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INTRODUCTION

Nineteen seventy eight was the final year in the second triennium 
of funding by the Brotherhood of St Laurence of the Family Centre 
Project/Action and Resource Centre for Low-Income Families. From 1972 
until 1975 the Family Centre established an experimental environment in 
which ski11s-intervention strategies were utilised to assist the allev
iation of poverty amongst a select group of families. Provision of 
resources was undertaken on the basis of discouraging dependency re
lationships between givers and receivers, and formed the cornerstone of 
a developmental structure which looked to encourage low-income people 
to satisfy their basic needs and become involved with other areas of 
self and community development.^" The Action and Resource Centre cater
ed for a wider group of families in the triennium 1976-78, and became 
part of the wider social welfare community, providing a consumer view
point to bodies and authorities developing and implementing social 
policies. ARC created its own tactics and strategies, applying them to 
an environment interpreted through the eyes of low-income workers and 
consumers, rather than through those of professionals who had previous
ly been dominant.

As the last year of the triennium, 1978 was the final period of 
guaranteed financial support in which ARC could afford to experiment 
with new structures of decision making, strategies of participation and 
frameworks of resource provision. It also marked the time when a 
final decision on the ambit and direction of ARC had to be made. Where
as the previous six years had seen the evolution of a design, followed 
by the construction of a keel and superstructure, by the end of 1978 it 
was hoped that the necessary detailing would be undertaken, permitting 
ARC to be 'launched1 and move away from the 'dry dock' of the Brother
hood of St Laurence, decreasing its dependence on the larger 
organisation.

In many ways, 1978 was the year of reckoning, when hard decisions

1. A succinct analysis of the Family Centre Project is to be found in
Michael Liffman, Power for the Poor3 George Allen & Unwin,
Australia, Melbourne, 1978.
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had to be made which would have to stand for an indefinite period.
This report is therefore concerned with the processes of development 
in the Centre during 1978, and in particular the evolution of an admin
istrative and decision-making structure which would maintain an +
autonomous organisation for an indefinite period. It follows previous

2reports on the establishment of the Centre in 1976, and its con-
solidation as an organisation in 1977. v

The introduction to the 1977 report on organisational structure 
requested the reader to consider ARC in the context of the total 
community, and not as an isolated or unique body. In 1978, as the 
Centre moved to enter the outside world as a fully-fledged agency, its 
unique qualities became less significant as it became integrated into 
the welfare structure. Many of the issues raised in that report re
mained influential in 1978; some are not re-analysed in this work, 
although they are re-examined. Thus, this report should be read with 
its immediate predecessors to impart a complete picture of the Centre's 
progress.

A particular problem of the evaluation of ARC'S activities in *
1977 was the style of language in which the reports were written. Due 
to the need for an analysis of the Centre's work which would enable 
the formulation of social policies and resource-provision strategies 
which would have an application over the widest arena, the orientation 
of this report is necessarily broader than the interests of those 
individuals directly involved in the Centre's activities. The in
creased involvement of low-income people and indigenous staff in the 
preparation and publication of evaluations and assessments during

2. Jan Salmon, The First Year of the Action and Resource Centre: A
Follow-up of the Income Supplement Scheme, Brotherhood of St 
Laurence, Melbourne, June 1978.

3. David Brous, The Second Year of the Action and Resource Centre: 
Developing a Low Income Organisation, Brotherhood of St Laurence, 
Melbourne, December 1978;
David Brous, The Second Year of the Action and Resource Centre: 
Giving, Receiving, Servicing - the Indigenous Model, Brotherhood 
of St Laurence, Melbourne, November 1978;
Libby Brooke, The Second Year of the Action and Resource Centre: 
Towards a Power Base for Low-Income People, Brotherhood of St 
Laurence, Melbourne, April 1978.
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1978, allowed for a greater understanding of evaluative procedures and 
an appreciation of the significance of the Centre's work on mainstream 
welfare practices and procedures. Hence, the flow of eva-luativ6 in- 

* formation was a two-way process, both into the Centre and away from it,
towards the community.

4

5

*

%

4. For instance, see Alan Hasler and Shirlee Williams, The Third
Year of the Aotton and Resource Centre: Make or Break? Brother
hood of St Laurence, Melbourne, June 1978. *

*
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METHODOLOGY

1. The Setting

The general effects of the research carried out in the Action and 
Resource Centre for Low-Income Families and its predecessor, the Family 
Centre Project, have been twofold. Firstly, it has enhanced under
standing of action research methodology and techniques, enabling a 
greater appreciation of the processes of data extraction, information 
exchange and the interaction between researchers and the researched.
On the last factor in particular, the research has created an environ
ment in which consultation with persons providing information is an 
accepted activity. Researchers have become more than extractors and 
analysers of information. The researched, who are the sources of in
formation and data, expect a meaningful measure of accountability to 
ensure that their views are not unduly tempered by external inter
pretive perspectives. The researched have increasingly claimed the 
right to influence the uses to which findings are to be put. Thus, 
researchers in a welfare context are less able to distance themselves 
from the data providers, and increasingly must correlate the aims of 
the research with the needs of those providing the data.

Secondly, the research has attempted to foster greater understand
ing of social welfare and community development practice amongst the 
widest range of workers in the field. Its aim has been to clarify the 
concepts utilised in the Project and ARC, not so much to simplify them 
as to make their relevance to readers more apparent. As a demon
stration project, the Family Centre and (to a lesser extent) ARC have 
aimed not only to test untried procedures, but if successful to encour
age their application in different environments.

A major reason for continued evaluation of innovative and ongoing 
programs has been financial justification, and in some circles cost- 
benefit analysis has been regarded as the ultimate measure of a 
program's success or failure. However, the prevalence of non- 
quantifiable variables and their importance in the outcome of many 
programs, necessitates a wider evaluative stance. Swain provides an 
extensive listing of suitable reasons for evaluation:
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(a) indication of the worth of a program to others;
(b) determination of a program's direction and its

# appropriateness;
(c) ascertaining whether a program's bbjectives are being 

met;4
(d) justification of expenditures and costs;
(e) use of evidence to support impressions of a program's 

effectiveness;
(f) supporting a program's expansion or termination;
(g) comparison of relative effects of different types of 

programs;
(h) provision of the beneficial effects of the program's 

funding
&

From ARC'S point of view, research of the organisation and its
methods continued to be the function of a contractual relationship with

2• the Brotherhood of St Laurence, specified in the ARC/BSL Agreement.
The Centre received ongoing financial support to establish itself as a 
body for low-income families, enable low-income indigenous workers to 
gain skills and provide the administrative and service delivery func
tions normally the task of professional staff, and engage in social 
action activities to effect change in policies affecting the low-income 
community. The Brotherhood researchers were given access to the organ
isation and its membership, with an endpoint of policy development and 
the creation of innovatory projects by the Brotherhood to provide 
support for those in need.

1. Phillip Swain, 'Considerations in the Evaluation of the Short- 
Term Program - The Barwon Experiment', Australian Journal of 
Social Issues3 13(3), August 1978, pp. 198-9.

2. See David BrousrThe Second Year of the Action and Resource Centre: 
Developing a Low-Income Organisation3 Brotherhood of St Laurence, 
Melbourne, December 1978, Appendix 1.
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In 1978 the contractual relationship was reinforced by the with
drawal of the professional researcher from the Centre, so that his 
research activities were undertaken from the Brotherhood's offices, 
and a personal presence occurred only when specific monitoring of 
meetings and other activities or individual consultations with staff 
and members was required. In part, the justification was to enable 
the indigenous research staff to become more securely placed within 
the ARC structure, to be seen as the overseers of the ARC research 
process. However, its major effect was to break finally the nexus 
between participation and research and to remove fully the impact of 
action research strategies from the ARC environment. Despite the 
attempts of the indigenous researchers to continue the strategies' 
applications, they had difficulty in resolving their status as family 
members and employees of the Centre with the need to evaluate ARC'S 
activities, particularly if a critical stance was required.

Over the period of ARC'S existence, the Co-ordinator maintained 
his belief th^t all research should be 'objective', not to be tainted 
by a researcher's emotions and personal values. The evaluator was not 
to be regarded as a direct influence, although the effects of research 
would have an indirect effect on the Centre: the Co-ordinator there
fore adopted a .distinction between the comprehension of a social sit-

3uation and the changing of that situation, and within the ARC context 
presumed that the two activities had to be undertaken in separate 
arenas.

Althouah the constraints on research which applied in 1977
4continued to influence activities in 1978, two processes can be cited

3. See Jack Rothman, Planning and Organising for Social Change.
Action Principles from Social Science Research3 Columbia
University Press, New York, 1974, pp. 545-6.

4. See Brous, Developing a Low-Income Organisation3 op. cit.,
pp. 10-11.
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as distinctive contributions to the distancing of research from the 
Centre. The first has just been described, and reinforced the exper
ience of 1977 whereby 'group disaussions were monitored rather than 
joined, and interviews with individual staff and family members were 
extractions of opinion and information rather than exchanges of ex
periences and perceptions 1.̂

The second resulted from the critical nature of the organisational 
evaluations of the Centre's work in 1977,^ which were presented to ARC 
in 1978. A fear arose within ARC that evaluative research during the 
year would fail to document the positive aspects of the organisation, 
in particular its provision of services to resource seekers, develop
ment of a stable administrative and decision-making structure, the 
maintenance of a core of supportive members, and the transmission and 
advancement of skills and understandings. There was a greater degree 
of ambivalence towards evaluation from both the professional and the 
indigenous staff who increasingly regarded research as an unwarranted 
interference in their work lives. Particularly during the period of 
negotiations between the Brotherhood and the Centre over the latter's 
future, in which the evaluations were used in the formulation of 
strategies, the Centre's staff and decision makers felt deprived of 
the power to make their own decisions on procedures.

The organisation was dedicated to maintain itself and survive, 
particularly at a time when the Brotherhood's basis of financial 
support was to be .reoriented after December 1978. Evaluative studies 
which emphasised the positive aspects of the Centre and which could be 
used to indicate accomplishments to external funders were most de
sirable. Expectations that the 1978 research would continue the 
emphasis of the prior findings were the cause of some tension, for it 
was felt that in a generally unsympathetic welfare community, the 
availability of evaluative reports which could not be used to justify 
the Centre's previous efforts would cause greater difficulties.

5. ibid., p. 9.
6. ibid.

David Brous, The Second Year of the Action and Resource Centre: 
Giving, Receiving, Servicing - The Indigenous Model, Brotherhood 
of St Laurence, November 1978.
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The evaluator was constantly mindful of the need to consider the 
reasons for the evaluation, and the needs of those for whom the eval
uation was required. For the former, the Brotherhood largely deter
mined the objectives, and little opportunity was given to ARC to 
influence them. The Brotherhood's needs were a combination of the 
reasons for evaluation cited above, but in particular the worth of the 
ARC experience elsewhere, the appropriateness of its strategies and 
its costs and benefits. However, for the latter factor, the differ
ences within the potential readership - particularly relating to the 
relevance of material and individual ability to alter procedures in 
their own environment - was a complicating factor, for the language 
in which the reports were written largely determined the readership's 
understanding.

2. Aims and Means

The theoretical approach adopted by the evaluator in 1978 was not 
significantly changed from the previous year. As in any research 
situation, it was important that personal values did not interfere in 
the analysis to the extent that data was drawn in a selective manner 
and a bias was introduced in the interpretation of the Centre's 
activities and progress. Indirect interventive change was inevitable, 
especially where data was collected directly from staff members 
through request and observation, and certainly following the release 
of the 1977 evaluations which had a particular impact upon procedural and 
communicative modes. Thus, as in 1977, research was a major en
couragement to staff and members to evaluate their work and the impact 
the Centre had in the welfare community.

An extended discussion of the operative methodological approach
7can be found m  a previous report, but it is worth restating the 

operative statement of aims:

7. See Brous, Developing a Low Income Organisation} op. ait. 
pp. 13-16.
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It is asserted that the interpretation of social evidence 
is controversial as between different schools of socio
logical analysis. Since there is no agreed base, an 
evaluator must judge and interpret the various analytical 
situations which are observed. It is unacceptable to 
make such judgments on an ad hoe basis, so that a broader 
theoretical perspective is required which integrates 
material and creates criteria for evaluation of problems.
The choice of such a position is not arbitrary, but 
develops as an evaluator matches varied approaches to 
varied problems, and implicitly compares them. It is felt 
that no approach should be absolutely applied, since this 
leads towards a theological, and not a social scientific 
interpretation.O
A structuralist approach - one which examines individual and 

group interests, the inter-relationships between them and the pro
cesses of dominance and conflicts which result - remains the framework 
for analysis. An emphasis upon dynamic factors assists the explanation 
in the analysis of change, reactions and the development of policies 
and strategies in the Action and Resource Centre. The roots of indiv
idual and group-based social consciousness provide one of the main 
avenues for the evaluation to be undertaken.

3. Techniques
No single technique of data collection was utilised, so as to 

ensure a minimisation of bias in the analysis. Surveys, personal 
interviews, analysis of minutes, position papers and other docu
ments, and observation of the range of interactions within the Centre 
remained the basic methods.

The modes of data collection can be categorised as follows,
(a) Surveys

Two major surveys were conducted during the research 
period:

8. ibid. 3 p. 13.
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(i) an examination of job satisfaction and
orientations to work in the Centre, based 
upon the work of David Macarov;

(ii) an analysis of the perceptions of users of ■*
ARQ's services and their response to the 
assistance they had received.

«
Neither of these surveys is examined in this report, 
but will be written up at a future date.

(b) Analysis of minutes and other documents

Various sources provided material, most of which was 
collected by staff and family members. Thus, selectiv
ity in the gathering process was vested in a number 
of individuals, although selectivity of use remained 
the task of the evaluator. Minutes were written by a 
number of support workers, other staff and family
members, and the authors of papers encompassed the *
total spectrum of affiliated individuals. Some tran
scripts of discussions, typed from tape recordings,
were also available. *

(c) Diary and personal notes

During the period of data collection (March-December 
1977), detailed notes were maintained by the evaluator 
and a student on placement in the Centre, concentrating 
upon interactions at meetings, viewpoints of individuals 
and personal impressions of the Centre's development. In 
almost all situations, the evaluator was permitted to 
attend all meetings and discussions in the Centre; the 
exceptions were the initial gatherings of the ARC Neg
otiation Team, where the engendering of an atmosphere 
of distrust and anxiety towards the Brotherhood resulted *
in suspicion being cast upon the evaluator's role. The 
possibility that he might be communicating ARC'S strat
egies directly to the Brotherhood resulted in the ,

9evaluator's exclusion, reinforced by a Council decision.

9. ARC Couno'LZ Mi.nutes3 August 3, 1978.
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However, this matter was rectified after Brotherhood 
intervention, and from September the evaluator was 
given access.

«
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THE ARC DEVELOPMENTAL MODEL

The original Benn Developmental Model which had governed the 
evolution of the Family Centre Project could not be overlaid upon the 
ARC structure of activities, although a revised and reoriented concept
ualisation could be devised which would have relevant application.

Originally, the Model was based upon a hierarchy formed and postu
lated by Abraham Maslow, that an individual's needs ranged from a 
lower psychological and sustenance base, to a more developed environ
ment of self-actualisation, and that sustenance at a developed level 
required the prior satisfaction of basic needs.'*' This conception was 
matched to a mechanism of implementation which gave effect to the 
existence of powers over resources, relationships, decision making and 
information to be utilised by low-income persons. The inputs into the 
Model were not of an abstract nature - experiences, attitudes and 
feelings isolated from social reality - but were rooted in individual
social experiences which could be compared and formed the basis for

2further development. Friere’s process of dialogue provided guidance
3in promoting consciousness-raising within the involved families.

The establishment of the Action and Resource Centre in 1976 re
sulted in the downgrading of the significance of the Model in day-to- 
day affairs, although its value was consistently acknowledged by staff 
and families when describing the orientation of their work. Over the 
period of ARC'S existence the Model changed in structure, to accommo
date changing pressures and understandings, and to incorporate

1. Abraham Maslow, Motivation and Personality, Hooper, New York, 1934

2. On the Family Centre Model and its application see:
Concetta Benn, The Family Centre Project: Second Progress Report,
Brotherhood of St Laurence, Melbourne, 1972.
Concetta Benn, The Family Centre Project: Third Progress Report,
Brotherhood of St Laurence, Melbourne, 1974.
Michael Liffman, The Family Centre Project: A First Overview,
Brotherhood of St Laurence, Melbourne, 1974.
David Brous, The Second Year of the Action and Resource Centre: 
Developing a Low-Income Organisation, Brotherhood of St Laurence, 
Melbourne", December 1978.

Paulo Friere, Pedagogy of the Oppressed, Harmondsworth, Penguin, 
1972.

3.
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Objective ------------------ v
"f=-------------

Social change to 
improve the social 
and economic 
circumstances of 
poor families 
on an individualistic 
basis.

Social change to 
improve the general 
social and economic 
circumstances of the 
mass of poor families.

Methods *
I

Indigenous Staff

1. 'Non-discretionary' Emergency Housing Fund
access to resources

2. Consumer 1 control' of —* Housing Counselling
resource distrib'n — ^Transport

3. Self-help Salary advances
-» Child-care allowances*
-> Staff Development Fund 

' -> Developmental Fund
—> Resource Workers 

and assistants 
— * Savings and Loans Scheme 

Debt Counselling 
— ♦ Building
— ♦ Professionals as problem

solving resources 
— * Children's program 
—> Teenage program

(resource for parents) 
— > SWOP services 
— ♦ Telephone

1. Deprofessionalisation—♦ Choice of staff by staff
2. Altering the environ-- >Social Activities

ment in which — > Outings
interaction occurs —> Use of professional input

3. Creation of a sharing— ♦ Camps*
caring 'community of -#■ Teenage program 
low-income persons (teenagers)

— ♦Women's Group

<-

2.
Deprofessionalisation —♦ Professional research* 

including advocacy
Spreading the skills — ♦ Indigenous research

and knowledge base — y Discretion in disseminating 
Utilisation of pro- information*

fessional skills and-?Open files of information

1.
2.

knowledge
Self-help

Opportunities for 
participation 

Control of, and

-♦Open meetings 
—♦•Social action & CRASASC 
—♦ Community contacts 
-♦ARC Bulletin 
—♦Council*
—♦Ad hoc meetings 
—♦ Unit Co-ordinating C 'tee 

responsibility for — »Finance and Legal C'tee 
decisions, in hands — ^-Direct contact with 
of consumers Co-ordinator

Utilisation of pro- — ^Liaison with BSL 
for.sional skills —>Open meetings
and knowledge •if A

Fig. 1: The Amended Benn Model
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Tangible Inputs Reflections
II III IV

Family Members ------- ►» Non-Member bow-
income Families

Non-Member Low- 
Income Individuals

Emergency Housing Fund -^Emergency Housing Fund — *Transport*
— ^Resource Workers

Housing Counselling 
Transport*
Resource Workers 
and assistants 

Debt Counselling

—♦ Housing Counselling 
—♦Transport 
_> Developmental Fund 
—> Resource Workers 

and assistants
■ Savings and Loans Scheme»Building
■Debt Counselling 
► Building 
•Professionals as 

problem-solving 
resources

•Children's program 
■ Teenage program

—♦Professionals as 
problem-solving 
resources*

—•SWOP services 
-* SWOP participation*
— >Income security counselling 
— • Telephone*

(resource for parents^_______________________
■ SWOP services | ‘implies limited access
SWOP participation* '
Income security counselling 
Telephone*

and assistants*
— »Debt Counselling 
—•Building
— >SWOP participation* 
— *Professionals as 

problem-solving 
resources*

—• SWOP services 
— • Income security 

counselling 
— ♦ Telephone*

Power over 
resources

Social activities
Outings
Camps*
Teenage program 

(teenagers)
• Open centre e.g.

coffee lounge 
Choice of staff by 

family members*
• Provision of services

by indigenous 
workers

-»Social activities* — *Social activities*
-•Outings* — aOutings*
—> Camps* — ♦Camps*
-♦Open Centre e.g. — >Open Centre e.g.

coffee lounge coffee lounge
— •Provision of services — ♦Provision of services 

by indigenous by indigenous
workers workers

— •Teenage program 
(teenagers)*

-♦Women' s Group

—♦ Women's Group
•-♦Professional research*-♦Indigenous research* —»Open files of 
—♦ Indigenous research* ~»Open files of inform'n* information* 
— ♦Discretion in dissemi-->Open meetings -♦Open meetings

nating information* -♦ARC Bulletin* — a ARC Bulletin
— ♦Open files of information*
— aOpen meetings 
—♦ Social Action & CRASASC*
—♦ Community contacts*
— >ARC Bulletin*
— ♦Council —♦Non-family members —>Open meetings
-♦Family members as staff as resource assistants 
—> Membership- of commit- —♦Open meetings

tees*
►Direct contact with 

Co-ordinator 
-Liaison with BSL* 
►Open meetings

__ if married_
with children

-If admitted to membership

Power over 
relationships

Power over 
information

Power over 
decision
making

— If appointed to staff or R/A-^-lf appointed as R/A
I t _____________________ 1

of the Action and Resource Centre, 1978.

Note; Distance from
objective implies 
decreased cognisance 
of objective
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different conceptions of resource use and individual development.
Fig. 1 displays the Model's application in ARC and the resultant strat
ification: it incorporates amendments to the 1977 framework to take
account of changes in 1978, but clearly indicates that ARC'S population 
of resource users was a differentiated population, with a command over 
power dependent upon individual status.

Before discussing the Model's practical application, it is worth
while outlining the theoretical nature of the framework. Tangible 
inputs - material goods and services and other facilities - are pro
vided within the structure of ARC. They are provided by a variety of
methods and strategies which contain implicit assumptions about the 
social situations to which they are attached, influenced by the ideo
logical grounding of the Model. It is not always the case that 
the adequacy of one is sufficient for the maintenance of the other, that 
is, inputs can be available in the absence of methods suitable for their 
provision and methods can be prepared, but have a minimised impact 
without the support of sufficient inputs.

The orientation of the four powers is influenced by the inter
action of the tangible inputs w’lth the methods, and the effect upoh the 
social situation of individual and group activity. Thus, the powers 
reflect the accumulated social energy generated by the mix of forces, 
and as images of interactions at particular points of time, the powers 
can be described as reflections of the processes. Changes in the 
nature of the tangible inputs and/or the methods, or a reorientation of 
the interactive environment, results in a different reflection being 
formed. The objectives are both a part of, and apart from, these 
processes, for they not only influence the outlooks of the participants,

4but also are the outcomes of the participants' interactions. The 
two objectives described in the Model mark the two extremes of a 
spectrum of views, so that a range of objectives would give effect to 
a range of reflected powers.

»

4. A fuller discussion on the evolution of the Amended Benn Model 
can be found in Brous, Developing a Low-Income Organisations 
op. cit. , pp. 21-27.
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Classification in one or other* stratum is not rigid, but can be 
changed if an individual or family assume a different set of character
istics which change their status, for example, admission to membership 
of the Centre.

1. The Powers^

(a) Power Over Resources
Access to material resources provides the potential for an 
economic unit to improve its material base. The satisfaction 
of basic needs enables a unit's members to widen their social 
and material horizons, and to participate in community 
initiatives to improve their social conditions.
The range of available tangible inputs was similar to that 

supplied in 1977, with the exception of the Housing Loan Scheme 
and the Bond Guarantor Scheme, which were combined into an 
Emergency Housing Fund in 1978. In addition childcare allow
ances payable to staff were terminated during the year, and 
access to telephones was widened with the provision of a single 
facility for use by non-staff. The stratification of access to 
the inputs was also similar to the previous year, and staff 
members in particular maintained command over a range of inputs 
with strong financial backing; the removal of the allowances 
was compensated by the continued availability of salary advances, 
and the overall control by staff of the inputs, which reinforced 
their ability to secure easy access.

Non-members continued to face obstacles when seeking to 
expand their power over resources. Most of the. help they received 
had a greater abstract quality about it - counselling, the 
availability of indigenous staff and professionals, general 
provision of services - and less directly, a concrete component - 
telephones, transport, the building, etc. The material inputs 
which could increase the power over resources were allocated 
according to the degree of involvement an individual had in 
the Centre. Thus, power over resources tended to be unequally 
distributed. The restricted material inputs applicable for the

5. In depth analysis of the powers can be found in Brous , Developing 
a Low-Inoome Organisationop. ci't. , pp. 27-37.
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power over resources were a.l :ated according • criteria of 
involvement and familiarity with the workings of the Centre, 
such that the degree of power to be exercised was not equal for 
all because allocation of inputs was unequal.

The prescribed methods were not universally applied, for 
access to resources was limited by budgetary constraints, and 
consumer control of resource distribution depended upon 
personal standing. The principle of self help was supported by 
everyone in the Centre, but the extent to which it could be im
plemented depended on the range of inputs.

(b) Power Over Relationships
The underdevelopment of relationships amongst low-income 
persons had been seen as inhibiting the process of self help, 
particularly in situations where networks of co-operation and
action would be beneficial in providing support. ARC viewed the 
growth of a sharing-caring community as a means of cementing 
relationships and directing them towards the fulfilment of 
low-income needs.

The reorientation of the applicable tangible inputs was 
minimal, apart from the additional availability of thp Teenage 
Program's activities to the children of non-member families, 
and the contraction of the camping program. The provision 
of services by indigenous workers and resource assistants to 
low-income people continued to be of great importance, 
particularly as a result of its centrality in the ARC scheme.

The expansion of the Activities program and the addition 
of new programs to involve members and others went some way to 
giving strength to the poor. The Women's Group acted as a 
forum for bringing together persons and overseeing the 
creation of friendships and bonds, whilst other social 
activities reinforced relationships commenced elsewhere and/ 
or gave renewed impetus to older contacts.

The use of professional input was of great significance 
to staff members, for the transfer of skills and methods was 
a crucial factor in the group's ability to maintain their 
control over the organisation and to differentiate them from 
the other strata. Choice of staff by staff was also 
important, especially since most of the Centre's new 
appointments arose from reclassifications of existing 
positions and the upgrading of duties and responsibilities.
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The actual composition of the staff group did not markedly 
change, for the group's members moved between positions in 
the Centre. Since they were the major decision makers in 
these matters, staff exploited the input to its fullest 
extent. Choice of staff by members became more restricted, 
especially following the replacement of the Staffing

• Standing Committee, which had direct membership of families,
by the Finance and Legal Committee. Members did participate 
in the discussions on the new administrative structure but 
had little say in the eventual appointment of the operative 
staff members.

(c) Power Over Information
Knowledge and information increasingly appear to be the 
possessions of those with linguistic and numerical skills, 
to be digested and manipulated at will. The grasp of a 
power over information by low-income persons increases

• awareness of social and economic constraints and, combined
with the other powers, heightens the ability of persons to 
devise strategies to counter the barriers.

• In ARC, advocacy was a major method of exposing the
features of the welfare system, although its style had 
tended to be of a controlling and directive nature at times, 
with a narrow freedom of choice on action being left to the 
resource seekers, which in turn diminished the impact of the 
method of self help. Without a comprehensive evaluation of 
the style of service delivery in 1978, one cannot be specific 
about the continued prevalence of these tendencies, although 
it appeared that they were still in force. Methods of skill 
transfer in the administrative arena were not significantly 
maintained, for the creation of an Administrative Unit 
consolidated specialised bureaucratic activities within a 
small group and reduced opportunities for outsiders to gain 
skills. Compartmentalisation of the organisation into a 
number of sectors of activity hardened the lines of

• communication, so that staff had ongoing access to the input
of dissemination of information in their own activities, 
whilst their access to the input when it was supplied by 
others was constrained.
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Social action retained its position 4s an input in the 
Centre, having greater impact upon the indigenous staff than 
on other sectors, although the participation of family members 
was of a more constant nature, albeit restricted to a small 
group. Utilisation of professional skills became a less 
important method as the Social Action Advisor adopted a lower 
profile, but particularly because the bulk of professionals' 
resources were channelled into the deliberations on ARC's 
future decision-making structure and the negotiations with the 
Brotherhood of St Laurence. Since community contacts were 
made with an end point of resource provision or social action, 
it followed that the strongest contacts were made by staff, 
with only a small number of family members who conducted 
outside talks, etc. being involved.

The removal of the professional evaluator from the Centre 
contributed to decreased feedback and flows of information, 
although discussions on the 1977 evaluations went some way to 
enhancing the input. Indigenous research tended to fill the 
gap, taking an action-research perspective and acting as a 
sounding-board (and occasionally a kicking-board) for staff 
and members; the Centre's research workers received skilled 
guidance from the Brotherhood's Research Co-ordinating Group.

The Resource Room did provide some general information in 
accessible files for use by members and others, but systematic 
maintenance of material, first suggested in 1977, was not 
implemented. The available files were not restricted to 
resource delivery matters, and a large volume of unentered 
minutes, position papers, etc., was available for perusal, 
although it appeared that individuals unacquainted with the 
Centre's procedures - family members and other non-staff - 
would not have been aware of its provision. Open meetings 
were a further source of information, where individuals were 
permitted to attend and participate, but were limited in 
their function since few outsiders would be in attendance, 
minutes and papers were not often distributed beyond the 
meeting's direct participants (mostly staff with a few 
family members), and an understanding of prior decisions, 
agreements and events was required to digest the new 
information most efficiently.
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The ARC Bullet-in was an important source of information, 

particularly for members who could not attend the Centre at 
frequent intervals. Due to its limited circulation, it 
reflected a greater power over information for staff and some 
family members than it did for other persons, although there 
was a diminution resulting from the publication of fewer 
editions during 1978, and a change in the emphasis of articles 
from organisational and welfare matters to social activities, 
cartoons, gossip, etc.

(d) Power Over Decision Making
The involvement of members in the decision-making process was 
a major justification for the development of a low-income 
organisation. Self help, the planning of services, the 
formulation and implementation of policies and strategies 
and the maintenance of a low-income community all depended 
on the existence of a structure of decision making where 
effective and realistic consultation could take place.
Power over decision making was a reflection of the accumulated 
impact of the other three powers on individual and group 
development. Acquisition of this power provided a base on 
which future development could be built.

In 1978, the formal and informal aspects of the power contin
ued to be important, for decision making occurred in a wide variety 
of forums. ARC Council was a major tangible input, together with 
the occurrence of ad hoo staff and committee meetings where decis
ions were made. The changes to Council's structure during the year 
increased its control by family members, but the new committees 
were dominated by staff, in particular, the Unit Co-ordinating Com
mittee and the Finance and Legal Committee. Whilst the latter had 
one or two family members on its complement, the former provided no 
such opportunity for family member representation. Other minor com
mittees did have family members participating in their decisions.

Non-members had no right of representation in the Centre, 
although they could attend meetings, which were open. For 
non-member individuals, the right of attendance was the only 
available tangible input, which appeared to reflect a 
minimal power, and the Model assumes that the input is 
insufficient in itself to ensure a continued developmental
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flow for this stratum. Opportunities for participation were 
stratified, and amongst those family members who were 
eligible, very few expressed an interest. The tangible 
inputs of having family members as staff and resource 
assistants, and non-family members eligible for the latter 
positions, had little impact in 1978 due to the small
number of vacancies, most of them for resource assistants. 9

Direct contact with the Co-ordinator and liaison with 
the Brotherhood of St Laurence fostered some control by 
low-income persons over the decisions emanating from these 
two sources. For the former, staff and family members had 
the potential for an equal access, although dealings on 
peripheral matters were not encouraged. Liaison with the 
Brotherhood was more restricted to the staff group, and for 
many others, BSL played a 'big brother' role at a distance.

The Flow
*

The constraints on the availability of tangible inputs affected 
the ability of low-income persons to secure full rights over the
powers, and the stratification of eligible receivers determined »
the impact of developmental processes. In its totality the 
Model was developmental in name only, and in its application 
staff and family members received the greatest benefit. Non
members were disadvantaged by being offered an insufficient 
range of inputs to permit their advancement under the illusion 
that they had equal rights within the two primary strata. Re
cognition of the Model's objectives - whatever they might be - 
would depend upon the ease of flow experienced by an actor 
upon whom the Model was applied; classification in a stratum 
in close proximity to the objectives would assist the 
process of incorporating objectives to guide action. The 
spatial element inherent in the Model was a major determinant 
of the impact which the inputs had upon individuals, but the 
number of eligible persons within each stratum was also signifi
cant, for the distribution of inputs over a smaller group in strata *
I and II would be disproportionate to the distribution of a small 
range of inputs over large numbers in strata III and IV. Thus,
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the inequities of the structure in which the Model operated 
predicated an imbalance of the potential developmental forces.
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PARTICIPATION AND ORGANISATIONAL DEVELOPMENT

A generally held belief is that the bulk of a society's 
population is not motivated to participate in decision-making 
processes, for they do not know what they want, they possess little 
information on opportunities and if they do attempt to participate it 
is to their long-term detriment. On the other hand, an opposite 
general view holds that ongoing communication between holders of 
knowledge and 'people' enhances the capacity for decision making 
which reflects the desires and needs of all. However, the occurrence 
of participation does not itself guarantee that the society is responsive 
to human needs, for a veneer of participation may shield the view of 
an alienated populace, so that what appears to be is not in fact so.^

Although it can be argued that participation improves the quality 
of decisions, definitional problems prevent an adequate judgment being 
made, for there are many directions in which a participatory process 
can move. Participation can be regarded as a procedure to modify the 
the disproportionate influence of some groups, although it can be 
ineffective if it does not result in influence upon the decision
making process. However, the power of participation imparts a sense 
of involvement rather than one of passivity, and where covert coercive 
forces are in operation, the potential for their elimination is 
greater as an individual's sense of self expands.1 2

In a community or an organisation where the range of potential 
participants is relatively small, a framework of communal decision 
making can be used to assist the selection and application of policies 
and strategies. The decision-making procedures may be maintained by the 
consensus of the participants, but the procedures may also reinforce the

1. Amitai Etzioni, 'Basic Human Needs, Alienation and Inauthenticity',
American Journal of Sociology, 33, pp. 870-885.

2. Jack Rothman, Planning and Organising for Social Change: Action 
Principles from Social Science Besearch, Columbia University Press, 
New York, 1974, Ch. 8.
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consensus by means of control backed up by sanctions which are implicit 
in the processes.

In a variety of social situations it has been apparent that it is
difficult to involve individuals from the low-income stratum in
community development efforts. Their adoption of dependency roles and
their lack of opportunity to act as leaders are major barriers,
fostering a reluctance to act against repressive social policies. The
fulfilment of an active role cannot be achieved through the dissipation
of reluctance alone, but must be conducted in concert with the provision

3of adequate resources of a material nature.

ARC pursued the strategy of low-income participation in the
organisation by encouraging the exercise of choice in the use of
resources, the formation of relationships and the degree of overall
involvement in the decision-making process. Findings in similar
environments had indicated that the provision of resources which
supplied a direct and immediate benefit were encouragements for low-

4income people to participate. In ARC the motive force was the 
availability of choice supported to some extent by the supply of a 
material incentive - a sitting fee for councillors and committee 
members, reimbursement of transportation expenses, and lunch money.
In part, the participation of members was governed by their residential 
location, their ability to attend functions and meetings in the 
Centre's Fitzroy headquarters. Those who chose to reside in the 
country, or in Melbourne's outer suburbs were disadvantaged, and 
their exercise of choice was often not effective in participatory 
terms.

3. Jane Zahn, 'Some Adult Attitudes Affecting Learning; Powerlessness, 
Conflicting Needs, and Role Transition', Adult Education, 19(2), 
December 1969, pp. 91-97;
Paul Kurzman, 'The Native-Settler Concept: Implication for
Community Organisation', Social Work, 14(3), November 1969, 
pp. 58-64;
James Cullen, 'Determinates of Participation in Parents Education 
Course’, Journal of Health and Social Behaviour, 7(4), Winter 
1966, pp. 302-8.
Leonard Schneiderman, 'Value Orientation Preferences of Chronic 
Relief Recipients1,Social Work, 9(3), July 1964, pp. 13-18.

4.
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Over the period of its existence, the financial membership of the 
Centre had grown from the initial sixty families to ninety-five in 
1976, swelling to one hundred and thirteen in 1977, and reaching nearly 
three hundred families in 1978, with a larger number of affiliated 
families and individuals who used its services and participated in its 
activities. Earlier applicants for membership had been similar to the 
original multi-problem sixty families of the Family Centre Project, 
but in 1977 the Centre had attracted a new type of member, the lone 
parent, drawn by the creation of a Lone Parents' Resource Area. Such 
individuals suffered economic and social deprivation as a result of 
circumstantial and situational factors which disrupted their previously 
stable lifestyles, and they were distinguishable from other members 
who had 'inherited' their social and economic existence, been raised in 
an environment of poverty and continued the processes in adulthood.
The exercise of a self definition of 'low-income' by applicants 
enabled almost any individual with at least one child to join the 
Centre, so that the varied conceptions of what constituted a low- 
income status was reflected in the range of members.

Single persons had never been granted membership rights despite
efforts in 1977 to permit the trainees on the Support Work
Opportunity Programme (SWOP) to have equal rights with other persons
in the Centre. It had been felt that sufficient organisations
existed to cater for the needs of unmarried persons and childless
couples, and that ARC should restrict .itself to families who had fewer
opportunities for development. In addition it was presumed by some
councillors that acceptance of single persons could result in an influx
of radical individuals - students or low income, unemployed youths, etc. -
and that the loyalties of single people were not constant. An
attempt in March 1978 to overturn the prior decision was somewhat more
successful, permitting SWOP workers to have membership rights for the
term of their training but continuing the exclusion of other single 

5persons. In May, Council adopted a proposal from the Constitution 
and Research Standing Committee that the Centre could 'co-opt a 
number of single people on a trial basis and if they fit in with the 5

5. ARC Council Minutes, 30th March, 1978.
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goals of ARC and the workers within the building, then this trial 
period will be assessed and looked at';^ shortly after the Council 
declared that single persons should only be involved in the Centre
through existing programs such as SWOP or Activities, although the

* 7ambit of participation was wide. It was also decided that there
should be definite criteria for membership to preserve ARC's goals.

» Some unmarried individuals and childless couples had been members of
the Centre for two or three years, but they relied upon their filial 
relationship with their parents who were also members, rather than 
upon their own personal standing.

There were no follow-up procedures to cement links between the 
organisation and new members, so that only those persons who drew 
their motivation to participate from external experiences would 
become involved. Many new members viewed ARC as an avenue for 
regaining their previous economic standing, and their ambition to 
achieve social mobility was their prime motivation. Involvement in 
decision making would result in too close an identification with an 
organisation which they regarded as a temporary shelter. Social 

, mobility was a goal common to most low-income persons, but older
members regarded the Centre more as a refuge and a club, and hoped to 
be affiliated for as long as possible, thus placing their reliance in 
the organisation to facilitate their needs. Both groups were there
fore difficult to involve in the decision-making process as a result
of their style of affiliation with the Centre.

