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This administrative survey was prepared by the Legislative Reference 

Bureau a t  the joint  request of the Hawaiian Homes Commission and the Bureau 

of the Budget. The findings of the report  r e f l e c t  an intensive, on-the-spot 

study by the survey team of the operations of the Hawaiian Homes Comission 

during the months of October and November, 1952, augmented by discussions with 

the Commission and members of the Conmission's s t a f f  during December of t ha t  

year and during January 1953. 

Throughout the survey, the Legislative Reference Bureau obtained complete 

cooperation from the off icers  and s t a f f  of the.Hawaiian Homes C o d s s i o n ,  both 

i n  the central  Honolulu off ice  and i n  the settlements. The assistance of the 

Auditor's o f f ice  and Budget Bureau, v i t a 1  t o  the succes3ful completion of a 

study of t h i s  nature, i s  a l so  grateful ly  acknowledged. 

Three manuals are  being prepared t o  help carry out tho recommendations of 

t h i s  report. One, a manual on policy, was writ ten f o r  the use of members of 

the Hawaiian Homes Comission and for  the guidance of i ts  s t a f f .  An account- 

ing manual and an administrative manual a r e  being designed for  the depart- 

ment's personnel. It i s  hoped tha t  these manuals w i l l  prove useful, both i n  

t he i r  or iginal  form and as  they are  modified by the Hawaiian Homes Comission 

t o  meet its changing needs. 

January 26, 1953 
Normn Xeller, Director 
Legislative Reference Bureau 





SIMfAitY OF MAJOR FINDIEGS AND RECOI4NXNDATIONS 

- Finding R e c o ~ e n d a t i o n  

A. Over-all Direct ion 

,. Pol i c i e s  and objec t ives  of t h e  1. A manual s t a t i n g  the p o l i c i e s  of t h e  
I?awaiian Homes Commission a r e  not  Hawaiian Homes Comdssion be pre- 
completely o r  c l e a r l y  s t a t e d .  The pared and adopted by the  Commissior, 
adminis t ra t ion  r e f l e c t s  t h i s  uncer- (PP. 8-9.) 
t a i n t y .  

2 ,  The Commission a t tempts  itself t o  
undertake some aspects  of rou t ine  ad- 
minis t ra t ion;  i t  h i r e s  s t a f f  members, 
on one occasion aga ins t  t he  recommen- 
da t ion  of t h e  executive o f f i c e r ,  

3. The Commission npends a r e l a t i v e l y  
small por t ion  of i t s  meetings i n  
s e t t i n g  bas ic  plans of operat ion and 
i n  formulating t h e  agency's budget. 

2. Complete au thor i ty  f o r  r o u t i n e  d i -  
r e c t i o n  of the  Hawaiian Homes Com- 
mission, be delegated t o  executive 
o f f i c e r ,  including r e s p o n s i b i l i t y  
f o r  h i r i n g  and f i r i n g  of personnel. 
(PP. 6, 16.) 

3. The Commission give ca re fu l  consid-. 
e r a t i o n  t o  the budget request  pre- 
sented by i t s  s t a f f ;  it use the  or- 
casion of budget review and r e ~ i s r - ~  
t o  l a y  its opera t iom1 plans f o r  t5a  
biennium. ( p ~  19-2L) 

B. The Honolulu Office 

, Accounting procedures of the agency 4. a )  The a s s i s t m t  executive o f f i c e r  :- 
a r e  n o t  adequate. d i r ec ted  t o  exe rc i se  over-a l l  s u p . -  

v is ion  of a l l  accounting a s  we l l  s i  
budgeting and o ther  f i n a n c i a l  proc, 
dures; i f  he is not qua l i f i ed  f o r  
t h i s  duty, a p r inc ipa l  accountant oa 
employed; b) t h e  head accountant. ~2e 
q u a l i f i e d  t o  undertake rout ine  d i ;x -  
t i o n  of accounting a c t i v i t i e s .  
(pp. 15-16.) 

5. Accounting operat ions a r e  complicated 5. %yments by each homesteader be cre- 
and slowed by p rac t i ce  of i temized d i ted  agains t  h i s  outstanding bal- 
c r e d i t i n g  of homesteaders' payments ance of charges due--the standard 
(so much f o r  water, s o  much f o r  plow- commercial p rac t i ce .  (p. 18. ) 
i n g  charges, e t c . ) .  

6. Accounting is f u r t h e r  complicated by 6. 
computing in t e res t - - typ ica l ly  il smll  
amount--for each outstan,iing water, 
p s t u r e ,  o r  o ther  serv ice  cht3rge. 

7,  Backlogs of l a r g e  proport ions,  pa r t i -  7.  
c u l a r l y  i n  accounting work, continue 
i n  tke  Honolulu o f f i ce ,  

Penal t ies  o r  i n t e r e s t  on del inquent  
se rv ice  charges be charged according 
t o  es tabl i shed schedules. (p. 18.) 

Backlogs be  reduced by e l iminat ing  
unnecessary paper work, s implifyjng 
b i l l i n g  niethods, c l ea r ing  accounts of 
uncol lec t ib les  and u n ~ a y a b l e  i t e z s ,  
wr i t ing  off  l o s t  property from iav-:l.. 
tory, e t c .  (p. 16.) 



Recommendation 

8. The budget i s  prepared by the as- 
s i s t a n t  executive off icer ,  without 
p a r t i c i p t i o n  by project  administra- 
tors .  

Information a s  t o  the functioning of 
Hswaiian Homes Commission t s programs 
i s  not routinely avai lable  t o  the 
executive director.  

10, Construction programs of Hawaiian 
Homes Commission a re  expanding. The 
executive off icer  serves, i n  effect ,  
a s  engineer i n  addit ion t o  other 
duties. 

11. Counselling homesteaders on routine 
procedures requires a large portion 
of the executive of f icer ' s  tim. 

8, The Hawaiian Homes Commission's bud- 
get requests be based on needs e s t i -  
mated by project  administrators, 
modified by executive and a s s i s t an t  
executive off icer  t o  accord with 
policy s e t  by Commission and finan- 
c i a l  resources of agency. (p. 20.) 

9. A system of "management indicators8: 
be ins t i tu ted ,  whereby the project 
mnagers would inform the executive 
d i rec tor  of operations a t  each set-  
tlement each month. (p. 22.) 

10. An engineer be added t o  the Rawaiian 
Homes Commission s t a f f ,  t o  exercise 
general supervision over construction 
of homes, as well a s  Hawaiian Homes 
Comission improvements. (pp. 10, 24. 
41.) 

11. An interviewer be added t o  the Hono- 
l u l u  s t a f f ;  an information booklet 
be prepared, informing homesteaders 
of the i r  privileges and obligations. 
(PP. 10, 23.)  

12. The Honolulu off ice  is already crowded 12. Reassignment t o  the Hawaiian Homes 
and w i l l  be severely oovercorwded i f  Commission of the room transferred 
recommended s t a f f  members a r e  added. t o  the Department of Health be re- 

quested. (p. 25.) 

13. Xembers of the s ta f f  re ly  upon t h e i r  13. flTicklerfl f i l e s  be s e t  up t o  provide 
memories t o  "follow through" on oc- automatic reminders of work t o  be 
cupancy of leaseholds, use of loans, done. (p. 19.) 
obtaining insurance, etc. 

14, The typing load i s  made heavier by 14. a )  Suggested form l e t t e r s  be used; 
individual preparation of routine b) cross-indexes be used t o  replace 
l e t t e r s  and by preparing copies of f i l i n g  of copies. (pp. 22, 24.) 
incoming correspondence. 

15. Fi les  are overcrowded; papers are  re- 15. The f i l e s  be worked over, folders 
moved from f i l e s  without notation replaced where necessary; a cross 
being mde, leading t o  lengthy reference system be established to  
searches. eliminate retyping and double f i l i ng ;  

a charge-out control be ins t i tu ted  t c  
indicate who has folder or paper 
taken from f i l e .  (pp. 2.4-25.) 

L6, Mles  of applications for  homesteads 16. A wkey-sortr' f i l e  be established 
a re  bulky and d i f f i c u l t  t o  use. vhich w i l l  be adapted t o  the priorit: 

system for a l lo t lng  lmseholds deter 
mined by the Codss ion .  (p. 25.) 

-i v- 



Finding - Re co~~ne-ndation 

17. There is l i t t l e  opportunity for  s t a f f  17. Weekly or semi-monthly staff meetin?: 
members t o  discuss the i r  common job of %he personnel of the Honolulu 
and individual problems. o f f ice  be held. (p. 14,) 

18, Employees i n  Hmolulu off ice  do not 18. Honolulu of f ice  experiment with mid- 
take "coffee periods" common i n  ter-  morning and mid-afternoon "breaks" 
r i t o r i a l  and comty agencies. t o  determine if i t  improves employee 

morale. (p. 14.) 

C. The Se t t l emnt s  

19. Ro plan of operation is given t o  the 19. Upon a7proval of Hawaiian Homes Com- 
homestead aciministrators. missionls budget, a project budget 

be given t o  administrator i n  charge 
locally.  (pp. 20-21.) 

20. Supervision of t,he Oahu s e t t l e m n t s  20. The a s s i s t an t  executive of f icer  be 
is not the c lear  responsibi l i ty  of made responsible for  Hawaiian Homes 
any s ingle  s t a f f  member. Co!mnissionts personnel a t  Oahu set-  

tlements. (p. U.) 

21. The clerk a t  Nanakulu does not appear 21. The clerk, now stationed a t  Nanakuli 
t o  have a full-time job; no such be responsible for  collections and 
position ex is t s  a t  the other Oahu ntrouble-shootingl~ a t  a l l  Oahu set-  

tlements. (pp. 13-14.) settlements. 

22. The Elolokai o f f ice  appears t o  be ef-  
f i c i en t ly  managed, but f a l l s  behind 
on paper work. 

23. Cost-accounting f o r  self-supporting 
a c t i v i t i e s  on Xlolokai (water, pas- 
tures,  etc.)  is not comprehensive. 

24. The Keaukaha of f ice  f a l l s  f a r  behind 
i n  paper work; i t s  reoords and f i l e s  
are i n  poor condition. 

25. The new Waimea project w i l l  require 
establishing a project off ice  i n  
Hawaii. 

22. The c l e r i ca l  vacancy i n  the Molokai 
s t a f f  be f i l l e d  with a typ is t  able 
t o  a s s i s t  i n  general off ice  work. 
(P. 29.) 

23. Cost-accounting for  these a c t i v i t i e s  
(by the Honolulu off ice)  r e f l ec t  3e- 
p reda t ion  costs f o r  equipment used. 
(pp. 32-33. ) 

24. A typist-clerk be added t o  the Keau- 
kaha s t a f f  t o  work under the direc- 
t ion of the settlement worker. 
(pp. 35-36.) 

25, a )  A project off ice  be established 
a t  Waimea, encompassing a U  Hawaiian 
Homes Comissionls s e t t l emnt s  on 
Hawaii, a project manager, account 
clerk, m l ,  if necessary, a c a t t l e  
man t o  @om the i n i t i a l  s t a f f .  b) 
The settlement worker and head nurs- 
ery school instructor a t  Keaukaha be 
d i rec t ly  responsible t o  the project  
rranqer. (pp. 36-38.) 
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The Haraiian Homes Commission i s  a t e r r i t o r i a l  agency unusual i n  i t s  l e g a l  es- 

tablishment, i t s  r e l a t i v e  in2ependence from l e g i s l a t i v e ,  budgetary and c i v i l  service 

cont ro ls ,  and i n  i t s  scope of operat ions.  The Commission i s  created by a c t  of Con- 

gress,' r a t h c r  than by t e r r i t o r i a l  s t a t u t e .  It i s  endowed by t h a t  a c t  ::ith inde- 

pen6ent sources of income2 which l i m i t ,  o r  even e l iminate ,  i ts  need f o r  l e < i s l c t i v e  

appropriat ions.  Biennial  opera t inp  budgets must be submitted by the  Comiss ion  f o r  

inc lus ion  i n  the  Governor's budget r epor t ;  however, only a  por t ion  of the  budget, 

t2-F, "Fawaiian. Tome ridministration Account", i s  subjec t  t o  review by the  buc get  

bureau o r  r equ i re s  approval by the  l e g i s l a t u r e .  

3 Personnel of t h e  Hawaiian Homes Commission a r e  not  covered under the  t e r r i -  

t o r i a l  laws governing se l ec t ion  of c i v i l  serv ice  employees and may be h i red  with- 

out  competitive examinations. The c l a s s i f i c a t i o n  and pay of the  var ious  pos i t ions  

wi th in  the Hawaiian Homes Commission, however, a r e  s e t  by the  Personnel Clapsifica- 

t i o n  Board. 

l ~ h e  Hawaiian Horns Commission Act, 1920 (42 3 t n t .  108);. The Co-mission w i l l  
r e t a i n  i t s  foundation i n  organic law undey the  proposed cons t i tu t ion  f o r  tke  s t a t e  
of Eawaii, whic2-> incorpora tes  the  provis ions  of t h e  fiawaiian Homes Comnission Act 
i n  Ar t i c l e  X I .  

