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C0I\1M·ON\:VE'ALT1-I of VIRGINIA 

Office of tht Govtrnor 
Mills E Godwin Jr 

Richmo11d 23219 �ovember 29, 1977 

TO: Members of the General Assembly 

Ladies and Gentlemen: 

Pursuant to recommendations of the Commission on State 
Governmental Management, House Joint Resolution 188 was passed 
by the General Assembly at the 1977 Session. 

This Act required that a study and evaluation be made of the 
proposals of the Conunission on State Governmental Management to 
reorganize the State-level hwnan resources agencies in the light 
of the need to con sider simultaneous organizational changes in the 
human reso.urces area at the local level. 

This Act further required that the Governor transmit the 
findings, conclusions, and recommendations in a written repor� to 
the General Assembly. 

The responsibilities in this matter have been discharged and 
I commend the report to you. 

jyw 

Attachment 

Mills E. Godwin, Jr. 
I 
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TO: 

FROM. 

COMMON\VEALTH of VIRGINIA 

Office of the Governor 

Richmond 23219 

Novembt'r 21, 1977 

7hc Honorable Mills E. Godwin, Jr. 

Woodrow W. Wilkerson�· 

Sl"B.TECT: Study under HJR 188 

L;ndl'r the provisions of House Joint Resolution 188, the Governor is 

l":lllC' d upon to makC' a study of the human resources reorganization proposals 

of th<· Corr.r.\ission on State Go\·ernmental Management (Hopkins Commission} 

as th<'y may impact local hurr.an service delivery as well as the need for 

local or)!anizational changes to C'nhanct'. the delivery of such services. In 

considering thE' S<'V<'ral options available: for conducting this study, it 

:i.pp1.'.:\rt·d that the appointment of a task force to carry out this assignment 

,v;,s most frctsible. 

Accordingly, the Task Force on Human Resources Reorganiz<1tion was 

:iamC'Cl by thE> s .. �cn•tary of Human Resources. This Task Force consisted of 

individuals of the Human Resourcc-s ag<'ncics (State, regional, and local lPvclsl, 

:n<·mbc·rs of local gov<'rnment. privat,' providers, u:id private citizens. In 

mc1.king its snidy of th,• proposals of th<' Hopkins Commissior., it appeared 

.,ppropriatc that th<' Task Forcl' )!iV<' consider::>.tio:, also to ;ilternativ<·s, including 

the present organizational structure. 
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Also, ,1 stndy group consisting of r,·p!'t>s,•ntat1,,•,; f:-um tlw Hun1.,n R,•sources 

;1\!t>ncics ,,·as n.:i.rr.,·d tC> provid,• \'alid :ind up-to-d.·.t<· d:,ra. t\r:-:,isi1 in,p«c.:t :,na.lys,·s. 

and devt>lop proposals for consid,•ration by thl' Task Fore .. an<l its subcorr.mitt<'f'S. 

support the T,;sk Fore.- and tht- study µroup by formnlating id,•a::;, propo::;in).! 

alternatiw•s for consi<kr .Hion, and pr<'p;;rir.g th<' :wc,·ssary docu1n..::1tation of 

the activitit>s, ddib,· ration::; and ckci:;ions. 

The Task Force- c.:onduct<'d a:1 i ntC':isiv<'· study \\ithi!1 s,·\· .. r,· rinH' r<':-tr,1i:-:ts. 

lts re-port, which l :\!'l1 pl<'aSl:'d to transtnit ri.'r,·\dth, rq,r,·,,.•nts;, construc.:tiv,• 

and consci<>ntious eifort to addr1iss O\'crridi:.� ,:dministrati·:,·. s,·ni..:,· d,•li·.,·:-y. 

and organizational conc,•rns in tlw Human R ... so11rc,•s 1r<'.1. 

The Task Forcc•1s rC'commPndat1ons .:.tr<• 1:ncl··rlinc•d .:ind dtr·d bt'lo,, as th,·y 

appear in the attached report. Th<· n11mb1·rs ::;ho .. ,·n iti pct:-,·nth,-s,·s i,rt• prodd,·d ior 

purpost-s of cross-rc:frr�ncing to that docum,•nt; th<· c:on�m,•nts of the S,·c.:r1:tary 

follow each of the r<>comn1C'11dations. 

l, !I- l l K<'ep th<' �c·clicaid Program int<:.c.:I \\'ith th,· 0 .. 0;;.rtnw:11 oi Hc·al!h,

continuing its us1• oi the most vffccti\·1· nwthod ot' h::ndli:1g t'i:sc.:,.J sysH·rns. 

This recommendation is ,·ndors<'d .;:-ic.l ,q!r,·c·m<•nt i,- ,·xpr<>SS<'d r,�gardin� 

the rational<' S<'T iorth hy th<' Task Fo:-,,·. \'iq!i:iL <:oc..·s h.i·.-,· ;\ nationally 

il.cclaim<·d Medic,,id Pro1.1r,,m with (·:s:t,·nsi· .. ,. vo, .. r;,\.!,. :or c.:ii.-n:s, w1·ll-i:1:;tit11t.-d 

pre\'ention and protection 01 fraud and abi:,;... :·1:,· s .. ,:rt·l.,ry WtH:ld not!),· i:; :-,c<'ord 

with any chanj.!<' which might r.q!ati\l·]� i:-npd�·t th,· ,\d,,,i.,btr:\ti:>:': 01 this hiµh-

quality program. 
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2. (I- 2) Maintain the Bureau of Crippled Children (BCC ), ancl its programs, 

within the Department of Health. 

The Secretary is in accord "'-ith this recommendation. Since access to this 

program is through physician referral and local ?Ublic health screening, and since 

the service itself is primarily medical, with follow-up provided by local health 

tea ms, it would be inappropriate to transfe7 this cohesive system into another

a�ency. The services provided through the Bureau of Crippled Children are 

prirr.arily medical rather than rehabilitative. Accordingly, the program is 

more appropriately conducted through the State Department of Health. 

3. (I-3\ Merge all functions presently undertaken by the State Water

Control Board and the Air Pollution Control Board and place them within the 

ore sent State Department of Health under a Division of Environmental Manage­

m<.'nt. Further, the name of the Department of Health should be changed to the 

Department of Health and Environmental Management in order to more appro­

priately reflect the functions presently undertaken by be Department and those 

which would be expandPd under the proposed reorganization. Under the proposed 

reorganization and consolidation, there would be a Division of Environmental 

Mana2ement administered by an Assistant Commissioner of Eealth. 

The merger or ,onsolidation of agencies when it can be accomplished through 

the appropriat€' reassigntn€'nt of program functions is in order , but the Secretary 

doPs not find this to be the case with respect to this rPcommendation. The currc-nt 

proposal would create, within the Department of Health, a major division under an 

additional Assistant Commissioner by bringing together the fi:nctions of two 

ind €'pendent boards, each with its o,vn mission, distinct and unlik<' programs, and 
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staffs of tc.chnicia:1s "ith •''-P•' rh>m·,· and <'X?<.:rtis,· in tht!ir :-<'sp,•cti, ,. th•Jd,; ot' 

spt>cfa. liza tion. 

Tlw Air Pollutio:1 Control Hoard ft>CUSl'S on L·nviro:im,•:nal in1provt>n1t':lt. 

espL·ci,dly air quality, promotl•s the e·L·onomic and soda! dc·,·t·lopniC':it of t:w 

Commonwt•alth, and iaciiitatC'S tlw <�njoymC'nt oi its attractio:is. 

The fedt>ral governmC'nt assi!!ns health standards to the Environmental 

Protection :\gC'.ncy (EPAi which, in turn, SE'ts standards of emission to bP t>niorc,·c 

by the Air Pollution Control Soard. This cnforcL·mcnt is an ,·nj?inct>ring r .. sponsi-

bility and includes functions direc;,•d towards transportation, mcteoroloiay, land 

use, and urban and r.:iaional planning. 

Obviously, health t:onsidt>rations arc in .... olved; however, it is not deemed 

appropriate to reassign thC' hiehly t"chnical functio:,s of thE> Air Pollution 

Control Board to th<' Department oi Health. 

The State WatE'r Control Board has proj?rammatic rcspo:isibiliti..:s ior 

diverse projc-c.:ts, such as flood co:itrol, watt·r pov..·<'r, irniation, recrl!;.tion, 

propagation oi iish and wildlifr, and wat�r supply. While human health considc.-a-

tions arc involved in many water n•sourt:C' iss11C'S, rno:;c are :iot paramount ,•-.;c.:c·pt 

in the art'as of water supply and disposal of sc-waize and industrial wasw ln surface· 

a:1d )!round water. Pn·sent statutC'S ,·l·Sl the D,•partmC'nt ui E,,alth with prim-1ry 

control over dri:iki:1g w.:HC' r ,:uppli.-s ,\nd with .. substa::tial rol,•, as !)art:1,•r with 

the Sta tC' \Va ter Control Boarci, H\ 1h,· rt-I? ula lion of s,•waj!l' works. The· prt' SC' :n 

division of labor bt-1-.,·C'C'n the, two aµ,•nc·11·s, which providc-s a cksirabk rclatiunsh1p 

of checks and halanc<'s, has se>r\'l·d th,· State' ,,·"ll and should be' continuC'ci. 



-5-

4. (I-4) Initiate a chronic disease hospitalization program, giving

consideration to the utilization of the Blue Ridge Sanatorium as an initial State 

op<'rated facility for chronic disease patients. This facility could be so used 

with the cooperation of the University of Virginia1 s School of Medicine faculty 

and personnel. 

This rE'commendation is supported. There is no doubt that the Commonwealth 

nC'cds to take a comprehensive look at the type and duration of long-term hospitali­

zation cart' that is provided by a':1.d/or within the State. Significant needs have 

b,·en identified in the areas of: (l) long-term hospitalization for chronic diseases 

such as tuberculosis, epilepsy, diabetes, cancer, etc., and (2) long-term care 

for patfrnts who will never fully recover from a severely debilitating condition 

such as a major stroke, brain damage from an accident, etc. 

In light of those needs, it is appropriate that when State facilities such as 

Blue Ridge Sanatorium begin to out-live their original purpose, consideration 

should be given to shifting these State resources to other priority purposes. 

5. (I-5) Endorse the efforts of the Commission on Mental Health and

Mental Retardation (the Bagley Commission) to study the legislative and admini­

strative mandates of the local Mental Health and Mental Retardation Services 

Boards (Chapter 10) programs to determine what changes are necessary to 

cla rii'y lines of authority and facilitate better coorrlination and joi:1t plannin� wit!, 

othc r human service agencies. 

Ac:rc<'m<'nt is Pxprc·ss<'d with the importanc,· of this n•com1n,•ndatio:i. Tlw ,<' 

ha,- bc·,·n <"Or,sid0rabl<' concern about differing levels in quality .i:-i<l qu«':1.tity ot 

cornmunity-bascd mental health and mental rctardiltion Sl'rvices stat<'wi<le. A 
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part of this concern can be traced to the original le)!islation for this program. and 

its concomitant Jack of clarification conct.>rninµ lines o! authority, accountabilit\', 

and joint planning efforts with other human sc>nice programs. It is hoped that 

through the dforts of the Bagley Commission, problems in the local administratioi 

of mental health and rr.c-ntal retardation servicf!s can be identified and resolved. 

6. (I-6) Transfer the State/Local Hospitali�ation (SLHI program from the

Department of Welfare to the Department o� Health. 

This is regarded as a soi.:nd move toward providing a more uniform and a 

more manageable public health care system to medically indige:lt individuals. 

7. (I- 7) Place the Developmental Disabilities Planning Council under the 

Department of Mental Health and Mental R<'tardation, and give strong consideration 

to changing the name of DMHMR to more accurately re!lect all the servicc.•s it 

provides. 

The intent of th<' Task Force to consolidate' the Developmental Disabilities 

units is respected. The Secretary is unable to concur, however, in the recom­

mendation to move the Developmental Disabilities Planning Council to the 

Department of Mental Health and Mental Retardation. It would not be in the best 

interest of the 40% of th<' DD population with disabilities that arc not mentally 

retarded related (i.e. cer<'bral palsy, epilepsy) to move this function into an 

agency that serves only the (,O�� oi the.· DD population who are mentally retarded. 

It i.s :-ecommendf'<l that the Council remain a :;t>parate u:iil, rcsponsibk 

directly to the Secretary of Human Rc:sourC'es. !:1 this way, all of the needs of 

the developmentally di.sabled, from c·c!ucation to rehabilitation, to medical ca re•, 

can b,, more approJ:,riat<'ly addr<'ss�·d 1rom an o,er:;ight p<'riip<:.:tivi' availabl<' 

outside oi a larµc service ddi.n· ry agr·ncy. 
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8. (II- I l Merg1: the Virginia Commission for the Visually HandicappPd and

th,· Council for the Deaf into one agency--the Department for the Visually Impairt'd 

:i:id th<' Hearing Impaired (DVIHI). It is further recommended that this D<'partmcnt 

::3v<· a Corr.mis;::ont':- .\Sits agency head and that a period of on<' or two y(·ars n<' 

;,l]o\'.'r·d to <'ff<'Cl\1at<' this merger. 

:he St' c-r<'tary concurs with this proposal. By combining sc rvic<' s :·or the sc•

t·,,·o r:�,;;;hiiiti<':< in,, sbglc agency, we arC' concenn·ati:ig app:-opriatv <'mphasc-,; ur,r,:1 

:\"' �.:,_ioi· conditio:1s which tend to isolate individuals due to loss oi comrnunic;,t10n . 

. \i th, ,-;;,m(· tim<'. '-'"t' arc rcducin:z the numbf'r of si:-1gk agcnci�·s. Throu;!h skill 

':• dc-,-:::..::11n;! the new agPncy a:1d appropriate admi:--istrativc actions, bC'll<·r scr,·ic,·� 

, .. �11 ri· ,-ntit 1·or t:w hea ::-in!! impaired and high quality S<' rvict•s will :>c> continued f::� 

ti�,· \1�,:-"<lly imoairc·d. 

in orc:e r to allow sufficient tim1: for the planning and design of the new a!.!c-:.cy, 

:1 ,:' ,-u!.!!!<'::nt'd that this proposal be macif' c>ffoctivc July J, l <)80. 

a 111-�I Chang<.· the nam<' of the DePartm,·nt o! \'0catb:,al R t·r.aiJilitation

:;> •:1,· rk:>.:trtm,•nt 01· R,:habilitative S\:rvict·s c1nci l'Xpc1nd its mandate :H) :!lat, "·hilt 

rr·taini:1:.? its purpose' of ,·ocational rC'habilitation, it ;il,;o bci.:ins to un<frrtak,· tlw 

::>roar: purpose' 01 total r<'hahilitation. This changr. rr.nst h,· accon�plishcd without 

r:1it:1i�..: 1hc· hi!!n standar<i of S<'rviccs nov.: availar)l.<•. T!:c· :,c·,1 1:: :-l :s1 ca:,r.:)1 b,· 

\\'hi!<- ciiiiicultks will b<' :'aced in impknwnti'1g th:s p:-o:'ri;;,,J. h , ,, " 
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1li tun,·tic:: 1 ro:n congC'nital c,·it•ct, illm:ss, or injury. 

Th<' primary itoal of the new agency would continue' to:,,. ,·oc:i!�c,-,;,il 

n:ohility· ,•.!:,ch arC' sµC'ciii�· to achiC'vinj! ma:drr.um ind<'pcnd1'n..:,·, would b,• 

,·staoli,;!-:,·r. :·or indh·iriuals ior ,vhom 1•mployn:,•n! i,= not appropriat<-. 

rhc mobilization of vocatio,al, mt•dical, cducationa1, social and other prot'cs­

sional rC'sm:rr,·s .,vaila:,lv throuj!h all human scr"icC' dC'liv,•ry agC'ncii:s. Thi,; 

"·:,l:ld b,• .. int<'rag1•ncy p:-occss coordinatPd l.>y t},, D,'partm,:nt oi R,•h;ibilitativ.­

S,·:-dc,'s ti:.!I would com?lt·m,·nt rather than duplicate' or ,;�?plant oth,•:- <1:!l':-:ci,•s: 

Du,• 10 the nc:ed for C'o.;pa:,ded sc:-vic,•s, planning, �nd program dc,·e!opmC'nt, 

�<:ri\'itks :<nould be bitia:.-d .:uly I. l o,x, but i\;JJ jmpl<·nwntatio:, of t!tC' r:iur,· 

.·u1�1p:-C'h,·:::'l\,• systl•m may not lw f<'a::'ihk b,·ior,· .·1:ly l, 19!-4. 

ltl. d!-3• Structun• th� hoard :or the Depannwni oi the Visually impain•d

.,ml th<' ::,·, !'i:12 lmoairC'd ::o that it consists of mcmi><'rs who would rrpr<'sc-nt th<· 

·,,.�all\' ;J!1:·.d. rh•· 1<').!all, d,•,11, thl! ha:·ri o{ !wa:-i11c, a::d t!w ds,:ally ir·,oair,•d, a:-

.• oi.:!o ,,il·v., ·r:r .-,,pr,·:;,·:H,dtnr. a::d !r.;n:t riy i:-,diviciu,,l:,, most :·.1mihar wi::. t!1..: r-. .. �,

:.: .. �c:i. .p:-,:::_ -. ,:-.c:it1on,-. :h,· Comrr.iss�on :·or ,:w \i:<l.ally ::a::clicap;wd c-o:ict:rr··d 

•-:.::1 :!1�:; �··< .,nimC'::da tion a;, did th<' C..>u::cil :'or fr,,, D.:af. Establishm,·:-:t of 1hi� 

·1.,;,.rd sho,:i,! :'>Cc1:r conc:1r:-,•::1ly wi1!-: th ... <·st.:i.b!ishniC'nt 01 tht• ::C' v a�C'ncy.
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11. (II-4) Establish, through a mandate from the Secretary of Human

Resources, regularly scheduled meetings to occur at least- annually for the 

puruose of developing a comprehensive approach to rehabilitation needs and for 

n·vi<'\\'b\! changes in federal or State law (such as Section 504 of the 1973 Rehabili­

tation Act! that have irr.pact on all handicapped persons. These meetings would 

include, at a minirr.um, the planning staffs of the Department ior the Visually 

lr.�p-'\in·d and the HC'aring Irr.paired, the Department of Rehabilitative Services, 

tiw D"part.nent of Mental Health and Mental Rctarriation and the DepartmPnt of 

H,�alth, 3ur0au of Crippled Children. 

