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Staterrent of Authorization 

The Virginia Catmission on Human Resources Priorities was 

authorized by the 1974 Session of the C.eneral Assembly with passage 

of Senate Joint Resolution 88. Fluctuating policies at the 

Federal level and rapidly changing econanic conditions, nationally 

and within Virginia, delayed the cstablishrrent of the Catmission. 

Therefore, SJR 122 was adopted by the 1975 General Assembly 

authorizing the ccntinuance of the Conmission. 

The charge to the Catmission as set forth in SJR 88 is as 

follONS: 

Whereas, the welfare rolls of the Camonwealth have 
escalated during the past decade at a rate inconsistent 
with the prosperity and high level of errployrrent in 
Virginia; and 

Whereas, the cost of other social servic:es to a gro,,­
ing segrrent of Virginia's citizenry also has increased 
significantly; and 

Whereas, the programs of public welfare, public health, 
Jrental health and related social services cannot be treated 
independently of each other if Virginia is to respond 
efficiently and effectively to the true needs of her pecple; 
and 

Whereas, it is i.rrperative that Virginia define its 
goals in terms of priorities over the full range of 
hlmlal1 services which should be Jret fran public funds, 
taking into account the basic objectives of serving actual 
needs and encouraging the individual to rreet his CMn require­
rrents insofar as possible; and 

Whereas, the General Assembly and the Governor need 
reliable data and advice on whether the total of such assist­
ance can be reasonably borne fran the resources of the 
Camonwealth and to what extent federal participation is 
desirable or necessary; rDN, therefore, be it 

Resolved by the Senate, the House of Delegates concurring, 
That there is hereby created a Virginia carmission en Hunan 
Resources Priorities which shall consist of nine m:mbers to 
be awcinted by the Governor fran the State at large. The 
Chairman of the Catmi.ssion shall be designated by the Governor • 



The Camri.ssion shall make a carq::,rehensive survey of 
State and federal laws and regulations relating to public 
welfare and other social services provided or administered 
by the State or its political subdivjsions; review present 
rrethods of detennining eligibility for public assistance 
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and other social services and also the rrethod of distribu­
tion of such assistance by the federal, State and local 
govenments; establish and recamend priorities for the 
distribution of public assistance and other social services 
throughout Virginia; establish and recamend criteria and 
standards governing eligibility for, and distribution of, 
public assistance or other social services funded or admin­
istered by the State or its political subdivisions; and 
study the existing relationship between various State 
agencies administering public assistance and other social 
service programs in Virginia and similar or related agencies 
of the federal govenment and make recamendations to the 
General Asserrbly and to the Governor for detennining future 
relationships between such agencies. 

The IlEI!bers of the Camri.ssion shall be paid their neces­
sary expenses incurred in the perfonnance of their duties 
but shall receive no other carpensation. The Camri.ssion 
may errploy a director and such professional, technical, 
legal or financial counsel as may be necessary to carplete 
its study, including secretarial, clerical or other 
assistance. 

The Camri.ssion may accept and expend gifts, grants, and 
donations fran any or all sources or persons for the purpose 
of carrying out its study, including such appropriations as 
may be made to it by law. 

All agencies of the State and the governing bodies and 
agencies of all political subdivisions of the State shall 
cooperate with and assist the Conrnission in its study. 

The Comnission shall make a progress report to the 
Governor and the General Assembly by January one, nineteen 
hundred seventy-five, and a final report and recc:rmEI1dations 
not later than November fifteen, nineteen hundred seventy­
five. 
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Camentary 

A careful analysis of SJR 88 has convinced the Camlission that 

limitations of staff, funding, and legal counsel would make it impossible 

to acccrrplish within the alotted tine, the total objective anbraced 

in the resolution as explained be!=: 

1. "The Camlission shall make a ccrrprehensi ve survey of State

and federal laws and regulations relating to public -!fare and other 

social services provided or administered by the State or its political 

subdivisions." 

The Camlission believes that the ccrrplexity of federal 

and State laws and regulations is such that a separate study is needed, 

limited to this subject. 

2. "The Ccmnission shall review present I!Ethods of determining

eligibility for public assistance and other social services." 

Because of the limitations mantioned above, - � 

unable to make such a review. HG/ever, the Virginia Advisory Legislative 

Council (VAJ..C.) studies of Public Welfare programs has addressed the 

detennination of eligibility for public assistance. 

3. " • . •  and also the I!Ethod of distribution of such assistance

by the federal, state and local governmants." 

The distribution of public assistance is also within the 

purview of the VAJ..C. study. 

4. "Establish and recamend criteria and standards governing

eligibility for, and distribution of, public assistance or other social 

services funded or administered by the State or its political subdivisions." 

This subject was dealt with in the VAJ..C. study already mantioned. 
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5. and study the existing relationship between various

State agencies administering public assistance and other social service 

programs in Virginia and similar or related agencies of the federal 

governrrent. • • II 

The ccmnission did study the existing relationship bebv'een 

various State agencies, but not their relationships to similar or related 

agencies of the Federal goverrment because of the limitations noted above. 
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Introduction 

The Ccmnission on Human Resources Priorities was appointed in April, 

1975, and met for the first t.irre the following ronth. We have net u.enty-one 

tirres, and held hearings in Norfolk, Roanoke, Richnond, and Falls Church. 

Every local governing bcdy in the Camonwealth was sent infonnation about the 

Ccmnission' s charge. Numerous public and voluntary agencies were solicited for 

their caments. A toll-free line, well publicized through newspapers, 'IV, and 

radio stations and the Title XX hearings, was established to encourage citizens 

to assist the Ccmnission in its deliberations. 

The Ccmnissioners of Health, Welfare, Mental Health and Mental Retardation, 

and Vocational Rehabilitation appeared before the Ccmnission, as did the staff 

and/or menbers of various State bodies, such as the Ccmnission for the Visually 

Handicapped, Council for the Deaf, Office on Aging, Crnrnission Children and 

Youth, Developrental Disabilities Council, and the Council on Drug Abuse Control. 

Due to the lunitations of tirre and funds, we were able to engage in only 

lunited original research, and necessarily relied heavily on previous reports 

prepared by Task Forces and Ccmnissions. We have oollected nearly two hundred 

pieces of infonnation fran Human Affairs agencies and fran other sources. 

Ccmnission members interviewed agency Directors in their own areas and visited 

an Integrated Services Project. Our staff studied the Human Affairs agencies in 

considerable depth. 

We wish to express our appreciation to the Secretary of Human Resources, 

Mr. otis L. Brown, for his assistance. 

The Ccmnissioners of the various Human Resources agencies were generous in 

their cooperation. We thank all th::>se who either appeared before the Crnrnission 

or sent statements. 
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Significant Findings 

In considering its reccnnendations, the Ccnrnission took into account 

the folla.ving relevant findings. 

1. Programs in HU!l0Il Resources use approximately 25% of the State

Budget, employ aoout 25,000 persons and serve 1 and 1/2 million citizens 

each year. 

2 . There are approximately 40 Boards and Ccnrnissions determining 

policy and setting priorities. 

3. In 1974-75, $196,000,000 was spent on .Medicaid. This served only

8% of the population, although 30% of Virginia's population is eligible. The 

difference is due to a "-welfare link" required for participation. 

4. A data retrieval system for the Welfare Departnent has been funded but

has not been fully implerrented. 

5. A $5 million plan exists to callbine the resources of Mental Health and

Mental Retardation, Health and &lucation to handle handicapping conditions, but 

the plan has not been funded. 

6. Team screening (bet-ween Health and Mental Health) of children has

been ID311dated but no funds appropriated. There are 68,000 children born in 

Virginia each year. 

7. There are insufficient carrnunity rrental health programs for the young

and the elderly. Eighty-seven percent of the budget of the Departnent of Mental 

Health and Mental Retardation is spent on institutional costs - 87% of $225,000,000 

or $195,750,000. 