2 ~ h i r t y  per  cent  of a l l  t e r r i t o r i a l  revenues derived from the  l e a s i n g  of cul- 
t iv? ted  sugar cane lands o r  from water l i censes  p lus  a l l  ren ts '   fro^:^ "avai lable 
lands" o f  the  Comission.  The 1951 t e r r i t o r i a i  general  a c ~ r o p r i a t i o n  a c t  iw ludcd  
;L2,6&5 f o r  the  Zomission,  t o  be reduced, however, by t h e  amount by !+ich i t s  
r e c e i p t s  from land r e n t a l s  exceeded t b  estimated s u s  of $250,000 f o r  the  biennium 
1951-1953, With r ece ip t s  i n t o  the  Hawaiian Seines Administration Account from such 
r e n t a l s  now estimcted a t  some 3530,000, none of the  t e r r i t o r i a l  appropr ia t ion  w i l l  
a c t u a l l y  be paid t o  the Commission. The Commission has r q u e s t e d  no genera1 f w d  
appropr ia t ions  f o r  i k e  ensuing biennium. 

" %he agency. ihe gowrning body i s  k r e a f t e r  r e fe r red  t c  a s  the "mission.  



Goals, o r  purposes, of the  Hawaiian Homes Comission a r e  no t  t o  be found i n  

the  f ede ra l  a c t  which es tabl i shed it nor i n  t e r r i t o r i a l  laws. Prince Kuhio Kalani- 

anaole r e fe r red  t o  the  honestead a r e a s  provided by the  Horns Comiss ion  Act a s  

" r e h a b i l i t a t i o n  lands''. The idea  of r e h a b i l i t a t i o n  of the  Hawaiian race through a 

r e t u r n  t o  the  s o i l  i s  found i n  r e ~ o r t s  of Congressional and t e r r i t o r i a l  l e g i s l a t i v e  

cownittees, a s  we l l  a s  those of tine Homes Commission i t s e l f ,  Seldom, however, a r e  

the  scope o r  metbods of t h i s  r e h a b i l i t a t i o n  s t a t e d .  

PRO1iISI0I~S The Hawaiian Homes Commission Act i t s e l f  provides f o r  grant ing 
OF ACT 

land t o  persons of not  l e s s  than h a l f  Hawaiian blood f o r  home- 

s teads ,  farms, o r  pastures under 99-year l e a s e s  a t  the  nominal r e n t  of one d o l l a r  

per year.  The 4c t  a l s o  author izes  the  Commission t o  make loans  t o  homesteaders f o r  

t h e i r  a g r i c u l t u r a l  opera t ions  o r  f o r  cons t ruc t inp  o r  r epa i r ing  t h e i r  homes. Com- 

munity pas tures  a r e  t o  be maintained adjacent  t o  each a g r i c u l t u r a l  d i s t r i c t  of the  

Homes Commission "when p rac t i cab len .  Water development mag be undertaken by t h e  

Commission. 

No other  funct ions  a r e  d e f i n i t e l y  prescribed by the  Act. It does, however, 

au thor ize  the  Commission t o  "undertake o the r  a c t i v i t i e s  h a v i n ~  t o  do with the eco- 

nomic and s o c i a l  welfare of the  homesteaders". I n  the  absence of s t a t u t o r y  direc-  

t i v e s  a s  t o  i ts  proper sphere o f  ac t ion ,  and seldom l imi te?  by budgetary o r  l eg i s -  

l a t i v e  con t ro l s ,  t he  Commission has broad a u t h o r i t y  t o  undertake a c t i v i t i e s  on be- 

h a l f  of homesteaders and l i t t l e  guidance i n  determining which funct ions should be 

undertaken. 



FU?W!IONS OF i h r i n ~  October t o  i)ecember, 1952, the  D-riod covered by t h i s  
H%AI I A N  HOMES 
$O$%IS SION survey, t h e  Hawaiian Hmes Commission was engaged i n  the  follo~.iing 

a c t i v i t i e s  on behalf of homesteaders: 

1. Al lo t ing  a g r i c u l t u r a l  lands,  g r a z i n ~  lands ,  and houselots  t o  e l i g i b l e  
persons. 

2. Lending money f o r  improvement of leaseholds.  
3.  Assis t ing  homesteaders i n  bui ld ing  o r  improving homes. 

a. Set t ini ;  general s tandards f o r  cons t ruc t ion .  
b. Ac'vising on plans. 
c. (Sometiaes) recomendini. cont rac tors  and p a r t i c i p a t i r g  i n  drawing up 

cont rac ts .  
d .  Keeping i n  t r u s t  moneys of homesteaders required f o r  construct ion over 

amount of loan from Commission. 
e. (~omdAnes )  buying m a t w i a l s  f o r  homesteaders o r  cont rac tors .  
f .  Checking cons t ruc t ion  before approvin: payments t o  cont rac tors .  
g. Obtaining home insurance and advancing premiums on por t ion  of pol icy  

covering Hawaiian Homes Commission equity. 
h. Hauling c i ~ d e r s  f o r  f i l l - i n s  on homestends (Hilo) .  

4. Pro-viding welfare ser-rices o r  f a c i l i t i e s .  
a .  Recreation and se t t lement  vork (Molokai and Hilo) .  
b. Nursery schools (Hilo and P z p a k o l ~ a )  . 
c.  Personal counsel l ing (Honolulu of :ice, Molokai, and Hilo) .  
d. C l in ic  f a c i l i t i e s  f o r  v i s i t s  of publ ic  doctors  (Hilo and Uanakuli); 

f a c i l i t i e s  f o r  hea l th  conferences with Department of Hqalth personnel 
(Molokai, Kewalo and Papakolea) . 

e .  Work with homesteaders' commtnity associa t ions .  
f .  Beaut i f ica t ion  of homestead areas .  

5. Providing a g r i c u l t u r a l  s e rv ices  ( a l l  bu t  f i r s t  on f e e  bas i s ) .  
a .  Advice of agronomist and pasture workers (Molokai, planned f o r  !*Jaimea). 
b. Plowing and c u l t i v a t i o n  (t,folokeii, planned f o r  ?aimea) . 
c. Harvesting (of  corn on biolokai) . 
d. Community pasture:  complete care  a rd  management of homesteaders' 

c a t t l e  (Nolokai). Standby c o m ~ t y  pas ture  planned f o r  Wimea. 
6 .  Maintaining water system, on f e e  bas i s  (Molokai). 
7. Road maintenance (Molokai and Hilo) .  
8. Contract negot ia t ion  on behalf of homesteaders. 

a. O f  con t rac t s  with pineapple companies f o r  use of homesteaders' lands  
on Kolokai. 

b. O f  con t rac t s  with rancbes whose c a t t l e  w i l l  be ra ised  by komesteaders 
a t  Yaimea. 

HA':hIIAF HOWS A s  of the l a s t  qua r t e r  of 1952 the  Hawaiian Homes Commission 
:O:~TSSTO?J - . . - - . . 
% ? T L E ~ ~ T S  operated si.ttlements a t  Nanakuli (Fanaikapono) and Iraimanalo i n  

m r a l  Oahu, a t  Papakolea and Kewalo i n  urban Honolulu; a t  Hoolehua, Kalamaula, 



Kapaakea-Kamiloloa, and O'ne A l i i  on Molokai; a t  Keaukaha i n  Hilo. Subdivision of 

a new area was being complete3 a t  idaimea, Hawaii. Six homesteads were occupied a t  

Kawaihea and one a t  Waimanu, i n  ru ra l  Hawaii. (See accompanying maps f o r  location 

of the settlements.) Population and growth of the settlements are shown i n  the 

following table.  

Distribution of Leases, Homes, and Population 
on Hawaiian Eomes Commission Homesteads 

- - 19L8-1952 

flumber of Leases of Homes P p p u l a t i o n  
1948 1950 1952 1948 1950 1952 7948 1950 1952 

Molokai -- 
Hoolehua 151 160 164 123 176 179 725 1408* 929 
Kalamaula 50 54 52 50 52 52 250 364 268 
Ka~spaakea 1 40 37 1 10 24 2 80 146 
Kamilola 1 1 1 1 1 1 2 2 2 
O'ne A l i i  - z0 - a 2 -- l c  -- 18 -- 18 3 - 102 

Total - i4olokai 223 276 275 193 257 274 10% 1944 1447 

Hawaii 
Keaukaha 
Kawaihae 
Waimanu 
'aimea 

Total - Hawaii 

Oa hu - 
Yanakuli 319 329 337 300 325 331 1489 2275 2310 
Papakolea 77 77 77 76 77 77 5LO 577 56L 
Kekalo 
i& imanalo 

Total - Oahu 

GMN9 TOTAL 1113 1454 1566 915 1324 U70 5373 9134 9239 
Source: Hawaiian Homes Commission -- *Probably overstated. 

Well over half of the persons res idine on Hawaiian Homes Comission settlementfi 

%re city-oriente.3, ra ther  than the men of the s o i l  apparently contemplated by the 

rramers of the Hal'aiian Uomes Co~.mission Act. Most of the 5,660 homesteaders on 

Cahu l i v e  i n  the c i t y  of Honolulu or, a s  i n  the case of IIanakuli and b%aimanalo, 

aork or  seek work i n  t h e  ci ty.  The same i s  true of the Keaukaha settlement a t  Eilo. 



Only the p ro jec t  on Molokai and tke  one i n  progress a t  Waimea, Xawaii provide the  

means f o r  a l i f e  i n  a p i c u l t u r e ;  i n  f a c t  w r y  of the  i b l o k a i  honesterders  a re  

s d m i e d  p l a n t s t i o n  employees dur ing  t h e i r  working days, r a t h e r  th.zn farm~roprietorc,  

HAVAIIA;' KOMES Administration of the Hawaiian Homes Commission is organized i n  
CO?~413SIoi? 
OPSAMIZATION the  fol lowing s t ruc tu re :  ( a )  an  appointive seven-member com- 

mission, which meets a t  i n t e r v a l s ,  u sua l ly  i n  Honolulu; (b) a c e n t r a l  o f f i c e  i n  

Honolulu, headed by an executive o f f i c e r ,  which has ove ra l l  r e s p o n s i b i l i t y  f o r  a l l  

Hawaiian Homes Commission f a c i l i t i e s  with respect  t o  bur!geting, accounting, record- 

keeping, and repor t ing  and d i r e c t l y  serves Oahu se t t lements  i n  providing o r  over- 

seeing the  se rv ices  ou t l ined  above; ( c )  an o f f i c e  a t  Hoolshua w'rich r ' i r ec t s  a l l  

Hawaiian Homos Commission a c t i v i t i e s  on Efolokai; and (d)  an o f f i c e  a t  Keaukaha, 

Hawaii. An engineer and h i s  a s s i s t a n t  were s t a t ioned  a t  Waimea during the  surveying 

o f  t h a t  new se t t lement  a rea  and construct ion of i t s  v a t e r l i n e s ,  s t i l l  i n  progress 

a t  t he  c lose  of 1352. I n s t r u c t o r s  a t  t h e  Papakolea nursery school and tvo  employees 

a t  Tanakuli, Oahu, receive wkkatever supervision they may ge t  from t h e  4onolulu 

o f f i c e .  The department's present  organizat ion is  outl ined i n  Chart 1, appearing 

i n s i $ e  the  f r o n t  cover. 











Authority f o r  d i r e c t i o n  and con t ro l  of the  Habiaiian Homes Commission i s  vested 

i n  a commission, increased i n  s i z e  from f i v e  t o  seven members by the  Congress i n  

1952. Comissioners ,  a t  l e a s t  fou r  of whom must be a t  l e a s t  one-quarter Haw~iian,  

a r e  appointed by t h e  governor f o r  staggererl five-year terms, sub jec t  t o  the approval 

o f  the  t e r r i t o r i a l  Senate. Members serve without pay, the  law providing only f o r  

reimbursement f o r  expenses incurred i n  discharging t h e i r  d u t i e s  a s  commissioners. 

A3MIBJISTRATIOM The present  Commission may be described a s  an executive board, 
BY CONMISSION 

f o r  it a c t s  not  only t o  make plans and s e t  pol icy  f o r  tne  

Hawaiian Homes Commission bu t  z l so ,  i n  severa l  a reas ,  t o  make d e c i ~ i o n s  concerning 

the  rou t ine  funct ioning of the  agency. The co?mnissioners, f o r  example, s ince  1950 

have acted t o  h i r e  a l l  personnel f o r  the  Hewaiian Homes Cornmission, both f o r  the  

Honolulu o f f i c e  and f o r  each of the  neighboring i s lnnd  o f f i ces .  Comiss ioners  f re-  

quently give d i r e c t i o n s  t o  s t a f f  nembers of the  Hawaiian Homes Cormnission, some- 

times by-passing the  executive o f r i c e r  and h i s  a s s i s t a n t .  It a l s o  appears t o  be 

commonplace f o r  s t a f f  members t o  no t o  Ccimission members, r a t h e r  than t o  the  chief  

adminis t ra t ive  o f f i c e r s ,  with complaints and suggestions. 