ThC' concept of executive responsibility for long-range planning and 

:.:orrpn'nC'nsivc program development is sound. At this point in tim<', concerns 

t:,r th<' handicapped of all ages, all typ':!s of disabilities, ,,nd for all ar<'as of 

vocational and social needs, have come to the for<'front requiring a comprc­

!1,'ns1v,, approach to issu0 analysis and program dev0lopm<::1t. i...ong-rangc 

pbnnin!,! rr.ust be coordinated among all affect<'d programs to c�stablisb prioriti<'s 

fnr h·,hi!i.tiltion and rehabilitation and to direct th<' allocation of rcsourcrs tom<'<·! 

tho.::,, prioriti,·s through a compr<'hcnsivc servicP d0livcry syst<'m. 

12. (II-'>) l:s<' th<' majority of new monif's \\'hich b0comc avail«bk ln th<>

St«t<' ior rl.'hahilitation and thl' handic:appc•<l for pro!;?rilms that wuulci ,':s:t.,·:1d SPrd,,·s 

,::, in,· ,·li"nts of th(• uroposed Dcpartm<'nt of R,:hahilitilti\'(' S,·n"ic0s ;i:111 t�> �h<' 

1, .:.:,.ll v <l,•af 11:id the ha rd of hc·aring, while insuring maint,'nam:,' of ,rniiici.-nt 

1-11:1!:in� ior s0rvic0s to thC' visually impair"ci ;;nd th(· 1,·�ally hli:1d. This ·.wHt!d

,:;:,:sur,• the continuatio:1 of high quality programs for ihos,: v.'ith sight dh<;,biliti,·s. 

while gradu:dly in·.proving servic<'S to th<> other catcgori<·s of the dis;;ihl<-d. 
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It is appropriate that funding priorities be established to bring the level of 

services for the hearing impaired in line with that available for the visually 

ir.-.paired. It should be emphasized that the recommendation is intended to 

govern the allocation of new funds resulting from increased appropriations, or 

increased availability o! federal funds, and is not intended to reallocate existing 

i'unds :rorr. their high priority purposes. This recommendation should become 

dfective July l, 1978, 

13. (III-1 t The Departrr.ent of Welfare and the Virginia Employment

Commission should function within their existing structures, 

The Secretary fully supports the basic point of view that individuals on 

welfare rolls must move as rapidly as possible, when employable, to gainful 

employment, The consolidation of corr.ponents of the Department of Welfare 

with components of the Virginia Employment Commission does not offer a viable 

solution to this problerr.. On the other hand, maintaining separate departments, 

under the scrutinizing eye a:id continuing to coordinate the responsibility of the 

Secretary, oifcrs tht! better administrative structure. 

1t should be pointed out that these two a�encies have already begun a 

Sf'r�es oi steps that \\ill result in a more efficient and effective system. Examples 

oi t:wse .lrc as :·ollows: 

l ! Th, ::>.:portment oi Wf'lfare has recently cor. ertec! 38,000 of the total 

�7. ·:it!:, ADC �ascs 10 ;. cc:'!trali?.ec comp\.:tcr system. This system will p<"rmit 

thl" 1·.•.o n;zc:-icies to c>xc!.anq<' in!orrr.atio:i concerning the status of a client, 

leadi:ic t� the virtual elirr.ination of duplicate payments, of case benefit 

errors. and of possible fraud. The computer� stem will improve the 
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ti:"nt>li:iess and volume of inquiries between the two age:icies. Currently, 

t!-.t·rc are approximately l 0, 000 inquiries monthly that are initiated by 

local cast>workers. The computer system is expected to double the inqui:ries 

a:id mak<' such inquiries on a daily basis. The automated system is 

scht•duh-d for full implementation in mid-1978. The system will provide 

1 ocal caseworkers with wage and eligibility information which will enhance 

�hl· invc>stigation efforts at the local level. Further, the system will be 

used to assist in locating absent parents, which will assist in the collection 

of stapport paymc>nts. 

2) The two agcncfrs are currently emphasizing the Work Incentive Program

·wr='i), a program to find employment for welrare recipients. Recent figures

i:�cilc:itl· a 30"r incr<'asc in placements over the previous year, which resulted 

i:i anniaal wt•lfarc grant reductions of rrore than S2. 5 million. The WIN 

P O)l.r:im 1s administered by the VEC in cooperation with the Department of 

\Vcl1·a n• ior recipients of ADC. Persons who apply for ADC benefits, with 

-:.:rtain exceptions, are required to register with WIN for job placement or 

1rainin1? assistance. The WI::"J Program is now operating in all localities 

�c:-oss th,· State. Th,· rate of rcgistcri:'ig ADC applica:its and recipients 

:-:;uving i:.to jobs has also doubled in the past four months. Approximately 

20. 000 .'\DC cas,·s ar<' regist,·red in the WIN Program. By early 1978, all

�·.,r:·�·nt ADC case!> who arc required to register with WIN will, in fact, be 

r,·gistPrt-d primarily as a result of the six-month eligibility review process 

for :·inancial assistance. 
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Furthermore, merger oi the two agencies is not supportt>d for the following 

additional r,•.:isons: 

I l Span u: Control: A single agency, formed from combining the curn.•nt 

Ot'p .... rtnw:,t of Welfart! and the Viqzinia Employment Commission, would 

be· too lare.e with too many Vdricd rt>sponsibilitit•s to provide t'ftecti\·c 

2) State/Federal Rdations: At the present time, each of these agenciE's

has dear straightforward relationships and accountability to their federal 

counterparts and funding sources. In addition, several major ft•deral 

legislati,·<' actions, which could headly impact these agencit·s, are cur­

rently pending. 

3) S1at(' E:n?loyce Rcqui:-t•mcnts: At tht..··prcsent time, tht· Virginia

Employm,�nt Commission employees are all State employees with their 

own pay sc:i.les, job desc!·iptions, and 1.:mploymcnt sites at the local 

level. The' Dt' partment of Welfare employeE'S art> )Gcal go,·t•rnment employct•s 

\vith ,·ary1ng oay scales <1nd job rcspo:1sibilitics. To mesh these two systems 

would rC'quire the transfer oi thi: Department of Welfare programs to a 

state-administered system. li this were to occur, it is only realistic to 

assum,· that the State would have to bear a greater percentage of c:dsrine. 

welfar,· costs as well as an cver-incrcasing shart' in the future, 

14. {!j;-21 Charge the Vir.tdnfa Emplovmcnt Commission to lw th(· lead

dt:,•ncy to dt-•:,·!cm unc strong job df'velopmc•r.t and placcr:1c:"ll act1Yity i:, th<' �tau·. 

All of the oth1 · r l !•:man Reso1trcC'S agencies would work with the Virgi�ia F.!"!inlov�1..-:11 

Commission to im':>ron• the coordination and implementation of these activities 
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through formal �ooperative agreements. 

It is agreed that this would be a strong first step toward improving job 

development and placement activities. With the prospect of receiving additional 

federal resources for this activity, this will afford the Commonwealth the oppor­

tunity to substantially strengthen.its manpower services. 

15. (lli-3) Keep the existing Office on Aging and the Commission for

Children and Youth (to become the Division for Children on July 1, l 978) intact 

as extensions of the Secretary's Office. A loose confederation shall be maintained 

via the sharing of support services such as financial reporting. Each agency shall 

retain its autonomy and shall advocate on behalf of its specific client group. Care­

=�l study should be made of the delineation of the advocacy concept versus that of 

grants adnrinistration and service delivery •.

This recommendation is endorsed. These two agencies are required to 

conduct planning and perform coordinating and advocacy functions on behalf of 

:::.ildren and the elderly. To absorb these functions into service agencies having 

broader mandates and responsibilities may significantly weaken the abj.lity of the 

·," . .., age:-:cie s to conduct their required functions.

16. (IV) Consolidate within the Department of Health all licensing functions

ior facilities with standard-setting responsibilities being maintained by the 

a:,:iropriate agencies that are most conversant with particular programs. Appro­

-;::,riate staffing and sufficient funding shall be made available in order to carry forth 

the enforcement of all standards promulgated by the appropriate boards. 

Licensure is the process of officially designating a specific type of institution 

as approved or disapproved in terms of prescribed and applicable standards. 
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In application, this process has become rather complex. The agencies 

involved in licensure of facilities are the Departments of Health, Mental Health 

and Mental Retardation, and Welfare. Also, the Departments of Health and We!fa;-,­

certify or approve programs if the programs qualify for the purchasing of services 

for clients by the State with public funds. Often this means that a single facility 

must comply with the rules and regulations promulgated by two agencies in o:-der 

to operate and receive public support. 

Various :igency problems in the field of licensure have emerged and there 

is li(eneral ae:reement that imp:-ovements are clearly in order. The most ·.iaole 

and best solution, however, is not so readily apparent. 

It is not<?C with appreciation that the Task :force has proposed the placement 

of all supportive administrative activities and procedures in the Department of 

Health for the licensing of facilities w ithin the Human Resources area. This 

type of consolidation is indeed one answer; merging the entire licensure function 

into a new agency may prove to be a better answer. This issue, however, :-equires 

more study. 

Thorough consideration should be given to such matters as the present le!?a! 

structure of licensure; establishment of a cohesive and comprehensive licensure 

policy; comparative benefits o! assigninli( the total licensu:-e function to a new 

agency, consolidating only the supportive adrninistrative procedures, or assi!?n:.-.:: 

to existing a�e:-ides the responsioility fo: li-:.::-.�i;-;e: certain types of facilities: 

inter-agency complexities of licensure; and comparative costs of the several 

administratiYe arrangements. 
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Accordingly, the Secretary of Human Resources should continue the study 

in depth and conclude his assessment by November 1, 1978, as to the most 

desirable administrative structure from the stand point of efficiency, effectiveness, 

and accountability for the licensing of those facilities within the purview of the 

Human Resources area, 

17. (V-1) Introduce legislation to allow for localities, with the approval oi

the Secretary of Human Resources, to submit plans for the comprehensive 

delivery of human services in a manner that is best suited to their own specific 

needs. 

This proposal is supported. It is believed that by allowing localities to 

tailor the administration and delivery of human services to meet local needs, 

benefits will accrue to the State, the locality, and the individual clients. Experi­

ence with local services integration pilot projects designated under S, B. 517, has 

revealed that each locality bas unique needs in the area of human resources and, 

consequently, that no one system of administration and service delivery should 

be mandated statewide. 

18. (V-2) Continue to emphasize the role of the St!cretary of Human

Resources as a strong coordinating influence across agency lines. 

This is obviously a sound concept. All social programs have sor.1e influ!';:�1> 

on each other and the Administration must be ever ,,-atchful that izaps a:-:d/or 

overlaps in the delivery of authori�ed services do not occur. Th.? Secretary of 

:-Iurnan Resources has an essential and a critical rolt! io play in the e:;"icient and 

t>ffe1.:tive management of State governrr.ent. 
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19. (V-3) Initiate legislative action in the General Assembly

to foster the establishment of concurrent fiscal years for the Commonwealth 

and the major federal funding sources. 

This recommendation has obvious merit but may well be impracticable 

to bring to fruition. The .tasks of planning, coordination, and resou::-ce s

allocation could be conducted with greater effectiveness if programs and 

budgets were constructed according to concurrent fiscal years. 

gcf 

cc: Mr. Maurice B. Rowe 
Mrs. Joy Margrave 
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HOUSE JOINT RESOLUTION NO. 188 

Offered January 18, 1977 

3 Requesting tbe Govemor to study aad � the proposah of the Commis.sion oa State 

4 Govmmieatal Mmqemeat to� the SU� burzw, .resources agencies in 

5 tbe light of tbe aeed to consider simu/Uaeous orpaizitjoaal clw!,ges in the buman 

6 resources are1 1t tbe Joc:al level, aad to pre,4!nt biJ tindtags 11Dd �datiOll!I to 

7 the lUllet«D bundred Jenllty-ef&bt seuiOIJ of tbe Geaaal �bly. 

8 

9 Patron-Lemmon 

10 

11 Referred to the Committee on Appropriations 

12 

13 WHEREAS, the Commission on State Governmental 

14 Management has presented proposals that would result in a 

15 reorganization of State.level human resources agencies and 

16 prograins;and . 
17 WHEREAS, the Commission has found that the administration 

18 of human resources programs at the local level is an integral part of 

19 the total organizational and management aspects of the human 

20 service delivery system; and 
21 WHEREAS, it is necessary to undertake a thorough analysis of 

22 the impact of any State.level human resources reorganization on 

23 the operation of the local human resources agencies; and 

24 WHEREAS, the Governor and the Secretary of the Human 

25 Resources are in the most appropriate positions to undertake such 

26 an analysis as a part of their overall planning and budget 

27 formulation responsibilities; now, therefore, be it 

28 RESOLVED by the House of Delegates, the Senate of Virginia 

29 concurring, That the Governor is requested to study and evaluate 

30 the human resources reorganization proposals of the Commission 

31 on State Governmental Management as they might impact on local 

32 human service delivery, as well as the need for organizational 
33 changes at the local level to enhance the delivery of human services. 

34 The Governor is further requested to transmit his findings, 

35 conclusions and recommendations in a written report to the General 

36 Assembly no later than November one, nineteen hundred seventy-

37 seven. 
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RECOM!-1SNDATIONS 

Ac:opted by 

The Task Force on !-iur:inn Rcs,:,urces R��>n;.:ir.izati0?1 

I. Reconunendations regarding the Department of lleZl.lth, the
Department of Mental Health and �lental Retardation, and the
Developmental Disabilities Planning Council:

l. Keep the Medicaid prograr:1 intact within the Deoartment
of Health, continuing its use of the most cost· effective
method of handling fiscal systems.

RATIONALE: 

A transfer of the Medicaid payments component would 
not be in the best interests of the progrZl.m for the 
following reasons: 

a. An administrative split would undermine program
effectiveness. Virginia's Medicaid program is widely
recognized as one of the best in the nation and as
such has been a model for other states. It has been
carefully structured to build on, relate to, and be
compatible with other programs and resources of the
Health Department, a situation made possible by the
fact that·administrative responsibility has rested
in the same agency. Splitting this responsibility
between two agencies would undermine the program's
effectiveness.

b. Federal/State funding would become more complex if an
administrative split occurred. The single state
agency requirement under Title XIX would necessitate
federal funds coming through the Department of
Health to the proposed Department of Economic
Security.

c. Health provicers would have to relate to two state
agencies. There has been a strong history of partici­
pation in public health progrums by all elements
(physicians, pharmacists, hospitals, nursing hemes)
of Virginia's medical care system. These provider
groups would no longer be able to deal with their
major State relationship through one department. If
Medicaid payments were trans!erred, there is the like­
lihood that provi6er ?articipation would diminish and
paper shuffling wcul� unnecessarily increase.
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d. State agencies' relationships would become more
complex. Other state agencies with Medicaid agree­
ments would be forced, like providers, to deal with
two departments instead of one to get Medicaid funds.

Insuring the most cost effective method of handling
fiscal systems might mean at some future date interfacing 
with other agencies' computer systems. At the present 
time, however, the computer capability for such an arrange­
ment does not exist and the Department of Health has 
established within its existing system cost control 
measures that are designed to insure the greatest possible 
economy. 

2. Maintain the Bureau of Crippled Children (BCC) and its
programs within the Department of Health.

RATIONALE:

Transferring the BCC to the proposed Department of 
Rehabilitative Services would be. ill advised because of 
the following reasons: 

a. The health team approach would be ·undermined. Most
referrals and field follow-up care are provided by
the local health departments. They provide the clinic
facilities, paramedical personnel and the back-up
the physician needs. To transfer a health care
program (BCC 1 s services are primarily medical in
nature rather than rehabilitative) out of a health
agency which is operating very effectively, is to
fragment an already cohesive system.

b. Program costs would increase. The BCC has been
extremely successful in securing donated services
from private practitioners because of the close
relationship between the Health Department and the
medical community. To change the program's thrust
and transfer it to a vendor-payment type of program
under the proposed Department of Rehabilitative
Services would increase the expenditure of State
dollars.

c. Program quality could decline. There is an inherent
danger that the present outstanding service delivery
system would deteriorate due to the lack of a
physician lead role in conununicating with the attend­
ing or consulting physician and the lack of close

follow-up and monitoring by medical personnel. These
services would not be within the capabilities of the
proposed Department of Rehabilitative Services.
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d. Present service gaps are norc likely to be addressed
with health related funds. While recognizing that
there are definite gaps in w�at the BCC cun do for
children with some medical Froblems (e.g. leukemia),
these gaps are due to a lack of funds rather than the
location of the agency. For the future it appears
more promising that these gaps will be filled by
Medicaid, National Health Insurance, or Child P.ealth
programs than through a Department o= Rehabilitative
Services.

e. Federal/State funding would become more complex. The
single state agency requirement under Title V would
necessitate the passing of federal funds through
the Department of Health to the proposed Department
of Rehabilitative Services.

f. Local agency responsibility would be unclear. Public
health directors ar.d public health nurses would have
to deal with two bureaucracies (Departments of Health
and Rehabilitative Services) with respect to "crip­
pled" children. This increases the potential for
clouding their accountability for services and
diminishing their effectiveness.

g. BCC funds are more flexible in regard to family income
eligibility. The BCC is able to assist virtually any
"crippled" child regardless of family income; this is
not necessarily true of other service prograns, whether
medical or rehabilitative.

