two Jatheran placement
agencies, but the applications received through this Service were routed
through lutheran Charities, which made the first contact with the prospective

34 Ibid., August 21, 19L5.

35 Minutgg of the Lutheran Charities of Chicago, Board of Directors!
|tee 4 2
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foster parents. In the literature put out by the Service, the Iutheran
agencies were listed as an entiw.36 Later, when other cammunity-wide projects
of foster home recruitment were proposed, the latheran group, through the Child
Care Division, decided to participate in these as a federation rather than as
individual ageneies.37
7, Foster Home Recruitment

Because the need for foster homes was an ever present problam and one
that concerned all ihe Lutheran child care agencles, this was a frequent topic
bf concern at Division meetings. In 1945 the wrgent need for foster homes was
discussed and suggestions were given to guide the placement agencies in their
foster home rearuitment programs.3® In 1949 this matter was again brought to
the attention of the Division, and a committee was appointed o explore the
|possibility of sponsoring a joint home finding program.3? This resulted in the
two placement agencies cooperatively sponsoring teas for their foster mothers
in 1950 in an effort to give recognition to them for their services and to
interest them in helping the agencies recruit additional foster homes.’0 In
1951 the Division gave consideration to a statistical report on foster home
recrultment compiled by the Welfare Council of Metropolitan Chicago, in an

36 Minutes of the Child Care Division, August 21, 1945.
37 Ibid., November 13, 1952.

38 Ibid.

39 Ibid., October 12, 19k9.

LO Ibid., June 1, 1950.
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effort to determine what the most efficient methods of recrultment wm."l
8., Family Welfare Survey

Another area of common concern throughout these years was the need
that existed for additional family service resources. As early as 1945 the
Child Care Division discussed the limitations of case workers in the childven's
agencies giving counselling service to families and the value of havirg a
fanily service agency to which such families could be referred.’? In 1950 this
natter was discussed again, and all the agencies brought out the fact that they
were being faced with an increasing number of family welfare situations which
neither they nor the existing community agencies seemed to be abls to serve.
This reised the question of whether the Lutheran agencies should expand their
facilities to include some type of family welfare program, and the Lutheran
Charities staff was instructed to explore this problem thoroughly and to report
back to the Divi.aim.u To this end, Iutheran Charities set up a statistical
reporting form for the agencies to £ill out in order to determine the quantity
and type of family welfare cases coming to their attention. However, it proved
impossible to draw any conclusions from these reporis because the categories
and figures were not mutually exclusive.! A comnittee was appointed to work
on this matier further, but there is no record as to their accamplishments,

The following year the Family Service Division decided to undertake a survey of

L1 Ibid., September 11, 1951.
k2 Ibid., February 16, 19hS.
L3 Ibid., Harch 8, 1950.
b Ibid., May 10, 1950.
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family welfare needs and asked the cooperation of the Child Care Division..hs
A coamittee was appointed to this task, bul again there is no record as to
their accamplishments. in 1953 the stafi of Lutheran Charities reported to
the Division that plans were under way for the eatablishument of a latheran
family service agency under the auspices of one of the lutheran organizations
active in the Family Service Division, and on January 1, 1954, thiz plan became
a reality.hé

9. Resources for the Feeble-minded Child

Resources for the case of feeble-minded children was another problam
of mutnual concern to the agencies which was discussed in the Child Care Divi~-
sion. This problem was first raised in 1945, and a comnitiee of three persons
was Appcintsd by the Division to see what planning the Lutheran agencies could
do in this area.’’ This committee failed to function, however, and the matter
lay dormant until 1951 when the director of a mtim@y sponzored Lutheran
program giving institutional care to the feeble-minded requested that applica-
tions from the Illinois area for this service be cleared and referrad through
Lutheran Charities. In discussing this proposal, the Child Carse Division
expressed its opinion that such a plan would make it possible to give better
service to the client seeking help in this area and would stimulate more
cooperation between the Iutheran soclal agencies and the church at large.
They, therefore, went on record as approving the plan, but in order to keep

hs. Ibidt’ Fﬂbruary nh 1951-
46 Ibid., June 11, 1953.
47 Ibid., March 16, 1945,
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channels clear recommended to the Board of Directors of Lutheran Charities that
this national program be admitted to the Federation as an associate member.t8
This was accamplished the following year.
10. Staff Recrultment