/
However, some of the new members did participate and together with 

the staff participants, they became part of a small highly motivated 
clique with developed skills and knowledge, which dominated the
decision-making process. As the ability of the total membership to 
understand and interpret various concepts of action and theory became 
more differentiated, so the styles of decision making differed accord-
ing to the sophistication of the participants at any particular 
level. 6 7

9

6. irb-id. , 11th May, 1978.
7. 'ib'td., 18th May, 1978.
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As a result of the influence of the above factors, a transformation 
of the power over decision making as originally conceived in the Family 
Centre Project took place,culminating in the stratified expression of 
the power, as shown in Figure 1. In the decision-making arena, the 
Council was the focus of the power, being the central arena of 
representation, yet its facilities were not extended to all low-income 
persons, and its own inadequacies as an efficient, all-encompassing 
body resulted in the establishment of ancillary, informal meetings to 
provide alternative forums.

Figure 2 displays the idealised configuration of the decision
making network in ARC as it was in 1977, where Council was the focus, 
with a range of supporting Standing Committees and sub-networks of 
activities. The Brotherhood of St Laurence was ppsitioned upon the 
fringe, in contact with ARC through the Co-ordinator and the Council.
The existence of fringe networks was apparent,, particularly in the 
Resource Room, Social Action, Activities, Research and SWOP, but they 
were nevertheless part of the overall structure. The role of 
professional and support staff was to remain in the background, 
reinforcing the work of committees and indigenous workers, although 
the coverage was not complete.

The actual configuration of decision making in 1977 is displayed 
in Figure 3, where the Co-ordinator was seen to be the focal point - 
a position arising out of the bureaucratic orientation of the Centre - 
liaising through the indigenous workers and other staff to the 
Standing Committees and Council. Thus, the actual configuration 
depicted a small core of staff surrounded by a number of decision
making forums, in contrast to the idealised framework where the forums 
were central and individual staff members provided support. Further, 
a split between the formal and informal decision-making networks was 
apparent, with the Co-ordinator acting as a link person and a control 
upon the range of recommendations passing from one extremity to the 
other, whereas under idealised conditions the two were indistinguishable, 
combined in one structure.

In 1978, the implementation of a plan to withdraw the professional 
Co-ordinator and the Social Action Advisor from the Centre for a fixed
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period, altered the balance of decision-making power. Prior to this 
Withdrawal taking affect, all .matters concerning ARC's future and 
the maintenance of its organisation strqcture were processed by the 
Co-ordinator, after being referred from Council and the committees.
On general matters also, the Co-ordinator would play a major role if 
the Centre's structure had difficulty in finding a solution, mediating 
between different decision-making arenas, especially when problems of 
demarcation, lack of skills or authority necessitated the entry of a 
third force. The establishment of a Co-ordinating Team in December 
1977 resulted in the Co-ordinator's assumption of a less distinctive 
role, although he remained the central support of tire Team.

The changes in the fami-ly member structure in 1977 which had seen 
an influx of resourceful individuals into the Centre had a specific 
impact during the Withdrawal. Whilst some older family members 
continued to participate in the same manner as previously, the gaps in 
the decision-making process which did arise were quickly filled by a 
small group of new members, acting, in concert with staff. They acted 
as a particular type of resource for* staff-, for not having been part of 
the Centre they viewed the ARC environment in a different light, and 
often their interpretations of events and situations would be 
instrumental in altering procedures and ideas. The new members did not 
attempt to take over the reins of power, but merely provided their 
services, although their degree of influence by the end of the Withdrawal 
was significant, with representation on several committees, in particular 
Social Action and the Resource Room.

In its<idealised configuration (Fig. 4) Council remained the 
core decision-making body, with the Co-ordinating Team interposed 
between Council and the Co-ordinator as a secondary forum of decision 
making. As in 1977, the Standing Committee provided a supportive 
framework, serviced by indigenous co-ordinators and other staff, with 
professional and support workers playing a significant role. Various 
peripheral sub-networks were important, maintaining a two-way inter
active process with' Council. The Brotherhood of St Laurence was of 
particular influence but placed in the background and not always 
noticeable by the Centre's actors. Standing Committees were part of a
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small decision-making structure, but directly linked with Council, and. 
there were some semi-independent areas where communication through 
Council was not required, for example, the House Manager's links with 
the SWOP and Activities Co-ordinators, the alliance between Research and 
the Brotherhood, the contacts between the Resource Room and the Staff 
Supervisor, and the Social Action sub-network.: Significant
changes from 1977 were not only the introduction of the Co-ordinating 
Team, but also the formalisation of a distinctive financial sector, 
with an indigenous co-ordinator, which drew all finaneial/administrative 
activities together.

This configuration was similar to that of the previous year in 
that all professional and support staff worked through indigenous co
ordinators, but the House Manager and the Resource Room were deprived 
of such input. The Co-ordinator supported the Co-ordinating Team but 
was less significant in the Council1s deliberations than he had been 
previously, leaving the Team to take control of the major liaison work 
with Council. The Team comprised five of the seven co-ordinators with 
the two non-members liaising directly with Council- rather than through 
the Co-ordinating Team; all co-ordinators were directly responsible to 
Council. Family members were an intrinsic part of" the structure, 
through their control of Council and representation on Standing Committees.

The decision making of ARC in 1978 was somewhat different in 
reality (Fig. 5) for it indicated a radical departure from the 
idealised structure. Council was unable to retain its central focus, 
for its power to draw input- from all sectors was restricted by lack of 
expertise and knowledge of Councillors, and the tendency of sectors to 
communicate only that information which was necessary to secure 
approval for financial allocations or administrative arrangements. The 
nature of Council's lack of involvement in day-to-day activities 
necessitated the presence of a forum which could fill the gap, and the 
Co-ordinating Team, supported by the Co-ordinator and the Staff 
Supervisor, acted as the major decision-making focus. Nonetheless, all 
three foci drew upon other sectors and acted as a liaison with 
Council and other parts of the Centre.

The organisation was split into a formal and an informal
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decision-making' structure, although in this period of* 1978 the initiation 
of contacts from the informal sector - the Staff Meeting, Resource Room, 
Support Workers, etc. - were less significant when compared to those 
emanating from the formal sector, which the Withdrawal had consolidated 
with the formalisation of financial activities. The Co-ordinating 
Team paralleled the role of the Co-ordinator in linking the sectors so- 
that not only were the Team and the Co-ordinator the lynchpins in 
organisational maintenance tout the former acted as an alternative 
avenue of communication between ’sectors, undermining the Co-ordinator’-s 
domination of the process. The Team* whilst st-ill reliant on the 
Co-ordinator's support, could formulate its own strategies, and staff 
and family members could choose the avenue through which to direct 
their submissions.

The extended nature of the configuration indicated that those 
positioned in one or another arena might often be unable to 
communicate with sectors situated outside that arena. The Resource 
Room was situated at a distance from Council, so that each knew little 
of the other's work, with decisions and information going through a 
number of filtering processes before reaching their destinations. The 
Brotherhood had contact with the formal structure and those individuals 
who were its direct employees (the Co-ordinator and the researchers), 
whilst the various sectors were largely separate from each other, 
meeting only at the Co-ordinating Team or Council. Staff meetings 
could not be treated as a focus during the period for they did not 
make major decisions - this function having been taken from 'they by the 
Co-ordinating Team - and could not attract a high attendance of staff, 
so that the importance of Staff Meetings declined, leading to their 
ultimate abolition in September (see below).

Thus, the Co-ordinating Team had control of all informal arenas - 
the Resource Room, Resource Assistants, Support Workers, as well as 
the informal aspects of Social Action, Activities, Research, West ARC, 
Administration, etc. - and processed decisions from that part 
of ARC structure through to Council. Some sectors maintained dual 
contact with both the Co-ordinating Team and Council, while SWOP and 
(to a lesser extent) Research and Finance were closer to Council than 
other sectors, as indicated in Figure 5.
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A number of peripheral -alliances were noticeable, including' the - 
links between the Resource Room'and Social Action, maintained, by the 
Social Action Cp-ordipator, but reinforced b>y the direct involvefnent
of Resource Assistants in social action initiatives; the financial ,
sector's contacts with Support Wprkers,- SWOP-and the House Manager; ■ 
and the extent of contacts^ between,Research and the Brotherhood.,

The decision-making structure introduced in Augtist 1978., was 
dominated by the Unit Co-ordinating Committee (UCC), chaired- by> an 
Indigenous Worker elected from amongst the Unit Co-ordinators (fig. 6)
These persons headed each sector of, the Centre - SWOP, West .ARC, Research, 
etc. - which were now known as Units: new Units included a Legal Unit,
a Childcare Unit and an Administrative Unit headed by the Co-ordinator 
(now known as the Secretary Adminstrator). As in prior configurations, 
the Unit's wojrk was reinforced by professional and support woxkers, 
although there was a difference, in the idealised function of the
Co-ordinator, who was relegated t© a position further away from the UCC r
than that previously allocated (Fig. 4). However, the UCC Chairperson 
acted as an individual focus in the Centre, such that the hold of that
office was an indigenous co-ordinator through whom most proposals, -»
initiatives, etc. were channelled to be considered by UCC and Council.
As a co-ordinator of a unit, the Chairperson had a dual role to play in 
the Centre.

The UCC was directly responsible to Council, in company with a 
Social Action Committee (which replaced CRASASC) and the Finahce and 
Legal Committee (FAL, replacing Staffing, Finance and Constitution 
Committees); the three committees were the only internal bodies 
directly affiliated to Council, although the latter maintained links 
with the Brotherhood, family members, general meetings and the Negotiating 
Team which was dealing with the Brotherhood on the issue of ARC in 1979.
Thus, whilst Council was ideally the core decision-making body, the UCC *
became the central committee, reinforced by the decreased frequency of
meetings held by Council, the, increased volume of links between UCC and
other areas of ARC, and the expanded power of the UCC and the other two ,
committees to conduct their business -without reference to Council.

There were few peripheral contacts - only in the financial sector 
which by necessity was required to cover the organisation - as the units
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tended to be independent of each other. Family members were theoretically 
able to be represented upon committees as well as Council, while the 
Brotherhood of St Laurence maintained links with Council and the 

* Negotiating Team, and its employees, the Co-ordinator and the
Researchers.

The realistic configuration of the unitised decision-making 
structure was again very different to the idealised framework (Fig. 7). . 
Council once again moved out into the periphery, but retained its 
characteristics as a formal decision-making body. The Negotiating Team 
was an arm of the Council, and as such retained a formal orientation, 
although its undefined nature bestowed informal characteristics upon it, 
somewhat similar to the roles which the Staff Meeting and the 
Co-ordinating Team had played earlier in the year. Both the Council 
and the Negotiating Team were foci of interaction, where input from 
the formal arena was directed, often to be beamed back to the families 

» or the Brotherhood.

The UCC dominated the formal strucutre and was the lynchpin in the
% decision-njakxng process, supported by two sub-foci of interaction 

situated around the Co-or^inator and the Resource Room Co-ordinator who 
was the d.ected UCC chairperson. All units directed input to UCC, as 
they were required to do, and each Unit had a sub-network of its own to 
maintain. The UCC's participants included some persons who were not 
co-ordinators, such as the House Manager and the Social Action Worker, 
and although the Co-ordinator was not a member, he channelled proposals 
through it to the Council.

Family members were clearly relegated to the periphery of the 
structure, with access only to Council, the Social Action Committee and 
the Activities Unit. They had no opportunity to participate in the UCC,

* and were therefore victims of the increased stratification of decision
making that had been apparent in ARC (see Fig. 1) . The Brotherhood 
played a watching role, but was also unable to maintain direct links 

' with the UCC, having to be satisfied with its contacts with the Council,
Negotiating Team, the Co-ordinator and its .Researchers. There were some 
contacts between units, especially where overlap or complementarity of 
functions occurred, such as the Resource Room and Social Action, or the 
House Manager and the Activities Unit, but much of the communicative
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process occurred within the boundaries of the UCC. Some units did not 
readily communicate with the rest of the organisation, shown in Figure 
7 by the placement of SWOP opposite other tnits, and of the Consumer 
Rights and Credit Unit (CRAC) on the fringe of the bulk of the units.
The abolition of Staff Meetings removed a forum where exchange of 
information could take place on an informal basis.

The influx of skilled members which had occurred in 1977 was not 
sustained in 1978. The gradual decline and eventual abolition of a 
separate Lone Parents' Resource Area was an import factor, for after 
its amalgamation into the Resource Room structure all resource seekers 
were treated on an equal basis in the same environment. An original 
justification for the Area's establishment was that lone parents 
required assistance with a set of problems differentiable from other 
resource seekers. Whether the differentiation was based upon hard 
material evidence, or upon a preference by circumstantially low-income* 
lone parents not to be aligned with persons who were' 'poor', is* difficult 
to assess, but it appeared that the existence of a separate resource 
had proved attractive to a particular catchment population, who had 
drifted away once the area was amalgamated and lost its separate 
indentity. The effect of this change was to create new opportunities 
for family member participation in the decision-making process, Which 
although limited to a few forums, nevertheless permitted some expression 
of members' interests.
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ORGANISATIONAL STRATEGIES

*

*

*

\

1. General Understanding
The operative goals which guided ARC in 1978 had been formulated 

in March, 1976:
(a) to defend the rights of low-income people and provide 

a power base for low-income people;
(b) to provide a learning opportunity;
(c) to provide information geared towards helping families 

for example, resources, services; '
(d) to provide opportunities to participate and be 

involved;
(e) to develop ways of creating change;
(f) to offer opportunities for -

(i) work 
(ii) learning •
(ii-i) children's program 
(iv) belonging to something 
(v) feelihg needed.^

No attempt had been made to clarify these goals during this
period, and in 1978 they remained as general principles within the ARC
organisation. The variety of interpretations placed upon them by staff
and family members contributed to the lack of a consensus in the Centre,
which in turn created difficulties in formulating cohesive organis-

2ational strategies for internal application. In the external sphere, 
the differentiated interpretations contributed to the creation of an 
image of ARC as the mediating organisation between low-income people and 
policy makers, as if it was the one and only forum which legitimately 
represented Iowow-income interests:

1. ARC Bulletin, 1(7), April 7, 1976, pp. 2.

2. Hayden Raysmith, The End of a Six Year Experiment, June, 1978 
(mimeo), p. 10.
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ARC'S fundamental strength remains the fact that is is an 
organisation run by low income, people for. low income 
people .... (It) is the only organisation specifically for 
low-income people in Australia.

and
It is a ray of hope for people with nothing much to hope
for. .4

In 1977 the Centre had functioned on, the basis of allowing 
individuals freedom to develop their own action frameworks, resulting 
in the separation of the organisation into a number of distinct 
sectors - SWOP, West ARC, the Resource Roojn, etc. — under a confederative 
umbrella. There was no ideological accountability, -pther than 
subscription to the Centre's goals, and the free market in 
organisational perceptions encouraged manipulation of developmental 
strategies.

In an organisation such as ARC, where internal change and develop
ment was an ongoing phenomenon, the motivation for improvements in 
organisational functioning could be seen to emanate frprn two spurces, 
'administrators, one of whose tasks is very, often to- change the 
organisation as well as administer it; and practitioners and 
supervisors, whose motivation and legitimation to promote innovations
in the organisation rest on their commitment to quality service for 

5their client...'. In 1977, the prominent administrator ip ARC - the 
Co-ordinator - dominated the formal decision-making* network when 
presenting schemes of change for the Ceptre, whereas the practitioners - 
indigenous-workers, Resource Assistants and activp family members - 
relied more upon, informal contacts and inputs. In 1978 the situation 
changed to allow greater involvement by the latter gpoup in the 
formal network, and decreased j-nput flowing from the Co-rordinator.

In describing the process of change within an organisation,
Resnick mentions the concern with improvement of services 3 4 5

3. Hayden Raysmith, Some Arguments For and Against AFC's Continuation, 
June, 1978, (mimeo).

4. Hayden Raysmith, Six Year Experiment, op. oit., p. 12.

5. Herman Resnick, 'Effecting internal change in human service 
organisations', Social Casework, Novmeber 1977, 59(9):546.
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carried out by middle- and lower-level workers, on modifications
of agencies' policies, programs, procedures, or administrative 

6arrangements.' The elements of change comprise:
(a; a change catalyst - an individual(s) motivated to 

initiate action and oversee the process of change.
The strategy may involve the formation and leader
ship of groups dissatisfied with current activities, 
the proposal of modes of improvement, or the 
fostering of an action group in response to a sudden 
change or extension of policy or practice. The 
catalyst's status is crucial, such that, 'he or she 
will have to be a respected member of the staff,
whose functioning in both the organisation and with

7clients is satisfactory;
(b) an action system - results from activity to devise 

a plan to improve organisational functioning and 
services;

(c) an innovation proposal - comprises new mechanisms, 
processes, or ideas which will improve administrative 
arrangements, etc.;

(d) an action plan - predicates the steps required to 
maximise acceptance and application of the proposal.

In ARC in. 1976-77, the major role of change catalyst had been
taken by the Co-ordinator, although the Social Action Advisor had
played a role in the social action arena and in the Resource Room, and
several indigenous and family members had initiated changes in various
areas, notably in decision making. In 1978, the Co-ordinator
increasingly shared the role with a number of indigenous individuals,

8and continued what he saw as his non-directive stance, consciously

6. ibid. , p. 547.

* 7. ibid. , p. 548.
8. On the contrast between the non-directive and facilitative approaches,

see David Brous. The Second Year of the Action and Resource Centre: 
Developing a Low-Income Organisation, Brotherhood of St Laurence, 
Melbourne, December, 1978, pp. 70-77.

m
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denying a role as a manager or controller, but seeing himself as
influencing actions, so that ARC would deal directly with other

- - 9bodies without his direct participation. 'The style of professional 
intervention was important because it determined the extent to which 
the preferences of* the family meirfbers femerged' and took control', as 
against the extent to which things were*imposed.'

One way of achieving this role was for the Co-ordinator to be 
involved in activities which -took him away from the Centre, and prevented 
him from being available on a full-time basis. He took responsibility 
for a Victorian Council of Social Service Committee to' review the frame
work of Government funding for nbn-government welfare agencies and the 
effect on their automony. He' was also the chairperson of a coninittee
on tenancy law reform which was involved in a far-ranging *and timfe-

11consuming enquiry.

The Co-ordinator acknowledged that the task of organisational
maintenance required an external skill input:

.... just having experience as a low income person is not 
sufficient....
If (survival functions) are performed badly the organisation 
folds. No organisation is allowed to mismanage funds. No 
organisation can spend all its time on internal conflict,- or 
never follow matters through. No organisation can get away 
with not keeping records, not reinforcing its ideology, or 
understanding its place, in society. It is these function^, 
anti-poverty programs have paid too little attention to in 
the past.
The difficulty is to perform the organisation furictioris well 
without allowing them to dominate.̂

However, the Co-ordinator's position generated an element of role 
ambiguity over his function: he was both a group worker maintaining
cohesion and a group leader providing input and ideas, and the 
delineation between the two positions was unclear. Generally, the 
Co-ordinator's status elicited respect and co-operation from others, 9 10 11 12

9. BSL Executive Meeting Notes, August 4, 1978.

10. Hayden Raysmith, Some Arguments, op. cit., p. 6.
11. BSL Executive Meeting Notes, August 11, September 15, 1978.
12. Hayden Raysmith, Six Year Experiment, op. cit. , p. 8.
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I

facilitating the acceptance of his judgments and recommendations. Whilst 
other individuals held status and standing also, for example, the Social 
Action Advisor and the resource workers (in 1976 and 1977), the ambit 
of their influence was more restricted and narrower than that wielded by 
the Co-ordinator. The only persons to approach his standing in late 
1977 were the Staff Supervisor and the SWOP Co-ordinator, where a 
combination of organisational responsiblities and personal qualities 
brought them to the fore of the Centre's leadership.

The Co-ordinator's action system had been to build an effective
13organisation by giving the indigenous staff greater responsibility, 

and the creation of a structure of decision making was a central element 
in his plan. A concomitant plan was to increase the confidence and 
competence of individual workers to define their work roles, learn 
skills and establish an acceptance of work pressures:

In ARC overall, the stability of key members has been an 
important factor in allowing organisational development 
and a continuing transfer of power.^

The mechanisms of implementation - the innovation proposal - 
included individual supervisory sessions held by the Co-ordinator, 
where ideas and feelings could be privately discussed. Individual 
experiences and abilities could be translated into the development of 
organisational skills, with the creation of individual power bases 
where the worker could take responsiblity and achieve success from a 
position of strength. Relationships rooted in organisational positions 
rather than personal qualities gave greater security: group processes
were not appropriate, due to their destructive tendencies upon individuals' 
personal images. In 1977 the Co-ordinator's concentration was centred 
upon the development of ARC's sectors - SWOP, Activities, West ARC, 
etc. - and the widening of ARC's contact with external organisations 
to establish the organisation's place in the welfare community.

The disadvantages of a diverse ARC are that it reduces 
unified action and sets up internal conflict which has 
been shown to consume time and energy. Internal

13. Hayden Raysmith, Some Arguments, op. oit. , p. 2.

14. Hayden Raysmith, Six Year Experiment,- op. oit. , p. 5.

as
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competitiveness or simply taking little interest in what 
happens outside a particular program also reduces singular 
•action by the organisation. Tl>e reverse side of this, coin, 
however, is that the programs have provided a large variety 
or means for achieving ARC'S goals and have increased 
opportunities for personal development, community
development and social change...15

No action plah afe such was required within the ARC structure, for 
the Co-ordinator rs role as a change agent was accepted by staff and *
family members. However, within t‘he widfer context, action was ^required 
to convince the Brotherhood (in the first instance) and other 
organisations that the changes taking plctce were advisable ‘and necessary.
Prior to 1978, the Co-ordinatOr reli'ed upon his personal abilities and 
skills, together with his reputation, to elicit support, but in 1*978 
greater reliance wah p'laced upon the achievements and aims of ARC's' 
organisation to justify procedures of change.

2. The Withdrawal

The general framework of development in the Centre in 1978 was 
very much a product of the effects of the Withdrawal froift December

t 16 *1977 to March 1978. Whilst the period has been evaluated elsewhere, 
it is worthwhile detailing its implementation and its effect on relation
ships and decision-making structures in the Centre.

The compartmentalisation of ARC into various segments had hindered 
the development of a team of indigenous workers to lend and supervise 
the Centre in a collective manner. The development of a co-ordinating 
group to control the Centre for a trial period whilst the two major 
professionals were absent was a technique utilised to establish'such a 
process. During 1977, the matter was discussed by the Co-ordinator 
with members- of the Brotherhood's Executive. It was tentatively agreed 
that the Co-ordinator would take leave at the end of the year, leaving
an interim co-ordinating structure to administer the Centre,- and that *
he would not return for two or three months. The indigenous Workers 15 16

15. ibid.3 p. 9.
16. Alan Hasler and Shirlee Williams, The Third Year of the Action

and Resource Centre: Make or Break? Brotherhood of St Laurence,
Melbourne, June 1978.
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would be left to maintain ARC, provide services and fulfil the 
organisation's commitments, with the Council and Standing Committees to 
providing ’ support.

The plans were accelerated by the sudden announcement in November 
1977 of an imminent Federal election. A Jobs and Incomes Compaign was 
instituted by the Brotherhood, and the Co-ordinator was seconded to 
oversee it on a part time basis. The Withdrawal, nevertheless, was to 
go ahead and on November 9, the Support Workers, the Social Action 
Advisor and the professional Researcher were informed of its implement
ation. None of these persons had been officially informed or consulted 
prior to this date, although the Researcher was due to be transferred 
in any case, and both he and the Advisor knew of the Withdrawal's 
probable occurrence. The support workers' reactions were ones of 
surprise, followed by a mixture of fear and grudging assent at the 
possible outcome.

Only five weeks remained until the Co-ordinator's departure, during 
which time the administrative structure had to be defined, and persons 
appointed and prepared to work in their new roles. This was to be 
undertaken while the Co-ordinator was running the Jobs and Incomes 
Campaign, the Social Action Advisor was publishing Life Wasn't Meant 
to be Impossible, co-ordinating its publicity and taking leave, the 
Researcher was collecting his final run of data, the Activities Director 
was organising end of year activities prior to his return to the 
United States, the Teenage and Children's Programs Co-ordinators were 
on leave, and the support workers were continuing with their normally 
heavy workloads!

The following day (November 10) Council was informed of the
17withdrawal of the professionals until March 1978. The Co-ordinator 

emphasised the need to test the staff's ability to run the Centre, to 
allow further consolidation of skills and procedures between March and 
December 1978, when the Centre was to become autonomous. The Council

1 7 .  A R C  Council Minutes, N o v e m b e r  1 0 ,  1 9 7 7 .



found it difficult to grasp the significance of the plans, regarding 
it as similar to previous absences „wheji a single indigenous person 
had acted in the Co-ordinator's position, but after some discussion they 
adopted an indigenous worker's suggestion of a four-person co-ordinating 
team. This was in line with the Co-ordinator:' s division qf administrative 
responsibilities into administration and funding, staff, supervision, 
activities and social action, a framework previQUsly discussed at staff 
meetings.

No Councillor challenged the, appropriateness of the withdrawal, 
either in terms of the Brotherhood's power to reallocate resources 
without prior consultation with the. Council, or .the Co-ordinator's 
power to direct the body's acceptance of the plan. At that stage 
no-one noted that the Advisor was Council's employee - not even the 
Advisor - and that the Brotherhood could not direct, her work. Further, 
no indigenous staff seemed aware that the plan had been devised by the 
Co-ordinator himself, and that the Brotherhood was merely accepting 
his judgment.

Council deferred the matter to the Staff Meeting, but due to 
indigenous commitments to the Jobs and Incomes Campaign (arranged by 
the Co-ordinator), the discussion was postponed for eleven days 
(November 21) . At that meeting t*he proposal was discussed and staff 
were split on the proposed administrative arrangements: some were
happy with a four-member team, but others felt that an additional person 
would be required to act as co-ordinator of the group - in effect a 
'co-ordinator substitute'.

There was suspicion that the Brotherhood was testing the staff
and the Centre, and that a possible outcome might be immediate loss of
jobs and cuts in funding. However, Council did not share these fears
and at its meeting on November 24, appeared to favour a-five-member
team. Initial moves to ratify the proposal were stalled by the
Co-ordinator, who secured a postponement of the matter until the

18influential - SWOP Co-ordinator could be present. When debate was

1 8 .  ib id .3 N o v e m b e r  2 4 ,  1 9 7 7 .
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resumed in the latter's presence, his only comment was that the 
Co-ordinator need not be withdrawn if a fifth person was specified, 
and consequently the four-member team was accepted, with the option of

* using outsiders as resource persons as required.

A Staff Meeting on the same day had been forced to grapple with
* the possiblity of conflict between the team's members, when the Staff 

Supervisor and the Social Action Worker announced that they would not 
be willing to serve on the team if the SWOP Co-ordinator was also a 
member. There was an 'understanding' amongst the staff that the four 
members would comprise these three persons, plus the Activities Worker, 
with each person carrying on in their present duties with an added 
co-ordinating function, but with the SWOP Co-ordinator taking charge 
of administration and funding. The issue was re-oriented
when the SWOP Co-ordinator announced his non-candidature, throwing 
the allocation of positions into confusion, with the result that both

» the newly appointed West ARC Co-ordinator and the House Manager offered
their services as nominees for the team.

* The West ARC Co-ordinator was establishing her project and her 
removal would cause some disruption, but both she and the House Manager 
sensed that their opportunities to achieve leadership positions were 
being curtailed. Over the next four days informal discussions resulted 
in a compromise arrangement whereby the House Manager would co-ordinate 
the administrative sector, and the West ARC Co-ordinator would 'rove', 
picking up skills from all areas. The proposal was passed on to the 
Council for ratification on December 1, fifteen days prior to the 
Co-ordinator's departure. Approval of the West ARC Co-ordinator's 
involvement was withheld until the West ARC Management Committee 
assured itself that her absence would not be damaging to the infant

■ 4. 19project.
«

The Co-ordinator commenced a series of eight training sessions on 
December 6, (ten days prior to his departure), for the team members,

* plus the Public Housing resource assistant, the senior indigenous

1 9 .  ib'id. ,  D e c e m b e r  1 ,  1 9 7 7 .
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Research Worker and the SWOP Co-ordinator. He was assisted by the 
Social Action Advisor and several support workers in acquainting the. 
trainees with necessary procedures. Emphasis was placed upon 
managerial techniques and administrative procedures, but the inter
change of ideas at such a level in a group environment was a novel 
activity for the workers. The Weslp ARC Co-ordinator joined the 
sessions on December 12, after receiving approval from her Management 
Committee - which she and her husband dominated - to leave a resource 
assistant in charge of the Sunshine office and participate on the team.

Several staff changes were required to fill gaps left by the new
co-ordinators. The Assistant House Manager was appointed to act as
the House Manager, a position he retained during 1978. Other duties
were distributed amongst resource assistants and other indigenous 

20staff. The question of paying the team's members a higher salary 
while they retained additional responsibilities was referred to a

21Council working party, but was eventually resolved in the negative.

Several days before the start of the Withdrawal the Community
Relations and Social Action Standing Committee (CRASASC) asked Council
to allow the Social Action Advisor to remain in the Centre for an
additional week to allow her to complete the publicity for Life 's Not
Meant to be Impossible, which, this far, had been very successful.
Council agreed, but the Co-ordinator dissented and convinced it of the

22need to consult with the Brotherhood on the matter, in the belief
that the Advisor was a Brotherhood employee, when in fact she was not.
When the true facts were finally revealed at a meeting prior to the 
plan's implementation, the reaction of some workers was one of being 
tricked into accepting a fait accompli, when the time for challenging 
the proposal had long passed and its implementation could not be 
prevented. Having had the mantle of responsibility thrust upon them, 
it was impossible for the workers to throw it off and face the resultant 
loss of pride. Nevertheless, the discovery of the realities of the

20. ibid., December 10, 1977.

21. ibid., February 2, 1978.
22. ibid.
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situation left its mark on the Centre, with an element of conspiracy 
by the Brotherhood and the Co-ordinator hanging over the Withdrawal.
The resolve to overcome problems and prove the period a success 
appeared to harden, and they entered the new structure apprehensive 
but hopeful of the future.

The chain of events leading to the commencement of the Withdrawal 
was an example of ad hoe planning in the Centre, with the imposition of 
a framework of action with little consultation of staff, and a hurried 
program of pre-Withdrawal training. The problems were compounded 
by the Co-ordinator's acceptance and/or the Brotherhood's directive 
that he take up the Jobs and Incomes Campaign, and by the lack of 
adequate notice given to staff so that they could plan their activities 
to fit in with a commonly accepted timetable. If the experiment was an 
important developmental process, it is difficult to understand why it 
was undertaken in tahdem with other commitments.

The opening up of conflict between the SWOP Co-ordinator and other
staff members was a continuation of a long-standing dispute over
methods and attitudes, but in December 1977, its expression had the
effect of influencing the style of relationships in 1978, where the
indigenous staff group was factionalised along sectional lines - SWOP,
the Resource Room, etc. - and where individual perceptions of the
future of ARC were of a variegated nature. The Co-ordinator's
statement that the 'period reflects how much confidence people now
have in the Council and the committees, as well as the indigenous 

23staff' appeared to be based on dubious grounds, given the apparent 
imposition of the experiment upon the Centre, rather than its generation 
from within.

Nevertheless, several features of the Withdrawal were significant.
A number of older family members whose affiliation dated from the 
Family Centre Project, but who had not been seen for many months, 
reappeared. Initially, none took part in day-to-day activities, but 
their presence in the building was an indication of renewed interest.

2 3 .  ARC Bulletin,  3 ( 2 1 ) ,  D e c e m b e r  8 .  1 9 7 7 ,  p .  9 .
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Whether the .change was a direct result of the Withdrawal was ipdisperp-, 
able, but it led to the participation, of .one or two in the Resource 
Room and Activities.

The apparent success of the period prompted a. questioning of the
roles of the Co-ordinator and the Social Action Advisor, and Council
convened a discussion for family njembers where the future roles of

24the two .professionals could be discussed. The resultant Genera},
Meeting decided that the Co-ordinptor would return as a consultant,
giving input as a resource person to $RC, and that the Social Action
Advisor would act .similarly on social action matters. In addition,
it was decided that the Co-ordinating Team would be increased in size
to five members (the West ARC Co-ordinator had left the .team in
January), and would be democratically elected. The Council approved
the recommendations, asking its committees for advice on training
elected co-ordinators and thp Staffing Committee to negotiate with the
Brotherhood on the Co-ordinator's role. In the interim, the SWOP
Co-ordinator would join the team, to give SWOP apd other unrepresented 

25sectors a vofce.

The process, of consideration had taken longer than expected and
the original endpoint of the beginning of March was twice extended to
the end of the month to enable a full examination of the position in the

26light of the findings of the indigenous research report. ' The.
Brotherhood was quite happy with the proposal - although they did not
have the power to regulate the Advisor's movements - and a full

27discussion ensued in the Centre.

3. New Procedures, Old Methods

When the Co-ordinator and the Social Action Advisor returned to 
the Centre at the end of March, there was some confusion over their

24. ARC Council Minutes, February 2, 1978.
25. ibid. , March 23, 1978.

26. Hasler and Williams, op. cit.

27. BSL Executive Meeting Rotes, March 3, March 10, 1978.
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roles. Both persons took possession of their former offices, and it 
appeared that the old framework might be resurrected as they took 
control of the areas which they had previously maintained. Yet, all

* was not constant, for beneath the surface newly discovered feelings 
and powers flexed their muscles. The Co-ordinating Team continued its 
meetings and the Co-ordinators maintained their activities. Although

ft the team was not continually effective as a corporate body, its 
existence of the periphery of the informal decision-making structure 
endowed it with a specific power, particularly since its members 
comprised the key staff members and their meetings permitted them to 
share knowledge and ideas in a manner not possible elsewhere.

The transition which had to be negotiated on the Co-ordinator's 
return - from a situation of individual co-ordination to team 
co-ordination - was marked by an intermixture of duties and 
responsibilities. The Co-ordinator had to fit into a new structure of 

? administrative decision making whilst the team had to tolerate the
Co-ordinator's problems of adjustment and defend the maintenance of the 
framework under which they had been working. The Staffing Committee

* and the Co-ordinator devised a range of possible duties which the 
latter could undertake in his role as a consultant:

Increase people's confidence by listening and giving 
encouragement.

2. Increasing people's skills by training sessions and 
passing on articles and handy hints.

3. Providing resource material, such as summaries of 
research reports.

4. Help involve members by home visits and time spent 
with people not involved in ARC.

5. Help people plan effectively by teaching planning 
techniques.

6. Help c<&-ordinate by helping improve communications
„ and relationships..

7. Help build ARC'S external community relations.
8. Help develop ARC's policies.

28* 9. Help consider options for the future.

28. ARC Bulletin, 4(8), April 20, 1978, p. 6.
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The duties were general and did not, imply the use of any .partipular 
method, permitting the interpretation of the Co-ordinator's role by 
both the incumbent and others without the constraint of structural
barriers. The problems that this freedom created resulted in #
further consideration being given to the Co-ordinatpr1s role, and it

29was constantly under review. Nevertheless, the exclusive power he
had maintained in 1977, arising from his knowledge of each sector's *
work, was broken by the continued existence of the Team.

In 1977 the Social Action Advisor maintained an opposite view
point to the Co-ordinator on appropriate organisational strategies, 
and her standing was not as significant as in previous years.
Noticing problems in various areas of ARC, she would either intervene 
in the appropriate arena and form an action system to develop 
innovations, or create an innovation(s) ^nd then draw together an
action system to accommodate and apply the ideas. Her intervention in

30the Resource Room was a particular example. On her return to the ,
Centre she did not attempt to resume her role, but was presented with 
a new scale of duties,' which included:’

%
1., to help to develop ARC policy;
2. to provide possible direction for ARC'S social action;
3. to be a resource to CRASASC,the Resource Room and 

members generally;
4. t;o provide training in publications, deputations, public 

speaking, media liaison, and how to raise community 
consciousness on poverty and social issues;

5. to raise the consciousness of ARC members on social 
issues that affect them in the community and in ARC;

6. to support the Social Action Co-ordinator, the Bulletin 
worker, and other workers and members.^

Like the Co-ordinator, she was to act as a resource and although «
some of her duties were more specific, the interpretation of most

«
29. ARC Council Minutes, May 11, August 3, 1978.

30. See footnote 5 in this chapter and associated discussion on action 
systems.

31. ARC Bulletin3 4(8), April 20, 1978, p. 11.
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was left with her, permitting the application of her skills as she saw 
fit. She preferred to be situated on the sidelines of the formal arena, 
and provide only low-level input in an informal manner. The 
disagreements she had with the Co-ordinator in 1977 were not repeated, 
although she increased her distance and consulted with him only when 
it was absolutely necessary. Her contact with family members also

» decreased, partly a result of the transfer of responsiblity of the
ARC BuZtetin to an indigenous editor, but also because she no longer 
acted as a locus for social action. In the past she had responded to 
organisational maintenance tasks, but the consolidation of 1978 did 
not permit her to utilise fully such skills, particularly as the

'jindigenous staff group took more responsiblity. It appeared that the 
Centre found it much easier to cope without the Advisor than the 
Co-ordinator: the experience of the Withdrawal had distanced the
Advisor's skills from the Centre's needs. She continued to maintain 
some interest in the Resource Room and at the end of year conducted a 
series of action workshops based on her perceptions of the work the£
Room conducted and the improvements required. She was also involved 
in discussions on ARC'S future which were undertaken in June-July

* 1978.

The other professional staff - the Activities Director, the 
Children's and Teenage Program Co-ordinators - had not been withdrawn, 
but this was not significant as the Director was a new appointee who 
commenced during the Withdrawal in a situation where she was working 
under an indigenous co-ordinator, and the other two persons were away 
for most of the period due to holidays or camps. They were not able to 
intervene or provide support and maintained a neutral position.

The support workers on the other hand emerged in an ambiguous 
position, for whilst their maintenance of important administrative 
procedures had been crucial, their strong role was resented by some

♦ staff and family members who felt that they had become too piowerful 
and proscriptive, influencing decisions out of proportion to their 
rights in the Centre. Yet, they had merely continued their normal 
activities: whereas in 1977 they had been able to position themselves
behind the Co-ordinator and other professionals, the Withdrawal had 
placed them out in the open without protection, and therefore subject
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to a Scrutiny not previously experienced. The eagerness with which the 
Receptionist“whs replaced with ah indigenous worker was not only an 
indication of the expanding skills of the family members, but was also 
a result of a wish to break with past relationships which were no 
longer applicable or acknowledged. The appropriateness of stances 
taken in the Family Centre Project’ and early in ARC'S life was dimming 
as the Centre became more independent.

The support workers had not had to deal direfctly with ARC'S
external commitments during the Withdrawal - relations with the
Brotherhood, Social Welfare Department, other agencies, etc. - although
they proffered their advice on submissions for funding, etc. as
required. The period allowed control of such liaison to become the
responsibility of indigenous workers, unlike the situation in 1977

32where such matters had been under the Co-ordinator's control, and 
set in motion a process which allowed outsiders to see ARC more 
directly as an organisation controlled by low-income persons, and less 
identified with the Co-ordinator as its leading professional.

