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February 8, 1938.

To the Honorable Senate and. House of Representatives.

The Special Commission on Taxation and Public Ex-
penditures, created by chapter 3 of the Resolves of 1937,
respectfully submits Part V of its report.

The organization of the Commission and the resolve
creating it are set forth in detail in Part I, filed with the
Clerk of the House of Representatives, January 17, 1938.

This part of the report covers the Commission’s inquiry
into the administration and organization of the five wel-
fare institutions. It provides recommendations concern-
ing changes in the boards of the institutions, the policies
of probation and parole, and the conduct of general and
special institutional services.

The Appendix covering the necessary legislation to
put the recommendations into effect is also included.

Respectfully submitted,

JOSEPH R. COTTON,
Chairman.

PATRICK J. WELSH,
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ARTHUR I. BURGESS.
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To encompass the entire scope of the welfare problems
in the Commonwealth, the Commission has made an in-
quiry into the functions, organization and relations of the
boards of trustees of the five institutions within the
State Department of Public Welfare. This part of the
report provides a basis for better co-ordination of insti-
tutional management and operation of related activities
within the Department, and it defines clearly the ad-
ministrative responsibilities with respect to the institu-
tional functions. In order to appraise the efficiency with
which the institutions’ problems are being met, visits
were made to the five state institutions concerned to
obtain first-hand observations and to consult with those
officials primarily responsible for institutional policies and
methods.

This inquiry reveals a number of opportunities for the
trustees and the Department to make effective im-
provements which, in many cases, will result in sizable
savings of public funds, as shown in the report. Further,
more effective service will be rendered to those persons
committed to these institutions. The business manage-
ment services, consisting of personnel, operation of plant
and equipment, purchasing and accounting, will need
to be reorganized, and the Commission urges immediate
action by the Department on these recommendations.

The problem concerned in the selection of children for
institutional care and the probation and parole activities
of the Department and institutions are of major impor-
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tance to the whole welfare problem of the State. Insti-
tutional care, discipline and education of delinquent
children is only one phase of the problem of prevention
and correction of juvenile delinquents. Massachusetts
has properly considered the care and training of juvenile
delinquents as a public welfare problem rather than a
correction problem. Emphasis has consistently been
placed upon educational and vocational guidance of the
appropriate institutional policies instead of merely cus-
todial care and discipline. However, the Commission
finds that the methods of such selections are not well
designed for this purpose and program. For this reason,
the recommendations resulting from this inquiry indi-
cate that more authority should be given the Department
with reference to investigations of the circumstances of
delinquent children.

This part of the report also includes a chapter which
sets forth the possible savings in welfare expenditures if
the recommendations of the Commission are put into
effect. These savings have been estimated on the basis
of information contained in the reports, and they affect
the personnel expense and the direct costs of aid granted
by the State, cities and towns. In making these esti-
mates the Commission is aware of the need for co-opera-
tion of all welfare officials if the savings shall become a
reality.

The Commission was chiefly assisted in this inquiry
by Dr. Carl B. McCombs of the Institute of Public Ad-
ministration, New York City, Gustave A. Moe, Edward
Harding and members of the research staff.

CHAPTER I.

CHARACTER AND SCOPE OF INSTITUTIONAL WORK IN
MASSACHUSETTS.

The organization, administration and operation of the
institutions included within the State Department of
Public Welfare is a highly important and specialized phase
of the welfare program of the Commonwealth. The
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significance of institutional work becomes all the greater
when we consider that a large portion of its effort is
directed toward the care and rehabilitation of juveniles.
Upon the degree of success achieved in this part of the
institutional program alone depends future economic gain
or loss to the Commonwealth.

State Public Welfare Institutions.
There are five institutions included within the Depart-

ment of Public Welfare: the State Infirmary at Tewks-
bury; the Industrial School for Girls at Lancaster; the
Lyman School for Boys at Westborough; the Industrial
School for Boys at Shirley; and the Massachusetts Hos-
pital Training School at Canton. The character and scope
of their work are best indicated by the following descrip-
tion of physical plants, services, number of employees and
inmates, problem approach, cost data, etc.

The State Infirmary at Tewksbury comprises 44 principal
units for the housing, care and adjunct services needed for
approximately 3,000 inmates. Of these, about 1,000 re-
quire chiefly custodial care and about 2,000 hospital bed
care. Eighteen of these 44 buildings are utilized exclu-
sively to house inmates and give the institution a rated
bed capacity of 3,149. The average occupancy of the
institution in 1936 was 2,977, or 87 per cent of its rated
capacity. In addition to the 44 general and special prin-
cipal units mentioned there are 80 other structures, includ-
ing residence cottages, farm buildings, utility buildings,
etc., making a total of 124structures for all purposes, which
vary widely in architectural type, materials of construction
and arrangement. With but few exceptions all major
units for hospital patients and other inmates are con-
nected by tunnels which provide free communication be-
low ground for employees, inmates and utility service lines.

The institution owns 926 acres of land of which 377 are
under production, 94 acres being in vegetable gardens
and orchards, and 283 acres in forage and feed for farm
animals; the remaining 549 acres include that used for
buildings, lawns, roads, etc., and other lands not under
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cultivation. Four hundred additional acres are rented for
pasturage, vegetable and fruit gardens. The institution’s
farm land is generally low and of thin, poor soil, unsuited
to the production of food for an institution of its size and
type.

The present quota of employees is about 80 per
cent of whom are engaged in non-professional and non-
technical work in the care and supervision of inmates.
The total annual personal service cost in 1936 was $618,-
730, which represented about one half of the total annual
cost of maintenance and operation, namely, $1,266,191,
in that year. The average annual salary cost per inmate
was $207.81, which is lower than that of any other institu-
tion in the welfare group. Its net weekly cost per inmate
was $7.15 in 1936.

The institution is self-contained, having its own light-
ing, heating, power, water, sewage and refuse disposal
systems. Considering the extent of its plant, the extraor-
dinary variety of services for the sick and non-sick of
every age and type, the extensive use ofabout 800 indigent
inmates in maintenance work, with all the difficulties of
their supervision and the lack of adaptation of many old
buildings to modern labor-saving demands and economi-
cal maintenance, one must commend highly the clean-
liness and good order of the institution and the obvious
effort on the part of officers and employees to meet the
situation.

The serious deficiencies of the institutional service are,
however, rather of policy than of routine performance.
The institutional picture is that of a great sprawding,
growing institution whose policy is as yet not clearly
defined, and for which, in consequence, no plan of develop-
ment has been consistently follow-ed. Beginning as a
state almshouse and infirmary it has continued all alms-
house features practically unchanged, and at the same
time expanded its infirmary service into one of the largest
general hospital units of the State, providing a low’ grade
type of hospital care for the sick of all ages and almost
every variety of physical and mental disease and dis-
ability to which flesh is heir.
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The Industrial School for Girls at Lancaster provides,
in a favorable, isolated rural environment, for about 260
delinquent girls under 17 years of age, the great majority
of whom are in the chronological age period 14 to 17.
Many of the girls are, however, of much lower mental
age. From 15 to 20 per cent of girls may be classed as
mentally defective.

The plant comprises a number of cottages, each ac-
commodating from 25 to 30 girls in individual rooms.
In addition to the cottages, and conveniently grouped
in relation to them, are the administration building, school
and assembly buildings, storehouse, farm buildings, infir-
mary, and other adjunct service units, covering, in all,
67 well-kept acres. Each cottage unit is self-contained
and includes bedrooms for girls, residence rooms for super-
visors, kitchen, dining room, recreation rooms, etc. The
normal number of employees is 90 to 100, which includes
a corps of 25 to 30 male farm workers, handy men, paint-
ers, teamsters, chauffeurs, etc., and occasionally employed
craftsmen.

As an educational institution primarily, emphasis in the
training of girl inmates is put upon classroom work follow-
ing as nearly as practicable the public school grades,
which is, however, supplemented by instruction in house-
keeping, dressmaking and other domestic employments.
The girls are also instructed in gardening and light farm
work by the head farmer. Discipline is strict, but ap-
parently not severe, and the regime is lacking only in an
adequate program of health, recreation and physical
education. The dietary is ample, well selected and well
served in the individual cottage units. The plant is well-
kept in every particular and is well equipped.

The institutional farm comprises about 300 acres, over
half of which is woodland, rough pasture and other fields
too low and poor in soil to warrant cultivation. One
hundred and twenty-four acres are under cultivation, but
of this acreage only about 30 acres are utilized for food
production, the balance being in forage and farm crops.
It is a poor farm and uneconomic because farm work is
unsuitable educationally and otherwise for girl inmates.
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The total cost of maintenance and operation of the
institution was $158,408 in 1936, of which $81,411 was
for personal service. The net weekly cost per inmate was
$11.36, and the average annual salary cost per inmate was
$306.68.

The Lyman School for Boys at Westborough is in a
somewhat less favorable location than other juvenile
schools because it borders the Worcester-Boston Turn-
pike, otherwise its location and environment leave little
to be desired. It provides a well-rounded disciplinary
and educational program for about 350 boys under 15
years of age, a majority being in the age period 10 to 15.
From 15 to 20 per cent of these boys are classed as men-
tally defective. A personnel of about 170 persons is
required.

The institutional buildings and adjacent grounds cover
about 56 gently rolling, well-kept acres of lawns, walks and
drives. This institution also has been developed on the
cottage plan, similar to the girls’ school above described,
but with this difference, that the boys’ cottages do not
provide kitchen facilities. Food is prepared in central
kitchens and brought to the cottages where it is served.
It is of good quality, ample and well-served.

The institutional farm comprises about 500 acres, of
which 100 acres are in woodland and rough pasture.
About 400 acres are available for cultivation, of which
156 acres are in pasturage; about 75 in fruit, orchard and
vegetable gardens; and the remainder in forage and stock
feed. The farm is generally profitable and shows a sub-
stantial credit balance each year. Much of the farm work
as well as general maintenance work about the institu-
tion is done by the boys as part of their educational and
disciplinary regime.