Organization of the Coniission encourages i t s  p r t i o i p a t i o n  i n  day-to-day 

administrat ion.  A t  1:ast one member i s  appointed from ench county. Kith the 

Commission taking on adminis t ra t ive  d u t i e s  t h i s  i s lnnd bas is  of representa t ion  hzs 

sometimes r e m a t e d  i n  the  comiss ione r  from a county being the  chief  dec is ion  maker 

f o r  t h a t  county. I n  the  a l l o c a t i o n  of homesteads, f o r  example, i t  'ras observed -- 
during the  survey t h c t  a s  a mattor of rout ine,  s e l ec t ion  of homesteaders t o  be 

awarded l eases  was m d e  by a conmissioner from the county i n  which the homestead 



was 1 0 c a t e d . ~  O f f i c i a l l y ,  each award i s  made by vote of the e r t i r e  Commission, but,, 

except where a l a r g e  developm?nt i s  being opened,5 i t  i s  r a r e  f o r  t h i s  considerat ion 

to be more than pro  forma. On occasion a commission member may himself accept  

appl ica t ions  f o r  homesteads from res iden t s  of the  county he represents .  

Again, while loans f o r  improvements of homesteads a r e  usua l ly  granted upon 

recommendation by the executive o f f i c e r ,  commissioners occasional ly undertake t o  

determine i f  a requested loan i s  needed. I n  o the r  ins tances ,  commissioners them- 

selves inspec t  homes under construct ion.  No means a r e  provided POP coordinat ing 

t1.e inspect ion  and advice-giving a c t i v i t i e s  of indiv idual  commissioners and of 

Hawaiian Homes Commission s t a f f  members. 

A f inance committee, cons i s t inz  of one Oahu commissioner, has the  responsibi- 

l i t y  of checking a l l  expenditures of t h e  iiatraiian Yomes Conmission. S u m r y  vou- 

chers w e  now signed by t h i s  one-man committee and bg t he  chairman of the comiss ion ,  

i n  add i t ion  t o  the  exscutive o f f i c e r  and the  accountant preparing t h e  voucher. 

POLICY P a r t i c i p a t i o n  i n  rout ine  administrat ion,  i t  was observed, t akes  a 
MA IU NG 

l a rge  por t ion  of the  time and energies  o r  the  Commission. The 

agenda f o r  each meeting i s  long,6 r e p l e t e  with t h e  app l i ca t ions  and p e t i t i o n s  of 

indiv iduals  or  would-be employees, of f i rms doing businzss with t h e  Hawaiian Homes 

4 ~ h e  Commission has a s e l e c t i o n  "comnitteeM, present ly  cons i s t ing  of the  
( s i n c l e )  members from Xolokai and ?awaii p lus  one o* the  three  members from O.~hu. 
This i s  a committee i n  name only, however, s ince  it dons no t  meet. I n  prac t ice  i t s  
indiv idual  members s e l e c t  homesteaders f o r  t h e  i s l and  t4eg represent .  

5 ~ l l o c a t i o n  of the pas ture  l o t s  a t  the new bkimea, Hawaii p ro jec t  was unc?er- 
taken by the  Commission a s  a whole, which determined the e l i e i b l e  appl icants  snd 
selected the leasehold r e c i p i e n t s  from among the  e l i g i b l e  l i 3 t  by a draving. 

6A dozen l e g a l  sizpd pages f o r  the  meetisg of October 6, 1952, p lus  an adden- 
3un1 of 12 pages; 13 pages f o r  the m-etiny: of October 20, 1952 ard m o t h e r  13 jxves 
f o r  Novwber 13, 1952, plus an e i g h t  page r epor t .  



Commission, e t c .  Furthermore, s ince the  Cormnission i s  known t o  make decisions on 

individual  cases, ar,d since i% encourages a t tendants  a t  i ts  meetings t o  s t a t e  t h e i r  

case a t  length, items on the  prepared agenda may comprise only a port ion of the  

subjects  under discussion a t  a meeting. The r e s u l t  i s  t o  prolong cormdssion medin@ 

to cause frequent  postponement of items from month t o  month, and t o  leave the Com- 

mission l i t t l e  opportunity f o r  discussion of pol icy  and consideration of broader 

quest ions of  Hawaiian Homes Commission planning and development. 

UbTSTTIED The importance of the manner i n  which the Comission a l l o t s  i ts  
POLICY 

time i s  apparent when it i s  recallec! t h e t  the  Hawaiian Homes 

Commission k t  furnishes l i t t l e  guidance a s  t o  the  objsc t ives  or  po l i c ies  of the 

department. Silence of the  Act i n  t h i s  regard p lus  the  concern of the  Comnlssion 

with administrat ive functions has l e f t  policy unset t led ,  o r  a t  l e a s t  unstated, i n  

severa l  basic areas,  exemplified by these questions: 

1. ','hat are  the  bas ic  object ives  of the Hawaiian Homes Commission--- 
a. To help ,get Hawaiians on the land? 
b. To provide thsm with a l iv ing?  
c. To provide services  (water, sewers, nursery schools, e t c . )  

only when the l o c a l  government does not? o r  
d. To provide such services ,  even i f  the  l o c a l  government does 

o r  can, i f  county services  a r e  not  deemed adequate? 
2. Xho s h a l l  receive f i r s t  p r io r i ty ,  second p r i o r i t y ,  e t c .  i n  a l loca t ion  

of leaseholds--- 
a. Needy persons? 
b. Those who give promise of being successful  homesteaders? 
c. Residents of county where homestead i s  located? 
d. Children of' homesteaders? 
e .  Persons having h e i r s  who can succeed t o  leasehold? 

3 .  Which Hawaiian Homes Commi.rsion projec ts  s h o l l  be expanded f i r s t ,  
given the  l imi ta t ion  of the law t h a t  no more than 20,000 acres  can 
be opened f o r  settlement i n  any five-year period--- 
a. Areas t o  be used primari iy as  houselots fo r  c i t y  %'orkers 

(Waimanalo, Oahu o r  ?ar,aewa, Xawaii)? 
b. Areas t o  be used a s  a g r i c u l t u r a l  lands  ( b u a i ,  cr Waimea, Hawaii)? 
c. Areas which w i l l  even-up the geographical &Lstribution of 

Hawaiian Homes Commission developments ( ~ a u a i ) ?  
d. Areas which w i l l  serve the l a r g e r  population (Oahu)? 



Lacking a t  l e a s t  t en ta t ive  decisions on such fundamental questions a s  these, 

the Comission i s  hard put t o  e i t he r  lay down pr ior  policy fo r  the Hawaiian Hornqs 

Commission s t a f f  t o  follow or  i t s e l f  t o  make consistent  administrative decisions. 

1Vithout a framework of basic policy the p r t i c i p a t i o n  of the Commission i n  preparing 

or approving the agency's budget i s  necessarily l imited t o  inspectinp some t rees ,  

leaving the fo re s t  unsurveyed. 

RECOMMENDATIONS: A manual s t a t i ng  the pol ic ies  and procedures 
of the  Hawaiian Homes Commtssion be prepared and adopted by 
the Commission. 



I11 THE CXNII'RAL AEfDTSTiIATION: ORGANIZATIO?J AND FUXlCTIO?S 

An o f f i c e  of s i x  rooms houses the  cen t ra l  adminis t ra t ion  of the  Hawaiian Homes 

Commission i n  the  T e r r i t o r i a l  Off ice  Building i n  Honolulu. Here a s ta f ;  of nine 

persons (augmented by a temporary t ,ypist i n  the  period s tudied)  provides general 

supervision of and accounting and record-keeping f o r  a l l  Fawaiian Homes Comission 

p r o j e c t s  throughout the Ter r i to ry .  The c e n t r a l  o f f i c e  d i r e c t l y  administers  

Hawaiian Homes Commission s e t t l e m ~ n t s  on Oahu. 

EXECUTIVE Heading t h e  3dministrat ive s t a f f  i s  an executive o f f i ce r :  he 
C F ' F I C ~ R  

t h e o r e t i c a l l y  provides the chief  l i a i s o n  between the Comission 

and the  personnel o f  the  agency. The executive o f f i c e r  rgpresents  the  Pawaiian 

Homes Commission before l e g i s l a t i v e  committees, i n  the  governor's cabinet ,  and i n  

meetings with community a s soc ia t ions  a t  t he  s e v s r a l  homesteads. Individual  home- 

s teaders  f requent ly  seek a i d  aiid counsel from the  executive o f f i c e r  on a wide 

v a r i e t y  of economic and s o c i a l  p~oblems.  These conferences with homesteaders con- 

sumed approximately one-fourth of the  d i r e c t o r ' s  time on the job, plus add i t iona l  

hours outs ide  the o f f i c e ,  during the  month of October, 1952. 

A l l  Hawaiian Homes Commission l e a s e s ,  loans t o  homesteaders, a s  well  a s  sum- 

mary vouchers of tke  department 's expenditures, must be signed by the ex-cutive 

o f f i c e r .  He approves the  b ienn ia l  budget formulated by the  a s s i s t a n t  executive 

before presenting it t o  the  Commission. 

The present  executive o f f i c e r  has bsd ~ x t e n ~ i v e  experience i n  engineering. 

As a consequence he i s  able  t o  serve, i n  e f f e c t ,  a s  a s t a f f  engineer f o r  the  

Hawaiian Homes Commission i n  the  planning an3 zeneral  supervision of new projects .  

On occasion he a l s o  prepares maps of proj-cter' developments f o r  use of the commis- 



sioners. Engineering and administrative problems, combined with v i s i t s  of inspec- 

tion, take the  executive o f f i ce r  t o  homestead settlements with some frequency. 

During the  months of October and November, 1952, he mde three f i e l d  t r i p s  t o  

Kolokai, one t o  Hawaii, and two t o  Oahu settlements. 

Preparation of agenda fo r  meetings of the  Cormission i s  under the general 

d i rect ion of the executive officer.  Actual preparation i s  undertaken by his  secre- 

tary, who appears t o  hnve a large degree of discret ion i n  determining the order and 

manner of presentation of items. She a l so  takes stenographic notes of Commission 

meetinrs, and occasionally par t ic ipates  i n  the discussion. 

ASSISTAHT An as s i s t an t  executive off icer  serves a s  budset off icer  fo r  the  
EXECUTIIQ 
OFFICER ent i re  Hawaiian Homes Commission and a s  manager fo r  the Honolulu 

office.  Responsibility f o r  the Hawaiian Homes Somission's  system of accounts, 

records, reports,  inventories, and purchasing i s  vested i n  the ass i s tan t  executive, 

who frequently par t ic ipates  i n  the routine of o f f ice  procedure. (~pproximately 

one-fifth of the a s s i s t an t  executive's o f f ice  time, during October, was spent i n  

checking b i l l s ,  invoices, purchase orders, and other routine accounting .aork. ) He 

also prescribes forms and methods of reporting f o r  each project--for example the  

reports t o  he made by the  nursery schools, settlement welfare workers, and Molokai 

community pasture. 

The ass i s tan t  executive of f ice r  par t ic ipates  i n  the arrangement fo r  constmc- 

t ion contracts for  homesteaders i n  two capacities. As administrator fo r  the e n t i r e  

Fsslaiian Homes Commission, 're helps prescribe the form of construction contracts, 

sp-cifying the d e t a i l s  of construe t isn  (type of f ix tures ,  grade of wod, etc.)  t o  

he included i n  the agreemmt between homesteader and contractor. Rs a "line" sd- 



d n i s t r a t o r  f o r  Oahu, he may determine the  housing requirements of ind iv idua l  

appliczints on t h i s  i s l and ,  may help  thsm ne!:otiate a construct ion con t rac t ,  2nd 

f i n a l l y  inspec t s  the  cons t ruc t ion  before approving payment of the  c o n t m c t o r t 3  b i l l .  

(Al terna t ive ly ,  some o r  a l l  of these funct ions  may be c ~ r r i e d  on b., t he  executive 

d i rec tor . )  While v i s i t i n g  Oahu and neighboring i s l and  settlements--on the  average 

of once every th ree  o r  four  months--the a s s i s t a n t  executive o f f i c e r  may hear com- 

p la in t s  from and advise homesteaders on housing o r  f i n a n c i a l  problems. He a l s o  

serves a s  counsel lor  when i n  the  Iionolulu off ice,  tkou:h f a r  l e s s  f requent ly  than 

does the  executive o f f i c e r .  