The pattern of 'personalisation' which had been previously
apparent in the delivery of resources extended itself throughout the
organisation, so that by the end of the Withdrawal iridividual
indigenous workers seemed to be entrenched in their various sectors -
SWOP, staff supervision (and the Resource Room), Activities, West ARC,
de-professionalisation - replacement of professional workers with
indigerlous persons - was maintained, little was done to eradicate the
over-identification of particular functions, duties and tasks, with
particular individuals. In May the ARC Conference supported the use
of job rota'tion as a way of sharing power, skills and knowledge, but

33there was no attempt to implement the move. The formation of a 
distinct leadership group reflected the possession of personal authority 
by individual members of the group rather than authority vested in 
individuals by the organisation.

32. Brous, Developing a Low Income Organisation, op cit. , p. 77.
33. ARC Bulletin, 4(10), May 31, 1978, p. 5.



The Staff Supervisor and the SWOP Co-ordinator emerged from the
Withdrawal as the confirmed leaders of "the Centre's staff group, and
as power brokers in their own right they become foci for lobbying on
issues of an organisational and personal nature. Leadership had been
conferred upon them by a combination of personal ability and external
encouragement, particularly from the Co-ordinator, who had chosen to
present a differentiated scale of opportunities to indigenous workers
through 1976 and 1977, through the use of individual supervisory 

34sessions.

The nine months between the Withdrawal's conclusion and the end 
of year was regarded as a period of organisational consolidation, 
although by August no decision had yet been made on the means of
transferring responsibility from the Co—ordinator to the indigenous 

35workers. Most training resources were devoted to the need to 
provide input for those indigenous workers who would be continuing 
with the organisation in 1979 and guiding its direction. In April
1978, Council approved a proposal that the Co-ordinator organise
training sessions for the indigenous co-ordinators, and asked the
researchers to distribute a questionnaire to staff to determine their

3 6feelings and requirements. However, the transmission of skills took 
the different form of consultations between an indigenous worker 
(usually a co-ordinator) and a professional (usually the Co-ordinator, 
but sometimes the Social Action Advisor), with the former requesting 
support and/or knowledge and information to enable the solution of a 
particular problem, the formulation of a strategy or the understanding 
of a process. Whereas the sessions in earlier years had been 
controlled and set up by the Co-ordinator, with the indigenous workers 
conforming to his arrangements, 1978 witnessed a change of attitude, 
such that the consultations occurred upon the indigenous workers' 
instigation.

34. See Brous, Developing a Low Income Organisation, op. cit., 
pp. 84 ff.

35. ARC Council Minutes, April 27, May 18, 1978.
36. BSL Executive Meeting Notes, August 11, 1978.
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In staff and committee meetings there was more group 
interaction over the range of achievements and' feelings than had 
existed previously. This was particularly so when indigenous Staff 
shared and directed a meeting's business, and the process developed 
during the year as the Co-ordinator and other non-indigenous staff 
withdrew to become observers and left participation to others. Some 
undermining qf individuals did take place in these environments, but 
they were not disruptive to the organisation since they were regarded 
as part and parcel of the decision-making procedure. The few seminars 
held during the year were mainly concerned with future planning and 
organisational structure, budgeting and the formulation of strategies 
to deal with the Brotherhood. Little use was made of external courses, 
the ACOSS Conference's workshops in May 1978, being one of the few 
exceptions,.

However, it appeared that some workers had expanded their contacts 
with external resources in other organisations. Such links gave key 
workers - particularly the SWOP Co-ordinator, the Resource Room 
Co-ordinator (formerly the Staff Supervisor), and the Social Action 
Worker - support and alternative sources of advice, and meant that 
they were beginning to form alliances which were not totally dependent 
upon the Brotherhood or ARC's professionals.

The Resource Assistants' Training Scheme did little to expand 
learning opportunities, and as the year progressed less effort was 
made to provide skills and conceptual training to the assistants, who 
were left to their own devices. The appointment of the Staff 
Supervisor as Resource Room Co-ordinator did little to improve the 
situation, since she was over involved in the Centre's administration 
and was able only to co-ordinate tasks and resources, rather* than 
provide learning opportunities on a continuing basis. The use of 
students as an input was difficult due to the resource assistants' 
part-time status and lack of training and experience, although the 
Room's co-ordinator was able to supervise a student for a short time.

The Withdrawal also reinforced the decline of learning 
opportunities for family members, a process which had commenced in 
1977. The turnover of staff was lower and the creation of new
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vacancies very slight, so that fewer family members were able to offer
themselves for employment and training. Little, if any encouragement
was given to staff to move out into the community after gaining
sufficient training and/or experience; the Co-ordinator ascribed the
phenomenon to the protective and stimulating environment of ARC and its

37effect on personal security. Only one instance of movement occurred 
in 1978, when a resource assistant returned to the Collingwood 
Community Health Centre in March after receiving training for six 
months in the Resource Room. As the year progressed and fears about 
future funding grew, some workers gave consideration to securing 
positions elsewhere, but none took any action.

4. Professional Structure in Indigenous Clothing

5

During 1978 consideration was given to revamping the Centre's 
decision-making power, with the aim of legitimating the position of 
the Co-ordinating Team. The direction of the structure had been 
established early in 1977 by the Co-ordinator when predicting the 
Centre1s future structure:

The organisation will be increasingly run by the member
ship, led by the indigenous staff. Their style of 
leadership will be more autocratic and committees and 
councils will exist more for accountability than for 
decision-making before action is taken. The real power 
will reside with staff, with the representative 
structure of the Council and committees legitimating 
their work and being an important public forum and 
check against deviation from the fundamental principles 
of the organisation. There will remain the need to have 
a resident professional who can be a support and mentor 
for the leadership, as well as mediator behind the 
scenes and a hidden weapon to be used as an advocate in 
some critical situations with outside bodies. This 
person could be a policy officer, accountable to the 
membership and indigenous leadership, but not the head 
of staff.
The Co-ordinator's position as such will vanish and the 
main responsibilities spread oyer a number of indigenous

37. Hayden Raysmith, The Action and Resource Centre: Co-ordinator's
Report, 1976, Brotherhood Qf St Laurence, Melbourne, June, 1977, 
P. 39.

38. ibid. , pp. 37-38.
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Shortly after, a family member adopted this concept and 
presented a proposal to a General Meeting which recognised that 
constant battles over jurisdiction in the decision-making arena would 
result in a victory for indigenous staff. Over time, the membership 
would maintain less power over decision making and become more 
distinct from the staff group. A participatory scheme which allowed 
staff to concentrate on daily matters and gave families the opportunity 
to identify with the Centre, was proposed.

Council would have to provide learning opportunities for low-
income people, to allow decision Hiking to be made on knowledgeable
grounds. The body would comprise staff and external experts and would
not be regarded as the core decision-making forum, but be advisory,
providing policy guidelines,and act as a direct resource. The Staff
Meeting would be the daily focus, interpreting guidelines and applying
them to ongoing situations. The existing standing committee structure
would stand between the Staff Meeting and Council, with each committee
maintaining a representative on the Council. The involvement of
family members would be through a social club where activities and
other programs would be provided. The link between the social club
and the Staff Meeting would be the resources provided by ARC and the

39developmental processes which flowed from them.

The proposition was not accepted at this time, although it set
the framework for future action. In 1977, the Co-ordinator had felt
that ARC would become more important as an information and action

40centre and forge new links with community-based organisations, but in
April 1978 he felt that 'ARC could develop into anything from a
coalition of self help groups for the disadvantaged to a hand-out 

41welfare service'. He differentiated the options as follows:
(a) a'non-problem focus emphasising social activities 

and participation, enabling provision of transport

39. ARC Bulletin, 3(7), April 20, 1977, pp. 9-11.
40. Raysmith, Co-ordinator’s Report,■ 1976, op. ait., p. 38.
41. Hayden Raysmith, The Action and Resource Centre: Co-ordinator's

Report, 1977, Brotherhood of St Laurence, Melbourne, April 1978, 
p. 36.
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resources and development of group work and activities, 
as well as other resources, information and opportunities 
for social action, if required;

(b) a personal development and training emphasis with 
concentration upon learning programs, such as SWOP and 
the Resource Room, with ARC's transformation into a 
learning institution for indigenous workers and (maybe) 
family members;

(c) experimentation with new programs to permit greater access 
to resources, such as holiday hosting, savings and loans, 
etc., although some fragmentation of ARC's organisation 
and increased upward mobility, together with a need for 
more skilled personnel, could have an adverse effect;

(d) provision of careers and opportunities for upward 
mobility, requiring a fairly permanent core of trained 
staff to maintain the organisation, with the possibility 
of seeding indigenous workers in external organisations;

(e) social action and mobilisation of low-income persons 
into a movement would require development of issues 
and adoption of conflict methods, with the utilisation 
of support from the sympathetic non-poor;

(f) participation in policy formulation would result in 
concentration on improving articulation of low-income 
spokespersons and the policies they disseminated;

(g) a redistributive function would involve maintenance of 
funding sources and localisation of operations;

(h) federating all self-help groups under an ARC umbrella 
would necessitate provision of administrative resources, 
with ARC'S other projects becoming autonomous 
affiliates;

(i) catering for all low-income persons would widen the 
ambit of membership, and could result in a shift in 
emphasis from the family to individuals;

(j) formation of a sharing-caring community of low-income 
people would require input from non-member volunteers 
and professional and other support staff;

(k) concentration on providing new knowledge and ideas in 
welfare, necessitating an increase in research and
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evaluation, with links to social action and fundraising;
(1) maintenance of a power base for low-income people,

retaining the skilled and powerful members, whilst
resolving internal conflicts, developing political
strength and negotiating skills, diversifying sources
of funds, owning property and developing economic 

42power.

ARC had utilised elements of all the above during its existence, 
and despite the categorisation, it did not appear that all the options 
were mutually exclusive. Thus, a non-problem focus (a) could not 
escape the need to consider personal troubles, and could be matched 
with the provision of greater access to resources (c), the formation 
of a sharing/caring community (e), and the institution of a 
redistributive function (g). A training emphasis (b) went hand-in- 
hand with the provision of careers and upward mobility (d), and many 
other linkages were conceivable. On the other hand, a distinct focus 
on one or other area was possible, but it could not escape the need 
to provide ancillary supports, unless it was able to build an 
efficient and effective organisation with a clearly identifiable 
function which would maintain its credibility. If this was not the 
case, the Centre could lose its base of support: the very fact that
ARC's activities had spanned the range of options may have been 
influential in its maintenance of a base, for it had been able to 
satisfy a variety of needs, albeit at a number of levels.

The indigenous proposal of 1977 was a form of option (g), and 
in 1978 it gained the ascendancy, it being felt that an efficient 
administrative structure in ARC required a separation of the social 
needs of family members from the bureaucratic and service tasks of the 
Centre's staff. A reformulated structure was presented by a family 
member and the (indigenous) research worker at the May ARC Conference, 
and it was discussed together with the twelve possible options 
presented by the Co-ordinator. A working party was set up to consider

42. ibid., pp. 36-38.
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the structure, with a membership of t;hree staff and three family members,
and it was decided that part of .the weekly staff meeting would be

43devoted to discussing the emphases of ARC m  the future. A
simulation game was commenced at a weekly time, where the Co-ordinator's
options were each represented by a staff op family member who would
try to convince everyone that the option was the most important

» direction of the Centre, and it was hoped that the experience would
44give members some idea of what ARC would be in 1979.

Discussions continued from May until August, becoming intertwined
with the negotiations between the Centre and the Brotherhood over
ARC's future: ,at one stage open meetings were held every day for a
five week period, indicating the seriousness of the issue. In July,

45the Centre presented Fronts Middle3 and Back: ARC Proposals for 
consideration: the Back Proposal incorporated many of, the principles
supported in the 1977 indigenous conception, but the matter was 
referred to a joint ARC-Brotherhood working party for consideration.*
The Co-ordinating Team continued as the major forum for indigenous 
staff decision making, supplemented by staff meetings, and each 

• original co-ordinator remained in the position designated to them in
December 1977.

Pressure from the Resource Room staff for a co-ordinator prompted
the Staffing Committee to recommend the appointment of an indigenous
worker to the position; on the ARC Co-ordinator's recommendation, the
(then) Staff Supervisor was allocated the additional duties since she

. . .  46was already heavily involved in the Room's activities. Her 
appointment marked the first step in the formal introduction of the 
new organisational structure, and was soon followed by a General 
Meeting of the membership where ABC’s Proposal for the Future was 
presented for consideration.

t The document had been the product of a joint ARC-Brotherhood 
Working Party, established by the two bodies' negotiators to devise a

43. ARC Bulletin, 4(10), May 31, 1978, pp. 4-5.
44. ARC Council Minutes, May 18, 1978.
45. See Appendix 1.
46. ARC Council Minutes, August 10, 1978.
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framework for an autonomous centre, and had the stamp of both
organisations impressed in its content. The major aspects*of the
proposed change were similar to the indigenous proposal of the previous
year, separating the needs of family members from the tasks of
organisational maintenance, administration and delivery of services.
The Council was to continue as a nine-member body, but staff were to
be denied representation. Three new committees - the Unit Co-ordinating
Committee (UCC), the Finance and Legal Committee and the Social Action

47Committee - replaced the old standing committee structure. Each 
sector of the Centre would become a unit in its own right with an 
indigenous co-ordinator who would sit on the UCC, which replaced the 
Co-ordinating Team as the functional decision-making body on a day-to- 
day basis; the initial units covered SWOP, Activities, the Resource 
Room, Consumer Rights and Credit, West ARC, Lone Parents and Childcare. 
However, it was decided that the Lone Parents Unit was not warranted 
as a separate entity due to its perceived duplication of other services, 
and it was incorporated into the Resource Room Unit. The Childcare 
Unit did not exist, but was left in as a planned area; three other 
units - Administration, Research and Legal Rights - were added after 
further consideration.

The chairperson of the UCC would be an indigenous co-ordinator and 
take the leadership role from the ARC Co-ordinator, who was to be 
allocated a narrowly defined administrative role, and be known as the 
Secretary/Administrator. The Social Action Advisor's post would be 
retitled as Social Policy Worker with a task of formulating policies 
for the Centre which used the indigenous view as a starting point, 
refining'them for external application. The general role of 
professional and support workers was to be constrained by the new 
structural arrangements to ensure a minimum of intervention and 
direction, and to encourage staff (in the first instance) and family 
members to take charge of the Centre as fully as possible. Membership 
of the Committees and the management committees of each unit was open 
to all except Councillors, and non-indigenous staff would act as 
resources, as required, rather than become members of committees in

47. The functions of the Committees are described in the section 
'Participation and Organisational Development'.



6 5

their own right.

Four further co-ordinators were soon appointed, one each for SWOP, 
Activities, Consumer Rights and Credit, and West ARC, and all the 
appointees were the prior key indigenous workers in each area. The 
appointments were not competitive, for Council felt that since the 
organisation had an obligation to perform well and give value for the 
funds it received, it was no longer sufficient to accept individuals
as staff members unless they definitely had the skills for the

. . 49position.

The Co-Ordinator was directed by the Council to adopt the role of
Secretary/Administrator and devise a job description for the position.
During the period of experimentation he moved away from the central
decision-making bodies, attending UCC only upon request, although he
continued to attend Council to build up a servicing capacity. In
November he presented his report, and outlined two distinct aspects
of the position: one was a straightforward administrative role and
the other was the aspect of dealing with conflicts and organisational
development. Since the Unit Co-ordinating Committee would deal with
day-to-day problems and would be headed by an indigenous chairperson,
it was possible that that person could carry out the Secretary/
Administrator"'s duties. The double role previously played by the
Co-ordinator was one of great power and the coming three-year period
would require a different conceptualisation of directive roles, for
it was important that an indigenous person would be seen as the
leader of the Centre, and not a professional." The task could be
handled by a single indigenous person sharing responsibilities with
others, or could be vested in its entirety in a group. As the
Co-ordinator had been appointed by the Brotherhood, the position had
been conceptualised by that organisation in consultation with the
Family Centre Project; the Secretary/Administrator would be controlled
by Council who would make the appointment, and a new conceptualisation

50of the role would be required.

48.
49.

5 0 .

Geneva! Meeting Minutes, August 18, 1978. 
ARC Council Minutes, September 7, 1978. 
ibid. , November 13, 1978.
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However, the Co-ordinator's conception was not accepted at a 
joint meeting between the Council and the Unit Co-ordinating 
Committee,^1 for whilst it was recognised that the Secretary/ 
Administrator should not be a controller of the organisation and that 
leadership should be vested in the UCC Chairperson, the administrative 
and accounting needs of the organisation required a skilled person.
An indigenous worker would not necessarily have the aptitude for the 
position, and the combination of the two roles would place a heavy 
load of responsiblity on the shoulders of one person, with consequent 
problems of stress, strain and ineffectiveness. The separation of 
roles was clearly acceptable to the staff and active family members, 
although there was some fear that the specific removal of a counselling 
and problem solving responsibility from the Secretary/Administrator's 
duties would cause problems. Nevertheless, the realisation that ARC 
would be moving into a new domain from 1979 assisted the acceptance of 
the job specifications.

Traditional organisations tend to have structures where decision
making power is centralised in the higher strata whilst day-to-day 
operational decisions are left to lower-level workers. The degree to 
which decentralisation of the power to make operational decisions 
occurs, determines the cohesiveness of authority, so that a greater
degree will foster the development of various action frameworks at 

52lower levels. The innovative proposal implemented during 1978 
allowed for a small core of decision makers at the higher levels - 
the Council and the Unit Co-ordinating Committee - and a larger group 
of operational decision making positioned within the units. The 
decentralisation of authority was not constant throughout all units, 
but depended upon the willingness of a unit's workers to take charge 
of their own administrative decisions or to cede authority back to 
the UCC. Within units the modes of decision making differed, some - 
SWOP, the Resource Room and Activities - establishing management 
committees with a membership wider than just the workers, whilst others

51. ibid., November 15, 1978.
52. D. C. Pugh, D. S. Hickson, E. R. Hinings and C. Turner, 

'The Context of Organisational Structure', Administrative 
Science Quarterly, 14(1), 1969, pp. 91-113.
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Research, CRASASC, West ARC - comprised only the units' staff.

The operating modes of the units differed, often depending on the 
personal capacities of the individual co-ordinator and his/her workers, 
so that some were more traditional - little outside participation, 
hierarchical structures, whilst others moved to adopt alternative strat
egies - co-operative decision making, wider consultation, etc. Thus, 
there was a combination of routine and random modes of decision making 
within the units, and of information transfer from the units to the 
committees and Council. As in 1977 there were elements of both tradit
ional and alternative modes, with the central decision-making structure 
imposing a general operative framework upon lower-level workers, who 
interpreted the framework according to their own needs and perceptions.

The imposition of such a framework did not arrest the tendency
for some units to regard themselves as somewhat autonomous from the
ARC structure and move to create their own identity. The SWOP Unit
in particular showed signs of straining at the leash and sometimes
needed to be reminded of its obligations to the Centre. A particular
incident involved the unit's intention to print and use its own
letterhead, which prompted a reprimand from the Social Action Committee
and a comment that the Centre was a total organisation and not just an

53umbrella occasionally covering other programs.

The Co-ordinator was aware of the lack of cohesion and although he 
felt that teamwork had improved during the year, it had not reached 
the level he had hoped for:

My hopes were that the withdrawal of the professionals, 
and then the consolidation of teamwork through 
co-ordinating teams in the new structure and the like, 
would mean that we would get a degree of pulling 
together amongst key people.
The old wounds and the personality clashes and rifts 
continue to be opened up fairly regularly and fairly 
easily.The only thing that noticeably improved was 
their ability to manage conflict of that sort ....
Council managed conflict better, the Co-ordinating Team

53. ARC Council Minutes, November 14, 1978.
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managed better in that it didn't degenerate into
destructive behaviour nearly as much as it used to....
Under the new structure....the teamwork became
institutionalised to a large extent._ „54

5. Alternative Development or Conservative Co-option

The opening up of the Action and Resource Centre to the low-income 
community in 1976 had resulted in the existence of particular problems 
of organisational efficiency, and the lack of a co-operative ethic 
amongst the Centre's staff. Over time, however, the absorption of the 
Centre into the mainstream welfare community became apparent through 
the adoption by the indigenous staff of traditional methods of 
achieving social change, so that eventually a choice had to be fnade 
on the continuation or amendment of ARC'S directions. The organisation 
could steer itself towards society's fold and be integrated into the 
ongoing welfare structure, which would reinforce its capacity to 
survive, or it could become differentiated and isolated from main
stream arenas, increasing its vulnerability to attack but providing 
a clear alternative for low-income persons.

The process of organisational development could be effected in 
one of two ways. A controlled approach would involve managerial 
directions from a central unit(s) downward to the lower implementational 
areas. A consensus-based approach utilised communication from a sup
portive base of ideological and political interaction upwards to a 
central core of managers, policy-makers and strategy-planners for imple
mentation. A greater emphasis on consensus will result in a lower rate 
of effectiveness and achievement but a higher rate of member support, 
whereas the opposite is usually the case when control processes are 
dominant. When both processes are weak, an organisation will drift and 
be undirected."^

Early in the 1976-78 triennium, the Co-ordinator had made the 
decision that a consensus-based approach to organisational development

54. Personal interview, January, 1979.

55. Amitai Etzioni, 'Introduction', in J. P. Nettle and Roland 
Robertson, International Systems and the Modernisation of 
Societies, Faber and Faber, London, 1968, p. 12.



would require an amount of energy and a scale of resources over and
above that which was available to the Centre, and that agreement
amongst participants on the implementation of goals was an impossible
achievement. Vulnerability would increase, and ARC'S power to alter
the situation of low-income individuals and families would be weakened
by factionalism. Consumers would be handed greater responsiblity in a
situation where the power to make decisions and distribute information
was held by a traditional elite, such that the capacity of low-income
persons to make effective and efficient decisions would be undermined.
The probable disruption to organisational maintenance which would
result would jeopardise the prospects of long-term survival, which was
not in the Centre's interest. Rather than encourage ARC to remain
localised and isolated from the wider decision and policy-making
networks, the Co-ordinator steered the Centre towards the centralised
and mainstream welfare structure, fostering ARC'S affiliation with
nationally - and regionally - based bodies. The network of support
would assist a consumer-based Centre to maintain its impact and
credibility in a professionally-based environment, improving the
organisation's status amongst professionals and consumers. Low-income
persons would view the Centre as the organisation which best
represented their interests, and would maintain their affiliation out
of a sense of community involvement rather than as a result of
dependency on the resources ARC provided in its capacity as a welfare 

56agency.

In April 1978, the above conception of the Centre was challenged
by the four Activities personnel - three of whom were professional

57workers - in a paper written for the ARC Bulletin. Within the 
context of defending the Activities Unit from criticism and financial 
stringencies, the workers felt that ARC was rooted in a developmental 
approach to welfare. The writers did not adequately define such an 
approach, but it appears that a developmental strategy would be 
concerned with the alteration of society's institutions to reduce 
inequalities and provide for a more equitable distribution of resources.

56. See Brous, Developing a Low Income Organisation, op. cit. , 
pp. 175 ff.

57. 'Activites in ARC - To be or not to be, that is the Question', 
ARC Bulletin, 4(7), April 6, 1978.
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Mainstream strategies would be remedial (postulating changes in an 
individual to ensure a greater ability to participate in society) 
or preventive (where it is assumed that an individual's environment
needs alteration). On the other hand, the paper suggested that: ’

whilst the Action and Resource Centre would seem to be 
a natural development of the Family Centre Project, time
has demonstrated that they are two very different *
programs. There has been a shift in emphasis in the
developmental approach, in the methods used and the way
resources are allocated. Staff and Volunteer Resource
Workers (i.e. Resource Assistants) have been able to
press their claims for resources to be allocated to
service delivery and social action at the expense of
family members who want more resources for activities
and community development.

The scaling down of an activities sector diminished the impact of 
a developmental strategy, and resulted in the loss of family members 
to the Centre. If ARC did want to be viewed as- the organisation for 
low-income people, it required a strong membership, otherwise it ran:

the very real risk of becoming an anachronism. It will 
continue to develop the resources which will enable it
to speak and act on behalf of low income people, but can «
it for much longer claim to represent the low income 
community if there are no low income families left in it?

It was felt that competition between ARC's sectors for resources 
was self-defeating and that service delivery activities and community 
development and social action had to co-operate in a participatory 
structure for the Centre to benefit.

In examining the interaction of the above viewpoints, it is 
possible that the Marcusian concept of 'repressive tolerance' can be 
applied to ARC's organisational strategies - as it was to its program 
of resource delivery in 1977^ - where alternative modes of

58. Concetta Benn, The Family Centre Project, Third Progress Report, 
Brotherhood of St Laurence, Melbourne, 1974, p. 16.

59. ARC Bulletin, 4(7), April 6, 1978.
60. David Brous, The Second Year of the Action and Resource Centre: 

Giving, Receiving, Servicing - The Indigenous Model, Brotherhood 
of St Laurence, Melbourne, November, 1978, p. 10.
The term 'repressive tolerance' is Herbert Marcuse's, A Critique 
of Pure Tolerance, Beacon Press, Boston, 1965.
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of participation and decision making were adopted, but became 
ineffective when programs were incorporated into mainstream 
structures and lost their distinctive identities. The concept

* postulates that the maintenance of hegemony by traditionalists and 
conservatives is assisted by their control of mechanisms which minimise 
the effectiveness of alternative conceptual frameworks. Instead of 
being overtly suppressed, the challenging ideas are co-opted into the 
traditional framework, seemingly to enable the alternative modes to be 
more widely expressed but in reality to absorb them into the ongoing 
and dominant ideology. When the power to interpret alternative modes 
is taken from those who put them into 'practice' and placed in the 
hands of others against whose interests the former are working, the 
development of the challenging ideas is suddenly placed in a 
conservative harness, and effectiveness is constrained.

The Family Centre Project had been prepared to develop an
. alternative structure of resource disbursement and participation but

its base of stable financial support and its prestigious complement of 
professional workers permitted it to maintain its direction unfettered

* by external considerations. The Action and Resource Centre was not
envisaged as a demonstration project, and it was hoped that it could
develop a structure to continue the project's work with a wider group
of low-income people. The framework of the Developmental Model which
had governed the project's work continued to guide the Centre's
workers, although the Co-ordinator's strategy of adopting a control-
based approach to organisation development - rather than one based
upon consensus - established two parallel frameworks of action. The
integration of the two was not an easy task, and the experience of the
triennium indicated the difficulty which the Co-ordinator had in
breaking -down the appreciation of the Developmental Model by staff and

61older family members.
»

The stratification of the availability of tangible inputs resulted 
in only a slight knowledge by newer members of the Model's existence 
(Fig. 1)., and the applicability of the developmental principles to

61. See Brous, Developing a Low-Income Organisation, op. cit., 
pp. 177-180.

m
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their daily activities was questionable, especially when the range of 
inputs directed towards staff and older family members was greater 
than for other individuals. Further, the developmental potential of
the inputs was governed by the methods utilised to distribute them to • •
low-income individuals. Without sufficient checks on individual 
activities or the maintenance of a common approach to organisational
functioning by the Centre's practitioners, the developmental aspect *
of the inputs could be undermined by those of a remedial and/or 
preventive nature.

The impact of the developmental approach was lost in a stratified 
structure where differentiation was based upon individual capabilities 
and characteristics, that is, behavioural factors. As Figure 1 indic
ates, the extention of the Family Centre Project's model into the ARC 
structure demonstrates the change in orientation. If the methods are 
construed in developmental and remedial/preventive terms, it appears 
that an individual's distance from the objectives of the Amended 
Developmental Model influenced the balance of the two approaches, with 
the developmental forces shrinking as distance increased. The smaller
number of inputs not only lessened the acquisition of the particular •
power, but also prevented individuals from viewing the objectives of 
the model.

In 1977 it had been felt that the Centre's emphasis was clearly
62skewed toward the remedial/preventive approach. Greater attention

was given to changing an individual's short-term environment rather 
than society's institutions, so that problem-oriented strategies 
predominated over those which were resource-centred. It was 
therefore easier for the organisation's practitioners to affect a 
form of social control over those who sought assistance, rather than 
to instigate a process of social change amongst the group of low- 
income persons. The perception of resource seekers was that the *
Centre's workers were professionals, since solutions were often 
imposed rather than discovered through participation and free choice;
the accountability of resource providers was not to consumers but »

62. ibid. , pp. 181 ff.
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directed within the organisation. The lack of accountability was due 
to the style of decision making, for staff dominated the processes 
and the opportunities for rank and file consumer participation were 
slim. Discrimination of access to the range of tangible inputs 
reinforced the hold of the remedial/preventive approach upon the 
Centre's organisational expansion. In only one respect - the desire 
to avoid stigmatisation of consumers - was the Centre's work develop- 
mentally oriented, although the degree of growth which resulted did 
not necessarily maximise individual potential, with confirmation of 
static.perceptions and the creation of dynamic personalities taking 
place simultaneously.

The confused synthesis of the two approaches within the ARC 
framework appeared to be a direct result of the integration of the 
Centre into the mainstream welfare community, and the application of 
the concept of 'repressive tolerance' upon its efforts to change signif
icantly societal processes or to apply alternative modes of community 
development and resource distribution. On an individual level, 
integration of the varying perceptions into a unitary conceptualisation 
was never achieved, for the lack of teamwork and the prevalence of an 
individualist ethic of achievement encouraged diversity of thought and 
action. The control-based organisational strategies adopted by the 
Co-ordinator encouraged the disaggregation which a consensus- 
oriented approach might have eschewed'. The contrasting objectives in 
the amended Developmental Model and the maintenance of a generalised 
set of organisational goals were symptoms of the differentiation 
within the total membership.



THE ARC WORK ENVIRONMENT

1. The Workers

In 1977 it had been discerned that a stratification of the staff of 
ARC existed, by which individuals were categorised according to their 
position and range of duties. A hierarchical 'managerial' structure 
guided the development of administrative relationships and procedures. 
The needs of efficiency and greater effectiveness required a clear def
inition of duties and tasks, centralisation of decision making, and more 
thorough implementation and follow-through. Staff adopted the structure 
with little difficulty, concentrating upon their own areas, and orient
ing their work to reflect their understanding and ideas.

Staff could be categorised into professionals, support workers, 
non-indigenous SWOP workers, indigenous workers and resource assistants, 
and although the typology was not openly acknowledged, staff functions 
were differentiated accordingly. Amongst the professionals, the Co
ordinator maintained the highest standing, and other professional 
staff - although important figures in their own areas - could not match 
the influence he wielded over the total organisation.

Support workers formed strong relationships with staff members, 
shifting their focus from family members. They were not a cohesive 
group, and did not have a common conception of their role in the Centre 
or of the goals of the indigenous staff, although those who had worked 
in the Family Centre Project had the clearest understanding. All look
ed to the Co-ordinator for assistance, guidance and support, although 
he felt that the moulding of a common understanding and the appease
ment of support workers' fears were detrimental to the satisfactory
completion of their work. The SWOP staff were an ancillary group, who 
undertook similar tasks but did not have the same degree of contact with 
the whole Centre, and were never regarded as part of the support worker 
stratum.

Indigenous workers were the core group around which the organis
ation's work revolved, receiving the greatest amount of developmental
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input. Their large number (10) and varied tasks, together with their 
seniority' and the importance »of their work,* all contributed to a lack 
of cohesiveness in the group. Resource assistants, being the newest 
category, were an untried group, and due to their part-time employment 
and lack of previous involvement, did not have high status. However, 
their ongoing contact with resource seekers made them workers who were 
most aware of family members1 problems.

Family members acted as volunteers at times when staff were unable 
to fulfil all their commitments due to illness, holidays or other work 
pressures. They were especially useful in the preparation of social 
functions, but were never highly regarded by staff as a result of their 
services.

Seven positions which existed in the Centre in 1977jwere not part 
of the establishment in 1978 (Table 1)*: one professional was trans
ferred out of the Centre, a support position was transformed -into an 
indigenous post, one indigenous position disappeared, and of the 'three 
lost resource assistantships, one was absorbed by the .SWOP ̂ training 
scheme. The function of the volunteers' co-ordinator also lapsed. The 
number of lost positions during the year compared favourably with 1977 
when eleven positions had been discarded, mainly indigenous posts. How
ever, only eight new positions were created during 1978 as against twenty 
in 1977:  ̂ the five full-time jobs were allocated'between the indigenous 
staff (3) and the SWOP staff (2), with the addition of two part-time 
support workers and one part-time indigenous worker. There was a net 
gain of indigenous staff and the fewer*vacancies.indicated a greater 
stability of the staffing structure as the process of organisational 
consolidation was sustained. Two of the new positions were filled by 
persons who transferred from other jobs in the Centre, whilst one of the 
lapsed positions became redundant after its occupant transferred' into 
an existing vacancy. In addition, four workers experienced significant 
changes to their, duties during the year, in particular the co-ordinators, 
with' the Staff Supervisor undergoing the greatest transformation. One

1. It should be,noted that an extra allocation of funds was given to
the Centre by the Brotherhood in 1977 to permit an expansion of
staff.

■n ■
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Table 1: STAFF STRUCTURE IN ARC: 1977-1978

Position Status Hours per week
■ 1977 1978

a,b Co-ordinator P 40 40
Co-ordinator's Secretary S 40 40
Social Action Advisor P 32 32
Social Action Worker I 40 40
Bulletin Editor I 10 10

a,c Research Worker P 40 -
a,d Indigenous Research Worker 1/Co-ordi-

nator I 40 40
a,e Indigenous Research Worker 2 I - 40

Activities Director ,P 40 , 40
Activities Worker/Co-ordinator I 40 40
Coffee Lounge Worker I 20 ’ , 20
Holiday Host Worker S 24 24
Children's Program Co-ordinator P 12 12
Teenage Program Co-ordinator P - 8 32
Accounts/Book-keeper s 40 40

f Receptionist s 40 -
Receptionist (Indigenous) I - 40
Typist/Minutes Secretary s 40 40
House Manager I 40 40
Assistant .House Manager I 20 -

Administrative Resource Assistant R 20 -
g Staff Supervisor/Resource Room Co-ordi

nator I 40 40
Resource Room Support Worker s 40 40

h Housing Resource Assistant 1 R 20 20
h Housing Resource Assistant 2 R 20 20
h, i Gas/SEC Resource Assistant R 20 -
h Social Security Resource Assistant 1 R 20 20
h Social Security Resource Assistant 2 R 20 20
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Position Status Hours per week
1977 1978

e Lone Parents Resource Assistant R 20 20
Legal Rights Worker/Co-ordinator I - 20+
SWOP Co-ordinator I 40 40

j SWOP Resource Assistant R 20 -
SWOP Training Officer 1 Sp 40 40
SWOP Training Officer 2 Sp - 40
SWOP Book-keeper Sp 40 40
SWOP Trade Supervisor Sp 40 40

k SWOP Driver Sp - 40
Accounts Clerk/CRAC Co-ordinator I - 40
Credit Union Clerk s -

h Savings and Loan Resource Assistant R 20 20
West-ARC Co-ordinator I 40 40
West-ARC Youth Worker S - 16
Volunteers Co-ordinator V m _

Note; P = Professional I = Indigenous Worker
S = Support Worker R = Resource Assistant
Sp = Support Worker (SWOP) V = Volunteer

(a) Employed by the Brotherhood of St Laurence and not 
sugject to ARC staffing criteria.

directly

(b) Retitled Secretary/Administrator in November 1978.
(c) Transferred to the Brotherhood in 1978.
(d) Included responsibility for Lone Parents-Resource 

per week) in 1977 and early in 1978.
(10 hours

(e) Established December 1977
(f) Abolished March 1978.
(g ) Title and function altered in 1978.
(h) Established October 1977.
(i) Lapsed April 1978.
(j) Incorporated into the SWOP Trainee Scheme in 1978.
(k) Up to forty hours weekly.
(m) No fixed hours.
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worker experienced an increase in working hours, although no workers 
were cut back in the time they were employed.

Some insecurity resulted from problems with budgetary allocations,
and in August there were fears that a shortfall in the budget of
$3,800 might result in the demise of the Children's Program and the
termination of the House Manager's position. A submission was made to
the Brotherhood for funds and its positive response permitted the con-

2tinuation of the activities.

There was little competition amongst the membership for the 
vacancies, either as a result of the sophisticated indigenous skills 
which were required or because the position was specified for a pro
fessional or a support worker. Only one position was competitive - the 
Receptionist's post - for a number of women in the Centre had skills in 
the field, having relieved the previous incumbent when she was other
wise committed. As the year progressed, the old principle of advertising 
positions when a change of duties in an existing job was proposed was 
abandoned, so that the appointment of the unit co-ordinators simply 
involved a Council decision, without the need for open selection.

In 1978 the categorisation of staff could still be maintained, 
despite changes in the standing and influence of each particular group 
and the introduction of the unit structure of administration. Amongst 
the professional workers, the Co-ordinator remained the most dominant 
and distinctive, and it was only towards the end of the year that his 
stature decreased. The Social Action Advisor took a very low profile 
following her return to the Centre in March, and she moved away from the 
stance she had maintained in 1977 when she had acted as a skilled re
source to the Centre's workers. Her professional status flowed from her 
position and not her actions.

Other professionals were not of central importance to ARC. The 
Researcher was transferred to the Brotherhood, where he remained in 1978. 
The Activities Director was absorbed into the activities sector whilst 
still a new appointee and remained under the authority of an indigenous

2. BSL Executive Meeting Notesy August 11, 1978.
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co-ordinator. The Teenage and Children's Program Co-ordinators re
mained involved in their part-time activities.

* Support workers retained a low profile in 1978, a carry-over from 
the arrangements of the previous two years. They remained an in- 
cohesive group, which was reinforced by the departure of the Co-

ft ordinator's Secretary in March and the Receptionist in April: • the 
latter had wished to take leave without pay for a period of six months, 
but a decision to 'indigenise' her position made her redundant, and she 
was forced to resign. There was continued antipathy within the group 
toward the Typist, but this was countered by the appointment of a well- 
liked replacement to the vacant post of Co-ordinator's Secretary; with 
the Resource Room Support Worker she maintained strong and close links 
with the Co-ordinator. The JTypist forged links with family members, 
whilst the Book-keeper gave higher priority to the development of his 
work and the transmission of his skills to an indigenous person. The

* three part-time support workers - Credit Union, West ARC You-th Worker, 
and Holiday Host Co-ordinator - were involved in their own-areas of 
work and had little overall contact and influence in the Centre.

%
The SWOP support staff remained isolated from the rest of the

Centre, a situation reinforced by the program's funding problems which
increased insecurity and required constant attention. A newly appointed
Trades Supervisor resigned in the new year, as did his replacement in
the middle of 1978, both to go to more secure positions. One of the
Training Officers resigned for similar reasons in December, 1978. The
Book-keeper was retained only as a result of a Brotherhood grant for a
three month period from July, and although the support was continued
until the middle of December, there were a number of crises associated

3with her employment. All staff, including the appointees to the 
second training position and the driving post had little interaction 
with non-SWOP staff, and no influence on the Centre's decisions.