During this period all the children's agencies were faced with the
problem of staff recruitment. In 1945 the Child Care Division discussed means
of alleviating this situation and decided that staff recruitment for all the
agencies should be centered in lLutheran Charities, with the cost of such pro-
gram being borne on a cooperative basis by the agencies .&9 As an aid to this
project, a study was made of the salary scales and personnel policies and
practices of the agaxwi«mﬁ0 A second atudy.along these same lines was nade
in 1949,51

1l. Service Charges By Adoption Agencies

In 1950 the Division began a study of the validity of adoption
agencies charging fees.”¢ Various reports were made by Division members and
outside speakers on this subject, and in January 1952 the Division made a
recammendation to the Lutheran Chariiies! Board of Directors that they go on
record as approving in principle the practice of agencies making a service

k8 Ibid., November 15, 1951.
L9 1Ibid., March 16, 19L5.
50 Ibid., May 18, 19k5.

51 Ibid., February 8, 1950.
52 Ibid., October 11, 1950.
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charge for adoption services.”’ The Board approved this recamendation and
suggested that the next etep wm be for the adoption agencies o appoint a
joint coomitiee to study a program of service charges, with the venbers of this
comulttee having the responsibility of reporting back to their Hoards and the
Boards taking aetion on the comuittee's recemmendation.od 7This natter is still
pending action by the individual agency boards. |
12, Joint Case Committaee ieetings
In 1949 a representative from the State ﬁapw&awt met with the

Livision to discuss criteria t¢ be used in declding whether a specific child
should be placed in a foster howe or an institution, Whils the agency repre-
sentatives were in agreement with the oriteria presented, they felt they would
be hampered in making the necsssary program changse in order to use both foster
hoeme and institutional facilities to the greatest advantage because of lack of
understanding on the part of their board and case camnittee members. As &
mmwwmamgmpruummtwm‘mwmmM
fieldd, it was suggoested that the Division sponsor a joint meeting for the case
commi ttee menbers of a)l the lutheran ohildren's agaxwiem55 Such & neeting
was held in October of 1949, and it proved to be such a success that similar
meetings have been held annually ever since.36

53 ibid,, Janwary 10, 1952,
54 Ibid., April 20, 1952,

55 iIbid., day 11, 2949,

56 Ibid., Septamber 1k, 19L9.
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13, Education and Interpretation

The Child Care Division also employed other means of interpreting
Jtrends and services in the child care field to the Imtheran constituancy. In
1946 the Division sponsored an institute in conjunction with Lutheran Charities)
annual meeting,57 At the 1947 and 1948 snnual meetings of the Federation it

| sponsored sectional meetings.58 In 1953 a Division member participated in a
panel discussion at that year's annual meeting, discussing the work and active
ities of the Division.>?

4 variety of other topics was considered Ly the Division at its
nonthly meetings. These inecluded such subjects as a atudy of unmet needs in
the child care £ield,° spiritual counselling,®} the need for strengthening the
soclal service departments of the agenclies ,62 and the spensoring of an insti-~
tute for houseparents 63

As a means of acquainting its members with the programs of other
agencles, various speskers were invited to Division meetings to discuss the
services of the agencies they represented. |

$7 Minutes of the Lutheran Charities of Chicago Annual Meeting,
February 22, 19hé.