8. Sixty percent of the budget of Aid to the Visually Handicapped is

supplied by the Federal GovernI!EI1t. 
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9. It has been estinated that 300 group hares and 50-60 halfway houses

are needed by the Departrrent of Mental Health and I>Ental Retardation. 

10. There is a little flexibility in local Welfare programs because of

federal and State regulations. 

11. Under Title XX, about 45 needed services were identified. Hc:Mever,

the Ccmnission has been unable to find on what data these "needs" were based. 

12. There does rot seem to be any cross-information fran Health and

Welfare to the Council on Developrental Disabilities, Office of the Aging and 

Council for the Deaf. Neither do the last 3 rrentioned seem to have figures on 

need. A lack of definitions of operational responsibility exists. 

13. All but $4 million of $23 million for Vocational Rehabilitation

(1974-75) is federal rroney. 

14. Apparent increases in the rolls of those dependent on Human Resources

agencies is due primarily to rrore "outreach" efforts rather than to an increase 

in new programs. 

15. The Carmi.ssioners of the various Human Resources departrrents are

in agreenent that the programs of their departrrents could rot be carried out 

without federal funding. 

16. There is ro way, at present, for determining the total arro1.mt of

federal funding caning into the State, going to local jurisdictions, and 

to the various non-governrcental agencies. 
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Reccmrendations of the Crnmission 

1. Fran the study of the Catmission it is apparent that the

authority of the Secretary of Human Resources needs to be substantially 

strengthened. This would be necessary: 

- to prorrote efficiency, effectiveness and economy in state agency
procedures and practices,

- to insure cooperation, camrunication, and good relationships
arrong agencies,

- to eliminate any type of empire building,

- to eliminate overlapping,

- to reduce "red tape,"

- to reduce the number of fonn.s,

to ascertain the source of funding of the various services, anc

- to further enable the Secretary to approve projects.

All of which would result in an increase in employee utilization and a derc_:-c:,dse 

in administrative cost. 

The carmi.ssion is aware of the Governor's Executive Order #37 dated 

July 9, 1976 which delegates additional �rs to the Secretary of Hurrian 

Resources. Additional legislation rriay be necessary. 

2. Integration of Human Resources programs should be started on

the local level, with integration of staff and flexibility of funding. 

3. All so-called "regions" should be based on the Planning Districts

in acoordance with Executive Order #15 dated January 17, 1972. The great 

variety of regions is wasteful of staff and funds. 



4. Local, integrated services should have a locally appointed

advisory board, representative of the camrunity and of those served by the 

various Human Resources services. The Northern Virginia Planning District 

camri.ssion, in a presentation made at a public hearing of this camri.ssion, 

said:"The current irethod of assessing need only by surveying the opinions 

of professionals in the field is grossly inadequate. The irethod should be 

expanded to include a rigorous analysis of client based data." 
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5. Jlk>re flexibility should be granted localities in the expendi­

ture of Welfare funds. A percentage of the total allocated a local jurisdic­

tion should be set aside to be used when necessary as a discretionary fund 

to help those who "fall through the cracks." 

6. Consideration be given to inplerrentation with proper safeguards

of the Aid to Families of Dependent Children program (AFDC) rather than 

the Aid to Dependent Children program (ADC) currently being administered by 

the State. Aid to Dependent Children (ADC) �ds to encourage the breakup 

of families. 

7. The purpose of any new program in the field of Human Resources

rrrust be defined before funding is requested. Further, any regulations to 

inplerrent such program should be subject to review by the Secretary of Human 

Resources before going into effect. 

8. No new program, whatever its purpose, should be funded until it

is detennined by the Secretary of Human Resources that such program is not 

needlessly duplicative of one in another depart:nent. 

9. A review of the folJTIS used by Human Resources departnents should

be undertaken forthwith. How many tiires is each used? Why? How many different 

fonn.s are used for eligibility? Why? How many different folJTIS are used for 

physical exams? Why? 
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10. The State should strongly encourage refo:rm by the Federal

govermrent and those federal agencies responsible for the administration 

of the Foodstarrp program, in order to: insure that higher incare families 

do not use food starrps; simplify eligibility requirerrents to reduce error 

and misrepresentation; and reduce the use of food starrps by students, strikers, 

and the voluntarily unemployed. The original purpose of the Foodstarrp program 

was to help the very poor obtain an adequate diet. The program DCM serves, 

instead, as a kind of incare sui;:port for others who are not truly in need. 

11. The Canmission fully agrees with SJR 122 that " . the 

General Assembly and the Governor need reliable data . • • ". The Cc:mnission 

urges irmediate expansion of the data retrieval system for the use of all 

HU!ll3Il Resources agencies. 

12. The Carmission recognizes the llllp)rtance of Welfare refo:rm

and encourages its continued study by the Virginia Advisory Legislative 

Council (VALC) • 

13. A fee, hc:Mever small, should be charged for tax-supported

services, based on incare. Paying for services adds dignity to the user. 

This system has been in use for many years in the Mental Health Centers, with 

fees as la.v as $.25, on the theory that sorrething obtained for nothing is 

often worth just what it costs the receiver. 

The Carrni.ssion emphasizes that the above recamE11dations do not require 

significant appropriations. What they do require is a restructuring of 

the responsibility of the Office of the Secretary of HU!ll3Il Resources and a 

cooi:;erative relationship arrong the departrrents, carmissions and boards under 

that Office for the benefit of the citizens of the Carrronwealth. 

The Cc:mnission is not forecasting any reduction in the cost of social 

services, but implerrentation of the philosophy expressed in this re[X)rt should 

result in a deceleration of cost increases. It looks for a higher i:;ercentage of 

each social service dollar to be used for service and less for administration.
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Priorities 

The Ccrrrnission does not believe that the crnrronw<?alth can go back 

and start over again. In other 11,0rds, we must start fran where we arc. 

We do not think that a service to a handicafp:>d child can take priority 

over the care of the elderly, abandoned, or ill. Nor can the converse be 

the case. We believe that: 

1. The Camonwealth has a responsibility to care for those who, by

reason of infinnity, disability, or handicawing conditions, cannot care for 

themselves. 

2. The Camonwealth's responsibility is seo::mdary and supplerentary

to the responsibility of the family rranbers to care for each other. 

3. The Camonwealth should make greater use of alternative delivery

systems, particularly camrunity based facilities, to provide human resource 

services to its citizens. 

4. The priority, the focus of all programs in Virginia, should

be Prevention. Starting now, services should be realigned so that the pre­

vention of disabling conditions is the aim of every Human Resources agency. 

For exanple, but not lirr�ted to: 

Education in nutrition, "parenting", good pre­
natal care to assist in the preventior. of the 
causes of birth defects. 

Day care for children whose rrothers receive Aid to 
Dependent Children (AOC) payments. 

H�based health care for the elderly. 

Transportation to needed preventative services. 

Close cooperation arrong schools, mental health 
centers, and juvenile centers to assist in the 
prevention of mental illness. 



Plarming, with the clients of Welfare, for a 
p::>si ti ve program airred at self-sufficiency. 
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"Day care" and hare s�'rvices for the elderly to enable 
them to stay with their families. 



COMMISSION STUDIES 
---------- -------

Page 16 



Page 17 

Pre-natal and Nee-natal Care 

The period of development that precedes and imrediately follows 

birth is a critical one in the life of a child. The child's vulnerability to 

developmental problar.s is such that good health care and nutrition is essential. 

Pre-natal and nee-natal care, with appropriate treat:m:?nt at this critical tirre, 

can,prevent long-term dependency and instit�tionalization. 

The report of the Ccmn.ittee to Study Preventable causes of Mental 

Retardation noted Departm2nt of Health, Education and Welfare studies indicat­

ing that 60% of the chronically disabled between 18 and 65 years of age who 

receive welfare subsistence and Medicaid are disabled by conditions prevent­

able in childhood. The ccmnittee calculated that the cost to Virginia tax­

payers as a result of lack of child health services arrounted to $69,380,200 

per year, not including loss of earnings. 

