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COMMONWEALTH of VIRGINIA

Office of the Governor
Milis £ Gocwin Jr Richmond 23219 November 29, 1977
TO: Members of the General Assembly

Lladies 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 Commission on State Governmental Management to
reorganize the State-level human resources agencies in the light
of the need to consider simultaneous organizational changes in the
human resources area at the local level.

This Act further required that the Governor transmit the
findings, conclusions, and recommendations in a written report to

the General Assembly.

The responsibilities in this matter have been discharged and

I commend the report to you.
W 4

Mills E. Godwin, Jr.
jyw

Attachment
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COMMONWEALTH of VIRGINIA

Office of the Governor
Rizhmond 23219

Jewccrow W Wiaerson
November 21, 1977

TO: The Honorable Mills E, Codwin, Jr.
FROM. Woodrow W. Wilke rson” 7

SUBJECT: Study under HJR 188

Under the provisions of House Joint Resolution 188, the Governor is
called upon to make a study of the human resources reorganization proposals
of the Comriission on State Governmental Management (Hopkins Commission)
as they may impact local human scrvice delivery as well as the need for
local orpanizational changes to ¢nhance the delivery of such services. In
considering the scveral options available for conducting this study, it
appeared that the appointment of a task force to carry out this assignment
wias most feasible.

Accordingly, the Task Force on Human Resources Reorganization was
named by the Sccretary of Human Resources. This Task Force consisted of
individuals of the Human Resources agencics (State, regional, znd local levels),
moembers of local government, private providers, ond private citizens. In
making its study of the proposals of the tHopkins Commission, it appcared
appropriate that the Task Force give consideration also to alternatives, including

the present organizational structurc.



Also, a study group consisting of represeniatives from the Humarn Resources
2gencics was named 1o provide vaiid and up-to-date dira. furnish impact analyses,
and develop proposals ror consideration by the Task Forew and its subcommittees.
The staff of the Office of the Sccretary of Hluman Resonrces was utilized to
support the Task Force and the study group by formulating ideas, proposing
alternatives for consideration, and preparing the necessary docunicntation of
the activities, dceliberations and decisions.

The Task Force conducted an intensive study within severe time resteaints,
Its report, which I am pleased to trans:init herewith, represents a constructive
and conscientious cifort to address overriding cdministrative, service delinery,
and organizational concerns in the }fuman Resources 1rea.

The Task Forcel!s recommendations arce und-rlined ané ¢ited below as they
zppear in the attached report, The numbers shown in pareatheses are provided for
purposes of cross-referencing to that document; the comments of the Secrctary

follow each of the recommiendations.

., I- 1)y Keep the Medicaid Program intazct with the Department of Health,

continuing its use of the most ¢ffectite Mmethod ot handling fiscal systems.

This recommendation is ¢ndorsed and apreciment is expressed regarding
the rationale set forth by the Task Forceo Virginia does hawe & nationally
acclaimed Medicaid Program with extensive coveraoe for clients, well-instimated
procedures for vendor certification, «nd « systom of checks and balances {or the

prevention and protection of fraud énd abus-.  The Sceerctary wouid ot be in accord
with any change which might negatively impact the adnnnistration o1 this high-

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

within the Department of Health,

The Secretary is in accord with this recommendation. Since access to this
program is through physician referral and local public health screening, and since
the service itself is primarily medical, with follow-up provided by local health
tecams, it would be inappropriate to transfer this cohesive system into another
agency. The services provided through the Bureau of Crippled Children are
primarily medical rather than rehabilitative. Accordingly, the program is
more appropriately conducted through the State Department of Health,

3. {I-3) Merge all functions preserntly 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 Environmental Manage-

ment.  Further, the name of the Department of Health should be changed to the

Department of Health and Environmental Managementin order tomore appro-

priately reflect the functions presently undertaken by the Department and those

which would be expanded under the RroBosed rcorganization. Under the pr oBosed

reorganization and consolidation, there would be a Division of Environmental

Management administered by an Assistant Commissioner of Health.

The merger or consolidation of agencies when it can be accomplished through
the appropriate reassigninent of program functions is in order, but the Secretary
does not find this to be the case with respect to this recommendation. The current
proposal would create, within the Department of Health, a major division under an
additional Assistant Commissioner by bringing together the functions of two

independent boards, each with its own mission, distinct and unlike programs, and



staffs of technicians with expericnce and expertise in their respective fieids of
specizlization.

The Air Pollutioa Control Board focuses on e¢nvironmental improve ment,
espcecially air quality, promotes the ¢conomic and social developrienat of the
Commonwealth, and facilitates the enjoyment of its attractions.

The federal government assigns health standards to the Environmental
Protection Agency (EPA)Y which, in turn, scts standards of emission to be enforced
by the Air Pollution Control Board. This enforcementis an engincering responsi-
bility and includes functions direc:ed towards transportation, meteorology, land
use, and urban and regional planning.

Obviously, health considerations are involved; however, it is not deemed
appropriate to reassign the highly technical functions of the A:r Pollution
Control Board to the Depariment of Health.

The State Water Control 3oard has programmatic responsibilitivs for
diverse projects, such as flood control, water power, irrigation, recreation,
propagation of fish and wildlife, and water supply. While human health consideva-
tions arc involved in many water resource issues, (hos¢ are not paramount oNcuDt
in the arcas of water supply and disposal of sewage and industrial waste :n surface
and pround water. Present statutes vest the Department of Hiealth with primary
control over drinking water =supplivs and with a substantial role, as pariner with
the State Water Control Board, 1n the regulation of sewage works., The present
division of labor between the two agencies, which provides a desirable relationsinp

of checks and nalances, has served the State well and should be continucc.



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

considcration tothe utilization of the Blue Ridge Sanatorium as aninitial State

operated facility for chronic disease patients. This facility could be soused

with the cooperation of the University of Virginia's School of Medicine faculty

and personnel.

This recommendation is supported. There is no doubt that the Commonwealth
needs to take a comprehensive look at the type and duration of long-term hospitali-
zation carc that is provided by aad/or within the State. Significant needs have
been identifiec in the areas of: (1) long-term hospitalization for chronic diseascs
such as tuberculosis, cpilepsy, diabetes, cancer, etc., and (2) long-term care
Yor patients who will never fully rccover from a severely debilitating condition
such as a major stroke, brain damage {rom an accident, etc.

In light of those nceds, it is appropriate that when State facilities such as
Blue Ridge Sanatorium begin to out-live their original purpose, consideration
shoulé be given to shifting these State resources to other priority purposes.

5. ({I-3) Endorse thc 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 determinc what changes are necessary to

clarisv lines of authority and facilitate better coordination and joint planning with

other human scervice agencies.