Indigenous workers could be divided into administrators and
* functionaries. The former comprised all co-ordinators, plus the Social 

Action Worker and the House Manager, all of whom were decision makers

3. 'Ibid, j July 28, October 27, November 3, December 1, 1978.



on a daily basis. The latter had a set regimen of duties which they 
carried out, but they were not in a- position to determine priorities 
and strategies. Thus, the distinction that had applied in 1977 on 
similar lines remained in force,' and together with an intense male/ 
female rivalry, seniority and Style of employment (full- vs part-time), 
the significance of one's work was one of several factors which con
tributed to incohesion. The unitisation of the Centre's sectors
cemented the divisiveness by re-orienting indigenous workers' reference 
points away from the total organisation and into a structure of work 
which revolved around a small and distinbt set of individuals.

Resource assistants had consolidated their position in 1978, and 
after enduring several resignations and departures early in the year, 
developed into a largely cohesive group, with the exception of one 
person. In February their designation was altered to 'Volunteer Re
source Worker', although they continued to be known by their former 

4title. As a group they wielded a great deal of influence m  decision
making forums, although their impact as individuals depended upon per
sonal qualities of presentation and credibility. They derived their 
power from their ongoing experience with family members and their 
varied backgrounds and experiences.

Volunteers were no longer a group, for With the departure of the 
Co-ordinator of Volunteers at the end of 1977, little effort was made to 
plan the supply of such labour. Any voluntary work was undertaken on an 
ad hoc3 piecemeal basis.

2. Conditions of Work
Working conditions in 1978 were almost unchanged from 1977.^ Staff 

generally worked a forty-hour week and were paid salaries in accordance 
with relevant awards and determinations. In 1977, indigenous workers 
had all been paid similar amounts, with marginal acknowledgements of 
seniority, at a rate based on the Brotherhood of St Laurence's private 4 5

4. ARC Council Minutes3 February 2, 1978. The title 'Resource 
Assistant' is used in this report.

5. See David Brous, The Second lean of the Action and Resource
Centre: Developing a Low-Income Organisation3 Brotherhood of
St.Laurence, Melbourne, December 1978, pp. 59-63.
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Welfare Assistants' scale. In 1978 some staff expressed dissatisfaction 
with the differential payments, but a suggestion that all staff be paid 
at the indigenous level was unsuccessful due to the legal requirements 
(and a clause in the ARC/BSL Agreement) which specified that award 
rates had to be applied in the Centre where applicable. After the 
appointment of the unit co-ordinators the Activities Co-ordinator 
suggested that the new appointees should receive a higher wage as a re
sult of the expansion of their responsibilities, but the lack of funds 
prevented the suggestion's implementation, and no adjustment was 
made.̂

No overtime was available, although a 'time-in-lieu' arrangement 
continued, as in 1977. Generally the professional and support workers 
did not claim any entitlements, which tended to reduce the real differ
entiation in rates of payment, but its availability resulted in the 
accumulation of very large allocations by several workers. Some rarely 
took up their option, whilst others would claim periods throughout the 
year. Planning and continuity were disrupted as a result, although 
approval had to be given by a unit co-ordinator or the Unit Co
ordinating Committee's Chairperson before it could be taken up; the 
discretionary approval was weakened in situations where a worker had 
accumulated a large amount of time and wanted to take only a small 
proportion of it. It was supplied on the word of the worker concerned, 
and little effort was made to question the accuracy of time-in-lieu 
claims, especially when time sheets had not been properly monitored.

Support workers often put in more than forty hours of work weekly 
without the benefit of overtime pay or time-in-lieu; not all were 
members of a union, but despite occasional complaints about conditions 
and the pressure applied upon them by professional and other staff and 
family members, little action was taken by them to improve their collect
ive or individual lot. Appreciation was often expressed by others for 
their efforts, but it was always of a spiritual rather than a material 
nature.

6 . ARC Council, Minutes, November 14, 1978.



The long standing 'one family-one worker' rule - whereby no two
people from the same family (husband, wife and children) could be
employed on a permanent basis, to allow the sharing of jobs and to
ensure that family relationships did not interfere with work duties -
was maintained in 1978, although its application was broadened. Where
a staff member needed to be relieved for a short time due to illness,
holidays or attendance at conferences, etc., the ruling was held not 

7to apply. Resource assistantships were not classed as 'jobs' from 1977 
which allowed the spouses of at least two full-time staff members tog'work' in the Centre.

The major change in 1978 was the abolition of childcare allowances.
Originally provided to enable workers to ensure adequate childcare
(usually after school) to allow the completion of work duties, the lack
of policing and the continued presence of workers' children in the
Centre contributed to their ineffectiveness. The maximum payment of
twenty dollars was subject to a simple means test, and had the effect
of increasing salaries by that amount. However, problems regarding the
allowances liability for taxation were raised by the Brotherhood's

gAssociate Director for Finance, and after a protracted period of in
decision, enquiries and pressure, the allowances were removed altogether 
This decision caused seme difficulties, due to the level of personal 
financial commitment and the hardship that a reduction in real wages 
would cause, but rather than approve a salary increase in lieu of the 
allowances, Council decided to release the funds into the ARC Budget 
for general use. To alleviate financial problems, it was decided to 
modify the system of salary advances, so that each staff member was 
entitled to a maximum of three advances in each financial year."*-̂

Resource assistant allowances remained in force during 1978, and 
despite some ill feeling from assistants that they were often working 7 8 9 10

7. ibid., May 18, 1978.
8 . Interim Decision-Making Body Minutes, July 28, 1977.
9. BSL Executive Meeting Botes, October 6, 1978.

10. ARC Council Minutes, December 18, December 19, 1978.
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a forty hour week for a twenty, dollar payment, no changes were made to 
the arrangements instigated in 1977. The low payments had been set at 
the level of earnings permitted for receivers of pensions and benefits, 
and this had not risen during the year. The assumption that all re
source assistants were beneficiaries was valid in all cases, so that the 
assistants would have had more than just the allowance with which to 
support themselves, although they were not permitted to secure advances 
on their allowances, as staff were on their wages.1'1'

The contracts which had been introduced in 1977 to govern the re
lationship between ARC and employees were not renewed in 1978, although 
it might be said that their effect was still enforceable due to the lack 
of substitution of other arrangements. The constant changes in staffing 
proposals which took place during the negotiation process would have 
been impossible to effect if the contracts had been regarded as binding. 
In 1978 no indigenous staff belonged to a union, although some approach
es had been made to the Australian Social Welfare Union in previous 
years.

3. Staffing the Future ARC
Late in October the new positions of Secretary/Administrator and

Social Policy Worker were advertised, but due to their placement in the
feature pages of the relevant newspaper rather than in the classified
section, no replies were forthcoming and the advertisement had to be

12repeated early in November in a more suitable position. There were a
number of applications for the Social Policy Worker's position, but
little interest for the Administrator's post, although by the middle of
November there had been sufficient applications for both positions to
permit the appointment of selection panels and the arrangement of inter- 

13views.

The Social Policy appointment was offered to the Brotherhood's
Social Issues Officer, but as a result of prior commitments he did not

14commence duties until mid-March, 1979. There was some feeling amongst 11 12 13 14

11. iMd.j August 10, 1978.
12. BSL Executive Meeting Notes, November 3, November 10, 1978.
13. ARC Council Minutes, November 14, 1978.
14. ibid., December 18, 1978.
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a section of the membership that the Brotherhood was extending its 
control over the Centre through the appointee, although there was no 
attempt to overturn the decision.

The appointment to the Secretary/Administrator's position attracted 
five applicants, two of whom were regarded as clear possibilities. Over 
time, and after a great deal of discussion amongst the members of the 
selection panel and with the candidates, the choice was narrowed down 
to an experienced welfare administrator with some knowledge of fund
raising. He was appointed to the position in mid-December, but promptly

15changed his mind a few days later, after being offered another post.
The Co-ordinator was naturally unhappy over the matter, particularly
since the drawn out selection process had been deliberately left in
indigenous hands with the intention of permitting full acceptance of
the appointee into and by the ARC structure, only to have the inte-

16gration broken in its final stages by the appointee himself.

The Unit Co-ordinating Committee felt that only two alternative 
strategies were possible given the present Co-ordinator's pending de
parture: to proceed without a Secretary/Administrator, or to ask the
Co-ordinator to remain for a further period of time. The Council opted- 
for the second strategy, and asked the Co-ordinator to take on the tasks 
for a two month period, commencing January 1, 1979, for three days a 
week, during which time an alternative appointment would be made. The 
Co-ordinator agreed to the offer and was to be paid on a pro rata basis
for work with ARC, based on his arrangement with the Brotherhood over

17the previous three years. The Council was unaware of a parallel 
arrangement between the Co-ordinator and the Brotherhood for him to be 
retained for two days a week over a two month period to enable him to 
complete his Report for 1978, or that for the three weekdays spent in 
ARC payment would be deducted from funds allocated to cover change-over 
costs during the transitional period. 15 16 17

15. ibid. 3 December 20, 1978. t
16. Personal Interview, January, 1979.
17. ARC Council Minutes, December 20, 1978; BSL Executive Meeting 

Notesj December 22, 1978.
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By February 1979, the position had been re-*advertised and a 
selection panel consisting of the Co-ordinator, the SWOP Co-ordinator, 
the Research Co-ordinator and a family member Councillor considered the 
applicants for the position. The BSL Executive agreed to meet some

18travel costs and advertising charges from allocated change-over costs.
In March, a decision was made, with the appointee being an accountant

19who had previously assisted ARC and the Family Centre m  budgeting.

Toward the end of the year a number of workers submitted their re
signations. Although the future of the Centre was a little uncertain,
ARC'S re-orientation did not appear to be a major factor in decisions to

20leave. The first to resign was the Children's Program Co-ordinator, 
who had been planning to leave once she completed her teaching training. 
She was closely followed by the senior Training Officer in SWOP who left 
as a result of that Unit's insecure funding position and lack of dir
ection. The Typist left under a cloud in mid-December after her 
efficiency‘was questioned, despite strong family member pressure for her
to stay. In January, the Holiday Host Worker resigned to take a more

21highly paid position in an ethnic community organisation. The Co
ordinator's Secretary departed in February to take up full-time Social 
Work studies, although she retained a part-time position, and the SWOP 
Administrator departed in March.

With the added departure of the two major professionals, the loss 
of the above individuals was a major blow to the Centre. Despite the 
fact that they could be replaced by skilled persons, the accumulated ex
perience of the workers in the Family Centre Project and in ARC would be 
missed. On the other hand, the Centre's movement into a new phase of 
self-management would be assisted by the departures, for the Centre 
needed to break with past tradition, stand on its own feet, and rely on 
its indigenous staff group.

18. BSL Executive Meeting Notes3 February 9, 1979.
19. ibid.3 March 16, 1979.
20. ARC Council Minutes3 October 30, 1978.
21. ibid.3 January 9, 1979.



DECISION MAKING IN ARC

Participation in ARC was expressed through attendance at meetings, 
of which there was a plethora. Every day in the Centre involved at 
least one or more meetings, and at particularly hectic times when 
issues of importance required speedy but widely based resolutions, the 
scheduling of and attendance at meetings became the major task of staff 
members. Council and committees occupied the prime positions, but they 
were supplemented by special working parties, groups and discussions con
vened to consider particular issues, for example the use of vehicles, 
allocation of office space or disbursement of the budget.

The Centre was often a maze of meetings necessitating participation 
by co-ordinators and other staff members, diverting them from giving 
attention to the individual needs of members and other low-income per
sons. The participatory processes became an obsession, consuming large 
amounts of energy, reducing 'the effectiveness of the organisation in 
output to others'.1 The difficulties were reinforced by a continued 
inability to make and operationalise decisions, resulting in a con
tinuing round of referrals and counter-referrals between Council, the 
committees and the working-groups, until a decision was made unilaterally 
by an individual, a collective solution was found, or an issue was 
permitted to run its course and effect its own solution. Inability or 
lack of desire to follow through decisions was a further reinforcement 
in the confusion over decision making.

1. Council and its Structure
ARC and the Family Centre Project pioneered the implementation of 

decision-making frameworks in a welfare context, whereby the consumers 
were enabled to participate in the formulation of policies and strat
egies within an organisation. In Australia consumers had commanded 
little power over decision making, and the establishment of a Management 
Committee followed by a Council in ARC, were expressions of the wish to 
end a system of tokenistic decision making and implement one where

1. Hayden Raysmith, Action and Resource Centre: Co-ordinator's
Report3 19773 Brotherhood of St Laurence, Melbourne, April 1978,
p. 39.
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participation was effective and meaningful.

In 1977 the Council had been forced to reconstitute itself due to 
prior difficulties in maintaining a quorum and processing administrative 
and other submissions, and it developed a framework of action which had 
little impact upon improving its effectiveness or efficiency. Staff 
were granted direct representation, so that at the start of the follow
ing year (1978) Council consisted of nine persons, with five represent
atives of family members, and two each from resource assistants and 
other indigenous staff. Professional and support workers were not re
presented, and it was apparent that representation of staff and resource 
assistants was proportionately greater than for family members.

An independent chairperson from outside the Centre was selected by 
Council to supervise meetings, but the member of the Brotherhood's staff 
who filled the position on a continuing basis during 1977 resigned in 
March 1978. Other individuals from the Brotherhood were invited to take 
the chair at succeeding Council meetings until a decision was made to 
revert to an indigenous chairperson. Three other executive positions 
were filled by councillors, the most important being the Deputy Chair
person who took responsibility for convening the meetings, ensuring 
distribution of papers, liaising amongst the councillors and the rest 
of the Centre, including the Co-ordinator, and authorising and signing 
any external correspondence on social action and organisational matters. 
Thus, the position's incumbent was a leader in the Centre, to be con
sulted by staff on a range of matters, but without the stature of the 
leading indigenous workers, such as the SWOP Co-ordinator or the Staff 
Supervisor. Upon the departure of the Chairperson, the Deputy took 
charge until the Council was restructured in August, and with the 
support of the Co-ordinator she developed her skills in controlling 
meetings and co-ordinating discussion.

The Treasurer's post was largely tokenistic, as responsibility 
for the preparation and supervision of financial matters lay with the 
Book-keeper and the Finance Co-ordinator working through the Finance 
Committee (and later the Finance and Legal Committee). It was only 
in the latter half of the year that the position became significant, 
largely as a result of the incumbent's interest in financial matters
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and his eagerness to participate in and influence deliberations con
cerning expenditure, etc. The Secretary's major responsibility was to 
oversee the Council's paper work, especially the preparation of minutes 
by a support worker, and receive and relay correspondence.

In 1977 the Council's membership had been variable; the changes
in membership were a result of both personal difficulties and structural
developments, with the latter being influential due to the revisions in
the decision-making framework. Resignations and lapses of attendance
necessitated by-elections in 1978, but these were alleviated by the
programming of a general election in May. This was postponed following
the ARC Conference when changes in the decision-making structure were

2mooted. A working party devised a proposal which was presented to the 
Centre in August, and an election for a new Council was set down for the 
end of September.

The Council's restructuring resulted in the removal of staff re
presentatives from the body, with six positions being reserved for 
elected family members, and the remainder being allocated to one re
presentative for each of the Unit Co-ordinating Committee, the Finance 
and Legal Committee and the Social Action Committee. The executive was 
expanded to incorporate the Chairperson as an indigenous position, as a 
result of feelings that a low-income decision-making body should be 
headed by a low-income person, and also as a result of difficulties 
experienced in securing a permanent replacement for the previous in
dependent Chairperson. A councillor was not permitted to be a member 
of a unit's management committee; moves to deprive co-ordinators of a 
vote if they represented a committee were defeated. The body's function 
was to liaise with the Brotherhood and other external bodies, to deal 
with long-term policy issues and consider and approve the day-to-day 
decisions of the Centre's staff, and abandon its previous stance of
scrutinising every decision in detail, which was now the task of the 

3Committees.

2. ARC Council Minutes, May 11, 1978.
3. General Meeting Minutes, August 18, 1978; ARC Council Minutes, 

October 30, November 15, 1978.
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The new Council consisted of four long-time and two new family 
members, whilst the three committee representatives included the Resource 
Room Co-ordinator for the Unit Co-ordinating Committee, and the two 
Income Security Resource Assistants for the Finance and Legal Committee 
and the Social Action Committee. One of the new Councillors who was 
highly regarded was elected the indigenous Chairperson, whilst the other 
was appointed to the Treasurer's position.

Despite the strong support from the staff and membership, the
Council did not commence its responsibilities well. Difficulties with
the negotiating process between ARC and the Brotherhood placed a great
responsibility upon the Councillors who had trouble with conceptualising

4the issues and giving direction to the negotiators. Personal problems 
caused the newly elected Chairperson to resign from her position a few 
weeks after the structure's implementation, and she was replaced by the 
previous incumbent on a temporary basis until the end of the year.^ The 
occasional enforced absence of committee representatives - in particular 
the FAL Committee's delegate - caused concern, but an attempt to permit 
the committees to provide proxy representatives to the Council was not 
accepted, since the family member Councillors regarded themselves as 
directly elected in their own right, and felt that committee represent
ation should not be rotated amongst a number of persons.^

The Co-ordinator provided support during this period, for in his 
role as Secretary/Administrator he was directly responsible to Council 
and was charged with servicing its needs. However, as the role had been 
envisaged as one of implementation rather than one of direction, the Co
ordinator was concerned that the Council remained the prime decision 
maker and did not become dependent upon their employed professional to 
provide direction and solutions.

The changes in the structure merely reinforced the control of 
Council by staff which had been maintained in 1977. At that time a 4 5 6

4. ARC Council M i n u t e s November 14, 1978.
5. ibid. 3 December 18, 1978.
6. ibid.3 November 13, 1978.
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number of factors permitted the staff to maintain de facto control,
both before and after the group was granted specific representation.
The conduct of meetings during working hours prevented family members
with daytime commitments from attending and participating, a procedure
which continued for much of 1978, although this was changed when

7Council decided to meet at night on a fortnightly basis; however, the
change did not attract any more family members to its meetings following ,
the new arrangements. Due to their domination of the committees and
units, staff were responsible for preparing and processing submissions,
reports and requests prior to their presentation to Council, and were
better positioned to influence not only eventual acceptance, but also
the form in which a proposal was presented to Council.

Staff familiarity with issues permitted the exercise of a greater 
power over decision making, particularly when complex decisions were 
required. The problems of preparing Councillors for their tasks had 
been apparent since 1976, but efforts to provide training were initially

srebuffed and later dissipated by the Council itself, reinforcing the 
handicaps under which non-staff Councillors laboured. The payment of
sitting fees to non-staff Councillors (five dollars per meeting) estab- *
lished a contractual obligation for a member to attend meetings and 
participate in decision making. Staff were not granted the fee (unless 
Council met after hours), for attendance was regarded as part of their 
work, so that their involvement in Council affairs did not end at the 
conclusion of each meeting as it did for non-staff, but continued 
throughout the work week. As an incentive, the fees did not directly 
encourage meaningful participation or understanding of Council's activ
ities, but attendance was more regular.

Staff control of the Centre's central decision-making body resulted 
in the undermining of the process of accountability. The result was 
that staff remained insular and self-protective, isolated from family *members and not always aware of the membership's political and organ
isational needs. Staff became accountable to themselves, through the
presence of their colleagues on the Council. Although meetings were t
open to all members, their timetabling and the complex nature of their 7

7. ibid.j October 30, 1978.
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deliberations created obstacles to a broadened understanding, and hence 
eroded the process of accountability even further. In 1977 the con
tinued presentation of papers, minutes and documents immediately prior 
to Council meetings, and the limited circulation of the material, com
pounded the problem of understanding. Councillors faced interpretive 
difficulties due to the short time required to become familiar with
issues, and in 1978 it was decided that material tabled after a meeting's

8start would be held over for later consideration. However, improved 
understanding of proposals and recommendations was not guaranteed and 
important matters might be decided upon after insufficient discussion, 
necessitating a reconsideration if and when the adverse or unforeseen 
consequences of prior decisions became noticeable. Verbal reports and 
requests for decisions without the provision of sufficient background 
information were additional factors, and the continued supply of in
adequate, incomplete or inaccurate minutes of previous meetings was a 
constant hindrance to efficient decision making, a feature not corrected 
until late in 1978 after a period of two years.

On the other hand, the Council by necessity became involved with 
longer-term issues concerning ARC'S future and its continued existence, 
rather than the tendency in 1977 to concentrate on short-term matters, 
in particular the Activities program. The change was certainly due to 
the pressing need for the Centre to establish a stable structure prior 
to the end of the Brotherhood's funding triennium, but possibly also a 
reflection of the Council's increasing separation from day-to-day issues 
in the Centre.

Whilst it became apparent that Council was prepared to scrutinise 
long-term matters and not refer them back to one of the committees for 
consideration, follow-up procedures were not reconstituted after the 
situation in 1977 when decisions had been permitted to lapse and mon
itoring had not been effected. Council tended to be less of a rubber 
stamp but was by-passed at times by other decision-making forums in the 
Centre, particularly where the delineation between Council's ambit and 
that of the UCC, etc., was unclear and untested. Councillors were 
never certain of the extent of the Council's powers under the ARC

8 . 'Lb'Ld.
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Constitution or the ARC/BSL Agreement, and neither document was readily 
available for reference. A wish by staff to maintain control over 
their affairs and effect speedy decision making so that they could carry 
out their duties was frustrated by the necessity to seek approval 
through the decision-making process.

Financial controls remained very much outside Council's domain, 
although it would be notified of proposed expenditures. Whilst it 
theoretically had the power to veto recommendations on financial 
matters, it rarely did so, and the Finance and Legal Committee (and be
fore it, Finance Committee) retained the discretion to approve proposals. 
The FAL Committee’s establishment did not improve accountability, so 
that the presentation of monthly accounts of financial expenditure was 
not made to the Council as specified in the ARC/BSL Agreement, con
tinuing an oversight perpetuated in 1977. Other aberrations which were 
maintained included the Co-ordinator's preparation of reports on ARC to 
the Brotherhood's Board without consulting the Council, although tech
nically he was reporting as a Brotherhood employee; his control of 
liaison activities with the Brotherhood on various structural matters 
and attendance at the latter's Executive, despite the Co-ordinator's 
protests to the Brotherhood that it should communicate directly with 
Council and that he should not be treated as the Centre’s representative 
on the Brotherhood's Research Co-ordinating Group; the preparation and 
publication of public reports on the Centre by the Co-ordinator and the 
Social Action Advisor without duly advising Council or gaining specific 
approval from it.

Council meetings were often long, drawn-out affairs, more so after 
October when the Council began to meet in the evening at fortnightly 
intervals. Fortnightly day meetings had been approved in November 1977 
and were introduced during the Withdrawal, but a reversion to weely 
meetings occurred when the amount of business increased, requiring a 
greater period of time to be spent upon Council matters.

In 1976, conflict had been a feature of the Council's deliber
ations, whereas in 1977 confusion appeared to be that body's hallmark.
In 1978, however, consolidation was the significant consideration, as 
the Council, with the support of the Co-ordinator and the Co-ordinating
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Team/Unit Co-ordinating Committee, worked towards eliminating the 
problems which had previously dogged its activities. The Co-ordinator 
stood behind Council, acting as advisor, guide and problem-solver: he
was required to attend its meetings and present reports on discussions 
of the Brotherhood's Executive and Board, although he only passed on 
information concerning decisions affecting ARC and not on other matters. 
In 1978, the Co-ordinator retained his passive stance, intervening only 
to correct decisions where tbs internal and/or external ramifications 
were perceived to disadvantage ARC. Councillors were not always aware 
of specific organisational and societal constraints, and intervention 
was seen as the easiest means of quickly re-orienting conceptions. The 
Co-ordinator's dual loyalties to the Brotherhood (his employer) and ARC 
(his responsibility) may have created conflict in the direction of 
intervention, as was the case prior to the implementation of the With
drawal, but it was only toward the end of 1978 that Council became 
prepared to disregard advice and make up its own mind. Generally, how
ever, the Co-ordinator adopted his 1977 role, whereby he was a regulator 
of the Centre's major activities, and in effect an interpreter of the 
Centre's structure, as well as an operator within it.

2. Committees and their Structures
The ARC committee structure acted as a second level of decision 

making ih the Centre, supporting the Council by considering in greater 
detail issues which could not be evaluated in the wider context. The 
feasibility of particular propositions, as well as the creation of 
solutions and their implementation were often more clear-cut when form
ulated amongst a small group of persons. The standing committee 
structure also enabled family members to participate at a more involved 
level, for a large number of positions could be filled. The structure 
in ARC covered the range of administrative needs and organisational 
requirements, including finance, staffing, the building and its mainten
ance, the constitution, research, social action, activities, resource 
delivery, etc., and although the official standing committee structure 
did not cover all these areas, the Council was in contact with all, 
albeit to differing extents. Only the standing committees operated 
under a general 'terms of reference' devised by Council, whilst the 
remainder were required to work out their own framework.
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In 1977 the committees had been hindered in their work by a sig
nificant turnover in membership, and a lack of familiarity of committee 
members with relevant issues, a direct result of the lack of training 
and learning opportunities available to those who served upon them.
Poor communication and follow-up were further problems, resulting in a 
lack of knowledge by family members of the committee's work, together 
with decision making by individuals without adequate information or 
effective implementation.

By 1978 the committees had achieved greater stability and Council 
became more confident of their ability to process decisions and pro
posals. In March, consideration was given to an idea that the commit
tees be given more authority, leaving Council to concentrate on the 
most important matters, and each standing committee was asked to provide

9guidelines which would permit the implementation of the arrangement.
It was of interest that the proposal anticipated the changes in the 
decision-making structure that were introduced later in the year.

Rules governing membership of standing committees were never 
strictly enforced, and although (at least) three family members were 
specified, the availability of a sitting fee ($2.50) was not always a 
sufficient incentive for continued attendance, and it was often the 
case that one or more staff members would be co-opted to facilitate a 
committee's work. Professionals and support workers were permitted to 
be non-voting members following a Council decision in May 1977 that 
committee participation was a work and not a learning situation, and 
this arrangement continued in 1978 with the skilled individuals acting 
as resources and cohesive forces. Overall staff influence was there
fore of significance, despite the promulgation of a rule that staff were 
limited to membership of only one committee unless they could show that 
their duties would not be disrupted following greater involvement: the
rule was not enforced in 1978, and multiple membership by individuals 
was apparent. Most committees had the requisite Councillor as part of 
their complement , and each convenor, whilst elected by their respective 
committees, required Council approval.

9. ■ib'Ld.j March 30, 1978.
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The implementation of the restructuring proposal in August resulted 
in the consolidation of a large proportion of committee duties and 
activities, with a synthesis of the major duties amongst three new« bodies, ancjl the hiving off of the remaining responsibilities to one c?r 
other of the units. The forums of membership of the three committees 

4 was only slightly altered from the old structure, with the number of
family members specifically limited to three, despite some opposition 
at the approving General Meeting. Thus, staff were given the opportun
ity of dominating the formal committee structure, since the size of a

10committee was not limited.

(a) The Unit Co-ordinating Committee

The Co-ordinating Team's continued operation in the Centre 
following the conclusion of the Withdrawal in March 1978 re
inforced its legitimacy as a decision-making body, as it assumed 
a central position in the ARC structure. Its effectiveness was 
disrupted by a decreased frequency of meetings and a lack of 
communication between co-ordinators, particularly in, the period 

« immediately following the Withdrawal when the exact parameters of
the ARC Co-ordinator's role were unclear and it was thought that 
he might provide the leadership necessary to keep the Team 
together. However, the Team was left to its own devices and 
despite the obstacles it continued as an entity.

In April, the SWOP Co-ordinator formally joined the Team, and 
in May Council re-affirmed the body's functioning pending a 
decision on the Centre's restructuring.'*''*' It remained an informal 
decision-making body, for it was not specified in the ARC Con
stitution, and as such it had no boundaries or guidelines to in
fluence the ambit of its work. As it existed in parallel with a 
standing committee structure upon which most of the Co-ordinators 

. served, their commitment to' the Team was affected by their formal
responsibilities. The continued meetings of staff served as a 
substitute for Team meetings at particularly busy times, for the 

* Co-ordinators would be present and the informal atmosphere

10.
11.

General Meeting Minutes3 August 18, 1978. 
ARC Council Minutes3 May 18, 1978.
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permitted free discussion with larger numbers.
Until August, the Team functioned on an ad hoc basis, meeting 

as and when required, but the proposal for restructuring re
constituted the Team into the' Unit Co-ordinating Committee. Effect
ively replacing the Staff Meeting (which was abolished) as a forum 
for staff debate and discussion, it comprised the Unit Co-o'rdinators, 
plus the House Manager (for the Administrative Unit) and the Social 
Action Worker as an observer and liaison with the Social Action 
Committee. Some co-ordinators had difficulty in maintaining an 
interest in the UCC, particularly if they faced problems in their 
own units which required attention. Thus, the co-ordinators from 
West ARC and Consumer Rights and Credit (CRAC) were often absent 
from meetings, and the SWOP Co-ordinator could usually attend for 
only part of the discussion. Most of the load was carried by the 
Resource Room Co-ordinator and the Research Worker, with some 
assistance from the Activities Co-ordinator.

As the Committee was the central decision-making body its 
head was regarded as the leading indigenous staff member in the 
Centre. The UCC Chairperson was elected by the Co-ordinators, and 
the first incumbent was the SWOP Co-ordinator. After several weeks 
he stepped down as a result of work pressures and the Resource Room 
Co-ordinator was elected in his place. Her first task was to 
provide guidelines for the Committee’s functioning, for present
ation to Council, and as she wished to gain the consensus of all 
Co-ordinators, full participation was required. This proved 
impossible as a result of non-attendance at meetings by some Co
ordinators, and Council was forced to issue a direction that the
Committee's meetings were to be regarded as a top priority and

12attendance was obligatory. The directive was unsuccessful in
eliciting co-operation and after several weeks delay, the three
active Co-ordinators devised suitable terms of reference which
were approved by Council. They included responsibility for forward
planning and development, the provision of training and the resolu-

13tion of conflicts within the organisation, together with day-to- 
day decision-making power and the support of the Centre’s staff. * 13

12 . ibid. November 13, 1978.
13. ibid. 3 November 15, December 18, 1978.
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(b) Finance and Legal Committee

This Committee was granted the responsibilities previously 
undertaken by the- Staffing and Finance Standing Committees and 
the legal constitutional duties of the Constitution and Research 
Standing Committee. The synthesis of the various administrative 
procedures was regarded as a natural development in the Centre as 
it moved toward achieving i,ts independence in 1979, and FAL's 
establishment was an attempt to improve the efficiency and effect
iveness of the bureaucratic structure.

The Staffing Standing Committee had existed since ARC's 
inception with a responsibility for the allocation of staff duties, 
the hiring and management of staff, review of job specifications, 
etc. In 1977 the Committee had been convened by the Staff Super
visor who had been involved in staffing matters since 1975, and 
she was able to dominate and influence the development of guide
lines under which staffing decisions were made. In 1976 and 1977, 
competition for jobs in the Centre had necessitated an objective 
stance in considering appointments, leading to the situation where 
all new positions were advertised, even when an existing post was 
issued with a revised job description. A constant, ongoing review 
of each post was mooted, and appointments were made by selection 
panels of three or four persons chosen on the basis of their 
expertise, together with one family member. However, the guide
lines were not always satisfied, and in 1978 the decreased avail
ability of vacancies diminished the need to apply them accurately.

Following the Withdrawal and the confirmation of the Staff 
Supervisor in the Staffing Co-ordinator's position, the Committee 
served as a base of support, enabling the Co-ordinator to deal 
with day-to-day matters and the training of workers, whilst 
approving and processing proposals and planning future developments. 
The Co-ordinator, in turn, acted as a resource person to the 
Committee, providing the necessary expertise to enable effective 
decision making.

The Finance Standing Committee had always been a keystone in 
the committee structure, for the monitoring of the Centre’s 
financial situation was central to the continued functioning of the 
organisation. In 1977 it had been dominated by the Book-keeper,
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who together with SWOP's Administrative Secretary, was part of 
the strong resource base upon which the Committee could draw. The 
body’s power as a distributive agent attracted a great deal of 
interest, such that each sector of ARC attempted to be repre
sented, to gain in the competition for scarce resources.

The Book-keeper‘was the de faoto convenor in 1978, although 
the Council Treasurer was technically in that position. However, 
the strong interventive role played by the Book-keeper in pro
viding information, direction and assistance, forced staff and 
family members to defer to him, for he often held superior know
ledge due to his familiarity with the issues. The Finance Co
ordinator - appointed prior to the Withdrawal - was not able to 
be directive or influential, for he was not given the opportunity 
to provide leadership, refused rfesponsibility for such duties, 
and made himself subject to the Book-keeper's authority. Unlike 
other Co-ordinators who were convenors of the Committee applicable 
to their work, the Finance Co-ordinator did not command the 
respect or experience to allow him to take charge.

Despite his intention to leave the Committee during 1978, the 
Book-keeper remained a member and tried to encourage the Finance 
Co-ordinator to play a more active role. Over time, it was felt 
that the Co-ordinator had developed sufficient skill to manage 
finances and ensure their correct distribution. It was generally 
accepted that low-income people could take increased responsibility 
for the management of the Centre's funds, since the temptation to 
misappropriate money was not longer a significant fear. However, 
the Co-ordinator continued to be reticent about accepting further 
responsibility, and remained a background figure, co-ordinating 
to only a slight extent, and fulfilling mechanical clerical tasks 
and assisting in the formulation of submissions for external 
funding. In effect, he became an accounts clerk, and it was clear 
that on both the issue of knowledge and low-income leadership, the 
Committee was unable to develop its base.

In 1978, the Committee's tasks continued to be budget formu
lation and the monitoring and approval of expenditure and receipt 
of income. Often the responsibility would remain with Book-keeper 
to maintain a close scrutiny and the Committee merely took a
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general supervisory role. Inevitably, however, slip-ups would 
occur, such as the overspending of the Emergency Housing Fund 
by $1,500 in June 1978 due to confusion about responsibility for

• financial controls, and questions of who was specifically author-
14ised to approve expenditure. In the case of the Fund, the 

Brotherhood agreed to advance a further sum of money, but only
* on the basis of it being an imprest, such that a previous 

month's disbursement would have to be accounted for prior to the 
next month's commitments being made by the workers."*"̂

The Committee also determined allocations from the Develop
mental Fund, a sum of money upon which members could draw to 
cover medical or dental expenditures for which no reimbursement 
was available, educational needs (such as retraining), driving 
licences, etc."*"̂  The Fund was supplied with money on a six- 
monthly basis, and during 1978 demands drained it before each 
six monthly period had expired.

The Funding Committee was an offshoot of the Finance Standing 
Committee, and in 1977 its work had been concerned with the secur- 

* ing of financial support from sources other than the Brotherhood.
Dominated by the Co-ordinator and the Book-keeper, with some input 
from a few indigenous workers, the Committee floated a few ideas 
and made informal approaches to a number of bodies, although no 
concrete achievements were made. Only the Social Welfare Depart
ment supplied funds, and its commitment dated from the days of the 
Family Centre Project and was supported by the close relations with 
the Brotherhood.

In 1978 the Committee was disbanded and its work was main
tained by the Co-ordinator and the Book-keeper. A previously 
aired proposal concerning the tagging and registration of a donor's 
keys - a scheme which had been successful in Canada - continued to 
receive attention, but nothing further was done about it, and the

14. BSL Executive Meeting Notes, June 2, 1978.
15. ibid., June 9, 1978.
16. See David Brous, The Second Year of the Action and Resource Centre 

Giving, Receiving, Servicing - The Indigenous Modet, Brotherhood of 
St Laurence, Melbourne, November 1978, pp. 104-5.
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majority of effort was directed toward securing access to trusts 
and other private funds.

Responsibility for dealing with constitutional and research 
matters rested with the Constitution and Research Standing 
Committee, which had been re-established in 1977. Its major work 
in 1977 had been the revision of the Constitution, and on the com
pletion of this task, the Committee once again became inactive.
A responsibility for the solution of organisational legal problems - 
mainly concerned with ARC's legal entity as an independent body in 
1979 - was removed, and research oriented matters were 
placed in the hands of the Research Workers.

One reason for the change was the involvement of the Research 
Workers in the evaluation of the Withdrawal which caused them to 
move away from the ARC decision-making structure to maintain im
partiality. The concern of staff and family members was more with 
seeing through the period of the Withdrawal rather than deciding 
upon the future legal structure of the Centre, whilst that of the 
Researchers was the completion of their project, so that the 
maintenance of the Committee became a low priority.

One of the Research Workers had a continuing interest in the 
Committee's work, and during discussions on the Centre's future 
structure in May and April, the body was resurrected to consider 
proposals and make recommendations. The Research Worker acted as 
a consultant in situations where legal problems were under dis
cussion, or ARC's constitutional structure required analysis. He 
would also devise research proposals for consideration and appli
cation, and co-ordinate the placement of social work students in 
the Centre.

Gradually some of the responsibilities were distributed else
where, for the Research Worker could not maintain a watch over all 
of them. The Co-ordinator concerned himself with ARC'S legal
entity, especially after receiving a request to do so from ARC's

17Negotiating Team and the Brotherhood Executive. It's later 
adoption as a responsibility by FAL was an outcome of the synthesis 
of administrative tasks under one umbrella. 17

17. BSL Executive Meeting Notes3 August 4, 1978.
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«

The Finance and Legal Committee commenced operations in Sep
tember in the mould of the old Finance Standing Committee. It had 
a restricted membership of the House Manager, the Consumer Rights 
and Credit Co-ordinator and representatives from the former Con
stitution Committee and Staffing Committee, with the Book-keeper 

18in attendance... For some time the Committee’s members - and in
particular the Book-keeper - had little understanding of the
changes or the new function of FAL. Little effort was made to
secure family member participation and FAL’s representation on
Council was in abeyance due to the group's insistence that its
delegate be the former convenor of the Finance Standing Committee.
She was absent in Perth for several weeks (and in fact did not
return) but the position remained unfilled until Council pressure
forced the selection of a replacement, who in turn lost interest

19in the .Centre, causing FAL'-s representation to remain in doubt.
A permanent representative was finally appointed in December.

Financial affairs continued to be the major area of concern, 
and in a period when future planning was dependent upon the appli
cation of fixed budgets, exercises in stretching resources were 
common pastimes. The Committee was required to consider all sub
missions to the Brotherhood and other funding bodies, maintain a 
record of each unit's budget, supervise the payment of wages, 
salaries and allowances, and approve capital expenditures over 
$ 200.18 19 20

(c) The Social Action Committee
The role of social action had been of major importance in the 

Centre., as the matching of the low-income experience to changes in 
social policies which affected the low-income community was a 
priority objective. Conceptions of ARC's future invariably ack
nowledged the importance of a continuing perspective of social 
action, with a minimum aim of maintaining links between the Centre 
and other organisations, but with a wider goal of legitimating the

18. ARC Council Minutes3 September 14, 1978.
19. ibid.j November 14, 1978.
20. ibid.3 December 19, -1978.
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meaningful participation of consumers in the welfare community.
The specific goals of social action efforts were:

1. Raising the level of understanding of ARC 
participants of the world around them.

2. Providing opportunities for participants to see 
themselves as activists contributing to policy 
development and social change.