CLERICAL AND The sec re ta ry  t o  the  executive o?icer p r e p r e s  l eases ,  loan con- 
ACCOUNTIHG 
STAFF t r a c t s ,  and o t h w  docuaents, a s s i s t s  i n  the  preparat ion of the  

agenda f o r  Commission meetings, types minutes of the  meetings, maint,ains a card 

index t o  t h e  minutes, handles correspondence and appointments f o r  t h e  executive 

o f f i c e r ,  and opens and routes  incoming l e t t e r s  (not  b i l l s ) ,  As noted above, she 

takes minutes of Commission meetings a s s i s t e d  by t h e  s teno,papher (see Chart 1 on 

inside of cover).  The l a t t e r  works under the  immediate d i r e c t i o n  of the  a s s i s t a n t  

executive o f f i c e r ;  she does general  t y p i n ~ ,  f i l i n g ,  opens incoming b i l l s  and routes  

them t o  an account c lerk .  

The accounting s t a f f ,  nominally under t h e  supervision of the  a s s i s t a n t  execu- 

t ive  o f f i c e r ,  cons i s t s  of two accountants,  business machine opera tor ,  caskier ,  and 

account c lerk .  T h i s  s t a f f  keeps tke  general  ledger  ar.d subs id iary  accounts of the  

e n t i r e  Hawaiian iiomes Comission,  (described i n  the proposed iia~xaiian iiomes Com- 

ilission accounting manual), b i l l s  homesteaders f o r  mcnthly i n t e r e s t  on t h e i r  loans, 

fo r  annual leasehold r e n t a l s  of one do l l a r ,  and, i n  t b  case of :iolokai homesteaders, 

fo r  \ later and o ther  miscellaneous charees, on the  bas i s  of records furnished by t h e  



Kolokai off ice .  

Maintaining inventory records, writ in? vouchers for  payment of vendors t o  the 

Hawaiian Homes Commission, and preparing reports t o  (and i n  the name of )  the finance 

committee of the Commission are a l so  responsibi l i t ies  of the accounting force. The 

cashier receives and records monies brought i n to  the Honolulu of f ice  by homesteaders 

and mailed i n  from the outer islands.  These funds are deposited by the cashier with 

the t e r r i t o r i a l  Treasurer, a l so  i n  the Te r r i t o r i a l  Office Building. 

A duty shared informally by many members of the Honolulu of f ice  is  the inter-  

viewing of homesteaders and applicants who com t o  the third  f loor  of the Territorial 

Office Building. Some v i s i t o r s  stop a t  the cashier ' s  cage a t  the entrance t o  the 

Hawaiian Homes Commission Office; others seek the executive of f icer  or h i s  assis- 

tant;  s t i l l  others may receive forms, advice, o r  directions from members of the 

c l e r i ca l  o r  accounting s t a f f s ,  

OAHU 
FIELD 
STAFF 

Two employees a t  knakuli and three a t  Papakolea complete the 

personnel complement of the Hawaiian Homes Conmission on Oahu. 

The Papakolea s t a f f  members are a l l  part-time inst ructors  a t  the settlement nursery 

school. The senior ins t ructor  submits monthly attendance reports t o  the ass i s tan t  

executive of f icer  i n  Honolulu. Aside from occasional f i e l d  t r i p s  of the executive 

o r  ass i s tan t  executive off icer ,  the school receives no supervision from the central  

office. 

One of the Nanakuli em;?-syees, a jani t ress  f o r  the office maintained a t  that  

settlement for use a s  a hea2rh clir ic--visi ted by county physicians--is also a part- 

time worker, The other pcsl t icn a t  Nanakuli, designated as a clerk, is full-time. 

Duties of t h i s  clerk are v a s e :  he co l lec t s  loan repayments from the XanaMi 



homesteaders, hears t he i r  complaints, and occasionally counsels homesteaders a t  the 

settlement. During a month, t h i s  employee col lects  accounts from approximately 40 

homesteaders. He i s  instructed by e i the r  the executive of f icer  and the ass i s tan t  

executive off icer ,  or  both, such supervision occurring during f i e l d  t r i p s  of these 

Hawaiian Homes Commission of f icers  or  when the clerk v i s i t s  the Honolulu office. 

The functions he performs a t  Nanakuli are not provided a t  the other Oahu settlemni& 

mCOEIMEtTDATIONS: (1) Overall supervision of a l l  
Hawaiian Homes Commission employees stationed a t  
Oahu sett lemerts be delegated t o  the ass i s tan t  exe- 
cutive off icer ;  (2 )  dut ies  of tbe clerk.be expanded 
t o  include collection of accounts and "trouble- 
shooting" a t  a l l  Oahu settlements. 

MORALE OF It was observed t h a t  the morale of the Ifonolulu off ice  person- 
HONOLULU 
OFFICE nel, while by no means c r i t i c a l l y  poor, was i n  need of improve- 

ment. Basically, d i f f i c u l t i e s  i n  t h i s  area appear t o  stem from mutual dissatisfac- 

t ion a s  t o  working procedures--particularly from uncertainly as t o  an employee's 

duties and from inadequate supervision--rather than from dissat isfact ion a s  t o  

working conditions. The chief purpose of t h i s  report  and of the manuals prepared 

t o  effectuate i t s  recomendations i s  t o  seek means of improving the procedures. 

Further improvement i n  employee morale is sought i n  the following suggestions. 

RECOWmATIONS: (1) Weekly or  semi-monthly s t a f f  
meetings of the Honolulu off ice  sCaff members be held 
t o  discuss t he i r  common job and individual problems; 
(2) The Honolulu of f ice  experhent  with mid-morning 
and mid-afternoon "coffee periods", t o  determine i f  it 
improves employee morale. 



I V  BASIC BEIDS OF THE CEWTRAL ADMINISTRATION 

Four related problems trouble the cen t ra l  o f f ice  of the Hawaiian Homes Com- 

mission. The f i r s t  i s  a poorly functioning accounting s t a f f ;  the second incomulete 

supervision; the th i rd  a backlocl of work caused i n  par t  by inef f ic ien t  accounting 

procedures; the fourth &adeauate planning. 

The most emergent needs of the Honolulu off ice ,  and therefore of the en t i re  

Hawaiian Homes Commission administration, r e l a t e  t o  the f i r s t  problem. Present 

methods of keeping and posting f inancial  data, b i l l i ng  and c o l l ~ o t i n g  accounts re- 

ceivable, preparing vouchers f o r  payment, and maintaining accurate inventory records 

are  obviously unsatisfactory. The degree of t h e i r  unsatisfactoriness--as ref lected 

i n  incorrect  en t r ies  and unbalanced accounts, a s  well a s  i n  slowness--is indicated 

i n  the report  of the auditor t o  the Commission, dated Decernber 1, 1952. Findings 

of t h i s  survey team substantiate those of the audi tor ' s  office. 

ACCOUNTING Star t ing point f o r  be t te r  accounting work is t o  provide adeqmte 
SUPERVISION 

supervision of the accounting s ta f f .  This supervision i s  

largely lacking now. Nominally, it i s  exercised by the a s s i s t an t  executive officer;  

actual ly  he d i rec t s  only a portion of the accounting force (see Chart 1 ) .  There is 

l i t t l e  communication between him and the senior accountant. 

RECOMmATION: The ass i s tan t  executive of f icer  be 
authorized and directed t o  exercise overall  super- 
vision of accounting a c t i v i t i e s  of the Hawaiian 
Homes Commission, or,  i f  he i s  not qualif ied f o r  
t h i s  duty, a principal accountant be added t o  the 
Honolulu off ice ,  to be i n  ful l  charge of accounting 
operations. 

The second essen t ia l  fo r  adequate acoountj-ng i n  the central  off ice  i s  compe- 

t en t  on-the-job direction of the persons performing t h i s  work. Such routine direc- 



t ion would normally be given by the senior accountant of the Honolulu office. It 

i s ,  however, not given; ra ther  the accountant, account-clerk, bookkeeping machine 

operator and cashier work out t h e i r  own problems. Only the l a t t e r  regularly re- 

ceives guidance o r  ins t ruct ions  from the as s i s t an t  executive officer.  

m C O E W D A T I O N :  The head accountant be qualified t o  
underte.ke routine direct ion of accounting ac t iv i t i e s ,  
t o  vork mder W9 general supervision of the ass i s tan t  
executive ofPi oer. 

POWER TO A requis i te  f o r  effect ive personnel management i s  the power to  
HIRE AND 
FIRE h i re  and f i r e  subordinates. This po~rer has not been vanted  t o  

the executive o f f i ce r  by the Commission, the members of which, as noted i n  the pre- 

ceding section, sometimes by-pass the executive of f icer  i n  giving instructions t o  

s ta f f  members. These circumstances may add to  the reluctance of the executive 

of f icer  to  demote or seek the dismissal of employees he deems incompetent. 

RECOWNDATICN: Authority t o  hire  and f i r e  personnel 
be delegated t o  and used by the executive off icer .  

BACKLOGS During i t s  recent history the operations of the Hawaiian Homes 

Commission have been slowed and complicated by a backlog of work. Over the period 

studied, f o r  example, posting of charges to  homesteaderst ledger cards has been 

from tuo t o  three months behind the current date--delaying by tha t  period the 

sending of statements t o  homesteaders. In some instances homesteaders have been 

required t o  pay penalties for  fa i lu re  t o  pay the i r  obligations t o  the Ravaiian Haw 

Commission during the months i n  which the charges have been waiting posting i n  the 

Honolulu Office! A re la t ive ly  small but pers is t ing number of unpaid b i l l s7  continue 

7~ i i en t~ - fou r  firms reported unpaid b i l l s  due thorn, some dating to  1949 and 
sr ior  years, i n  response t o  c i rcular  l e t t e r s  addressed t o  vendors by the Auditor's 
, ff ice i n  October and November, 1952. (Foted i n  audi t  report  of December 1, 1952.) 



t o  plague the accountin? personnel of the Honolulu office.  Inventories and other 

f inancial  statements are chronically behind t h e ,  t o  judge from the period observed. 

The annual inventory statement, due June 30, 1752, had not yet  been filed. a t  the end 

of Xovember. Reports of the  finance cornit tee,  prepared by the s t a f f ,  are two 'to 

three months behind date. 

RvCOM-IVDATIOMS: 1. An analysis be made of accounts payable, 
o r  analysis of auditor confirmed. Items should be checked and 
ver i f ied t o  determine which are correct  and payable; they should 
then be paid. !&ere there is no sat isfactory evidence of the 
correctness of a claim against the Hawaiian Homes Commission, 
the b i l l  should be corrected by the claimant or, a f t e r  eonsul- 
t a t i on  with the Auditor's Office and the Attorney General, 
charged off by the Hawaiian Fomes Comnission. 

2. An analysis be rmde of accounts receiv- 
s%le;. t o  determine the nmounts due and collectable, and t o  
begin action t o  co l lec t  them; t o  lvrite ofT items k~kich are  
uncollectible, a s  i n  the case of formcr homesteaders who have 
no economic asse t s ,  

3 ,  An inventory cheek bs made t o  deternine 
items which are  not, a t  hmcl  or  which &re no longer serviceable. 
itequest Auditor and Eudnd; Director t o  permit Hawaiian Homes 
Commission t o  write off  these items en masse, since a descrip- 
t i on  of many o f  these i t e m s ,  long disappeared, w i l l  not be 
ascertainable. ( I f  permission i s  not obtained, approval of 
Governor may be sought t o  charge-off missing and untraced 
property, under Section 1638, Revised Laws of IIawaii 1945.) 

JCPU It was observed that  accounting en t r i e s  a r e  not made d i rec t ly  i n to  
XPSR 
XXK the ledgers, but are  frequently tabulated on vorksheets, before 

posting is made. The ::orksheet transfers,  used t o  obtain t o t a l s  by which the 

accounting personnel can check the i r  work and gain confidence i n  the correctness ef 

the i r  entr ies ,  require a large portion of tha time of two s t a f f  members. By un- 

necessarily multiplyfng the number of accounting en t r i e s  t o  be made they increase 

the opportunities for  making errors.  

Another example of unprofitable aeeourtini; j:o?.k i s  irscesble t o  the adminis- 

t r a t i ve  policy, acceded t o  by the Comds3fon, of d i s t r ibu t ing  lump-sum payments 



made by homesteaders against  par t icular  charges. Thus, when a Molokai homesteader 

owes a water b i l l ,  ckislrges f o r  plowing, and pasture fees, a remittance made by him 

w i l l  be divided by an account clerk in to  three portions, credited respectively 

against each type of charge owing. This allocation,  which is en t i r e ly  a rb i t ra ry  

except i n  those cases where the homesteader himself indicates how he wishes the 

t o t a l  payment t o  be credited, requires several accounting en t r ies  where one would 

suffice. Unless the Commission desires t o  have each service function of the 

Hawaiian Homes Commission treated a s  a separate department-4.e. a water department, 

a pasture department, etc.--and t o  keep track of the amounts owing t o  each mdepart- 

menttl by each homesteader, no useful purpose seems t o  be accomplished by t h i s  mul- 

t i p l e  entry of payments. 

mCO?IEWDATIO1P: Service charges continue t o  be itemiaed i n  the 
b i l l s  sen t  t o  homesteaders, but payments be credited against  
the ent i re  amount of outstanding charges. Penalties, i f  desired 
by the Commission t o  encourage prompt payment of b i l l s ,  can be 
applied against overdue balances according t o  a predetermined 
schedule. 