Agrcement is expressed with the importance of this recommendation.  There
has been considerable concern about differing levels in quality and quantity of

community-based mental health and mental retardation services statewide., A



part ot this concern can be traced to the original legislation for this program. and
its concomitant lack of clarification concerning lincs of authority, accountability,
and joint planning efiorts with other human service programs. Itis hoped that
through the efforts of the Bagley Commission, problems in the local administratio:
of mental hcalth and mcental retardation scrvices can be identified and resolved.

6. (I-8) Transfer the State/Local Hospitalization (S_LH) program {rom the

Department of Welfare to the Department of Health.

This is regarded as a sound move toward providing a morc uniform and a
more manageable public health care system to medically incigent individuals.

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

Department of Mental Health and Mental Rctardation, and give strong consideration

to changing the name of DMHMR to more accurately reflect all the services it
81ng }

provides.

The intent of the Task Force to consolidate the Developmental Disabilitics
units is respected. The Sccretary is unabdle to concur, however, in the recom-
mendation to move the Developmental Disabilitics Planning Council to the
Department of Mental Health and Mecntal Retardation. It would not be in the best
interest of the 40% of the DD population with disabilities that are¢ not mentally
retarded rclated (i.e. ccrebral palsy, epilepsy) to move this function into an
agency that serves only the 00% of the DD population who arc mentally rctarded.

It is recommended that the Council remain a separate unit, responsible
directly to the Secretary of Human Resources. In this way, 2ll of the nceds of
ne developmentally disabled, fron: ¢ducation to rchabilitation, to medical care,
can be more approgriaicly addressced trom an oversight perspective available

outsidc of a large service deiivery agency.



5. (II-1h Merge the Virginia Commission for the Visually Handicavped and

the Council for the Deaf into one agency--the Department for the Visually Impaired

and the Hearing Impaired (DVIHI). It is further recommended that this Department

nave a Commi

ssioner as its apency head and that 2 period of one Oor two vears ne

allowed 1o effectuate this merger.,

The Seerctary concurs with this proposal. By combining services for these

tao disabilities in @ single agency, we arce concentrating appropriate emphases unon

twa minjor conditions which tend to isolate individuals due to loss of communication.
<ame time. we are rcducing the number of single agencics. Through skill

fhodowic

uniap the new agency and appropriate admiristrative actions, better services

»31 resulit Yor the hearing impaired and high quality services will be continuecd fnr

s

e atstadly impaired.

in orcder to allow suificient time for the planning and design of

",

the new zeency,

1t s suugestecd that this proposal be made efiective July [, 1880,

@  ({l- 2y Change the name of the Department of Vocarionzal Rehabilitation

to e Devdartment of Renanilitative Services and expand its mandate so tnat, wiille

retaining 1ts opurpose of vocational rehabilitation, it also beuins to undertake the

broac purposc ot total rehabilitation. This chanue must he accomplished without

drintine the hich standard of services now available, The new thrust cannal be

ecemplished without additional resources. For that reason, itis reconimerdend

that a period of at least seven years of exploration, planning and deveionnient b

wHowed sor full implementation of this recommendation.

While difiiculties will be faced in implementing this pronosal, it °s

forwnred-looking approach and should be supported. 14 off

offers a compreiensisg



gelvery svstom for handicapped individuals whose capabilitics are limitea by ioss
of function trom conuental defect, illness, or injury.

The primary goal of the new agency would contirue to b vocational
rehabilitation, hut other zoals (i.e. the tacilitation of self care and perzonal
mobility: which are specific to achicving maximum independence, would be
cstavlizhed Jor individuals for whom c¢mployment ix nol appropriate.

Conaprenensive rehabilitation would thus be viewsed as the process whereby
:ne total necds of the harndicapped person are identified and addressed through

+

the moboilization of vocational, medical, educational, social! and other profes-

.

sional resources avaiizble through all human service delivery agencies. This
would e .. interagency process coordinated by th Department of Rehatilitative
Services tiet would complement rather than duplicate or supplant other avencies®
programs.

Due to the nced {or expanded services, planning, and program development,
zcetivitics spould be initiated July |, 1078, bur full implementation of the more
comprebhensive system mav not he feasible betore cuty |, 1984,

10, iI-3: Strucrurce the hoard {or the Departniwent o1l the Visually Impaired

and the ¢, ring Jmpaired so that it consists of members who would represent the

scvally Dlizd, the legally dead, the hard of heavring, and the visually 1mpaired, as

well as omner citfzens Trone thee general populatnon.

This recommendation 1s endorsced. The proposed composition vf the hoard
sould ailaw snr represcateiion and 1npat by individuzls most Jamilhwr with the ay
nadilLpning wonéiuons, The Commissiun Jor the Visaally landicapped coacurred
1th this recommendation as did the Council {or the Deaf, Establishment of this

doard should accur concurrentiy with the establishment ot the me v apency.,



-9

11, (1I-4) Establish, through a mandate from the Secretary of Human

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

purvose of developing a comprehensive approach to rehabilitation needs and for

reviewinag changes in federal or State law (such as Section 304 of the 1973 Rehabili-

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

include, at a minimum, the planning staffs of the Department for the Visually

impaired and the Hearing Impaired, the Department of Rehabilitative Services,

the Department of Mental Health and Mental Retardation and the Department of

Health, 3urcau of Crippnled Children.

The concept of executive responsibility for long-range planning and
cormprehensive program development is sound, At this point in time, concerns
tor the handicapped of all ages, all types of disabilities, iund for all! areas of
vocational and social needs, have come to the forefront reguiring a compre-
hensive approach to issue analysis and program development. Long-range
plaaning must be coordinated among all affected programs to establish priorities
for hzhilitation and rchabilitation and to dircct the allocation of resources to meet
those priorities through a comprehensive service delivery system,

2. (II-3) Use the majority of new monics which become available in the

State for rehabilitation and the handicapped for programs that would extend services

to 1he ciients of the oroposed Department of Rehabilitative Services and 1o the

booailv dead ancd the hard of hearinyg, while insuring maintenance of suilicient

fanding 1or services to the visually impaired snd the leaally blind.,  This would

sssure the continuation of high guaiity programs for those with sight disibilitics,

while gradually in‘proving services to the other cateporics of the disabled.
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[t is appropriate that funding priorities be established to bring the level of
scrvices for the hearing impaired in line with that available for the visually
impaired. it should be emphasized that the recommendation is intended to
govern the allocation of new funds resulting from increased appropriations, or
increased availability of federal funds, and is not intended to reallocate existing
iunds {rom their high priority purposes. This recommendation should become
=ffective July 1, 1978,

13. (III-11 The Department of Welfare and the Virginia Employment

Commission should function within their existing structures.