The W>J.J::. study of "Needs of Young Children" calls attention to 

Ill3IlY of the p=blerr.s affecting youth and adults which could have been prevented. 

And many of these p=blems result not only in humar. tragedies, but in non­

productive citizens and anti-social and destructive persons as well. 
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Aid to Dependent Children 

Virginia should review its policy on Aid to Dependent Children 

(ADC) in an effort to establish financial assistance to dependent children 

and their families which does not re:Jlli.re that one parent - usually the 

father - be absent fran the hare before the children are eligible for 

assistance. 

The Chainnan and Vice-Chainnan of the VA!£ Public Welfare Study 

Ccmnittee, in testim:>ny before this Ccmnission, voiced concern for our financial 

aid system which facilitates the deterioration of the family structure. The 

Secretary of Ht.man Resources also SUJ:F)rted efforts which would enhance the 

stability of the family unit. 

The short-sightedness of our ADC policy encourages the breakdown 

of the family structure. We can't reasonably expect a parent who attenpts 

to �et the basic needs of his family, and is unable to do so, to remain 

with his family when he knows his absence will allow the family to get welfare 

support. 

When a parent leaves or abandons the family in order to secure ADC 

benefits, the parent should be located and be re:Jlli.red to provide support for 

the family. The Camri.ssion carmends the State's efforts in support enforce­

�t and believes the program should be strengthened across the State. 

Family assistance should encourage stability and provide support 

for the family when it is unable to provide for itself. 
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Day Care for Children 

The present types of day care programs operating in Virginia 

take three fol'.lllS: 

1. Day Care Center - structured programs for 12 or rrore

children, subgrouped on the basis of age and special need, with staff ratio 

as required by the Departnent of Welfare regulations. 

2. Group Day Care Hare - family-like care, usually to school

age children in a family residence, with staff ratio as required by the 

Department of Welfare regulations. 

3. Family Day Care Hare - private hare, neighborhood based,

fewer than four children. 

The Camri.ssion recognizes that each type of day care affords certain 

advantages to the family in need of this service. Rd.ever, the need for day 

care far outweighs the availability of services. In 1971, the Virginia 

Camri.ssion on the Status of Waren reported there were approximately 125,000 

children under 5 years of age whose rrothers were in the labor force. As df 

March 1975, there were 32,500 spaces for children in licensed child care centers 

and hares, with an tmknown mnnber of spaces in private harres. With an increasing 

number of warren with young children entering the labor market and the rrothers 

who must already work to support their families, a need for additional day 

care spaces is indicated. 

Establishm2nt of additional day care facilities, whether privately 

or publicly operated, would allow additional numbers of rrothers with limited 

skills and limited education to engage in work-training programs and at the 

sane time secure a setting for the educational and social adjustment of their 

children. Although the family is recognized as the basic unit in fostering 
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the development of young children, society has bec:cme so curplex and the 

danands so great that specialized services for children have increased. 

In low inc:cme families and AI:x:: families the rrental stress of 

economic depression often overrides the fumily's ability und desire or 

willingness to provide the social and educational stimulus critical to the 

child's developrn2!1t. While the State does not want to over-regulate the 

day care field to the extent that costs will rise beyond the public's ability 

or willingness to pay, the State does have the responsibility to avoid serious 

abuse and neglect of children by requiring certain standards through licensing 

and supervision. 

The State would be better served to divert a larger portion of 

its resources to structured day care programs with well-trained, knowledgeable 

staffs, and proper equiµrent, rather than sustaining marginally adequate day 

care facilities. With day care in such critical need, funds should not be 

wasted on substandard programs. 
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Transportation 

The State should make provisions for transportation as an 

integral part of human resource programs and should facilitate the 

integration of transportation services at the local level. 

It is not enough that the State offer services to its citizens. 

Many individuals will never be able to utilize services unless sare type 

of transportation is available to than. 

Many client groups have critical transportation r�I:'E!rents. Disabled 

individuals often cannot make use of public facilities and may not be 

able to pay for specially adapted personal vehicles. Steps should be 

taken to open up nore transportation for the handicapped. Similarly, 

the elderly are limited in their utilization of public transportation. 

Many live in rural areas, where public transportation is inadequate. 

Others are physically restricted. Innobility quickly beccmas a handicap 

and a cause of isolation for the elderly. As the Ccmni.ssion on the 

Needs of Elderly Virginians noted in its 1974 report: "r-bbility helps 

to keep the elderly fran looking to oostly institutions to rreet their 

needs." The State should recognize that there is cxmsiderable demand for 

transportation for the elderly, and for other service groups, as -well. 

Recent legislation has permitted the use of school buses to rreet 

the demand for special transportation needs. Other vehicles are needed, 

as -well, which can transport smaller numbers of passengers nore 

econanically. Because there is such a pressing need for transportation, 

every alternative should be explored. 

The demand for transportation services enCO!ll)asses a variety of 

client groups: elderly, children, handicapped, rrentally and arotionally 

disabled, and others; the numbers are large and the individuals diverse. 
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All have in comron a need for transi:ortation services. l-bre often than 

not, transi:ortation is provided by separate agencies, each i:ossessing 

vehicles which are operated independently. Integration of services 

should be arranged to save costs and to J:X)Ol equipnent and resources. 

Integration of tranSJ:X)rtation services is an innovation that has 

been suggested for many years. Only recently has this State been able 

to obtain saie practical experience. Senate Bill 517 (1974) made 

provisions for several experinental programs, one of which led to the 

establishnent of the Unified Human Services Transi:ortation System, 

Incori:orated. 'lwenty-five public and private agencies in the City of 

Roanoke J:X)Oled their funds, resources, and vehicles for the project. 

Results, though stated tentatively, are i:ositive. Cost savings have 

resulted, as well as a clear decrease in the unit cost of tranSJ:X)rting 

clients. The service has irrproved and is being delivered nore efficiently. 

The experience of this project clearly supports the concept of transi:ortation 

service integration. 



Day Care for the Elderly 

A strong case can be made for day care for the elderly. Too often, 

the elderly requiring "minimum" care are faced with insufficient alterna­

tives to avoid having to enter "maximum" care institutions. The State, 

which pays for elderly care through Medicaid, often pays far rrore than 

is necessary. 
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Other reasons for day care have been suggested. Because the individual 

remains in his own camrunity to receive day care, his life is not disrupted 

by the new, and unfamiliar, envirornrent of a nursing hccre. Day care can 

reach rrore individuals in need than can institutions. Arrl day care can 

prevent early senility sinply by providing a stimulus. More elderly 

could remain with their families and still receive limited assistance 

and the follawship of their peers. In order to utilize existing institu­

tional facilities, saie groups have suggested placing day care facilities 

in nursing hccres. These and other alternatives to nursing hccres should 

be explored in order to find the rrost appropriate setting for day care. 
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Hare Health Care and Hare Services 

A great demand for hare health care for the elderly exists in Virginia. 

Services currently being offered through local health departrrEnts are not 

rreeting the large demand for services. Many of the elderly do not rcquin! the 

around-the-clock care of a nursing hare. It is an unnecessary expense and an 

inappropriate fonn of treatrrent for the elderly to receive ma.xirrn.nn care away 

from the hare when a rrore appropriate level of services can be provided in 

their CMn carrnunities. 

Old age is a t:i.Ire of declining health for mmy individuals. Increased 

arrounts of rroney must be put into maintaining good health and finances can 

quickly be depleted by demands of rredical attention. In the case of mmy 

illnesses that befall the elderly, a particular type of care is needed. The 

patient is not in need of acute rredical care; rather, he needs limited supervision, 

household assistance, and therapy. The hare is often the best setting for 

treatment of illnesses. Patients can be cared for without incurring the cost 

of full services in a hospital or a nursing hare. The person is in a familiar 

envirorurent which allCMs him to recover rrore cunfortably and securely. 