3. Merge all functions presently undertaken by the State
Water Control Board and the Air Pollution Control Board
and place them within the present State Department of
Health under a Division of Enviror .. -nental Management.
Further, the name of the Department of Health should be
changed to the Department of Health and Environmental
Management in order to more appropriately reflect the
functions presently undertaken by the Department and
those which would be expanded i.lnder the proposed re­
organization. Under the proposed reorganization and
consolidation, there would be a Division of Environmental
Management administered by an Assistant Commissioner of
Health.

RATIONALE:

This proposal to ::o:isolidate enviro:1:r.ental heal th 
responsibilities under the Department of F.calth is based 
on the premise that a desirable and meaningful reorgani­
zation effort should be directed toward a reduction in 
the number of State agencies rathe= than an increase in 
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them when this can be facilitated through the appropriate 
reassignment of program responsibilities. Moreover, the 
soundness of this approach is attested to by the following: 

a. A strong health emphasis should be maintained rela­
tive to environmental issues. Public health concerns, 
which are of paramount importance, remain preeminent 
in this structure. If they were placed in another 
agency these concerns seriously risk being subordi­
nated to mandates other than those calling for the 
protection of the public health and well being. 

b. A holistic approach w�uld be taken to health concerns.
The National Governors' Conference has endorsed the
placement of environmental health programs in the
state public health agencies. Its concensus is that
environmental health issues are an integral part of
and directly related to a comprehensive approach to
protection of the public's health and well being, a
position that is supported by the fact that out of 50
States in the nation, only 10 States, or 20%, do not
have health agency involvement in their environmental
programs. Moreover, three States that initially
removed environmental programs from their health
agencies have now reversed their actions and consoli­
dated environmental functions within these depart­
ments. Here in Virginia, the Health Department
sanitarian and the public health nurse frequently
work in tandem, especially in rural areas, since it
is not unusual for a family with health related
problems to also have problems with sanitation,
sewage, plumbing and housing conditions that may be
contributing to their poor health status. This team
approach has been in place and worked well for over
thirty years. The proposed reorganization could
negate thi� effectiveness.

c. Cost savings would be realized through the use of
existing statewide local delivery system and person­
nel. Every county and city in the State of Virginia
operates a joint state/local health department that
·can respond quickly to local needs. To set up a
similar system under the proposed Department of Air
and Water Quality would be an unnecessary duplica­
tion of efforts requiring additional State dollars
{there would be no local match as there is now) .
With respect to personnel, any proposal which would
require shifting of the sanitation and inspection
functions from the State Department of Health would
require a massive effort on the part of the Common­
wealth to employ and train the personnel to perform
those tasks that would be solely within the purview
of the proposed Department of Air and Water Quality.
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The reason that the present employees of the State 
Department of Health {not the State level, but the 
local level) could not be transferred zo readily is 
because of the complexity of the state/local affilia­
tion agreement and the multi?le charter provisions in 
each municipality's cnarter relative to :unctions to 
be undertaken by its Dep�rt�ent of Health. Thus, 
the sanitarians, who arc presently enployed by the 
State Department of Health, would have to be 
retained by the State Depart�ent of Health under its 
affiliation agreement and under its numerous other 
statutory mandates for various types of sanitation 
inspections of restaurants, motels, hotels, schools, 
hospitals, etc. and epidemiolo9ic investigations, 
rabies and vector control. 

d. With the merger of the State i·iater Control Board and
the State Air Pollution Control Board into a Division
of Environmental Management within the State Depart­
ment of Health, the simplest and most logical of all
proposals is effected. From a legislative standpoint, 
there would be a total shifting of the responsibi­
lities of the State Water Control Board and the 
State Air Pollution Co.ntrol Board to the State Board 
of Health. Thus, from a legislative standpoint this 
proposal is much preferred over any other proposal 
which would require very complex legislation by 
attempting to shift specific functions and programs 
from one existing agency to a proposed agency. 

4. Initiate a chronic disease hospitalization program,
giving consideration to the utilization of the Blue
Ridge Sanitarium as an initial state operated facility
for chronic disease patients. This facility could be so 
used with the cooperation of the University of Virginia 
School of Medicine faculty and personnel. 

RATIONALE: 

There presently is no state program to provide long 
term hospital care for persons beset with chronic disease, 
other than those under the mandated jurisdiction of the 
Department of �lental Heal':h and Mental Retardation. This 
proposal would address this service gap, utilizing the 
Blue Ridge Sanitcrium facility Nhich has over the past 
several years witnessed a sharp decline in its tubercu­
losis patient population as a result of modern medical 
care. 

5. Endorse the efforts of the Cormnission on Mental Health
and Mental Retardation (the Bagley Commission) to study
the legislative and administrative mandates of the local
Mental Health and Mental Retardatio� Services (Chapter
10) programs to dcter�i�e what cha�ges are necessary to
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clarify lines of authority and facilitate better coor­
dination and joint planning with other human service 
agencies. 

RATIONALE: 

The autonomy of Chapter 10 boards and their lack 
of accountability to the state and local governments has 
created a situation which needs to be carefully reviewed. 
It is anticipated that the Bagley Commission's efforts 
will address this issue. 

6. Transfer the State/Local Hospitalization (SLH) program
from the Department of Welfare to the Department of
Health.

RATIONALE:

The Health Department has the appropriate linkages 
with the medical community to handle this program in a 
more efficient and effective manner. The SLH program 
could be administered as an adjunct to the Medicaid 
program. 

7. Place the Developmental Disabilities Planning Council
(DDPC) under the Department of Mental Health and Mental

Retardation, and give strong consideration to changing
the name of the Department of Mental Health and Mental
Retardation (DMHMR) to more accurately reflect all the
services it provides.

RATIONALE:

The DDPC's planning function can be accommodated 
within the present structure of DMHMR along with the 
developmental disability grants administration which is 
already there, while the soon to be created Developmental 
Disabilities Protection and Advocacy Office, with its 
emphasis on the protection of individual rights, is 
slated to be housed in the Secretary's office (it is 
required by federal law to be separate from service 
delivery agencies). This will reduce from three to two 
the number of places where developmental disability 
functions are structurally located within the Human Re­
sources Secretariat and should improve accountability. 
The suggested name change would more accurately reflect 
the population being served by DMHMR since mental retarda­
tion is only one of several types of developmental 
disabilities. 

II. Rcc0r..mendations regarding the Commission for the Visually
llandicapped, the Council for the Deaf and the Department of
Vocational Rehabilitation:



1. �ier�c '.hr� \'irg1ni.1 C1.),nn:.i.:;:;l.on f:.)r the Visually li,:rndic::ip­
ped ;:in1 the C0uncil for the De�f inlc one agency, the
Dcp;irtrnent for the Visu,,lly Imp,1ired a:1d the Hearing
Impairet: (DVI!l::t). It is further reconmer.::lccl that this
department h;:ivc � Conmistiio��r ns its ;:iq�ncy head and
that a pi::riod of Clnc c.:-r l'.,·c ,'':?ell", b<:: al lowed lo e::f0.c­
tuate this rncrGnr.

RATIONALE:

a. The new design would allc� the deaf accus� to an
already existing district structure and woul� enable
them to c,radually extend their services to the
district and local l�vels.

b. The new design would keep intact the only current
comprehensive rehabilitatio:1 program in Virginia, that
of the Virginia Commission for the Visually Handi­
capped, and would retain this system as a goal
standurd.

c. The new design is logical in that it places together
two "conununication disabilities." 1\lthough the sum
total of all other disabilities can be far greater
than these two disabilities, other disabilities do
not produc� the devastating effect of total isola­
tio:1 from normal cor:u.iunication channels as do the
loss of hearing or the loss of vision. THE DEAF
CANNOT HEAR: THE BLIND CANNOT SEE. The largest
amount of information transferred to the brain is
through hearing and sight.

d. The design could be undertaken with minor shifts in
personnel and facilities. The designated changes
would not have any il'llr.lediate impact on regional,
district, or local structures.

e. The designation of this age�cy as a department is
recom.�ended in order to establish the agency as one
of equal status with other major depa=tments of
human resources, i.e., Health, Mental Health and
Mental Retardation, i,;elfare a:-id Vocational Rehabili­
tation. The term Commissioner is synonymous with
the term currently used to designate the heads of
these existing ugencies. Th� �ask force is amenable
t.o change in eitr.cr of the titles us lor.g as the
concept of eq��l status is maintained.

2. Change the name of the Department o! Vocational Rehabili­
tation to the Depart�ent of Rehabilitative Services and
expanf its mandate so that, while retaining its purpose
of vocational rehabilitation, ic also begins to under­
take the broad purpose of total rehabilitation. This

7 
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change must be accomplished without diluting the high 
standard of services now available. The new thrust can­
not be accomplished without additional resources; for 
this reason it is recommended that a period of at least 
seven years of exploration, planning and development be 
allowed for full implementation of this reconunendation. 

RATIONALE: 

a. The concept of total rehabilitation is not a new one.
It has been voiced by professionals in the field of
rehabilitation for many years and the restraints in
developing such programs in Virginia have been
fiscal, not philosophical. This design would allow
the proposed Department of Rehabilitative Services
to gradually develop, as dollars are available, the
type of service system that would take into account
the needs of all handicapped, not just those who
have vocational potential.

b. The current restraints in both state and federal
funds for such programs would make immediate imple­
mentation of this recommendation impossible. To
effectuate even a name change at this point in time
might raise the expectations of the Commonwealth's
handicapped citizens, without·being able to fulfill
them. A period of seven years would allow the
General Assembly to investigate sources of state
revenue, would allow the Department of Vocational
Rehabilitation to investigate additional federal and
special project sources of revenue, and would provide
the agency sufficient time to plan, develop, and
add special programs. Seven years is ·the period
allowed for full implementation, but it is assumed .
that as programs are developed and new capabilities
for client populations are realized, they will be
merged into the service delivery system.

c. Virginia has used this sytem of incremental implemen­
tation with an anticipated date for full implementation
in the past, (e.g., the requirement for kindergartens
in all local school systems allowed five years for
full implementation), and has in this regard set a
precedent which the task force feels it i.s wise to
follow in·this instance.

. 
. 

3. Structure the board for the Department for the Visually
Impaired and the Hearing Impaired so that it consists of
members who would represent the legally blind, the
legally deaf, the hard of hearing, and the visually
impaired, as well as other citizens from the general
population.
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RATION,\LB: 

The attemp� with this recom�encation is to assure 
that the clients of this agency have peer =epresentation 
on t:ie board. 

�. Establish, through a m�ndate from the Sec=etary of 
Hum?.r. Resources, regularly scheduled meetir.gs to occ�r 
at least annually for the purpose of developing a com­
prehensive approach to rehabilitation needs and for 
reviewing changes in federal or state law (such as 
Section 504 of the 1973 Rehabilitation Act) that have 
impact on all handicapped persons. These meetings would 
include, at a minimum, the planning staffs of the Depart­
ment for the Visually Impaired ·and the Hearing Impaired, 
the Department of Rehabilitative Services, the Department 
of Mental Health and Mental Retardation and the Depart­
ment of Health, Bureau of Crippled Children. 

RATIONALE: 

A part of the Commission on State Governmental 
Management's rationale used in proposing a "super agency" 
was that there was "no single place, no organization of 
state government, in which the needs of the handicapped 
could be addressed." This is a problem of coordination, 
not of organization. It is within the power of the 
Secretary of Human Resources to mandate that joint 
planning and cooperative efforts occur among the major 
agencies or divisions serving the Commonwealth's handi­
capped citizens. 

5. Use the majority of new monies which become available
in the State !or rehabilitation and the handicapped
for programs that would extend services to the clients
of the proposed Department of Rehabilitative Services
and to the legally deaf and the hard of hearing, while
insuring maintenance of sufficient funding for services
to the visually impaired and the legally blind. This
would assure the continuation of high quality programs
for those with sight disabilities, while gradually
improving services to the other categories of the dis­
abled.

RATIONALE: 

It is recognized that there are gaps in the se�vice 
delivery systems for the blind. The Commission for the 
Visually Handicapped, however, comes closer to providing 
� comprehensive rehabilitative services delivery approach 
(o�e stop shopping) than any other asency in Virginia.
Tl:is system should be rr.ain!:ainec ar.d serve as a goal
standa�d !or the deaf ?.nd o:hcr �isabilities. Howeve�, 
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if the deaf and other disabled individuals are ever to 
receive comprehensive services, new dollars must be 
directed to these programs. As these two emerging 
programs develop over a course of five, ten, or more 
years, the possibility of merging all rehabilitative 
services or services for the handicapped may become more 
of a reality. 

III. Recommendations regarding the Department of Welfare, the
Virginia Employment Commission, the O:fice on Aging, and
the Commission for Children and Youth:

1. The Department of Welfare and the Virginia Employment
Commission should function within their existing
structures.

RATIONALE:

The Commission on State Governmental Management's 
proposal to combine all of the payments programs into 
one Department of Economic Security, and put all of the 
non-health related service programs into one large 
Department of Social a.nd Employment Services would 
produce more administrative problems than benefits 
for the following reasons: 

a. The current Department of Welfare and the Virginia
Employment Commission are multi-service agencies
that address the needs of different client groups
and administer different kinds of programs (i.e., the
insurance type/employer funded unemployment insurance
payment p�ogram of the Virginia Employment Commission
and the state sponsored income maintenance programs
of the Department of Welfare). These differences must 
be recognized and handled appropriately. 

b. The nature of the services of each agency is very
distinct from the other in terms of crisis orienta­
tion, type of problem being addressed, type of client
financial situation combined with family composition,
type of eligibility requirements, and type of service
staffing.

c. The proposed merger would complicate lines of
authority to the federal level and perhaps to the
local level. The two agencies are administered
quite differently now with the Virginia Employment
Commission being a totally state administered agency
with state employees, and the Department of ivelfare
having locally administered programs with employees
responsible directly to local government.
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d. The two agencies are nlrcady working coop�r�tively
to coordinate and improve the delivery structures cf
both agencies (i.e., WIN program}.

If the proposed merger were attempted, naio� a��i�i­
strative problems involving potential increases in 
expenses and expenditures of ti�e and energy would�� 
created with no guaranteed assurance of increased 
efficiency or improved program content and service 
delivery. A more appropriate approach to sound �n�aqe­
ment and program effectiveness can emanate from the 
dynamic leadership of a strong Secretary of Human Re­
sources. 

2. Charge the Virginia Employment Ccr:unission to be the lead
agency to develop one strong job development and pl�ce­
ment activity in the State. All of the other hu�an
resource agencies would work with the Virginia E�ploy�er.�
Commission to improve the coordination and implementaticn
of these activities through formal cooperative agree�ent�.

RATIONALE:

a. It has been recognized that many agencies provice :��
development and placement services for their parti­
cular client groups. However, because this is only
a small part of what each agency does for its clien�s.
it is often not as strong a service as it could��-

b. The Virginia Employment Commission has this £unc�ic�
as a major part of its service delivery ef£or�s �o �
broad spectrum of clients. Further�ore, it has
strong ties in the private business community an�
is in the best position to coordinate the generation
of job development and placement opportunities.

3. Keep the existing Office on Agin� and the Co�.rnissic�
for Children and Youth (to become the Division for
Children on July 1, 1978) i�tact as extensio�s of t�e
Secretary's Office. A loose confederation shall �c 
maintained via the sharing of support services sue� �s 
financial reporting. Each agency shall retai� i:s 
autonomy, and shall advoca�e on behalf of its S?8ci:_� 
client group. Careful study should be made cf t�� :.,­
lineation of the advocacy concep� versus that of g=��=s 
administration and service delivery. 

RATIONALE: 

a. The Office on Aging and the Cor...�issi0n for C�il,:r��
and Youth, as advocacy age�cies, should be closely
aligned with the Secretary of Human Resourcus. �s
extensions of his Office, these agencies could hlor�
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ap;>ropriately do long te!·:n planning and significant 
monitoring of all state programs affecting their 
client groups, with their roles and functions deter­
mined jointly by the specific agency and the Secretary. 

b. Any absorption o! the advocacy roles of these c�o
agencies into one �pecific line agency would sig�i=i­
cantly weaken if not destroy the independence a�d
the broad based approach of these two coordinating
agencies.

IV. Recommendation regaTding licensing of facilities:

Consolidate within the Department of Health all licensing 
functions for facilities, while maintaining standard setting 
responsibilities within the appropriate agencies that are 
most conversant with particular programs. Appropriate 
staffing and sufficient funding shall be made available 
in order to carry forth with the enforcement of all sta�dards 
promulgated by the appropriate boards. 