58 Ibid., February 25, 1947, and February 2li, 1948.

59 Minutes of the Child Care Division, January 8, 1953.
60 Ibid., January 11, 1950.

61 Ibid., February 16, 19h5.

62 Ibid., September 22, 19hl.

63 Ibid., June L, 1950.
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To Keep the Division members ebreast of current happenings in the
welfare field, a part of sach meeting was devoted to reports by agency repre-
sentatives to the various cafmittees of the Welfare Council of Metropolitan
Ghicago.&‘

SUMARY AND EVALUATION

This third phase of development of the Child Care Divisicn was a
period of reorganization and growth. The reorganisation coincided with the
completion of a survey of all the ILutheran health and welfare agencies in
Illinois and with the engagement of a professional stai'r to carry out the
functions of the lutheran Charities of Chicago. Under the new plan of organ-
ization the status of the group was changed from that of being a sub~committse
of the Board of Directors of lutheran Charities to that of becoming a Division
of the Federation. The camposition of the Division was changed from that of
both lay and staff representation to stafif representation on the administrative
and supervisory level. In addition, the newly engaged staff of Iutheran
Charities was available to implement the decisions and plans of the Division
on a professional level.

The objectives of the Division during this period grew out of the
recomnendations made by the state-wide survey and the objectives of Lutheran
Charities itself, These included discussion of common problems, cooperation
in progrem planning, carrying on common projects, setting up common policies
and procedures, and reviewlng agency budgets.

Achievement of these cbjectives was sought through momthly meetings

&4 Ibide, October 12, 19k9.
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and utilization of the machinery of Iutheran Charities. Same of the common
probleme discussed were the need for ?iditimal fanily service resources, the
need for additional resources for the care of feeble-minded children, staff
recruliment, spiritual counselling, and wwet needs in the child care field.
Common program planning was undertaken in the areas of services for the
unmarried mother and foster home recruitment. FProjects sponsored during this
period included further activity on the matter of the Central Intake Service
for Iutheran children coming to the attention of the Juvenile Court, establish-
ment of the Lutheran Charities' intake and referral servies, organization of
the Lutheran Social Workers' Group, sponsorship of amnual Joint Case Committee
ieetings, and establishment of the Child Guidance Counselling Service. Coord-
inated action resulted in the sponsorship of teas for foster parents and in
Federation representation to the Joint Service Bureau and the United Hame
Finding Service, Common policies and procedures were set up through the com-
pilation of a Iamtheran Charitles' referral manual. In the area of budgeting,
reviewing canmittees were established and the agencies' service reports were
improved.

In speaking of the Child Care Division, the Executive Director of
Iutheran Charities stated in an article in the Quarterly Bulletin that, "The
advantages of such a program in ralsing the standard of our child care work,
in avoiding duplication of effort, in giving better service to children, in
eliminating exploitation of our agencies by people who wish to aveid the
responsibilities of parenthood and in protecting the interest of our Church
and agencies have been great indeed. One need only speak to any administrator
in the child welfare field, private or public, to receive axtirmatim testinmony
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on this score; This development has also made it possible to integrate the
Lutheran program into the community and to Join in serving children with both
community and public agencies in the city, county, and state 13731."65

Further expression as to the value of the Child Care Division was
given at the 1953 annual meeting of the Federation when the panel member repre—
senting the Division stated, "We feel that though each of owr agencies is
avtonomous unto itself, that coordination in planning has helped all Lutheran
children who are in need, our agencies, and the church. It has helped the
child in being served to 3 greater extent according to his need; it has helped
our agencles by making tham aware of the overall types of problems referred,
for some of which we do not have the facilities, and it has stirred our imagin-
ation for future planning; and it has helped the church in that we are able to
serve the church's children mare effectively.+&0

65 Edgar F. Witte, "The Four C's of Iutheran Charities®, Lutheran
Charities of Chicago, Quarterly Bulletin, V, Chicagoe, May 1949, 1-2.