The Secrctary fully supports the pasic point of view that individuals on
welfare rolls must move as rapidly as possible, when employable, to gainful
cmployment, The consolidation of components of the Department of Welfare
with components of the Virginia Employment Commission does not offer a viable
solution to this problem. On the other hand, maintaining separate departments,
under the scrutinizing eye and continuing to coordinate the responsibility of the
Secretary, offers the better administrative structure.

It should be pointed out that these two agencies have already begun a
series of steps that will result in a more efficient and effective system. Examples
ot these arc as ‘oilows:

{t The Department of Welfare has recently con erted 38,000 of the tota!

37,000 ADC cases 1o A centralized computer system. This system will permit

the 1w o ageacies to exchange information concerning the status of a client,

leacdin2 o the virtual elir.ination of duplicate payments, of case benefit

errors. and of possible fraud. The computer s stem will improve the
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timeliness and volume of inquiries between the two agencies. Currently,
there are approximately 10, 000 inquiries monthly that are initiated by

local caseworkers. The computer system is expected to double the inquiries
and make such inquiries on a daily basis. The automated system is
scheduled for full implementation in mid-1978. The system will provide
local caseworkers with wage and eligibility information which will enhance
*he investigation efforts at the local level., Further, the system will be

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

2) The two agencics are currently emphasizing the Work Incentive Program
"WIN), a program to find employment for welfare recipients. Recent figures
indicate a 30% increasce in placements over the previous year, which resulted
in aanual welfarc prant reductions of more than $2.5 million. The WIN

P ouram 1s administered by the VEC in cooperation with the Department of
Weltare for recipients of ADC, Persons who apply for ADC benefits, with
certain exceptions, are required to register with WIN for job placement or
training assistance. The WIN Program is now operating in all localities
~across the State. The rate of registering ADC applicants and recipients
moving into jobs has also doubled in the past four months. Approximately
20.000 ADC cases arce regist-red in the WIN Program. By carly 1978, all
carvent ADC cases who arce required to register with WIN will, in fact, be
registered primarily as a result of the six-month eligibility review process

{or !inancial assistance.
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Furthcrmore, merger ot the two agencies is not supported for the following
additional reasons:

I) Span of Control: A single agency, formed from combining the current

Depurtment of Welfare and the Virginia Employment Commission, would

be too large with too many varied responsibilities to provide effective

management.

2) State/Federal Relations: At the present time, each of these agencies

has clear straightforward relationships and accountability to their federal

counterparts and funding sources. In addition, several major federal

legislative actions, which could heavily impact these agencies, are cur-

rently pending.

3) State Employce Requirements: At thepresent time, the Virginia

Employment Commission employees are all State employvees with their

own pay scales, job descriptions, and employment sites at the local

level. The Department of Welfare employees are lecal government emplovees

with varving pnay scales and job responsibilities. To mesh these two systems

would reguire the transfer of the Department of Welfare programs to a

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

assume that the State would have to bear a greater percentage of cxisting

welfare costs as well as an ever-increasing share in the future,

14, (3ij- 2y ¢{harge the Virpinia Emplovment Commission to be the lead

evency to develon vne strong job development and place:mment activity in the State.

All of the other Iiman Resources avencies would work with the Virginia Emnloveen:

Cumimission to im»orove the coordination and imEIementation of these activities
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through formal cooperative 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. (I11-3) Keep the existing Office on Aging and the Commission for

Children and Youth (to become the Division for Children on July 1, 1978) 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-

il study should be made of the delineation of the advocacy concept versus that of

grants administration and service delivery.

This recommendation is endorsed. These two agencies are required to
conduct planning and perform coordinating and advocacy functions on behalf of
children and the elderly. To absorb these functions into service agencies having
broader mandates and responsibilities may significantly weaken the ability of the
—vo agencies to conduct their required functions.

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

{or ifacilities with standard-setting responsibilities being maintained by the

aooropriate agencies that are most conversant with particular programs. Appro-

priate 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 Welfa-e
certify or approve programs if the programs qualify for the purchasing of services
for clients by the State with public funds. Often this mecans that a single facility
must comply with the rules and regulations promulgated by two agencies in order
to operate and receive public support.

Various agency problems in the field of licensure have emerged and there
is general agreement that improvements are clearly in order. The most iabdle
and best solution, however, is not so readily apparent.

It is notec 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 within 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, requires
more study.

Thorough consideration should be given to such matters as the present lega!
structure of licensure; establishment of a cohesive and comprehensive licensure
policy; comparative benefits of assigning the total licensure function to a new
agency, consolidating only the supportive administrative procedures, or assignin:
to existing agencies the responsibility for livensine certain types of facilities:
interagency complexities of licensure; and comparative costs of the several

administrative arrangements.



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 of

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 has 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 Secretary of Human

Resources as a strong coordinating influence across agency lines.

This is obviously a sound concept. All social programs have some influerce
on each other and the Administration must be ever watchful that gaps and/or
overlaps in the delivery of authorized services do not occur, The Secretary of
fluma:x Resources has an essential and 3 critical role to plav in the e:ficient ancd

effective management of State government.
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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 resources
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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1 HOUSE JOINT RESOLUTION NO. 188
2 Offered January 18, 1977
3 Requesting the Governor (o study and evaluate the propasals of tke Cammission on State
4 Goverumentel Massgement to recrgacize the StateJeve! bumap resources egeacies in
5 the light of the need to cansider sSimultaneous arganizational changes in the human
6 resources area at the Jocal level, and to present his findiogs and reammendations to
7 the aineteen hundred seventy-eight session of the General Assembly.
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

IS reorganization of State-level human resources agencies and
16 programs; and .
17 WHEREAS, the Commission has found that the administration

bt
®

of human resources programs at the local level is an integral part of
the total organizational and management aspects of the human
service delivery system; and

WHEREAS, it is necessary to undertake a thorough analysis of
the impact of any State-level hurnan resources reorganization on
the operation of the local human resources agencies; and

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.

(o
©
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RECOMMENDATIONS

Acopted bv

Task Torce on Humanr Resources Reorganization

e

Recommendations regarding the Dapartment of ilzalth, the
Department of Mental Health anrnd Mental Retarc¢ation, and the
Developmental Disabilities Planning Council:

1.

Keep the Medicaid program intact within the Department
of Health, continuing its use of the most cost efifective
method of handling fiscal systems.

RATIONALE:

A transfer of the Medicaid payments component would

not be in the best interests of the program 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.

Federal/State funding would become more complex if an
administrative split occurred. The single state
agency regquirement under Title XIX would necessitate
federal funds coming through the Department of

Health to the proposed Department of Economic
Security.