RATIONALE: 

a. There are three major agenc1es, the Department of Health,
the Department of Welfare, and the Department of Mental
Health and Me::tal Retardation, that do a significant
amount of licensing of facilities in the State. De­
pending on the type of facility, such as a day care
center for retarded children, all three agencies may
have specific licensing functions. In order to coordi­
nate and streamline these activities· and to save staff
time and travel, it is recommended that all of the
specific licensing visits and inspections be coordina�ed
within one agency.

b. Because the licensing function itself is not large enough
to be loc�ted in a fre�-standing agency, and because the
Department of Health currently has by far the most
liccnsi�g responsibilities, it was determined that all
field licensing staff should be the responsibility of
the Department of Health.

c. The appropriate licensing standards and program quality
definitions would be promulgated by the appropriate agency
boards and program staff. This would negate the need
for the Department of Health to hire appropriate psychi­
atric or social program staff.

d. With chis improved licensing potential, the Deparcmen� of
Health must be provided with sufficient funds and staff
to carry out this expanded mandate.
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v. Special ?.eco:::.�endations of conce=n to all Human Rcso�rccs
.t-.gencies:

1. Introduce legislation to allow for localities, with the
approval of the Secreta=y of Euman Resources, to submit
plans for the comprehensive del1very of human services
in a man:ier that is best S\litec.1 to their own specific
needs.

R}I.TIONALE:

In order to improve the resource allocation and 
se=vice delivery of the various human resource agencies, 
local general purpose government must be made accountable 
for the delivery and management of these services. In 
order to be held accountable, local government must be 
given the authority to nanage and fund these programs 
in the way best suited to their own local situation. 
Minimum state standards for program quality and quantity 
of service must be assured. Thus a mechanism for state 
level a??roval and progra� monitoring must be implemented 
along with local flexibility. 

2. Continue to emphasize the role o= the Secretary of Human
Resources as a strong coordinating influence across
agency lines.

R.l\TIONALE:

Many of the end results identified as desirable by 
both the Commission on State Governmental Management and 
our Human Resources Reorganization Task Force can be 
realized through administrative action rather than 
structural surgery. The authority of the Secretary of 
H�man Resources to mandate greater interagency coordina­
tion and cooperation toward the resolution of management 
and service delivery problems has been established. The 
exercise of that authority in a dynamic and creative 
�anner needs to continue. 

c. I�itiate legislative action in the General Assembly to
foscer the establishment of concurrent fiscal years for
the Co:a.,r.onweal th and the major federal funding so�rces.

A nu�b�r of the preced�ng rccorrunendations require 
ccoperative efforts, in planning, staffing, or budgeting. 
7he ag�ncies' ability co ur.certake such cooperative 
efforts is greatly hindered by the fact that some progra�s 
are operaced on the state fiscal year while others operate 
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on the federal fiscal year. It is recognized in making 
any change, that regional and local counterparts would 
also have to change i� order to insure complete con­
tinuity. 



BACKGROUND ON HJR 188 

The 1977 session of the General Assurnbly passed Ho�se �c�n� 
Resolution 188 requiring the Governor and the Sccrc:ary o! iiuman 
Resources to examine the feasibility of certain proposals for 
reorganization of human services. The General Assurnbly requested 
that the report on human service reorganization be presented no 
later than November l, 1977, with particular emphasis b�in0 
placed on assessing the impact of such reorganization on locQl 
service delivery. 

This resolution was the result of a sequence of events over 
the past several years which focussed on improved management of 
human service programs in Virginia. First, the General Assembly 
established, in 1973, the Commission on State Governmental �·lanac;e­
rnent with a broad mandate to study the organization and �anagernent 
of state government and to make such recom.rnendations as were 
deemed necessary to maximize the efficiency and effectiveness of 
state government. 

While the Commission's focus has been wider than hu.7.a� 
services, in November, 1975, it released a report �hich addressee, 
among other things, the need for reorganization of the h:.i,�an 
resource agencies. Copies of this report are available from the 
Commission on State Governmental Management, 6 North Sixth Street, 
Richmond, Virginia 23219. 

The commission held public hearings on its proposals through­
out the State in December, 1975. In addition,throcgh the Secretary 
of Human Resources, the Commission was provided comments concerning 
the effects of the proposed reorganization on each existing state 
human resource agency. These comments were prepared by the indivi­
dual agency heads in the spring of 1976. 

In the summer of 1976, then Secretary of Human Resources 
Otis L. Brown appeared before the Commission to present his 
views on the Commission's proposals and his own analysis of what 
was needed to improve the effectiveness of the state human 
resource agencies. Copies of Mr. Brown's alternative propos�l 
are available fror:: the Office of the Secretary of l!uman Resou:-ces. 

Based in part on this information and other infcr�atior. 
presented to it, members of the Commission introduced in the 1977 
sessior. HJR 188 and a second piece of legislatio�, :-!!1 1633, a.:..::-it:'·: 
at providing more fle:.;:ibility in program manageme:-:t and service 
delivery at the local level. This latter h�ll was devclo?eC in 
response to certain recommendations contai�ed in the pro?osal 
made by Secretary Brown. While HJR 188 p�ssed, the lat�e� ''loc�l 
optior." legislation did not. 



METi-iODOLOGY 

In late June, 1977, the new Secretary of Human Resources, 
Woodrow w. Wilkerson, set in motion two interrelated efforts to 
address the requirements of HJR 188. First, he established a 
Task Force on iiu.-::an Resources Reorganizati::m composed of 18 
appointees representing the spectrum of human service disciplines 
as well as local gene.cal purpose government. Representation 
from diverse perspectives included: 

(1) men�ers of state boards
(2) regional delivery structures staff
(3) local service delivery structures staff
(�) pri.ate providers 
(5) loc�l elected and appointed general purpose government

re?resentatives

This gro�p �as given a twofold charge. First, they wer� 
�o examine th= ?roposals made by the Commission on State Govern­
�ental Manage�er.� and by former Secretary Brown for their i�pact 
on improved ser·:ice delivery, and second, they were to report 
their recom.-::en=ations for change by October 15, 1977. The Secre­
�ary indicated t�at this task force had the latitude, in his view, 
�� accept the Commission's recom.�endations or former Secretary 
3ro:,n's proposals in whole or in part, or to make recommendations 
��ich deviated =rem both. Dr. Wilkerson noted that the primary 
=onsideration for any reorganization ought to focus on the degree 
to which it facilitates efficient and effective deliverv of 
services to the citizens of the Commonwealth. 

Realizing the short time frame in which he was asking the 
��sk :orce to undertake a rather large and awesome assignment. 
��e Secretary also established a working group of high level 
s:a:e a?ency personnel to work with the staff of the Secretary's 
�==i=e :o factually critique both the Hopkins Commission and Brown 
���?�s:13. The efforts of the work group were intended to pro­
�·1:::� :�? task force with a fact base fro� which to begin their 
own efforts. 

-:. order to facilitate the most effective use of the task 
:ere? ��d to allow for in-depth consideration of specific issues, 
��ree ��3k force subcommittees were established. These sub­
=�::-.::::��ees were: 1) Health and Mental Health Services; 2) Employ­
��:::, �ocial and Economic Security Services; and 3) Rehabilitative 
5�=·-·1.=es. Each subcommittee dealt with issues and reco:-r.!"'\e�:::a:ions 
=�:�t:::� to their specific area,and after careful consideration 
�==::=��-��cir reco:.unendations to the full task force for delibera­
tio�. Issues relating to advocacy and licensing fur.ctio::s W''ff':' 
cc::side::-�d by all three subcoll'.mittecs. 
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The task force recognized the need for ration�l criteria to 
be used in measuring effectiveness and efficiency in an�lyzing 
reorganization alternatives. In response to this need, the �ork 
group and the staff of the Secretary of El!l�an Resources cevclopec 
a list of criteria �hich was ultimately adopted by the task force. 
These criteria, used in the analysis of reorganiz�tio� alterna­
tives, are detailed below. 

Criteria for Evaluation of Reorganization Pro?osals 

1. To make state government more productive, cost e=fective,
and efficient.

more clients receiving services 
- less duplication of services and administrative costs
- reduction in costs per client

2. To make state government more accountable and responsive.

better ability to determine if agency program responsi­
bilities are being met 

- better ability to initiate new programs or linkages
to address unmet needs of clients

- greater �rogram accessibility

3. To improve the quality of state services.

- more effective needs assessment
- better standard setting and implementation
- increased monitoring of service delivery systems

4. To clarify assignments of responsibility and authority.

more definitive delineation of program area responsi­
bility 

- authority commensurate with program responsibility
- se.rvices that are better understood by citizens and

legislators

S. To enhance state government's adaptability to change.

- greater flexibility in responding to emerging issues
- fewer legislative, regulatory and funding constraints
- consistent local government roles
- compatible? local delivery structures and regional

adrninist�ative structures

6. To improve co:::-.. "ni;:,ication syste:ns .:;.nd decision-rr.a:�:.::g.

- greater allowance for citizen input
- better ir.teragency cor..mun:.caticn
- clear lines of authority ·

clearly articulated roles for boards and cc:::-::-.issic�s
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7. To improve the state t s planning, policy analysis and
program development capability.

increased capability for comprehensive human resources 
planning 

- increased potential for effective and equitable alloca­
tion of resources
greater sensitivity and responsiveness to special need
clients

- effective advocacy roles

8. To foster a more positive management attitude with
greater emphasis on results and program accomplishments.

- improved personnel/budgeting/fiscal management/planning
processes

- improved evaluation processes both within agencies and
across agency lines

- reasonable span of program control

At the conclusion of the subcommittee deliberations, all 
conclusions and reconunendations were presented to the full task 
force for discussion. Each recommendation was considered, in 
some instances extensively revised, and ultimately voted on by 
the task force. Thus, the contents, conclusions, and recommenda­
tions of this report have been considered and adopted by the Task 
Force on Human Resources Reorganization. 



ANALYSIS OF ALTEfu�ATIVES 

In the early development stages of the reorganization study 
conducted by the Secretary of Humiln Resources, in response tc 
House Joint Resolution 188, it became readily apparer.t that to 
fully comply with this resolution would require not only care:­
ful scrutiny of the Commission on State Government�l :-lzinage:!:P.nt 
proposals, but would also require careful analysis cf :or�er 
Secretary Otis L. Brown's proposal, and the curr�r.t stn!r.::.ur.::: 
of human resource agencies. The work group and subseque�tly 
the task force carefully reviewed each of the ten major hu�an 
resource agencies. Their reflections took into accour.t �hese 
three possible alternatives. 

The following agency by agency analysis is a composite of 
remarks solicited from the agencies, work group remarks, task 
force remarks, and staff remarks. It is evident in reviewing 
the analysis that th'e statements are at times contradictory. 
This is a natural occurrence when the attempt is to clearly 
and accurately articulate all positions. Furthermore, some of 
the rationale is applicable to more than one agency thus may 
appear in two or more discussions. The final recommendations 
and accompanying rationale relate directly to the analysis, a�d 
are in effect the result of careful analytical review. 

Three agencies located under the Secretary of Human Resour­
ces did not receive the same degree of analysis. They are the 
areas of the Health Regulatory Boards, the Commission on the 
Status of Women, and Developmental Disabilities Protection and 
Advoc"acy Office. These were considered in less detail for the 
following reasons: 

·The new agency combining the Health Regulatory Boards
was created by the 1977 General Assembly and did not 
become a free standing entity until July l, 1977. As 
such, it did not exist at the time the reorganization
study of the Conunission on State Governr:iental. Mana�e!'!\e:-. ':
was undertaken. Even now, it has :iot P.xisted long

enough to be fully tested or eval ua tcd ,'!:3 ':.o its
effectiveness or efficiency.

·The Commission on the Status o-: :·1::::ne:. dces not have a
staff and as such does not provide or di=ectly monitor
a:,y service celivery. Under thes� circunsta:.ces, it
is extremely difficult to examine it in the sane liqht
as the ot�er agencies.

·The Develop�ental Disabilities r�·-?c':.�:� ��c Ad�oc3Ci
0-:fice was no::. offically crcat�� ��:i! :c�oter 1, 1J77.
li::der federal law it ca:inot be p.i.a'ced ·.-,ithin a service
delivery structure. Consideri:ig the extensive review
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given any new program, it was not considered necessary 
for the work group and task force to further review 
this office. 

·The remaining human resource agencies are reviewed
below under major subheadings consistent with the
deliberations of the three major subcommittees of
the Human Resources Task Force on Reorganization.
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. l. Analysis of the Department of Health, 
the Department of t-iental Health and 
Mental Retardation and the Develop­
mental Disabilities Planning Council 

DE�.:;rr:-:•!'.=:NT OF HE1\LTH 

Com.�ission on State Governmental Management 

�his proposal recommends that the existing Department of 
Health continue to carry out its preventative and curative 
public health prog:::-arns, except for the following: 

·!·ledicaid eligibility (now in the Department of Welfare)
a�<l vendor p�yments component would be transferred to 
the Depar�ment of Economic Security.

·7�c Bureau of Crippled Children would be transferred
to the Department of Rehabilitative Services.

·Envircn�ental He�lth and Solid Waste programs would be
t::::ansferred to the proposed Depar::ment of Air and Water
Quality under the proposed Secretary of Natural Resources.

·Clinical social services su�ervision (a one person
opera:ion at the state level) would be transferred to
the proposed Department of Employnent and Social Services.

·The Blue Ridge SaPitorium would be transferred to the
proposed Department of Re�abilitative Services.

Positive Aspects: 

-Medicaid - better quality control.

The consolidatipn cf eligibility and payment components from
di::crent human resources agencies might bring about better
coortination of quality control efforts, insuring that indivi­
duals get the paynents for which :hey qualify and preventi�g
fraud and abuse by both recipiencs and providers.

-Bur��� of Crippled Childrer. (BCC) - cer.tral administration for
all ��ndicapping conditions; continuum of services for children
within one system.

Tr��sference of the sec to the pro?osed Department of Rehabili­
t�tivc Se=vices would give one agency ad�inistrative authority
and responsibility for all handicap?ing conditions, and would
:o�ce that agency to give atter.tion t� the rehabilitative needs
of children �s �ell as adults. T�is would eliminate the need
for -.r.-:; c:-ii lt: with a pro longed hancic�p;>ing conci tion to
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switch to a new treatment system after age sixteen. 

-Environmental Health and Solid Waste - simplified federal/state
relationships and accountability.

The Department of Health would nc longer be required to main­
tain relations with the Environmental Protection Agency, there­
by simplifying its federal/state lines of communication. The
Health Department could also no longer be held accountable
for environmental health problems.

-Clinical Social Services - better coordination with other
social workers.

Placement of the state supervisory role for clinical social
workers in the proposed Department of Social and Employment
Services might serve to facilitate better communication and
eliminate any duplication of services between them and other
social workers.

-Slue Ridge Sanatorium - better utilization of the facility.

The decline in the tuberculosis census has 
need for the sanatorium for this purpose. 
the proposed Department of Rehabilitative 
chronic diseases could ease the strain on 
hospitals. 

Negative Aspects: 

-Medicaid

alleviated the 
Its availability 

Services to treat 
the mental health 

to 

A.� administrative split would undermine effectiveness - Vir­
ginia's Medicaid program is widely recognized as one of the
best in the nation and as such has been a model for other
states. It has been carefully structured to build on, relate
to, and be compatible with other programs and resources of the
Health Department, a situation made possible by the fact that
ad�inistrative responsibility has rested in the same agency.
Splitting this responsibility between two agencies would
undermine the program's effectiveness.

Federal/State funding would become more complex. The single
state agency requirement under TitleXIXwould necessitate
federal funds coming through the Department of Health to the
Department of Economic Security.

Duplication of roles - A health professional competer.ce would
need to be built into the new department, thereby duplicating
the existing capabilities of the Health Department. Otherwise, 
the concept of management of health programs by health profes­
sionals would be abrogated. Health providers woulc have to 
relate to two state agencies. There has been a strong history 
of participation in public health proqra�s by all elements 
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(physicians, pharmacists, hospitals, nursing homes) of 
Virginia's medical care syste�. These provider groups would 
no longer be able to deal with their major State relationship 
through one department if Medicaid payments were transferred, 
thereby creating more paper work and the likelihood that their 
participation would diminish. 

State agency relationships would become more complex. As 
indicated with providers, other state agencies wit� Medicaid 
agreements would be forced to deal with two departments 
instead of one to get Medicaid funds. 

Client relationships would become more complex. While the Aid 
to Dependent Children (ADC) recipient is by and large a 
recipient of Medicaid, he/she is also the client of the Health 
Department for services and would be a client of the proposed 
Departments of Economic Security, and Social and Employment 
Services as well. Thus, for many clients the se�vices they 
need would be located in three rather than two agencies as at 
present. This would require close linkages among the three 
departments in their planning efforts. 

-Bureau of Crippled Children (BCC)

The health team approach would be undermined. Most referrals
and field follow-up care are provided by the local health de­
partments; they provide the clinic facilities, paramedical
personnel and the back-up the physicians need. To transfer a
health care program (BCC's services are primarily medical in
nature rather than rehabilitative) out of a health agency which
is operating very effectively, is to fragment an already cohe­
sive system.

Program costs would increase. The BCC has been extremely
successful in securing donated services from private practi­
tioners because of the close relationship between the Health
Department and the medical community. To change the program's
thrust and transfer it. to a vendor payment type of program
under the proposed department of Rehabilitative services would
add to the expenditure of state dollars.

Program quality could decline. There is an inherent danger
that the present outstanding service delivery system would
deteriorate due to the lack of a physician lead role in com­
municating with the attending or consulting physician and
because of the close follow-up and monitoring which is present­
ly done by medical personnel which would not be within the
capabilities of the proposed Department of Rehabilitative
Services.

Present service gaps are more likely �o be filled with health
related funds. While recognizing that there are definite gaps
in what the BCC can do for children with certain medical
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problems (e.g. leukemia), these gaps are due to a lack of 
funds rather than the location of the program. For the future, 
it appears more promising that these gaps will be filled by 
Medicaid, National Health Insurance, or Child P.ealth programs 
than through a Department of Rehabilitative Services. 

Federal/State funding would become more complex. The single 
state agency requirement under Title V would necessitate 
federal funds coming through the Department of Health to the 
proposed Department of Rehabilitative Services. 