The total cost of operation and maintenance of this
school was $276,705 in 1936, of which $150,983 was for
personal service. The net weekly cost per inmate was
$14.94. In 1936 the average annual salary cost per in-
mate was $425.61.

The Industrial School for Boys at Shirley is, in its loca-
tion, environment, architecture and grouping of build-
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ings, by far the most attractive of the juvenile schools.
Its administration building, cottages for boys, and staff
residences are set about a large quadrangle on the edge
of a broad hillside campus, which has a fine wooded
background and splendid view of the surrounding coun-
try. In the setting of the school there is little to remind
one of a state institution. Rather, it resembles a private
school for boys. The central plan just described has its
origin from a Shaker colony. Fortunately no great
departure has been made from that plan. Many of the
original buildings of the Shaker colony are still in use
though altered to meet the school’s special needs. Ac-
cessory buildings, such as shops, storehouses, general
and special service structures, farm buildings, recreation
fields and accessory .structures, are conveniently grouped
on the neighboring hillside and in the level valley below.

The school provides normally for about 275 boys, 15
to 18 years of age, the great majority being in the 16 to 17
year period. Here, again, from 15 to 20 per cent of the
boys may be classed as mentally defective. The general
disciplinary and educational regime is unique. Little
effort is made to follow the grading system of the public
schools. Emphasis is put, rather, upon a practical class-
room course covering a wide range of general information
about life and its environment, supplemented by instruc-
tion in farm, shop and general repair and maintenance
work, under the direction of experienced farmers and
craftsmen. No attempt is made to teach boys specific
trades, but rather to give them a broad general training
in the use of the tools and equipment of industry, utilizing
the routine maintenance work of the school as the basis
of the industrial training program. The high level of
plant maintenance resulting, and the co-operative rela-
tionship between the boys and their instructors, testify
to the value of this method of training. Every oppor-
tunity is given boys for healthful employment and the
best of recreation under trained leadership. As in the
Lyman School, the boys are distributed in small groups
among the several cottages, where the educational pro-
gram is continued according to schedule. A simple but
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substantial dietary is provided, and the food, which is
well-prepared in central kitchens, is carried to the cot-
tages and served. In all features of service and equip-
ment the institution is entitled to high rank.

The school lands comprise in all nearly 1,000 acres, of
which about 65 acres are occupied by buildings and
lawns. One hundred and sixty-six acres are available for
cultivation, about 70 acres being in vegetable gardens
and orchards, and the remainder in forage and feed for
stock. About 700 acres is low land of relatively poor
soil and not suitable for food production. Farm opera-
tions show a substantial profit each year, which may be
attributed largely to the availability of inmate labor.

The institution has a force of about 100 employees,
with an annual pay roll in 1936 of $100,070 out of a total
expenditure for operation and maintenance of $185,543.
The net weekly cost per inmate in that year was $13.53,
and the average annual pay-roll cost per inmate was
$380.50.

The Massachusetts Hospital Training School at Canton
is a combined residence school and hospital for the care,
education and treatment of crippled children. It pro-
vides for a maximum of about 300 children of both sexes
from 5 to 15 years of age, and has an average enroll-
ment of about 260.

This unusual institution is now in a stage of transition
from its original wooden buildings, which are about
twenty years old, to more modern fireproof units. Only
three of the original wooden structures remain, a
dormitory building for children, a nurses’ residence and
an industrial building. The entire plant comprises an
administration building, infirmary, school building, two
new cottages for children, a staff residence building, the
three wooden buildings mentioned, a laundry, power
plant and miscellaneous farm buildings. These are com-
pactly grouped in an irregular quadrangle about an im-
posing and attractive administration building. The
entire plant covers about 16 acres. Compactness, with
ease of communication, has been sought because of the
disabilities of the children. All buildings used regularly
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by children are connected by covered ways which are
brought as nearly as possible to grade. Ramps are pro-
vided in the newer buildings in place of stairways.

The buildings in which children are taught, housed and
otherwise cared for have been built to provide, by virtue
of the so-called monitor system of ventilation, the utmost
of ventilating comfort, as well as good natural lighting
and freedom from dust and other air-borne nuisances.
Each new standard housing unit is complete in itself, with
individual and larger bedrooms, dining room, recreation
and study room, kitchen and storeroom, and is a model of
compact, efficient, economical service. In short, the
institution represents in all of its features the result of
wise planning and clearly defined policy. Its adminis-
tration is in thorough keeping with that plan and policy,
and the general level of personal service is obviously
higher than that of any of the other institutions visited.

The institution’s staff numbers from 155 to 160 em-
ployees. Its annual pay roll in 1936 was $145,511 out of a
total of $224,034, and its average annual pay-roll cost
per inmate was $561.90. As might be expected, this
represents a relatively higher pay-roll expenditure than
is found in other institutions of the welfare group because
of the combined hospital and school plant and the addi-
tional service and equipment required. There is also in
this institution, necessarily, a larger number of profes-
sional and technical employees. The net weekly cost per
capita in 1936 of $10.33 is, however, unusually low, con-
sidering the high type of service rendered and the lack of
inmate labor. This, we believe, is due to the wisdom of
the board of trustees in planning for maximum efficiency
of service with the minimum of waste space and waste
labor in institutional operation. The institution was
developed originally in accordance with the findings of a
thorough survey of needs. It was built to meet those
needs in the most practical and economical manner, and
it continues with these same objectives.

The farm of about 150 acres includes only 75 acres
which are available for cultivation. Of this acreage, about
25 acres are under cultivation principally for forage.
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About 75 acres are in woodland and other land not avail-
able for cultivation. Farm operations are barely more
than self-supporting, there being a slight credit balance
each year. The farm is not considered as an income-
producing enterprise, but only as a source of supply,
chiefly milk, which can be more adequately safeguarded
under its own control. Clean, high-standard milk is a
particularly important item in diet in this institution.

It is evident that all of the institutions of the welfare
group are being operated at low cost, which is not an un-
mixed good. Personal service is invariably the largest
single item of expenditure for maintenance and operation
in any public institution, except those which make ex-
tensive use of inmate labor. It rarely falls below half of
the total expenditure for maintenance and operation,
and in those institutions, such as hospitals, where more
highly paid professional and technical services are de-
manded, personal service is likely to account for 75 per
cent or more of total expenditures. A brief comparative

relations between expenditures for personalreview of the
service and total
ation in the five 1

for maintenance and oper-expenditures
welfare institutions in 1936 is of interest:

Average
Per- Personal

centage. Service Cost
per Inmate.

Total Ex- Personal
penditures. Service.

$1,266,191 $618,730

158,408 81,441

185,543 100,070

276,705 150,983

224,034 145,511

$207 81
306 68
380 50
425 61

State Infirmary 49

Industrial School for Girls .

Industrial School for Boys .

Lyman School for Boys

State Hospital Training School

51

54

55

60 561 90

In none of these institutions is personal service, the
major item of expenditure, excessive. On the contrary,
in the majority of institutions it is exceedingly low in
relation to total expenditure. Institutional salaries are

Institutional Costs.
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low generally, when compared with salaries for positions
of equal responsibility in non-institutional work, and
lower for female than for male employees. Large num-
bers of women employees at the State Infirmary and school
for girls account in part for the relatively lower personal
service costs there. The extensive use of inmate labor
at the State Infirmary further reduces its personal service
cost per inmate. When it is considered that two thirds
of the inmates of this institution are hospital patients,
such a low personal service cost indicates invariably a
deficiency of the skilled professional and technical per-
sonnel which a good hospital requires.

On the basis of present conditions of management and
operation of these institutions, economies which would
be of any significance would have to be made through
reduction of personal service costs, either by reducing
the number of employees or by reducing their salaries,
and in either case this would mean curtailment of vitally
necessary activities. Such measures of economy may
well be dismissed without further reference. There are,
however, large opportunities for economy in the manage-
ment and operation of the institutions, which can be
utilized through the strengthening of central controls
where that is practicable.

CHAPTER 11.
ORGANIZATION AND ADMINISTRATION OF

INSTITUTIONAL BOARDS.
In the course of this study a number of factors relative

to the administration of state institutions by boards of
trustees have been evaluated. The possibilities for im-
provement are set forth in this section.

Present Status of Institutional Boards.
The five state institutions are represented in the De-

partment of Public Welfare by three boards of trustees,namely, the board of trustees of the State Infirmary, the
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board of trustees of the three juvenile training schools,
and the board of trustees of the hospital school. Chapter
18 of the public welfare laws defines the position of these
three boards within the Department as follows: the
board of trustees of the State Infirmary is described as
“serving in” the Division of Aid and Relief; the board
of trustees of the juvenile training schools as “constitut-
ing” the Division of Juvenile Training; and the board of
trustees of the hospital school as “serving in” the Divi-
sion of Child Guardianship. These distinctions should
be borne in mind as indicating in a general way their
departmental relationship.

The members of the three boards of trustees described
are appointed by the Governor with the advice and con-
sent of the Council. The board of trustees of the State
Infirmary is composed of five men and two women, three
of whom are appointed each year for terms of three years
each, except that every third year only one member is
appointed. Three of the present board will retire in 1938,
one in 1939, and three in 1940. The board of trustees of
the juvenile training schools for delinquents is composed
of nine persons, two of whom are women. Each serves
for a term of five years, appointments being so made that
two members are appointed each year for four consecu-
tive years and only one in the following year. Of the
present board, two will retire each year in 1938, 1939 and
1940, one in 1941, and two in 1942. The board of trustees
of the hospital school for crippled children has five mem-
bers, one appointed each year for a term of five years.