3. Changing the community attitude of seeing the 
poor as passive welfare recipients to one which 
allows all members of a community to share and 
participate freely.

The Community Relations and Social Action Standing Committee 
(CRASASC) oversaw the formulation and implementation of action 
strategies, together with the provision of speakers on the poverty 
experience and the Centre's work to external organisations. It 
had been established in the Family Centre Project, and its con
tinuation in ARC was the result of the presence of the professional 
Social Action Advisor who convened meetings and guided deliber
ations. Her dominance in 1977 was readily apparent, although the 
appointment of an indigenous Social Action Worker during the year 
initiated a transfer of responsibility.

The experience of the Withdrawal cemented the position of the 
Worker, so that from December 1977 she was the Committee's convenor 
and the major force in ARC's social action. She was the major link 
with external bodies, and her membership on the Committees of the 
Australian Council of Social Services, the Victorian Council of 
Social Services, the Australian Federation of Consumer Organisa-■ 
tions, Shelter, the West Heidelberg Community Centre and the Credit 
Consumer's Network enabled her to communicate the Centre's exper
iences directly to policy workers' forums. She did not monopolise 
the task of representation, and during the year other committee 
members attended conferences and seminars on ARC'S behalf (for 
example the ACOSS Congress in September), and acted as representa
tives to external bodies, such as the Medibank Action Coalition.
The Worker's status was recognised early in 1979 when she was 21 22

21. Hayden Raysmith, The Action and Resource Centre: Co-ordinator's
Report, 1976, Brotherhood of St Laurence, Melbourne, J„une 1977,p.38.

22. Raysmith, Co-ordinator's Report, 1977, op. cit., pp. 20-21.
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nominated to succeed the Brotherhood's Executive Director on the
23National Consultative Council on Social Welfare.

The Worker saw herself as a low-income person sharing her life 
experiences, knowledge and skills, and ARC’s views, with policy 
makers and practitioners, in the hope that they would gain a better 

■« understanding of the needs of low-income families. Formulation of
policy required participation of consumers to increase access to 
information, share resources and to establish contacts between 
consumers and professionals. This process was continually re
quired, for people needed to be reminded to include low-income 
persons, and express concepts and ideas in a language understood
by them. The Worker did not assume that consumers' wishes would

24automatically be met, but that constant pressure was required.

During the Withdrawal, the Worker had taken the role of the 
group leader, so that on her return, the Advisor remained in the 

? background providing only informal support and conceptual input,
and limited intervention. She also continued to act as an inno
vator as she had done in the Resource Room in 1977 when she was

* employed as the Consumer Credit Worker. She continued to involve 
herself in the Room's deliberations, particularly when there was 
a need to translate the grass-roots experiences of the Assistants 
into a coherent strategy of social action. The delivery of 
resources had to be matched with action to change the policies 
which affected low-income persons, otherwise the continuum of 
poverty would be more difficult to break and direct toward the 
attainment of improved living standards. The Worker used the 
Room's workers as sounding-boards for the evolution of policies, 
and in fact three of the Resource Assistants sat on the Committee.

Early in the year, interest in the preparation of ARC 
policies on social problems was generated by the decision of the

* Social Welfare Department to produce a White Paper on the social 
welfare system. ARC provided representatives to various outside 
consultations - for example the Women’s Advisory Centre and the

I Trade Unions - and material was prepared for inclusion in a

23. ARC Bulletin, 5(3), 1979, p. 1.
24. 'ibid, j 4(7), April 6, 1978, p. 3.
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submission from the Community Committee of Self Help Groups as well 
as a separate paper from ARC. The major issues to be covered 
included the rights of low-income people to information, the concept 
of power over resources, and the right to Departmental support
without the imposition of a 'hand-out' attitude,and with the reinforce-

25 CRASASC also sponsored the establishment of self-confidence.
ment of housing and income security policies, and approached SWOP

. . 26to devise employment policies, although the request was not 
acted upon.

CRASASC was also concerned with outreach activities, and in
April it decided that ARC should assist organisations with similar
aims with resources, with, for example, the use of the building,

27secretarial services, and advice.

Attendance and participation at conferences was not as sig
nificant in 1978 as it had been previously, with the major venture 
being participation in the ACOSS Conference in Sydney in May. A 
number of ARC staff and family members attended the various 
sessions, contributing their views and gaining new knowledge and 
information. The experience helped the Centre to receive greater 
acceptance in the welfare community, and heightened members' 
understanding. However, the experience of ARC's delegates to 
ACOSS's decision-making Congress in September was not as beneficial,
for although their activity was positive, they met with a degree

28of indifference from some participants. Two staff members also 
made a low-key verbal submission to the Commonwealth Royal 
Commission on Drugs.^

Later in the year, the Committee also supported action against 
the Federal Budget, and in response to the new provisions for health 
insurance, which included the application of specific criteria for 
the socially disadvantaged, ARC issued a press release offering

25. ibid.3 4(8), April 20, pp. 1-2.
26. ARC Council Minutes3 February 2, April 20, 1978.
27. ibid.3 April 27, 1978.
28. BSL Executive Meeting Notes3 September 12, 1978.
29. ARC Council Minutes3 February 2, August 31, 1978.
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courses to the general public on the acquisition of ’social
disadvantage’. Participants would be stamped ’S.D.’ on their
wrists, receive a certificate and a serial number, and doctors
would be trained 'to spot an S.D. as soon as they came through 

30the door’. The stigmatising quality of the changes was espec
ially stressed, and the release received strong local coverage 
in the print and electronic media; it was reinforced by attendance 
at a demonstration against the Budget.

Demonstrations were not popular with members, since it in
volved a personal commitment to public expression of one's 
feelings, and was also an indication of greater radicalisation 
which was not widely accepted. Following the Budget demonstration, 
one committee member wrote that it didn’t achieve

.. anything much except to draw people's attention to 
it. Personally I feel that we could perhaps achieve 
more if each welfare body concerned sat down and wrote 
a letter to the Prime Minister, pointing out to him how 
his budget is going to put pensioners and other low- 
income earners in a worse plight than they are (in) 
now ... at the moment a few radicals who have come in 
ambngst us are leading the others like a shepherd leads 
his sheep.^
These, .comments elicited a response from another member which

called on ARC to 'reject "desperadoes'" attempts to undermine ARC
and its workers, and get on with the job of building a strong and

32progressive ARC for the benefit of alt Low-Income People'. When
the matter was considered by the Council, it was concluded that ARC
should be involved in demonstrations, but that service delivery

33should remain the first priority of the Centre's workers.

The Committee had acted as a focus of female activity in 1977 
and this was only partly diminished in 1978 by the presence of the

30. ARC Bulletin3 4, August 24, 1978, p. 2. It was hoped that a
seminar on Social Disadvantage could be held in September, but the 
plans never eventuated: ARC Council Minutes3 August 31, 1978.

31. ARC Bulletin3 4, August 24, 1978, p. 4.
32. ibid.3 4, September 7, 1978, p. 2.
33. ARC Council Minutes3 August 24, 1978.
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(male) Housing Resource Assistant. Family members had only the 
barest knowledge of the importance of social action, but the 
majority of the members were not staff, although they were among 
the most senior family members in the Centre. CRASASC managed to 
maintain its structure with little disruption, and it was amongst 
the most efficient in the Centre, possibly a result of the Social 
Action Advisor's strong support in past years. CRASASC's re
commendations to Council continued to receive a smooth 
passage during 1978, although there was no indication whether 
councillors were displaying greater familiarity with the issues or 
were mystified by the goals of social action.

The re-orientation of the ARC decision-making structure did 
little to alter CRASASC's workings which remained unchanged but 
for the body’s title, as it was now known as the Social Action 
Committee. A special dispensation was granted by Council to ex
empt it from the membership guidelines which applied to the other 
committees, as they would exclude people regarded as vital. The 
membership comprised three family members, the Social Action Worker
and the Advisor, three Resource Room representatives, and any other

34interested persons.
The Committee's responsibilities were more clearly defined,

and a number of specific issues were detailed for its consideration,
35such as Natural Issues and Environment. Guidelines were gener

ated by the body which detailed the procedures for implementing 
action by units, and reiterated the need for constant liaison 
where a unit wished to implement a campaign or strategy. The 
Committee would choose issues at various times which would be 
relevant to the Centre, and elicit unit co-operation if necessary, 
through the Unit Co-ordinating Committee, and the Research Unit 
would provide information and data about matters involving social 
change. Generally, the Committee was responsible for raising the 
Cerftre's and the community's consciousness by discussion, talks,
the dissemination of papers, material, etc., and the convening

36of workshops and seminars.

34.
35.
36.

■ibid. 3 August 31, 1978.
General Meeting Minutes3 August 18, 1978. 
ARC Council M i n u t e s November 14, 1978.
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The Committee was also given the added responsibility for
publishing the ARC Bulletins which theoretically remained the
major channel of communication between the Centre and members. A
part-time editor collected articles and collated the magazine, and
it was circulated to staff and members: postage costs limited its
availability to members and an increase in membership fees was
canvassed as a means of covering the cost of mailing the Bulletin
to all members, although nothing was done and postings were sus- 

37pended in May. Previously issued on a fortnightly basis almost 
without exception, fewer editions were published in 1978, and the 
content became less concerned with developmental aspects of the 
Centre - available services, administrative arrangements, policy 
information - and more concerned with social activities, cartoons, 
and similar affairs. A summary of past Council meetings was in
cluded, and replaced a previous practice of printing the body's 
minutes in full.

(d) Building Standing Committee
This Committee had experienced a chequered history, having 

been established in 1976 to deal with the allocation of office 
space and the maintenance of ARC'S major asset, but had been abol
ished early in 1977, only to be revived later that year. Convened 
by the House Manager, it acted as one of the two foci of male 
participation in the Centre, in parallel with SWOP.

The transfer of the House Manager to unrelated duties for the 
period of the Withdrawal and his replacement by the Assistant House 
Manager, caused little disruption to the Committee's deliberations. 
Meetings continued for the period, but after March the Committee 
once again went into abeyance. The (new) House Manager took over 
the responsibilities, using the Co-ordinating Team as a sounding- 
board for his proposals . The establishment of the unit structure 
resulted in the amalgamation of the Manager's work into the 
Administrative Unit, and he came under the direct control of the 
Unit's Co-ordinator.

37. ibid.3 February 2, August 31, 1978.
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(e) Activities Committee

Although it was not specified under the ARC Constitution, the 
Activities Committee nevertheless had the status of other standing 
committees. Formally established in 1977, the body was responsible 
for programming social events and camping programs, with the aim of 
establishing a program which would attract low-income persons to 
the Centre for other than reasons of welfare support. The pro
fessional Activities Director had played a distinctive role in 
1977, but his departure from ARC in December 1977 and the imple
mentation of the Withdrawal whereby the indigenous Activities 
Worker became the co-ordinator of the program, resulted* in the 
consolidation of indigenous leadership of Activities and the 
Committee.

In 1978, the Committee attracted a stable membership of non
staff members, and drew upon the resources and skills of the newly 
appointed Activities Director who maintained a low profile. The 
creation of an Activities Unit in August did little to change the 
Committee's structure for it merely re-oriented itself to become 
the Unit's management committee.

3. ‘ General Meetings
The major avenue whereby family members could act as the primary 

decision makers en masse was the General Meeting, although its power 
over Council was in dispute in 1977 and 1978. The ability of a general 
meeting to overturn a Council decision was not clarified, for the 
practices followed in the Centre were not congruent with legal advice 
which indicated that the Council was superior on all occasions.

In 1978, the few General Meetings which were held concerned them
selves with ARC’S future structure and the formulation of its budget.
An incentive was required to motivate the attendance of members, and 
luncheons were the mechanism utilised, although they were not always 
successful in attracting large numbers to daytime meetings when other 
commitments were more pressing. Since a quorum was only fifteen 
persons, it was often possible to rely upon staff members to ensure 
the consideration of all necessary matters, so that general meetings
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became a mere extension of the staff-dominated decision-making 
framework.

The most important meeting was held in August to consider ARC's
future structure. Lasting the whole day, it was attended by a total
of forty-five people, although no more than thirty were in attendance
at any one time, most of whom were staff members. The few family
members consisted of long-time activists, mostly Councillors or commit- 

38tee members. However, the need to alter the ARC constitution to 
incorporate the changes was overlooked, necessitating a further General 
Meeting at the end of November, where other matters concerning ARC's 
funding priorities and inclusion of the Legal Rights Unit in the 
structure were also considered.

The Annual General Meeting had previously been the opportunity for 
family members to review the past year's activities, but in 1978 no 
gathering was organised. The almost total involvement of key staff 
members in the negotiating process between ARC and the Brotherhood 
precluded the expenditure of effort upon the organisation of the Annual 
General Meeting. The PAL Committee was responsible for the production 
of the 1978 Annual Report and placed the SWOP Co-ordinator in charge of 
its production in October, although his continuing involvement in the 
negotiations and other duties prevented him from completing the task.
It had not been published by March 1979.

38. ARC Butteti.n3 4, September 7, 1978, pp. 10-11.
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THE UNITS

The various sectors of the Centre were transformed into Units in 
August, although most had been fairly autonomous in their workings prior 
to that date, and referred material to the Standing Committees and Council 
for consideration, as required. Each Unit was to have control of its 
own budget and staffing arrangements, and would look to the Committees 
for guidance on administrative requirements and to Council for princi
ples concerning policy and goals. Each Unit co-ordinator was directly 
responsible to the Council for the conduct of his/her staff and their 
work, but had the power to orient and manage the Unit as he/she saw fit. 
Although each was to have a Management Committee, there were no set 
rules governing composition, so that the degree of participation by 
family members in a Unit's management differed according to co-ordinators' 
preferences and the ambit of a Unit's work. Whilst the Activities Unit 
encouraged members' participation since its programs had to account for 
the wishes of the families, the Consumer Rights and Credit Unit's com
mittee comprised only staff, a reflection of the need to maintain con
trol over financial allocations and the criteria upon which they were 
made.

Each Unit had the freedom to choose social action issues for atten
tion which were relevant to its work, and then consult with the Social 
Action Committee for assistance and support, so as to maintain initia
tives in a coherent framework. The Committee would occasionally choose 
issues relevant to the whole organisation and would expect all Units to co
operate by providing representatives to planning or action committees

1. The Resource Room

The delivery of resources to low-income people continued in 1978 
although they were not as focussed upon the Resource Room as they had 
been in the past, and the dispersion of servicing points which commenced 1

1. ARC Council Minutes, November 14, 1978.



in 1977 remained an important process. Service delivery was the major 
avenue of contact with unaffiliated persons, the initial step in the 
creation of a sharing/caring community of low-income families. The 
underlying basis was a perceived balance in the interaction between 
givers and receivers which did not involve patronisation by the one, or 
domination by the other. However, whilst 1977 had witnessed an ongoing 
attempt to update and develop alternative modes of resource delivery, 
the process in 1978 appeared to be one of consolidation, with concen
tration upon the creation of an adequate administrative framework in 
which the already utilised techniques could more comfortably be placed.

Professional evaluation of the Resource Room in 1978 did not ex-
3tend to an examination of the processes of resource delivery, but was 

merely concerned with its orientation as an entity in the total ARC 
organisation. However, it did appear that a feature of the year's de
velopment was that the alternative procedures of 1977 became more trad
itionally oriented, for the framework of application became more stable 
and the predictive abilities of the workers improved with e^qperience.
As an entity in itself, the Resource Room retained elements of the 
dynamism of 1977 although the presence of a common regimen of under
standing was more readily apparent. The belief that resource providers 
ARC could rely on the 'common experience' they had with resource-seekers 
remained part of the general operational philosophy, but no longer ap
peared to hold the pivotal position it had in 1977. The withdrawal of 
the original resource workers from the Room may have been influential, 
for they had been the receptacles of the principles developed in the 
Family Centre Project, whereas the Resource Assistants had had little 
contact with the Project and were more concerned with questions of ef
fectiveness and outcomes than with interactive processes.

On the other hand, the traditional interactive process whereby a 
receiver was dependent upon a giver for access to resources had receded

2. For information on the framework of resource delivery in the Centre
in 1977, see David Brous, The Second Year of the Action and Resource 
Centre: Giving3 Receiving3 Servicing —  The Indigenous Model,
Brotherhood of St Laurence, Melbourne, November 1978, passim.

3. The Centre's indigenous research workers were evaluating resource 
services in the Centre during 1978-79.
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from the more dominant position it had maintained under the resource 
workers in 1977. If staff still determined the criteria for providing 
assistance and influenced the ability of families to help themselves, 
there was less criticism of their efforts than there had been previous
ly. Although it is possible that the attitudes of families may have 
changed in isolation during 1978, it was probabl;e that the workers' tech
niques had met with greater approval from consumers. Similarly, the as
sistants did not appear to possess an aura of 'professionalism' which 
had been ascribed to resource workers by users in the past, and the term 
'families' which had replaced 'client' in 1977 with all of the latter's 
negative connotations, regained a more positive note. The placement of 
resource information in the ARC BuVlet'in on a regular basis provided 
greater access to information, encouraging self-help processes. Whilst 
families did not have complete control of the Room's activities, and had 
not willingly ceded their power to the assistants, the techniques util
ised in the Room appeared to prescribe ongoing contact with the families' 
needs and their incorporation into strategies of resource delivery.

In the wider organisational setting of ARC, the influence of these 
changes upon the Resource Room was somewhat different. The centralis
ation of decision-making power within the higher strata of the Centre - 
Council, the Unit Co-ordinating Committee, etc. - left many of the 
Resource Room's operational decisions to be undertaken somewhat inde
pendently of other sectors. In addition, the Room moulded the presented 
administrative structures to its own needs, thus distinguishing it 
structurally from other Units. Unlike West ARC or the Consumer Rights 
and Credit Unit (CRAC), the Resource Room availed itself of the oppor
tunity to secure power over decision making through ongoing consultation 
internally and externally, particularly from the Unit Co-ordinating 
Committee and the Social Action Committee.

Hence, whilst 1976 had been a year of consolidation for individual 
resource workers, and 1977 a period when they broke out of their old 
roles, took on new tasks, and passed old duties to other workers, 1978 
larked a time of consolidation for the Room as an entity, with the newly 
appointed Resource Assistants coming together to establish it as a 
functional and effective resource. As the year progressed, control of 
service delivery began to increase, particularly when the Lone Parent's
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Resource was absorbed into the Room, the Legal Rights Resource became a 
unit in its own right and th'e Consumer Credit Resource* was absorbed by 
the CRAC Unit. The latter two areas remained closely allied to the Res
ource Room, participating in its weekly meetings, and except for SWOP 
and the Credit Union, the Unit effectively supervised the majdrity of 
resource delivery activities.

In the latter part of 1977, the Room's activities were carried out 
by part-time workers, under the aegis of a Resource Assistants' Train
ing Scheme, allowing the full-time workers to move into other areas of 
the Centre. Each assistant was paid a small allowance $20 for twenty 
hours of weekly duties, covering the areas of Housing, Consumer Credit 
and Lone Parents. A full-time Support Worker provided clerical and 
typing expertise and, although the original proposal had envisaged the 
presence of a full-time indigenous co-ordinator, the role was shared by 
the Staff Supervisor (a previous Resource Worker) and the' Social Action 
Advisor on an informal basis-. It was hoped that after a six-month train
ing period the assistants would move to positions elsewhere in the com
munity, and that a rolling population of trainees would be created, pro
viding opportunities for numbers of low-income families to gain skills.

By the end of the year nine resource assistants were employed: two
each in Housing, Consumer Credit, Income Security and Lone Parents, with 
an experienced part-time worker overseeing Legal Rights.

The appointment of a co-ordinator to the Resource Room in 1978 gave 
effect to a major aspect in the re-orientation of the Unit which had not 
previously been implemented. It had become increasingly apparent that 
an individual was required to provide guidance to the staff, to act as 
a resource person and an administrator to maintain effective procedures. 
Following the withdrawal of professionals from ARC in December 1977 and 
the need for the Staff Supervisor to concentrate upon other duties, 
the Support Worker had been forced to play a greater co-ordinating role, 
and although she was an able and skilled individual in her field, she 
was not an indigenous person and was not in a position to provide guid
ance on methods and strategies. In January, the Council recognised the
importance of the co-ordinator's position, and referred the matter to

4the Staffing Committee; a response was not received until August when

4. ARC Council Minutes, January 19, 1978.
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the ARC Co-ordinator supported the appointment of the Staff Supervisor 
to the post, feeling that she was the 'right sort of person' capable of 
carrying out the tasks.^

The new co-ordinator retained her responsibilities for staff super
vision, and the heavy workload limited her contribution to the Room's 
work. Further, there remained a dearth of expertise for, despite the 
co-ordinator's command of administrative procedures and ARC'S technology, 
she did not have the skills to develop the latter to take account of 
changing contexts and relations. The ARC Co-ordinator provided some 
input, but his concerns with the wider ambit of ARC, as in 1977, pre
vented him from participating on an extensive basis. The Social Action
Advisor did not take up the role she had played in the Room in 1977, and0her facilitative functions were lost.

The creation of separate units resulted in the removal of some of 
the Resource Room's services to other sectors. The Consumer Credit Res
ource was placed in the Consumer Rights and Credit Unit (CRAC) although 
it physically remained in the Room, causing administrative problems.
The Legal Rights Resource was treated as a separate area, but remained 
a part of the Room's structure whilst Council determined its support 
for the creation of a separate Unit (see elsewhere).

(a) Housing

During the period of professional withdrawal from December 1977 
until March 1978, staffing in the Housing area changed. The Private 
Tenants' Resource Assistant resigned in January, leaving the Public Ten
ants' Resource Assistant to carry the workload. A replacement was ap
pointed in March, but the distinction between the areas of activity of 
the two positions became increasingly blurred, and eventually each cov
ered the complete range of presented housing problems. The worker as
sisted persons with problems concerning public and private accommodation 
and worked toward correcting injustices and protecting housing rights. 
Emergency housing was available from a number of sources, although the 
Centre's property in Thornbury (a northern suburb) remained in the hands of 
the West Arc Co-ordinator's direction. Liaison was undertaken with

5. ibid, August 10, 1978.

6. See Brous, Giving3 Receiving3 Servicing3 op. cit. , pp. 114-115.
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the Housing Cdfnmission, private landlords and real estate agents to 
alleviate problems.

The longer-serving assistant continued to act as a change agent, 
informing resource-seekers of their rights and encouraging them to de
mand resources from controllers of housing. The junior assistant was 
less aggressive and, although influenced by her fellow-worker, she pre
ferred to be more neutral in her attitudes, providing services as re
quired, although the former's radicalism often annoyed her and contrib
uted to an uneasy 'alliance between them.

The senior assistant was regarded with some amusement by the 
staffr who tolerated his radical attitudes by treating them in a jocular
fashion. The assistant did not appear to be unduly ’affected by the
jibes, for he could often find at least one ally to support him on a par
ticular issue, usually one of the Income Security Assistants.

(b) Income Security
The work of this resource remained concentrated upon problems sur

rounding the receipt of pensions and benefits, particularly matters con
cerning eligibility, delays and inaccurate transfers. One of the two as
sistants in the area was a new appointment in 1978, having had prior ex
perience in the Lone Parents' area, whilst the other was a long-serving
worker in income security matters, first as a volunteer and, from 1977, 
as a resource assistant. Difficulties in co-ordinating the work of the 
Income Security Resource resulted in the former person transferring to 
the Consumer Credit Resource in February, and the latter person being
absorbed in the Lone Parents' Resource in May, swopping places with one

7of the assistants in that area.

(c) Lone Parents
A separate Resource Area was created for Lone Parents late in 1977 

after the Research Worker had produced statistical information and social 
data which indicated the range of needs experienced by one-parent families.

7. ARC Bulletin, 4(3), February 2, 1978, p. 7; May 31, 1978, p. 6; 
ARC Council Minutes, May 11, 1978.
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A resource assistant was appointed in November 1977 to handle-problems 
presented by resource seekers, but quickly transferred to a vacancy in 
research which was created in the following month. The provision of 
extra funding permitted the appointment of two resource assistants, one 
to handle general problems and the other to deal with issues related to3the Family Law Court, such as Children's Rights.

The Resource received a good response and the assistants were in
volved in setting up an open resource file for the use of lone parents. 
The file would contain general information, including direct-line phone 
numbers to government departments and also the names of personal con
tacts working in the lone parent field. Information on government 
schemes to assist low-income parents was also gathered, and it was hoped 
to set up a home help/child care register to assist lone parents in times 
of need.^

The Research Worker continued his interest in the area, but was not 
involved in the direct delivery of services, leaving the task to the as
sistants. Over time, however, there was conflict between himself and 
the assistants over his role,^* which resulted in his withdrawal from 
the administration of the Resource, and its assumption by the assistants. 
However, tensions continued, and both of the assistants transferred to 
the Income Security Resource, whilst the assistant in that Resource took 
on the responsibilities in Lone Parents.^"

Doubts continued to be expressed regarding the need for a separate 
service for single parents, for it was felt by some that the problems 
faced by this group were very similar to those faced by two-parent fam
ilies. There was little-indication that all lone parents were being 
automatically referred to the Resource by other workers, and support 
for its re-integration with other services increased. In August, when 
the Unit structure was considered, the proposed Lone Parents' Unit was 
not approved, and the Resource was finally absorbed by the Resource Room
S, ARC Bulletins. 4(1), January 5, 1978, p. 2.

9. ibid3 4(2), January 19, 1978, p. 10.

10. ARC Council Minutes3 April 27, 1978.

11. ARC Bulletins 4(10), May 31, 1978, p. 6; ARC Council Minutes3
May 11, 1978.
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Unit. However, the area's member refused to comply with tbe changes,
and Council was forced to direct her to move into the Room and co-operate

13with its acting co-ordinator.

*
2. The Regional Unit

The Unit was established as a direct consequence of the activities 
* of West ARC, the Centre's experiment in regionalising its work away from

its Fitzroy headquarters. It was hoped that the Unit would conduct a 
number of activities and not only incorporate West ARC, but the two were 
so closely identified with each other that they were seen as one and the 
same, and rose and fell together.

Nineteen-seventy-eight was the year of reckoning for West ARC, for
having been established in November 1977, the experiment had to prove 

14its worth. Situated in Sunshine and staffed by a full-time indigen
ous worker, it aimed to replicate the technology ARC had developed in a 
new context. The Co-ordinator drew several local individuals to the 
Centre who provided their services on a part-time basis, and a Manage
ment Committee comprising local low-income persons guided her activities 

» and liaised with the ARC Council under the aegis of the ARC/West ARC
Agreement.

When the Co-ordinator moved back to ARC in mid-December to partici
pate in the Co-ordinating Team, a resource assistant was left to run the 
office with part-time supervision. The Co-ordinator saw her new res
ponsibilities in ARC at Fitzroy as an opportunity to learn as many jobs 
as possible in a short time, to enable her to be more effective at West 
ARC. During the period she moved between the two locations, her
place of work depending upon her satisfaction with either one of the two 
areas, and her need to be involved in new initiatives whilst staying out 
of controversies.

12. General Meeting Minutes, August 18, 1978.
13. ARC Council Minutes, September 14, 1978.

14. On West ARC'S establishment, see Brous, op. ait. , pp. 93-96.
15. ARC Bulletin, 4(1), January 5, 1978, p. 7.

SB
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The philosophy which the West ARC Co-ordinator applied to her work 
was similar to that utilised when she was the Centre's Housing Resource 
Worker. She relied upon her personal experiences as a consumer to 
guide her in her work, and to ensure straightforward relationships with 
resource seekers. Although she was required to liaise with profession
al workers in other agencies and in government departments, she contin
ued to believe that her command of a network of resources also gave her 
power in her relationships with professional persons. As a pivot in a 
resource-delivery framework, it appeared that she saw the removal of 
direct professional influence as a positive factor in improving the op
portunities for low-income people. In 1978 there was little attempt to 
transfer skills to the individuals who utilised the West ARC services, 
despite her declared aims.

The Management Committee established a Working Party to plan future
activities from January 1978, and the Unit became involved in various

16Western Region organisations. Liaison with ARC did not operate
smoothly, and in February the Council asserted its authority over the

17Management Committee on the issue of accountability. The ARC/West
ARC Agreement was not properly implemented, and it was rarely consulted 
in resolving disputes.

The Management Committee resigned en masse in April and little at
tempt was made to revive it. Responsibility for the running of the ex
periment was primarily vested in the Co-ordinator with some reference to 
the Council, but its range was undefined. Thus, the expenditure of 
funds, the raising of money, the hiring and firing of staff, the approv
al of staff duties, the overseeing of property and equipment, and neg
otiations with external bodies, were supervised by the Co-ordinator, 
although the power to do so had never been formally delegated to her by 
Council. In other areas, little accountability was apparent, particu
larly in the supervision of the Co-ordinator's duties or her strategies 
for West ARC'S development, and she was able to do as she liked with 
only the minimum of organisational constraints to impede her activities.

16. -ibid, 4(2), January 19, 1978, p. 14.

17. ARC Council Minutes, February 22, 1978.
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One area of responsibility was a property in Thornbury used to 
house needy families, and the associated supportive funds. Negligible 
supervision was exercised over the Co-ordinator's activities, and she 
was able to overspend the budgetary allocation by $1,500 before the 
Brotherhood intervened and placed controls on expenditure. ARC'S Co
ordinator justified the mix-up by citing confusion of responsibilities 

' 18for authorisation of financial commitments, but it was clear that the 
provision of a free hand had resulted in an over-eager use of resources.

In the first six months of 1978, twenty-three families used the
house's facilities, and the Brotherhood, realising the importance of the
overall service, agreed that a small stock of blankets and linen should
be held for emergency use, with the Brotherhood's Material Aid Service

19providing clothing, etc. The West ARC's Co-ordinator had originally
requested the purchase of quality sheets and expensive blankets, and
basic furniture, but the ARC Council had not provided support, believing
that donated sheets and blankets from State Relief should be utilised.
This action received the approval of the BSL Executive, but they queried

20ARC's future use of the property.

No response to the Executive's request was forthcoming for a period
of four months, necessitating action by the ARC Co-ordinator to elicit

21a reply from the Council. During that time, the Brotherhood had re
ceived complaints about the house's condition, but was told by the Co
ordinator that the Centre was unable to take action to clean up the 
property due to mechanical troubles with one of the Centre's vehicles.
As a consequence, the Brotherhood offered to arrange the work and charge 
the cost to ARC. The need for action was reinforced by the present
ation of a formal complaint to the Brotherhood by the Northcote City 
Health Inspector over the state of the house, which demanded prompt
action to cut grass, remove rubbish, and to lock the house to guard

22against vandalism and the danger of fire.

18. BSL Executive Meeting Notes

19. ibid, August 4, 1978.
20. ibid, August 11, 1978.

21. ibid, December 15, 1978.
22. ibid, December 22, 1979.
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It appeared that ARC intended to continue using the property for
emergency accommodation, but in March 1979 a statement to that effect
had not been sent to the Brotherhood, following a request to do so in
July 1978. Although ARC had cleaned up the property in December, there
still remained quite a lot of work to be done and the property remained

23in danger of vandalism. The closure of West ARC may have been a
cause, for responsibility for the house was not allocated to any particu
lar indigenous co-ordinator.

The only outsider to provide any direct help to the West ARC Co
ordinator was her husband, who had himself been a member of the found
ation Management Committee. He took on all the formal positions, in 
particular, the role of Treasurer, but his position was more as a co
worker rather than as a supervisor of the Unit's policies and work. The 
diligence of the Book-keeper was the only check upon expenditure, and 
Council was ignorant of the Unit's commitments for much of 1978. Reports 
on activities and achievements were always of a general nature, and were 
never verified. No quarterly reports were made as detailed in the Agree- 
Agreement, possibly because the Management Committee existed for only 
three months, but probably because the Council's attention was never 
directed towards the requirement. Occasional minutes were tabled, but 
they provided little information, and were never debated nor discussed.

The Co-ordinator gave some talks on ARC- in the Western Region 
of Melbourne and her experiences in the organisation, in an effort to 
promote local support for the Unit, but she was only marginally effect
ive in achieving her goals. A Women's Group was commenced with a small 
number of persons, but they comprised a static set of individuals, and 
were involved only in craft activities.

The Co-ordinator's involvement in Friday Night activities in the 
Centre drew her from West ARC on one day each week, for she would in
volve herself in the purchase and preparation of food, closing the office 
or leaving it in the hands of a volunteer or resource assistant.

West ARC was the subject of an adverse research report prepared by 
the Brotherhood's Department of Research and Social Issues, and when it 
was finally presented to the ARC Council — who had commissioned it —  a 23
23. ibid, March 16, 1979.
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decision to close the office was quickly made. The Co-ordinator became 
despondent and in December she submitted her resignation. It was not 
accepted, and the Council referred her to the Unit Co-ordinating Commit
tee for allocation to new duties.24

3. Consumer Rights and Credit Unit (CRAC)
The CRAC Unit was an amalgamation of services previously provided 

by the Consumer Credit Resource — debt consolidation and counselling, 
budgeting, liaison witfr the gas and electricity authorities,, the ARC 
Christmas Savings Club, the Savings and Loans Scheme — with the fledg
ling ARC/Pitzroy Credit Union and the activities of the Book-keeper in 
assisting families with financial problems. The amalgamation of these
activities under one umbrella did not change the procedures of deliver-

25ing resources, which remained similar to those developed, in 1977. The 
only major innovation was the establishment of the Credit Union and the 
appointment of a part-time support worker to supervise payments and col
lections -

In 1978, the Consumer Credit Resource was presided over by two res
ource assistants, one position held by a long-standing worker who had 
developed the Savings and Loans Scheme, and the other held by a number
of individuals who concentrated on general matters. One 1977 incumbent

26resigned during the withdrawal period and was replaced by an assistant 
who transferred from the Income Security Resource. After the completion 
of her six-month training period and her return to the Collingwood Health 
Centre where she applied her skills, she was replaced by an ex-Family 
Centre member who remained for only a short time. The position was then 
left unfilled, partly through lack of action and interest, and also be
cause the workload could be comfortably managed by the single assistant. 
With the experience gained throughout 1977, she was able to manage all 
aspects and the close supervision provided by the ARC Book-keeper became 
re-oriented towards a co-operative arrangement. However, the Book
keeper remained the de facto controller of matters concerning cash trans
fers, a position reinforced following the establishment of the CRAC Unit.

24. ARC Council Minutes, December 18, 1978.

25. See Brous, Giving3 Receiving3 Servicing3 op. cit. , pp. 56. ff.
26. ARC Bulletin, 4(2), January 19, 1978, p. 12.



Decreased participation by the Social Action Worker in the Resource Room 
resulted in a change of emphasis from one combining direct service del
ivery with advocacy of social action strategies, to one which largely 
concentrated upon service delivery.

The ARC Credit Union was consolidated during the year, establishing 
its procedures and services. The budgeting sessions previously arranged 
by a resource assistant were upgraded into an ongoing Budgeting Service 
where advice was given, and it was possible for a participant's bills to 
be paid as they arose, saving the expense of postage, stamp duty or 
charges on bank cheques, alleviating the problems of managing financial 
resources and preventing loss of services due to non-payment of accounts, 
in particular, electricity, gas and fuel. In an informal session, de
tails of income and expenditure were rendered, and an individual savings 
target arranged. For those who did not require budgeting assistance, 
the Credit Union offered a free cheque service.

By August, fifty-four individuals were contributors on a regular
basis, and all were able to participate in the election of the Credit
Union's Board of Directors, which included members of ARC, Lifeline and

27the Council for the Single Mother and her Child. It was hoped to ex
pand activities to include a scheme whereby members might purchase their 

28own homes, although the one attempt to finance such a venture with a 
family member was unsuccessful due to the withdrawal of financial sup
port from a larger credit union. There was a great deal of interest in 
the Credit Union's work, and the part-time support worker made several 
visits to other community groups to exchange information and experiences.
In September, the Credit Union was officially opened, ten months after it

29had commenced operations, and staffed by a part-time support member.

The significance of the Unit's work was recognised in August when 
the Book-keeper and the Savings and Loans Resource Assistant were invit
ed to participate in a seminar on consumer credit organised under the
auspices of the Human Resource Centre at La Trobe University, to outline

30and explain the Unit's experiences.
27. ibid, 4, September. 7, 1978, pp. 6-7; 5(1), 1979, p. 5.
28. ARC Council Minutes, July 27, 1978.

29. BSL Executive Meeting Rotes, September 15, 1978.

30. ARC Council Minutes, August 3, 1978.
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The Unit's Management Committee comprised the CRAC Co-ordinator, 
the Book-keeper, the Credit Union Support Worker and the Savings and 
Loans Resource Assistant, although the major decisions were made by just 
two individuals. At one stage, it had been suggested that the Book
keeper hea<J the Unit since the Co-ordinator felt a lack of skills to 
carry out the leadership function. However, the proposition was at 
odds with the principles underpinning the Unites establishement, and the 
Book-keeper became the Advisor to the Unit. He nonetheless remained a 
strong influence, and the Co-ordinator did little without clearing any 
decisions with him.

4. The Support Work Program (SWOP)
Of all units, SWOP had to undergo the least structural change fol

lowing the implementation of the altered .decision-making structure. A 
management committee comprising the trainees, with the staff acting as a 
resource, had been instigated in 1977, and remained in force throughout 
1978. Further, the program had led a largely autonomous existence from 
the rest of the Centre, in an environment of independence.

The major activity of SWOP was to grant training opportunities for 
long-term unemployed persons, usually men, who were provided with train
ing grants under the NEAT Scheme. Training in literacy and numeracy, 
basic carpentry, driving and some clerical skills were the main emphases. 
The Program drew on a number of sources for financial support — 
mainly the Brotherhood and the Department of Employment and Industrial 
Relations - and a handyman and furniture removal service was used to 
assist the growth of an independent financial base, although the costs 
of the services were usually higher than the sums received from low- 
income clients.

t

In 1977,. SWOP had contemplated breaking away from the Centre, to 
satisfy its needs for greater freedom of action and larger premises, as 
well as its feelings that a separate identity would give it a greater 
facility to gain financial support. The intention remained in 1978, 
and in April, the ARC Council established a working party of SWOP staff, 
trainees and ARC members to look at the relationship between the Unit 
and the Centre and to draft an Agreement that could be a basis for 
further discussion.

31. ARC Council Minutes, April 20, 1978.



1 2 4

Funding remained the major problem during the year, initially be
cause the available finance was not sufficient to meet the scale of 
SWOP's activities. In March, the Unit participated in Moomba, success
fully solicited articles in the Age newspaper and hoped to display goods 
in the City Square,; as well as holding a seminar on the Program. How
ever, the resultant publicity was not sufficient to guarantee a new flow 
of funds. The situation was exacerbated by difficulties between the 
Department of Employment and Industrial Relations and SWOP over the con
ditions of funding, for the former wished SWOP to concentrate upon work
shop and general educational activities, rather than work therapy, confer
ences, or the management committee, since SWOP was no longer new and ex
perimental. Funding of $42,000 for the period to August 1979 was of 
concern, but the Department's conditions were not acceptable to SWOP, 
and a process of negotiation was required. Interim funding was granted
for April and May, whilst the terms of the general funding were final- 

32ised; the vesting of legal responsiblity for the Program in the Broth
erhood caused additional difficulties, for SWOP was required to clear 
any arrangements with the Brotherhood prior to their implementation.
The Brotherhood was eager, however, that the contacts with the Depart
ment be through SWOP and it resisted departmental pressure for it to 
participate in the negotiations. It was felt to be important that legal
responsibility did not become confused with legal identity, and that

33SWOP was able to maintain its independence.