Health provicders would have to relat2 to two state
agencies. There has been a strong history of partici-
pation in public health programs by all elements
(phvsicians, pharmacists, hcspitals, nursing homes)

of Virginia's medical care system. These provicer
groups woulc nro longer be able to ¢eal with their
major State relationship through one cdepartment. If
Medicaid pavments were transferred, there is the like-
lihood that provicder participation wculd diminish and
paper shuffling would unnecessarily increasec.



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 .

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'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 communicating 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.



d. Present service gaps are more likely to be addressed
with health related funds. While recognizing that
there are definite gaps in what the BCC can do for
children with some medical croblems (e.g. leukemia),
these gaps are due to a lack 0f 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 Health
programs than through a Department cf Rehabilitative
Services.

e. Federal/State funding would become more complex. The
single state agency reguirement 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 anrnd 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 programs, whether
medical or rehabilitative.

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 Environmental 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 under 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 prooosal to consolidate environmental health
responsibilities under the Department of Eealth is based
on the premise that a desirakle and meaningful reorgani-
zation effort should be directed toward a reduction in

the number of State agencies rather than an increase in



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 would 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 fregquently
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 this 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 gquickly 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.



The reason that the present employees of the State
Department of Healtn (neot the State level, but the
local level) could not be transferred so readily is
because of the complexity of the state/locail affilia-
tion agreement and the multiole charter provisions in
each municipality's charter relative to functions tc
be undertaken by its Departmesnt of Health. Thus,

the sanitarians, who are presently employed bv the
State Department of Eealth, wouldé have to be

retained by the State Department of Health uncder its
affiliation agreement and uncder its numerous other
statutory mandates for various types of sanitation
inspections of restaurants, motels, hotels, schools,
hospitals, etc. and eridemiologic investigations,
rabies and vector control.

d. With the merger of the State Water 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 Control Board to the State Board
of Health. Thus, from a legislative standpoint this
proposal is much preferrec 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.

Initiate a chronic disease hospitalization program,
giving consideration to the utilization of the Blue
Ridge Sanitorium 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 Mental Health and Mental Retardation. This
proposal woulé address this service gap, utilizing the
Blue Ridge Sanitecrium facility which has over the past
several years witnesseé a sharp céecline in its tubercu-
losis patient population as a resul:t of modern medical
care.

Endorse the efforts of the Commission on ental Health
and Mental Retardation (the Bagley Commission) to study
the legislative and acministracive mandates of the local
Mental Health and Mental Rctarcation Services (Chapter
10) programs to determine what changes are necessary to



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. Reccommendations regarding the Commission for the Visually
landicapped, the Council for the Decaf an? the Department of
Vocational Rehabilitation:



Merge the Virginia Conmissicn for the Visually tiandicap-
ced and the Courncil for the Deaf into onc agency, the

Department for the Visually Impeoired andé the Hearing
is rec
t

[a

o]

Ji
Impaired {DVIHI). It further recommended that this
department have o Comnmissiarer as its agency head and
that a perioé of onc or twe f2ar- be allowed to effec-
tuate this merger.

RATIONALE:

2. The new design would allcw the deaf access Lo an
already existing district structure and would enable
them to gradually extend their services to the
district and local lcvels.

b. The new design woulé keep intact the only current
comprehensive rehabilitation program in Virginia, that
of the Virginia Commission for the Visually Handi-
capped, and would retain this system as a goal
standard.

c. Tne new design is logical in that it places together
two "communication disabilities." Although the sum
total of all other disabilities can be far greater
than these two disabilities, other disabilities do
not produce tho devastating effect of total isola=-
tion from normal communication channels as do the
loss of hearing or the loss of vision. THE DEAF
CANNGCT 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 immecdiate impact on regional,
district, or local structures.

e. The designation of this agercy as a department is
recommended in order to establish the agency as one
of equal status with other major departments of
human resources, i.e., Health, Mental Health and
Mental Retardation, Welfare and Vocational Rehabili-
tation. The term Commissioner is svnonymous with
the term currently used to designate the heads of
these existing agencies. The tzck force is amenable
*o change in either of the titles as long as the
concept of equal status is maintaineZd.

Change the name of the Department of Vocational Rehabili-
tation to the Deparcment of Rehabilitative Services and
expané its mandate so that, while retaining its purpose
of vocational rchabilitation, it also begins to under-
take the broad purpose of total rehabilitation. This



change must be accomplished without diluting the high
standaré 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 recommendation.

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 is wise to
follow in this irstance.

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 generzal
population.
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RATIONALE:

The attempt with this recommercdation is to assure
that the clients of this acency have peer representation
on the board.

Establish, through a mandate from the Secretary of

Human Resources, regularly scheduled meetings to occur

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
incluvde, 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.

Use the majority of new monies which become available
in the State for 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 guality 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 service
¢elivery systems for the blind. The Commission for the
Visually Handicapped, however, comes closer to providing
& comodrehensive rehabilitative services delivery approach
lone stop shopaing) than any other agency in Virginia.
Tris system should be maintained and scrve as a goal
standard Zor the deaf and other disabilities. However,
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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.

Recommendations regarding the Department of Welfare, the
Virginia Employment Commission, the OZfice on 2ging, 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 and 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 program 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 admiristered agency
with state employees, and the Department of Welfare
having locally administered programs with emplovees
responsible directly to local government.
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d. The two agencies are already working cooperatively
to cooréinate and improve %the Zeliwvery structures cf
both agencies (i.e., WIN program;.

If the proposed merger were attempted, major admini-
strative problems involving potertial increases in
expenses and exdenditures of time and energy would D2
created with no guaranteed assurance of increased
efficiency or improved program content and service
delivery. A more appropriate approach to sound manage-
ment and program effectiveness can emanate from the
dynamic leadership of a strong Secretary of Human Re-
sources.

Charge the Virginia Employment Commission to be the lead
agency to develop one strong job development ané place-
ment activity in the State. All of the other humarn
resource agencies would work with the Virginia Employment
Commission to improve the coordination and implemertaticn
of these activities through formal cooperative acre=ment=.

RATIONALE:

a. It has been recognized that many agencies prov:ice
development and placement services for their par:
cular client groups. However, because this is on
a small part of what each agency does for its ¢
it is often not as stroéng a service as it could &

broad spectrum of clients. Furthermore, it has
strong ties in the private business community and

is in the best position to coordinate the generation
of job development and piacement opportunities.