Certain local responsibility would be unclear. The public 
health nurse would have to deal with two bureaucracies (the 
Department of Health and the proposed Department of Rehabili­
tative Services) with respect to crippled children; this 
increases the potential for clouding their accountability for 
services. 

BCC funds are more flexible than rehabilitative funds. The 
BCC is better able to assist virtually any child regardless of 
family income, while the Department of Vocational Rehabilita­
tion's programs have essentially become ones for poor people 
due to limited funding and departmental priorities. 

-Environmental Health and Solid Waste Programs

Moving these programs would cause the loss of strong health
considerations relative to environmental issues. Public
health concerns, which should be of paramount importance, run
the serious risk of being subordinated to other considerations
in an agency whose principal mandate is other than the protec­
tion of the public health and well being.

Historically, environmental programs grew out of measures.
designed for the protection of the public's health. The
provision of pure drinking water and the sanitary disposal of
sewage were deemed necessary to protect the public from the
ravages of the filth - borne diseases: typhoid, cholera,
dysentery, hookworm, etc.

Over the years these environmental health programs were so
successful the health implications were shunted aside in favor
of other environmental considerations. Kepone has put an end
to that. The public at large, and governmental agencies in
particular, have been jolted into the realization that safe­
guards against the old diseases must be maintained and, more
importantly, that the chemical revolution of recent years has
brough.t about an awesome threat to our health and safety by
the introduction of a new group of hazardous materials into the
environment. The public will now expect an overriding health
relationship in the development of all environmental program�.
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Environmental health issuP.s are an integral part of and direct· 
ly r�lated to a comprehensive approach to protection of the 
public's health and well being. The public health nurse and 
Health Department sanitarian frequently �ork in tandem, 
especially in rural areas, since it is not u�usual for a 
family with health related problems to also have problems 
with sanitation, sewage, plumbing and housing conditions that 
may be contributing to their poor health status. This team 
approach has been in place and worked well for over thirty 
years; the proposed reorganization could negat� this effective­
ness. 

The holistic approach to health receives the Governor's 
support. The National Governor's Conference has endorsed the 
place�ent of environmental health programs in the state public 
health agencies. 

Environmental health and licensing are tied toget�er. The 
environmental health functions of the sanitarians are directly 
related to the hospital and facilities licensing functions of 
the Health Department. To effect the proposed transfer would 
make for a more administratively complex arrangement. 

The proposed Depart�ent of Air and Water Quality lacks a local 
base. Unlike the Department of· Health, it does not have a 
system of offices in every locality that could respond quickly 
to local needs. To set up such a system would be an expensive 
and unnecessary duplication of effort. 

-Clinical Social Services. The clinical social worker required
as part of the medical team under Title V would have to relate
to two departments instead of one.

-The transfer of the Blue Ridge Sanatorium would ignore current
planning with the University of Virginia to utilize this space
for chronic disease treatment.

Otis Srown's Proposal 

Former Secretary Brown's proposal does not make any specific 
structural recommendations relative to the Health Department 
other than those that are part of his call for a single licens­
ing agency. His suggestion of local hu.�an resource councils 
could be accommodated nicely by the Hea,th Department's local 
structure if the funding procedures wer� worked out. 

Current Structure 

The Department cf Health is cu=rently funded by four federal 
agencies to operate a wide variety of p�blic health programs in 
Virginia. It's stated goals are: 

The promotion of personal· and �nvironmental health; 
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DEPARTMENT OF MENTAL HEALTH AND MENTAL RETARDATION 

Commission on State Governmental Management 

The revised proposal of State Governmental Management 
retains the Department of Mental Health and Mental Retardation 
{D!·1HMR) as it is, with the additional recommendation that the 
Developmental Disabilities Planning Council be placed within 
the Department. 

The work group did not critique this department as a part 
of its examination of State Governmental Management since it 
was essentially calling for maintenance of the current structure. 

Otis Brown's Proposal 

This proposal does not specifically address issues relevant 
to DMHMR except insofar as it discusses licensing and the 
concept of local human service councils. The latter issue poses 
serious problems relative to Chapter 10 programs since all 
report directly to the autonomous Chapter 10 boards rather than 
to the local government structures. 

Current Structure 

Positive Aspects: 

-There are presently a sufficient number of mental health
hospitals with adequate staffing.

-Relatively high levels of service are provided through Chapter
10 programs, with the exception of services for children.

-The agency has a postive public image and generally good
working relationships with other state agencies.

Negative Aspects: 

-There is a lack of mental health programs specifically for
children.

-The �gency has an unwieldy system; it is operating 16 institu­
tions and has 18 budgets.

-The agency information system is weak.

-The Chapter 10 system needs reworking to clarify relationships
and authority.
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The prevention of disease; 

The diagnosis and treatment of any known health 
problems of the state's population. 

Positi•ce l\spects: 

-The Department has a strong state/local cooperative plan
and budget that facilitates a high degree of ::iscal control
and standard setting by the State while at the samP. time
insuring significant local involvement.

-Regional and district units are coterminous with Planning
District Commissions, Professional Standards Review Organiza­
tions and Health Service Areas.

-The r:>epartment has a st.rang history o: cooperation with all
segments of th� State's medical care system.

-A statewide system of effective local health clinics provides
high quality care.

-The Bureau of Crippled Children is successful and very cost
effective.

-The Department has good working relationships with other
state agencies.

-The Department maintains a holistic approach to health care
issues.

Negative Aspects: 

-The state/local cooperative budget has caused some problems
with salary scales (all local health department staff are state
employees) and statistical presentations.

-Other agencies' substate boundaries are not coterminous with
those of the Health Department.

-There are some significant gaps in services.

-There are only a few strong local he�lth boards.

-Many local health departments rely on oral rather than
w=itten �greemer.ts with other agencies.

-Stronger regional �elationships with the Department of
�elfare are �ee�ecl.

-ThQre is not eno�gh long r�nge heal�' planning for the aged.
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DE,'ELOP�ENTAL DISABILITIES PLANNING COUNCIL (DD?C) 

Cc�::iissio� on State Governmental Manaqe�ent 

This proposal transfers the DDPC to the Department of 
Mental Health and Mental Retardation. 

Positive Asoects: 

-DDPC's planning function can be acco�odatac within the present
structure of DMHMR.

Negative Aspects: 

-DD?C staff feels it can function more effectively outside
of DMHMR.

-'!'::.(;:re would be no apparent savings in administrative costs 
that are already being borne by DMHi.�R. 

Otis Brown's Proposal 

This proposal does not. specifically speak to DDPC's 
concerns except insofar as it discusses the issue of advocacy. 
The new Developmentally Disabled Protection and Advocacy 
program is separate from the DDPC by federal mandate. 

Cu�rent Structure 

?ositive Aspects: 

-The dev�lopmentally disabled population crosses all agency
li�es, thereby enabling the resources of these various sources
to be tapped for the provision of services.

-D8PC provides a good overview of the needs of the develop-
mentally disabled free of any individual agency biases.

-DDPC is developing a strong advocacy planning capability.

Ne��tive Aspects: 

-��e n��ds of the develop��ntally disa�led population far out­
w� i g::. the available fiscal and staff �esources of t�e D�?C.
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II. Analysis of the Council for the Deaf,
the Virginia Commission for the Vis­
ually Handicapped, and the Department
of vocational Rehabilitation

COUNCIL FOR THE DEAF 

Corn.�ission on State Governmental Management 

This recommendation would move the Council for the Deaf's 
total program into a proposed Department of Rehabilitative Ser­
vices. There has been no provision made for the internal design 
of that department. 

Positive Aspects: 

-Merger into a Rehabilitative Services Department would give the
deaf access to very needed support services (i.e., personnel,
accounting, etc.).

-If the deaf were given full division status under the Rehabili­
tative Services design, there certainly exists the possibility
that they could substantially increase their service delivery
capability. However it does not seem reasonable to conceptualize
that such a small program could gain division status.

-'l'i1e Council for the Deaf recogniz�s the need to address issues
,ind concerns of the handicapped "across the board" and to design 
programs and implement policy in a way that takes into considera­
tion the needs of all handicapped individuals. 

-If the deaf could have access to a more comprehensive regional/
local structure and still naintain their identity, it would prove
beneficial for them to merge with other rehabilitative services.

Negative Aspects: 

-The Council for the Deaf is concerned that they will loose their
separate identity if merged into a total program of rehabilita­
tion services.

-The Council is concerned over the fact that they provide services
from birth to old age and that rehabilitation programs, especially
those that are vocational, generally have age restrictions.

-The deaf are concer:ied that they might loose their advisory
board and have no similar group which wou-d be specifically con­
cerned with the deaf.

-Onlv about one-fifth of the work of the Council for the Deaf con­
cer�s rehabilitation specific issues. The Council also deals
w•th general areas such as prevention, older age, and habilita­
t.ion.
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-The dea: are concerned about the division of responsibility in
refe=er.ce to such areas as fiscal management,rehabilitation ser­
vices, social services, personnel, facilities, etc.

�eutral Aspects: 

-The Council for the Deaf is adamant that under any structure of
government interpretor services must be maintained. Interpretor
services are the only link most deaf people have with other human
service agencies, doctors, lawyers, etc.

-The Cou�cil would like to be able to exoand their services suffi­
ciently to employ persons who can act as advisors to parents of
deaf children, and to have social workers to work specifically
with the deaf.

Otis Brown's Proposal 

These recommendations do not deal very specifically with the 
Council fnr the Deaf except to imply that the Council as an advo­
cacy agency would be subsumed into an advocacy office along with 
advocacy for children and youth, aged, etc. 

Positive Aspects: 

-The deaf recognize a significant need for advocacy.

Negative Aspects: 

-The needs of the deaf in Virginia have never been adequately
addressed. Attention to the needs of the deaf has only come
about over the past three to five years, and then only as a direct
result of the Council's activities. It would be unfortunate to
destroy the work that has already been accomplished in this area.

Current Structure 

Positive Aspects: 

-The Council provides deaf people with an agency of government
with whom they can communicate in their own language.

-The Council provides special telecommunication equipment, which
enables individuals to find out about other programs and how to
address specific needs.

-T�e Council is capable of understanding the problems of the deaf
and is cognizant of their special needs.

-T�e Council staff has an experience base and knowledge base of
existing resources that enables them to match clients with proper
resources.

-The Council programs have no age limit on services to meet special
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needs. 

-Financial eligibility requirements are not restrictive on needed
services.

�egative Im?acts: 

-The Council programs have been significantly understaffed.

-Too much staff time must be devoted to administrative matters, and
this greatly reduces the amount of time for services and programs.

-Staff constraints prevent adequate attention to long term projects.

-The budget for the Virginia Council for the Deaf is less than
$100,000 per year. At least twice that amount of funding is
necessary for adequate operation of current programs and services
that are not offered by other agencies.

-The Council lacks regional centralized offices where a deaf person
can easily communicate via sign language or special telecommunica­
tion devices.

-The Council has no legal authority to encourage implementation of
its recommendations.

Neutral Aspects: 

-The fact remains that the deaf have a very significant communica­
tion problem. It is not one that can easily be understood by the
"hearing" public. Most individuals ,..·ith normal hearing have
never experienced total isolation from sound and cannot relate to
what "deafness" actually means. The point that needs to be made
is THE DEAF PERSON CANN07 HEAR. He cannot hear anyone behind, ir.
front of, or around him; hear parents, relatives, teachers, doc­
tors, mental health workers, ministers, etc.; hear and participate
in political dialogue or other discussion; hear movies or TV or
radio; hear friendly or other passing cor..ments; hear news or talk
during lunch hour or other times; hear debates, proposals that
have impact on life; hear talks by state or federal representa­
tives; hear reactions by the hearing public; hear emergency broad­
casts on radio or TV; .... and many other s�. tuations. Considering
the current situation in ter�s of services to the deaf in Virginia,
this point should emphasize that the deaf :"!Ot only need mainte­
nance of current services, but most certai�ly need an improved
service system.

VIRGINIA C0t-1NISSI0N FOR THE VISUALLY HANDIC;\PPED (VCVH) 

Conrnission on State Governmental Ma:-:nger:;e:,t 

Th� Commission proposed the movem�nt o· VCVH's entire struc­
ture, with the exception of assista:-:ce pay�··nts, into n Depart�c�: 
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of �ehabilitative Services. There has been no provision made for 
the i:-tternal design of this department. 

Positiva Aspects: 

-The Co:.'..�ission's latest position is perceived as a significant
im?ro\·ement over prior recomrnendatio:1s which would have frag­
mented service delivery.

-VCVH ::-ecogni.zes the need for better planning "across the board"
in order to address the needs and proble�s of all handicapped
groups from a united perspective.

-vcv� recognizes the need to develop services for handicapped
individuals that go beyond the scope of vocational rehabilitation,
and has in fact been a front-runner in developing such programs
thr�u;h their special services division.

-A DP.cartment of Rehabilitative Services, if designed on the cur­
rent.vocational rehabilitation structure, might give the visually
handicapped closer linkages to other local level agencies.

-vcv� might be able to take more positive steps toward improving
sala:-y scales with the "clout" of a larger agency.

Negative Aspects: 

-The i�?act the changes would have on service delivery to clients
would �e a potential decline of all types of services for blind
chilcren and adults from a long and carefully built historical
position of excellence to the.lower position which has only re­
lucta:-ttly been provided to others severely handicapped groups
in ::-ecent years as the result of court orders or new legislation.
The reason for this projected deterioration is that the consoli­
dation of services for the handicapped will tend to place them
all on a common cost effectiveness basis, and judgements m�de on
this basis will result in the client with a missing finger., simple
hernia or other similar disability receiving better, more prompt
service. Such disabilities are auto�atically more "cost effec­
tive"; they are "easier"; they produce "better statistics", and
don't involve the providing counselor, teacher, or consultant with
personal or emotional discomfort. Ch the other hand, the more de­
vastating disability of blindness involves all of those problems
anc it will tend to be avoided, especially where the name of the
game is "performance". Indeed this "avoidance" problem is so
cc:-:-..�o:-t that from time to time the federal rehabilitation program
has had to forcefully direct its expenditure away from the "easy",
"cost effective, statistically pleasing" disability groups to the
mo::-e severely disabled.

-The following difficulties are inherent in a "super agency" con­
cept:

1. ;,s an agency grows in size and diversity of services, the
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adninistrative distance between the ultimate decision-makers 
and the clients becomes increasingly greater. Therefore, 
unique client needs become obscured. Client concerns are 
passed up the chain of command and are often lost. The oppor­
tunity to change or modify the system to relate more closely 
to the needs of the clients is usually diminished or becomes 
no�existent. This is especially true in the case of blind 
clients who are relatively small in number, have unique needs 
and special problems in comparison to most clients of other 
agencies, and whose problems are not generally understood or 
appreciated by those in decision-making positions. 

2. Because of the additional bureaucratic red tape, clients either
drop out of the "system" or become a nu.-nber rather than an
individual, with resultant diminution of the effectiveness of
the services provided.

3. Rather than being more economical to the taxpayers, the need
for additional administrators, planners, control!ers, and
coorainator�. coupled with the reduced effectiveness alluded
to above, may cause the overall costs to increase substantially.
There will be a tendency to become over institutionalized and
spend more time on organization than on service delivery.

-Auxiliary Grants--The proposed removal of this program to the
economic security agency would create two problems. First, it
�ould eliminate the present situation which allows the Commission
to make certain decisions which provide the blind person with
supplemental benefit payments somewhat above those a?proved by the
Virginia Department of Welfare for their eligible Virginians.
Second, it would necessitate the creation of a referral process
to ensure that blind persons approved for auxiliary grants by the
economic security agency would be referred for social and rehabil­
itative services delivered by staff of the Commission for the
Visually Handicapped.

-By being placed within a larger rehabilitative services department
or agency, the Commission for the Visually Handicap?ed would en­
counter many additional problems in providing social, educational
and other special services in addition to rehabilitative services
to Virginians of all ages.

-Significant problems in budgeting for services to blind and vis­
ually im?aired persons, in planning service programs and estab­
lishing priorities, in completely fulfilling its advocacy role would
be encountered if services to this numericaily smaller, but at
the same time, severely disabled population group were placed
within D larger agency.

-�3 h�s b�en dern�nstrated in reorganization .,tte�pts in other areas,
pl��e���t of services to blind and visually impaired persons with­
in � l�rger agency complex will result in e�osion of the auto�ony
of leadership, the availttbility of sufficient numbe�s of specially
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trained staff, and undesirable competition among disability groups 
for funds with which to render needed services. 

-By virtue of serving persons of all ages, and in attempting to meet
their educational, social services and rehabilitative needs, the
Commission for the Visually Handicapped can presently gain access
to many different federal and, at times, private funding sources
to supplement general fund appropriations. Placement of the Com­
mission within a larger service complex would make it more diffi­
cult to gain access to some of these funding sources and might run
the risk of eliminating access to them completely.

-Title XX has had a positive effect on Commission services; the pro­
posed design would make access more difficult, and would very
likely wipe out some current relationships with Special Services
for the Blind programs.

Otis Brown's Proposal 

This proposal affects the Commission for the Visually Handi­
capped by the suggestion of separate advocacy functions, the crea­
tion of local human resource boards and commissions, and the removal 
of all employment counselling functions from other human resources 
to be placed in the Virginia Employme.nt Commission. 

Positive Aspects: 

-The absorption of VCVH's job placement activities, now a part of
their Vocational Rehabilitation Department into the Virginia
Employment Commission could prove beneficial if special counselors
cognizant of the needs and special problems of the blind were
hired to work with "employment ready" blind and visually handi­
capped individuals.