In July, SWOP had requested a grant of $14,000 from the Brotherhood 
for the salaries of a driver and a book-keeper, the maintenance and run
ning of a vehicle and the supply of a larger workshop to replace the one 
they already occupied. The Brotherhood requested an assessment of the 
Unit's self-development schemes and, although it was apparent that SWOP 
was seeking more customer sponsorship there was an agreement to cover the
book-keeper's salary for a three-month period, with a review after two 

34months. The Brotherhood honoured its promise, but in October, re
affirmed its intention of discontinuing the arrangement after the ex
piration of the three-month period, although the Executive later asked 
the Co-ordinator to ask Council to take responsibility for the book-
32.

33.

34.

ARC Bulletin, 4(7), April 6, 1978, p. 22.

BSL Executive Meeting Notes, June 16, 1978.

ibid, July 28, 1978; ARC Council Minutes, July 27, 1978.



keeper's employment in view of the quality and nature of her work.
However, the financial support continued, largely dye to the Council's
non-response and the Associate Director for Finance was forced to

36request a reply and a termination date in mid-December.

The Unit was under constant pressure from the Department of Employ
ment and Industrial Relations to fill the fifteen trainee positions, and
solved problems of recruitment by renewing the terms of past trainees.

37The trainee load strained SWOP's resources, and in September it re
quested the return of rental payments made by the Department to the 
Brotherhood on SWOP's behalf, so that it could solve some liquidity prob
lems. The request was initially unsuccessful, with SWOP being referred

38to ARC for support, although a month later the Brotherhood agreed to
credit the money (about $12,000) to ARC, leaving the Council to decide
whether the funds should be allocated to SWOP, for the Brotherhood treat-

39ed the Unit as part of the Centre. However, from October the Depart
ment had terminated the flow of funds and there was a strong feeling that 
the conditions for continued financial support were being tightened in 
accordance with general policy. The Commonwealth Employment Service 
continued to refer trainees, but the Department refused to support them.
The result was that the Brotherhood funded SWOP's deficit which, at the

40end of October, was $5,800.

By December, there was uncertainty within the Brotherhood ys to 
whether the funds would be forthcoming, and pressure was applied to SWOP 
to decide upon its future and the Department's conditions of training, 
since the Brotherhood had been concerned with the precedent it had set 
by funding SWOP separately from ARC. It was aware that ARC and SWOP 
were considering a separation, partly to alleviate internal stress and 
partly to free SWOP to raise funds in its own right, but realised that 
the result could be competition by ARC and SWOP for the same source 
of funds. The Brotherhood therefore advised ARC that it would not con
template separate funding of Units if they became independent of the

35. ibid, July 28, 1978; ARC Council. Minutes, July 27, 1978.

36. ibid, October 27, November 3, 1978.
37. ARC Bulletin, 4, August 10, 1978, p. 9.
38. BSL Executive Meeting Notes, September 29, 1978.
39. ibid, October 27, 1978. SWOP was never a separate legal entity.

40. ibid, December 1, 1978.
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Centre, although in March 1979, SWOP appeared to be investigating the
42possibility of separating and becoming autonomous.

The Unit decided to take alternative action and engaged a former ■*
voluntary worker to raise funds on commission basis. His approaches to 
a number of community organisations were made known to the Brotherhood,
and the Executive reacted by re-affirming its responsibility for the t
maintenance of correct fund-raising procedures. It emphasised the
Brotherhood's entitlement to know of ARC's fund-raising activities — as

43per the ARC/BSL Agreement — and the Unit was told to desist. Pressure
was put on ARC to control fund-raising efforts and late in December the

44Council effectively constrained SWOP from acting without its permission.
It was especially offended that the Unit's Co-ordinator had not informed 
it of his activities and that the Brotherhood knew of the moves before 
the Council.

At the same time, SWOP was allocated nearly $12,500 from unallocated 
funds to cover part of its accumulated deficit and the operating costs 
of SWOP Industries — the h'andyman and furniture removal services —  for
the period January-June 1979. There was some uncertainty about whether the .
funds were available, since they depended upon the Brotherhood's assent
to a re-orientation of previously tied money and the Council made its

45grant conditional upon the continued availability of the money.

SWOP quickly realised that its future was extremely shaky, particu
larly after its major Training Officer resigned in December due to the 
uncertainty of his position, and finally agreed to accept the con
ditions of funding laid down by the Department albeit reluctantly. The 
ARC Council had to sign the document, and did so only after receiving 
assurances that SWOP would abide by its directions, and ensure that the 
Centre was not required to meet any expenses after they were incurred by

4 1

the
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Unit. The Agreement was not 
costs of SWOP Industries, which

amendable, and called 
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41. ■ibid, December 1, 1978.
42. ibid, March 16, 1979. •

43. ibid, December 8, 1979.
44. ARC Council Minutes, December 18, 1978.
45. ■ i b i d .
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receiving assurances that no such commitment would be relied upon, the
Agreement was' accepted with the proviso that a separate understanding

46with SWOP Industries be established in 1979. The Brotherhood signed
, the document as the body legally responsible for ARC (and SWOP), but did

so on the understanding that any financial commitment was ARCs, and not
47the Brotherhood's.

«*
5. The Activities Unit

The appointment of a professional Activities Director and an indig
enous Activities Worker to the Centre in 1977 resulted in the creation of 
a series of programs oriented around camping, day outings, dances, bingo
and sporting fixtures, cementing interactive relationships within the ex-

48isting membership, but receiving a slow response from outsiders. The 
strong relationship between the two staff members was broken at the end 
of the year when the Director returned to the United States and his re
placement —  a newly graduated, but experienced, youth worker —  adopted

* a lower profile in her relationship with the Activities Worker. Her 
appointment coincided with the beginning of the withdrawal of profess
ionals in December 1977 and the Worker's placement as Activities Co-♦ ordinator, and she did not inherit the decision-making power of her pre
decessor. Additionally, her gender influenced the style of relation
ship she formed with the Worker, and the 'mateship' that had existed 
previously dissipated.

Nineteen-seventy-seven had witnessed an increased allocation of the
Centre's resources to the development of an Activities Program. It was
felt that the provision of welfare services could not by itself attract
low-income persons to the Centre, and that a structure of social activi-

49ties could act as a locus for community development. In 1978, how
ever, the four Activities staff members — three of whom were profession
als —  issued a challenge to the Centre over its commitment to the Activi-

* ties sector, for they felt that the Centre's re-orientation towards
46. ibid.

• 47. ibid, December 20, 1978.

48. See Brous, Giving3 Receiving3 Servicing3 op. cit. , pp. 71-77, 84-88.

49. Hayden Raysmith, The Action and Resource Centre: Co-ordinator's Re
port3 1976j Brotherhood of St Laurence, Melbourne, June 1977, p. 38.
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social action and service delivery was relegating community development 
and activities into the background. In the Family Centre Project and 
ARC, camps and activities were significant influences, for they:

have given many family members a new self-image, new abilities 
and a new confidence that has allowed them to take advantage of 
opportunities for planning and decision making and taking on 
responsibility within these programmes, the Centre, and their 
own day-to-day lives. In addition, it has given them new 
friends and a sense of belonging, of being part of an organ
isation that provides resources to them and advocates for
social change on their behalf.__50

As an attracting force, Activities brought people into the Centre, 
and it was felt that it should be considered on a par with resource 
services which had a similar effect. The workers agreed with the orig
inal conception of an Activities Program in ARC, but felt that the con
centration of resources within a small group of staff and family member 
decision makers was squeezing the rank-and-file membership out of the 
Centre.

The Activities Unit was able to elicit support from the membership,
and the importance of the development of a caring/sharing community — a

51task of Activities — was re-affirmed at the ARC Conference in May.
In later budgetary discussions and meetings on the Centre's future, the 
Unit was able to hold its own in the division of resources.

The two major forums by which information on Activities was dis
seminated were the Coffee Lounge and the ARC Bulletin. At the ARC Con
ference in May, participants expressed a belief that the Coffee Lounge
was the centre of ARC, and that it was a place where people felt needed

52and could make friends and share information. Whilst meetings were
controlled by staff members, the Coffee Lounge remained the members'

53domain, where staff would interact on the former's terms. Staffed by
a part-time worker, the Lounge was placed under the Activities Unit in 
1978, after being transferred from the jurisdiction of the House Manager.
50. ARC Bulletin, 4(8), April 20, p. 3.

51. ibid, 4(10), May 31, 1978, pp. 4-5.
52. ibid.

53. See Brous, Giving, Receiving, Servicing, op. cit. . pp. 91-3.
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In 1977, the Lounge had been positioned on the top level of the 
ARC building, which caused difficulties for parents and children using 
its facilities. A proposal to move it to a ground floor location pre
viously occupied by the Playcentre was well received, especially since 
it was adjacent to a large, enclosed play area and garden. A submis
sion to the Brotherhood for an allocation of nearly $4,000 to landscape 
the area and to transfer the Lounge was initially questioned and reject
ed, particularly since the present lounge had been redecorated in the
previous year, and it was uncertain whether the building would still be

54allocated to ARC in 1979. Nevertheless, the shift to the ground 
floor occurred and the funds were allocated for the required landscap
ing, resulting in the facility's increased accessibility and popularity.

A major initiative early in 1978 was the formation of a Women's
Group which met weekly during the year for participation in art and craft 

55activities. It was hoped that development of the group would permit
involvement in other interests, and possibly areas included child care, 
cooking, sewing and budgeting. The group was organised to give non
working female members the opportunity to meet socially and form relat
ionships, and to become involved in the Centre’s activities. It was 
particularly fostered by the Activities Director, who was unable to 
break into other male-dominated Activities programs, and who decided to
use her talents elsewhere. She used the Group to form a women's netball

56team, which competed in local competitions in 1978.

The Family Centre Project had provided programs on a Friday night 
for adults and children, for the end of the working week provided a suit
able opportunity for members and their families to socialise. ARC'S 
Activities Director had revived the arrangement in 1977, and in the fol
lowing year responsibility for the implementation and management of the 
night was placed in the hands of staff and family members. In July, an 
evening meal was introduced at a low price, which proved to be an

54. BSL Executive Meeting Notes, April 21, 1978. In the Family Centre, 
the lounge had been in the same ground-floor location.

55. ABC Bulletin, 4(7), April 6, 1978. A similar activity had also ex
isted in the Family Centre Project.

56. ibid, 4(8), April 20, 1978, p. 3.
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attracting force, and'darts, cards, films and demonstrations from visiting 
individuals constituted the entertainment.

Camping had been absorbed into the Activities program late in 1977, 
and continued to be a major activity although a re-allocation of funds 
affected the provision of camps. Always regarded as an opportunity for 
members to have a break from their families, home environment and work, 
they were very popular, and encompassed a variety of experiences, cater
ing for families as well as for teenagers, children and adults on their 
own. The camping program proved attractive to new family members al
though it did not always guarantee their involvement in other aspects of 
the Centre. Camps were regarded as a developmental tool where relation
ships could be formed and reinforced, and participation was encouraged. 
Some camps were fixed — either under canvas or in buildings — whilst 
others moved between locations, and their orientation depended upon the 
group catered for and the goals of the particular camp.

Prior to its incorporation into the Activities Unit, Holiday Host
ing was regarded as a distinct area, supervised by a part-time Support 
Worker who maintained a high degree of independence. She continued to 
work through the Co-ordinator, consulting him on financial and concep
tual issues, but had little contact with the Centre's decision-making 
structure, and displayed little accountability.

The scheme provided accommodation for members' children when hos
pitalisation or illness, camps, personal problems and family disruptions 
prevented the parents from providing care. In 1977, the service had
been free, although in January, Council agreed that users be requested

57to make a payment. Hosts were secured through the Brotherhood and
vetted by the Support Worker, who would allocate a child to a particular 
family for hosting, a relationship which would be maintained over a num
ber of years if possible, to help the establishment of a proper relation
ship. However, a decrease in the number of available hosts required the
Council to call on the Brotherhood to provide assistance in obtaining

58more host families for the 1978 Christmas holidays.

57. ARC Couneit Minutes, January 19, 1978.

58. BSL Executive Meeting Notes, October 27, 1978.
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The Children's and Teenagers' Programs were drawn into the fold of 
the Activities Unit in 1978, the latter formally, but the former only 
after the envisaged Childcare Unit failed to become a reality. Both 

’ were co-ordinated by part-time professional workers.

The Children's Program retained the same structure it had adopted
< in 1977, catering for thirty to forty children aged between six and 

fourteen and providing a range of activities designed to improve social
CQrelationships and understanding. Sport, craftwork, camps and other

interests provided the forum for such development, but ongoing contact 
with parents continued to be difficult to effect, and the Children's Co
ordinator's efforts probably lost much of their impact as a result. In 
addition, her part-time status and her need to work through the ARC Co
ordinator and, later, through the Activities Co-ordinator (who did not 
always appreciate the impact of the Program on its needs) increased her 
distance from the decision-making structure. The Program's low prior- 

? ity was displayed in August when a threatened financial shortfall cre
ated the possibility of the termination of activities, and only the
Brotherhood1s willingness to provide the necessary funds averted the

* . . 60crisis.

The Children's Co-ordinator submitted her resignation in November,^ 
an action she had decided upon earlier in the year with the completion 
of teacher training. She was also dissatisfied with the direction of 
the Centre and felt that the slight support she was receiving was in
sufficient.

The Teenage Program also retained a structure similar to that fol
lowed in 1977, although the increase of the Teenage Co-ordinator's hours 
from eight to thirty-two per week resulted in the Program becoming more 
of a full-time .venture. In the light of increasing youth unemploy-

r ment amongst the Centre's teenage population, the need for an ongoing

59. See Brous, Giving3 Receiving3 Servicing3 op. cit. , pp. 77-79.

, 60. BSL Executive Meeting Notes, August 11, 1978; ARC Council Minutes,
August 10, 1978.

61. ARC Council Minutes, October 30, 1978.
62. See Brous, Giving3 Receiving3 Servicing3 op. cit. 3 pp. 77-84.
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program of activities was readily apparent, but the emphasis remained 
upon the provision of social activities and camps, which only bore some 
slight relation to vocational work.

Problems of control continued, particularly as a result of the var
ied age range of the participants, and the differences in independence 
and interests. Generally, all needs could be catered for through sport, 
craftwork, films, camps and other group activities as well as sex and 
drug education, parents' nights and instruction on legal rights. Lack 
of concentration upon vocational instruction certainly stemmed from the 
rejection by the membership in November, 1977 of the Co-ordinator's pro
posal to establish a Community Youth Support Scheme at the Centre, but 
was reinforced by the presence of the SWOP Unit and its access to the 
teenagers. Thus, the Co-ordinator concentrated upon areas which could 
remain the exclusive domain of his program.

Tensions between the program and the rest of the Centre continued, 
generally following the same pattern of inter-generational conflict 
over the orientation of activities and the amount of freedom accorded 
to participants. With the experience of 1977 behind him, the Co
ordinator had more confidence, together with the presence of a Manage
ment Committee controlled by teenagers to back him up.

The group made attempts to develop contacts with external groups 
such as the Fitzroy Community Youth Centre, and participated in the De
partment of Youth, Sport and Recreation display at the Royal Melbourne

63Show in September. In November, a successful submission to the De
partment secured funds for a Christmas Holiday program for teenagers,

64and a worker was employed for the period to assist with preparations.

The Unit's work was severely disrupted in November by the sudden 
resignation of the Activities Co-ordinator. Personal problems height
ened his decision to leave the Centre, although he had previously ex
pressed an intention to move out into the community after he gained suf
ficient skills. Council requested the Co-ordinator to reconsider, but

63. ARC Counoil Minutes, August 31, 1978.
64. ibid, November 13, 1978.



65he was firm in his decision, and the matter was referred to the Unit 
Co-ordinating Committee for resolution, where the resignation was ap
proved. The Activities Director took charge of the Unit, continuing 
its activities, and the position was re-advertised. While this was be
ing done, the Co-ordinator had a change of heart and re-applied for his 
old position, and by early December he was back in the Centre carrying 
out his former duties.

6. Childcare Unit
The closure of the Playcentre in February, 1977 caused some anxiety 

amongst staff and members who felt that the provision of facilities for 
the care of members' children during the working day was a priority.
At the end of that year it was decided to create a children's resource 
area, staffed by a skilled professional with an indigenous trainee.
The Withdrawal caused postponement of action to implement the proposal; 
the Unit remained in abeyance until the reconstruction of the decision
making structure was mooted.

6 VA Childcare Unit was proposed and approved, but was not imple
mented during 1978. In theory, the Children's Program was to be incor
porated into the Unit in 1978, but this was not done and it was inform
ally situated under the umbrella of Activities.

7. Legal Rights Unit
A Legal Rights Resource Area was accepted by Council late in 1977 

and staffed by an experienced individual who held the position of a res
ource assistant. Situated in the Resource Room, it quickly became in
volved with the legal problems (both criminal and civil) faced by mem
bers and others, and was in constant use. The Worker was very highly
regarded by the membership, and the ARC Bulletin received a constant

68stream of appreciative letters recounting her work. She was described

65. ibid, November 14, 1978.

66. See Brous, Giving, Receiving, Servicing, op. ait. , pp. 67-69.
67. General Meeting Minutes, August 18, 1978.

For example, -ARC Bulletin, 4(7), April 6, 1978, p. 9.68.
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as 'an outstanding example of an indigenous worker because she displays
some distinctive qualities which are being seen as of great importance

69in the welfare field'.

For much of the year the area was part of the Resource Room Unit, 
and it was not included in the list of Units approved by the General 
Meeting in August when the new structure was implemented. However, 
lobbying by the Legal Rights Worker and the preparation of a proposal for 
the creation of a formal Unit, received support from several staff mem
bers, in particular, the Social Action Worker. In October, the paper 
was presented to Council and referred to the Committees for discussion,^ 
but before the final approval was received an opportunity to secure some 
funding from a charitable trust came to light and the proposal submitted 
for consideration. Council ratified the action restrospectively, ac
cepted the paper and referred it to a forthcoming General Meeting for

71the membership's approval.

The Unit's establishment was ratified, but the Council deferred its
funding until July, 1979. If it secured support from alternative
sources before that date, then it would be permitted to commence 

72duties. The funds were granted late in the year and in January, 1979,
the Co-ordinator's post was advertised, with the Worker being the suc
cessful candidate.

8. The Administrative Unit

The proposal for restructuring the Centre had not included any ar
rangements for co-ordinating administrative and maintenance tasks as a
distinct area, and after the omission was noticed, a formal Unit was

73created in November. It was to be headed by the Secretary/Adminis
trator and was the only Unit not co-ordinated by an indigenous worker.
69. ibid, 5(2), 1979, p. 12.

70. ARC Council Minutes, October 31, 1978.
71. ibid, November 13, 1978.
72. ibid, December 18, 1978.
73. ibid, November 13, 1978.
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It comprised 'the House Manager, the Book-keeper (in his financial role), 
clerical staff (including typists) and the receptionist, and was repres
ented on the Unit Co-ordinating Committee by the House Manager.

Responsibility for maintaining the ARC building was a task for the
Unit, and as a resource the building retained its characteristics of 

741977. It was the Centre's major physical asset, and matters involv
ing allocation of materials, cleaning, maintenance and supervision of 
activities was the responsibility of the House Manager. Following the 
creation of the Co-ordinating Team in December 1977, the (then) House 
Manager became the Finance Co-ordinator and his position was taken by 
the (then) Assistant House Manager.

The new House Manager was extremely dedicated to his work, and had 
a particular ability to endow his responsiblities with a sense of urgency. 
Four major issues concerned security, vehicles, telephones and cleaning.

Security continued to be a major problem in 1978 as petty theft and 
vandalism increased, with major thefts of electrical equipment and other 
expensive items occurring with some regularity. The Brotherhood's Exec
utive was concerned and suggested alternative arrangements, hoping that

75the ongoing insurability of equipment at ARC would not be jeopardised. 
Responsibility for vehicles lay with the House Manager as a result of the 
inability of the SWOP Co-ordinator to carry out the task originally allo
cated to him. Although the vehicles were available for the use of both 
members and staff, the latter invariably monopolised this resource, using 
them for both work-related and private purposes.

Allocation of .telephones became an issue, and the installation of a 
switchboard in ARC was treated as a major logistical exercise. Members' 
use of telephones caused difficulties as the number of available lines 
was decreased, but the problem was solved by installing a 'phone for the 
specific use of the membership. Cleaning the building was a responsi
bility taken over from the Brotherhood in September, with the appointment 
of a family member to undertake the work. There were initial fears,
74. See Brous, Giving3 Receiving3 Servicing3 op. cit.3 pp. 88-91.

75. BSL Executive Meeting Rotes, November 27, 1978.

n
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particularly from the Brotherhood, that the building's maintenance and
care would slip as a result, but after discussions, ARC's plan was im-

76plemented and adhered to.

Staff continued to regard the building as a scarce resource and al
location of rooms and areas remained an influence upon individual pres
tige and standing. In particular, the expanding physical requirements 
of the SWOP Unit created problems, and led to serious consideration be
ing given to the securing of separate premises for SWOP.

9. The Research Unit

The maintenance of an ongoing evaluative function had been a central 
aspect of both the Family Centre Project and the Action and Resource 
Centre and the transmission of research skills had been seen as a major 
part of the process. In 1976, an indigenous research assistant had 
been employed to support the professional evaluator and to receive an 
understanding of research processes. The culmination of the relation
ship resulted in the completion of an indigenous research project during

77the period of the Withdrawal and cemented the position of an indigen
ous research presence in ARC.

From March 1978, research was considered as a specific sector in the 
Centre and although it was not part of ARC's budgetary expenditure (be
ing the responsibility of the Brotherhood) its identification with in
ternal developments was clear. In discussions on the Centre's future, 
little consideration was given to the position of research in the formal 
structure, but after the adoption of the revised arrangements in August 
it became apparent that a specific niche would have to be formed. Thus, 
the Research Unit was created in November and comprised the two Research 
Workers; funding continued to come from the Brotherhood, but it was 
well understood that the Unit would eventually be absorbed into the 
Centre's budget when the negotiating process was completed.

76. ibid, July 28, 1978.

77. Alan Hasler and Shirlee Williams, The Third Year of the Action and
Resource Centre: Make or Break? Brotherhood of. St Laurence, Melb
ourne, December, 1978.
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No Management Committee was required for the Unit in 1978 since it
received its direction from the Brotherhood's Research Co-ordinating
Group, but the Unit's two workers were able to make day-to-day decisions
on their own, if required. It maintained a communication role with the
Social Action Committee, and arranged to provide information on areas
requiring social, change to assist in the formation of action policies 

78and strategies.

♦

*

78. ARC Council Minutes, November 14, 1978.
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ARC AND THE BROTHERHOOD OF ST LAURENCE: 
NEGOTIATING THE FUTURE

1. The ARC/BSL Agreement
ARC remained under the umbrella of the Brotherhood of St 

Laurence in 1978, although its status was distinguished from that of 
sectors of the Brotherhood, in that it was not a department and the 
relations between the two bodies were determined by a formal contract 
known as the ARC/BSL Agreement. Effected in July 1976, the document 
listed the obligations of the Brotherhood to ARC and vice versa3 
together with the respective rights of both bodies."*"

The resources specified for supply by the Brotherhood - the
building, office equipment, vehicles, necessary salaries, etc. -
continued to be available in 1978, and in return ARC continued to
allow evaluation of its activities. The fulfilment of the obligations
by both was not constant and was subjected to strains and
interruptions - for instance, the assumption of responsibility for
cleaning the building and the employment of an indigenous person, with

2subsequent fears by the Brotherhood that standards would not be met - 
but general acceptance of the Agreement was never, doubted and, as in 
the previous two years, it continued to underpin the Centre1s 
economic security.

Liaison between ARC and the Brotherhood was a responsibility 
vested in the Co-ordinator under the terms of the Agreement, but as 
the year progressed it became apparent that the Centrd's 
representation by a professional at meetings of the Brotherhood's 
Executive and Board was at odds with its wish to give

1. The Agreement appears as an appendix in David Brous, The Second
Year of the Action and Resource Centre: Developing a Low Income
Organisation, Brotherhood of St Laurence, Melbourne, December 
1978;
and in Hayden Raysmith, The Action and Resource Centre - 
Co-ordinator's Report, 1976, Brotherhood of St Laurence, 
Melbourne, June 1977.

2. BSL Executive Meeting Notes, August 4, 1978.
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low-income persons prominence in decisiori-riiakiftg forUms. For some 
time the Co-ordinator had recognised the iricdngtuity of the role, and 
argued that whilst it was acceptable that he oversaw matters of a

* complex nature, the formal liaison should be the responsibility o f ‘the 
ARC Council. He did not regard himself as a controller/manager but 
more as an influencer and interpreter, seeking to have ARC deal, on

* its own behalf, with the Brotherhood and Government Departments
3without his direct participation. However, his opinion was not 

accepted by the Brotherhood which continued to consider him as the 
major connection with the Centre; in an attempt to force the issue 
the Co-ordinator scaled down his attendance at Executive meetings, 
participating only when it was politically expedient to do so.

The Brotherhood was unwilling to accept an indigenous 
representative from ARC since the Executive was not a 'formal' 
decision-making body* and rights of attendance were specifically

< granted by the Executive Director. However, its meetings did, in
effect, make decisions and discussed a wide range of issues affecting 
the Brotherhood's organisation and activities, much of which was

* confidential. Under pressure, the Executive did yield to the request 
and ARC'S Finance Co-ordinator was permitted to attend in the 
Co-ordinator's place for the duration of the Withdrawal (December 1977- 
March 1978). The arrangement was not successful as a result of inter
active problems, and the ARC representation was restricted to 
occasions when matters of specific interest to ARC were under 
discussion. At thp conclusion of the Withdrawal the restricted 
representation was continued; the Co-ordinator was able to attend all 
meetings of the Executive and the Brotherhood Board (the latter as an 
observer), and prepared required Board reports on ARC without 
consulting Council, despite the terms of the ARC/BSL Agreement.

Although entitled to provide a representative for the 
Brotherhood's Research Co-ordinating Group and its Social Issues 
Committee, ARC did' not do so, so that over the period 1976-78,

3. BSL Executive Meeting Notes, August 4, 1978.



the Centre forewent one of its rights under the Agreement. The 
Co-ordinator attended both forums on an, infrequent basis, especially 
the latter, and although the .indigenous evaluators participated on the 
former body, they were not appointed representatives but were always 
considered to be co-workers.

For the first time an annual review of the Centre's progress did
occur in 1978, although it was largely a spin-off from discussions on
the 1977 evaluations and the protracted negotiating meetings with the
Brotherhood. A formally organised review between the Brotherhood and
ARC was never established, although both bodies gave in-depth
consideration at internal discussions to the conduct and achievements
of the Centre. Of the three evaluations produced on ARC's activities
in 1977, only two were widely distributed in the Centre to elicit 

4comment, for the remaining report had lpeen conducted under a
university-based steering committee and was regarded as an external 

5exercise.

In December 1978, a new Agreement was drawn up to cover the 
period following the expiration of the current Agreement at the end 
of that month. Its contents and approval are discussed elsewhere.

2. Funding

In company with most welfare agencies involved in the* delivery of 
resources to persons in need, ARC was concerned with continuing 
assessment of the impact of its services. This was partly due to a 
growing awareness amongst professional social workers that they must 
be accountable to societal and individual values as expressed in public 
policy and organisational and consumer goals. This principle was 
increasingly applied by family members to the indigenous staff, and

4. Brous, Developing a Low Income Organisation, op. ait. •,
Brous, The Second Year of the Action and Resource Centre:
Giving, Receiving, Servicing - The Indigenous Model, op. cit.

5. Libby Brooke, The Second Year of the Action and Resource Centre: 
Towards a Power Base for Low Income People, Brotherhood of St 
Laurence, Melbourne.
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both groups were also aware that continued financial support from the 
Brotherhood of St Laurence and other non-government and government 
bodies was becoming contingent upon the demonstration of effectiveness 
and assurance of quality. As ARC entered 1978, the Co-ordinator noted 
that ARC's advantage in being regarded as an experimental project was:

that the outcomes are not all important. Blind alleys 
are acceptable in an experiment but are regarded as 
damaging failures when a project is not looked at in an 
experimental light.

He felt that an alternative view of the Centre by external funders 
was required, which was not dependent upon ARC's ability to produce 
and acknowledge its role as a mediating structure:

The fact that the members have so few alternative 
organisations in which they can participate and that 
policy makers have so few representatives of the poor 
to whom they can relate, indicates the vacuum ARC is 
helping to fill. Questions of organisation, efficiency 
and effectiveness are secondary to the fact that ARC 
exists and is providing a structural approach to poverty.
There is little point in undermining the only 
organisation of its type unless better structures can be 
developed first.

Prior to 1978, funding submissions to the Social Welfare 
7Department and other external bodies were developed in ARC, but 

channelled through the Brotherhood, to avoid duplication and to allow 
the Centre to use the Brotherhood's good name as support. In 1978 
consultation between ARC and the Brotherhood occurred at a more 
informal level, and the Centre relied on its own reputation to a

ggreater extent to justify its orientation. If autonomy was to be 
successfully maintained in 1979 and thereafter, the Centre had to be 
seen to be standing on its own feet, although the Brotherhood pledged 
to provide moral support for ARC when the latter made submissions to

6. Hayden Raysmith, Action and Resource Centre: Co-ordinator's
Report, 1977, Brotherhood of St Laurence, Melbourne, April 1978, 
p. 30.

7. In January 1979, the Department's title was changed to the 
Department of Community Welfare Services.

8. BSL Executive Meeting Notes, June 16, 1978.
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outside organisations in future years.

In January the Finance Co-ordinator prepared submissions for
presentation to the Social Welfare Department for block funding and
for an allocation from the Family and Community Services Program.
Initial feedback from the Department was unfavourable, and it was
throught that the Centre might get a lesser amount than that which
was being sought.^ However, the Centre's hopes received a fillip in
April when a grant of $4,000 was received from the Department of Youth,

12Sport and Recreation. ,

However, the Brotherhood's assistance was still required to iron
out problems. Although ARC had worked hard to be included on the
Minister's fund list for grants as a separate entity from the
Brotherhood, allocations in 1978 were not directed toward ARC and the
$50,000 for which the Centre had applied was reduced to a $15,000
capital fund grant. The implication was that the Centre had been
removed from the list of organisations eligible for future allocations
from the Ministerial fund, and under pressure from the Co-ordinator *
the Brotherhood agreed to press the Department for the full allocation
and for the Centre's continued eligibility. The latter point was
agreed to by the Department, but lack of finances forced acceptance of
the lower grant until further funds were received from the Government 

13Treasury.

By June, however, no decision had been made, and there was 
serious concern that the Department would refuse or reduce ongoing 
assistance to the Centre. The Brotherhood wished to assure the 
Department that it would not make up any shortfall in funding which

9. ibid. , August 11, 1978. *
10. ARC Council Minutes, January 19, 1978.

11. ibid., February 2, 1978. c
12. ibid., April 20, 1978.
13. BSL Executive Meeting Notes, May 19, 1978.
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ARC suffered as a result of the Department's decision, eind a meeting 
between the three organisations was arranged. The Brotherhood's 
representative clarified their position whilst ARC'S members wanted

* the Department to deal directly with the Centre and fund it as an 
organisation in its own right. The "Department noted the comments but 
made no guarantee over funding.

*

In September, the Brotherhood received word that an annual grant
of $10,000 provided by the Social Welfare Department for use in family
services would no longer be made available automatically. The
Brotherhood had previously passed the grant on to ARC, but as a result
of its need to make a formal application, the BSL decided to examine

15and identify a suitable area of family services tor funding, and 
ARC was no longer guaranteed the allocation's transfer.

The Co-ordinator felt that the Brotherhood was showing too little 
* concern over ARC'S situation, even though the long-term consequences

had been explained. ARC had worked hard to get itself regarded as one 
of the more expensive organisations in the -State, and liad been placed 
amongst the top four suc?h bodies. Once ARC was perceived in this way 
it had a greater chance of receiving a larger grant from the 
Department's central fund, rather than being forced to compete for 
regional funds which were to be divided amongst a large number of 
organisations. The Co-ordinator maintained personal contact with 
Departmental personnel, partly for his own satisfaction, but also to 
act as a conduit of information on ARC's behalf. He felt that the low- 
keyed approach had been successful in maintaining access to the 
Department.

It had always been difficult to involve family members in the 
formulation of Departmental submissions, although staff participation 

, had increased during the 1976-78 triennium. Personal contact between
various ARC identities and Departmental officers became more 
significant, and relationships were used to create organisational

►

14. ibid. , June 23, 1978.
15. ibid. , June 16, 1978. In the event, the Brotherhood received

no further such grants.

m
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linkages. Hooking into networks was a difficult process and would
ease only when outsiders saw a benefit in having a link with one or

16other of the indigenous workers.
ft

During 1978 the Department's Director of Regional Services was 
placed for nine months with the Brotherhood of St Laurence, and was
invited by ARC to act as a 'neutral' chairperson for one or two General •
Meetings and for many of the negotiation meetings between ARC and the 
Brotherhood. Although his presence had no influence on the 
Department's financial allocation to voluntary agencies in 1978-79, 
the knowledge and understanding he gained of the Centre's 
organisational structure and achievements was bound to have a long
term effect on the Department's future attitude.

Funding for the SWOP Unit also caused problems, not the least 
because of disagreement between the Unit and the Department of 
Employment and Industrial Relations over the conditions under which 
the latter would provide financial support. The Department's 
tendency to communicate directly with the Brotherhood on the matter
was inevitable due to the latter's legal responsibility for the Unit, •*
but was resisted by the Brotherhood which wished SWOP to deal

17independently with departmental demands.

The desperation which SWOP faced over its future viability
caused friction between ARC and the Brotherhood, for the Unit made
separate approaches to the latter for funding without notifying the
Centre or working in conjunction with the Centre's plans. Thus, in
July 1978, SWOP requested funds for six months to enable it to employ
a driver and a book-keeper, at a cost of $14,000, although only
financial support for the latter position for a three-month period was 

18forthcoming. In October the BSL Executive wrote to the ARC Council 
informing them that funding of the salary was about to expire, and 
that the Brotherhood did not intend to continue the payment, although

16. Personal Interview, January 1979.
17. BSL Executive Meeting Notes, June 16, 1978.
18. ibid., July 28, 1978.
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Ceritire €h.at ‘-ft 'Wohid^not ••cbhterfipra'te rs'0'pairdte' fUnding,<t>ft*prb'jOfct'S 'if '

19. -ibid.,

OCM ibid.,
2 1 . ibid.,
2 2 . ibid.,
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they became independent, although it was not only SWOP which 
prompted the reaction.

However, the SWOP Unit had taken unilateral action by setting up
a fund-raising operation, which caused concern in the Brotherhood over
its responsibility for the maintenance of correct fund-raising
procedures and the protection of its credibility, since ARC was seen
as part of the BSL by the community. Under the ARC/BSL Agreement, the
Brotherhood was entitled to know of the Centre's fund-raising efforts.
The Executive decided that there was a need for closer liaison between
the Brotherhood and ARC to ensure that outside sources were not
unknowingly approached simultaneously by the Centre and its units and

24the various sectiore'of the Brotherhood. A request was made for ARC
to provide a list of contacts effected through SWOP’s fund-raising
activities, but the document provided did not fully outline details of
individuals approached, personal contacts and gifts received, and a

25follow-up request had to be made.

The ARC Council did produce a set of guidelines to limit fund
raising activities, although they were formulated in ignorance of the 
extent of the SWOP Unit's activities:

1. Council must see and approve all written submissions 
for funds over $200;

2. Council must be advised of all informal approaches 
for funds;

3. Council shall have the power to direct whether funds 
raised go specifically to one unit or one program, 
or whether they must go into ARC's general budget;

4. Council shall have the power to withhold ARC funds 
from any unit or program if it believes the fund
raising guidelines are not being met. 26

SWOP objected to point three, for it implied that a unit could not 
rely on funds it had collected for its own use. The ARC Co-ordinator 
felt that if the Council did not have the power to allocate ARC's 
funds it would not be able to control its budget, and would not be able

2 3

23. ibid., December 8, 1978.
24. ibid.

25. ibid., February 9, 1979.
26. ARC Council Minutes, December 18, 1978.
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to direct general funds coming to the organisation for specific uses. 
Those units and programs withqut a capacity to raise funds would be 
disadvantaged as a result.

In November, the Centre.made its first application for funding
to a charitable trust, following advice from the Brotherhood's
Associate Director for Social Services who was aware of the particular
trust's pending deliberations. The CRAC Co-ordinator - who was
responsible for preparing and submitting funding applications -
forwarded a submission for the proposed Legal Unit, the only papers
which were fully prepared at the time. He faced some criticism from
Council for not gaining their approval, but his action was endorsed,

27given the short notice'that had been given to the Centre, and the 
application was successful.

Early in 1979 the Funding Committee was resurrected to oversee
all fund raising activities and ensure the application of the 

28guidelines.

3. Negotiating' the Future
The Brotherhood of St Laurence was aware of the need to formulate

a policy concerning its future support of ARC at the conclusion of the
1976-78 triennium, and to this end commissioned several pieces of

. . 29research to enable it to make a considered decision. In several 
private meetings, the Executive Director and his Associates devised 
a generalised framework of application, acting in consultation with 
the Co-ordinator. In March, ARC was officially informed of the 
Brotherhood's conception of the Centre's priorities. These were:

(a) social action and social change activities;
(b) provision of resources and services to members 

and low-income families; •

• 27. ibid. , November 13, 1978.
28. ARC Bulletin, 6(3), 1979, p. 3.

29. Brooke, op. cit.;
Brous, Developing a Low Income Organisation op. ait. 
Brous, Giving, Receiving, Servicing, op. cit.
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(c) development of a sharing/caring community of 
low-income people;

(d) development of a learning environment in which 
people previously excluded from involvement in 
the community can acquire confidence and learn 
specific skills;

(e) development of a participatory organisation 
controlled by low-income people.^

A series of monthly meetings between the Centre and the Brother
hood was mooted, and ARC established a Working Group to consider the 
arrangements. The Group's meetings began in April, and quickly 
became designated as ARC Negotiating Team - two staff members (both 
co-ordinators), a resource assistant and three councillors - with a
power to co-opt other persons if necessary, which resulted in the

31placement of a further two co-ordinators in May.

The ARC team divided the ambit of their work into three areas - 
achievements, demands, and the future - with responsiblity for over
seeing ARC's viewpoints being allocated to three team members. A
number of issues were regarded as important, including ARC ownership

. 32of its building (a principle confirmed at the ARC Conference m  May), 
an independent chairperson for the formal meetings, the presentation 
of the criteria by which the Brotherhood was judging the Centre, and 
ARC representation upon the Brotherhood's Board and Executive. There 
was a general resolve to put forward ARC's good points, and the

33negotiators looked to the membership and staff for additional ideas.