It is possible that there is some historical reason for the
variations in numbers, composition and tenure of the
three boards, but, as far as the Commission has been able
to determine, nothing in the nature of their duties indi-
cates that these distinctions have any administrative
significance. In fact, it would be an advantage if such
boards as may continue in authority over the institutions
be made uniform in size and tenure. A board of five
members is large enough for any present need, and a
five-year term would seem to be calculated to give each
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member ample opportunity to become thoroughly familiar
with his responsibilities. We see nothing to be gained In'
specifying a division of board memberships between men
and women. Competence in administration is not deter-
mined by such devices. All experience with adminis-
trative boards indicates that if a board is needed at all, a
small one with long tenure is likely to be the more useful.
We recommend, therefore, that in the reorganization
program, to be later recommended, such board or boards
as remain a part of the Department of Public Welfare
be reduced to five members each, one to be appointed
each year for a term of five years, without reference to sex.

Divided Responsibility in Institutional
Management.

We have noted previously that all three institutional
boards of trustees are integral parts of the Department;
two “serving in" their appropriate divisions and one
“constituting” a special division. It might be assumed,
therefore, that the boards, as units of the Department of
Public Welfare, are actually under the “supervision and
control” of the Commissioner of Public Welfare, who is
the “executive and administrative head” of the Depart-
ment as defined in section 2 of chapter 18 of the public
welfare laws, and more explicitly in chapter 121 thereof.
But as we review those sections of the public welfare
laws which enumerate and define the powers and duties
of the boards of trustees, it becomes clear that there is a
conflict in law which creates a division of responsibilitj'
for institutional management and control between the
Commissioner of the Department and the institutional
boards of trustees. Although section 5 of chapter 121
permits the Commissioner and his departmental Advisory
Board “when so directed by the governor,” to “assume
and exercise the powers and perform the duties of the
board of trustees of any institution under the supervision
of or placed in the Department, in any matter relative to
the management and control thereof, except in the case
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of trust funds, vested in the board of trustees,” such action
has never been taken and probably would not be taken
except in grave emergency.

Each institution is under the management of a super-
intendent who is appointed by its board of trustees,
except that in the case of the superintendent of the State
Infirmary the superintendent may be the resident physi-
cian if the Governor and Council approve. This special
provision applying to the State Infirmary was evidently
inserted in the law to meet a peculiarly local condition.
Subject to the approval of their respective boards, the
superintendents commonly appoint all other officers and
employees, except that the law states the trustees of the
hospital school may appoint “all persons” necessary. All
other powers and duties relative to the institutional
plants, property, personnel policy, program and fiscal
management are vested by law specifically in the boards
of trustees, including the management and control of
trust funds which have been put in their custody, through
gifts, bequests and the like. There is not in any institu-
tion a single important element of institutional “control”
for which the Commissioner of the Department of Wel-
fare is independently responsible and competent to ad-
minister under existing law, as at present interpreted.
The boards of trustees are actually in complete control
and have so interpreted the law.

Need for Reallocation of Institutional
Responsibilities

.

Although no serious impairment of institutional man-
agement has apparently resulted because of the conflict
in the law respecting institutional control, because of the
tolerance of the Commissioner, it is apparent that the
attitude of the board of trustees of the State Infirmary is
not conducive to the co-operation necessary to make
divided control even workable. This board has quite
definitely declared its independence of central controls
and has acted accordingly. The situation which has
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developed there is certainly not in the interest of economic
institutional management and public service. The same
situation may, of course, arise in other institutions, al-
though the Commission finds no evidence of its existence
at present.

This, however, raises the whole question of boards of
management of state institutions under centralized state
government. We may assume that advisory boards or
boards of visitation for institutions perform a useful
function when properly made up of men and women
interested in institutional work and capable of represent-
ing public interest in institutional aims and policies. Such
an advisory board has been established for the Depart-
ment of Public Welfare as a whole, and serves a useful
purpose. With respect to administrative boards, how-
ever, such as have been established for the management
and control of the five welfare institutions, the need and
desirability of them depends largely upon the nature of
the institutions themselves.

Where the work of the institution represents mainly
professional and technical service for which there is a
well-established scientific basis, and which requires a
scientifically and technically trained director and per-
sonnel, an administrative board has little to contribute.
It is more likely to handicap scientific work than advance
it. On the other hand, where the institution is engaged in
work which has not yet been reduced to a scientific, pro-
fessional or technical basis, and where policy and pro-
cedure adopted must depend upon the opinions of thought-
ful, practical citizens respecting the ends to be achieved,
an administrative board so composed is of advantage.
At the State Infirmary, for example, a board of laymen
can contribute little of value to the treatment of the sick.
This is a problem requiring the attention of professionally
and technically trained officers and employees. The
solution of such a problem is certainly not to be reached by
a composite of the views of laymen. At the State In-
firmary, then, an administrative board is not an asset,
and there is evidence that board administration there has
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been quite the opposite. An advisory board would meet
all requirements.

The care, training and treatment of delinquents in the
three juvenile training schools is, however, a different
problem. There is no recognized scientific basis for the
prevention and correction of juvenile delinquency. No
one can predict that by the application of any given edu-
cational or training technique a given result can be pro-
duced. We have not yet discovered the causative factors
in delinquency, although we are aware that there are
many factors concerned, such as mental deficiency,
physical disability, faulty home environment, lack of
educational opportunity, irresponsible parentage, eco-
nomic insecurity, inadequate recreational opportunity
and other contributing forces. One or all of these and
more may be responsible for anti-social conduct. Our
treatment of juvenile delinquents must, then, be more or
less by educational trial and error, adjusted and readjusted
to the individual and his more obvious needs, to the pres-
sure of public opinion, and to the changes in our economic
and social structure and modes of life.

In this work a wise board with sufficient administra-
tive authority and breadth of vision to make these ad-
justments and readjustments as they seem desirable, and
as public opinion indicates, performs a useful function.
Such a board tends to prevent formalization and fixation
of institutional policies and procedures respecting juve-
nile delinquents, and encourages desirable research,
experimentation and demonstration. We feel, therefore,
that an administrative board for the institutions for
juvenile delinquents is a desirable thing, provided there
is somewhere above it a controlling authority competent
to ensure that the board’s activities shall not go beyond
the necessary limitations which must be provided for
government as a whole and the interrelation of its parts.

The board of trustees of the Hospital Training School
for crippled children likewise falls into the same category
as the board of trustees of the schools for delinquents.
This institution is both a hospital and a school. If it
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were merely a hospital designed for the scientific, medical
and surgical care and treatment of crippled children, a
board of trustees would not be necessary to its efficient
administration, assuming a skilled medical superintendent
and a competent staff were in attendance. But the
medical and surgical work done is only a means to the
end of training and educating these children for produc-
tive, useful lives. This means teaching them to do those
things which are at once corrective and restorative of
physical and mental balance and contributory to self-
respect and self-support.

For this educational process, as in the case of education
and training of juvenile delinquents, there are no estab-
lished scientific principles or techniques which can be
relief upon. The educational program must be adapted
to the personality of the child and his necessarily limited
physical and mental ability and opportunity. Here, also,
dependence must be placed upon the views of a group of
sympathetic, intelligent, informed citizens with such
broad experience and administrative powers as will per-
mit them to carry on educational research and experi-
mentation in this special field. The experience of the
Hospital Training School under such a board has demon-
strated clearly that the board has been of great advantage
in preventing the institution’s educational program from
becoming a mere routine.

To fix more definitely the responsibility for control of
institutional services and encourage better co-ordination
of institutional and other departmental services, this re-
port suggests a reconsideration of this problem of institu-
tional management and control in accordance with cer-
tain primary objectives, which may be summarized as
follows:

1. The elimination of administrative boards from re-
sponsibility for those institutional services of the Depart-
ment which are based upon recognized scientific, profes-
sional and technical standards of work.

2. Ihe wider utilization of the Advisory Board of the
Department for institutional visitation and advice to the
Commissioner thereon.
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3. The limitation of the administrative responsibilities
of the institutional boards retained in such a way that
those elements of control which are essential to proper
co-ordination and integration of institutional and other
activities of the Department of Public Welfare shall be
vested in the Commissioner.

4. The reconstruction of the institutional boards re-
tained so that in size, composition, tenure and functions
they will better represent the purposes for which they
are established and the broader aims of the Department
of which they are a part.

Proposed Reorganization of Institutional Board
With the above objectives in mind the following pro-

posals are made for amendment of existing law:
1. Abolish the board of trustees of the State Infirmary

and transfer all powers and responsibilities now vested in
this Board to the Commissioner of Public Welfare. The
Commissioner of Public Welfare should appoint the
superintendent on the basis of professional qualifications
generally recognized as essential to efficient hospital man-
agement. The superintendent’s responsibility to the
Commissioner should be direct and undivided, and he
should appoint and direct his subordinates subject to
the Commissioner’s approval. The tenure of a superin-
tendent so appointed should be protected through civil
service or otherwise in the law so that he may not be
dismissed except for incompetency. The Advisory Board
of the Department should function with respect to this
institution as a board of visitation, making such recom-
mendations to the Commissioner regarding the institu-
tion’s work as its members individually and collectively
may think desirable, but without any authority what-
ever for direction of the superintendent of the Infirmary
or other officers and employees.

2. Reconstitute the board of trustees of the juvenile
training schools by reducing its membership to five per-
sons, who shall be appointed by the Governor for terms
of five years each, one member to be appointed each
year. Make this board responsible for the general man-
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agement and operation of these schools, subject to the
approval of the Commissioner of Public Welfare. The
superintendents of the schools should be appointed by
the board of trustees on the basis of qualifications gen-
erally recognized as appropriate to such appointment,
subject to the approval of the Commissioner of Public
Welfare. All other officers and employees should be ap-
pointed by the superintendents, subject to the approval
of the board of trustees. The tenure of the superintendent
should be so protected by civil service or otherwise that
he may not be dismissed except for incompetency. The
Commissioner of Public Welfare should have the power
to transfer to or from the authority of the board of trus-
tees such extramural responsibilities for the care, edu-
cation, discipline and treatment of delinquent children
as may be vested by law in the Department.