Keep the existing Office on Aginc and the Commissicn
for Children and Youth (to become the Division for
Children on July 1, 1978) intact as extensions of tih2
Secretary's Office. A loose confederation shall =2
maintained via the sharing of support services such :is
financial reporting. Each agency shall retain i:s
autonomy, and shall advocate on zehalf of its spzclfo
client group. Careful study should be made cf «-2 7=
lineation of the advocacy conceg” versus that of g
administration and service delivery.

e

(&)

-y
2083

RATIONALE:

2. The Office on Aging and the Commission for Chit
and You+th, as advocacy agencies, should be closelvw
aligned with the Secretary of Human Resources. As
extensions of his CZfice, these agercies coculd mora

IR ke bel
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apvropriately do long term planning and significant
monitoring of all state programs affecting their
client groups, with their roles and Zfunctions deter-
mined jointly by the specific agency and the Secretary.

b. Any absorption of the advocacy roles of these twwo
agencies into one specific line agency would signifi-
cantly weaken if not destroy the independence and
the broad based approach of these two coordinating
agencies.

Recormmencdation regarding 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 standards
prormulgated by the appropriate boards.

RATIONALE:

a.

There are three major agencies, the Department of Kealth,
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 cstaff
time and travel, it is recommended that all of the
specific licensing visits and inspections be coordinatecd
within one agency.

Because the licensing function itself is not large enough
to be located in a free-standing agency, and because the
Department of Health currently has by far the most
licensing responsibilities, it was determined that =11
field licensing staff should be the responsibility of

the Department of Health.

The appropriate licensing standards and program gquality
definitions would be promulgated by the appropriate acency
boards and program staff. This would negate the need

for the Department of Health to hire appropriate psychi-
atric or social program staff.

With cthis improved licensing poctential, the Departmen: of
Health must be provided with sufficient funds ancé s:aff
to carry out this expanded mandate.
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Introduce legislation to allow for localities, with the
apvoroval of the Secretary of Human Resources, to submit
olans for the comprehensive del:ivery of human scrvices
in a manner that is best suited to their own specific
needs.

RATIONALE:

In order to improve the resource allocation and
sezvice delivery of the various human resource agencies,
local general purpose government must be made accountable
for the delivery and management of these services. 1In
order to be held accountable, local government must be
Ggiven the authority to manage and fund these programs
in the way best suited to their own local situation.
Minimum state standards for program guality and guantity
0of service must be assured. Thus a mechanism for state
level approval and program monitoring must be implemented
along with local flexibility.

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

RATIONXLE:

Many of tne 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 surgeryv. The authority of the Secretary of
Human R2sources to mandate greater interagency coordina-
tion ané cooperation toward the resolution of management
and service delivery problems has been established. The
evercise of that authority in a dynamic and creative
manner needs to continue.
initiate legislative action in the General Assembly to
oszter the establishment of concurrent fiscal years for
e Commonwealth and the major federal funding sources.

r Ph g

RATIONALE:

A number of the oreceding recommendations require
ccoperative efforts, in planning, staffing, or budgeting.
The ageacies' ability o undertake such cooperative
efforcs is greatly hindered bv the fact that some programs
are operated on the state fiscal year while others operate
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on the federal fiscal year. t is recognized in making
any change, that regional and local counterparts would

also have to change in order to insure complete con-
tinuity.



BACKGROUND ON #HJR 188

The 1977 session of the General Assumbly passed Houss .Jcint
Resolution 188 regquiring the Goverror and the Secre:zary of iiuman
Resources to examine the feasibility of certain proposals for
reorganization of human services. The General Assumbly reguested
that the report on human service reorganization be presented no
later than November 1, 1977, with particular emphasis boincg
placed on assessing the impact of such reorganization on local
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 Manage-
ment with a broad mandate to study the organization ané management
of state government and to make such recommendations as were
deemed necessary to maximize the efficiency and effectiveness oz
state government.

While the Commission's focus has been wider than human
services, in November, 1975, it released a report which adéressed,
among other things, the need for reorganization of the human
resource agencies. Copies of this report are available £rom 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. 1In addition, through 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 proposal
are available from the Office of the Secretary of i'uman Rescurces.

Based in part on this information and other infcrmation
presented to it, members of the Commission introduced in the 1977
sessior. EJR 188 and 2 second piece of legislation, ¥2 1633, ainme:l
at provicding more flexibility in program marnagemernt and service
delivery at the local level. This latter %.11 was develozed in
response to certain recommendations contained in the pronosal
mace by Secretary Brown. While rJR 188 passed, the latrer "lcca:l
option"” legislation did not.



METHODOLOGY

In late June, 1977, the new Secretary of Human Resources,
Wwoodrow %W. Wilkerson, set in motion two interrelated efforts to
address the recuirements of HJR 188. First, he established a
Task Force on Human Resources Reorganizatisnn composed of 18
appointees regresenting the spectrum of human service disciplines
as well as local general purpose government. Representation
from diverse rerspectives included:

(1) memkers of state boards

(2) regicnal delivery structures staff

(3) 1local service delivery structures staff

(4) private providers

(5) local elected and appointed general purpose government
representatives

This grcup was given a twofold charge. First, they were
<0 examine thz2 proposals made by the Commission on State Govern-
—ental Managemen: and by former Secretary Brown for their impact:
on improved ser-~ice delivery, and second, they were to report
«heir recommendations £for change by October 15, 1977. The Secre-
tary indicated that this task force had the latitude, in his view,
zC accept the Commission's recommendations or former Secretary
2rown's propesals in whole or in part, or to make recommendations
whnich deviated Zrcm both. Dr. Wilkerson noted that the primary
consideration for any reorganization ought to focus on the degree
“2 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 force to undertake a rather large and awesome assignment,
e Secretary also established a working group of high level
a2 2cency personnel to work with the staff of the Secretaryv's
e o factually critique both the Hopkins Commission anZ Brown
i5. The efforts of the work group were intended to pro-
task force with a fact base from which to begin their

l
J

~n order to facilitate the most effective use of the task
Zcrc? 208 to allow for in-depth consideration of specific issues,
<aree t23XK force subcommittees were established. These sudb-
csmmitzees were: 1) Health and Mental Health Services:; 2) Emplov-
ment, Fccial and Economic Security Services:; and 3) Rehabilitative

s . Each subcormittee dealt with issues and recommenZa%ions
- ~7 to their specific area,and after careful consideration
cuzht their recommendations to the full task force for delibera-
on. Issues relating to advocacy and licensing functicns were
nsiderod by all three subcommittecs.
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The task force recognized the neec for rational criteria tc
be used in measuring effectiveness and efficiency in anaivzing
reorganization alternatives. In response to this need, the work
group and the staff of the Secretary of Euman Resources ceveloped
a list of criteria which was ultimately adooted by the task force
These criteria, used in the analysis of recrganization alterna-
tives, are detailec below. )