' 66 Najorie A. Stolzenburg, "Working Together in Lutheran Welfare in
I1linois", Lutheran Charities of Chicago, Quarterly Bulletin, VIII, Chicago,
Eay 1953, 2"‘&0 '




CHAPIER VI
CURRENT STATUS OF THE CHILD CARE DIVISION

The spring of 1953 marked the thirteenth year of functioning of the
Child Care Division., During these years many changes had occurred, both within
the federation itself and within the programs of the member child care agen-
cies. Therefore, the Division deemed it appropriate to consider what some of
the accomplishments of the Division had been and what future goals should be
set for it.
RECRGANLZATION OF THE DIVISION

In looking back over the years, two factors stood out quite clearly.
Cne was that the agenda of Division meetings had fallen into the two broad
categories of (a) things involving general policies of operation and adminis-
tration, and (b) things of a technical or case work nature., The other was that
attendance of executives at Division meetings had fallen off, while attendance
of social service personnel had remained constant. This raised the queation of
whether the executives felt that many of the agenda were such that the social
service personnel could adequately represent the agencies. That beihg the case
it was felt that the agenda should be so planned that during certain months
only topies of a technical or case work nature would be considered and that
at these meetings only the soclal service personnel should be _.obligated to be
in attendance. Thgm during other months the agenda should be planned around

69
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topics involving policy and all the Division representatives, both on the
executive and social service level, should be obligated to be in attendance.t
This led to the Division reorganising itself into a Planning Section and a
Plenary Sec'bitm.‘ Under this new plan it was decided that the Division would
continue to meet monthly ten times a year, with seven of these meetings being
Planning meetings and three {January, Hay and October) being Plenary meetings.Z
Such plan was to became effective in the fall of 1953.
CGMPOSITION OF DIVISION

Under this new plan of arganisation, Division representation con-
tinued to be on the basis of the executive and case work directar of each child
care agency. However, only the case work directors were to be responsible for
attending all Division meetings. ¥#hile the executives would be welcome %o
attend all meetings, they were obligated to attend only the Flemary Section
meetings.? Lutheran Charities sdministrative and soeial service staff con-
tinusd to be responsible for attendance at all mesetings, as well as a repre-
sentative from the Federation Board.
RELATIONSHIP OF THE DIVISION TO THE FEDERATION SIRUCTURE

The reorganization of the Child Care Division did not change its
relationship to the Federation, inasmuch as 1t continued to be a part of the
| Intheran Charities administrative structure and responsible to its Board of
Directors. The social worker of Lutheran Charities continued to make reports

1 ¥inutes of the Child Care Division, lMarch 12, 1953.
2 Ibid., ¥ay 1k, 1953.
3 Ibid,
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o0 the Board on the activities of the Division, as had been the practice during
|previous years. In September of 1953 the major portion of the Board meeting
wudawtadtéarwwmemmkcron, ®Policy and Frogram of the
Child Care Divisiem®. This led to a discussion by the Board members as to
their rols in the activities of the Child Care and other Divisians and to a
decision that they would like to be more sctive in the work of the Divisions
through direct participationt At a meeting on Jamuary 1, 19%, the Board
decided to appoint ome official representative to each of the Divisions.S
These appointments were made in February of the same year and became effective
izmediately,®

During this peried the Division begsn considering what the relation-
ship of Lutheren Charities staff members showld be to the Division, Because
the social service staff of ILutheran Charities provides guldance and.secre~
|tariad service to the Division and serves to implement ite plamming, it was
folt that these stalf members should not be consideresd ass regulay members of
the Division but rather should be considered as consultants to the Division.
Accordingly, a resolutiom was suggested in Januwary 1954 stating thaty ".s.s.the
membership of the Child Care Division should be made wp of the member agencies.
The voting members of the Divisiom should be the representatives of the
Lutheran Charities' children's agencies and the latheran Charities' staff

L4 Minutes of the latheran Charities of Chieago, Board of Directors
Meeting, September 10, 1953.