In addition to hare health care, a need exists for a wide range of 

hare services that include: Haremaker services, consisting of personal care, 

hare mmagerrent, household maintenance, and personal hygiene; Chore services, 

consisting of essential shopping, sirrple household and hare repair, and other 

light tasks; Shopping assistance; Haie repair and maintenance, oonsisting of 

outside housing maintenance and yard work; and Reassurance services, oonsisting 

of any type of regular carrnunication with individuals who are tercporarily or 

permmently isolated. Performmce of, and instruction in such tasks would 

augrrent the elderly's ability to maintain themselves. 
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Review All Federal Funding 

A central clearing house needs to be established so that funds 

for human service delivery that corre into the State nre tabulated at 

a central location, preferably at the Secretarial level. This rronitor­

ing mechanism -would allo.v the State to better control its fiscal condi­

tion and allow for rrore accurate program pl.:mning and evaluation. 

The present systE!ll of review of Federal funds rrakes it difficult 

for the State to determine, at any one tirre, where and in what quanti­

ties rroney is being spent. Information that gives total dollar anounts 

spent on a particular concern by all State agencies is not available. 

The State's inability to determine Federal spending within its 

borders stymies efforts to reduce spending because decisions must be 

made with inccrnplete financial information. 
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Data Collection 

The CatllOll\>'ealth lacks a meaningful system for the collect.ion and 

ar,plication of needs data for statewide planning. Jlobst of the hunan affairs 

agencies caipile data on needs which represent services being delivered, 

while others project needs data based on statistical interpretation of 

prevalence and incidence in the client �ation. All too frequently, the 

planning and provision of a hunan resource service has been based 11Die on 

the availability of given resources, rather than on identified needs, 

'llle State should make provisions for the develq:ment of planning and 

technical expertise at the State level. In order to respood to the demands 

of federal financial participation and effective State and local service, 

capabilities should be developed for the aigoing assessnent of needs, 

JTDnitoring of programs and evaluation of results, 

It was brought to the attention of the carmissioo in its public hearings, 

by ITE!llbers of the legislature, professionals, and state agency adninistrators, 

that the ability of the State to adequately plan for services is greatly lacking. 

Massive papen;ork, financial resource wastage, and inadequate services are 

often the result. 

'lhis carmissioo is coooerned with the level of expertise and !q)his­

tication denonstrated in the planning process for Title XX of the Social 

Security .Act, and other programs requiring caiprehensive planning. The 

State and the localities found themselves wit.rout the ability to generate 

infonnation oo the nuntier and types of services needed, alternative services 

offered by private or voluntary agencies, as well as data oo the size of 

client �tioos. The absence of this infonnaticm and an inadequate 

knowledge about the matching fonrula process prevented the localities and 

the State f:can maxi.mi.zing the service oollar. 
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Cornnunication and Coordination 

Virginia should develop and adhere to a policy which ensures 

coordination, carrnunication, and a reduction of "red tape" at the State 

level in all programs providing human resource services. 

The provision of human resource services in recent years has required 

that agencies responsible for the provision of such services Irust ccmmmicate 

with one another, must be responsive, sensitive, and knowledgeable of the 

client group and of the services delivered cooprehensively. 

Experience has shown that there are few individuals whose service 

needs can be ITEt within a single service subsystem. Individuals within 

vulnerable categories often require canplex combinations of services to 

assure that their highest potential for functioning independently is achieved. 

All too often, however, patterns of service delivery put into effect by one 

agency are counter-productive to the goals of another and have devastating 

irrpact on the individual being served. The identification and effective 

provision of the optirm:an cambination of services for an individual require 

closer and stronger relationships arrong service agencies, public and private. 

National legislation such as Title XX, the latest arrEndment to the 

Social Se=ity Act, and the National Health Planning and Resources Develop­

ll'ent Act of 1974, as well as funding changes such as revenue sharing and 

block grant funding require that agencies in the field of human resources 

coordinate and camrunicate to get services delivered. 
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In the VA!£ Public Welfare Report, several major concerns noted 

are the lack of ccmnunication between service provider agencies, turf 

protection at the risk of providing nothing to clients, 611pire building, 

and guarding agency secrets. 

If situations such as these exist at the State level, i,.e can ex­

pect to see little rrore than mirror images at the local level, or at best 

i,.e may see frustrated human resource professionals attenpting to deliver 

all services to clients on a one-to-one basis, which certainly is not 

m::>netarily effective or practical when CX>Ordination and carrnunication 

will rerredy the problem. 

Coordination must be looked at for what it is not: it is not 

neutral. It requires a course of deliberate action. Inconsistencies 

in programs cannot be allo.ved to occur due to ignorance of other programs. 

The State should also explore alternatives which encourage and 

provide a climate for coordination and comnunication with the localities. 

Alternatives which give primary administrative responsibility to the 

State when localities prefer not to have it, state/local CX>Operative 

agreem2nts where there exists a mutual sharing of major and minor responsi­

bilities, and locally directed programs providing greater local autonany 

should be considered. 
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Alternate Systems of Service Delivery 

An essential re=ring th6re fran human resources professionals and 

studies conducted by the General Assembly is the need for alternative 

delivery systems, particularly camrunity-based service facilities. 

Camrunity life styles, as well as the culture of the client group, have 

major inplications on the effectiveness of service delivery, and they 

demand consideration in the planning of service delivery systems. Services 

which reflect the neighborhood and its residents have the potential for 

discouraging alienation, and for stopping the service delivery treadmill. 

Camrunity-based facilities will allow the individual seeking help 

to discuss his proolem in familiar surroundings with professionals -who 

understand the ccmrunity life style. The need is identified, the service 

provided close at hand geographically, responsively, and speedily. Camrunity­

based facilities have accessibility and responsiveness that l!Dre centralized 

services cannot provide. 

In recent years the thrust of gOvP:rnrrent has been away fran centraliza­

tion. Errphasis is on the neighborhood as the focus of integrated social 

service systems. In Virginia, our efforts in deinstitutionalization, carmunity 

health systems, and experiments in service integration foster decentraliza­

tion in service delivery and provide the neans for local initiati·.re and 

autonany. 

Lcx::al service providers have resisted classification of those in need 

in their service delivery systems. Categorization of clients can result 

in excessive specialization, leaving too many individuals to fall between 

the cracks, aggravating the problem and creating new ones. 
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Ult.i.m3.tely Virginia is to be judged at the local level, for it is 

here at the end of our delivery conduits, that Virginia's citizens judge 

the effectiveness of gove:rnnent. The local offices are the rrost visible 

i.nst.nnrents of goveITlllEilt, and the ones that bear the largest responsibility 

in the delivery of human services. 



The task assigned the Co111T1ission was formidable. We are grateful 

for the confidence shown in us by our appointment and for the oppor­

tunity to serve our fellow Virginians. 
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Appended to this Report are: 

1. A breakdown of the State budget as it refers to Hunian
Resource Services.

2. A list of recent studies and reports in the field of
Hunian Resources.

3. A position paper by the State Division of Plarming and
Camnmity Affairs on integrated services.

4. A section of the report by the Governor's Managenent
Study Ccmnission that pertained to Hunian Resources.

5. Former Governor Holton's Executive Order, relating to
Planning Districts and organization of Hunian Resources
regions.

P<1q(' !2 

6. Governor Godwin's Executive Order, relating to the Authority
and Responsibility of the Secretary of Hunian Resources.
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ADDENDUM I 

BUDGET-HUMAN RESOURCES 



1976-1978 STJ\TE l\PPROPRIATICNS 

(Chapter 799) 

STATE BUIXFI' 

'IDTAL 

GENERAL FUND 
SPECIAL Fl.ND 

SPECIAL FUND* 

Transportation 
Higher F.d.ucation 
ABC 

Sub-Total 
Other Special Funds 

Misc. 
Capi t.ol outlay 

Total 

Available for Services 
Health & Welfare 
all other services 

$7,628,615,665 

$3,721,855,780 
3,906,759,885 

$3,906,760,000 

1,210,717,000 
680,877,000 
355,202,000 

2,246,796,000 
1,659,964,000 

22,000,000 
176,685,000 
198,685,000 

1,461,279,000 
885,243,000 
576,036,000 

* Special Funds are available only for categorical programs.