Initially, the Brotherhood's representatives were its Executive 
Director, and its Associate Directors for Social Issues and Research 
(the ex-Co-ordinator of the Family Centre Project) and for Social 
Services (responsible for BSL/ARC liaison). The meetings between the

30. ARC Council. Minutes, March 16, 1978.
31. ibid. , April 13, May 11, 1978. When the Finance Co-ordinator 

withdrew he was replaced by the Social Action Worker:
ibid., July 27, 1978.

32. ARC Bulletin, 4(10), May 31, 1978, p. 4.
33. ARC Council M i nutesApril 20, April 27, 1978.
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two bodies had originally been conceived as low-key but significant 
discussions on organisational relationships and flows; and, under 
pressure from the Co-ordinator, ARC opted for a formal structure to 
ensure that the skills of the Brotherhood's team would not naturally 
dominate proceedings. The justification was that if ARC'S team could 
be treated as equals and demand respect, then it would be more 
difficult for patronising and benevolent attitudes to come forward 
from the Brotherhood. An independent chairperson was to be appointed 
and formal minutes would record proceedings.

The first of ten meetings between the two organisations for 1978 
was held in May when the basic principles of the negotiations were 
discussed, together with research reports, the ARC budget, the 
Co-ordinator's role as a consultant, the ARC/BSL Agreement and ARC's 
resources and building. The Brotherhood's representatives were 
initially surprised by the formality and the apparent confrontationist 
attitudes of the ARC team. The Executive Director expressed a distaste 
for the meetings taking on a negotiating role, preferring them to be 
exchanges of opinion and ideas, but in the face of ARC's concerted 
attitude he had no choice but to accept the situation. The Co-ordinator 
later reflected on the Brotherhood's position that:

....probably they saw it as inappropriate, and they 
probably saw it as a manipulation by me. I think 
they felt that ARC needed to get on with the more 
practical issues and deal with them and stop wasting 
time, stop being fuzzy about things.... But in the 
end.... what they did would indicate that they were 
fairly tolerant of ARC.^

The ARC Co-ordinator felt himself to be in a difficult position, 
required to act as a resource to both sides. He opted for a public 
position of non-intervention in the negotiations and a willingness to 
provide non-confidential information to all who required it; yet 
behind the scenes he adopted a different stance, participating and 
providing input at both ARC planning sessions and the Brotherhood 
Executive.

34. Personal Interview, January, 1979.
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By June the ARC representatives decided that a formal report on
their conception of the Centre's future structure should be presented
in July. The Co-ordinator hoped that outsiders who had taken an
interest in the Centre's activities and progress could participate in
the Negotiations, presumably to support ARC in its submissions. The
ARC representatives pressed the Brotherhood for a statement of its
position regarding poverty and social change, wanting a commitment on
matters of philosophy. The Brotherhood wished to deal with material
matters, and it was only with some trepidation that its representatives
agreed to the preparation of a review of its attitudes to the role of
self-help organisations within the current economic climate. The
Co-ordinator was requested to share his views with both parties on the
current and future role of ARC. It was understood that a self-help
group such as ARC faced a dilemma in taking responsibility for its own
decisions, whilst asking outsiders to provide ideas on the role it
could take, but since the negotiations were very important in helping
the Brotherhood face up to the many matters of principle which were
relevant, it was hoped that the experience could be of benefit to other

35self-help groups in their negotiations with funding bodies.

The Brotherhood's review was written specifically for the Centre,
and examined the causes of poverty in the context of the Developmental
Model, citing the lack of powers over resources, relationships,

36information and decision making as the major factors. In a society 
where unequal distribution of resources was permitted, poverty was an 
inevitable consequence, reinforced by the dominance of an_ 
individually-based consumerist ethic, where competition was the 
driving force toward greater acquisition of goods and services.
However, acknowledgment of poverty's existence was commonly ignored 
since it indicated the lack of success of societal processes, and 
threatened those who were successful and not interested 'in social 
change.

35. BSL Executive Meeting Notes, June 9, 1978.

36. The following is from A Brotherhood View of Poverty and its 
Approach to Change, June 22, 1978 (mimeo).
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The strategy necessary to achieve change was inconclusive, for 
although improvements had taken place in the past, poverty continued 
to exist and the poor were still excluded from the mainstream of

» society. The Brotherhood's approach to poverty was 'reformist',
highlighting injustices and attempting to gain acceptance of the 
need for change by government and the general public. The approach 
was based on a belief that even though gradual improvements could not 
eliminate poverty, they were worthwhile in themselves because they 
helped the poor and kept poverty issues alive. They also helped to 
expose societal contraditions and broadened the public's understanding 
of the deeper causes of poverty. A systematic method was required to 
focus on the most obvious and unacceptable aspects of poverty, 
clarifying injustices, proposing changes, planning strategies, forming 
coalitions, identifying opponents, educating the community and 
following through with implementation.

t The methods utilised differed according to the issues and the
target population and were also dependent upon the style of alliances 
formed with persons in power who were sympathetic to the plight of

* the poor. The Brotherhood's major concern was with the range of 
disadvantaged persons - the elderly, the deprived, children from low- 
income families, the handicapped - and its work combined direct 
delivery of resources with community education and the presentation 
of policies for change. By gaining access to resources, consumers 
could present their needs, concerns and views about society to the 
public and the decision makers, on a par with other interest groups. 
Reformist approaches required multi-faceted actions on a number of 
fronts with the support of various coalitions.

37a r c 's paper -Front, Middle and Back: ARC Proposals

contained three alternative strategies for the future, dependent upon 
the level of funding received by the Centre. The Front Proposal was 
concerned with localising ARC's operations, and advocated a 
reorientation of the Centre to a shop-front base. ARC was becoming

• large and complicated, with increased competition amongst its sectors. 
The organisational emphasis had to be decreased whilst social action 
was emphasised. Movement into a new location would permit ARC not to
37. See Appendix II.

■
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be bogged down in old structures. The forging of links with a 
Housing Commission Estate would provide a local base of participatory 
support and interest and increasing visibility. A Management Committee 
would look after policy matters, whilst administrative responsibility 
would be placed in the hands of a small, mainly indigenous, staff 
team. Social change would be the long-term goal, and the social action 
would be oriented toward the needs and abilities of local low-income 
persons.

The Middle Proposal concentrated upon meeting needs of local 
people, with a lesser focus on social action. The best way of achieving 
both goals was to separate ARC into two parts, a mobile (and somewhat 
independent) social action unit, and a resource delivery, caring/sharing 
centre, running activities with a participatory management structure.
The former would 'follow the issues' and move between areas as the need 
arose, although there would be a need for nationally-oriented work on 
ACOSS, etc. A resource unit would deliver services but, with a smaller 
staff base, and not be restricted to,the scale of services provided by 
the Resource Room.

The Back Proposal looked to maintain ARC in its existing form, 
and suggested that the Centre should be comprised of a number of units 
linked together by a representative executive which would provide 
leadership and policy direction. The units would include both 
Pitzroy-based and regionalised bodies, and a secretary would provide- 
continuity. Opportunities for learning should be separate for families 
and staff, with the latter relying on continual skill development 
whilst the former maintained involvement through activities and social 
action.

The paper had been the result of the deliberations of three ARC 
working parties to consider the Centre's alternatives, and all were 
presented due to difficulties in reaching a consensus on the strategy 
to be adopted. The Front Proposal was not popular, since it was said 
that family members used the ARC building as a second home and would 
have no physical base with which it could be replaced. A mobile 
method would reach out to low income people in other places and the 
cost would be small. Activities were an important aspect which were
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highly appreciated.

As a result of the inconclusiveness of the three proposals, a
joint ARC-BSL working party comprising ARC's Resource Room and SWOP
Co-ordinators §.nd the Brotherhood's Associate Directors for Social
Services and for Research and Social Issues, was established to prepare
a single structured proposal on ARC's future for presentation at the
September meeting of the Brotherhood's Board. Matters to be decided
upon included the shape and future of the Centre, the level of ongoing
financial support from the Brotherhood, and the likely future

38accountability to the Brotherhood. The Co-ordinator took
responsibility for investigating ARC's registration as a legal entity

39with a lawyer, for which the Brotherhood bore the expense. He also 
prepared a further paper on his view of ARC's future options, and its
weaknesses and strengths, for circulation to the Negotiating Team and
„ .,40Council.

The Co-ordinator's paper examined the arguments supporting ARC's 
continuation or termination. He felt that criticisms of the Centre 
were not related to ARC's ideological grounding - that low-income 
people lacked power and skills to advance their economic and social 
interests, and that they should be given greater control over their 
own lives so that they might change their impoverished position - but 
to the problems of implementation. However, the Centre had many 
positive effects in changing practice methods and organisational 
conceptions, and had assisted low-income people in a variety of ways.

The final document prepared by the Working Party - ARC's Proposal 
for the Future - incorporated the Back Proposal, and was presented to 
membership at a General Meeting in August, together with papers on ARC's

38. BSL Executive Meeting Notes, August 4, 1978;
ARC Council Minutes, August 3, 1978.

39. BSL Executive Meeting Notes, August 4, 1978.
40. ARC Council Minutes, August 3, 1978;

Hayden Raysmith, Some Arguments For and Against ARC's Continuation, 
June, 1978, (mimeo).
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registration, future funding capabilities, and the phasing in of the new
Council structure. It was accepted with only minor amendments

. 41involving criteria of committee membership.

A costing of the joint proposal, developed by the Brotherhood in 
consultation with ARC's representatives, showed a figure of $500,000 
per year. In response, the BSL Executive agreed that it had to define:

1. Its level of financial commitment to ARC as an 
organisational base for low-income people.

2. Its commitment to the functional aspects of ARC, 
and the degree to which these should be supported 
by funds from the Brotherhood.

It was suggested that the Brotherhood fund the organisational
base structure, but not the functional aspects which could attract
outside help. Alternatively, in addition to funding the base, the
Brotherhood would consider funding the co-ordinator of each functional
unit, but it was felt that such an option would have practical
difficulties if the functional units did not, in fact, obtain external
funding. Initially, no decision was made, and the Brotherhood's

42negotiators awaxted the response of the Centre.

ARC was having difficulty in formulating a position, so by early
43September, the Brotherhood unilaterally determined its intentions.

The empowering of organisations such as ARC was part of a social out
reach strategy, which included the provision of direct resources and 
the granting of funds to other organisations. The Brotherhood's 
costing of ARC's 1977-78 budget was $326,000 per annum, as against an 
annual budget of $500,000 for the structure proposed for the future.
The costing of a possible allocation to ARC, bearing in mind the 
expectations from the Centre (see below) and the need for it to have 
responsibility for the management of plant, equipment and vehicles,

41. ARC Bulletin 4, September 7, 1978, pp. 10-11.
42. ibid,., August 18, 1978.

43. ibid., September, 1978
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rioiriw ebBjn ed 000,001$ do dnsip dsld s dfidd (d) could be $200,000, including an allowance of $45,000 for the SWOP Unit,
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(b) that a flat grant of $100,000 be made which 
could be applied as ARC wished, with an 
additional amount to meet property expenses 
and certain (unspecified) salaries. This
would be seen as a challenge to the Brotherhood's 
commitment to the empowering process implicit 
in ARC;

(c) a percentage allocation of the total Brotherhood 
income as an acknowledgment of its commitment
to low income families;

Option (c) was unpopular due to the uncertainty over future 
financing. It was agreed that further discussion on the basis of 
allocation of funds, and funding principles and priorities was 
required. The dilemma of how to assess the benefits, and the effect 
of ARC on the general society, was noted. It was felt that no 
objective means of assessment was available, although there seemed to 
be a subjective feeling that 'real enablement' was occurring in respect 
of ARC, indicated by a strong, constructive cohesiveness amongst ARC'S, 
members and acknowledgment of the need for constant outreach to other 
low income people. From where the Executive drew its information to 
formulate its assessment - the research reports, the Co-ordinator's 
opinion, or the experience of Executive members - was unclear and 
unspecified.

It was recognised that the Brotherhood could not really continue 
to promote ARC as one of its arms after the end of the year, and that 
the Centre was conscious of the attitude. For the purposes of both 
organisations it was important that comprehensive details be given to 
donors and supporters regarding the changed relationship. The 
formulation of a proposal was left to the Brotherhood's negotiators 
plus the ARC Co-ordinator, although other Executive members were 
offered the opportunity to participate.

44At a subsequent Executive meeting the Co-ordinator presented

44. -ibid. , September 4, 1978.



a document for consideration which outlined the principles and practices 
of the Family Centre Project and ARC, linking the two bodies together 
to combine the' achievements over the six year period. The principle of 
’empowering the poor’ was most important, and had been implemented 
through direct access to information and resources, the use of 
professionals as resources rather than controllers, and the sharing of 
skills. The total cost of the program over the six year period - 
$1,622 million, with $436,000 coming from government subsidies - had 
been worthwhile given the long list of achievements. These ranged from 
introducing new directions into welfare practice to establishing a low 
income organisation and maintaining the family unit. On the question 
of autonomy, the Co-ordinator felt that it could:

....not be sudden. Registration of the organisation, sales 
tax exemption, tax deductible status, security and 
management skills ar,e all hurdles to be overcome. ARC 
must also develop further its own funding base. Too 
rapid a transfer to autonomy would make the organisation 
more likely to fail. It would also create too great a 
diversion of key people onto survival issues, thus 
creating goal displacement.^,.

The Executive discussion considered the effectiveness and 
influence of the Centre, together with the role of. the Brotherhood. It 
was agreed that judging the effectiveness of ARC on the basis of the 
numbers involved was not helpful, especially if the process was 
compared with the situation of political party membership in relation 
to the overall population. There was no question that many low income 
people had a strong sense of identity with the Centre's work.

It was known that the original basis of ARC's funding was the 
closure of the Brotherhood's own services, which were functioning in 
1972 - children's service, youth centre and social service bureau - 
and the maintenance of the level of service by transferring funds to 
the Family Centre Proj,ect. Although ARC had been a commitment of the 
Brotherhood's J.t could not expect to continue its relationship on the 
same basis. It was no longer a pilot demonstration and had freedom to 
seek its own funds from external sources. The Brotherhood would have

45. Hayden Raysmith, Statement on the Family Centre Project and the 
Action and Resource Centre, September 5, 1978 (mimeo).
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no control over the directions of ARC'S philosophy, but it could be 
concerned with the possible radicalisation of the Centre in the light 
of past close links between the two organisations. If the quality of 
service from ARC to low income families deteriorated the Brotherhood

4could receive some criticism. The Social Welfare Department had 
expressed some interest in supporting the Resource Unit, and although 
there was some delicacy in discussions over what the Department and the 
Brotherhood would fund, the Brotherhood was happy to permit the 
re-allocation of its funds to other ARC programs if alternative 
funding transpired.

The costing of $200,000 for the proposal by which the Brotherhood 
supported certain aspects of ARC'S work was based on a 'zero base' budget
ing concept, whereby future expectations were assessed. However, past 
levels of operation and commitments were taken into consideration. The 
ARC budget for 1979 was $248,000 and by adding on the cost of research 
and property costs borne by the Brotherhood, the real figure was $316,000,

3so that ARC's previous budgets under-estimated the full benefits it re
ceived. Although the proposed contribution level of $200,000 compared 
unfavourably with this figure, it had been derived by costing those items 
in the Proposal which the Brotherhood felt it should support. A strictly 
adequate allocation of funds by the Brotherhood was necessary, due to 
the commitments to other projects, possible uncertainty of income and 
other demands.

The Co-ordinator argued that ARC had made requests to the 
Brotherhood's Finance Committee for suggestions which would lead it to 
financial independence. ARC had been given many entrepreneurial ideas, 
but there was a shortage of people able to set funding activities at a 
level where a base could be created, and therefore he felt that it was 
unfair to expect ARC to be self-sufficient. Although it was pointed 
out by an Associate Director that substantial support had been allocated 
to enable ARC to seek external support, the Co-ordinator felt that the ♦
lack of appropriate expertise prevented the utilisation of the funds, 
resulting in ARC's tendency to return a surplus at the conclusion of 
each funding period. The Director of Regional Services in the Social



Welfare Department, on secondment to the Brotherhood for a period, 
suggested that the immediate appointment of a fund raiser might enable 
the establishment of contacts outside the government sector.

The Co-ordinator's expectations for ARC from the Brotherhood 
included the establishment of a rational basis of funding, bearing in 
mind the current status quo of ARC and its desires for the future. 
Anything less than the current establishment would probably contribute 
to a major disruption of ARC, especially in terms of staffing. He also 
expected that the value of Brotherhood contributions would be at the 
previous level, adjusted upwards to include previously unaccounted 
administrative costs not borne by ARC, and the salaries of the research 
staff would be transferred from the Brotherhood's payroll. He felt that 
an allocation of $250,000 to $300,000 over a period of two years was 
feasible.

The reaction was not sympathetic, with the suggestion that the 
period 1976-1978 had been envisaged as a time for weaning ARC away from 
the Brotherhood, and that the Co-ordinator's plans merely transferred 
the process to 1979-1981. It was suggested that the goal of autonomy 
might be unrealistic, or take longer than three years, but perhaps the 
increase of money and staff was making it more difficult for ARC to 
sustain its autonomy, permitting it to become bureaucratic. The 
former Co-ordinator of the Family Centre Project (now an Associate 
Director) felt that no negotiations had as yet occurred between the two 
organisations, for ARC'S Pvo'posal merely clarified that body's position 
and was not a negotiating document. Another Associate Director felt 
that the BSL had to nominate a figure before negotiations could occur, 
although he favoured funding at a lower level to give others the 
incentive to contribute, and ARC the motivation to chase funds. Prior 
negotiating meetings had merely enabled ARC to recognise what it wanted 
and had not committed the Brotherhood to any particular strategy. On 
the other hand, the Co-ordinator claimed that the document had reflected 
the Brotherhood's attitude to ARC'S proposals, even though it had been 
stated that the involvement of two Associate Directors in the ARC/BSL 
working party which created it had been facilitative and not directive.
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In what appeared to be a compromise, the Co-ordinator asked that 
the Brotherhood support be based upon (a) an untied grant component, 
and (b) financing of critical components which would facilitate ARC's 
future development. The Brotherhood should not decide what the 
critical components were, but rather what it saw as its expectations 
from the Centre. The Executive accepted the framework of the proposal, 
for it was understood that in the future, the Brotherhood might wish to *
build up other services for low-income people which were separate from 
ARC. After further discussion, it was agreed to recommend to the 
Brotherhood's Board that ARC be funded at its present level, (that is,
$316,000 in a full year) until June 1979, thus giving ARC an effective 
grace period of six to nine months in which to establish its independent 
operations, although the Centre would become an independent entity from 
the beginning of 1979. The three year period until June 1982 would be 
funded on the basis of $250,000 in 1979-80 and $200,000 in 1980-81, 
with a review at that time determining the extent of support in the 
final period of the triennium.

There was some uncertainty about the concept of an untied grant, 
and to recommended upper and lower limits of funding. It was agreed i
that there was a need for full negotiations with ARC before January 
1979, including the financial component of ongoing support, the 
Brotherhood's expectations of ARC'S activities, and the need for an 
assessment of ARC by Brotherhood staff after two years. The principle 
of an untied grant was eventually agreed to, although the proportion of 
the total grant to be so classified was unclear, ranging from a minimum 
of $45,000 to a level of $145,000 requested by the Co-ordinator. There 
was seen to be a dilemma in the accountability and the assessment of 
ARC, especially regarding untied grants, for the funds given by the 
Brotherhood to other organisations were insignificant in comparison 
with the proposed level for ARC.

No further decisions were made, although the BSL decision was 
communicated to the Centre. The Executive acknowledged that there was 
a need for the negotiations to resume and that they should discuss the ^
range of assets which were required by ARC and the processes by which 
ARC's present assets should be improved to a reasonable condition prior
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to the end of the year. Since the meetings were becoming more
technically oriented in the accounting sector, it was decided that the

46Associate Director for Finance would be included on the BSL's team.

In October ARC made a request for changeoyer costs to .cover extra
professional salaries in case the Secretary/Administator, Fund Raiser
and Social Policy Worker were appointed prior to the present
professionals' expiration of contracts. A prepared document was
forwarded to the Brotherhood's Finance Committee for consideration, and
the request approved, with the proviso that no further application would
be considered. The Co-ordinator was disappointed that an ARC
representative had not been present at the deliberations, although he

47acknowledged that discussion had been based on ARC's documentation.

At the beginning of November, concern was expressed by an
. 4!Associate Director that the negotiating meetings required re-activation.

However, in ARC there was controversy and division over the extent to
which the Negotiating Team should utilise a confrontationist approach
in its dealings with the Brotherhood, or whether a spirit of gompromise
should be adopted whereby ARC acknowledged and accepted the
Brotherhood's constraints. It was decided that no further meetings be
held pending ARC's direct approach to the Brotherhood's Board for
permission to make representations. One claim against the Brotherhood
concerned a perceived reduction in funds to family services, and a
Statement of Concern which outlined the Negotiating Team's feelings was 

49prepared. The document was endorsed by the ARC Council and sent to
the Brotherhood for consideration at the next joint meeting. It was
felt that if the outcome of this action was unsatisfactory, then the
Statement would be sent to members of the Brotherhood's Executive and
Board, and an attempt would be made to gain entry to a meeting of the

50Board to present the Centre's case.

46. BSL Executive Meeting Notes, September 15, 1978.
47. ibid., October 27, 1978.
48. ARC Council Minutes, November 14, 1978.
49. See Appendix II
50. ibid.
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The Acting Executive Director arranged for data to be produced to'
investigate ARC's claim ori BSL's reduced allbcation of funds to family
services,^ but the Board refused permission for ARC to attend its 

52November meeting. Although there was a feeling of anger in ARC over 
the rejection, it was realised that direct negotiations would have to 
be resulted, and as a first step the UCC Chairperson initiated discussions 
on budgetary priorities to prepare for a decreased allocation of mohey.
It was planned to list the Centre's services and activities into two 
priority groups: Priority I would contain those areas which would
continue if the Brotherhood's funding remained*at $200,000, arid Priority 
2 would contain all other areas which would continue if extra fhnding 
was received, a grinding process of meetings and discussions - both 
public and private - finally resulted in a document's production at the 
end of November which had the Centre's approval.

A subsequent Negotiating Meeting established three working
parties to consider various issues, particularly autonomy, finances and

53the legal consequences of the separation. The Co-ordinator was asked
to supervise the redrafting of the ARC/BSL Agreement in a form suitable
for use over the period January - June 1979. This followed a request
from ARC Council to the Brotherhood to extend the Agreement for a
further six months, and the decision of the Negotiating Meeting to vary
the terms of the presently applicable document. Council approved the
draft passed on to it by its Negotiating Team, with one amendment that
the Brotherhood Board would invite an ARC representative to its 

54meetings.

The Executive's reaction to the submitted Agreement was critical.
In relation to the sections dealing with representation of ARC on the 
Brotherhood's Executive and its Board, it was regarded as incongruous 
for an autonomous organisation to expect full representation, when the 
same privilege was not accorded to, or expected from, other bodies

51. BSL Executive Meeting Motes, November 10, 1978.
52. ibid. , November 3, 1978.
53. ibid., November 24, 1978.
54. ARC Council Minutes, December 18, 1978.
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which received strong Brotherhood support, such as Community Child Care, 
the Tenants' Advisory Service, the Centre for Urban Research and Action 
and the Ecumenical Migration Centre. As a compromise, the Executive 
offered to permit the Chairperson of ARC'S Unit Co-ordinating 
Committee to attend that portion of the Executive's meetings when 
matters concerning ARC were discussed, a process which would assist 
liaison.

It was stated that the Co-ordinator's attendance at meetings of
the Brotherhood Board had been as a resource person able to contribute
on a broad basis, and not as a representative of the Centre. For this
reason it was inappropriate for an ARC representative to be granted
attendance rights, although subsequent discussion resolved to permit
attendance upon the Board's invitation whilst items relating to ARC
were being discussed. This arrangement required the Board's agreement,

55and therefore could only be tentatively agreed upon. However, the
Acting Executive Director initialled the document subject to the Board's
acceptance of its contents; the Board agreed to the Agreement in the

56new year, including the clause on ARC representation'.

A further matter of importance related to the possibility of the
Centre carrying forward surplus funds from 1978-79 to the following
year. The Executive agreed that a decision depended upon the question
of ARC'S autonomy; if ARC elected to be autonomous there would be no
difficulty in carrying forward unutilised income, but if ARC was not
autonomous the matter would need further consideration, since no
Brotherhood department was permitted to retain surplus funds. On the
other hand, funds from outside organisations directed to ARC could

57be carried forward, regardless of ARC’s status.

The feeling that ARC should become autonomous from the Brotherhood 
had not been held by all staff -and family members, for as early as 
September 1977 the Book-keeper had suggested that such a situation might

55. BSL Executive Meeting Notes, December 15, 1978.
56. ARC Council Minutes, December 20, 1978;

BSL Executive Meeting Notes, February 9,' 1979.
ibid., December 15, 1978.57.
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not be in ARC'S interests. The Brotherhood's status as a charity
bestowed financial advantages upon the Centre, in particular sales tax

58exemption and the network of resources it had at its disposal. The 
Co-ordinator appeared to agree, and for a time there was a feeling that A
ARC might move toward such a position in its discussions with the 
Brotherhood's Executive.

♦
One of the working parties established to examine particular 

issues had been concerned with ARC's autonomy. As a result of the 
indecision over the matter, a referendum of the membership was 
organised. A document outlining the cases for and against autonomy was 
prepared (Appendix III) and members were asked to express their wishes 
on whether they wanted ARC to be completely independent of the 
Brotherhood.

The case for autonomy argued that ARC peeded to stand on its own 
in a formal manner. The benefits of separation from the Brotherhood f
were that low-income people could really control their own organisation 
and make their own decisions on staffing, organisational growth and
development and financial expenditure. Maintaining the present status ,
would involve dependence upon the Brotherhood and restrict ARC's free 
movement.

The case against,autonomy echoed the sentiments expressed in 1977, 
and concentrated upon the fact that ARC would receive guaranteed 
funding if it remained a part of the Brotherhood. ARC's security would 
be maintained despite the Brotherhood's ability to influence its 
direction and activities, and control the flow of resources. ARC could 
become a department of the BSL or a sponsored project; the latter 
would best approximate the 1976-1978 period.

The forms were sent to each family, rather than to every family 
member. Of the 100-150 forms distributed, only twenty-four were *
returned, with a vote of six in favour of autonomy and seventeen 
against, with one informal, vote. There was no indication of the

58. General Meeting Minutes, September 23, 1977.
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source of the votes, although it seemed reasonable to assume that staff 
members would have a greater tendency to vote than family members. If 
this was the case, a number of negative votes would have come from the 

* staff group, indicating their insecurity over ARC's future.

It was not difficult to find a reason for the poor response from
<• the family members. For the majority, the negotiations were part of a 

process with which they had little contact or interest. The major 
impact was felt by only a few people, mainly the members of the ARC 
team, but also the Council and staff members, albeit to a lesser 
extent. Whilst the negotiations acted as an impetus for future planning, 
they forced an outcome under somewhat artificial conditions, and set up 
an environment of confrontation in a situation where many of the 
participants appeared to be more interested in a consensus-based 
solution to the differences between the organisations. A few 
individuals learned new skills, but great nuipbers were not involved in 

 ̂ decision making, and the degree of self-control achieved by the organ
isation remained a function of the Brotherhood's willingness to provide 
financial support. The experience reinforced the differences between

f staff and family members by increasing the gap of understanding, over 
organisational processes and pressures, and permitted staff to increase 
their base of action.

The Negotiating Process continued on into 1979, but with the
departure of the Co-ordinator from the scene at the end of. February,
the Brotherhood appeared to rethink its stance, particularly on the
implications of the current Agreement between the Brotherhood and ARC, on
problems relating to mutual representation on the committees of each
organisation,' and the attitude of some Brotherhood Staff toward the
organisation's financial commitment to the Centre. In -the light of a
proposed reassessment of the Brotherhood's affairs, relationships and

59commitments towards ARC would require examination.

As a first step, the Executive Director rejoined the Negotiations,
■ permitting the Associate Director for Finance to end his participation.

59. BSL Executive Meeting Notes, March 2, 1979.
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It was also decided that formal negotiations should soon cease and be- j »
replaced by regular discussion meetings, and that the revised Agreement
be extended for two years from July 1979. Allocated change-over costs
would not continue to be available after the end of June 1979, and any
surplus funds from the 1978-79 budget could not be carried over to the

60next financial year. The Executive generally felt that continued 
approaches from ARC indicated that they had not accepted the fact that 
the Brotherhood had made a ceiling grant for the period 1979-81, and 
that the Brotherhood would need to stand firm in pot acceding to the 
renewed demands.^

4. The Orientation of ARC'S Negotiating Stance
In April the Co-ordinator had listed a number of optiojns for ARC's 

future structure and orientation. The most significant suggested that:
If ARC wanted to be a power base for low-income people
it would need to retain its most skilled and powerful
members and develop more skills in resolving internal
conflict. It would need to develop its political
strength and its negotiating skills, as well as diversify its
sources of flands, own its own property and develop
some economic power. An appropriate slogan might well
be 'members, money and media'. „62

In setting up the framework for the negotiations, the Co-ordinator
appeared to accept the above conceptualisation of the Centre's
structure, which in turn was reinforced by the evolving changes in
Council and committee decision making. The fears and expectations of

63the future of the Centre held by staff and members were combined with 
general dissatisfaction of the relationship between ARC and the 
Brotherhood to create an atmosphere of collective action required to 
achieve the most advantageous outcome for the Centre. The Co-ordinator 
saw the experience as a learning process to the extent that ARC's 
leaders had to clarify their ideas of the organisation, show that they

60. ibid., March 16, 1979.
61. ibid., March 29, 1979.
62. ARC Bulletin, 4(9), May 11, 1978.
63. For example, see ARC Council Minutes, May 18, 1978.
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could take responsibility and were worth funding. It was also a process
of developing a,sense of ownership although* the outcome did -not result
in a great sense of autonomy and independence or a breaking away from 

64the Brotherhood.

General agreement was secured from involved persons to concentrate 
upon the specific problems associated with the negotiations, and to 
relegate other matters to other forums. The Co-ordinator felt that the 
negotiations had encouraged indigenous member's to relate to the 
organisation: he acknowledged that a past problem had been that key
people saw ARC simply as a means of individual personal benefit, and 
had not had a sense of collective power which came from being part of 
an organisation. The negotiations confronted them with the need for 
concerted action and bound them together. They became mote aware of 
accountability, financial management, funding, the clarification of 
goals and the directions of the organisation. Team work improved over 
the period as responsibilities were expanded.

The Co-ordinator was able to present his ideas for implementation 
within the above general framework. The advantages of such a strategy 
appeared to be the degree of representativeness and potential power of 
the action system. With a problem commanding general interest, 
commitment and involvement was not difficult to secure. However, the 
disadvantage was that as the problems became more refined, interest 
would wane as initial needs were not met or sophisticated refinements 
were not understood. Further, the need to involve relatively large 
numbers in discussions ensured that individual or personal needs would 
be more difficult to meet in the face of group demands. Consequently, 
the composition of the group changed significantly, affecting its 
stability and capacity to resolve problems and implement solutions.

It was also necessary to alter the preconceptions of the 
Brotherhood over the need for autonomy and empowerment of low-income 
people, which were not necessarily in ARC's interests.

64. Unless otherwise indicated, the material and quotes in this section 
are from a series of interviews with the Co-ordinator, January, 
1979.



1 6 8

.... one way of trying to create mqvement within the 
Brotherhood was to confront (it) in a way that wouldn't 
be destructive to ARC, but would, nevertheless be to Some 
extent, threatening to the Brotherhood, so that they 
would have to accept that ARC did have some degree of
clout and they couldn't just ignore that, or they •
couldn't just dictate all of the terms themselves.

An equalisation of status and position would permit each 
Negotiating Team to communicate without the more articulate being *
dominant, and it was felt that the impact of personalities could be 
reduced if the groups met as representatives from peer organisations.

The Brotherhood's negative reaction was encouraging since it 
indicated the worth pf the process: if the reaction had been positive
it would not have been changing that organisation's preconceptions.
The Co-ordinator felt that the Brotherhobd was looking for a fairly 
easy way out of the ARC commitment, which had been one to an 
interesting experiment rather than one to social change in a long term
sense. The commitment to the latter - if it existed - had to be »
confirmed, and the Brotherhood had to accept a position which would be 
hard to deny at a later date. In general, it was possible for an
organisation to slip away from issues once steps had been taken to *
alleviate a problem, and theCo-ordinator was determined that this was
not to happen to ARC, for there were real conceptual issues which key
Brotherhood personnel had to confront. On the other hand, the
Co-ordinator acknowledged that an unwillingness on the Brotherhood's
part would have affected the process, and that their co-operation was
significant.

If ARC was to be more secure in the future, there had to be a 
sense of identification by the key Brotherhood players with the Centre.
The power network of the welfare industry had to be on-side with ARC, 
and BSL's participation in the negotiations could come only from a sense 
of commitment. The Brotherhood's responsibility would be enhanced if 
it was directly confronted by ARC and made to be accountable to its low- 
income membership, and the successful enforcement of this process would
increase ARC's security. Overall, ARC had to have presence. *

As a process of influence, the negotiations had not had the impact 
the Co-ordinator had hoped for, since the sense of organisational



1 6 9

identification amongst the membership and staff was not great. It had 
been hoped that a sense of unity would be created - it did occur for 
brief periods, but was not sustained. It was a positive learning 
process for a few persons, but it was not wide enough in its ambit, and 
resulted in an opting out by participants. There was divisiveness 
within the staff group which was indicated by different conceptions of 
beliefs and organisational priorities. Some staff were operating from 
a primary and se'lf-interested concern, and in some cases resented the 
idea of trying to relate daily events to ideology, beliefs or 
objectives. On the other hand, the negotiations had forced personnel 
to think about priorities, to consult with others about the Centre's 
capacities; the process contributed to the politicising of the organis
ation and the shifting of the power balance towards the indigenous staff. 
When responsibility was thrust upon the indigenous group, those who were 
able to grasp the situation pushed their beliefs and secured support; 
the resource assistants who had come to the Centre with skills were 
able to break into this development.and to some extent overshadow 
longer-serving staff members.

Family member involvement in the actual negotiating process was 
not extensive, with no more than six persons directly participating 
during the period, although family member attendance at relevant general 
meetings had been greater. The Co-ordinator felt that the phenomenon 
could be partly ascribed to:

... years of dependency, years of oppression and the fact 
that a lot of the families (probably all of the families) 
have learned skills that relate to knocking other people 
down, on setting them up, knocking them down, putting shit 
on people, criticising organisations, manipulating people in 
authority positions. And those skills are, as far as I can 
see, quite well developed, and they aren't very useful skills 
when it comes to the point of taking ownership of an 
organisation, and putting beliefs and the goals of the 
organisation [sicj and going about implementing them.
Despite his intention to continue his previously claimed role of non-

65directiveness in the Centre, his strategy was clearly directive. The

65. See Brous, Developing a Low-Income Organisation^ op. cit.^pp. 70 ff.
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Co-ordinator was attempting to decide for people, to persuade the 
Centre's workers and families to accept his perception of the ARC/BSL 
relationship. At the same time as wanting staff to decide for them
selves, his actions were persuasive and influential. As an information- 
broker who had access to the decision-making systems in the Brotherhood 
and an understanding of the internal and external constraints affecting 
ARC, he. was in a position to control the flow of knowledge to the Centre's 
workers and planners. The negotiation process was an episode in control 
and manipulation, where directive strategies determined the outcome of 
the ARC-BSL interaction.

It should be noted that directive approaches are not inherently 
detrimental to the effective development of an organisation, and in a 
participatory environment where interaction between individuals is an 
everyday occurrence, the presence of individual influence is inevitable, 
with a'resultant differentiation of influence based upon personal 
knowledge, experience, standing, etc. The danger arises when direction 
is covert, undertaken without the knowledge of those upon whom it is 
applied, or subconsciously by a practitioner who is unaware of his/her 
influence. Where it is openly undertaken, those who are being directed 
have a greater opportunity of questioning the directions and 
re-orienting them to fit their own needs, with the additional advantage 
of providing feedback to the practitioner on the effectiveness or 
otherwise of his/her strategy. When the practitioner puts on a public 
non-directive face, only to adopt a directive stance beneath the 
surface, role confusion may ensue, with the generation of distrust and 
increasing disinterest by the directed in the outcome of the process.

The confusion in roles can contribute toward increased dependence 
upon skilled persons, with a great amount of competition between 
individuals over the access to the skills, and a more apparent lack of 
collective action to effect changes and improvements. The varied 
perceptions of the role of a skilled person can also create difficulties 
for that individual in determining the stance and approach he/she 
maintains in the work environment. The process can inhibit the 
eCfectiveness of:
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...the practitioner who intuitively acts on the imperative 
of making a professional impact, but who feels this may 
be undemocratic or improper. He consequently cqnfounds 
the situation by blurring the character of his role 

■ performance in his own eyes as well as in the eyes of
others. How much more 'manipulating' is this advocate of 
self-determination who deludes himself or .... confuses ... 
his clients into thinking that he is making a lesser 

« professional impact on the situation than he really is?
One may want for good reasons to maintain low public 
awareness of the extent of one's influence or effect, but 
this is different from not recognising it - or denying it.

An acceptable directive role is a facilitative stance, where a 
skilled individual acts as a resource to others, who choose to utilise 
the skills to enable them to remedy adverse situations. Control of 
the communicative process is shared between the facilitator and the 
facilitated, and dominance of the process does not result from the 
practitioner's exclusive knowledge base, utilised on the basis of

* personal discretion.

It was quite clear that the Co-ordinator regarded himself as a
* catalyst for change in the relationship between ARC and the Brotherhood,

for in August he described himself as an influencer and interpreter
rather than as a controller, hoping that ARC would deal on its own

67behalf with external bodies without his direct participation. He gave 
leadership to elements within the Centre who were dissatisfied with the 
projected arrangements and their underlying assumptions, he maintained 
cohesion and helped team growth. He also initiated proposals for 
change and action to achieve new goals, providing input of knowledge 
when required and acting as a pacesetter in the making and implementation 
of decisions. His status as a respected member of ARC was central to 
his ability to effect his ideas and maintain support.

On the other hand, he was aware of the sensitive nature of his role. 
There was a need to display discretion in communicating information

66. Jack Rothman, Planning and Organising for Social Change, Columbia 
University Press, New York, 1974, p. 6.

67. BSL Executive Meeting Notes, August 4, 1978;
Personal Interview, January 1979.
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between the two parties, but it was difficult to avoid the adoption of 
a manipulative role, or the possiblity of scapegoating. The 
Co-ordinator felt that he was continually conscious of his position 'as 
an interventive agent of the Brotherhood, for he believed that it was 
a significant influence on the way in which he operated and behaved.
He saw himself as able to get the key Brotherhood personnel to clarify 
their beliefs and operational base and confront them with the actual 
behaviour of the Brotherhood.

t

«



1 7 3

CONCLUSION
r

1. The Present

This report has described and analysed the attempts of the Action 
and Resource Centre to establish itself as a distinct entity, standing 
on a representative consumer base and participating in welfare policy 
formulation as an advocate of low-income individuals and families.
The year 1978 marked the culmination of an exercise of organisational 
growth and development, a period of time when the varied 'experiences 
of the previous six years, and in particular the three-year existence 
of ARC, would be finally moulded into a coherent and applicable 
framework for action which would continue to sustain the Centre.