5 Ibid., Jm 1&’ 395’3:
6 Ibid.p Fm 11’ m.
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members should be consultants to the Division rather ﬂzaa‘baing voting menbers.’
Action on this remeolution was deferred until the next Plenaxy Session of the
mmm;, which has not yet been beld,

This same question regarding membership status was raised concerning
participstion in the Divisica by the peychistrie sociel worker of the Child |
Guidance Counselling Service and the representative of the Lutheran Charities'
Board of Directers. Action on this is aleo still pemding, although the recam-
mendation is that they, 100, be considered as being consultants to the Diviaion
rather than voting menbers.® |

'Afmqmﬁnmuuoddmm:mmmammhu
tiouship of the variows Iutheran Charities Divisions to one another. On the
adninistrative level a lisison had been established betwesn the varicus Divi-
sions in the person of the Administrative Superviser, who had primery responsi-
bility for the functioning of all the Divisions.? However, the Fauily Service
Division, which was also in the throes of recrganisation during this same
pariod, had proposed to the (hild Care Division that the latter appoint ome of
its members as a lisisam persen between these two Divisions, with such person
having the responsibility of attending all meetings of both Divisions, bringing
the viewpoint of the Child Carve Division to the Fsaily Serviee Divisiom and
then reporting back to the Child Care Division on the work of the Family Bervic

7 Minutes of the Child Care Division, Jamuary 1k, 19%h.
8§ Ibid. |
9 Ibid., November 12, 1953,
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Division.30 This prepossl is still baing considered by the Child Care Divisiom,
withwae%mmgmmmuuﬂt.u
PURPOSE AND OBJECTIVES OF THE DIVISION

The purpose and objectives of the Child Care Division remained un~
changed. At a meeting of the Division in January 195k, it was pointed out that
the Division functions as the planning arm of the Federation in matters con-
cerning child care programs and that the staff of Lnthamcharim serves to
implement these plans,i?
PLANS FOR IMPLAMENTING PURPOSE AND OBJECTIVES

The Division continues to function and carry out its objectives
through monthly mestings held ten times a year in the manner described above.
At the first meeting of the Plenary Seoction in the fall of 1953, a Lutheran
Charities' staff member gave a historical sketeh of the Divisien, pointing out
the needs which led up %o the dsvelopment of the Division, the projects wnder-
talan by the Division in past years, and evaluating soms of the results of the
Pivision's activities: This led to a diacussion az to future program plans,
projects, and goals. The group felt that the following twelve topics should
be included un future Division mesting agendas

1. Recruitment of sgmey peracnel: house and maiutensnos staff.

2. Susmer camp progrems
3. Spiritusl cmulnu for children and spiritusl orientation for

case Workers.
4, Religious education for children umder agency ocare.

10 Ibid.
1 m.; Jmnh 195&0
12, Ibid.
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S« A joint inwservice orientation course for lutheran social
workers.

6. Ths responsibility of the case worker in the area of public
relationg.

7+ The role our institutiens can plsy in assisting owr foster
bme agencies in the recruitment of foster homes.

8+ A regiomal recruitment plan under lutheran Charities to obtain
soalsl service staff membars on both the graduate sndumm
graduate lavsl.

9. A review of the Natiomal Imtheran Council Survey of our agmm
in Illincis for the purpose of clarification, evaluvation and
implementation.

10. Foo charging for adoption services.

11. A study of the program of the Mational Association of Lnthwan
Social Workers.

12. Unfinished business from previous meetings.l3

During the five menths following this meeting, the Division has been
concerned with putting the sbove recomendatiens into effect. The group felt
that the most advantageous way to handle discussion of these topics would be to
assign each topic to a member of the Divisien, with such person being respons-
ibls for outlining the areas t0 be covered, gathering beckground material,
pressating the problem, and guiding the discussion.lt

During this period the Division also concerned itself with four other
areas of common interest. In October the group sponscred the fourth annual
Joint Case Committes Meeting. > In November it worked out a plan whereby all
the child care agencies agreed to sel aside Thursdays as a day when inter-
agency meetings could be scheduled.,}® During that momth it also began

Ibid., October 1, 1953.
Ibid., Januery 1, 195h.
ibid., November 12, 1953,
Inid,
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considering the whole matter of statistical reporting by Lutheran Charities
and the member child care ngancm.m This remains as 8 plege of unfinished
business. The fourth area of planning concerned the participation of the
Lutheran child care agencies in s proposed community-wide project of foster

| hone recruitment.i® This matter is also still pending.