A f i n a l  example of time-consuming paper work i s  provided by the practice of 

typing copies of correspondence received by the Honolulu office,  so t ha t  cross-film 

may be maintained. 

I I E C O W D A T I O N :  Correspondence be f i l e d  i n  the homesteadervs 
f i l e  (i.e. by l o t  number), with a cross-reference notation on 
a sheet i n  the subsidiary f i l e  (e.g. f o r  vendor, another govern- 
mental agency, beneficiary of a homesteader's w i l l ,  etc.), (See 
Section 17 of proposed Administrative Manual.) If future expan- 
sion of the Hawaiian Homes Commission and i ts  f i l e s  j u s t i f i e s  
the need f o r  preparing several copies of correspondence, the 
purchase of a photographic copier should be considered. 

EMERGENCY During the two month period of survey the operations of the 
ROUTINE 

Honolulu off ice  were frequently on an emergency basis, requiring 

members of the s ta f f  to  drop the i r  regular work t o  help on some urgent task. In  



part ,  t h i s  emergency routine i n  the f i n a l  quarter of 1952 may have been caused by 

unusual events of the pericd, including the opening up of a major settlement a t  

!$aimea, Hawaii, an annual audi t  which was more thoroughgoing than i s  custonary, and 

the administrative survey here reported. 

Beyond the peculiar demhnds of the past quarter, however, it appears tha t  

working under s t r e s s  of recurring administrative c r i ses  is familiar t o  the tiawaiian 

Homes Commission s ta f f  a t  Honolulu. Accumulation of backlogs, the length of mimeo- 

graphed bgenda and mkutes  of Comdssion meetinr's, as  well as  incomplete direction 

of the members of the Honolulu off ice  contribute t o  spasmodic admintstration. 

RMINDERS It  was noted tha t  the s t a f f  of the Iiawaiian Homes Commission 
FOR 
ACTION administers by memory. Except for  a card f i l e  which shows the 

dates on which home insurance policies w i l l  expire, no provision i s  made f o r  "tick- 

l e r s "  t o  remind s t a f f  members of action t o  be taken. Lacking such devices, only by 

individual inspection of each cnse can one ascertain i f  home construction i s  begun 

within a year of granting a leasehold (or, i n  one case noted, i n  sixteen years!), 

o r  i f  loans are drawn upon or  remain unused, thouch earmarked. 

%?COIW?TDP.TION: A simple system of " t ickler"  cards be provided 
to  remind the Hawaiian Homes Commission s ta f f  of action to  be 
taken o r  follow-through t o  be checked 12 the granting of 1, i~ases 
o r  loans. (See Section 17 of proposed Administration Manual.) 

INCOMPLETE Planning of future a c t i v i t i e s  is accomplished only incompletely 
PLANNING 
iUJD by the Hawaiian Homes Commission. Shortcomings i n  planning are 
BUDGETING 

immediately traceable t o  the fa i lu re  of the Commission t o  s e t  

for th  clearcut goals or  objectives f o r  the guidance of i t s  s ta f f .  Central adminis- 

t ra t ion  necessarily is carried on i n  an atmosphere of uncertainty, i n  the day-to- 

day tasks of providing services for  homesteaders end taking action against home- 



steaders delinquent i n  t he i r  accounts, a s  well as  i n  preparing long-range plans for  

the consideration of the Comission. 

This uncertainty i s  transmitted to  the settlements, for  the administrators i n  

charge of projects on Molokai and Hawaii receive l i t t l e  guidance from the central  

off ice  i n  msking the i r  plans. During the period of observation the Hawaiian Homes 

Commission's budget for  the biennium 1953-55 was being prepared: nei ther  the Molo- 

kai  project  manager nor the  settlement worker a t  Keaukaha, Hawaii, was consulted, 

except informally and inccmpletely, a s  t o  the estimated needs o r  projected 

operations of t h e i r  areas. 

The budget formulated by the Hawaiian Homes Commission (largely, i f  not com- 

pletely,  by the a s s i s t an t  executive of f icer )  i s  an improvement over preceding bud- 

get requests, Under new requirements of the B>sdget Bureau, the request shows the 

amount of expenditures and number of personnel f o r  each function--for awarding 

leases and loans, f o r  farm and pasture operations, for  nursery schools, etc. Bud- 

get information i s  thus presented i n  a form convenient for  analysis by the Commis- 

sion--were time f o r  analysis provided a t  its meetings prior t o  the deadline for  

subatt t ing the budget, October 15. However, the budget, as  a plan for  operations, 

is not prepared with the a id  of personnel i n  the f i e l d  and does not f u l l y  u t i l i z e  

the on-the-spot knowledge and suggestions of the person immediately responsible 

for the administration of each Hawaiian Homes Commission project. PJor, under pre- 

sent arrangements, i s  the approved budget directed back to the settlement manager 

t o  provide, as  a budget allotment would, a d i rec t ive  a s  t o  the services t o  be per- 

formed and the personnel and money available t o  furnish these services. 

E C O M N D A T I O N :  Budgeting of the Hawaiian Homes Commission 
be revised i n  these basic respects: (1) information should 
be gathered from project  edministretors of needed personnel, 



equipment, etc., and costs of furnishing services during the 
ensuing biennium; (2) these estimates should be gathered 
by the s ta f f  finance off icer ,  and modified on instructions 
of the executive o f f i ce r  ( a f t e r  advising project administra- 
to rs ) ,  t o  r e f l e c t  policy of Commission a s  t o  types and l eve l  
of services t o  be furnished, and incorporated in to  budget 
recommended t o  Commission; (3) Commission should consider 
proposed budget a t  length and fur ther  modify it to r e f l e c t  
current pol ic ies  and plans f o r  ensuing biennium, before 
adoption; (4) a f t e r  adoption by Conmission and approval of 
legis la ture ,  the  ac tua l  budget should be expressed i n  terms 
of quarterly allotments f o r  each major function of each 
project, t o  serve a s  a plan and guide t o  the project ad- 
ministrator during the biennium. (See Section 12 of pro- 
posed Administrative Manual. ) 

C0:IMUNICATION Communication between the cen t ra l  o f f ice  and the several  se t t le-  
VITH 
SI%?LEHF#S"P ments is not well enough developed t o  provide project  adminis- 

t r a to r s  with continuing guidance or  the Honolulu of f ice  with the steady stream of 

information it  requires t o  render guidance. Perhaps the moat sat isfactory communi- 

cation i s  achieved during f i e l d  t r i p s  of the executive officer. He v i s i t s  neigh- 

boring island projects every several  weeks, as  previously noted, but without sche- 

dule and of ten without notice. Occasional unannounced inspections may serve a use- 

f u l  purpose i n  maintaining t au t  administration, but for  routine f i e l d  t r i p s  it would 

appear more e f f i c i en t  t o  advise the  l oca l  administrator i n  advance, so t ha t  he may 

have problems and information ready f o r  the consideration of the executive officer.  

Cats a re  sent  periodically from the Molokai off ice  t o  Honolulu--little from 

Hawaii except statemmts of receipts--but with one exception they are not regularly 

used by the central  administration t o  keep track of project  operations. The e x c e p  

t ion  is a monthly statement of the water system, showing gallonage i n  the tanks a t  

the beginning of the period, amount consumed, and the amount available a t  the close 

of the month. The executive of f icer  receives and inspects t h i s  report and is there- 

by able  to keep infonsed of the water system's functioning, t o  note changes i n  con- 



sumption o r  supply which may merit investigation. 

MEBAGErnEIT 
INDICATORS 

The water report  furnishes one example of a means of gathering 

and using i n f o r n a t i o ~  which can be used more extensively so 

tha t  the executive o f f i ce r  may be currently informed of operation i n  a l l  of the 

~et t lements ,  Where changes or  trends revealed by such management indicators appear 

s i~a i f i can t - a s  a rapid decline i n  water reserves or c a t t l e  on community pastures, 

an increase i n  attendance a t  nursery schools, lags i n  homestead construction--the 

executive o f f i ce r  can obtain fur ther  information, t a k s  administrative action, o r  

re fe r  the matter to the Commission, a s  may be appropriate. 

RECOMMENDATION: A se r i e s  of manageaent indicators be estab- 
lished, whereby simple factual  reports are  made each month by 
settlement administrators and by the a s s i s t an t  executive officer, 
dr th ?mifie e@ ohi&-tlrs eracntlitve of'EioeP oan ba i QL 
We e ~ a t f a m  eP Hawaiian Conanission programs thmaghout 
the Sefiihall.g, (See Section 16 of Administrative Manual. ) 

Use of management indicators,  a l l  s t a t i s t i c s  capable of simple reporting, may 

enable the  Honolulu of f ice  t o  discontinue or  shorten some of the periodic reports 

now required of the Molokai office--some nominally required of the Hilo office, a s  

well--such a s  detailed c a t t l e  reports,  welfare and recreation reports, ti= reports 

for  employees, etc. Some of these regorts go unread by the executive of f icer  be- 

cause they are too long and are  not designed t o  point up administrative problems, 

Managemnt indicators, t e r se  and significant,  can be zore useful t o  the chief ad- 

ministrator o? the ilawaiian Homes Commission, 

SIl~~IFYIEJ% Communioation botween the n n t r a l  off ice  and the settlements 
ROUTINE 
COIWICBTIONS can be ~"urther simplified and c l a r i f i ed  by use of form l e t t e r s .  

Most l e t t e r s  are of routine nature: cover l e t t e r s  for  monthly reports, l e t t e r s  

transmittiag homesteader&@ applications, leases,  contracts, etc.  The only purpose 



of many l e t t e r s  i s  t o  create a record of the sending of enclosed materials so that  

the originating of f ice  cannot be charged with misplacing the documents o r  neglecting 

to  prepare them, A t  present each l e t t e r  i s  typed individually, frequently person- 

a l l y  by the Molokai project  manager or Hilo settlement worker. Incoming l e t t e r s ,  

it w i l l  be recalled, are  retyped i n  Honolulu t o  create extra f i l e  copies. 

RECOMBNDATION: Form l e t t e r s  be mimeographed t o  provide for  
routine correspondence between Hawaiian Homes Commission 
offices.  Such forms would require only checking appropriate 
blanks, the inser t ion of identifying names and numbers, and 
the signature of the sender. (See Section 15 of proposed 
Administrative Manual. ) 

A f i n a l  general point t o  be made regarding communication between Honolulu and 

the f i e l d  off ices  i s  t ha t  settlement administrators are  not always kept informed of 

Hawaiian Homes Commission plans which concern the i r  projects. This f a i l u re  to  corn- 

municate may be traoeable t o  the lack of s e t t l ed  policy--as, f o r  example, how the 

settlement worker a t  Keaukaha, now the ranking employee on Hawaii, w i l l  f i t  i n to  

the island of Hawaii administration expanded t o  include Waimea. In  other instances 

i t  may be the lack of good channels of communication which is  responsible. The 

suggestions made above, for  management indicators,  streamlined correspondence, sdre- 

duled o r  announced v i s i t s  of the executive of f icer ,  and espacially,  the sugpestion 

for  beginning the cycle of budget making with estimates of the settlement adminis- 

t r a to r ,  are  a l l  intended t o  provide these channels and make for  be t te r  cooperation 

between the central  off ice  and the f i e l d  off ices  of the Hawaiian Homes C o d s s i o n ,  

PTHSONNEL Two additions to  s t a f f  appear necessary t o  f r ee  the executive 
EEDS 

of f icer  of time-consuming dut ies  and t o  provide for  further 

expansion of the Hawaiian Homes Commission. The f i r s t  need i s  f o r  a member-of the 

Honolulu of f ice  t o  interview applicants and homesteaders and t o  record the data 



obtained. When not so occupied the interviewer could a s s i s t  i n  other o f f i c e m u t ~ ,  

and so should be able t o  type and f i l e .  Work of the interviewer, as  well of the 

ent i re  s t a f f ,  might be simplified by preparation of an information booklet, advising 

homesteaders of the services they may receive and the rules  for  obtaining them, a s  

well a s  of t he i r  other privileges and obligations t o  the Hawaiian Homes Commission. 

The second s t a f f  need i s  f o r  an engineer t o  advise on needs for  and determine 

costs of Hawaiian Homes Commission improvements throughout the te r r i to ry ,  to plan 

and supervise such construction programs, t o  head up the administration of home 

construction, including preparation of standard contract forms, s e t t i ng  standards 

for  inspection of homes i n  construction, and, on Oahu, t o  make the inspections. 

RECOMMENDATIOTJS: (1) A qualified construction engineer be 
added t o  the Hawaiian Homes Conrmission s t a f f ;  (2)  An in te r -  
viewer be added t o  the Honolulu office;  (3 )  An information 
booklet be prepared for  homesteaders, t o  be used by the inter-  
viewer. 