Criteria for Zvaluation of Reorganization Proposals

1. To make state government more productive, cost eifective,
and efficient.

more clients receiving services
- less durlication 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 linkaces
to address unmet needs of clients

- greater program accessibility

3. To improve the guality of state services.

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

4. To clarify assignments of responsibiiity and authority.

more definitive delineation of procram area responsi-
bility

-~ authority commensurate with program responsibility

- services that are better understood by citizens and
legislators

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

- greater flexibility in resgonding to emerging issues

- fewer legislative, regulatory and funding constraints

~ consistent iocal government roilies

- compatible local delivery structures and regional
administrative structures

. im ~ cruni ionsystens ané ision-making.
€ To improve co nicationsystems =2 decisio ak

- greater allowance for citizen input
- better irnteragency communicacticn
- clear lines of authority -

clearly articulated roles for boards ané commissicns
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7. To improve the state'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 recommendations 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 ALTERNATIVES

In the early development stages of the reorganization study
conducted by the Secretary of Human Resources, in response tc
House Joint Resolution 188, it became readily apparent that to
fully comply with this resolution would recuire not only carc-
ful scrutiny of the Commission on State Governmental !anagement
proposals, but would also recuire careful analysis cf Zormer
Secretary Otis L. Brown's proposal, and the current structure
of human resource agencies. The work group and subseguently
the task force carefully reviewed each of the ten maior human
resource agencies. Their reflections took into account these
three possible alternatives.

The following agency by agency analysis is a composite of
remarks solicited £rom the agencies, work group remarks, task
force remarks, and staff remarks. It is evident in reviewing
the analysis that the statements are at times contradictory.
This is a natural occurrence when the attempt is to clearly
and accurately articulate all positions. Furtherrmore, 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=nd
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
Advocacy Office. These were considered in less detail for the
following reasons:

"The new agency combining the Health Regulatory Boarcs
was created by the 1977 General Assermbly and did not
become a free standing entity until July 1, 1977. as
such, it did not exist at the time the reorganizaticn
study of the Commission on State Governmental Managemen:
was undertaken. Even now, it has not exizted long
enough to be fully tested or evaluated 2z %0 its
effectiveness or efficiency.

The Commission on the Status of ‘cmen dces not have a
staff and as such does not provicde or 2directly monitor
any service éclivery. Under thes2 circumstances, it
is extremely difficult to examine it in +he same licht
as the other agencies.

-The Developmental Pisabilities T+--»2ct-.- anc Adwvocacy
OZfice was nct offically creatzd unztil Jctcker 1, 1277
Under fecderal law it cannot be placadé within a service
Gelivery structure. Considsrinc th2 =2xtensive 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.



1. Analysis of the Department of Health,
the Department of Mental Health and
Mental Retardation and the Develop-
mental Disabilities Planning Council

CZDARTHZINT OF HEALTH

Comnission on State Covernmental Management

~his proposal recomrmends that the existing Department of
Health continue to carry out its preventative and curative
puklic health programs, except for the following:

-Medicaid eligibility (rnow in the Department of Welfare)
and vendor payments component would be transferred to
the Department of Economic Security.

+The Bureaut of Crippled Children would be transferred
tc the Department of Rehabilitative Services.

*Envircnmental Health and Solid Waste programs would be
transferred to the proposec Department of Air and Water
Quality under the proposed Secretary of Natural Resources.

*Clinical social services sugervision (a one person
operation at the state level) would be transferred to
the proposed Department of Employment and Social Services.

*The Blue Ridge Saritorium woulé be transferred to the
oroposed Department of Rehabilitative Services.

Positive Aspects:
-Medicaid - better guality control.

The consolidation cf eligibility ané payment components from
different human resources agencies might bring about better
cooriiration of quality control efforts, insuring that indivi-
duals get the payments for which they qualify and preventing
fraud and abuse by both recipients and providers.

av of Crippled Children (BCC) - central administration forv
handicapping conditions; continuum of services for children
nin one system.

0w
[SE Sl
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Transference of the BCC to the proposed Department of Rehabili-
tative Services would give one agency acdministrative authority
ard responsibility for all handicapzing conditions, and would
forxce that agency to give attention to the rehabilitative needs
of children ¢s well as adults. This would eliminate the need
for tnz child with a prolonged handicepping confition 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.

-Blue Ridge Sanatorium - better utilization of the facility.

The decline in the tuberculosis census has alleviated the

need for the sanatorium for this purpose. 1Its availability to
the proposed Department of Rehabilitative Services to treat
chronic diseases could ease the strain on the mental health
hospitals.

Negative Aspects:
-Medicaid

An 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
acministrative 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 Title XIX would necessitate
federal funds coming through the Department of Health to the
Department of Economic Security.

Duplication of roles - A health professional competerce would
need to be built into the new department, thereby duplicating
the existing capabilities of the Health Department. Otherwise,
the concept of management of nealth programs by health profes-
sionals would be abrogated. Health providers woulé have to
relate to two state agencies. There has been a strong history
of participation in public health programs by all elements



23

(physicians, pharmacists, hospitals, nursing homes) 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 transferred,
thereky creating more paper work and the likelihood that their
varticipation would diminish.

State agency relationships would become more complex. As
indicated with providers, other state agencies with 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 services 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 doilars.

Program guality 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 £illed 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 Fealth programs
than through a Department of Rehabilitative Services.

Federal/State funding would become more complex. The single
state agency reguirement 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. Xepone 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
brought about an awesome threat to our health arnd safety by
the introduction of a new group of hazardous materials into the
environment. The public will now expect an overriding health
rclationship in the development of all environmental programs.



Environmental health issues are an integral part of and direct-
ly related to a comprehensive approach to protection of the
oublic’s health and well being. The public health nurse and
Health Department sanitarian freguently work in tandem,
especiaily in rural areas, since it is no* 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 worXed well for cver thirty
years; the proposed reorganization could negate this effective-
ness.

The holistic approach to health receives the Governor's
support. The National Governor's Conierence has endorsed the
placement of environmental health programs in the state public
health agencies.

Environmental health and licensing are tied together. 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 Department 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 Brown'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 human resource councils
could be accommodated nicely by the Hez'th Department's local
structure if the funding procedures wer:= worked out.

Current Structvure

The Department cf Health is currently funded by four federal
agencies to operate a wide variety of public health programs in
Virginia. It's stated goals are:

The promotion of personal ard environmental health;
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DEPARTHENT OF MENTAL HEALTH AND MENTAL RETARDATION

Commission on State Governmental Management

The revised proposal of State Governmental Management
retains the Departiment of Mental Health and Mental Retardation
(DMHEHMR) 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 DMEMR 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
chiléren.

~The agency 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.



The prevention of{ disease;

The diagnosis and treatment of any known hezalth
problems of the state's popuiation.