HEAL'lli & WELFARE 

Special Fund 

Federal Funds 

Other special fund 

$ 885,243,000 

714,207,000 

$ 171,036,000 
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(100.0';,) 

( 48.8";) 
( 51.2%) 

(100.0°,) 

( 32. 7°) 
( 18. 4�;) 
( 9. 6° ) 
( 60. 7%) 
( 39. 3'1,)

$1,659,964,000 
-198,685,000

1,461,279,000 

(100.0%) 
( 60.5%) 
( 39. 5%) 

(100.0%) 

79.6%) 

( 20.4%) 



HEALTH & WELFARE 

,,,eneral Fund % 

Mental Health 174,708,000 4.8 

Health 86,968,000 2.4 

Medicaid 228,848,000 6.3 

Welfare 201,626,000 5.5 

Voe. lehab. 9,100,000 0.2 

$701,250,000 19.2% 
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Special Fund 

119,135,000 

71,634,000 

308,672,000 

314,522,000 

71,280,000 

$885,243,000 

% 

3.2 

1.9 

8.3 

8.5 

1.9 

23.8% 

'IUI'AL $1,586,494,000 ( 20. 0% of Total Budget) 

Special Flmd - Federal 

Aging 
Devel.oplental Disabilities 
� .Abuse cattml 
Health 
Mental Health 
Voe. lehab. 
Welfare 
Visually Handicapped 
Rehab. Center 

*Enployment camdssion

*Effective 7/1/76

$10,766,000 
1,445,000 

4,852,000 
333,479,000 

52,953,000 
302,345,000 

7,204,000 
1,163,000 

$714,207,000 
89,009,405 

$803,216,405 



RELATED LEGISLATIVE STUDIES 
------- ----------- -------
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1970 

Senate Document 10 
Affiliated lo£di.cal Scoool Program to Increase Health Manpower 

House Doc\.Jnent 26 
Services Provided Drotionally Disturbed Children 

1972 

Senate Doc\.Jnent 4 
VAf.£ Report on the Needs of the HandicafP;!d 

Senate Document 7 
Social Work Services Stooy Camri.ttee 

Senate Document 14 
Cost of Mninistration of Health care Services 

House Document 4 
Status of Wcrren 

House Document 23 
Camu.ssion on Narcotic and Drug Laws 

1973 

Senate Document 2 
Medical Facilities Sttrly Cannission 

Senate Docl.lrent 5 
Scoool Division Criteria Sttrly Camri.ssion 

1974 

Senate Docullent 21 
Costs and Administration of Health care Services 

Senate Docullent 23 
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Report of the Depart:rrent of Welfare on a sttrly of Laws Relating 
to the Support of Children by Their Parents 

Senate Docl.lrent 26 
VAf.£ Report on the Treatrrent of Alcoholism 

House Document 4 
Status of Wcrren 

House Document 9 
Report of Depart:rrent of Welfare on Treatrrent of Drug Addicts 

House Document 16 
Report on Services to Youthful Offenders 

House Document 25 
VAf.£ Report on 1'tmtal Retardation Care 

House Document 34 
VAf.£ Report·on Public Welfare Systems 

House Document 36 
Needs of Elderly Virginians 



1975 

Senate Docurrent 4 
Report of the Office of Housing 

Senate Docurrent 16 
Public Welfare Programs 

Senate Docurrent 20 
Drug Abuse Programs 

Senate Docurrent 22 
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Report of the Camri.ssion to Study the Costs and Administration 
of Health Care Services 

Senate Docurrent 26 
Services to Youthful Offenders 

House Docurrent 8 
Essential Nursing Services for Virginia's Public Schools 

House Docurrent 19 
Report of the Ccrrmission on the Needs of Elderly Virginians 

House Dcx::\.llent 30 
Needs of Young Children 

1976 

Senate Docurrent 6 
Report of the Camu.ttee to Study the Education of Handicapped 
Children in Facilities of the Depart:rrent of Mental Health and 
Mental Retardation and the Virginia School for the Deaf and 
Blind at Staunton 

Senate Docurrent 8 
Report of the Depart:rrent of Welfare - Cost of Operations of 
Hanes for Adults 

Senate Docurrent 10 
Report of the Departrcent of Welfare - Develq:xrent of a State­
wide Social Services Plan for the Aging 

Senate Docurrent 11 
Report on the Feasibility Study Conducted by Consultants 
Enployed by the Departrcent of Welfare 

Senate Docurrent 19 
Services to Youthful Offenders 

House Docurrent 4 
Status of Waren - Third Report of the Virginia Ccrrmission on 
the Stat us of WrnEn 

House Docurrent 6 
Farru.ly Planning Services 

House Docurrent 11 
Report of the Departrcent of Welfare - General Relief 

House Docurrent 15 
Report of the Ccrrmittee to Study Preventable causes of 
Mental Retardation 

House Docurrent 24 
Needs of Young Children 

House Docl.lrent 32 
Needs of Elderly Virginians 

Addendum: 
1970 - Report of the Camu.ssion on Mental, Indigent and Geriatric Patients 
1972 - Report of the Ccrrmission on l'Eltal, Indigent and Geriatric Patients 
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ADDENDUM III 

A CASE STUDY 



A CuSL' Study 
Virginic1: Ex.:irrple of d "Ccordinative M:xlel" 

For Human Services i\dministrc1tion 

Significunt changes hc1vc' occurred in the Virginia 
hl.lllan services systo.m in the past five years. These 
changes, and those still to corrc, hc1vo been evolutionary 
in nature rather thun the outccrrc of a single reorganiza­
tion act. To fully understand their inp)rt, the currently 
existing system must be viewed in the =ntcxt of total 
state gove�t changes. 

The managenent of chungc is illl lJllJOrtant =nsidera­
tion for public adrninistrators at c1ll levels of govern­
rrent. The Camonwealth's response to the pressures for 
inproverent in services delivery (of ..ill types) and to the 
demands for an expanded st..,tc role in the federal system 
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is perhaps instructive, c1s it varies in considerable degree 
from the responses of SOl1C other states. Key features of the 
Virginia approach to the managerrent of change which form the 
backdrop for what has happened in the human services system, 
are: 

* 

* 

* 

* 

Changes in the state system have been insti­
tuted sla,.,ly and progressively built upon as 
experiences have indicated the need. 

Chunges have been the result of a perceptibly 
=ntinuous dialogue between the Executive 
and the Legislature. 

There has been rather consistent agreerrEnt 
between the Executive illld the Legislature 
as to the principle purposes to be achieved 
by instituting such organizational changes 
as have been made. 

Key develq:rrental efforts have been autho­
rized (and funded) to determine the inpact 
of locally integr.1ted service delivery. 

* Prepared by the Human Affairs Section, Division of State Planning
and Caimunity Affairs
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systems on the organization and prcx::edures of 
state goverrurent. 

Background and Rationale 

Virginia does not have an unbrella Depart::rrent of 
Human Resources. Instead its existing human service 
agencies are responsible to a Secretary of Hrnian Affairs 
whose responsibilities are coordinative and policy 
setting in nature. 

'Ille Office of the Secretary of Human Affairs was 
ooe of six secretarial offices created by the 1972 
General Assamly in response to reccmrendations made 
by the Cbvernor's Managerrent Study camri.ssion in 1971. 
The Study camri.ssion, CCI!lX)sed of businessrren, pro­
fessionals and concerned citizens had addressed its 
in-depth look at state governrrrnt primarily to rrethods 
and procedures for irrproving existing operations 
rather than to the need for structural organizational 
change. They did, ha.ever, conclude that there was a 
need for secretarial offices to act as extensions of the 
Governor in coordinating and setting policy in the six 
major purpose areas of govemnent. (Administration, 
Finance, CamErce and Resources, Education, Human 
Affairs and Transportation and Public Safety). 