3. Retain the board of trustees of the Hospital Train-
ing School as now constituted, but provide that its pow-
ers, duties and responsibilities respecting the management
and operation of the school shall be exercised subject to
the approval of the Commissioner of Public Welfare.
The superintendent of the school should be appointed by
the board of trustees, on the basis of professional quali-
fications generally recognized as appropriate to such ap-
pointment, subject to the approval of the Commissioner
of Public Welfare. All other officers and employees should
be appointed by the superintendent, subject to the ap-
proval of the board of trustees. The Commissioner of
Public Welfare should have the power to transfer to or
from the authority of the board of trustees such extra-
mural responsibilities for the care, treatment, training
and relief of crippled children as may be vested by law
in the Department.

Special Institutional Problems.
Raising the standards of service at the State Infirmary

depends upon the complete re-establishment of that in-
stitution as a state hospital onljL A half century or
more of experience has proved that it is impossible either
to conduct an efficient hospital as an almshouse adjunct
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or an efficient almshouse as a hospital adjunct. The more
important issue, both as regards the welfare of inmates
and the public welfare, is the maintenance of an efficient
service for the care of the indigent sick at Tewksbury.

There are two ways in which separation of the sick
and the indigent non-sick can be brought about. The
indigent non-sick can be returned to their local govern-
ments and cared for locally, either at the expense of the
local governments, at the expense of the State, or at
the expense of both local government and the State.
Or the indigent non-sick can be cared for by the State
in a separate institution in a more suitable location and
at a lower cost than is now required to care for them at
Tewksbury. The determination of the means of provid-
ing for non-sick indigents depends somewhat upon what
may be done to readapt Massachusetts’ ancient settle-
ment laws to modern conditions of living. In any
case, however, the indigent sick and non-sick should be
cared for separately. Once that separation has been
made the hospital service can be and should be recon-
stituted.

Arrangement should be made to transfer from the hos-
pital those of the sick for whom better provision can be
made elsewhere, as the insane, feeble-minded and tuber-
cular. How this transfer can best be effected depends
upon the findings of surveys of local and county hospital
facilities and the hospital facilities of the State Depart-
ment of Mental Diseases. If such a reduction of inmates
at Tewksbury can be made, the buildings vacated will
make available all the space required for the indigent
sick for years to come. The experience of the past sug-
gests that while minor improvements can be made, as-
suming the stronger central controls for institutions here
recommended, no really constructive program is possible
at this institution without its complete reorganization as
a hospital, and the maintenance there of professional and
technical standards of personnel and performance which
a good hospital service implies.

The Commission urges also that the educational and
health activities at the girls’ school be put upon a more
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efficient basis; first, by the employment of a full-time
skilled woman physician, who shall be in residence at
the institution; and second, by the employment of a
full-time trained director of physical education, who can
take charge of this phase of education and at the same
time develop a wider range of outdoor and indoor recre-
ational activities for the girls. The contrast between the
boys’ schools and the girls’ school in this respect is
marked. The suggestion that a resident woman physi-
cian be appointed in place of the part-time visiting phy-
sician now employed implies no criticism of the latter.
We believe, however, that in the interest of a construc-
tive health program for these girls, a competent woman
resident medical officer is needed.

At the two training schools for boys, part-time visiting
physicians are also employed. These two institutions
could be better served by one full-time medical officer,
resident at the Lyman School and visiting the Industrial
School for Boys as occasion requires. Because of the
age-grouping of boys at the Lyman School the medical
officer would find a greater need for health supervision
and advice there. There are at both of these schools
many opportunities for medical research which should
be explored. This cannot be accomplished by part-time
visiting physicians.

The educational work at the Industrial School for Boys,
which is of a high order, can be materially improved by
the creation of the position of assistant superintendent
and director of education. As assistant superintendent,
and at the same time director of education, this officer
would be in a position to carry out more satisfactorily
the splendid educational program now under way. This
program brings into the educational curriculum every
activity of the institution. In order that class work as-
signments of the boys, their cottage life, their recreation,
and all else may be made to serve this general educa-
tional purpose, it is essential that responsibility be more
clearly fixed upon a single officer. The present school
principal should be promoted to the newly created posi-
tion of assistant superintendent and the position of school
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principal abolished. While retirement of the present
superintendent of the school is not imminent, it is de-
sirable to have at this institution one trained, and whom
the superintendent may further train, for that responsi-
bility. It would be a great misfortune if the policies and
ideals which have been sponsored at this school should
suffer through the appointment of a superintendent with-
out experience and training under the present executive.

CHAPTER 111.

INSTITUTIONAL MANAGEMENT AND OPERATING
PROBLEMS.

Beyond the problems of administrative organization
for institutional purposes there exist certain probems of
management and operation which are of sufficient im-
portance to warrant consideration in this report.

Staff Personnel.
The personnel of the central offices of the trustees in-

cludes, in addition to the employees of the parole branches
just described, the executive secretary of the board, a
principal clerk, a bookkeeper, a junior clerk and a tele-
phone operator. Included, also, in the budget of the
trustees, and on its pay roll, though assigned directly to
work in the boys’ school, are two psychologists, a psy-
chometrist and a clerk.

If, as is here proposed, the function of parole super-
vision is transfered to the Division of Child Guardianship,
and the staff of 32 persons now included in the two parole
branches under the board of trustees of juvenile training
schools is co-ordinated with the social service staff of that
division, it should be possible to provide even more effec-
tive parole supervision than at present. All social service
visitors could be utilized for parole inquiry and super-
vision if necessary. Parole supervision of children is
simply social service inquiry and assistance of a special-
ized nature. We believe that by such unification of social
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service staffs a more economic and effective coverage of
the entire field may be had. Reduction of the individual
case load of male parole visitors under the present plan
can be provided only by increasing the number of parole
visitors. Some increase may be required in any case to
reduce the parole case load to proper proportions, but
such increase should be less as the result of the proposed
consolidation of field social service staffs in the Division
of Child Guardianship. Furthermore, the number of
supervisors could be reduced.

Other economies are obvious. With the proposed
transfer of parole personnel it should be possible to move
the offices of the board and secretary from 41 Mount
Vernon Street into quarters in close proximity to the
offices of the Department of Public Welfare in the State
House. This would produce immediate savings. The
separate clerical, stenographic and telephone service now
needed by the board could then be consolidated with
similar services of the Department. In fact, except for
the office of secretary of the board and such personal
clerical and stenographic service as may be required, the
board of trustees would need no office staff.

Assuming proper organization of central accounting
services for all institutions, and proper reporting by the
institutions themselves, accounting and record keeping
for the board of trustees could be satisfactorily handled by
the secretary, one competent clerk and a clerk-stenog-
rapher. With the elimination of control of parole super-
vision by the board acting through its executive secre-
tary, the latter would be relieved of much of the detail
work he is now called upon to do.

Assuming the continuation of the board of trustees
with such changes in its composition, tenure and func-
tions as we have suggested, it probably would be desirable
for the secretary to spend a great deal more of his time
at the several institutions than is now possible. He should
continue to be, as at present, the eyes and ears of the board
respecting institutional affairs and respecting the parole-
determining functions of the board. He should, in fact,
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be not only executive secretary of the board but director
of the Division of Juvenile Training, and co-ordinate with
other division heads of the Department.

Central Personnel Supervision.

Detailed analysis of the personnel problems of all
institutions was impossible because of the lack of per-
sonnel records. The necessity of developing adequate
central supervision of the recruiting, selection and general
supervision of institutional personnel is, however, ap-
parent. There is not at the present time in any in-
stitution a complete, informative, up-to-date index of
personnel showing for each employee age, education, train-
ing, experience, length of service, behavior, promotions,
salary increases, etc.

When it is considered that more than one half of the
total annual operating expenditures of the institutions is
for personal service, any plan for increased economy and
efficiency can well begin with personnel.

At the Commission’s request the Lyman School com-
piled certain information regarding its entire personnel.
Briefly summarized, this analysis shows that out of 142
employees listed, 61 were under 40 years of age, 27 were
aged 40 to 49, and 54 were aged 50 years or more. Of
those 50 years of age and over, 22 had been employed in
the institution less than five years, 10 from five to nine
years, and 22 more than ten years. In other words, 22,
or 41 per cent, of those 50 years of age or more had
entered institutional service at 45 years of age or over.

We do not offer these facts as even suggestive of in-
competency of these employees, but merely to show the
tendency evident, particularly in the juvenile schools,
toward the employment of middle-aged people, in conse-
quence of which the institution grows old in personnel.
While the institutional personnel continues to grow older,
however, the age of the boys at the Lyman School re-
mains the same. It may well be questioned whether this
increasing age of personnel is of advantage in the educa-
tion and training of boys and girls for modern life.
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Since the Lyman School is an educational institution
it might be supposed that in the selection of employees
certain qualifications of education, training or previous
experience would be sought, but apparently few em-
ployees are chosen because of special aptitude for edu-
cational work. The cottage masters, for example, at the
Lyman School have a most important educational re-
sponsibility, yet nothing in their recorded education or
experience prior to their employment at the school may
properly be regarded as qualifying them for such posi-
tions. Of 17 cottage masters, their employments prior
to entering the institution were as follows: laundryman
(2), cook, railroad man, salesman (3), storekeeper, iron
worker, farmer, carpenter, timekeeper, attendant, inves-
tigator, quarry worker, factory overseer, factory super-
intendent. It is probable that they have qualifications
other than education and experience which are valuable
in these positions, but we submit that if there is a kind
of experience and training which will add to a cottage
master’s efficiency in child guidance, it should be sought.

The point of the Commission’s argument is that if uni-
formly high levels of personnel are to be maintained there
must be some central supervision of personnel procedure.
It is practicable, assuming the centralization of controls
here recommended, to set up an effective plan of per-
sonnel control in the Department of Public Welfare under
the Commissioner’s supervision. A clerk should be des-
ignated to maintain an index of present employees, re-
ceive all applications for institutional work, secure from
the applicant the necessary information regarding his
qualifications, and prepare lists of employees to which
superintendents may be referred when they wish to make
appointments. The present system of fitting workers to
highly important positions in the care and guidance of
juvenile delinquents is, to say the least, haphazard and
inevitably uneconomic.