OFFICE The addition of personnel w i l l  aggravate the exist ing need for  
ARRANGEXEW'S 
AND FILING space i n  the Honolulu office.  The present space can be put t o  

bet ter  use, and da i ly  work made easier,  by a general cleanup of the office--by 

putting shelves and tables  i n  order, placing scattered maps and charts i n  one place, 

removing papers, b i l l s  and reports from desk drawers and f i l i n g  them, removing 

f i l e s  from cardboard boxes and properly housing them, etc. 

The f i l i n g  system i t s e l f  requires overhauling. Gen-ral practice i s  t o  place 

the or ig ina l  of documents, b i l l s ,  and other correspondence, i n  the "homesteaderts 

f i l e "  (actually a l o t  f i l e ,  since materials re la t ing  t o  successive homesteaders a r e  

placed i n  the same folder, which i s  ident i f ied by l o t  number) and t o  prepare copies 

for  f i l i n g  i n  non-homesteader f i l e s .  This practice, however, i s  not always 

followed . 



Letters  to settlement administrators referring t o  more than one homesteader, fo r  

example, are f i l e d  under the name of the administrator, rather than under the in- 

dividual homesteaders concerned. 

An inspection of the f i l e s  of the Honolulu of f ice  by an off ice  equipmentfirm, 

made a t  the request of the Legislative Reference Bureau, revealed tha t  current 

f i l e s  a r e  over-crowded, tha t  many folders need replacement, tha t  folders are not 

uniform i n  size,  and tha t  necessary cross-reference i s  achieved by typing extra 

copies, a cost ly  method. Current f i l e s  cover a three year period. 

RECOM,mDATIOHS: (1) The off ice  f i l e s  be worked over, re- 
placing worn or  non-standard f i l e s  and adding additional 
folders where necessary; (2)  aross-reference sheets be used 
i n  subsidiary folders t o  locate materials, which would be 
f i l ed  i n  homesteaders'files, rather tkan preparing extra copies 
f o r  the  subsidiary f i l e s ;  (3)  a system of cherge-out cards be 
used t o  show where materials are  when out of f i l e s ;  ( 4  After 
backlo~e  i n  accounting and correspondence are substantially 
reduced, the three year f i l i n g  period be replaced with a one 
year period, keeping the current year and the immediate past 
year near the f i l e  clerk's  desk and placing older f i l e s  i n  
l e s s  central  f i l i n g  cabinets (lfornesteaders' f i l e s ,  however, 
should continue t o  include a l l  materials re la t ing  t o  lessees. 
regardless of date 8 (5) a "key-sort" f i l e  be esiablished f o i  1 leasehold appl icat  om. 

ADDIT IGNAL The suggestions jus t  made should enable the Hawaiian Homes 
OFFICE 
SPACE Commission t o  use its present off ice  area more e f f ic ien t ly ,  

hut w i l l  not make more f loor  space available. The of f ice  is already crowded; desks 

for  the proposed new s t a f f  members cannot be squeezed i n  without impeding movement 

within the Honolulu off i ce ,  

mCOm?DATION: The Hawaiian Homes Commtssion should request 
the Department of Public Works t o  restore t o  i ts  use the o f f i ce  
( a t  the mauka end of the f loor)  transferred to  the Health De- 
partment. It is suggested tha t  t h i s  o f f ice  be again used by 
the executive off icer ,  since it offers  greater privacy than 
the one he presently occupies. 



THE NEW Suggestions for  reorganiaation of the Hawaiian Homes Commission 
ORGANIZATION 

which are  made i n  t h i s  report  are  incorporated i n  Chart 5 ,  

printed inside the back cover. The most fmportant elements i n  the proposed reor- 

ganization are,  first, c la r i f ica t ion  of the respective dut ies  of the executive 

of f icer  and the a s s i s t an t  executive off icer ,  and, second, strengthening the accoun- 

t i ng  s t a f f  of the Honolulu office.  

The l a t t e r  objective i s  sought by rec,uiring the a s s i s t an t  executive t o  exercise 

overal l  supervision of accounting ac t iv i t i e s  (or, a l ternat ively t o  add a principal 

accountant t o  the s t a f f )  and by requiring the head accountant to  assume responsi- 

b i l i t y  f o r  direct ion of routine accounting procedures. 

Under the  proposed organizational s t ructure  outlined i n  Chart 5, the assistanf 

executive o f f i ce r  would serve a s  manager of the Honolulu oPfice, would provide gen- 

e r a l  supervision f o r  the few employees a t  Oahu settlements, would t r ansmi td i r ec tha  

of the executive o f f i ce r  t o  the project  managers, atxi coordinate t he i r  reports f o r  

the executive off icer .  He would continue to  be the budget o f f icer  of the depart- 

nent. 

During the first several  months of reorganization the most pressing problem 

facing the ass i s tan t  executive o f f i ce r  w i l l  be the overhaul of accounting prcceduresj 

much of h i s  time w i l l  be spent i n  t h i s  area of operations. Until improved accoun- 

t ing and f inancial  reporting are  achieved, it may well be t ha t  the ass i s tan t  exe- 

cutive w i l l  be hard put t o  exercise the complete scope of direct ion indicated above. 

During t h i s  t ransi t ion period the executive of f icer  may have t o  undertake the direct 

supervision of the ia lokai  and Eawaii projects and in s t i t u t i on  of the management 

indicators previously referred to. 



Once good accounting i s  achieved, however, i t  would be desirable to  have 

direct ion of a l l  settlements exercised by the executive of f icer  through h i s  assis- 

tant ,  so t ha t  ins t ruct ions  t o  and reports from the project managers come through 

the a s s i s t an t  executive off icer .  I n  t h i s  manner there would be suf f ic ien t  time 

available t o  the executive o f f i ce r  t o  accomplish h i s  primary duties: overseeing 

and, as  necessary from time t o  time t o  meet changing needs, modif'ying the organl- 

zational s t ructure  of the department's administration; planning of Hawaiian Homes 

Cornmission operations; and carrying out the pol ic ies  and direct ions  of the 

Commission. 



V ADMIMSTRATION OF P3O:OJECTS OUTSIDE OAHU 

Nearly ha l f  of the persons r e s i d i n g  on se t t lements  a r e  on t h e  i s l a n d s  of 

Hawaii and i4olokai, where the  Hawaiian Homes Commission has undertaken more d ive r se  

programs than it performs on Oahu. To d a t e  the re  has been a d i f f e r e n t  p a t t e r n  o f  

adininistrat ion i n  t h e  two neighbor i s l ands ,  but expansion now underway on Eawaii 

may reduce these d i f ferences .  

A. Molokai 

Hawaiian Homes Commission se t t lements  on iliolokai, s i t e  of th-  first Fawaiian 

Hones Commission projec t ,  house and provide a l ive l ihood f o r  more than a t h i r d  of 

the  i s l a n d ' s  population, On t h i s  i s l znd  the  Hawaiian Homes Comiss ion  opera tes  a 

water system f o r  homesteaders and a comuni ty  pasture with se rv ices  complete from 

breeding t o  hauling t o  t h e  s laughter  house; it provides t h e  se rv ices  of an agr icul -  

t u r a l  advisor;  plows land f o r  homesteaders, and m y  p l a n t  arid harvest  corn--all f o r  

a se rv ice  charge; maintains roads n o t  y e t  t r ans fe r red  t o  B u i  county and hauls  gra- 

v e l  f o r  those roads and, a t  request ,  f i l l - i n s  on homesteads; and it  employs a re- 

c rea t ion  worker f o r  the Hawaiian cornunity on Molokai. To se rv ice  the  cars ,  t rucks,  

jeeps, t r a c t o r s ,  and road graders  of the  pro jec t ,  an equipment r e p a i r  shop i s  

maintained with minimum f a c i l i t i e s  f o r  upkeep and rou t ine  r ena i r s .  

The 23 posi t ions  now comprising the Molokai s t a f f  of the  

Hawaiian Homes Comiss ion  a r e  under the  d i r e c t i o n  of the  p r o j e t  

manager. He i s  a s s i s t e d  i n  h i s  supnrvisor ia l  d u t i e s  by the  account c lerk ,  who 

serves  a s  o f f i c e  manager, and by the  ayonomist .  The l a t t e r  supervises fencing, 

plowing, and o ther  f i e l d  work, excluding the  water system, comuni ty  pastures,  and 

the  automobile shop. (See Chart 2 ) .  



ADMINISTRATION Inspection indicated tha t  the administration of the Molokai 
0 ?J 
MOLOKkI project  is eff ic ient ;  responsibi l i t ies  of various s t a f f  members 

a r e  well defined, supervision i s  apparently adequate, f i l e s  and records are i n  re- 

la t ive ly  good condition. Short-term planning i s  achieved, largely through weekly 

s t a f f  meetings, when the work load of the ensuing week is discussed and assignment 

of personnel made. (The Folokai off ice  has developed a necessary f l ex ib i l i t y ,  

whereby laborers may be shif ted from repairing fences to  pasture operations during 

the spring roundup, t r ac to r  dr ivers  assigned t o  the water force when new water l i ne s  

a r e  being ins ta l led ,  etc.)  Long-term planning, however, i s  limited, as  throughout 

the Iiswaiian Homes Commission administration, for  the reasons developed i n  the  

preceding portions of t h i s  repor t - lack  of firm policy, absence of budget allotments 

or  other means of advising the projects of objectives and f inancial  limitations, and 

d i f f i cu l t i e s  of communication between Honolulu and the settlement offices.  

TYPING 
LOAD 

The resignation i n  October of the clerk aggrevated a typing 

bottle-neck i n  the Molokai project  office. It was found that  

the project manager was typing h i s  own l e t t e r s ,  many of them routine reports o r  

cover l e t t e r s  which can be more expeditiously prepared on the form suggested f o r  

such correspondence. (see page 23.) 

TI"COwDATION: A typist-clerk be added t o  the Molokai s t a f f  to  
replace the clerk who resigned, The new s t a f f  member should be 
able t o  a s s i s t  i n  f i l i ng ,  interviewing, and other routine of f ice  
work, i n  addit ion t o  typing. 

Sc;qVIGES One anomoly i n  the organization of the 14olokai s t a f f  may be 
OF 
AGROPIOMI ST pointed out: the agronomist, presumably employed for  h i s  know- 

ledge of s o i l s  and farming methods, a lso serves a s  a foreman for  ten equipment 

operators, laborers, etc,,  previously noted and shown i n  Chart 2. It may be desi- 



CHART 2 

ORGANIZATION OF THE 
HAWAIIAN HOMES COMMISSION 

FOR MOLOKAI PROJECT 

/ ASSISTANT EXECUTIVE OFFICER / 

/ PROJECT MANAGER 1 

-i . . - 

MECHANIC ] 
ASSISTANT 
MECHANIC .. i 

CLERK-TYPIST c=7 



rable t o  f ree  the agonomist from h i s  supervisorial  dut ies  by transferring these 

dut ies  t o  another s t a f f  member dnsignated by the project  manager. A portion of the 

agronomist's time might then be made available f o r  offering consultation t o  the 

homesteaders a t  Waimea, Hawaii, and t o  other new agricul tural  settlements as  they 

are  opened for  development. In  e f fec t  t h i s  would remove the agronomist from the 

Molokai s taff  and make him a member of the central  administration, t o  be assigned 

wherever farming problems occur throughout the Hawaiian Homes Commission adminis- 

t ra t ion.  This is offered a s  a suggestion f o r  future planning by the Commission and 

i t s  s t a f f ,  ra ther  than a recommendation for  immediate action. 

The var ie ty  of services rendered by the Hawaiian Homes Commission on Molokai 

ra i ses  policy questions and creates administrative problems. Should the Commission 

determine tha t  the number of functions carried on by the Hawaiian Homes Commission 

are  t o  be reduced, the programs on Molokai would require re-examination. However, 

the determination of which services a r e  t o  be retained under a reduction policy, 

apparently advocated by some members of the Commission, can prop?rly be arrived a t  

only by the en t i r e  Commission. 

SALES One marginal ac t iv i ty  of the Hawaiian Homes Commission on 
OF 
SUPPLITS Molokai, however, can be eliminated without affect ing more than 

a few homesteaders. This ac t iv i ty  i s  the sale  of supplies--wire, hardware, occa- 

sionally fertilizers--from Hawaiian Homes Commission stores. Only a small inventcry 

is maintained for  t h i s  purpose and only a small number of persons make purchases, 

(aggregating l e s s  than $300 annually i n  three of the past four years), but accaun- 

t ing  and inventory work is  created thereky. The materials.purchased can be obtained 

by homesteaders from r e t a i l e r s  on Molokai, o r  by order from Honolulu stores,  with 

no diff icul ty .  



RECOWDATION: The Hawaiian Homes Commission discontinue 
s a l e s  of suppl ies  and reduce i t s  inventory t o  t h a t  needed 
f o r  t h e  department 's own use. 