On July 1, 1972, the Office of Secretary of 
Human Affairs carre into being, with the current in­
currbent being appointed by then Governor Holton and 
subsequently reappointed by Governor Godwin. By 
tenns of the 1972 legislation, the Secretary "'85 

authorized such power as the Governor might delegate 
to him. The Secretary was given no staff but was 
authorized to request tenporary assistance fran any 
state agency. Major responsibilities of the Secre­
tary were: 

* 

* 

* 

to effect program coordination, both intra­
and inter-Secretarial office to insure con­
sistent and effective state action 

to prepare for and recamEnd to the Governor 
program proposals for legislative actioo, 
incltxling priority recamendations for the 
office 

to establish a procedure for each office to 



* 

* 

provide for direct, expeditious decision on 
behalf of the Governor 

to prarote canprdKmsive planning in state 
goveITl!lEI1t operations 

to prarote efficiency, effectiveness, and 
econany in state operations through the im­
provement of agency procedures and practices. 

It is with this rather formidable set of tasks, 
that the Secretary of H\.lllal1 Affairs has operated since 
July 1, 1972. Assigned to him are the existing human 
service agencies: 

- Depart:lllent of Health,

Departnent of Welf=,

Departnent of M2ntal Health and !>E1tal Retar­
dation,

- Office on Aging,

Cairnission for Children and Youth,

- Council for the Deaf,

- Cairnission for the Visually Handicapped,

- Cairnission on the Status of waten,

- Division of Drug Abuse Control,

Develoµrental Disabilities Pl<1J1I1ing and Advisory
Council,

Division of Consolidated Laboratory Services,

Departrrent of Vocational Rehabilitation.

Evolution: 1972 - 1976 

The creation of the Secretarial Offices was viewed 
with sare trepidation by existing agency personnel for 
it clearly ilrq:>lied a change in the way of doing business 
with the Governor's Office, the Ulgislature, other agencies 
and the general public. Nowhere was this irore true than 
in the Human Affairs area where the possibilities for 
eliminating duplications and overlap and developing 
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consistent state policy were very significant. 

It is equally .i.nq:iortant to note, however, that 
the resistance to change has been blunted by the fact 
that wholesale organizational consolidation of activ­
ities has not occurred. The three and a half year 
period has been characterized by attempts by the 
Secretary to identify policy issues and organizational 
activities l!OSt in need of redirection and integration 
and to i,.ork on those first. 

During this period, extensive use has been made 
of the task force managarent approach to problem 
resolution, allo,.ring agency personnel to get used 
to i,.orking with one another on specific issues. This 
has broken down turf problems to sore extent and 
gotten agency personnel into the habit of dealing 
across agency lines on certain matters. 

At the sane tine, the planning, evaluating, 
budgeting and service delivery stiuctures of the 
individual agencies have remained relatively un­
changed. Each agency is still responsible for the 
develcprent and operatior, of its own programs. Each 
operates through its o,.rn sets of regional offices 
which have differing responsibilities, authorities, 
geographical boundaries, and resources. 'Ihese admin­
istrative regions are not in all cases cotenninous 
with the state's planning regions (planning district 
ccmnissions) although by virtue of executive order, 
administrative regions may not split up planning 
regions. 

This lack of consistency al!Ong administrative 
regions has posed a major barrier to consistent 
planning at the state level and, as well, irrpedes 
state-sponsored human services integration develop­
irental efforts at the local level. A=rdingly, 
staff fran the Division of State Planning and Ccmm.111-
it�, Affairs, under the direction of the Secretary of 
Human Affairs, is currently conducting an impact 
evaluation of six alternative JTEans for restruc­
turing these existing regions. 

During the 1972 - 1976 period, relationships 
beu,,een individual human affairs agencies and their 
counterparts have r-anained essentially intact. Rec­
ognizing this as thE;! area in which the l!OSt inprove­
irent could be achieved in human services at the point 
of actual delivery, the Secretary's Office has i,.orked 
with state agencies to stimulate pilot efforts in 

Page 43 



human services integration. Arrong these efforts, 
are pilot projects authorized by legislation passed 
in 1974. This legislation CJ1l!=red the Governor, 
(delegated to the Secretary of llum:m Affairs) , to 
select localitiPs around tho ,;t.it,, to Pxperirrcnt 
with various .::ipproaches to humm servi=s integration. 
The legislation also cmpc:,i,.ered U1e Governor to waive 
state rules and regulations (and seek Federal waivers) 
wren it was determined that they i.Jll)L"<ied local ser­
vices integration. 

Proposals for integrated service systems were 
then solicited fran interested local governments. 
Nine such projects were selected by the Secretary, 
upon the advice of his agency heads. Each project 
is representative of different approaches to service 
integration as well as of the diversities of the 
Comr:>nwealth (derrographic, political, socio-econanic, 
and governmental). The projects have been operating 
for alrrost a year and are beginni11g to provide the 
infonnation necessary to plan for major changes in 
both state level policy and in state-local relation­
ships if services integration at the delivery level 
is to be an effective reality. 

At the State level, it has already been roted 
that the planning, budgeting, and administrative 
fimctions still are perfo:rned by units within the 
existing agencies. The placemant of these lD1i ts 
within the organizations varies with the agency al­
though generally in the larger departments, they are 
a part of the director's office. Similarly, the 
resources and expertise varies with the agency. 

Because of the enphasis of the Secretary's 
Office on long-term planning and the integration of 
program planning and budgeting, increased attention 
has been given to the planning and budgeting ft.D1c­
tions by the agencies with each agency being required 
to develop "plans of action," identifying interrela­
tionships with other agencies' programs. The ITOVe­

xrent in this direction toward broader and longer range 
program planning has, ha..1ever, been harcpered by the 
necessity to devote extensive planning resources to 
preparation of mandated state plans incident to se­
curing federal funding. The tilre-consuning and frag­
xrentary nature of this required planning has diminished 
the ability of the agencies to respond to the need for 
ITOre carprehensive planning. Similarly, early arphasis 
was placed by the Secretary on developing a respCl'lsive 
integrated IMnagerrent information system. Substantial 
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work has been accarplished on the design and :i.nple­
mentation of a human affairs infonnation system, uti­
lizing infonnation systems, personnel fran the agen­
cies and staff fran the Division of Autanated Data 
Prcx::essing. 

Lessons Learned 

Under tl1is coordinative concept of the roles of 
ftmctional secretaries, a number of achieverrents have 
been realized. The Camon�alth believes that the key 
to :i.nproving services delivery in Virginia lies not so 
llUlch in abolishing the organizational differences in 
programs at the local and particularly the state level 
but in establishing a policy consistency to the way 
in which these programs are managed and delivered. 
During this period, it has beccrre apparent, though, 
that, if this =-icept is to work, certain adjust:rrents 
are needed in the roles and responsibilities of the 
Secretary and in the managerrent tools available to 
him for carrying out his duties. 

The conclusions set forth below are ones reached 
by both the Executive and the Legislature which in 
1973 established the camri.ssion on State Governmental 
Managarent. That Carrnission carpleted its study in 
late 1975 and made recx:rmendations to the 1976 General 
Asserrbly. Anong those recamendations �re ones 
designed to clarify and enhance secretarial authority 
in planning, policy analysis and program developnent 
and to streamline the number of state agencies by 
CO'lsolidating depart:rrents according to similar pur­
poses. 

While strengthening the Secretaries' authority 
and reccrnrending sane =-isolidation of agencies, the 
Carrnission, based on study of other state efforts in 
reorganization as �11 as an in-depth analysis of 
Virginia's needs, did not recamend super-depart:rrents. 
Anong the reasons for this approach �re: 

(1) Goal-Orientation--Each Secretary will
represent a major purpose area of state
government, which should incline the state
to focus on overall goals and their inter­
action and interdependence, while o::itmter­
acting bias, paroc.riialism and interest
group daninance.
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(2) Flexibility--It will provide the Governor
with a flexible executive team whose per­
spective will be broader than that of
traditional line agency heads or even the
heads of superdepartrrents, and which will
be nore likely to adapt to change.