It should be said here that in thus commenting on find-
ings at the Lyman School no invidious comparisons are
intended. 1 o date, only the Lyman School has personnel
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information available. Our criticism of conditions at the
Lyman School applies as well to the other training schools
and with even greater emphasis at the State Infirmary.
Because of the plain necessity of better qualified per-
sonnel at the Hospital Training School, with its rela-
tively high percentage of professional and technical work-
ers, the situation is noticeably better. Even in this last
named institution, however, improvement could be made
by the means here recommended.

Central Farm and Plant Maintenance
Supervision.

Two other institutional activities require central super-
vision and planning. These are farm operation and gen-
eral engineering repair and maintenance. With respect
to farming, it is evident that considerable economies
may be effected through a readjustment of farm activi-
ties, to the end that farms which are productive and
have an adequate supply of inmate labor can be utilized
to produce food and forage for those not as advanta-
geously situated. Here are five institutions, all within a
radius of fifty miles or less from Boston, each attempting
to carry on a complete farm production program. Five
dairies are in operation, for example, although one large
dairy at the State Infirmary, and one perhaps at the
Industrial School for Boys, could produce and distribute
more economically all the milk and dairy products needed
by the five. The same applies to vegetable and fruit
production, poultry and eggs, pork and other products.
A farm survey is needed which will readjust this entire
farm program in accordance with institutional resources.
An expert farm supervisor should be appointed under
the direction of the Commissioner of Public Welfare. A
schedule of production and distribution of farm products
should be laid out and the farm supervisor should see
that it is carried out.

The same principle should be applied to routine plant
engineering operation, maintenance and repair. A sur-
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vey should first be made of institutional plants and
utilities. A schedule and plan of improvement should be
prepared and carried out under the supervision of an ex-
pert in these matters, acting in behalf of the Department
of Public Welfare and under the direction of the Commis-
sioner. In a few States where institutions are under
central control, as in Massachusetts, a central repair
crew with truck and complete equipment goes about
from institution to institution for repair and replacement
service, in accordance with a schedule set up in the de-
partmental office. This ensures skilled workmanship at
lower cost than when each institution provides its own
repair and maintenance crew. This may be considered
as a later development, however. Our present recom-
mendation is merely the appointment of a plant super-
visor to serve the Commissioner of Public Welfare.

Central Cost Accounting.

Assuming that the plan herein outlined for strength-
ening central control of institutional services is made
effective, the first objective should be central accounting
control and the establishment of a uniform system of cost
accounting which will permit proper comparison of unit
costs of like institutional services. The present method
of classifying the expenditures of institutions does not
permit the development of such costs. Expenditures are
classified and reported by objects of expenditure rather
than by institutional functions. Personal service con-
stitutes 50 per cent or more of institutional expenditures.
Since personal service enters into every functional opera-
tion it is impossible to make a comparative cost analysis
which is of value to the administrator without including
the cost of personal service devoted to such functions.

The following table of expenditures in the juvenile
schools is presented as an illustration:
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1936 Cost per Inmate Day (365 Days).
[Based on gross expenditures. Institutional receipts not deducted

Girls’
School

Lyma
Schoc

Shirley

Average Daily Average Daily Average Daily
Number of Number of Numberof
Inmates, Inmates, Inmates,

354.74

Personalservices $0 84 SI 09 SI 04
Food 14 24 22
Medical and general care ... 03 04 047
Farm 12 12 146
Heat and other plant operations . 18 156 14

Garage, stable and grounds . 015 023 015
Travel, transportation and office expense 015 022 026
Religious instruction .... 017 017 02
Clothing and materials .... 06 13 10
Furnishings and household supplies 06 045 053
Repairs, ordinary ..... 048 039 047
Repairs and renewals .... 095 077 076

SI 63 S 2 10 SI 93

Next to personal services in the above table the chief
item of expenditure is food. Since the several institu-
tions vary so widely in facilities for food production, in
the use of inmate labor, and in other related factors of
food production and use, comparison of the above “food”
expenditures is valueless. If, however, the expenditure
schedule segregated expenditures for “dietary” in such a
way that all personal service, including inmate labor and
other expenditures necessary to the production and serv-
ing of food at each institution were included, it would
then be possible to determine “cost per meal” which
would give us a reliable basis for comparison. It would
also permit determination of the advantages or disad-
vantages from the standpoint of cost of the cafeteria
service plan, as in the State Infirmary; the preparation
and serving of food in individual cottage units, as at
the Girls’ Industrial School and the Hospital Training
School; or the preparation of food in central kitchens
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with service of meals in the cottage units, as at the
Lyman School and the Boys’ Industrial School. “Cost
per meal,” as shown in the several institutions, would
give the clue for further study and the adoption of a
plan of food handling, preparation and service best cal-
culated to produce economy, assuming economy in food
service would not handicap the institution otherwise.
Institutions generally throughout the country are adopt-
ing the cafeteria system where the physical and mental
disabilities of institutional inmates do not contra-indicate.
Cafeteria food service under skilled management in suit-
able institutions has been shown to be more efficient and
more economical. It is well worth considering in the wel-
fare institutions, but first it is necessary to have more
accurate cost data than are now available.

What has been said here of dietary costs is likewise
applicable to other comparable expenditures of institu-
tions. Since several of them are educational institutions,
it would be desirable to know what comparable educa-
tional efforts cost per inmate in each institution. It is
of value, also, to know what it costs each institution per
inmate to provide necessary light, heat, water supply,
sewage disposal, etc. Is it an actual economy for each
institution, for example, to maintain all of these facili-
ties as at present? Are central heating plants an econ-
omy in institutions having a large number of widely
separated buildings with varying heat requirements? Is
institutional farming an economy where there is impov-
erished soil and little inmate labor? These questions
cannot be answered until comparable unit costs can be
developed.

Each institution now has its own accounting force
which includes, exclusive of the stewards, at least one
bookkeeper and one or more clerks who have certain
minor responsibilities in the keeping of accounts. The
total expenditure for personal service in the five institu-
tions for accounting alone, if the time of stewards, assist-
ant stewards, bookkeepers, clerks and stenographers is
considered, is at least $25,000 to $30,000 annually. The
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work of the institutional accounting offices is, in fact, a
duplication of work which must also be done in central
state offices and is unnecessary. Under a proper system
of central accounts, all information needed by institu-
tional authorities regarding the state of their budget
allotments could be furnished them as required.

CHAPTER IV.
SELECTION, PROBATION AND PAROLE OF JUVENILES.

Since the success of institutional activities on behalf of
juvenile delinquents depends largely upon the selection
of those to be given institutional care and their later
supervision on parole from institutional controls, it is
essential that the educational work within the training
schools be as closely and economically co-ordinated as
possible with pre-institutional (probation) and post-
institutional (parole) services.

Because of the limited scope of this inquiry this chap-
ter raises certain issues, draws a few conclusions, and
provides two recommendations, one concerning parole
activities and the other that a complete and compre-
hensive study be made of all the phases of juvenile de-
linquency. The Commission realizes that this restricted
inquiry merely emphasizes the urgency for a more com-
plete study of the important problems related to the
State’s responsibility for all delinquent children.

Selection of Children for Institutional Care.
Institutional care, discipline and education of delin-

quent children is only one phase of the problem of preven-
tion and correction of juvenile delinquency. It is therefore
desirable that the state training schools, quite apart from
the efficiency with which they are managed and operated,
be considered in their relation to other phases of this
major problem with which the Department of Public
Welfare is directly concerned.

Massachusetts has properly considered the care and
training of juvenile delinquents as a public welfare prob-
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lem rather than a correction problem, emphasis being
placed upon education and vocational guidance as the
appropriate institutional policy instead of merely custo-
dial care and discipline. For this reason a preliminary
selection of the juvenile delinquents best suited to such
educational regime is requisite to constructive institutional
effort.

If a child is adjudged a delinquent the court may, with
the consent of the Department of Public Welfare, author-
ize it to place such child in the charge of any person, and
if any time thereafter such child proves unmanageable,
to commit such child to the appropriate training school.
However, the great majority of committed delinquent
children go directly to the training schools. A child, if
not placed in the charge of the Department of Public
Welfare or committed to one of the juvenile institutions,
may, however, be placed upon probation under the super-
vision of probation officers employed by the court.

Commitment by the court directly to the schools, which
is the practice in 65 per cent or more of juvenile commit-
ments, results frequently in compelling the institutions to
provide for many children who cannot be adjusted to their
educational programs because of mental deficiency. It
is estimated that approximately one fourth of the children
committed by the courts are of this type. The develop-
ment of an educational program suited to boys and girls
of normal, near normal and above normal intelligence
and behavior, and to a large group of mentally deficient
children with all of the aberrant behavior characteristics
which such children exhibit, presents a problem these
institutions and the courts must solve.

One important aspect in the education and training of
juvenile delinquents for life in free society is to provide
elsewhere for the mentally deficient delinquents who can-
not be well adjusted to the educational regimes of the
training schools. It is a decided handicap to the institu-
tion and to the boys and girls, from whose education and
training good results may reasonably be expected, to
impose this added burden upon them. Therefore a
method of selection of juvenile delinquents for commit-
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ment to a training school is needed to ensure that only
those mentally and otherwise capable of being adjusted
to the school’s educational program and purpose be sent
to it.

The present situation in the selection of delinquent
children as indicated above points to three important
issues:

1. What method of procedure shall be established to
provide the courts with facilities for obtaining case his-
tories of the children to be adjudged, so that they can be
committed to proper homes or institutions?

2. Does the State now have adequate facilities to ac-
commodate and care for the mentally deficient children?
If not, what institutions should be established and what
will the cost be?