-A separate free-standing advocacy function could add significant
clout in helping VCVH pass legislation and get additional funding.
It would also allow �lients a grievance arena where there would
be no question of conflict of interest.

-If human resource agencies distinguished between services which
where available under local contract and which weren't, it would
probably be a system which VCVH could blend into.

-VCVH recognizes that their placement efforts can be duplicative in 
the sense that their staff solicit the same employers as the
Virginia Employment Commission, the Department of Vocational
Rehabilitation and other public and private efforts.

Negative Aspects: 

-Job placement and manpower management are the final product of a
vocational rehabilitation program, not a separate entity unto
themselves. To have a blind or visually handicapped person
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"0mµloyrnent ready" freque?1tly requires additional support in the 
�.::i.y c! spRcial services, training, counselling, etc. To separate 
thcsa functions might weaken the total rehabilitation process for 
th�se individu�ls. 

-7:1e \'irg1.nia Ernploym�nt Commission might have a natural tendency
to place the c.::i.siest clients first and the blind and ha..1:Jicapped
last.

-Taking on addi tional responsibilities, such as placernant of the
blind, handicapped, deaf, etc. might weaken the effectiveness of
the Virginia Employment Commission.

-Blindness is low incidence and low visibility. An obvious q�es­
tion raised is, could or would localities effectively manage a
program like this?

-VCVH has a regional/district structure. !n order to access local
option, they would have to develop a system for local governments
t0 combine. A mult�jurisdictional structure such as this does not
s0ern to hold with the spirit of local opt.ion.

-The number of individuals trained in special skill areas necessary
to work with the blind (orientation and mobility, rehabilitation
t0 �chers, placement specialist, counselors, etc.) is limited. rt
�ould take years to develop a force sufficient for each locality
to provide specialized services for the blind.

-VCVi! is operating extemely well as a district structure.

,.:0utral Aspects: 

-�lo:::-e and better coordination between VEC and VCVH might be a less
expensive and more reasonable recommendation. ':'he Secretary of
,!ur:.an Resources has the authority to establish a mechanism for
such cooperation.

Cur���t Structure 

Positive Aspects: 

-�ultiplc funding (14 funding sources) streamlines contact with the
federal government and leads to positive relationships with federal
law makers and other state agencies.

-VCVH has a joint management system; therefcre planning for child­
ren, adults, and seniors services is well coordinated.

-Title XX planning, done jointly with the Department of Welfare,
�a� been successful and led to program ex?2nsions and benefits,
both at the state and local levels.

-VCVH has operated as a separate state agency for 55 years. Its 
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success is a matter of record that cannot easily be challenged. 
Over the course of these years it has received the suo�ort and 
respect of such agencies as the National Federation for the Blind, 
Lions Clubs International, American Association of Workers for the 
Blind, Society for the Prevention of Blindness, and others. It 
is a recognized national leader in the field of work for the 
blind. 

-VCVH has a comprehensive statewide orientation and mobility pro­
gram designed to work with individuals of all ages, a statewide
vocational rehabilitation program, a statewide rehabilitation
teaching program designed to assist the blind and visually handi­
capped in their adjustment to daily living functions, a statewide
library system which is supplemented by subregional libraries and
a statewide educational program serving visually impaired children
from pre-school to completion of high school, with special itine­
rant programs in 45 local school districts. These programs are
supported by staff trained in special needs of the blind.

-Department heads within the Conunission currently have well devel­
oped legislative support specific to their program areas.

-The Virginia Rehabilitation Center for the Blind is the only
place in Virginia where a blind or visually handicapped person
can receive comprehensive training in areas that help to overcome
the disabling effects of blindness and to assume or reassume an
individual's place in society.

-Prior to the time that the Center was opened in February of 1972,
clients had to be sent to Penrisylvania, Arkansas, or North Caro­
lina. The cost of continuing this practice would probably exceed
the cost of operating the Center.

-The Com.�ission has recognized the increasing needs of the aged
blinc, and has established a special broker advocate unit for the 
aged. Although currently, this service is provided only in Plan­
ning District 15, it has the potential to go statewide in two
years if funds are available. The program has been effective in
reducing the number of aged blind who are institutionalized.

-VCVH operates two very successful industries for the blind located
in Richmond and Charlottesville. The industries annually provide
employment for a substantial number of blind Virginians.

-The Vending Facilities Program operated by the VCVH is one of the
nost successful in the nation. It usually ranks first or second
a�ong all such programs. In 1976 the average income per individ­
ual stand operator exceeded $15,000.00. This program b�ir.gs a
substantial amount of dollars back into Virginia's econoir.y �hro1;g:1
sales tax revenue and income tax from the individual operator.
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Ad<li�ional Data: 

Professional workers serving blind persons must possess a bod 
of knowledge so unique that it is not found elsewhere in the field 
of human services, including: 

1. the rehabilitation implications of medical information
concerning vision,

2. the meaning of blindness to the individual,

3. the psychosocial implications of blindness,

4. the effect of blindness on the use of other senses, and
the techniques of developing and using the residual
sensorium,

5. the potential values and limitations of various types of
residual vision,

6. problems of mobility, self-care, and conununication
generated by the blindness experience and the means of
overcoming them,

7. special legislation and rehabilitation resources
designed to minimize the h�ndicap of blindness,

8. the social aspects of blindness, including its effect
on inter-personal relations and group interactions in
the family and the community,

9. special vocational barriers and opportunities for the
blind,

10. the potentialities of low vision rehabilitation services
for blind persons with residual vision, and hearing ser­
vices for blind persons with problems in this area,
expecially in sound interpretation and localization.

11. the use of new electronic aids and devices to reduce
the handicap of blindness,

12. special placement problems concerned with blindness,

13. the special training for pre-school and multi-handi­
capped blind children and their families,

14. supple�ental special education services for blind and
visually handicapped children of school age, and

15. �PQ�ializcd training and skills to meet the multiple
problems of the large population of the older blind
person.
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In order to ensure that the diverse needs of blind and severely 
visually impaired persons of all ages will be addressed by workers 
who are trained and committed to work with this disability, the 
workers and specialized programs should be assigned to a single 
administrative unit of state government. 

Negative Aspects: 

-Scar Tissue Syndrome - VCVH is a small agency, of which parts of,
or the whole, have frequently been targets for reorganization.
This has built up a certain amount of defensivene�s.

-VCVH does not have a comprehensive.system of direct service deli­
very for all of its major components.

-The low vision program of VCVH needs to be "beefed up". Approx­
imately 80% of VCVH clientele have some useful vision, but not all
of these have access to low vision screening and clinics. (VCVH
is currently attempting to upgrade this program through project
LUV-Learn to Use your Vision, a program designed for children and
enlisting to aid of out-of-state experts for training. Although
the initial program impacts children, the future potential through
staff training, clinic development, etc. will be beneficial to all
ages of blind individuals.}

-As a small agency VCVH suffers in terms of salary structure; it
is not always competitive with other state agencies or localities,
and sees the resulting effects in staff turnover.

-VCVH has a weak information or public relations unit. This is
due in part to inadequate funding. The 1978-80 biennium budget
reflects this need and makes specific requests including the use
of a toll-free line for individuals with sight problems.

-The continued growth and expansion of services to the blind has
pointed out the necessity for a separate planning function directly
responsible to the Director. This need has not yet been adequately
addressed by the agency.

-Without VCVH and the Department of Vocational Rehabilitation being
together there is a potential waste of resources. They should
share the cost of administration and outreach. Potential for
duplication exists in the support systems.

-Some other agencies feel that it is not necessarily good to have
two agencies administering Title XX, especially when forms for
field workers and vendors are different.

-There exists the possibility for savings in support and adminis­
tration but once a program is "gobbled up", it gets only that
visibility which the larger agency.gives.it.
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�eutral Aspects: 

-cooperation among personalities is the key. If such cooperation
existed, duplication would be avoided and gaps would be filled
regardless of the organizatior.al structu�e.

DEPART;-iENT OF VOCATIONAL REHABILITATION 

Commission on State Governmental �anagement 

The Commission on State Governmental Management recommenda­
tions would place the Department of Vocational Rehabilitation 
(DVR) intact in a large·departrnent called the Department of Reha­

bilitative Services. It makes no provision for the internal de­
sign of this new department. 

Positive Aspects: 

-DVR recognizes the growing need to provide services that go be­
yono the realm of vocational services. They agree in this re­
spect with the rationale that was used by the Commission in
proposing the Department of Rehabilitative Services.

-DVR is appreciative of the fact that the Department was left
basically intact in the latest recommendations, and not dwarfed
by a huge agency such as OMHMR as they were in earlier proposals.

-Although DVR has interagency agreements with the Virainia
Commission for the Visually Handicapped, the Council. for the Deaf,
and the Bureau of Crippled Children, they are cognizant of the
need to plan, evaluate, and monitor services to this group across
the board, in a more structured and formal ·fashion.

-Increasing public awareness, strong advocacy, and federal legis­
lation are all working to bring about a more aware and demanding
handicapped citizen, who will not be satisfied to have only the
"vocational" part of his life dealt with in terms of rehabilita­
tion. The emerging handicapped citizen will want services that
help him to overcome the disabling effects of his handicap in a
manner in which he can return to society as a productive member
.in his own regard, whether or not he chooses to pursue a voca­
tional career.

-There is an ever increasing need for "habilitation" to work with
individuals who are born with crippling or disabling diseases or
conditions.

Negative Aspects: 

-vihile recog:-iizing the philosophical motives behind reorganization,
D°I/R is quick to point out that the'idea of "comprehensive rehabil­
it�tio�" is not a new one, but one which has been philosophically
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debated for a number of years. The major pitfall to the creation 
of such services has not traditionally been in the purposes or 
attitudes of the vocational rehabilitation agency, but has stemmed 
from the lack of funds, both federal and state, to support such a 
program. 

-As an agency DVR receives constant pressure to provide rehabilita­
tion services on a broader scale. But the reality of the situa­
tion is that DVR services are limited, by federal regulations,
funding, and resources to a very narrow range of categorical
clients who cannot be too old, or too young, or even too handi­
capped (spinal cord injuries, leukemia, etc.) that they cannot
reasonably be expected to enter gainful employment.

-DVR does not have funds to handle people outside of their mandate,
and the Conunission reconunendations skillfully avoid any reference
to how changes would be financed. As it is set up now, the Com­
mission recommendations risk the possibility of raising citizen
expectations without providing the tools (i.e., money, staff, etc.)
to meet them. There is somthing to be said for the proposition
that if you raise citizen expectations, then the General Assembly
will be pressured to allocate more state dollars to rehabilita­
tion needs. But DVR does not want to be caught in the middle and
thinks that the General Assembly ought to be aware of what it is
buying if it supports the Commission's proposals.

-DVR does spend a lot of rehabilitation funds on basic subsistence
such as room and board for clients. This function should be
handled by an income maintenance type program. These expendi­
tures are certainly justifiable and necessary for the rehabilita­
tion of DVR clients, but this spreads rehabilitation resources
very thin. If nothing better is devised, OVR should keep this
function because it is the "lubricant" that makes its service
system work better.

Neutral Aspects: 

-Over the past few years, the DVR program has become more and more
for the poor and not the disabled. This requires that the middle
class disabled impoverish themselves before getting assistance.
At some point in time the State is going to have to develop a con­
sistent philosophy concerning its rehabilitative programs.

-The Department of Vocational Rehabilitation was very much con­
cerned that the basic elements as agreed upon by its Board be
retained under any reorganizational structure. These are:

1. vocational objective as the primary focus of the pro­
gram,

2. an individualized approach to evaluating all handicapped
persons to serve eligible individ_uals,
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3. responsibility for advocacy and opportunities for the
handicapped, ·

4. a full-time vocational rehabilitation administrator
and trained specialized staff devoting themselves to
vocational rehabilitation programs with a clear line
of superviso=y and administrative authority,

5. built in accountability,

6. direct access to legislative, budgetary, and executive
processes, and

7. preservation of integrity of the vocational rehabilita­
tion program with the direct responsibility for funds,
staff, and client eligibility.

Otis Brown's Proposal 

These recommendations suggest the relocation of DVR's place­
ment and manpower functions in the Virginia Employment Commission 
(VEC) and raise the idea of a separate advocacy function. The 
issue of "local option" is important to DVR which has a regional 
rather than local structure. 

·Positive Aspects:

-nVR recognizes that one of their weakest areas is the area of job
placement. There are definite benefits to transfering this
responsibility to an agency which has as its primary responsibil­
ity job development and placement, but only if that agency could
provide staff that were knowledgeable of the special needs of the
handicapped.

-There are advantages to be seen in having a separate advocacy
function. Prim�ry benefits of such a system would be additional
clout in areas such as legislative matters and funding. Creation
of such a system also implies more integrity and removes the pos­
sibility of conflict of interest when a client has a grievance
which is directed toward the service delivery·system.

-The concept of having local human services boards is a good idea.
The Department of Vocational Rehabilitation recognizes this and
has for years worked closely with localities through both purchased
and direct services such as: local workshops, placement of per­
sonnel in local school divisions, and attempting to place individ­
uals in jobs back in their own communities.

Negative Aspects: 

-Job placemen� and manpower management are the final product of a
vocational rehabilitation program,·not a separate entity unto
themselves. A handicapped individual does not generally become
"employment ready" until he has gone through the rehabilitation
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process which includes such things as adjustment counselling, 
training to overcome the handicapping condition, therapy, psycho­
social counselling, and job training. If, these functions were 
separated, it would in effect weaken the whole rehabilitation 
process. 

-The Virginia Employment Commission might have a natural tendency
to place the easiest clients first a11d the handicapped last.

-Taking on additional responsibilities, such as placement of the
handicapped, might weaken the effectiveness of the Employment
Commission.

-DVR clientele are not traditionally a high priority of local
governments. A question is raised as to how much attention the
handicapped will receive in a local option situation.

-DVR does not have staff in all localities. A methodology would
have to be developed which would allow some localities to merge
together. Would this be in the spirit of local option?

-Where localities choose to administer human services locally,
there might not be qualified staff to operate rehabilitation pro­
grams.

-DVR regional structures operate extremely well now.

-The advocacy function already exists within DVR through such pro-
grams as the Client Assistance Program established in 1973. DVR
is now and has always been cognizant of the rights of the client.
Advocacy can be done either within or outside of an agency, but
there are definitely some advantages to retaining it within an
agency.

-A state advocacy agency, another government agency, is not outside
the system. Consolidation of state advocacy agencies into appro­
priate service agencies would probably allow more mileage for the
same funds.

-There is a need for advocacy for the handicapped. Who do you in­
clude as the handicapped?

-Laws and regulations for the provision of services restrict the
use of most funds to vocationally eligible individuals.

-Emphasis placed, by the Rehabilitation Act of 1973, on the severely
disabled, obligates major portions of funds to these groups to the 
exclusion of other less severely but equally needy disabled groups.

-DVR could use improvement in their programmatic budgeting at the
local level.

-DVR needs to develop an automated method of sharing information
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with other agencies. 

-DVR is weak in their placement efforts. Not enough handicapped
indiviqu�ls are placed in high pay, high security jobs� The
number of individuals placed is not always evid�nccd by the num­
ber of individuals trained.

-Counselors are gcn�cally young and do not have work experience
thems2lves. They are not familiar enough with the world of work
to feel co:nfortable talking to prospective employers or advising
a person as to careers to pursue.

-The vocational rehabilitation program in Virginia has become a
program for the low income-groups over the past ten years.
Middle class families cannot benefit any longer. Federal and
state dollars are too tight, and dollars which are released are
very restricted as to their use. DVR once was able to operate
like public education; services were available to everyone, but
now they have "drifted off" and essentially serve only the poor.

Curre�t Structure 

-DVR has a very effective management and planning process. The
agency is small enough that it is easily manageable. The DVR
program is discrete; there is clearly a beginning, middle, and
end, c:!nd this allows for clear, logica-1, planning. DVR adds to
the effectiveness of its management, by practicing participatory
management:.. Through the use of advisory boa.rds and councils
made up of service delivery staff, clients, consumers, and pro­
viders, DVR atteJn?ts to hear the concerns of all parties involved.

-DVR has a good internal auditing capability, and routinely moni­
tors its fiscal system to insure accountability and maintain
credibility.

-Program evaluation is a continuing practice. Supervisors rou­
tinely review staff work and programs are periodically reviewed
to insure compliance with federal and state laws and regulations.
Periodic program review also ensures that the agency is up-to­
date in terms of direction and purpose.

-DVR.has quarterly reviews of its goals and objectives.

-DVR has established a vendor evaluation, and a list of approved
vendors is circulated monthly to all counselors. The list is
perio�!c�lly reviewed and updated.

-The D,:·partment funds, either totally or· in part, a fairly complex
network of vocational evaluation centers and sheltered workshops
across the State. These centers and work�hops are located for the
r:tost p.:i:-t in a reasonable distance from the client's home, so that
the ir.d�vidual can remain in his home area if at all possible.

-DVI< rni'lintains close relationships with both' public and private
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agencies that are beneficial to the client. They have close ::::cl..i.­
tionships with and are supported by such organizations as the 
National Rehabilitation Association, the National Rehabilitation 
Counselling Association, etc. 

-DV!: has strong cooperative agreements and maintains intcragency
li..' .!ges with the Department of Welfare, the Virginia Co!l'.'ilissicn
for the Visually Handicapped, the Council for the Deaf, the
Department of Health and the Department of Mental Health and
Mental Retardation. DVR is both the benefactor and beneficiary
of these collective agreements, and the sum total of all agree­
ments is that the handicapped citizens of Virginia receive a higr.
quality of service.

-The rehabilitation process is a well structured logical process.
Using this system not only makes it possible to chart the progress
of an individual recipient of service, but is an extremely good
tool for case management.