REPAIR The equipment r e p a i r  s h i p  may a l s o  be considered a marginal ac- 
SHOP 

t i v i t y  which may be dropped--if it i s  not an economical opera- 

t ion .  I n  1934 the  shop was closed down and r e p a i r s  of Hawaiian Homes Commission 

automotive equipment on Molokai were made by commercial garages. The r e s u l t  of thls 

move, according t o  the  present  p ro jec t  manager, was t o  inc rease  cos t s  and the 

Hawaiian Homes Commission shop was subsequently rees tabl i shed.  

Data a r e  no t  a v a i l a b l e  by which t o  judge t h e  r e l a t i v e  economy of the  Fawaiian 

Homes Commission buying r e p a i r  and maintenance serv ices ,  on one hand, o r  continuing 

t o  undertake t h i s  opera t ion  i t s e l f .  If the  Commission wishes t o  ob ta in  the  da ta ,  

the  p ro jec t  manager should be d i r ec ted  t o  make a c a r e f i ~ l  accounting of t o t a l  c o s t s  

incurred i n  operat ing the  shop over a representa t ive  period of a t  l e a s t  two o r  three 

months. These cos ts ,  including cos t  of equipment and supplies ,  a s  we l l  a s  the  sa- 

l a r i e s  o f  shop employees, might then be compared with t h e  estimated c o s t s  of obtain- 

ing  comparable se rv ices  from commercial garages on Holokai. 

I t  should be pointed out  t h a t  the  Hawaiian Homes Commission must maintain a 

gasol ine pump f o r  f u e l i n g  i t s  vehicles ,  i f  i t  is t o  continue purchasing gasoline a t  

a discount  and without paying t e r r i t o r i a l  taxes.  This  pump, now located  a t  t he  

shop, would require some a t t e n t i o n  t o  prevent t h e f t  should the  shop be closed. 

~ECIBATION Recreation and welfare a c t i v i t i e s  of the Kolokai p ro jec t  have 

been reduced during the  p a s t  s eve ra l  months by condemnation of the  gymnasium a t  

Hoolehua and lack  of t r anspor t a t ion  f o r  the  se t t lement  worker. A Eawaiian Homes 

Commission pick-up truck, which had been used f o r  r ec rea t ion  and welfare purposes, 



became inopera t ive ;  a s  a r e s u l t  the employee i n  charge of t h i s  program was l o f t  

without r egu la r  means of going between the  four  se t t lement  a reas  on Molokai. The 

s i t u a t i o n  was r e fe r red  t o  the Commission i n  the form of a quest ion a s  t o  whether o r  

not  the  sponsorship by t h e  Molokai p ro jec t  of a Boy Scout troop, which required the  

furn ish ing  of t r anspor t a t ion  by the  pro jec t ,  should be continued. 

Handling of t h i s  problem, which was on the agenda of th ree  Cormission meetings, 

i l l u s t r a t e s  the  need f o r  o v e r a l l  planning of Hawaiian Homes Commission a c t i v i t i e s .  

A budget prepared i n  terms of funct ions  a t  each se t t lement  would have given the  

Commission an opportunity of deciding: ( i )  i f  a comprehensive r ec rea t ion  proGam, 

r equ i r ing  t h e  use of a ca r  o r  t ruck,  should be undertaken; ( i i )  i f  a program l imited 

t o  t h e  Hoolehua community, f o r  w h i c h t m n ~ p o r t a t i o n ~ y n a t t e n ? c e ~ ,  should be pro- 

vided; o r  ( i i i )  i f  the  e n t i r e  program should be eliminated. Adoption of the  f i r s t  

a l t e r n a t i v e  would then be implemented by including i n  t h e  budget amounts f o r  the 

purchase of t h e  motor vehic le  required,  o r  f o r  r epa i r ing  t h e  gymnasium. Under t h e  

procedure suggested i n  the  preceding por t ion  o f  t h i s  repor t ,  pol icy  and budget 

problems concerning rec rea t ion  on Pfolokai would be considered simultaneously and 

decided f o r  an e n t i r e  biennium. Piecemeal quest ions,  such a s  the sponsorship of a 

Boy Scout troop, need not then occupy the  a t t e n t i o n  of the  Commission, 

SELF- Other funct ions  o f  the Hawaiian Homes Commission on Holokai-- 
swmm ING 
ACTIVITI3S the  provision of water, community pas ture  f a c i l i t i e s ,  plowing, 

and occasional  plant ing,  cul3.vat ion o r  harves t ing  of homesteaders' crops--are in- 

tended t o  be self-supporting. To t h i s  end record is kept  o f  the  amount of time 

spent  by personnel and equipment on each operat ion,  so t h a t  charges t o  homesteaders 

d i r e c t l y  benefi ted may cover the  cos ts  incurred bj t h e  Xawaiian Bones Conmission i n  

providing t h e  serv ices .  



This goal is not completdyachieved, however, since, a s  f a r  a s  the survey team 

could determine, depreciation charges f o r  equipment used a r e  not included i n  costs 

al located t o  these service functions. (Nor a r e  overhead administrative costs, such 

a s  a portion of the agronomist's salary,  included.) When trucks and t rac tors  need 

replacement, or  the fences need repair ,  these costs are borne out of the Hawaiian 

Home operating fund and not out of the charges f o r  services. Current charges,there- 

fore, do not re turn t o  the operating fund amounts suf f ic ien t  t o  repay such costs. 

The effect  is t o  re l ieve homesteaders buying water and receiving special  services of 

a portion of the actual  cos t  of tbe services. 

BFCOi.It.XNDATIGVS: I f  it i s  Cesired t h a t  the various services 
be t ru ly  self-supporting, (1) Ascertain current value of a l l  
equipment used i n  wself-supportingH a c t i v i t i e s  i n  Molokai; 
(2 )  Compute annual depreciation costs f o r  t h i s  equipment; 
(3) Establish fees  and service charges suf f ic ien t  t o  cover 
depreciation costs  a s  well a s  d i r ec t  costs of labor and 
supplies. 

Hawaiian Homes Comi 

B. H u  

ssion organization on Haw3ii i s  und ergoing expansion a 

change. Until 1952 the only settlement on the island was a houselot area a t  Hilo 

(~eaukaha) .  Ten isola ted leaseholds a t  Kawaihae (South Kohala) and a single pastoral 

homestead a t  Waimanu (Hamakua) completed the list. o f  Hawaiian Homes Commission 

developments. W c t i o n s  of the department were limited t o  maintaining roads, a 

community h a l l ,  and other departmental properties; providing recreat ional  and wel- 

f a r e  a c t i v i t i e s  fo r  homestead families;  and operating a nursery school f o r  children 

of homesteaders, a l l  a t  Keaukaha. 

iiljMINISTRATIGM Responsibility fo r  administration of the  Keaukaha project  i s  
AT KEAUXAHA 





8 divided between a se t t lement  worker and a nursery  school i n s t r u c t o r  who use sepa- 

r a t e  por t ions  of a community building a t  Keaukaha. The former i s  i n  chnrge of a 

three-man work fo rce  which undertakes j a n i t o r i a l ,  maintenance and road r e p a i r  work, 

A s  an adjunct  t o  the last-named function, members of t h i s  work force,  a t  t he  request 

of homesteaders, haul  cinders  from a county-owned p i t  f o r  l e v e l l i n g  houselots ,  

Homesteaders a r e  charged two o r  two and one-half d o l l a r s  per load f o r  t h i s  service,  

depending on the s i z e  of t h e  t ruck .  

ECON%QQATIOPIS: (1) Daily time repor t s ,  s imi l a r  t o  those 
used on Molokai, shoving the  amount o f  time on each job, be 
i n s t i t u t e d  f o r  work force.  (2) Fees ch rged f o r  cinder- 
hauling be examined t o  determine i f  they cover c o s t s  t o  
Havaiian Homes Commission. 

DUTIES OF Col lec t ion  of t t e s e  haulin: f ees ,  a s  wel l  a s  of loan  i n s t a l l -  
SETTLEXEVT 
WORKER ments and znnual r e n t s  of homesteaders who do no t  choose t o  

make d i r e c t  remit tances t o  t h e  Iionolulu o f f i c e ,  i s  the  r e s p o n s i b i l i t y  of t h e  s e t t l e -  

ment worker. He a l s o  secures s i r n a t u r e s  of homesteaders on l e a s e s  and loan  con- 

t r a c t s ,  a s s i s t s  them i n  drawing up plans f o r  housinz cons t ruc t ion  and c e r t i f i e s  a s  

t o  t h e  s a t i s f a c t o r i n e s s  of the  construct ion i n  no t i fy ing  the  Honolulu o f f i c e  of i t s  

completion. !%en homesteadera o r  t h e i r  cont rac tors  a r e  permitted t o  make purchases 

of cons t ruc t ion  mater ia ls  on Hawaiian Homes Commission account--in order  t o  obta in  

8 ~ e f e r r e d  t o  a s  "he" i n  the  following pages, but  the  co r rec t  re ference  i s  
V.heyM. The se t t lement  worker s u f f e r s  from an a r t h r i t i c  condit ion   which occasion- 
a l l y  r equ i re s  h o s p i t a l  treatment,  Flhen the  se t t lement  worker i s  incapaci tated h i s  
wife, who i s  not  on the  F'1waiian Homes Commission payrol l ,  manages t h e  Xeaukaha 
ofnice .  This  arrangement, known t o  the  Honolulu o f f i ce ,  apparently is s u f f i c i e n t l y  
s a t i s f a c t o r y  t o  weven t  any breakdown i n  adminis t ra t ion  a t  the set t lement .  The 
survey team v i s i t e d  Hilo dur ing  the set t lement  worker 's rece?t  hosu i t a l i za t ion  and 
noted t h a t ,  through h i s  wife, he .,as undertaking d i r e c t i o n  of rout ine  administration 
of the  s e t t l e n e n t  a s  wel l  a s  some recrea t ion  progams. 



a sovernmental discount--the set t lement  worker s i z n s  t h e  purchase orders.  

Custody and forwarding of Hawaiian Homes Commission funds he c o l l e c t s  i s  a&. 

o therduty  of the se t t lement  worker. It was noted t h a t  adequate f a c i l i t i e s  f o r  

holding aoney vere no t  provided and t h a t  depos i t s  i n  the  Hawaiian Homes Cormission 

account i n  a Bilo bank were not  made each day; apparent ly  severa l  days may e lapse  

before funds were deposited. 

ECO@F"DhTIOEIS: (1 )  A small s t rong box o r  a s t o u t  desk with 
a drawer which can be s e c u r i l y  locked be provided f o r  the 
Keaukaha o f f i ce .  (2)  Receipts be deposi ted a t  the  Hilo bank 
da i ly .  

His d u t i e s  a s  l o c a l  construct ion advisor,  money-collector, caretaker  of the  

community h a l l ,  and general  adminis t ra tor  of t h e  Keaulcaha a rea  leave  only a few 

hours each day o r  n ight  f o r  t h e  set t lement  worker t o  ca r ry  out r ec rea t iona l ,  wel- 

f a r e ,  and r e l a t e d  community programs, such a s  beau t i f i ca t ion  o f  the  project ,  If 

t h e  Commission d e s i r e s  these  l a t t e r  funct ions  t o  be car r ied  out  with any degree of 

thoroughness, t he  se t t lement  b~orker must be rel i -ved of some of h i s  o ther  responsi- 

b i l i t i e s .  By experience and i n c l i n a t i o n  he seems t o  be b e t t e r  s u i t e d  f o r  group 

work and welfare a c t i v i t i e s  than f o r  rout ine  adminis t ra t ive  du t i e s .  

RECOl~hwFDiZTIOf?S: (1) A typis t -c lerk  be added t o  the s t a f f  a t  
Keaukaha t o  perform rout ine  o f f i c e  work under d i r e c t i o n  of 
se t t lement  worker, t o  be i n  charge of o fn ice  during h i s  absence. 
(2) The se t t lement  worker devote time released from adminis t ra t ive  
rou t ine  t o  welfare and recrea t ion  work i n  the Hawaiian Homes 
Commission set t lements .  (3 )  The se t t lement  worker continue t o  
a s s i s t  homesteaders with construct ion plans and t o  inspec t  
construct ion,  u n t i l  the  s t a f f  on Uawaii i s  expanded t o  include 
a p ro jec t  manager. 

Addition of a c lerk  on a full-time b a s i s  w i l l  make possible a cleanup of f i l e s  

and records i n  the  Beaukaha o f f i ce  and p e r n i t  report.; required by the Honolulu of408 

t o  be submitted r egu la r ly  and promptly. After an i n i t i a l  period of (say) s i x  months, 



the new position should be re-examined t o  determine i f  i t  requires a f u l l  40-hour 

week, or  i f ,  once the cleanup i s  accomplished, a part-time arrangement would be 

suf f ic ien t  t o  the needs of the off ice .  