3. How can the processes and policies relating to appeals
and jail detention be improved to better the rehabilitation
of delinquent children?

The findings of this inquiry do not provide definite
answers to these issues, but the Commission has con-
cluded that a complete and exhaustive study should be
made to provide the solution to them.

Probation.

The courts frequently place children on probation under
the supervision of probation officers of the court. Out of
452 female and 4,755 male juvenile dispositions recorded
by the courts in 1936, 226 girls, or 50 per cent, and 2,559
boys, or 54 per cent, were placed on probation. Of the
207 probation officers of the courts, 44 are women who
are attached mainly to the courts in the highly populous
counties. Sixteen of the 207 probation officers are es-
pecially assigned to juvenile cases, and of these only two
are women, one in the Boston Juvenile Court and one in
the Charlestown Municipal Court. Where the courts do
not have women probation officers, women visitors of the
Department of Public Welfare frequently serve the courts
in that capacity. From the standpoint of institutional
efficiency, as well as the future of the juvenile delinquent.
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it is important that probation be utilized to the fullest
possible extent in keeping children out of the juvenile
training schools.

There are many problems in the administration of pro-
bation activities the solution of which were not included
in the scope of this report. The major issues involve legal
phases of dealing with juvenile delinquents, the qualifica-
tion of court officers to assume proper administration of
the law, the method of selection, and the whole problem
of the establishment of separate courts. The Commission
urges a comprehensive study of these matters.

Parole.

The Commission has already commented on the ad-
ministration of the institutions themselves which repre-
sents the second phase of the preventive and corrective
program. The third phase is post-institutional control,
i.e., parole supervision. We must depend largely upon
wisely administered parole to restore children to society,
and the more quickly and more extensively parole can
properly be substituted for institutional care, the better
for the children and for society. The best evidence of the
effectiveness of any program for the prevention and cor-
rection of juvenile delinquency is the number of delin-
quent children not needing institutional control. It may
also be said that the success of the institutional training
school is best evidenced by the rapidity with which parole
can be substituted for institutional control.

Parole has been well-administered by the board of
trustees of the training schools, and we do not regard it
necessarily as a criticism of parole supervision that many
of those paroled are subsequently returned to the institu-
tions because of violation of parole. The practical test of
parole is always worth while, for it is the only true test
of the child’s ability to meet his problems. Review of the
minutes of the board shows clearly that its actions in
granting parole invariably have been based upon thor-
ough information, and have been made without bias,
solely in the interest of the child. It would be impossible
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to improve upon the board’s present procedure in deter
mining eligibility for parole.

We recommend therefore that the board of trustees of
juvenile training schools continue to be responsible for
determination of parole eligibility. It would be a mis-
take to have such decision made by a single individual.
A board, such as the present one, made up of responsible,
informed citizens, appointed by the Governor, is able to
resist, as a single individual could not, the many pressures
which are brought for the release of juvenile delinquents
on parole. It can maintain an unbiased judicial viewpoint
at hearings on parole which would be extremely difficult
for an individual, no matter how great his authority.

The board of trustees of juvenile training schools now
maintains at its office headquarters two parole super-
visory branches, one each for boy and girl parolees. The
boys’ branch includes a social service supervisor, a clerical
staff of four persons, and 17 male visitors or parole guard-
ians. The girls’ parole branch includes a social service
supervisor, four clerks and 13 women visitors. Thus, for
the two branches, there is a total parole supervisory staff
of two social service supervisors, eight clerks, 30 parole
visitors, all of whom are civil service employees. The
salary and other costs of the wT ork of these two parole
branches, not including expenditures for boarding out
and for direct assistance to parolees, was $103,579.79 in
1936.

The 17 male parole officers are scattered throughout
the State in districts comprising a group of local communi-
ties, the area of the district being adjusted from time to
time in accordance with the number of parolees under the
officers’ supervision. The male parolee officers live in their
districts, travel by auto chiefly, and keep in touch with
the central office supervisor in Boston by telephone when
necessary. Once a month all parole officers meet with the
supervisor at headquarters. At the time of this study
these 17 field visitors were supervising 2,024 boy parolees
whose whereabouts were known. Of the 13 women
parole visitors, one is especially assigned to placement
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work with girl parolees. The remainder carry on general
parole supervision mainly from headquarters in Boston,
only two living outside in the field. Paroled girls num-
bered 514 at the time of this study.

Distribution of Parole Officers and Parolees.
The distribution of men and women parole visitors and

parolees under their supervision as of November 15, 1937,
was as follows:

Six male parole officers in greater Boston were assigned
to supervision of 710 paroled boys. The case load of these
parole officers is quite unevenly distributed, ranging from
67 cases to 151 cases. Outside of greater Boston, the re-
maining 11 male parole officers were assigned to supervi-
sion of 1,314 boy parolees throughout the State. The
case load of these officers varied from 75 to 188 cases.

As might be expected outside of greater Boston, the
highest concentration of parolees are in the industrial
centers of Essex, Middlesex, Norfolk, Bristol, Plymouth,
Hampden, Hampshire and Berkshire counties, with rela-
tively few parolees in the dominantly rural counties. This
permits the parole officers of the industrial centers to
carry a much heavier case load than would be possible if
greater distances had to be traveled.

None the less, we believe that in all parole districts
the case load per male parole officer is altogether too high
to permit adequate supervision of parolees, particularly
the older boys who are more likely to require intensive
supervision because of their movements in search of
employment, or otherwise. Two hundred and seventeen
boy parolees in addition to the 2,024 actually under
supervision remain nominally under parole supervision,
although out of the State, runaways or at addresses un-
known. In other words, these boys have passed from
actual parole supervision. The parole officers are further
required to maintain contact with prospective parolees
in the boys’ schools if the boys are residents of their parole
districts, in order to arrange for their placement after
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parole and to instruct them respecting their conduct
while under parole supervision.

Five hundred and nine girls on parole are looked after
by ten women parole officers, and two volunteer students
are responsible, under the supervision and direction of
experienced women parole officers, for five parolees. The
ten women parole officers are not assigned to districts as
are the men, and with one exception carry on their work
from Boston headquarters.

One parole officer is responsible for 48 paroled girls in
the public schools throughout the State; one for 68 girls
in the State Infirmary, and expectant mothers in private
maternity homes throughout the State; and one for 55
girls in Houses of the Good Shepherd in Boston and
western Massachusetts.

One is assigned to 57 girls in metropolitan Boston and
the Cape Cod region,'and another to 46 girls in the city
of Boston. Of the remaining five, one is responsible for
34 girls throughout the State and for investigations of
the homes of girls anticipating parole; another, operat-
ing from Springfield, supervises 55 girls scattered through-
out central Massachusetts; and three are in charge of
54, 46 and 46 girls, respectively, throughout the State
at large. Although the case loads of none of these women
parole officers appears unduly heavy in numbers, it is
obvious that intensive parole supervision cannot well be
provided when so much time must be spent in travel,
and that by train.

The following summary of recommendations is based
on the various findings and conclusions set forth in this
report on the organization and operation of institutions
of the State Department of Public Welfare and the poli-
cies guiding their management.

To facilitate the exposition of these recommendations,
they have been segregated into the following categories:

SUMMARY OF RECOMMENDATIONS

CHAPTER V
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Those which require new or revised legislation
Those which can be put into effect by the Governor and Council

through administrative orders or by the Commissioner of the De-
partment of Public Welfare.

Page references to the supporting textual data are given
with each recommended item.

Recommendations which Require Legislative

It is recommended that
1. The board of trustees of the State Infirmary be

abolished and that all powers and responsibilities now
vested in this board be transferred to the Commissioner
of Public Welfare (page 24);

2. The board of trustees of the juvenile training schools
be reconstituted by reducing its membership to five per-
sons, who shall be appointed by the Governor for terms of
five years each, one member to be appointed each year
(page 24);

3. The Commissioner of Public Welfare be given power
to transfer to or from the authority of the board of trus-
tees of the juvenile training schools such extramural
responsibilities for the care, education, discipline and
treatment of delinquent children as may be vested by law
in the Department (page 25);

4. The board of trustees of the Hospital Training School
be retained as now constituted, but its powers, duties
and responsibilities respecting the management and op-
eration of the school shall be exercised subject to the
approval of the Commissioner of Public Welfare (page
25);

5. The Commissioner of Public Welfare be given power
to transfer to or from the authority of the board of trus-
tees of the Hospital Training School such extramural
responsibilities for the care, treatment, training and relief
of crippled children as may be vested by law in the Depart-
ment (page 25);

6. The superintendent of each institution be appointed
on the basis of recognized professional qualifications, sub-

Action
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ject to the approval of the Commissioner of Public Wel-
fare, with security of tenure and removable for incompe-
tency only; and that subordinate institutional officials
be appointed in all cases by the respective superintendent
(page 25);

7. The State Infirmary be re-established as the State
General Hospital, and that all non-sick inmates be trans-
ferred from the institution either to local institutions
where they may be cared for at the expense of local
government, at the expense of the State, or jointly by
both local governments and the State; or that there be
established, if need be, a state institution elsewhere for
the care of non-sick indigents, and there be transferred
from the institution all sick persons for whose care and
treatment other local or state facilities are available, such
as the insane, feeble-minded and tubercular (page 26).

Recommendations Requiring Administrative
Action.