(3) Continuity--The major purpose rationale
will provide continuity to the organiza­
tional pattern of state governrrent because
those purposes are not likely to ch.mge
significantly.

(4) Organization logic--Future assiqru1l2!1ts of
new programs, functions and activities
will be nore rational with a major purpose
fraxre,.,ork; noreover, the tendency to add
agency reporting directly to the Governor
will be offset.

(5) Better coordination--A hmdful of top
managers will find coordination anong
thanselves easier than if they were ten
or nore in number; thus, the problems
in the margins between major purpose
areas and those that overlap will be
easier to handle and whole problems can
nore readily be assigned to a single
official.

(6) Enpire-building--Creation of super depart-
11¥:!nts invites enpire-building, insulation
and turf-protection.

(7) Decentralization--Leaving direct program
responsibility with agencies, subject to
the Secretary's policy direction, will
encourage decentralization, discourage
the Secretary from getting caught up in
activities and details at the expense of
nore important matters, and avoid the
stultification and suffocation of
subordinate levels as is apt to occur
in nonolithic super-depart:rrents.

(8) Respansiveness--The Secretaries are nore
likely to be responsive to the Governor
and the General Asserrbly than would the
heads of super-depart:m:mts.

Legislation was introduC"ed and passed during the 
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1976 General Assembly based on the foregoing rationales. 
Effective July 1, 1976, the Office of the Secretary of 
Human Resources (narre change) will have substantially 
increased pa,,rers with respect to management of his 
functional area. He will also have responsibility for 
manpower programs, with the Virginia Ernploynent Can­
mission being assi']Tled to him. Allong his responc;:ibili­
ties will be: 

evalllilting proposed program plans, policy 
guideline and service proposals; 

administering pilot, derronstration, and innc-­
vative projects which cannot be assigned to 
a particular organizational unit; 

evaluating and coordinating existing program 
plans, policies, guidelines, and services; 

anducting special intrafunctional studies; 

- directing intrafunctional task forces;

- developing functional policies and guidelines; and

participating in interfunctional studies, 
plans, policies, and task forces established 
by the Secretary of Administration and Finance. 

To assist him will be a small staff of planners 
and policy and systens analysts. Lack of staff with 
the broad overview of the Secretary's Office was 
early identified as a key imped.i.nent to !IDre effec­
tive operation of the state human services system. 
It has also prevented the planning process fran 
focussing on any but the llDSt pressing policy issues 
and fran linking the state's evaluation efforts 
(still llDstly progri311tllatic and process based) with 
the functional planning process. 

Allong the new roles for the Secretary are to 
develop and institute in the agencies a system of 
policy issue analysis which is designed to weigh 
both organization and procedural alternatives for the 
delivery of existing or new services in cost/benefit 
te:ans. Also set forth is the responsibility of the 
Secretary, along with the Department of Budget and 
Planning, for instituting a program-budgeting system 
within his agencies, with the Secretary providing 
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policy and priority guidelines for budget and plan 
develoµrerit. As a practical matter much of the 
plarming for these systems has oc=red in the past 
several years and is ready for phased irrpleirentation 
in 1976 - 1977. 

Recamendations to Other States 

The Virginic1 c1pproc1ch to the question of irrproved 
human service delivery is primarily oriented to -::hanging 
the process by which decisions are made and programs 
are carried out rather than to changing per se the 
organizational structure. It is too eariy°yet to 
definitively tell whether it is :i "good" approach to 
the problems facing human services providers. 

Certain key points can be made, ho,,ever, .:bout 
what will occur if such an approach is used: 

* 

* 

* 

Resistance, both fran client groups and 
enployees will be less strenuous. Similarly, 
expectations of miraculous changes in the 
perfonnance of the human service system will 
not be built up dl1d a::msequently frustrated 
when they do not i..mrcdiately result. 

Open legislative/executive dialogue is neces­
sary in order that, when inadequacies in the 
approach are identified, they can be corrected 
quickly. 

This approach rather than a onc:e-and-for-all 
reorg,m i za t ion of the entire system allows 
for managing the pace of change and assessing 
its cost before, rather than after the fact, 
although opportunities may also be missed. 

Anong the challenges in utilizing this approach 
is the need for developing procedures and skills which 
will allo.v the Secretary's office to readily identify 
areas where overall policy is needed or where intra­
agency plans and programs are the rrost feasible and 
effective approach to irrproved service delivery. This 
presupposes a unique kind of public administrator in 
the Secretary's office, one who is: 

* alert to the future consequences, both long
and short range, of present actions proposed
by the agencies and of their interrelation-
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* 

ships with other agencies' actions 

constantly probing for the future issue that 
should be planned for today. 
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ADC»IDUM IV 

SO£ RECXM1ENDA.TICNS: 00\IERKlR' S M1\NJ\GEMNT 

STUDY C'Cl>MISSICN 1969 - 70 
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Depart:nEnt of Welfare 

CUrrent practices which contribute to ineffective use of public 

assistance funds are largely organizational in nature. The state tends 

to enphasize program identity over the needs of the client. This leads 

to fragrrented treatnent of synptoms rather than coordinated solution of 

problems. Even in those instances where there are joint efforts beo.een 

departments, the working arrangements are made unnecessarily currbersare 

by the need to confonn to traditional methods, and perceived respcnsi­

bilities. Representatives fran two, three, or even four departnents 

independently serve the same client with or without the kncwledge of 

the others' services. Each departrcent keeps a file on each client for 

its own exclusive use, even to the point of requiring duplication of 

medical examinations. Therefore, an integrated effort should be developed 

that minimi.z.es broad overlap, such as exists in services provided in the 

hare, and maximizes utilization of premium professional skills. An ad­

ministrative structure must be established to integrate the services pro­

vided by health, welfare, and vocational rehabilitation. 

This investigation indicates beyond question that the organizations 

delivering social, health, and financial assistance to individuals must be 

unified under a single authority. Initially, the new departnent would in­

clude personnel presently in the Divisions of Local Health Services, 

Dental Services, local welfare departnents, mental hygiene clinics, and 

Field Operations of the Division of Rehabilitation Service Operations. 

Also included would be those staff personnel fran the Divisions of 

General Welfare, Health, Vocational Rehabilitation, and Mental Hygiene 

and Hospitals who are providing professional, administrative, and pro­

gram support for service to individuals residing in their hares. 

(p.64) 



Page 52 

This organizational change i..ould: 

- Achieve i.nproved ccoperation in delivery of services.

- Accarplish greater effectiveness in rehabilitating clients
to a status of self-sufficiency.

- Provide greater local involvenent and influence through
advisory boards.

- Reduce cost of servkc by eliminating duplication of
facilities.

- Allc:M greater flexibility of programred effort depending
on cx:mnuni ty needs.

- Make it easier for those who need help to obtain it.

The Managarent Study's purpose is to :irrprove delivery of service 

to the needy. We are convinced this requires stra,.g integration at the 

point of delivery through a camumity social service center, under a 

single administrative head. The organization of the departnElt should 

be structured so that its personnel and other resources directly or 

indirectly strengthen the ability of the centers to serve the needy. 

The professional staff of the camiunity social servire center 

should i..ork as a team, each naitier performing to the limit of his pro­

fessional cacpetence. Prior organizational identities need to be sub­

ordinated to changing the lives and life patterns of the needy. 

(p. 65) 
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Considerable thought has been given to organization factors which 

influence cooperative attitudes and v10rking relationships. The intent of 

this proposal is to create " viable orqc1niz.1lion and eliminate old . 

orqcuiizalion loyalti<'S .im.! id<'nliliPs. !;ud1 Loy.-iltic•s Sl'TV<� no con­

structive purpose and will constitute barriers to team . ..ork. Withi_n 

the area of responsibilities of the proposed departm2nt - delivery of 

assistance to individuals in the ccnmunity environment - the identifica­

tion of programs and individuals as health, W2lfare, and the like should 

be minimal . . . (p. 66-67) 

A systE!ll of neasurerrEI1ts, data collection nnd analysis in the 

existing Di vision of General Wf'l fore should be i. 13ti tuted to determine 

effectiveness of the various welfare programs. 