As has been indicated in earlier chapters, the harvest of 
activity, co-operation and achievements has been hard to effect, for 
in many cases the seeds of knowledge, guidance and skills have been 
planted in a haphazard manner. Lack of quality control has permitted 
the spawning of a variety of strains, inadequate sowing of which has 
resulted in a scattering of effort in an undirected fashion.

Nineteen seventy eight witnesses a disintegration of the Centre's 
framework and cohesion, with a consequent alienation of participants,

t l
both paid and unpaid, indigenous and otherwise. The organisation's
credibility suffered, for in its efforts to guarantee independence by- *
ensuring maximum funding from the Brotherhood of St Laurence, its de-

J
pendency upon the Brotherhood became apparent. From the outside, onea ■>
could discern a body expressing values of self-determination whilst all 
its activities were submerged in an exercise of securing the greatest 
possible support from a body with somewhat different interests. That 
the Centre did not itself see the paradox was indicative of the lack of 
development of a corporate structure with a coherent idiology.

The factors that led to that state of affairs have been well 
documented in the 1 series of evaluations of ARC that ha^e hitherto
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been published.'*’ Drawing together the various causal relationships
is a complicated process, particularly in the conglomerate framework
of the Centre. However, in May 1978, such an attempt was made by the
distinguished social analyst Martin Rein, consequent to a visit to the 

2Centre.

With some hesitation, Professor Rein made three general •
observations of ARC:

(a) The Centre had become over-socialised despite its 
claim to be de-professionalised.

(b) The organisation had become physically and 
conceptually locked into a single location.

(c) ARC had become fixed into a complex structure of 
committees and meetings.

The body's ideology was undeveloped, leading to a mismatch 
between conceived and realistic possiblities. In the wider welfare »
world, professionals had moved into counselling roles, leaving other 
tasks of direct contact and service provision to ancillary personnel.
These latter groups became 'like' social workers of past times, and, '
due to a lack of appreciation by consumers of the.changes in welfare 
practice, the ancillary workers - such as ARC'S indigenous staff - 
were perceived to be acting as social workers.

Social action aimed to reform the system by concentrating on 
societal weaknesses. However, the methods utilised - disruption of 
meetings, rent strikes, demonstrations, public protests, etc. - 
were themselves exercised from unstable bases, for many of the 
participants were unable to sustain themselves in normal day-to-day 
affairs, without incurring further insecurity as a consequence of the 
social action initiatives.

*
ARC maintained an image of conducting both social action and 

de-professionalisation, but in fact only completed the former. Rein
♦ 1 2

1. These reports have been cited throughout this work.
2. The following is taken from a series of notes from a seminar 

conducted by Rein during his visit.
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perceived an inherent conflict between the two strategies for practical 
reasons. 'Social' in social work implied an obligation to work 
effectively for people and to alter inefficient processes. ARC would

* be most effective if the organisation took its ancillary services out 
into the community to a greater extent, selecting only one role rather 
than continuing to be confused about satisfying a range of roles. An 
effective program was to choose one goal and to do it well, as a 
multiplicity of roles simply led to ineffectiveness in doing any of 
them.

Institutional change was difficult in the current economic 
context, but it was necessary to think about the processes to be 
initiated to effect change. While the sixties had witnessed greater 
access to services, the social mood of the seventies was one of error,
fraud and abuse . A suitable role for ARC was that of creating a 
countervailing power on behalf of those persons who were ignored or 

z rejected by government policy.

It was critically important to de-institutionalise ARC and to
* keep on doing this over and over again, to avoid a repetition of the 

present problem of individuals being overly identified with particular 
roles. A major task was to conceptualise the various role possibilities 
and to make a clear choice between the options which might include:

(b) The use of ARC personnel as advocates or 
intermediaries, assisting persons to gain access to 
the welfare system by rendering concrete services.

(c) Support for social reform.

The Family Centre Project had attempted to change individual ways 
of acting as a client through developing a choice in relationships 

f between giver and receiver. ARC appeared to have lost scpme of the
gains of this period.



2. T h e , F u t u r e

It is difficult to fit the ARC experience into the spectrum of 
welfare knowledge as a developing and growing force. It is necessary 
for the contradictions and conflicts of ARC'S existence to be incor
porated into the forms of welfare practice, to contribute to the growth 
of relevant and practical strategies of intervention, action and devel
opment. However, simply learning from the experience of others - 
whether they display failure or advancement - may not be sufficient, for 
translation of that experience into useful processes for immediate use 
is not an easy task.

Rein has pointed out that evaluation of a program's ability to
match objectives to actions will almost always indicate a failure of
achievement. Such a finding can lead to dangerous interpretations, as

3has been displayed in the welfare backlash of recent years. This 
evaluation of ARC may give readers the impression that effectiveness 
and achievement have not been maximised, but the inevitability of a 
shortfall between belief and action must be readily acknowledged.

On an individual level ARC was not a failure and, although it 
has not been well documented, the personal achievements of workers and 
some family members, at both material and conceptual levels, are 
significant. The emphasis on ARC's corporate development may have 
ignored the individual victories, but the very nature of the organis
ation's existence required such analysis, and no apology should be 
necessary.

ARC's practices are indicated in its framework of inputs and 
processes, which has been used to measure its progress; outputs are 
a crude quantitative measure of success, but indicate little of the 
processes utilised to produce them. In the 1976-78 period, ARC'S 
outputs have been constantly cited as an applicable index for measuring

See, for instance, Adam Graycar, 'Backlash, Overload and the 
Welfare State', in Australian Quarterly3 51(3), September 1979,
pp. 16-28.
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the impact of the Centre, yet experience shows that despite the 
rhetoric of power sharing, consumer control, participation, etc. 
the welfare community has chariged very few of its standards or 

a guidelines. The rise of self-help groups has indicated a growing
dissatisfaction with the style of assistance provided by professional 
workers and an increased need >-for self-determination and autonomy by 

' resource-seekers, but no analysis has shown a causal relationship
between this phenomenon and the impact of the Action and Resource 
Centre.

In future years, the need for a coherent ideology of action in 
the welfare sector will become a pressing requirement, particularly 
as the volume of resources available for distribution in the 
community decreases or is directed elsewhere. The Action and Resource 
Centre was a product of the era of resource ejqpansion and has shown 
great difficulty in re-orienting its stances in a period of resource 

t rationalisation. The latter is a reality and must be acknowledged,
so that whilst efforts are made to alter priorities and regain 
previous benefits, operation of an organisation upon a pragmatic

* base is a crucial requirement. Unless ARC sees the need for realism 
and matches that need with suitable plans of operation, it will go 
the way of the majority of Australian Assistance Plan and other 
welfare initiatives of the early seventies. The Brotherhood of St 
Laurence has (rightly or wrongly) maintained a benevolent attitude 
to the Centre - some would say wrongly - but has now determined to 
reduce its support. Like the Australian Assistance Plan, ARC has 
made little effort to retain its structure on a shrinking material 
base, conserving funds and ensuring efficiency and effectiveness. 
Whilst declaration of the rights of low-income persons to resources, 
etc. acknowledges accepted values, the danger of its degeneracy into 
a cliche is a real one.

r
Clarification of objectives leads to clarification of the forms 

of action, but indeterminacy of objectives combined with the
* absence of a stable form of knowledge - indigenous, professional or

4. For instance, see the three Co-ordinator's Reports published 
between 1976 and 1978.
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whatever - creates strains for personnel and participants, threatening 
the effectiveness of policies and programs, sowing confusion in 
defining strategies and determining standards. The explicit criterion 
for the justification of any welfare ideology is one which promotes 
human betterment, mitigating the disadvantage of the most grossly 
disadvantaged. The justification of institutional practice should be 
one of need rather than desert. Welfare operatives should be able to 
justify, through a theory of social justice, their attempts to provide 
greater opportunity for the most disadvantaged of consumers, and their 
opposition to educational and institutional practices which exclude or 
limit access to services. ARC, as part of the welfare sector, must 
meet these goals if it is to maintain credibility and effectiveness as 
a low-income, consumer-based organisation.
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APPENDIX I

» Front, Middle and Back; ARC Proposals 

I N T R O D U C T I O N

X

%

What is ARC, and what does it mean to low-income people?

Who best to say but the low-income people themselves.

We believe that ARC, an Organisation for low-income people 
run by low-income people, is effective in changing attitudes of 
society to poverty.

ARC gives low-income people the opportunity to identify them
selves as a group in society. It provides opportunities to 
change the factors which have kept people isolated and marked 
with the stigma attached to poverty.

ARC as the second phase of a six year project demonstrated the 
need for a permanent organisation of low-income people to fight 
poverty. This is now accepted by ARC members and the community.

ARC must continue to provide resources and opportunities, and 
achieve changes for all low income people.

t
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FRONT PROPOSAL

1. SECURITY - BASIC CORE 
House/shop front or Commission flat.

2. SOCIAL ACTION - CHANGE
Using information from local community, resource area 
and links with local networks.

3. NETWORK
Better chance of local contact and feeling for needs due 
to working with a partidular local network.

4. PARTICIPATION
Emphasis on quality of participation over all of the 
organisation, not on numbers.

5. ORGANISATIONAL CONTROL
Monthly General Meeting of all participants and a weekly 
Executive Meeting.

6. FUNCTIONS
Caring/sharing community using a resource delivery service 
and activities as a base for social action.

COMMUNITY ACTION FOR RIGHTS & EQUALITY (C.A.R.E. for Low-Income * 1
people)

ARC has become a large and complicated organisation that requires 
a great deal of paid staff time and effort to maintain.
This has forced a competition between Service Delivery, Caring 
& Sharing, Learning Opportunities & Social Action.

These conflicts in priorities have meant that no one area has 
been able to fully develop.

ARC has to cut down on the organisational side while still 
pursuing ARC'S current goals

1. Defending the rights of L.I.P.
2. Advocates for L.I.P.
3. Providing social opportunities (belonging & feeling needed).
4. Providing learning opportunities.
5. Creating Social change.
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We feel that ARC must move out of this building to enable us 
to make a fresh start, so as not to be bogged dowri by the* 
existing structures of ARC. There will be no change unless 
it is RADICAL CHANGE - this means leaving the building as it 
has become a security blanket that we feel safe in and don't 
want to change. Martin Rein, on his recent visit, suggested 
that ARC members were over socialised by social workers, and 
locked into a series of complex committee structures. (From 
discussion with ARC & BSL 28,29 May, 1&78).
BUILDING 1979 - A large house or Commission Flat or Shop Froht', 
located in an area that is not already well served by other 
Welfare Organisations, possibly near a Housing Commission 
Estate. The house would need to be suitable for some offices 
and some social accommodation.
LOCATION - ARC would be the first in the area in setting up 
an original model. We would need to be visible to the commu
nity. ARC being the pioneers in a new area, could set the 
standard for that community - that means we could not be com
pared with other Welfare Agencies. We would be able to use 
what we have learnt from the FCP and ARC in the setting up 
and working towards achieving social change for L.I.P.

I
NETWORK - We would have no geographical boundaries, but we 
would have a local focus - People from any area could use 
the resources of the centre and could become involved in the 

,» centre. ARC would still retain and build on its present Net
works - on a local, state and national level. ARC would con
centrate on involving the local community and allowing them 
to decide what needs should be met and how they should be met.
ARC being the pioneer in a new area means that we could build 
a real working relationship with the local Council. This has 
been proved impossible through ARC being situated in Fitzroy 
which is already well served by other Welfare Agencies - we 
have no relationship with the Council and very little with 
other local Welfare Agencies and we have to compete for the 
local consumers. Being jthe Pioneer in a new area, ARC would 
have a better chance of funding from local and state govern
ments. We also would not be duplicating services.
PARTICIPATION - We are looking at the quality and the amount 
of participation not at having a large number of people in
volved on a lesser level. Having ARC situated -in the local 
community means there would be a common cause and bond, 

f There would be less chance of conflicting interests. Parti-.
cipation would be encouraged in all areas both in the commu
nity and within the centre. People would participate as 
equals in all areas that interest them.
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CONTROL - All, major policy decisions would be made, by a 
monthly management Committee (with provisions for emergency 
meetings). This would consist of: 2 staff members and 5
L.I.P. who would be elected by the local community at a 
general meeting. The day to day running decisions would be 
made by staff and the local community at weekly meetings. 
Finances could be administered by BSL but budgetary decisions 
would be made by staff, and L.I.P. at, open meetings where 
everyone would have an equal say.
Membership would be open to all L.I.P. Membership is 
important in giving people a feeling of belonging.
FUNCTIONS -
(a) Resources:- 1.

2 .
3.

4.

Provide Welfare Rights Information
Local service information
Work with local communtiy on the needs
of that community, e.g. H.C.V. maintenance,

Child Care,
Health Care, etc.

A drop in coffee centre
(b) Social

Opportunities:- Social opportunities through Women's Group,
Craft Group, 
Information - 
discussion group, 
Day outings, 
Social outings.

(These activities would not be planned but would develop 
as the local community decided that there was a need)

(c) Social Action:- Community education on poverty,
Overall social action activities that 
affected all L.I.P.

SOCIAL CHANGE - Social change is the long term goal of the 
centre. Social action would come from the needs of the local 
community - it would concern issues that affect all L.I.P. 
Social Action can be more effective as the local community 
have where they live as a starting off point. This gives them 
physical closeness for the security and support that they need 
to take on Social Action.

STAFF STRUCTURE - For this alternative to function with a 
minimum of administrative detail, a small team of workers 
would share all the tasks of maintaining the services, 
developing a sense of community and providing social opportu
nities.
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1 Co-ordinator - indigenous.
1 Worker with experience in organising activities - indigenous.
3 or 4 Welfare Rights/Activists - indigenous.
1 person with secretarial skills - skilled person with knowledge 

of the organisation.
1 or 2 professionals (could be part time) for the areas that 

the organisation decided they would like input.
Staff would be prepared to work additional shifts, so that the 
centre could be open at night.
The staff working as a team would mean that people could develop 
specific expertise - but would not just stick to one job. Every
one would take turns at washing cups, dealing with social service, 
giving talks, etc.
There would be no formal participatory structure but all in
terested L.I.P. would be encouraged to participate in decision 
making and planning the centre's activities and one of the 
staff's functions would be to train others to do their work.

5th July, 1978
I
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Resources
Building & 
Staff.

-v Information Relationship ->. Decision-making -‘v Community education
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Welfare Rights. Discover local together. Others.  —.creating
Local Services, issues. The resources. Decision makers.
Advocacy. Get to know The issues.
Referrals. Locals.

Invite them in.

*

^  SOCIAL 
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MIDDLE PROPOSAL

1. SECURITY - BASIC CORE
The present ARC building and Mobile Units.

2. SOCIAL ACTION - CHANGE-
Bringing people together in local areas on specific issues. 
Influencing policy-makers.

3. NETWORK
Access to various community networks with a greater variety 
of groups.

4. PARTICIPATION
In all social action, decision-making, staff and resources.

5. ORGANISATIONAL CONTROL
Rests with low income people through a council structure.

6. FUNCTIONS
Social action, resource provision, caring/sharing, learning 
activities and special projects.

"THE ALTERNATIVE"

This alternative has concentrated on meeting the needs of low 
income people and participants of ARC, using our past experience 
and changing the focus onto social action.

It is felt that long-term social changes are a necessity in our 
fight agdinst poverty, but We are also obligated to meet the 
needs of people today and give them the opportunity to develop 
as equal people in our community.

This alternative suggests the best way ARC can achieve both 
short-term and long-term goals is to separate the organisation 
into 2 parts, a mobile social action unit, and a resource deli
very, caring/sharing centre running activities with a partici
patory management structure.
MOBILE SOCIAL ACTION UNIT
This Unit will comprise 2 or 3 trucks or caravans transformed 
into offices and staffed by 2 or 3 suitably skilled people.
The objective of this Unit is to work toward long-term social 
change by working with local groups on specific issues, working
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toward policy change. Housing Commission maintenance and 
rent issues, Social Security, Education, Employment, Budget 
issues, both Federal and State, are examples of some areas 
these workers would be responsible for.
The Unit needs to have the capacity, to move into local areas 
at any given time and remain 'x' number of weeks to work on the 
causes of inequality at the policy-making level, i.e. lobbying 
in Canberra and other capitals over Budgets and other issues 
affecting low income people.
Effectiveness of any social action focus depends on power over 
information, access and links with community networks and 
resources. It is envisaged that the Mobile Units must first 
achieve this before launching full time into this area of 
work. Only using information and resources in ARC, working 
closely with community groups, on specific issues, and influ
encing policy-makers, can low income people's situation improve
RESOURCE UNIT
This Unit will operate similarly to ARC today with changes in 
staff structure and numbers, and a need to become much more 
self-sufficient. Staff envisaged at this time are:

Resource Co-ordinator
Activities Co-ordinator
Receptionist
Bookkeeper
Typist

The concept of Resource Assistants, or Volunteers, needs to 
be developed for a better resource delivery service.
Members of ARC will have their long awaited opportunity to par
ticipate more in the daily running of the Centre, as they will 
not have to contend with the very large number of staff we have 
at present.

By continuing to provide resources we can both meet the needs 
of people today and feed information into the Social Action 
Unit.
MANAGEMENT
The overall imperative issue is that low income people control 
this organisation and direct it in a way that best suits them.

However, it is also very important that the Social Action Unit 
is not bound up in ARC's participatory management structure.
To avoid this situation the structure below is suggested:
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^ The building we occupy today is essential to the further
development of this organisation run by and for low income 
people. We must encourage both development of individuals and 
local communities with a view to influencing policy-makers in 
the long term.

»

*
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BACK PROPOSAL

1. SECURITY - BASIC CORE
ARC Fitzroy and local units.

2. SOCIAL ACTION - CHANGE
Social action unit and politicising of ARC.

3. NETWORK
Would be a power base for various community network^ 
providing improved, co-ordination.

4. PARTICIPATION
Quality of participation through common causes in more 
areas.

5. ORGANISATIONAL CONTROL 
Representative Executive.

6. FUNCTIONS
Social action, resource delivery, activities, special 
projects, learning, caring/sharing, with flexibility to 
improve and change.

An Alternative - 4/7/78;
ARC to work for the immediate needs of low income people.
ARC as it exists is not necessarily wrong or bad.

ARC should be a variety of units linked together by a represen
tative executive, made up of representatives from each unit:

Resource Room Unit 
Credit & Consumer Affairs Unit 
West, South, East ARC Units 
Social Action Unit

The executive would provide leadership and overall policy.

A secretary would follow up matters and provide continuity.

This would provide flexibility within the organisation. We 
must allow ones who can make decisions to do so and share their 
skills.
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The units should be given more responsibilities to allow them 
to keep functioning smoothly.

The main reason for the existence of the ARC organisation is 
to allow low income people to .have a say in their own lives 
and the things that affect them.

ARC needs a central base, the organisation can spread out from 
there.
A lot of effort has gone 'into making ARC an organisation, 
developing people so they can see themselves as an organisa
tion representing low income people.

Involvement of low income people:
Activities 
Social Action 
Funding, etc.

Today in ARC low income people1s involvement is based on a 
decision making structure.
This can be seen by the need of family members on staff to 
operate in a framework of continuous skills development, so 
much needed to preserve the Resource Area. On the other hand 
we have low income people, members of ARC, participating in 
this framework, which doesn't give them the necessary skills 
and the time to meet the efficiency required by staff. This 
is due to the lack of teaching, and self-development, oppor
tunities to motivate individuals to fully participate.
These opportunities should be created under a different 
environment, similar to the old family centre with the empha
sis on Activities and Social life involvement.
Therefore, we don't see anything to be gained by moving out of 
the building, but there is a lot bo be gaine/i by staying in the 
building, like our self-respect and the respect of others 
because we will be able to show that low income people are 
able to adjust to changes and improve .efficiency.
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APPENDIX II

A STATEMENT OF CONCERN 
FROM THE MEMBERS OF ARC

This statement from the Action and Resource Centre for Low- 
income Families is an attempt to persuade the Brotherhood of St 
Laurence that allocations made at the Board Meeting on the 
6th September, 1978, are inadequate t6 build on' the foundations 
of the past six years. The BSL has not based its allocation on 
the green document, The Future Direction, prepared by two BSL 
executives and two ARC members - nor has the BSL consulted or 
negotiated with ARC on the overall budget allocations. We trust 
that the following statement will be given serious consideration.

INTRODUCTION

The Action and Resource Cen,tre (ARC) is an organisation for 
low-income people. It enables low-income people to help each 
other and to represent their needs and their opinions in spciety.

The Centre arose out of a developmental project funded and 
run by the 13SL. This project started in 1972 with the closure of 
the Brotherhood's traditional social services and the opening of 
the Family Centre. During the three years of its operation the 
Family Centre gave low-income people greater control over their 
own lives by means of a developmental program. It also formed a 
management committee and began training low-income family members 
to fill staff positions and run the organisation. In 1976 the 
Family Centre became the Action and Resource Centre for Low-Income 
Families and for the next three years it set about achieving the 
impossible: establishing an organisation run by and for low-income
people. After three years of testing out ideas and developing the 
organisation, ARC is about to begin as a permanent and powerful 
base for the low-income people of Australia.
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ARC accepts the definition of poverty used by the Australian 
Poverty Enquiry^- which states that every person has the right to a 
basic level of security and well-being and all Government action 
should respect the independence, dignity and worth’ of every 
individual; and that every person should have equal opportunity 
for personal development and participation in the community. To 
achieve this the Government will be required, not only to 
redistribute income, but also to ensure a fair distribution of 
services and power to make decisions.

ARC supports the recent statement on poverty by the 
Brotherhood of St Laurence:

Poverty is mostly an inevitable consequence of a society 
which allows inequality and uneven distribution of 
resources. Poverty is .caused by the lack of power over 
resources, relationships, information and decision 
making. People who live in poverty do not have adequate 
income, housing, employment, health services or other 
consumer goods. They are also deprived of opportunities 
to make fulfilling and free relationships, arid this 
deprivation starts with poorly supported.families and 
inacfequate educational opportunities. In a democracy 
organisation power is essential to empower individuals 
and to change social institutions^

More importantly, the ARC members are clear about, poverty and 
the importance of ARC. Low-income people are:

.... not to be marionettes whose strings are pulled by
professionals and the bureaucracy. When it comes to 
the subject of poverty, being low-income people we 
believe we have more authority than anyone else to speak 
about it, because experience is the best teacher in any 
field, and until you have actually experienced something 
it does not matter how much you try to understand you 
never will, as you cannot possibly know what it is all 
about

1. 'Poverty in Australia', AGPS, First Main Report of the 
Australian Governmeftt Commission of Inquiry into- Poverty, 
p. 2.

2. 'An Independent Discussion Document for BSL/ARC Negotiations’, 
August 1, 1978, (internal document).

3. 'Deprofessionalisation in ARC', ARC 1976.
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Who best to say what ARC is and what it means but 
the low-income people themselves: ARC gives low-
income people the opportunity to identify themselves 
as a group in society. It provides opportunities to 
change the factors which havte kept people isolated 
and marked with the stigma attached to poverty.^

THE BROTHERHOOD COMMITMENT

In the past the BSL were committed to the concept of 
empowering disadvantaged groups in the belief that such groups have 
a very unique contribution to make to society. This view in 
particular is shared by all at ARC:

I have summed it up in three words, 'The Powerless Poor1. f
Going back a few years to the BSL, when most of us
were welfare victims, the BSL knew what they were doing
was no good. It was only creating us to be more
dependent on the handouts of the Brotherhood. The
Brotherhood knew there was something lacking and- the
something lacking was that the poor lacked power. 5
Following on from their past commitment, the Brotherhood 

recently said:
Resources should be provided to enable low-income 
people to be able to make some impact on public opinion 
and decision-making authorities in the same way as do 
trade unions, employers, primary producers, teachers, 
conservationists. ARC has demonstrated that it is 
necessary to provide something of benefit to low-income 
people to encourage them to join an organisation which 
then tries to raise their awareness of their situation 
and a realisation of their ability to change things for 
themselves and other low-income people. The family 
income supplement, the social activities of ARC, the
credit union and SWOP all proved the importance of ^
meeting a felt need. ARC has shown that indigenous
workers can make a unique contribution to resource
provision, welfare services and social change..

6 %
4. 'ARC: Three proposals for the future'.
5. Staff meeting" transcript, February 15, 1977. Debate 'That 

ARC should not continue after 1978'.
6. A Brotherhood View of Poverty and Its Approach to Change,op.ait.
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These comments, plus the very firm commitment by the.,BSL 
to assist and support many community type initiatives, leave 
ARC mystified at the recent Board decision to cut our operating 
budget by almost $100,000, which not only tears the guts out of 
the organisation, but will have the effect of destroying ARC.
This is at present a very real example of who has power over 
resources and decision making, and unless the BSL supports its 
previous commitment to ARC, and allows time to become firmly 
established, the powerless condition of low-income people will 
not change. The picture we see is so very familiar to an overseas 
program:

By mid-1971 the intentions of President Nixon's 
administration seemed to repudiate the war on poverty's 
essential strategy. The OEO was to be dismantled - 
research and experiment apart - its functions 
redistributed amongst the departments of federal 
government. A national system of welfare benefits was 
to guarantee to every family at least a minimum of 
support, while state and local government received block 
grants, to use as they thought best, without federal 
direction. Thus resources would be channelled to 
established agencies of government, without any of the 
former insistence on co-ordination, institutional reform, 
or citizens' participation: and the poor were to receive 
money as needy individuals, not power as deprived 
communities denied a voice in their destiny.^

BSL AND ARC NEGOTIATIONS

ARC at the very outset of negotiations with BSL made it 
clear that we would negotiate as an independent agency starting 
on its own feet. The BSL at the outset made it clear that all*
of ARC'S future (if any) would be negotiated. One of our concerns 
at this time is that this, unfortunately, has not happened. A 

* brief summary leading up to the BSL Board allocation to ARC is as
follows.

7 . M. Rein and P. Marris, Dilemmas of Social Reform, Penguin, 1972, 
Chapter 5.



In April 1978 negotiation meetings started and continued 
with verbal debates until July 1978, when ARC presented three 
possible alternatives. In July the BSL responded to the ARC 
proposals. Following further discussions, a working party was 
set up to design one proposal. This working party comprised 
Pauline Windier, Bob Williams, Connie Benn and Peter Hollingworth. 
After some changes, the proposal, The Future Direction, was 
accepted by all parties and it was then necessary to draft a 
budget around the proposal; this was done by the working party 
and accountants very roughly, taking only about half an hour. The 
proposal, budget, and executive recommendations were then 
presented to the BSL Board in September 1978.

Prior to the BSL Board decision (September 1978) there were 
no financial discussions or negotiations - ARC had not worked out 
what it considered to be a realistic budget, nor did it apply for, 
or expect, an allocation to meet the very rough draft budget based 
on the green document, The Future Direction.

In general, negotiations have been particularly hard for 
ARC, as not only have we few negotiating skills, but we have no 
resources or power to fall back on. This predicament appears to 
daunt many other disadvantaged groups, as indicated in the following 
quote:

It is at this point of negotiation, following successful 
contest activities that self-help organisations have had 
their greatest difficulty. The organisations have not 
been able to maintain their initiative through a 
relatively long period of power confrontation, resist the 
diversionary tactics or superior resources of the power 
structure, successfully withstand the pressures of 
continuing negotiation, or prepare positive compromise 
solutions. They may also lose the commitment of their 
members.

O

8. Blun, et. al., 'Strategies of Community Organisation', 1972, 
p. 356.
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WHAT THE BROTHERHOOD FUNDING DECISIONS REALLY MEAN

The financial year 1979/80 is not a time when we expect 
much financial support from other than the BSL but see our FuncH 
raiser in this period working out ways of obtaining a steady income 
and also some donations. As we are almost totally dependent on 
the BSL we shall relate just what the allocation of $250,000 really 
means to the organisation.

ARC in the future will:
. have a building;
. maintain and administer that building;

operate a resource unit (service delivery);
have research performed>
employ a Fund-raiser;
operate and maintain vehicles.

In being more specific, just meeting the expectations of the 
BSL and any normal organisational needs, the $95,000 untied part 
of the grant is exhausted without contributing to any of ARC's 
program. Maintaining and administering the building and organis
ation requires:

$ $

Administration 
Secretary 
House Manager 
Receptionist 
Book-keeper

17.500 
9,100 
8,600 
8,600
11.500 55,300

Plus Workers' Compensation Ins. 830
750Holiday pay loading

N.W.
Stationery, postage,, SEC, gas, 
telephone

2,212

19,700 23,492

Running costs and allowances 
(not calculated in tied grant) 
Research 
Fund-raiser 
Resource Room 
ARC vehicles 
Other transport costs

4.000
1,200
5.000
5.000 
3,^00 18,200

96,992Carried Forward
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$

Brought Forward 96,992
To support the management structure 
ARC also requires:

Typist 9,100
Allowances 2,000 11,100

$108,092

The $95,000 untied grant is clearly over-committed without 
funds going to areas of ARC that contribute so much to the overall 
objectives - some of which have been strongly supported by the BSL. 
SWOP, the Credit Union, Credit programmes, Social Action, Activities, 
West-ARC, Holiday Host, Publications, the Bulletin and the Develop
mental Fund are all suddenly without financial support, and what 
of the organisation that basically operates a resource unit and 
building - is this what the BSL wants? ARC is in a position where 
we appear to have four avenues, for funds - donations, self-generated 
income, trust funds, government instrumentality grants:

r

» ,|

e

1. Donations - Smalll amounts only are expected, at 
least until our Fund-raiser has been operating for at 
least a year.

2. Self-generated income - as above.
3. & 4. Trust funds and government grants - Occasional

grants for specific purposes are expected for short 
periods of time, due to our objectives as indicated 
in the following quote:

Other characteristics of trusts also service to operate 
against the interests of community action. Like most other 
sources of support they tend to be disproportionately located 
in London and the south-east and hence tend to favour bodies 
already well equipped. They rarely take the initiative in 
encouraging small groups to apply but serve just those
organisations well versed in the skills of money raising. *
They often favour demonstration projects into which irfoney is |
put for a limited period of time. The demonstration project
may suit the needs of research or publication but not those 1
of community action groups which have no prospect of long
term existence without funds from outside sources. There is 
one trust which, in recent years, has become oriented towards 
community action, but this is at present the exception.

9 \

9. 6p. cit., Dilemmas of Social Reform.

. J
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THE FUTURE

Without substantial BSL support over the next few years that 
will enable ARC to consolidate the implement fund-raising activities, 
ARC will not survive.

Under all these potential conflicts lies another trap. 
These principles of reform are relatively cheap to 
implement, and that is their virtue. They set out to 
deploy resources more efficiently by rationalising 
administration, recruiting local energies, gaining better 
understanding. Hence they are attractive to government as 
an alternative to higher expenditures. But unless they 
are reinforced by increases in resources, all their 
efforts are abortive.

We are requesting the opportunity to discuss with you the very 
grave consequences of your decision, which we believe you have not 
had time to adequately assess.

We further do not understand the rationale of BSL funding. 
Conflicting and misleading statements by members of the negotiating 
team have done little to explain why there is such a large short
fall in our budget or why we have not been involved in financial 
discussions.

The BSL has the resources and expertise, ARC has experience, 
low-income experts and a new brand of technology. Together, we have 
the capacity to change the lot of low-income people.

2 November, 1978.



APPENDIX I I I ;  THE AUTONOMY REFERErT,'IT™*

1T6 Fitzroy Street, 
Fitzroy, Victoria, 3065. 
Telephone: 419 7055

A C T IO N  A N D  R ESO U RC E C E N T R E  FO R  LOW  IN C O M E F A M IL IE S

11th December, 1978.

Dear f a m i l y  member,

ARC has been g u a ra n te ed  a n o th e r  t h r e e  y e a r s  o f  fund in g  
from the B S L .  Fo r  the  l a s t  t h r e e  y e a r s  we have been 
w o rk in g  towards com p le te  autonomy o r  independence  from 
the B r o t h e r h o o d .  The C o u n c i l  o f  ARC i s  now a s k in g  you 
and a l l  ARC members i f  t h a t  i s  what  they  r e a l l y  w an t .
At the bottom o f  t h i s  l e t t e r  i s  the  b a l l o t  paper  where 
you mark what  you want ARC to  do. We have w r i t t e n  o u t  
the two s id e s  o f  th e  argument to h e lp  you make up yo u r  
mind.

The q u e s t i o n  i s : -

D0 YOU THINK ARC SHOULD BE COMPLETELY 
INDEPENDENT OF THE BROTHERHOOD?

YES

NO

RETURN TO ARC IN THE ENCLOSED ENVELOPE BY 
WEDNESDAY, The 20th of December, 1978.

PLEASE NOTE: No stamp is required on return envelope. 
ARC has paid postage.
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The Case f o r  Autonomy - In favour of ARC being a seperate organisation.

A f t e r  s i x  y e a r s  o f  h a rd  w o rk ,  l e a r n i n g  and g row ing  ARC must 
now s t a n d  on i t s  own f e e t .  In f a c t ,  ARC i s  a l r e a d y  a t ’ the 
s t a g e  o f  i n dependen ce, we j u s t  need to f o r m a l i z e  i t  a'nd have 
the  B ro th e rh o o d  and the Community r e c o g n iz e  our  own autonomy.

There  a r e  many b e n e f i t s  to  be g a in ed  by ARC be ing  c o m p le t e l y  
in d ep en d en t  o f  B . S . L .  I t  means t h a t  a t  l a s t  low income 
p eo p le  r e a l l y  c o n t r o l  t h e i r  own o r g a n i z a t i o n  and the  community 
can see t h a t . o u r  s i x  y e a r s  o f  p a r t i c i p a t i o n  has r e a ch e d  i t s  
p ro p e r  c o n c l u s i o n  - a c e n t r e  run and s t a f f e d  by low income 
p eo p le  - We a re  no lo n g e r  c h i l d r e n  to be looked  a f t e r  by B i g  
Daddy B . S . L .

Autonomy and independence  means we make o u r  own d e c i s i o n s  and 
have our  own say  in what  s o r t s  o f  s e r v i c e s  and programs ARC 
p r o v i d e s .  WÊ  choose the p eo p le  we want  to run the  o r g a n i z a t i o n  
and d e c id e  how much power they  w i l l  h a ve .  WÊ  d e c id e  how
the o r g a n i z a t i o n  w i l l  grow and d e v e lo p .  WJÊ  w i l l  a l s o  d e c id e  
what  s o r t  o f  r e s e a r c h  w i l l  fre done. In r e l a t i o n  to the budget 
ARC w i 11 dec i  de how i t i s s p e n t .

I f  we were  to  remain a p r o j e c t  o r  s e r v i c e  depa r tm en t  o f  the 
BSL  we would  not  have the  f reedom to do what  low income peop le  
w a n t .  Fo r  i n s t a n c e  we co u ld  o n l y  take  the k in d  o f  s o c i a l  
a c t i o n  the BSL  app roved  o f  - we would n o t  be a b le  to  d eve lo p  
p o l i c i e s o f o u r o w n .

Low income p eo p le  have a lw a y s  been a b l e  to p a r t i c i p a t e  in  ARC 
w i t h i n  the g u i d e l i n e s  l a i d  down by BSL .  NOW IS THE TIME FOR 
LOW INCOME PEOPLE TO THROW OFF THOSE G U ID EL IN ES  and r e a l l y  
d e c id e  e v e r y  p a r t  o f  th e i  r own f u t u r e .

I f  you ag re e  w i t h  these  arguments  vo te  YES to autonomy on 
the b a l l o t  p a p e r ,  put yo u r  t i c k  in the YES I .kT[ box.
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The Case. A g a i n s t  A u to n o m y- Against ARC being a seperate organisat ion.

I f  ARC remains a p a r t  o f  the B . S . L .  then they  w i l l  c o n t i n u e  
to fund us.  ARC w i l l  have th e  s e c u r i t y  o f  a parent; o r g a n i 
s a t i o n  t a k i n g  c a r e  o f  us .  They w i l l  say  what s o r t s  o f  s e r 
v i c e s  and programs t h a t  ARC sh o u ld  p r o v id e  and w i l l  g i v e  ARC 
in p u t  and su p p o r t  to run and d eve lo p  them. They w ou ld  choose 
the person  to run ARC and g i v e  t h a t  pe rson  th e  power to choose 
o t h e r  s t a f f ,  and d e c id e  what s o r t  o f  r e s e a r c h  would  be done. 
The B ro th e rh o o d  would c o n t r o l  how much money ARC bad and have 
f i n a l  say  on how i t  was s p e n t .

Our r e l a t i o n s h i p  w i t h  B . S . L .  cou ld  take  one o f  the  f o l l o w i n g  
m ode ls :-

(1 )  ARC as a B . S . L .  Department

T h i s  would  be l i k e  Ha te r i a 1 Aid and F a m i l y  Day Ca r e . 
W i t h  a l l  major  d e c i s i o n s  ( i n c l u d i n g  the s i z e  o f  the 
budget )  be in g  taken  by B . S . L .  A d m i n i s t r a t i o n  would  be 
done by B . S . L .  and they  would a l s o  d e c id e  on e v e r y  
a s p e c t  o f  ARC e . g .  howmany workers, in  th e  Re so u rce  
Room, what  s e r v i c e s  they  p r o v id e  and what hours  the 
Re sou rce  Room would  be open. The Head o f  ARC would 
h i r e  and f i r e  s t a f f .

(2)  ARC as a B . S . L .  Sponsored  P r o j e c t

T h is  would  be l i k e  ARC.was f o r  the  l a s t  t h r e e  y e a r s .
We would  have g u a ra n te e d  fu n d in g ,  do our  own s o c i a l  
a c t i o n ,  choose what s e r v i c e s  and programs we run in 
c o n s u l t a t i o n  w i t h  B . S . L .  The B ro th e rh o o d  would  
choose the person to run the c e n t r e ,  t o g e t h e r  w i t h  
ARC ' s  com m ittees  and t h e r e  would be a c l o s e  w o rk in g  
r e l a t i o n s h i p  w i t h  B . S . L .  They would a l s o  c o n t i n u e  
to fund us.

The m ajo r  ad van ta g e s  o f  keep ing  ARC as p a r t  o f  the B S L  a r e :-

(1 )  g u a ra n te ed  fund ing
(2 )  h a v in g  a p a r e n t  body to look a f t e r  us
(3 )  be ing  seen by the community as s t i l l  p a r t  o f  

the  B . S . L .

I f  you ag ree  w i t h  these  arguments vo te  to autonomy on 
b a l l o t  p a p e r ,  put you r  t i c k  in the NO r~pr" box.