SWAIARY AND EVALUATION |

This fourth phase of development of the Child Care Division was ane
of further rearganisstion and refinement of structwre and function. One of
wpmtﬁmﬂh&t&nﬂmﬁn&%wﬁmmwm‘mgm
of Lutheran Charitiss, making them more active in the affairs of the Division
through appointaent of a representative to this and other Divisions. It might
mmmttmm&tofmnmwmmdmumﬁw
thinking of the agency representatives inasmuch as when reorganization plens
mmthmmnumﬁmrmuwmmwwmtﬂnnhuim
should be continued, but only as to how it should be contimmed and with what
goals. Because this mresent period of developuent is 80 recent and anly in the
beginning stages, it is impossible st this point to evaluste it further.

17 Ibdd. |
18 Ivid., September 10, 1953.




CHAPTER VI
CONCLUSTON

This study of the development of the Lutheran Charitles' Child Care
Division was wndertaken in an effort to analyse the steps involved in the estab
lishment of such a Division, 'ho evaluate the results of the Division's efferts
of coordination and common program planning in terms of standards and services,
and to ascertain what administrative principles were involved in the develop-
mental [rocess. '
THE FOUR STEPS OF DEVELOPMENT HIGHLIGHTED
The first step in the development of the Child Care Division was
initiated by the Board of Directors of the Lutheran Chwrch Charities emwuao
in the £all of 1939 when they appointed five of their membars 4o constitute &
QM@WMQMG@.‘AW* GMM””!MI&M&WMW';
of the wark of the Luthersn Church Charities Commities” this Comsittee had the
task of laying the foundstiens for cooperstive plamniig by ten sutonemous child
mvagmaiuy They sought to do this by spomsoring meetings for the personnel
of the various Lutheran mmu sgencies 80 that they might baceme mmml
with ome another and explove areas of cawson interest and mutual conosrn. Zvi-
dence of their success in schieving this cbjective is seen in ths fact that
mm&nw”tmmmmumﬁummmdwnmw
operative projects were underiaken,
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The second phass of the Division's development covered the period

| from the spring of 1942 until the fall of 194k, This was a period of fwrther

strengthening the foundation which had been laid and begimning to build upon
its The Camnittee was enlarged by the inclusion of two additional agencies in
its mﬁi&iﬁua There was also wider publieity given to its activities, and ‘
staff and board persomnel of the individual agencies began taking more leader-
ship and a more active part in the programs and projects sponsored bty the
Cammittee. Hnphasis was placed on the study of standard for children's sgen-
cles, and the tlwee projects begum in the previcus period were continued.

The third phase of development coineided with the engagement of &
professional staff to carry out the functions of the Iutheran Charities of
Chicago, the parent organisation of the Division. BExtending from 19hh until
1953, this was a period of reorgsnisation and growth. The status of the growp
changed from that of being & sub-commitiee of the Board of Directors to becom-
ing a Division of the Pederation, The group's camposition also changed, inas-
nuch as it now besame a representative group of child care sgency sxecutives
and social service directors or supervisors, functioning to develop prograus,
coordinate services, and sttain higher standards. The social servios staff of
Iatheran Charities became the functioning arm of the Divisiom, implamenting its
declsions. }A wide range of cooperative projects was umderiaken duwring this
period, and because the children's agencies were abls to present a wited fron
to the commwnity, the status of the total Federation was increased.

The fourth phase of development of the Child Care Dﬁ.viaian was just
begun in the £all of 1953, so its history is still in the prosess of being
written. Thus far, this has been & period of i:rther recrganisation,
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clarification of purposes and gosls, and codification of pelicies. Bvidence of
the Division's having met a real need for the agencies is seen in the fact that
when this present period was entered into there was no gquestion raised as to’
w?nthar the Division should be comntinued or not, but only question as to how it
should be continued and with what goals.