A small pilot area and test paraneters should be established to 

embark upon a welfare effectiveness neasurenent program. With increasing 

arrounts of state funds being chan.'1ekd into welfare, it is critical 

that the rrost effective use of these funds be determined. To date, 

all funds have been disbursGd based on programs which may or may not 

be effective. No one has been able to establish which are effective and 

which are not. 

A statistical and analytical position on a sophisticated level 

will be required to inplenent the pilot program and design nethods for 

expansion of the progrillll to include all welfare expenditures. Potential 

savings in terms of increased efficiency or results fran dollars spent 

should be substantial in years to care and will offset any costs. 

(p. 68) 



ADDENDUM V 

EXEClJrIVE ORDER NUMBER FIF1'EEN -

January 27, 1972 
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EXEOJI'IVE ORDER NUMBER FIFTEEN 

The Virginia Area Developm::,nt Act of 1968 required the establishrrent of a 
statewide system of multi-jurisdictionc1l planning districts for areawide 
planning and prO,JTi111T1Ung. 'lwcnty-t:v.O planning districts have been del ineat�d. 
These �nty-t:v.O districts clrC the CamonYRalth's official planning, develop­
rrent und administrative regions. They receive substantial State grants-in-aid 
to curry out c1 program of economic, social and physical planning. 

The boundaries of many sinqle-puroose plannin1 L, l developrrent organizations 
established c1t the local level for various state ,md federal programs frequently 
do not coincide with the boundilries of t11e Camonwealth' s planning districts. 
In addition, state agencies have delineated more than 350 administrative and 
field operations districts with different boundaries. These differences in 
boundaries have cc1used confusion arrong public officials and citizens, have 
caused duplication of technical effort in the developrrent of plans and programs, 
and have made effective coordination of regional plans and programs difficult 
to achieve. 

Pla'lning districts can becare major vehicles for setting multi-jurisdictional 
develoµrent priorities and basic units for governrrental coordination. It is 
my intent to have state agencies' planning, prograrrming, c1dministration and 
field operation districts coincide with planning district boundaries by July 1, 
1972. I am, therefore, directing each c1gency of state governrrent 'Which uses 
multi-jurisdictional districts for any purpose to furnish the Division of State 
Planning and Cornnunity Affairs, by May 1, 1972, with a re]X>rt on its ability 
to ad-just the boundaries of districts to conform with planning district boundaries; 
however, canbinations of planning districts may be acceptable. This re]X>rt 
should indicate any canpelling reasons which '-'Duld restrict the agency fran 
making these adjust:rrents by July 1, 1972. During May and June, the agencies 
and the Division of State Planning and CG'Tl1TLll1ity Affairs will '-'Drk to resolve 
any difficulties. Any exemptions will have to be approved in writing by the 
Governor. 
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State agencies which, in the future, propose to adopt a system of multi­
jurisdictional districts should subnit the proposed boundaries to the Division 
of State Plarming and Camrunity Affairs for review and ccmrent regarding 
oonfo=ce with plarming district boundaries. 

Given under my hand and the Seal of the Camonwealth of Virginia this 
t'Nenty-seventh day of January, 1972. 



J\DDENDUM VI 

EXECUI'IVE ORDER NUMBER TIURI'Y-SEVEN 

July 9, 1976 
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EXECUI'IVE ORDER NUMBER THIRTY-SEVEN (76) 

AUI'HORITY AND RESPCNSIBILI'I'Y OF 
SECRETARY OF HUM/IN RESOURCES 
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Pursuant to Section 2.1-39.1, Code of Virginia, and subject always to 
my continuing, ultimate authority and resp:msibility to c1ct in such 110.tters 
and to reserve pc:lll,ers, I hereby delegate to the Secretary of Human Resources 
the following pa,;ers wi tl1 respect to the State programs and agencies assign,__d 
herein: 

1. To direct the formulc1tion of c1 catprehensive program budget
encanpassing programs and activities, for the human resources
function, subject to guidelines established under my direction.

2. To hold assigned agency head(s) c1ccountable for the adminis­
trative, fiscal, and program perfor110.nce of such agency in
order to effect the Secretary's responsibility to rre.

3. To designate policy priorities .:u1d guidelines to effect catq:)re­
hensive, long-range .:ind coordinated planning and policy fornr
ulation involving I1Dre than a single agency or for the human
resources function.

4. To resolve administrative, jurisdictional, policy , program, or
operationc1l conflicts arrong any of the assigned agencies or
officers.

5. To solicit or accept on behalf of the Office of the Secretary of
Human Resources any donation, gift or grant, whether or not
entailing ccmniments as to the expenditure or subsequent
requests for appropriation or expenditure fran the General
Fund, subject to awroval by the Office of Administration and
Finance for planning and budgeting concurrence.
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6. To direct th(' prepc1ration of alten1ativP policies, plans, and
budgets for hum.:m rPsourccs.

7. To receive, review, and forwc1rd reports to the Governor
fran assigned State agencies.
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8. To employ such pcrsormel and contract for such =nsulting
services as may be required to execute the statutory and
delegated powers subject to the funds available for the
operation of tl1e office and to State law and regulations pur­
suant tl1ereto; further, to require terrporary assistance from
any assigned agencies and to request such assistance fran
the Office of J\clministrc1tion and Finance.

9. To sign docurrcnts related to delegated p:,wers and duties in
the form:

10. To effect the foregoing actions with respect to the following
assigned State programs operating in the Executive Departrrent:

Disease Research, Prevention, and Control

CCill11W1icable and Chronic Disease Prevention and Control 
Disease Carrier and Vector Control 
Health Research, Planning, and Coordination 
Health Statistics and Evaluation 
Medical Examiner and Anatanical Services 

Detection, Diagnosis and Treat:rrent 

Carmunity Health Services 
Financial Assistance for Detection, Diagnosis and 

Treat:rrent 
Mental Health Services 
�ntal Retardation Services 
Physical Health Services 
Public Health Services 
Substance Abuse Services 
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Standards of Living 

Continuing Inrorrc /\ssistance Scrvi=s 
Employrrent Assistance Servi=s 
HLll1UJ1 Rights Services 
Individual Care Services 
Medical Assistance Services 
Nutritional Services 
Protective Services 
Rehabilitation Assistance Services 
Social Services Research, Planning and Coordination 
Tenporary Incare Supplement Services 

Individual and Family Services 

Financial Assistancc for Individ=l and Family Services 

11. To effect the foregoing actions with respect to the follo,.,ing
agencies, but not to appoint the heads {including collegial body
rrerrbers) of the agencies:

Ccmnission on the Status of Waren 
Depart:rrent of Health 
Depart:rrent of 1'Ental Health and Mental Retardation 
Depart:rrent of Vocational Rehabilitation 
Depart:rren t of We 1 f arc 
Office on Aging 
Virginia Ccmnission for Children and Youth 
Virginia Camti..ssion for the Visually Handicapped 
Virginia Council for the Deaf 
Virginia Developrrental Disabilities Planning and 

Advisory Council 
Virginia Employrrent Ccmnission 

12. To maintain liaison wi t.h and arrong the folla,.,ing collegial bodies
and Virginia interstate �act representatives:

Advisory Board on ,\ging 
Advisory Board on Human Resources 
Advisory Ccmnittee on Errergency Medical Services 
Advisory Council on Nursing Training 
Advisory Hospital Council 
Board of Welfare 
Ccmnission on Children and Youth 
Ccmnission on the Status of Waren 
Enployrrent Agency Advisory Board 
Governor's Manpo,rer Planning Council 
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