? U W R Y  
SCHOOL 

The nursery school a t  Keaukaha, while housed i n  Kawananakoa 

community ha l l ,  i n  which the office of the settlement worker i s  

located, i s  not under h i s  supervision. An inst ructor  d i rec t s  the school and the 

one hundred children enrolled; she supervises two ass i s tan ts  and a kitchen helper 

who prepares lunches and a mid-morning snack for  the children. (The Hawaiian Homes 

Commission grants %75 per month t o  cover a portion of the food costs, the balance 

being paid by parents of the children, o r  contributed i n  kind by the teaching s taff  

or  persons i n  the c o m i t y . )  

The present administrative arrangement appears t o  be acceptable to  the p,.. @?son- 

n e l d i r e c t l y  concerned and has not resulted i n  any serious administrative problems. 

Except f o r  the occasional v i s i t s  of the executive of f icer ,  however, the nursery 

school receives no supervision: communication of i t s  functions is limited t o  

monthly reports of income and expenditures and t o  a brief statement of its enroll- 

ment and a c t i v i t i e s  prepared every two years for  inclusion i n  the "wailan Homes 

Commission report  t o  the leg is la ture .  No opportunity is  afforded f o r  planning or 

periodic consideration of i ts  needs by an administrative off icer .  

mCGfmNDATION: Administration of the Keaukaha nursery school 
he placed under the project manager for  Xawaii, when one i s  
appointed, the instructor-in-charge t o  be immediately respon- 
s ib l e  to  him. 

WAIXEA 
PXOJSCT 

A new settlement a t  Waimea (near ~amuela) was being established 

i n  the  l a s t  quarter of 1952. Activation of tha 'daimea project  
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w i l l  markedly expand Hawaiian Homes Commission a c t i v i t i e s  on I?a>waii and necessitate 

a larger loca l  s t a f f .  The experience of the Hawaiian Homes Commission on iio1okai 

points out the general needs of an administration encompassing agr icul tural  a s  well 

as houselot areas spread over extensive acreage, Like :iolokai, the Waimea project 

w i l l  involve catt le-raising.  Unlike the older settlement, however, homesteaders 

w i l l  be themselves act ively engaged i n  caring f o r  ca t t l e .  In  the i n i t i a l  stages of 

operation the c a t t l e  w i l l  be not the i r s ,  but stock of nearby ranches raised by the 

homesteaders under contract. Unlike Elolokai, an adequate water supply should pre- 

sent neither a physical or  administrative problem, since the project w i l l  be served 

by the county water system. (~xpansion of comunity pasture and i r r i ga t ion  programs 

beyond those presently contemplated, would, however, require some scheduling of 

water use, since it  i s  understood that  the system w i l l  not  he able t o  supply a l l  

potential  users a t  the same time.) 

Effective organization would appear to require a~pointment of a project manager 

to  d i rec t  a l l  Hawaiian Homes Commission settlements on Hawaii. He should be aided 

by a clerk-typist, t o  handle correspondence, f i l i ng ,  and other of f ice  routine. If 

t rac tors  or  other heavy automotive equipment are  purchased for  use on homesteads o r  

Harwaiian Homes Commission property, i t  may be necessary t o  employ one o r  %ore opem- 

tors  and mechanics t o  operate and maintain them. (The same consideration of relative 

costs of employing a mechanic or using commercial repair  shops, discussed for  Molo- 

kai, would apply here. ) 

Services of a s t a f f  member experienced i n  ca t t l e  management w i l l  be required 

i f  the Commission d i rec t s  the establishment a t  Waimea of a community pasture similar 

to  Molokai's, o r  i f  the homesteaders engage i n  ra i s ing  the i r  own ca t t l e  for  market. 

However, i f  the community pasture i s  only a stand-by one, t o  be used i n  time of 



drought, and a s  long a s  the  homesteaders under con t rac t  r a i s e  c a t t l e  owned by near- 

by ranches, t h i s  pos i t ion  may no t  be necessary. Indeed, while Vaimea homesteaders 

a r e  rece iv ing  i n s t r u c t i o n s  from t h e  owners of the  s tock  they a re  maturing, the  advice 

of an Hawaiian Homes Commission s t a f f  cattleman would be e i t h e r  r e p e t i t i o u s  o r  con- 

t r ad ic to ry .  The Commission may wel l  defer  f i l l i n g  t h i s  pos i t ion  u n t i l  the !&imea 

homesteaders a re  es tabl i shed a s  t r u l y  independent stockmen. The ex ten t  t o  which t h e  

se rv ices  of a g r i c u l t u r a l  extension agents  of t h e  Universi ty of Iiawaii may f i l l  t h i s  

need should a l s o  be taken i n t o  consideration. 

Of f i ces  f o r  the  p ro jec t  manager f o r  Hawaii would most advantageously be located 

a t  Waimea, where immediate problems of expansion a r e  centered,  The manager could, 

however, spend one o r  occas ional ly  two days each week a t  Keaukaha. 

RFCOMEPDATION: The p ro jec t  manager be responsible f o r  overseeing 
home construct ion and improvements i n  a l l  s e t t l e m n t s  of Hawaii. 

The se t t lement  worker a t  Keaukaha, supervised by the pro jec t  manager, would have 

a d d i t i o n a l  time f o r  r e c r e a t i o n  and  elfa are programs i f  r e l i eved  of h i s  d u t i e s  of 

advising on home cons t ruc t ion  and inspect ing  the improvements f o r  the  Hawaiian Homes 

Commission. The se t t lement  worker may well  continue, however, t o  serve  a s  c o l l e c t o r  

of amounts owed t o  the  Hawaiian Homes Commission and d i r e c t  beau t i f i ca t ion  programs 

a t  the  set t lement .  Direct  supervision of the  maintenance, road repa i r ,  and hauling 

work performed by the three-man general  labor  force  a t ,  lieaukaha can a l s o  remain h i s  

r e spons ib i l i t y .  As previously indica ted ,  c l o s e r  con t ro l  of these employees should 

be i n s t i t u t e d ,  and d a i l y  work records may be maintained by the se t t lement  worker. 

Work assignments, however, should be made by the  p ro jec t  manager during h i s  weekly 

v i s i t s  t o  the Hi lo  area.  (see Chart 4 f o r  an o u t l i n e  of the  suggested organization3 



VI FUTWE NEEDS OF THE H A W A I I A N  HOMES COMMISSION 

AREAS OF The Hawaiian Homes Commission has j u s t  entered a phase of ex- 
EXPUSION 

pansion i n  the  number of homesteaders i t  serves a s  well  a s  i n  

the  a rea  of i t s  operation. Yaimea, Hawaii i s  providing 48 ranch l o t s ,  28 farm l o t s ,  

and, i f  they a r e  a l l  claimed, w i l l  a l s o  provide 85  houselots.  Panaewa Forest  a t  

Hilo,  not  y e t  opened f o r  se t t lement ,  could i n  a b r i e f  period supply 387 house and 

subsistence farm l o t s ,  were funds avai lable .  Some th ree  hundred new houselots,  

approximately evenly divided between Kewalo, IJzimanalo and Nanakuli, can be made 

ava i l ab le  a t  Oahu set t lements .  Molokai, site o f  the  o l d e s t  and nos t  f u l l y  developed 

Hawaiian Homes Commission p ro jec t ,  could provide 40 more l o t s  u i t h  present  f a c i l i t i a q  

up t o  200 a d d i t i o n a l  houselots  and 300 r e s i d e n t i a l  l o t s ,  i f  i r r i g a t i o n  f a c i l i t i e s  

a r e  expanded. 'One hundred and eighty-seven houselots  and farm o r  pas to ra l  l o t s  a r e  

planned f o r  Kauai, thus f a r  without Hawaiian Homes Commission set t lements ,  when 

Hawaiian Homes Commission lands, now leased t o  p lanta t ions ,  become avai lable  during 

the next biennium. 

The pressure of a long wai t ing  l i s t  of app l i can t s  urges the  C o d s s i o n  t o  open 

a reas  a s  r ap id ly  a s  i t  can. A t  the  c lose  of 1952 more than 2,000 app l i ca t ions  f o r  

homesteads were a t  hand: 1,56L f o r  land on Oahu, 374 f o r  Hawaii, 121, f o r  IIolokai, 

and 2L f o r  land on Kauai. 

LARGXR A l l  of tkese  developments cannot take place i n  the near fu tu re ,  
ADIfSFISTM~IVE 
TASK however, s ince  the  r a t e  a t  which Hawaiian Homes Commission 

se t t lements  expand i s  l imi t ed  by funds, by the  provision of the  Zawaiian iicmes 

Commission Act forbidcling opening more than20,OOO ac res  t o  homsteaders  every f i v e  

years ,  and i n  some ins t ances  by a l imi ted  demand f o r  leaseholds.  Administrative 



d i f f i c u l t i e s  w i l l  a l s o  r e s t r i c t  t h e  growth of the  se t t lements ,  unless  the  Fitivaiian 

Homes Commission i s  e f f i c i e n t  ~lnd s u f f i c i e n t l y  f l e x i b l e  t o  undertake tbe  development 

of new a r e a s  without  throwing i t s  ex i s t ing  opera t ions  i n t o  confusion. 

Experience gained i n  Molokai suggests  t h e  b e s t  form of organiza t ion  f o r  Hawaii. 

Authority f o r  a l l  Hawaiian Homes Commission adminis t ra t ion  on the  i s l a n d  i s  centra- 

l i z e d  i n  a  p ro jec t  manager, who delegates  s p e c i f i c  jobs t o  h i s  s t a f f  members and who 

bears r e s p o n s i b i l i t y  f o r  a l l  funct ions  of the  pro jec t .  Kauai i s  opened t o  

set t lement ,  opera t ions  on Hawaii w i l l  f u rn i sh  a d d i t i o n a l  experience by which t o  judgs 

the  s i z e  of s t a f f  r e ~ u i r e d  f o r  the  p ro jec t .  A minirmun s t a f f  would probably cons i s t  

of the p ro jec t  manager, a  c lerk- typis t ,  and, i f  the set t lement  i s  an  a g r i c u l t u r a l  

a rea ,  an agronomist o r  c a t t l e  s p e c i a l i s t .  

STRONG Growth of the  set t lements  and t h e i r  extension t o  a r e a s  of Hawaii 
PROJECT 
AD\:INISTRATION and Kauai not  y e t  developed i n t e n s i f i e s  the need f o r  s t rong loca l  
;aEmED 

adminis t ra t ion  under t h e  general  d i r e c t i o n  of t h e  executive 

o f f i c e r .  Good adminis t ra t ion  of an expanding Hawaiian Homes Commission w i l l  increaa 

ingly  requi re  p a r t i c i p a t i o n  i n  budgeting and o ther  planning a t  the se t t lement  level .  

Were t h e  executive o f f i c e r  and h i s  a s s i s t a n t  t o  formulate a  budget without consulting 

t h e  p ro jec t  managers, they would ignore on-the-spot information they a r e  not  l i k e l y  

t o  possess i n  d e t a i l ;  were they t o  con t ro l  most l o c a l  exuenditures--for equipment, 

mater ia ls ,  etc.--from Honolulu, a s  i s  now attempted, in s t ead  of e s t a b l i s h i n g  a 

f a i r l y  de ta i l ed  budget f o r  each projec t  t o  be adirjnistgred by the  manager, they would 

undertake p ro jec t  adminis t ra t ion  by remote con t ro l ,  a  t a sk  which would leave  l i t t l e  

time f o r  ove ra l l  supervision of the  t e r r i t o r i a l  agency. 



STAFF 
ENGMEER 

The recommended addition of an engineer t o  the Eonolulu s t a f f  

would permit advance planning of Hawaiian Homes Commission 

projects, developments, and settlement buildinps, without d i s t r ac t i n s  the executive 

of f ice r  from the current needs of the agency. Such d i s t rac t ion  would seem i n e v i t a b  

a s  long a s  the executive o f f i ce r  a lso  serves a s  the Hawaiian Homes Commission 

engineer. 

As new areas of settlement become ready f o r  occupancy, the proposed s t a f f  en- 

gineer can take primary responsibi l i ty  for  advising homesteaders on construction 

plans, drawing up contracts, and inspecting construction. In t h i s  manner he may be 

able t o  reduce the work load of the a s s i s t an t  executive of f ice r  and of project  mana- 

gers i n  an area for  which t hc i r  a b i l i t i e s  a s  administrators may not qualify them t o  

render expert service. 

WHAT SERVICES Consideration of the  fur ther  r m t h  of the Hawaiian I!omes Com- 
SHAU THE 
COIWISSION mission underscores the  importance of the conclusion s ta ted a t  
UNDERTA~Q? 

beginning of t h i s  report: u n t i l  the Commission s t a t e s  fo r  it- 

se l f  and i ts  s t a f f  the purposes of the agency, present administration and future  

planning are handicapped. Pr ior i ty  i n  opening up new areas, the lessees  t o  be se- 

lected,  and tbe services t o  be performed ~t the  new settlements w i l l  depend on the 

determination of these goals. It x i i l l  require well-defined po l ic ies  e s  well as a 

capable s t a f f  t o  undertake successfully the contemplated profram of the Pawaiian 

Homes Comnission. 
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