EFFECTS OF THE DIVISION ON THE TOTAL mm
CHILD WELFARE PROGRAM IN II-LIKOIS

One of the most important effects of the Child Care Division on the
total Iutheran ehild welfarve program in Illinois was that ten autonemous child
care agencies learmed to plam and work together, thus developing strong h@b&ta
of cooperation, A sense of identification and a feeling of unity also emerged,
which tended to strengthen the individusl agency prograus as well as the total
Fadoum program of ehild nlrara;

Vik:uu each agency continued to function as amn autonamous wnit, cer-
taiu functions and aspects of their programs were delegated to the Federation,
and it, therefore, became possible for the Luthersns to present a mitod front
to the community in the area of welfare. This had a two-fold effect. In the
area of public relations, the comunity agencies, such ss the Cammmity Fund
and the Juvenile Court, ware much mare smemable to working with the ten child-
ren's agencies w the machinery of lutheran Charities rather than having
to deal with them individually. In the ares of servics bto elients, Wirough the
central intake and referval service of lutheran Charities, a center was eatabw
lished to which all Lutheran persons in need could be directed, without having
to run the gemwd of ten individual agencies.,

Through the common planning and progrsmuing of the Division, the




79
|sgencies ware halped to raise their progran standards, %o becane acquainted
with new trends in their field by having oppertwnity to hear outstanding
Mm,andwmhommimmmmﬁngmofmermmﬁmmw
the Survey conducted by the Naticmal Iuthersn Comneil.

Through the undertaking of joint projects the agencles were able io
|reach and serve more of their housebolds of faith through the case finding
which resulted from a central intake plan., The estsblistment of the Child
Guidance Counselling Service mads psychiatric services more readily available
to them and resulted in higher standards of service, both in terms of direct
service to the children end through conswltation services to the case workers.
ng of Joint Gase Committee Mostings helped to educate board and
case comittes members as to new trends in the child care £field and through
such education they were betier able to accept program changes in their own
agencies in keeping with cwrrent needs and standards.

_ Because the goals of the Division were subseribed to Ly the ten
participating agencies, their individual programs were influenced to change
and develop along thess lines, This resulted in a deorease in duplication of
services and many former geps in serviee, such a8 with the umarried mother
program, were closed. In terms of the Federation this resultsd in a more
rowmnded over-all program of e¢hild welfare.

ILLUSTRATION OF ADMINISTRATIVE FRINCIFLES INVOLVED
IN THE DEVELORMENT OF THE DIVISION

The development of the Child Care Division affords an illustration of
the group process in administration. The whole developmental process presemted)
in the preceding chapters is one which is democratic, rather than mﬁhmiﬁwhnw
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in cmm: All ten children's agencies were represented in the mm
equally, each being & part of the whole. Thus an equality of status existed,
based on function,

To begin the dovelopmnui process, it was necessary for the agency
mprumuﬁm t0 become acquainted with one another. Here the principle of
the circular response came into being through face to face contacts at meetings
sponsored by the group. This led to the wifying of ideas which ware laster
munma into accepted objectives and goals. Out of this process emerged
new plans and new projects, creating new ways of meeting situations which were
ravealsd through further m discussion.

In any successful growp process, individual goals must be sub-
| ordinated to group goals, snd the Division was no exception. Although the A
ten agencies participating in the Division retained their sovereignty through-
out, they did delegaie various of their individwal functlons and prerogatives
to the Division. This can be seen most clearly in the areas of Juvenile Court
represantation and the budgeting process.

In &ll of its deliberations the Division waas gulded by the law of the
situation rather than operating om a pricri sssumption. This is 1llustrated
through the practice of the Division appointing sub-coomittees to gather facts
on new proposals before taking action, rather than taking quick action that
would be based only on opinions and emotions., Whils this is a slower process,
it usually results in sounder actions.

Finally, the Division always operated on the principle of suthority
with, rather than authority over, This is seen in the fact that the profes-
sional staff of Lutheran Charities acted as the functioning arm of the Divisi
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to implement its plans and decisions, rather than giving executive direction.
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