-DVR continually seeks to upgrade service for sp�cific categories
of disabled individuals through the use of special projects or
grants. The use of special projects and grants reduces the drain
on state dollars.
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Analvsis of the Oeoartment of Welfare, 
the Virginia Enployment Commission, the 
Commission for Childre� and Youth and 
the Office on Aging. 

DEPARTMENT OF WEI·FARE 

Commission on State Governmental .Management 

This proposal basically recommends that the Department of 
Welfare be divided into two major parts: 1) the income payments 
programs would be moved together with the Unemployment Insurance 
program to form the new Department of Economic Security; 2) the 
social service and protective service programs would be moved 
together with the employment services of the Virginia Employ­
ment Commission (VEC) to form a new Department of Social and 
Employment Services. 

Positive Aspects: 

-If we have a new welfare reform package our assistance payments
programs will be overhauled. As the major focus of a new
agency, it is possible that the implenentation of welfare
reform will go more smoothly.

-It is possible that the new Department of Social and Employ­
ment Services will provide better employment linkages for
social service recipients, and better social services for
people looking for employment. By policy making being con­
trolled by one agency, it is possible that these two systems
will be dovetailed more carefully.

-This new Social and Employment Service Department could
provide "a home" for new federal funds for target groups and
emergency situations. For example, the employment program for
the elderly could be placed here. Likewise, the emergency
fuel assistance payment program could have been handled by a
Department of Economic Security.

Negative Aspects: 

-The current VEC and Department of Welfare clientele do not
overlap to a great extent. Both of these multi-service
agencies were designed to handle the related needs of a parti­
cular clientele. In the State of Virginia there is even less
overlap than in other states that might have an AFDC unenployed
parent component in their welfare structure. Thus rather than
treating the client as one whole entity, this systen would
require two agencies to be responsible for the same client,
whereas only one is responsible now.
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-When an individual comes into the Welfare Department, he is in
a desoerate situation. Aside from the emotional trauma of
being.in such a condition, the usual first requirement is
emergency assistance in such forms as food, housing, and money.
The current sections concerned with social work and financial
assistance can work quickly and efficiently with the typical
client. Although his financial assistance check will not be
available for a month, emergency needs can be met. On the
other hand, the typical Unemployment I�surance claimant is not
in a crisis situation. He has just lost a job, but his
standard of living has not yet been reduced. Crisis orienta­
is not a part of VEC's normal routine. These different types
of human resource problems should be considered before an 
organizational structure is designed.

-The current structure allows for direct communication with the
federal government; that is Welfare reports to the Department
of Health, Education and Welfare and the Department of
Agriculture, and the VEC reports to the Department of Labor.
We will be confusing the administrative channels if DOL and
HEiv have to have significant linkages with two state level
ager.cies. This is why federal legislation often requires "a 
single state agency" for the administration of an entire
program; for exa�ple, the Older Americans Act.

-Although the local delivery structures could remain the same,
we will be asking each local agency to report to two different
state agencies, with different boards, and perhaps conflicting
policies.

-The concept of a client record with all pertinent information
kept at the state level, simply is not realistic to consider
at this point. The Department of Welfare is even rethinking
with its own programs that an all encompassing record may not
be feasible.

-At this point in time, the VEC is on a federal fiscal year
starting October 1, while Welfare is on a state fiscal year
starting July L

-At this point all VEC employees are state employees while all
local Welfare employees are employees of local government. It
would be difficult for a state agency to handle the adminis­
trative responsibility for two different types of merit
systems, pay scales, and coordination problems.

-The computer system envisioned by the Hopkins Commission is so
sophisticated that only top notch people could design and run 
it. It is highly unlikely that the State of Virginia would
pay salaries competitive with private industry.
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-The concerns that·the citizens might see about the lack of
coordination between the current Department of Welfare and V�C
are- largely nation.il concerns and not a phenomenon of the
organizational structure in Virginia. ln fact, Virginia has
gone a long way in developing the necessary linkages between
the t�o current structures. The state is on the right track,
while still remaining in harmony with federal procedures.

-The Department of Welfare agrees that advocacy functions can­
not be housed in large departments, because they even+-ually
become advocates of vested interests of the large departme�t.

Otis Brown's Proposal 

This proposal recommends that the Department of Welfare 
remain intact, but take on the additional grants functions of 
the Office on Aging and other special grants as they come from 
the federal government. 

Positive Aspects: 

-T�is proposal might provide better coordination of all social
service monies coming into the State.

-This proposal would consolidate at least two state agencies
in�o o�e in their dealings with local government.

-'l'his ?roposal might provide more flexibility·for all social 
ser�i.ce funds, and a more consistent resource allocation 
process. 

-The proposal might reduce some duplication of services that
could potentially arise in the current system by consolidating
accountability for these programs.

-This proposal would allow localities flexibility to organize
human services to fit their own needs. It would permit the
abolition of the many local boards and commissions of the human
resource agencies, in order to form one accountable local
Human Resource Council. The State would contract with that
Council for the delivery of all or some human services. The
State would monitor and evaluate programs that were admi::1is­
terea by local government.

Negative Aspects: 

-The question of funding is critical for "local option". It
would have to be a very sophisticated procedure, and it may
cost nore state money if any local fiscal relief is involved.

-Rather than a Department of Licensing as recommendec by
Secretary Brown, the Department of Welfare would prefer the
ad..iir:istrative linkages and policy nal<ing procedures worked
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out by the Resource Allocation Panel on Licensure. (Copies of 
this panel's report are available from the Office of the Secre­
tary of Human Resources) 

-If the grants functions of the Office on Aging are transferred,
they should be established within the Department of Welfare as
a ''grant division". This is necessary so that these programs
will not lose their visibility.

Curre�t Structure 

The Department of Welfare currently handles assistance pay­
ments programs (basically eligibility at the local level) for 
Aid to Dependent Children, Medicaid, Food Stamps, General 
Relief and State/Local Hospitalization. The Department also 
handles social and protective services financed through the 
federal Title XX and Title IV (B) programs. 

Positive Aspects: 

-The Department of Welfare has a local delivery structure that
is �ccountable to local goverru�ent and allows for some flexi­
bility in administrative techniques depending on the needs of
the locality.

-For clients who are eligible for welfare services, the Depart­
r..r-<nt is pretty much of an all inclusive agency. It provides
case management internally and referrals to outside services.

-The local social service bureau is becoming the core of social
service delivery within each locality, with Title XX flexibi­
lity filling in unique gap$ within each area.

-Welfare financial assistance programs are administratively·
sound and are constantly improving and changing to comply with
new federal mandates.

-Welfare relationships with VEC are sound,and both agencies are
continually seeking improvement. Virginia's WIN program has
been relatively successful when compared to the other states in
the nation.

Negative Aspects: 

-Within the Department of Welfare there often exist insufficient
com.ttunication linkages among programs. This is a characteris­
tic common to large bureaucracies.

-Title XX planning falls short in the areas of interagency link­
a�,':! and plannin�I at the local level. The Department of \·lel::a:-e
r�·:ognizes this problem and is seeking to develop a method to
afdrass it in the future.
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THE VIRGINIA EMPLOYMENT co:.u.ussroN (VEC) 

CoJT\!'nission on State Governmental Manacrement 

This proposal divides the VEC into t�o parts, 1) the Unenploy· 
ment Insur3nce Program would be moved to a new Department of 
Econo�ic Security, and 2) all other employment services would 
be mcved into a new Department of Social and Employment Services. 

Positive Aspects: 

-The planning and coordination between social service and employ­
ment service programs may increase.

Negative Aspects: 

-The current VEC and Department of Welfare clientele do not
overlap to a great extent. Both to these multi-service agencies
were designed to handle the related needs of a particular
clientele. In the State of Virginia there is even less overlap
than in other states that might have a:; AFDC unemployed parent
com:..>onent in their welfare structure. Thus rather than treating
the· client as a whole entity, this systen would require two
ager.cies to be responsible for the same client, whereas only
one is responsible now.

-When an individual comes into the Welfare Department, he is
in a desperate situation. On the other hand, the typical
Unerr.ployr:1ent Insur.ance claimant is not in a crisis situation.
He has just lost a job, but his standard of living has not yet
been reduced. Crisis orientation, a necessity in.the social
service bureau, is not a part of VEC's routine. These different
typ�s of human resource problems should be considered before an
organizational structure is designed.

-The current structure allows for direct com.�unication to the
Department of Health, Education and Welfare and the Department
of Agriculture, and VEC reports directly to the Depar�uent of
Labor. Administrative channels will be confused if DOL and
HEW have to have significant linkages with two state level
age:ici.es. This is why federal legislatio:1 often requires "a
sinc;le state agency" for the administraion of an e:itira program.

-Although the local delivery structures could renain the sane,
each loc.11 agency would be asked to repcrt t? two different
state agencies, with different boards, and perhaps conflicting
policies.

-The co:1cc?t of a client record with all oertinent infor�ation
ke?t at the state level, simply is not r�alistic to consider at
this poin�. The Department of Welfare is even rethinking wit�
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its own programs that an all encompassing record may not be 
feasible. At this point in time, the VEC is on a federal fiscal 
year starting October 1, while Welfare is on a state fiscal 
year starting July l. 

-At this point all VEC employees are state employees and Welfare
em?loyees are employees of local government. It would be
difficult for a state agency to handle the administrative
responsibility for two different types of merit systems, pay
scales, and coordination problems.

-The computer system envisioned by the Commission on State
Governmental Management is so sophisticated that only top notch
people could design and run it. It is highly unlikely that the
State of Virginia would pay salaries competative with private
industry.

-The concerns that the citizens might see about the lack of
coordination between the current Department of Welfare and the
VEC are largely national concerns and not a phenomenon of the
organizational structure in Virginia. In fact, Virginia has
gone a long way in developing the necessary linkages between
the two current structures. The state is on the right track,
while still remaining in harmony with federal procedures.

-The VEC has reporting systems th9t are working well and respond
directly to federal requirements.

-The VEC must submit all administrative activity to the Depart­
ment of Labor, while the Department of Welfare is basically a
state tlesigned system.

-Only administrative approval from the Secretary of Labor can
permit the separation of Unemployment Insurance and Emplo�ent
Service programs.

Otis Brown's Proposal 

This proposal would seek to make the VEC the single state 
agency for the initiation and coordination of contact with 
employers for the purpose of developing jobs for all citizens, 
including the handicapped. 

Positive Aspects: 

-Employers are now constantly bombarded with independent job
development and placement activities from a myriad of state and
local agencies. In Richmond, for example, you might be
solicited by. the VEC, the Comprehensive Employment and Train­
ing Act (CETA) Consortium, the CETA Henrico Consortium, the
Department of Vocational Rehabilitation, the Commission for the
Visually Handicapped, the Richmond Public Schools, the Richmond
Community Action Agency, and a host of other public and private
sources. Each program has different features, and employers
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frequently become· angry when they see what appears to be dupli· 
cation of effort with no one agency charged with coordinating 
vocational placement activities. 

-This proposal could be especially effective if the other
agencies subcontracted with the VEC to ao job placement,
provided funding, and moni tared and evaluated this ac tivi ti'
from the point of view of their own client group.

Negative Aspects: 

-Specialized agencies know the special abilities and needs of
their ovm client popu�ation.

-The VEC cannot concentrate on any one minority group because
of having so many clients.

-The VEC's job development and placement skills, although better
than most other agencies, are not out.standing at this point in
time especially as the efforts relate to special need groups
such as the disabled, aged, youth and other minorities.

-It will be yery difficult for the VEC to participate in the
"local option" to permit local governments to organize and
administer services. The rules and regulations come basically 
from the federal government, and there is no local or state 
money involved in these services. 

Current Structure 

Currently the VEC is a state agency with total federal 
funding. The VEC coordinates and works with other state 
agencies, but it basically takes its administrative direction 
from the federal government. 

Positive Aspects: 

-VEC's organizational structure is consistent with the other 49
states and U.S. territories.

-The monitoring and reporting structures of VEC are well
·aevoloped and efficient.

-The VEC has traditionally not had the "welfare stig,;ia", ar.d
thus has been more acceptable to private employers.

-Employers pay taxes to support the VEC effort. If it is merged 
with "welfare" programs, employers may resent such a merger. 

-Handicapped people will not want to use an employment service
that they feel is tainted with a "welfare" image.
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Negative Aspects: 

-In the past, VEC's linkages with other local/state agencies
may r.ot have been as strong as they should be.

-The job development and placement activities of the VEC could
be even better than they are now.

-The VEC has always had an employer orientation to select the
best job applicant for a job rather than making a special
effort to place specific people.

-The VEC needs to balance its philosophy concerning loyality to
its employers and loyality to its clients.

COMMISSIOtl FOR CHILDREN AND YOUTH (CCY) 

Corrunission on State Governmental Management 

This proposal recommends putting the functions of the 
Corrunission for Children and Youth which are purely advocacy with­
in a large service delivery agency, the proposed Department of 
Social and Employment Services. 

Positive Aspect�: 

-This move would help reduce the need for administrative support
functions for small advocacy agencies.

-The span of control of the nwnber of agencies reporting
directly to the Secretary of Human Resources would be redu?ed.

-It is possible, under this structure, that the Commission for
Children and Youth would have an ea�:ier time accessing Title
XX funding.

-It is possible that the Commission for Children and Youth
would have more influence over programs that are delivered by 
the Department of Social and Employment Services which affect

.or could potentially affect children and youth.

Negative Aspects:

-True advocacy in the sense of criticizing current efforts and
reconunending priority shifts would be extremely difficult to do
from within a large service delivery agency. That is, it is
difficult to criticize how the Title XX program is being handled
for services to children and youth when your own job is totally
dependent on support from the agency that administers Title XX.
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-As a small subdivis.ion of a large service delivery agency, it
is ci:ficult to monitor and evaluate programs that are in 
othe:· human· resource agencies, or across Secretarual lines
in the Department of Education and the Department of Correc­
tions. The administrative protocol of this process would be
very difficult to handle.

-The ac�inistrative agency head would have no choice but to
devote the lion's share of his attention to the dollar consuming
line agency services.

-This �ove would add an extra layer or two of state bureaucracy
above the advocacy function, thus stifling and subordinating
the advocacy role.

Otis Brown's Proposal 

This proposal reco:nmends putting the purely advocacy func­
tions of the Commission for Children and Youth within an Office 
of Advocacy reporting directly to the Secretary of Human 
Resources. 

Positive Aspects: 

-This orooosal would formalize and streamline the programmatic
aJvocacy.input to the Office of th� Secretary.

-This ?roposal could provide more and better administrative
support to the small advocacy agencies.

-The advocacy agencies might work more closely together and
present a coordinated effort at monitoring, evaluation, etc.
of other state and local programs.

-If specific skills are needed, for example those of a lawyer,
these specialized skills could be shared among the advocacy
agencies.

Negative Aspects: 

-The commission would lose its direct access to the Secretary
because of an additional layer of bureaucracy.

-By definition, the Commission for Children and Youth would be
advocating to gear state spending one way, while the Office on
Aging ·,10uld be advocating the opposite way. How can one
Direc�or adequately represent both points of view since it will
ap?eu� that he is being inconsistent?

Current Structure

7he current structure is a free-standing Commission reporting 
cirec�ly to the Secretary of Human Resources. 
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Positive Aspects: 

-The Commission for Children and Youth can operate in a free
manner to look into any programs or problems throughout the
State that might affect children and youth.

-The Commission is free to apply for any federal or state funds
that become available to do studies or d .,,elop policy in
regard to children and youth.

-The Commission is free to organize itself as it sees fit to
get the job done, and it can select what its own emphases and
priorities will be.

Negative Aspects: 

-The Commission is a small agency and administrative concerns do
impinge on staff time that could be more fully devoted to
advocacy.

-As one of relatively many agencies (and a small one at that) it
is sometimes difficult to get Secretarial attention.

OFFICE ON AGING 

Commission on State Governmental Management 

This proposal recommends splitting off the service delivery 
(grants administration) functions of the Office on Aging and 
putting them into a new Department of Social and Employment 
Services. It is also under consideration that the advocacy 
functions would be advisory to or housed within this new Depart­
ment. 

Positive Aspects: 

-It seems apparent that more and more resources will be coming
from the federal government ear-marked for services for the
elderly. As these resources grow, we are beginning to develop
a completely separate service program for the elderly. It may
be a good idea to try and meld the services offered by the
Office on Aging with those offered by the Department of Welfare
in order to streamline both.

-With a specific focus on the elderly placed with the other
social services, it is possible that the elderly will get a
larger share of the social service dollar that is currently
being concentrated on families and children.

-This proposal may make it easier for localities to handle the
social service funding streams an·a match requirements if they
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are handled in a c·oordina ted manner. 

-If an entirely new agency, the Department of Social and Employ­
ment Services, is created, smoother coordinative linkages may
be developed among social service programs. However, if little
or no comprehensove planning precedes implementation, the
result may be an even worse structure (large and unwieldy).

-The growing service delivery functions of the Office on Aging
make it very difficult to maintain its advocacy role. In fact,
as these services grow, an outside monitor may be necessary to
see that they are being properly administered.

Negative Aspects: 

-The current service delivery system that the Office on Aging
has developed works very well. In fact, when the State got
emergency fuel relief funds, the Office on Aging was selected
as the best service delivery mechanism to handle this program
for all ages, statewide. The Office on Aging has done an
excellent job with this crisis program and has proven its value
to the Conunonwealth. It would be unfortunate to lose this
flexibility in search of an ideal that may never come about.