Positive Aspects:

-Tha pepartment has a strong state/local cooperative plan
and budget that facilitates a high degree of fiscal control
and standard setting by the State while at the same time
insuring significant local involvement.

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

-The Department has a strong history of cooperation with ail
segments of the State's medical care system.

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

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

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

-The Cepartment 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
emplovees) 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 2 few strong local hezlth boards.

-Many local healtn departments rely on oral rather than
written agreemenrts with other agencies.

onger regional crelationships with the Department of
iere are neeced.

-There is not enouch long range heal<' planning for the aged.



28

DEVELOPMENTAL DISABILITIES PLANNING COUNCIL (DD2C)

Ccmnission on State Covernmental Management

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

Positive Asvects:

-DDPC's planning function can be accomodatec within the present
structure of DMEMR.

Negative Aspects:

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

-There would be no apparent savings in administrative costs
that are already being borne by DMHMR.

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.

urrent Structure

Positive Aspects:

-The developmentally disabled population crosses all agency
lines, thereby enabling the resources of these various sources
o be tapped for the provision of services.

-DC?C 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.
Necative Aspects:

-The neoeds of the development
wesgn the availadble fiscal a

op

ed populaticn far out-
sources <f the DCPC.
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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

Commission 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.

-T™ne Council for the Deaf recognizes the need to address issues
and concerns of the handicapped "across the board" and to design
procrams 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 maintain 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 concerned that they might loose their advisory
board and have no similar group which wou 3 be specifically con-
cerned with the deaf.

-Only about one-£fifth of thc work of the Council for the Deaf con-
cerns rehabilitation specific issués. Thce Council also deals
with ceneral areas such as prevention, older age, and habilita-
tion.
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-The ceaf are concerned about the division of responsibility in
refererce to such areas as fiscal management,rehabilitation ser-
vices, social services, personnel, facilities, etc.

Neutral Aspects:

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

-The Council would like to be able to expand 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 Prooosal

These recommendations do not deal very specifically with the
Council f£or the Deaf except to imply that the Courncil 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.

Megative 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 cormmunicate in their own language.

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

-The Ccuncil is capable of understanding the problems of the deaf
and is cognizant of their special needs.

-The 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 requircments are not restrictive on needed
services.

Negative Impacts:
-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 with normal hearing have
never experienced total isolation from sound and cannot relate to
what "deafness" actually means. Tne point that needs to be made
is THE DEAF PERSON CANNOT HEAR. He cannot hear anyone behind, in
£ront 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 comments: 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 situations. Considering
the current situation in terms of services to the deaf in Virginia,
this point should emphasize that the deaf not only need mainte-
nance of current services, but most certainly need an improved
service system.

VIRGINIA COMMISSION FOR THE WVISUALLY HANDICHPPED (VCVH)

Commission on State Governmental Managemsnt

The Commission proposed the movemant o” VCVH's entire struc-
ture, with the exception of assistance payvmnts, into a Deparimen:



32

of Rehabilitative Services. There has been no provision made for
the internal design of this department.

Positive Aspects:

-The Commission's latest position is perccived as a significant
improvement over prior recommendations which would have frag-
mented service delivery.

-VCVE recognizes the need for better planning "across the board"

in créer to address the needs and problems of all handicapped
groups from a united perspective.

-VCVH recognizes the need to develop services for handicapped
individuals that go beyond the scope of vocational rehabilitation,
anéd has in fact been a front-runner in developing such programs
through their special services division.

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

-VCVZ micht be able to take more positive steps toward improving
salary scales with the "clout" of a larger agency.

Negative Aspects:

-The impact the changes would have on service delivery to clients
would be a potential decline of all types of services for blind
chiléren and adults from a long and carefully built historical
position of excellence to the.lower position which has only re-
luctantly been provided to others severely handicapped groups
in recent 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 made 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 automatically more "cost effec-
tive"; they are "easier"; they produce "better statistics", and
don't involve the providing counselor, teacher, or consultant with
personral or erotional discomfort. On the other hand, the more de-
vastating disability of blindness involves all of those problems
and it will tend to be avoided, especially where the name of the
game is "performance". 1Indeed this "avoidance" problem is so
com=mon that from time to time the federal rehabilitation program
has hai to forcefully direct its expenditure away from the "easy",
"cost effective, statistically pleasing" disability groups to the
more severely disabled.

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

1. As an agency grows in size and diversity of services, the
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acéministrative distance betweer the ultimate decision-makers
ané the clients becomes increasingly greater. Therefore,
unigue client needs become obscured. Client concerns are
passed up the chain of command ané 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
nonexistent. This is especiaily true in the case of blirnd
clients who are relatively small in number, have unigue needs
and special problems in comparison to most clients of other
agencies, and whose problems are not generally uncderstood 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 number 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, controllers, and
coorainators, 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 creaté two problems. First, it
would eliminate the present situation which allows the Commission
to make certain decisions which provide the blind person with
supplementail benefit pavments somewhat above those aoproved by the
Virginia Department of Welfare for their eligible Virginians.
Second, it woulé 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 sccial and rehabil-
itative services delivered by staff of the Commission for the
Visually Handicaoped.

~-By being placed within a larger rehabilitative services department
or agency, the Commission for the Visually Handicapped 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 impaired persons, in planning service programs ané estab-
lishing priorities, in completely fulfilling its advocacy role would
be encounterea if services to this numericaily smaller, but at

the same time, severely disabled population group were placed
within a larger agency.

&3 has been demonstrated in reorganization ¢ttempts in other areas,
vlacement of services to blind and visually impaired persons with-
in u lcrger agency complex will result in erosion of the automory

of leacz2rship, the availability cf sufficiert numbers of specially
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trained staff, and undesirable competition among disability groups
for funds with which to render neecdzd 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 Browr'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 Employment 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 c¢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 steff 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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ovment ready" freguently requires addit:onal support in the
£ spacial services, training, counselling, etc. To separate
s& functions might weaken the total rehabilitation process for
se individuals.

-The Virginia Employment Commission might have @ natural tendency
casiest clients first and the blind and handicapped

~Taking on additional responsibilities, such as placemzant of the
»lind, handicapped, deaf, etc. might weaken the effectiveness of
the Virginia Employment Commission.

-Blindness is low incidence and low visibility. An obvious ques-
tion raised is, could or would localities effectively manage a
crogram like this?

-VCVH has a regional/district structure. In order to access local
ozttion, they would have to develop a system for local governments
ta combine. A multisjurisdictional structure such as this does not
scem to hold with the spirit of local option.

-The number of individuals trained in special skill areas necessary
to work with the blind (orientation and mobility, rehabilitation
cosachers, placement specialist, counselors, etc.) is limited. It
would 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.