It is recommended that
1. All accounting work of the several welfare institu-

tions be centralized in the appropriate state fiscal control
agency, and that a cost accounting system on a functional
basis be developed for all institutions, so that comparable
expenditures by the institutions may be reduced to unit
cost basis (page 35);

2. There be set up in the Department of Public Wel-
fare complete personnel records for the institutions, cover-
ing all essential facts regarding age, education, training,
previous experience, date of employment, promotions,
disciplinary actions, etc., for all employees; and provision
be made for recruiting institutional employees through
the central offices of the Department of Public Welfare,
so that more uniform standards of qualifications can be
maintained (page 30);

3. There be appointed one skilled and experienced
woman resident physician for the Industrial School for
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Girls in place of the present part-time visiting physician,
and a resident director of physical education be appointed
to be responsible for the development of recreational and
physical educational activities (page 27);

4. There be appointed in place of the part-time visiting
physician at the boys' schools, a skilled and experienced
resident male physician, who shall have residence prefer-
ably at the Lyman School, but who shall serve also the
Industrial School for Boys as required (page 27);

5. There be appointed at the Industrial School for Boys
an assistant superintendent who shall be general director
of all educational activities (By promotion of the present
principal of the school to the position of assistant super-
intendent as above, all present educational and adminis-
trative requirements would be met.) (page 27);

6. There be centralized in the Department of Public
Welfare supervision of institutional farms under a single
expert head, and, following a survey of the farms by
agricultural experts, a program of institutional food pro-
duction and distribution be laid out, to the end that
those farms best suited to production and having suitable
inmate labor can be effectively operated to serve those
institutions not so favored. Dispose of such institutional
farm land as cannot be effectively used for farming or
otherwise (page 32);

7. There be centralized in the Department of Public
Welfare supervision of institutional plant engineering,
repair and maintenance activities, as far as possible, un-
der a trained engineer, and, following a thorough survey
of institutional plants, a program of betterments be laid
out for all institutions which shall be scheduled in ac-
cordance with need and funds available (page 32);

8. The offices of the board of trustees of the training
schools be moved to quarters in closer proximity to
offices of the Department of Public Welfare, and that as
far as practicable the accounting, stenographic, clerical
services of the board of trustees with other similar serv-
ices of the Department be consolidated (page 29).
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Problems Suggested for Further Study

The importance, scope and complexity of the prob-
lems of selection, classification and probation of delin-
quent children in the State require much more study
and deliberation to obtain a practical solution. For this
reason, the Commission urges the General Court and
the Governor and Council to make possible a compre-
hensive inquiry into all of the phases of the care and
rehabilitation of delinquent children. Such an inquiry
should be broad enough to embrace the duties and re-
sponsibilities of the courts, the probation officers, the
institutions, the Departments of Mental Diseases and
Public Welfare. This study should also include a com-
prehensive analysis of the available facilities for the care
and treatment of delinquent children.

When the Commission files the last part of its report
a statement of the probable cost of this and other sug-
gested studies will be included. (Chapter IV.)

CHAPTER VI.
POSSIBLE SAVINGS IN PUBLIC WELFARE

EXPENDITURES.

In the preceding chapters of this study, and in Part II
of the Commission’s report covering the welfare prob-
lem, numerous legislative and administrative recommen-
dations are made. We have estimated the savings to
the taxpayer which would result from the acceptance
and adoption of these recommendations. An accurate
determination of economies is impossible, since the prin-
cipal factor involved is one of good administration which
statute alone cannot provide. We believe, however, that
with reasonable administrative skill our recommendations
could effect a net annual saving of at least two and one
half million dollars. In arriving at this figure we have
been guided by the experience of other States where
recommendations similar to ours have been put into
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operation, and where direct savings have been definitely
established.

Types of Savings

In public welfare administration, major savings can
be effected in the following three general phases;

1, Adjustment of the amount of aid allowed in individual cases
2. Adoption of more effective process of investigation and reinvesti-

gation covering welfare applicants and recipients so as to elimi-
nate persons not entitled to relief.

3. A reduction in the personnel required to administer relief effec-
tively.

Our study has indicated that, on the whole, welfare
standards in Massachusetts are not too high, and that
forced economy in this phase of administration would
only result in inadequacy of welfare case budgets.

We are also convinced that with proper supervision of
the Department of Public Welfare, through requiring a
higher standard of local administration, and through a
required interchange of information between the various
welfare agencies, much can be accomplished in purging
the welfare lists of those who are not entitled to public
welfare. Assuming an over-all cost for public welfare of
$45,000,000 in the State, a saving of $2,000,000 a year
through the administrative processes which we recom-
mend is not an excessive estimate. This represents less
than a 5 per cent saving, whereas in other States where
welfare lists have been completely revised, reductions in
costs have run from TO per cent to 25 per cent.

As to the possible reduction in personnel necessary to
supervise and administer relief, we believe that at least
a half million dollars can be saved annually. By abol-
ishing the settlement laws alone, not only the Depart-
ment of Public Welfare, but practically every city and
town in the State could adjust the work assignment of a
large number of clerks, accountants and lawyers who are
at present engaged in securing satisfactory accounting
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settlements between municipalities and municipalities, or
between municipalities and the State.

Required Changes in Organization and Policies.

A number of the recommendations included in this re-
port concerned with administrative management do not
necessarily point to financial savings. For instance, the
abolition of the administrative lay board in one of the
welfare institutions and the transfer of its powers to the
Commissioner of Public Welfare would eliminate unnec-
essary conflicting jurisdiction. The economy in this case
would be one of administrative efficiency rather than a
direct financial gain.

The factual reports of this inquiry on welfare problems
in the State direct specific attention to a series of dupli-
cating services, certain weaknesses in the present laws,
the need for important reorganization and for more effec-
tive reporting of expenditures; for example, the cen-
tralization of all accounting work now being done by
employees in the five welfare institutions will produce a
definite saving through the elimination of all present
duplication. At the same time this saving is dependent
upon the degree to which this centralization occurs and
the complete use of mechanical accounting equipment.
Furthermore, it will be necessary to improve and in-
crease the scope of institutional cost accounting to meet
other recommendations of this part of the report. These
cost data will be maintained at each of the institutions,
thereby making possible the retention of some of the
employees for this new and expanded work. However,
by proper administrative use of these cost data at each
institution specific bases will be developed to reduce the
expenditures without impairment of service.

Thus we find a real challenge to public welfare officials
who are responsible for those activities to begin as soon
as possible to correct the present condition and make
effective improvements. To this end the Commission
suggests that the State Department of Pul die Welfare
take the leadership to effect the needed improvements,
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and that, if necessary, outside consultants be employed
to assist them in expediting the work. Likewise, the
Commission encourages the welfare officials in the cities
and towns of the State to reshape their organizations
simultaneously to handle more efficiently the present wel-
fare problems. This type of co-ordinated action is neces-
sary to conserve state and local funds and to provide
better and more adequate service to those needy persons
who must depend upon the public for support.
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In the Year One Thousand Nine Hundred and Thirty-Eight.

Ax Act reorganizing the board of trustees of the

MASSACHUSETTS TRAINING SCHOOLS.

Be it enacted by the Senate and House of Repre-
sentatives in General Court assembled, and by the
authority of the same, as follows:

1 Section 1. Chapter eighteen of the General Law
2 is hereby amended by striking out section twelve, a
3 appearing in the Tercentenary Edition, and inserting
4 in place thereof the following:
5 Section 12. The board of trustees of the Massa-
-6 chusetts training schools shall consist of five persons,
7 and shall constitute the division of juvenile training.
S No person employed by the board for compensation
9 shall be a member thereof.

1 Section 2. Said chapter eighteen is hereby fur-
-2 ther amended by striking out section thirteen, as so
3 appearing, and inserting in place thereof the follow-
-4 ing:

PROPOSED LEGISLATION.

Appendix A.
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5 Section 13. The governor, with the advice and
6 consent of the council, shall annually appoint one
7 member of the board who shall serve for five years
8 from November first following his appointment and
9 until his successor is qualified.

1 Section 3. The board of trustees of the Massa-
-2 chusetts training schools as at present constituted is
3 hereby abolished and a new board of trustees of said
4 training schools is hereby established, consisting of
5 five members to be appointed by the governor with
6 the advice and consent of the council, during the
7 month of October in the current year, one for the term
8 of one year, one for two years, one for three years, one
9 for four years and one for five years, from the first day

10 of November following his appointment and until their
11 successors are qualified. Said new board shall be the
12 successor of said existing board, and, so far as consist-
-13 ent with law, all trust funds and trust property ad-
-14 ministered under the direction and supervision of the
15 existing board shall be administered under the direc-
-16 tion and supervision of the new board. All provisions
17 of law applicable to the board of trustees hereby
18 abolished shall apply to the new board of trustees
19 hereby established.

1 Section 4. Said chapter eighteen is hereby further
2 amended by striking out section fourteen, as so appear-
-3 ing, and inserting in place thereof the following:
4 Section h The trustees, subject to the approval
5 of the commissioner, shall appoint, and may remove,
6 a secretary not a member of the board. They may
7 appoint a temporary secretary, who may be a member
8 of the board, who shall perform the duties of the secre-
-9 tary in his absence.



HOUSE — No. 1705. [Feb.52

1 Section 5. Said chapter eighteen is hereby fur-
-2 ther amended by striking out section sixteen, as so
3 appearing, and inserting in place thereof the follow-
-4 ing:
5 Section 16. The trustees, subject to the approval
6 of the commissioner, may expend such sums for clerical
7 assistance and office expenses as may be appropriated
8 by the general court.

1 Section 6. Section one of chapter one hundred
2 and twenty of the General Laws, as so appearing, is
3 hereby amended by adding at the end the following:
4 All the powers exercised by said trustees shall be
5 exercised subject to the approval, supervision and
6 control of the commissioner of public welfare.

1 Section 7. Said chapter one hundred and twenty
2 is hereby further amended by striking out section
3 three, as so appearing, and inserting in place thereof
4 the following;
5 Section S. Subject to the approval of the commis-
-6 sioner of public welfare, the trustees shall appoint a
7 superintendent and a physician of each of said schools
8 on the basis of the qualifications generally recognized
9 as appropriate to such appointments. Said superin-

-10 tendent and physician may be the same person. The
11 superintendent of each school shall, with the approval
12 of the trustees, appoint the other officers and em-
-13 ployees.