-The funding streams and service delivery orientation of the
Older Americans Act funds and Title XX are completely different.
The Assistant Secretary for Human Development in HEW is quoted
in a Policy Overview Paper for Human Services as saying, "The
difference in statutes governing Title XX supported services
for the aging and OAA supported programs for the aging
preclude maximum eftective cooperation, simplicity of adminis­
tration, and reduction of costs in delivery, monitoring, and
evaluation; e.g., Title XX programs require means tests, OAA
programs do not."

-Older citizens are loathe to use any service delivery system
that is "tainted" with the "welfare stigma". There is no
question that this separate service system has been gaining
acceptance among older citizens. We must be ca�eful not to
destroy the rapport that has been developed. In an effort to
give the elderly more and better services, we may be making it
unacceptable to them.

-The Older Americans Act and federal regulations keep advocacy
and service delivery together at the local level.

Otis Brown's Proposal 

This proposal recommends that the service programs of the 
Office on Aging go to the current Department of Welfare, and 
that the advocacy functions be placed in an Office of Advocacy 
in the Office of the Secretary of Hurnun Resources. 
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Positive Aspects: 

-It seems apparent that more and more resources will be coming
from the Federal government ear-marked for services for the
elderly. As these resources 9row, we are beginning to develop
a completely separate services program for the elderly. It
may be a good idea to try and meld the services o£fered by the
Office on Aging with those offered by the Department of
Welfare in order to streamline both.

-With a specific focus on the elderly placed with the other
social services, it is possible that the elderly will get a
larger share of the social service dollar that is currently
being concentrated on families and children.

-This proposal may make it easier for localities to handle the
social service funding streams and match requirements if they
are handled in a coordinated manner.

-The growing service delivery functions of the Office on Aging
make it very difficult to maintain its advocacy role. In
fact, as these services grow, an outside monitor may be
necessary to assure that they are being properly administered.

Negative Aspects: 

-The current Department of Welfare delivery structure contains
123 local agencies. Thus there would be several local welfare
offices to one Area Agency on Aging {AAA). These local aging
programs are sometimes delivered by private non-profit organiza­
tions. Over the years aging programs have developed strong
lccal citizen support, and this administrative change may be
politically unpalatable to local government and to local �ging
boards. Local government will have particular problems dealing
with welfare as a local service delivery unit, and aging
services on a regional basis. If these services are to be
together, they should be organized one way or the other to be
manageable.

-If the service delivery mechanisms at the local level are not
to be changed, there seems to be no advantage in moving the
grants programs of the Office on Aging into the current Welfare
Department.

-The Office on Aging feels that it has made significant strides
in encouraging other agencies to focus on the problems o: the
elderly. The elderly will be becoming a bigger and bigger
segment of our population in the future. Thus programs and
services for the elderly should be at the forefront of o�r long
range planning efforts.
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Current Structure 

Currently the Office on Aging is a free standing agency of 
about 20 employees at the state level. It has both grants 
administration and advocacy roles. The local Area Agencies on 
Aging are totally local structures, most of which are private 
non-profit in nature. They tend to cover several localities 
and not to report to any one local government but several. 
Because the agencies are small, this has proven to be an 
efficient local delivery mechanism. 

Positive Aspects: 

-The current delivery structure has proven to be effective,
efficient, and flexible.

-The current advocacy role has been much stronger in this
organizational structure than in others.

-The staff is large enough to handle the necessary administra­
tive duties.

-The agency has built a good reputation with the citizens and
with the General Assembly.

-The funding is almost totally federals thus these programs are
a bonus for the state rather than a financial drain.

Negative Aspects:

-The local �·s seem to have a problem coordinating with
or tapping into other social service programs.

-A need for case management for the elderly has been identified
and this need cannot be met by the AAA's alone.

-It has been difficult, as a peer agency, to do monitoring and
evaluation of programs of other state agencies, especially
across Secretarial lines.
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O!I: LC::l\L SERVICE DELI'. ERY 

The local counterpart to state human resource agencies have been the 
traditional delivery agents of state-sponsored human services. It is at the 
local level where all of the rules, regulations, and policy decisions from 
the federal and state levels are implemented and impact upon the client. It is 
at the local level that all of the planning, research, management, and 
resource allocation decisions either prove to effectively reduce human 
service needs, or to be simply a bureaucratic exercise. It is only at the 
local level that the state can evaluate what it has done, be held accountable 
for what it has done, and find ways to improve what it has done. The system 
works only if it works at the local level.

Current Structure 

Traditionally, local human service delivery agencies have consisted 
of a number of public agencies representing local counter­parts to 
state agencies, local responses to federal initiatives, and local 
responses to meet locally identified needs. Each agency by necessity 
has tended to respond up to its own chain of command from the local, 
to the regional, to the state, and even to the federal level, serving 
its own specific  clients in its own 5peci­fic service specialty. 
Although these are local agencies respon­ding to specific clients, they 
seem to be only secondarily community agencies in the sense that they 
are primarily responsive to their own bureaucracy and only secondarily 
responsive to the needs and concerns of the community as a whole. 

Local counterparts to state agencies are- all unique in their 
administrative and decision making relationships with their counter­
parts at the state level. This means that each local service 
counterpart has a different degree of accountability to the com­munity 
government in which it is situated, and a different poten­tial for 
flexibility at the local level. 

The Departments of Health and Welfare have the largest numbers of 
local counterpart agencies (123 local welfare departments and 
36 local health districts)* and they also have the stric est guide­lines for the 
activities, reporting, and accountability of their local counterparts. This has 
occurred because these agencies are among the oldest, the biggest, and the most 
comprehensive in client 

*Local Department of Welfare employees are local governr.,c:,t
employees, in a locally administered/state supervised system,
�hercas local Health Department personnel are employees of
the state.
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and service dollars. Federal regulation and state policy �ave 
caused these agencies to be administered in a common manner across 
the state. 

The De�artment of Vocational Rehabilitation and the Commission 
for the Visually Handicapped, on the other. hand, have a very spec­
ialized clientele and a broad range of services to help those with 
S?ecial handicap?ing conditions. Because their clients are so geo­
graphically dispe=sed, these two agencies have found regional deli­
very structures to be the most appropriate. Thus these agencies 
have traditionally had very little co:':l..rnunication with the localities 
from which their clients co�e. Counselors are given a rather free 
rein in determining how much to spend on each client and to purchase 
any service that the client might need. �his flexibility has les­
sened the need for these agencies to develop strong cooperative 
linkages with other human service agencies in a local jurisdiction. 

The local Mental Health and Mental Retardation Services Boards 
and the local Area Agencies on Aging (AAA) are relatively new social 
service entities. At the local level, thev tend to cover several 
local jurisdictions. These local agencies�are relatively free to 
select the mix of services and treatment modalities that are appro­
priate for their localities. However, because of the consortium 
nature of these local agencies, a particular priority of a specific 
locality may or may not receive the emphasis that the locality might 
have chosen on its own. 

The Virginia Employment Commission delivers services through 
area field offices. These offices are state entities, accountable 
only to the state VEC commissioner, and are located throughout the 
state as operations independent of other agencies and of local 
goverrur.ent. All decisioQs relating to priorities, programs, etc, 
are res?onsive to policies and priorities established by the state 
and federal governments. The location of VEC local offices and the 
location ar.J frequency of itinerant offices are established at the 
discretion of the VEC and are dependent solely on the most effec­
tive location and schedule for meeting mandates established by VEC 
and the Department of Labor. 

Traditionally, local governments have had no regular method 
of dealing with local human service agencies in a comprehensive 
manner. Thus the individual agencies within a locality have tended 
to run their own course and look after their own best interests. 
In the past, a comprehensive management loop among the three parti­
cipants in human service delivery (state government agencies, their 
local counterparts, and local general purpose government) has simply 
not materialized. This is the basic proble.n that need to be 
addressed. 

The Po,tential Local Impact of Recol!'mendations Made by the Commission 
on State Gover?'.rnen ta l Hanagcmen t 

The Commission on State Government.:il Management's proposal to 
create five major departments (The Departr:1ent of Economic Secur'.ty, 
The Derart�ent of Health, The Department of Rehabilitative Services, 
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?he Department of Social und Employment Services, and the Department 
of Mental Health) is not easy to evaluate. as to its effect on local 
service delivery structures. 

It would seem reasonable to assume that to insure continuity 
once a structure was designed at the state .level, regional and 
local levels would need to follow the same structure. This is not 
n�c�ssarily what the Com.�ission intends. In addressing the sub­
co��ittee on Social, Employment and Economic Security Services of 
the Reorganization Task Force, the Executive Director of the Com­
mission indicated that state level changes would not necessarily 
affect local structures, and that in fact you could retain a local 
welfare office which carried out its current functions but would 
be responsible to two state agencies, the proposed Department of 
Economic Security and the proposed Department of Social and Employ­
ment Services. 

It would appear on the one hand the Commission proposals could 
cause massive and widesweeping changes at a local level, affecting 
clients, �ersonnel, and facilities. The cost of massive shifts in 
personnel.and facilities would take a significant administrative 
bite fro� already diminishing state and local service delivery 
dollars. On the other hand, acceptance of the Commission's pro­
posal at the state level, with no intention to effectuate change 
at the local level, could cause administrative nighrnares. Some 
agencies would be put in the positio:i of reporting to two or more 
state level agencies, and this would seem certain to create more 
forms, more paperwork and increase the difficulties of administra­
tive flow, in addition to creating a proliferation of interagency 
contracts. It also weakens the argument for reorganization at the 
state level if it is not the intention to provide some consistency 
with regional and local structures. 

If the Commission's proposals were accepted in total, it does 
not appear that there would be significant impact on local service 
delivery provided by Mental Health and Mental Retardation programs, 
as these programs remain basically unchanged. It is hoped, however, 
that the Commission would encourage the General Assembly to further 
eval�ate the structure of local Chapter 10 boards, a system which 
is sometimes ineffectual, as it currently exists, in addressing 
either state or local government priorities. 

As indicated above, the effect on welfare, eMployment, and re­
habilitative programs could be devastating, and attempts at total 
reorganization of the progams could lead to service delivery gaps, 
or even in extreme instances temporary shut down of the service 
delivery system. Effectuating change at the state level, with no 
change in local structures of these programs, would increase admin­
istrutive workloads and create more complex reporting, evaluation, 
monitoring and planning functions. 

It is unclear what the effect on Area Agencies on Aging would 
be if the Office on Aging were subsumed into the proposed Depart­
ment or Social and Employment Services. This issue is further 
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clouded by the fact that the Commission does not make any specific 
reco:nmendations as to the placement of the purely advocacy functions 
of this office. The AAA's might have state contacts with two dif­
ferent state entities; one for grants management and service deli­
very and one for advocacy functions. 

Transfer of the Bureau of Crippled Children from the Depart­
ment of Health to the proposed Department of Rehabilitative Services 
could very likely interrupt a snoothly run and efficient local 
system that has operated well. One of the key elements making this 
system a smoothly ope�ating function has been the active participa­
tion and coordination role of the local public health nurse in pro­
viding case management and follow-up services to the individual 
client. The local public health nurse's role, if maintained by a 
contract, would become one of being outside the system and the im­
pact of his/her role would be reduced. A decline in the participa­
tion of local physicians and other health specialists might also 
be a reaction to the changes. 

The recommended proposal to place clinical social workers 
under the Department of Welfare rather than the Department of 
Health would require additional contracting between departments 
and lines of authority would be further obscured. 

The remo\.·al of Environmental Health from the Department of 
Health and the placement of the functions under the propose1 
Department of Air and Water Quality, ignores the health needs 
currently recognized in this program. Air and Water Quality 
would have to either develop a contract for the services of san­
itarians or train staff to carry out these functions. If Air and 
\·later Quality chooses to deliver these services through its own 
staff, a new delivery system would have to be implemented in each 
locality. 

The roles and responsibilities of local agency boards would 
become confused. For instance, the local Welfare Board would 
have jurisdiction over one-half of each of two agencies, the pro­
posed d�?artment of Economic Security and Social and Employment 
Services, while the other halves of these agencies would not be 
accountable to any local board. 

The intent of the Commission's proposals was to make ser­
vices more accessible to the client. If all services were avail­
able ir. a single location in each locality, this might eventually 
be accomplished; however, the increased accessibility would not 
be as a result of state reorganization but rather as a result of 
expanded services and one-sto?· delivery locations. In the short 
run, due to the in�erent confusion of massive administrative over­
hauls, nany clients would have less accessibility to services, 
while others, because of incompatible controls, might receive an 
over�bundance of financial services. 
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The Potential Local Impact of Recommendation5 �ade by Former 
Secret�ry Otis L, Brown 

The basic thrust of former Secretary Otis L. Brown's proposal 
would be to provide a state level administrative mechanism to allow 
individual localities a "local option" to organi�e any or all of 
their human service efforts in a way that best suits their own 
local needs. This effort could be initiated regardless of the 
organizational structure of the human resource agencies at the 
state level. The issues involved basically concern state and 
federal laws and regulations, as well as the assurance of a good 
administrative structure at the local level. 

Such an option for local flexibility is much more of a dras­
tic change for service delivery than it may appear to be. Cur­
rently, local general purpose governments, for the most part, tena 
to ignore their human service programs, which are not only complex 
and controversial, but are basically paid for and controlled by 
the state and federal governments. Because of this lack of 
accountability to the local taxpayer, local human resource agencies 
have had little coordinative direction from local general purpose 
government. On the other hand, local general purpose managers 
have felt that their hands were tied in masses of red tape from 
Washington and Richmond, such that their human resource programs 
were beyond their control. This local option approach is a sort 
of partnership agreement between state and local government. 
That is, if local managers are interested enough to access the 
management flexibility offered, then the state government will be 
flexible enough to provide the management latitude required, and 
the proper monitoring and evaluation based on performance of the 
local programs rather than organizational conformity. Quite 
frankly, this is a unique approach, and it will require a consid­
erable amount of good planning, maturity, and·fine administration 
from both state and local decision makers. This is not the type 
of responsibility that should be thrust on every locality, but it 
should be made available to those that want to do it and prove 
that they can handle it. 

Former Secretary Brown has also recommended that all "job 
development" activities that are currently being performed by many 
human resource agencies be consolidated into one effective unit 
within the Virginia Employment Commission. This proposal could 
po�entially involve the moving of some staff from one agency to 
another or the subcontracting of positions from other agencies to 
the VEC. 

The impact of this move on service delivery could be signifi­
cant. It would require the Virginia Employment Commission to 
become more responsive to the needs of hard to place citizens, as 
well as the needs of employers who are seeking qualified minority 
and handicapped employees. Former Secretary Brown felt that it 
wo�ld be more efficient to have a single agency responsible to 
adninister this effort, whereas others have felt that a coopera­
tive a�rangement would provide more accountability and innovative­
ness. 
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Thirdlv, former Secretary Brown recommended that the grants­
manship functions of the State Office on Aging be transferred to 
the State De�artmcnt of Welfare. It is not clear whether this 
transfer wouid have any impact on local Area Aging Agencies. It 
is possible that these funds woulc be distributed through local 
Welfare Departments, or on the ocher hand, they could be handlec 
t�e sam� way as they are currently. that is, a state grant to 
local aging agencies. 

Depending on how these grants would be administered, it is 
possible that better planning and coordination among social ser­
vice programs at the local level could result. The nutrition pro­
gram sponsored by Title VII of the Older Americans Act might be 
more carefully dovetailed with the Department of Welfare social 
services programs, and the small allocation of social services 
money from Title III of the Older A.r.1ericans Act might serve to be 
the lubricant for accessing all services for the elderly, rather 
than setting up separate service programs for the elderly. 

The Potential Local Impact of Reco=n.uendations made bv the Task 
Force on Huma·n Resources Reorganization 

Reconunendations made by the Task Force on Human Resources 
Reorganization contain only two specific revisions in current 
local human service delivery syste�s. These are as follows: 

1. The creation of a Department for the Visually Impaired
and the Hearing Impaired.

2. 

As a result of this recon.�endation, services for 
the hearing i�paired could be expanded without havir.g 
to create a new delivery system. The already exis�ing 
system of regional service delivery to the visually 
impaired could easily be adapted to also provide ser­
vices to the hearing irapaired. Thus, expansion of 
services for the deaf client would not add to the pro­
liferation of delivery systems. 

Change the Virginia Employment Commission to be the lead 
agency to develop one strong job development and place­
ment activity. 

By establishing a single coordinated approach 
through VEC, the development of specialized jobs for 
particular clients, especially the handicapped, should 
be more effective. Rather than •. averal agencies in 
search of specific types o� jobs individually contacting 
local employers, a range of jobs can be developed and 
a single contact with the employer can be made to develop 
jobs for the entire range. At the same time, a single 
job bank for special needs clier.ts can be maintained and 
made available to all a�encies providing placement ser­
vices. By coordinating these activities, thus reducing 
the number of employer contacts and maintaining a ''special 
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needs job bank", the effectiveness of placing handicapped 
individuals in appropriate jobs should increase. 

In addition to these two specific recommendations, the task 
force recommends that localities be afforded the opportunity for 
local reorganization of human resource agencies. By virtue of not 
recommending extensive state changes which would result in signi­
ficant locul changes, the task force is in essence allowing for 
locally initiated reorganization. If, on the other hand, state 
level reorganization is of major proportions, locul changes will 
be necessary in order to administer and manage the new agencies. 
Th:.s ripple effect of state reorganization will effectively man­
date local organizational changes and consequently stifle locally 
initiated reorganization proposals. 

Many changes are needed at the local level in order to allow 
localities optional reorganization approaches, but these changes 
should be made in response to local plans, not in response to state 
designs. Thus, the recommendation providing for local reorganiza­
tion proposals should have far reaching, but as yet indefinable, 
impacts upon the delivery of services at the local level. 