1 Section 8. Said chapter one hundred and twenty
2 is hereby further amended by striking out section
3 four, as so appearing, and inserting in place thereof
4 the following:
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5 Section 4. They shall have the control of the land
6 and buildings of said schools. They shall take charge
7of the general interests of each institution. They
8 shall establish rules, regulations and by-laws for its
9 government, for the direction of its officers and the

10 instruction and discipline of its inmates. Said rules,
11 regulations and by-laws, and amendments thereof,
12 shall take effect upon the approval of the commis-
-13 sioner of public welfare. The trustees shall see that
14 the affairs of each of said schools are conducted ac-
-15 cording to law and to such rules, regulations and by-
-16 laws and that strict discipline is maintained therein.
17 They shall provide employment, education and train-
-18 ing for the inmates and parole, discharge or remand
19 them as provided in this chapter. They shall exercise
20 a vigilant supervision over the institutions, their
21 officers and inmates, and prescribe the duties of the
22 officers. The rules, regulations and by-laws may be
23 amended by the vote of not less than four trustees at
24 a legal meeting.

1 Section 9. This act shall take effect on October
2 first in the current year in so far as it authorizes the
3 appointment of the new board of trustees of the Mas-
-4 sachusetts training schools hereby established, and the
5 qualification of the members thereof, but the remain-
-6 der of this act shall take effect upon the qualification
7 of all five new trustees appointed hereunder.
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In the Year One Thousand Nine Hundred and Thirty-Eight.

An Act relative to the management of the Massa-

chusetts HOSPITAL SCHOOL AND HOSPITAL FOR STATE

MINOR WARDS.

1 Section 1. Section twenty-eight of chapter one
2 hundred and twenty-one of the General Laws, as
3 appearing in the Tercentenary Edition, is hereby
4 amended by adding at the end thereof the following:
5 —, subject, however, to the supervision, control and
6 approval of the commissioner.

1 Section 2. Said chapter one hundred and twenty-
-2 one is hereby further amended by striking out section
3 thirty, as so appearing, and inserting in place thereof
4 the following:
5 Section 30. The trustees, with the approval of the
6 commissioner, shall appoint a superintendent of the
7 school on the basis of professional qualifications gener-
-8 ally recognized as appropriate to the duties to be per-
-9 formed by him. All other officers and employees of

Be it enacted by the Senate and House of Repre-
sentatives in General Court assembled, and by the
authority of the same, as follows:
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10 said school shall be appointed by the superintendent,
11 subject to the approval of the trustees.

1 Section 3. Said chapter one hundred and twenty-
-2 one is hereby further amended by striking out section
3 thirty-one, as so appearing, and inserting in place
4 thereof the following:
5 Section 31. The trustees may, upon written appli-
-6 cation of any child entitled to receive the benefit of
7 said school, or upon such application by a parent,
8 guardian or person having the legal custody of the
9 child, or by any state or municipal department, board

10 or officer having such custody, admit such child to
11 said school, subject to such rules and regulations as
12 the trustees, subject to the approval of the commis-
-13 sioner, may prescribe, and the trustees may discharge
14 such child from the school. The charges for the sup-
-15 port of the children of the school who are of sufficient
16 ability to pay for the same, or have persons or kindred
17 bound by law to maintain them, shall be paid by such
18 children, such persons or such kindred at a rate deter-
-19 mined by the trustees. The board of such children as
20 have a legal settlement in a town shall be paid by the
21 town at a rate not exceeding six dollars a week, notice
22 of the reception of the children by the trustees being
23 given by them to the board of public welfare of the
24 town as soon as practicable; and the tuition and board
25 of those having no such settlement shall be paid by
26 the commonwealth. The trustees may receive other
27 children having no means to pay for tuition and
28 support, and the tuition and board of all such children
29 shall be paid by the commonwealth. The attorney
30 general and district attorneys shall upon request
31 bring action to recover said charges in the name of the
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32 state treasurer. The admission of a child as aforesaid
33 to the school shall be deemed a commitment of the
34 child to the care and custody of the department, and
35 the trustees, with the approval of the department,
36 may detain the child at said school during its school
37 age, or for such longer period during its minority as
38 in the opinion of the trustees will tend to promote the
39 education and welfare of the child.

1 Section 4. This act shall take effect on October
2 first in the current year.
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In the Year One Thousand Nine Hundred and Thirty-Eight.

An Act abolishing the board of trustees of the

STATE INFIRMARY, TRANSFERRING THEIR POWERS AND

DUTIES TO THE COMMISSIONER OF PUBLIC WELFARE AND
THE STATE TREASURER! ALSO TRANSFERRING CERTAIN

POWERS AND DUTIES FROM THE TRUSTEES OF THE MAS-

SACHUSETTS HOSPITAL SCHOOL TO SAID TREASURER.

1 Section 1. Chapter ten of the General Laws is
2 hereby amended by inserting after section fifteen, as
3 appearing in the Tercentenary Edition, the following
4 new section:
5 Section 15A. The state treasurer, if consistent with
6 the terms of the respective gifts, shall receive from the
7 trustees of the Massachusetts hospital school, from
8 the trustees of the state infirmary, or from any agency
9 employed by either of said boards of trustees under

10 section twenty-nine of chapter one hundred and
11 twenty-one or section two A of chapter one hundred
12 and twenty-two, the principal of the various trust
13 funds conveyed or bequeathed to said trustees for the
14 use or benefit of said school or infirmary, its patients

Be it enacted by the Senate and Rouse of Repre-
sentatives in General Court assembled, and by the
authority of the same, as follows:
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15 or former patients. Upon the request of the commis-
-16 sioner of public welfare, he shall pay out the income
17 of such funds and such part of the principal of any
18 such fund as may be authorized by the terms of the
19 gift. The said funds shall be invested and managed
20 in the same manner, and said treasurer shall be subject
21 to the same responsibility with reference thereto, as in
22 the case of funds held by him under section fifteen.

1 Section 2. Section eight of chapter eighteen of
2 the General Laws is hereby repealed.

1 Section 3. Section four of chapter thirty-one of
2 the General Laws, as amended, is hereby further
3 amended by adding at the end thereof the following
4 paragraph;
5 The superintendents and other officers and em-
-6 ployees of the state infirmary, the several schools under
7 the control of the board of trustees of the Massachu-
-8 setts training schools and the Massachusetts hospital
9 school.

1 Section 4. Chapter one hundred and twenty-two
2 of the General Laws is hereby amended by striking out
3 section one, as appearing in the Tercentenary Edition,
4 and inserting in place thereof the following:
5 Section 1. The commissioner of public welfare, in
6 this chapter called the commissioner, shall appoint
7 the superintendent of the state infirmary on the basis
8 of professional qualifications generally recognized as
9 essential to efficient hospital management. He shall

10 also appoint a resident physician, who may be the
11 same person as the superintendent. All other officers
12 and employees of the state infirmary shall be appointed
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13 by the superintendent, subject to the approval of the
14 commissioner. Said commissioner shall cause an
15 annual inventory to be made, such as is required by
16 section forty of chapter one hundred and twenty-one,
17 and shall make an annual report of the condition of
18 the institution with a copy of said inventory. The
19 advisory board of the department of public welfare
20 shall act as visitors of the state infirmary, and at least
21 once a week some member of said board shall visit said
22 institution. Said board and its individual members
23 shall make such recommendations to the commis-
-24 sioner concerning said institution as they deem advis-
-25 able.

1 Section 5. Said chapter one hundred and twenty-
-2 two is hereby amended by striking out section two,
3 as so appearing, and inserting in place thereof the
4 following:
5 Section 2. The commissioner shall make rules and
6 regulations for the proper management and govern-
-7 ment of the state infirmary and shall see to their en-
-8 forcement.

1 Section 6. Section twenty-nine of chapter one
2 hundred and twenty-one and section two A of chapter
3 one hundred and twenty-two of the General Laws,
4 as so appearing, are hereby repealed and the trustees
5 of the Massachusetts hospital school and the trustees
6 of the state infirmary shall turn over and cause to be
7 turned over to the state treasurer any real estate,
8 money or other personal property held by either of
9 them or by any agency employed by either of them

10 under said sections, respectively, so far as the terms of
11 each gift will permit, and in case either of said boards
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12 of trustees cannot lawfully turn over property or pay
13 money held in trust by them under said sections, re-
-14 spectively, to the state treasurer, they shall pay the
15 same to the heirs of the donor or to such trustees or
16 other persons as a court of competent jurisdiction may
17 direct.

1 Section 7. Said chapter one hundred and twenty-
-2 two is hereby further amended by striking out section
3 four, as so appearing, and inserting in place thereof the
4 following:
5 Section 4- The superintendent and resident phy-
-6 sician may reside with their families at the state infir-
-7 mary and shall receive no other perquisite and no other
8 compensation than their established salaries. The
9 superintendent shall give bond to the state treasurer

10 for the further performance of his duties in such sum
11 as the comptroller may prescribe and with surety
12 sufficient in the opinion of the commissioner and of
13 the chairman of the commission on administration and
14 finance, and approved by the governor.

1 Section 8. Section six of said chapter one hun-
-2 dred and twenty-two as amended by chapter three
3 hundred and forty-five of the acts of nineteen hundred
4 and thirty-three is hereby repealed.

1 Section 9. Said chapter one hundred and twenty-
-2 two is hereby further amended by striking out section
3 seven, as so appearing, and inserting in place thereof
4 the following:
5 Section 7. The superintendent shall receive any
6 person sent with a proper certificate from the depart-
-7 ment of public welfare, in this chapter called the de-
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8 partment, or from a board of public welfare, or from
9 the institutions department of the city of Boston, or

10 from some one duly authorized by said board or said
11 department, or from a town, and shall provide for
12 them under the rules and regulations made under
13 section two.

1 Section 10. Section eight of said chapter one
2 hundred and twenty-two, as so appearing, is hereby
3 repealed.

1 Section 11. This act shall take effect on October
2 first in the current year.