Neoutral Aspects:

-More and better coordination between VEC and VCVH might be a less
expensive and more reasonable recommendation. The Secretary of

‘luman Resources has the authority to establish a mechanism for
such cooperation.

Cur:-2nt Structure

Positive Aspects:

-ultiple funding (14 funding sources) streamlines contact with the
fedz=ral government and leads to positive relationships with federal
law makers and other state agencies.

-VCVE has a joint management systen; therefcre planning for child-
ren, adults, and seniors services is well c¢oordinated.

le XY planning, done jointly with the Dcpartment of Welfare,
tcen successful ané led to program expansions and benefits,
n at the state and local levels.

-VCVH nhas operated as a separate state agency for 55 years. 1Its
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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 suooort 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 £ield of work for the
blind.

-VCVH has a comprehensive statewide orientation and mobility pro-
gran 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 Commission 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
indivicdual's place in society.

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

-The Commission has recognized the increasing needs of the aged
bliné, 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
most successful in the nation. It usually ranks first or seconi
among all such programs. In 1976 the average income per indivicd-
ual stand operator exceeded $15,000.00. This program brings a
substantial amount of dollars back into Virginia's economy thrcugh
sales tax revenue and income tax from the individuval operator.
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Additional 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 communication

generated by the blindness experience and the means of
overcoming them,

7. special legislation and rehabilitation resources
designed to minimize the handicap 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. supplemental special education services for blind and
visually handicapped children of school age, and

15. specialized training and skills to meet the multinle
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 severecly
visually impaired persons of all ages will be addressed by workers
who are trained and committed to work withk 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 defensiveness.

-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 administerinc Title XX, especially when forms for
field workers and vendors are different.

~There exists the possibility for savings in suppor: andé adminis-
tration but once a program is “gobbled up”, it gcts only that
visibility which the larger agency gives it.
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Weutral Aspects:

~Cooperation among personalities is the key. 1If such cooperation
existed, duplication would be avoided and gaps would be filled
regardless of the organizatioral structure.

DEPARTMENT OF VOCATIONAL REHABILITATION

Commission on State Governmental Management

The Commission on State Governmental Managemernt recommenda-
tions would place the Department of Vocational Rehabilitation
(DVR) intact in a large-department 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-
yond 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 DMHMR as they were in earlier proposals.

-Although DVR has interagency agreements with the Virginia
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:
-ithile recognizing the philosophical motives behind reorganization,

DVR is guick to point out that the idea of "comprehensive rehabil-
itation" 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 Commission recommendations skillfully avoid any reference
to how changes would be financed. BAs 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, DVR 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 handicappoed
persons to serve eligible individuals,
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3. responsibility for advocacy and opportunities fox the
handicapped,

4. a full-time vocational rehabilitation administrator
and trained specialized staff devoting themselves to
vocational rehabilitation programs with a clear line
of supervisory 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:

-DUR 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 thé special needs of the
handicapped.

-There are advantages to be seen in having a separate advocacy
function. Primary 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 placement and manpower managenment are the final product of a
vocational rehabilitation program, -not a scparate 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 and 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 gquestion 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 gualified 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 othar agencies.

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

-Counsclors are generally young and do not have work experience
themselves. They are not familiar enough with the world of work
to fecl comfortable talking to prospective ewployers 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 2ollars 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.

Current 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, and this allows for clear, logical, planning. DVR adds to
the effectiveness of its management, by practicing participatory
managerment. Through the use of advisory boards and councils
made up of service delivery staff, clients, consumers, and pro-
viders, DVR attempts 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 guarterly 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
period:cally reviewed and updated.

-The G:partment funds, either totally or in part, a fairly complex
network of vocational evaluation centers and sheltered workshops
across the State. These centers and workshops are located for the
rost part in a reasonable distance from the client's home, so that
the irdividual caa remain in his home area if at all possible.

-DVKk maintains close reclationships with both public and private



agencies that are beneficial to the client. They have close rela-
tionships with and are supported by such organizations as the
National Rehabilitation Association, the Natlonal Rehabilitation
Counselling Association, etc.

-DVi: has strong cooperative agreements and maintains interagency
1li.. " cges with the Department of Welfare, the Virginia Commissicn
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 high
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 specific categories
of cdisabled individuals through the use of special projects or
grants. The use of special projects and grants reduces the drain
on state dollars.



III. Analysis of the Department of Welfare,
the Vvirginia Zmployment Commission, the
Commission for Children and Youth and
the Office on Aging.

DEFARTMZNT 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 oi 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 implementation 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 cdo 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 unemployed
parent component in their welfare structure. Thus rather than
treating the client as one whole entity, this system would
reguire 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 desperate 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 Insurance claimant is not
in a crisis situation. He has just lost a job, but his
standard of living has not yet been recduced. 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
HEW have to have significant linkages with two state level
agencies. This is why federal legislation often requires
single state agency" for the administration of an entire
program; for example, the Older Americans Act.

"

a

-Although the local delivery structures could remain the same,
we will be asking each local agency to report to two difierent
state agencies, with different bcards, 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 1.

-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 aéminis-
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.



-The concerns that -the citizens might see about the lack of
cooréination between the current Department of Welfare and VEC
are largely national concerns ané not a phenomenon of the
organizational structure in Vircinia. 1n fact, Virginia has
gone a long way in developing the necessarv linkages between
the two 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 event+ually
become advocates of vested interests of the large departmernt.

Otis Brown's Proposal

This proposal recommends that the Department of Wwelfare
remain intact, but take on the acdditional grants functions of

the Offiice on Aging and other special grants as they come from
the federal government.

Positive Aspects:

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

-This proposal would consolidate at least two state agencies
into one in their dealings with local government.

-This proposal might provide more flexibility' for all social
ser-.ce funds, and a more consistent resource allocation
process.

-The proposal might reduce some duplication of services that
coulé 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 woulcé contract with that
Council for the delivery of all or some human services. The
State would monitor and evaluate programs that were adminis-
terec by local government.

Negative Aspects:

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

~Rather than a Department of Licensing as recommendecé by
Secretary Brown, the Department of Welfare woulé prefcr the
admirnistrative linkages anc¢ policy making procedures worked
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out by the Resource Allocation Panel on Licensure. (Copies of
this panel's report areavailable from the Office of the Secre-
tary of Kuman Resources)

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

Currxent Structure

The Department of Welfare currently handles assistance pay-
ments programs (basically eligibility at the local level) for
Aid to Dependent Children, Medicaid, Fooé Stamps, General
Relief and State/Local Hospitalization. The Department also
handles social and protective services financed through the
federal Title XX and Title IV (3) programs.

Positive Aspects:

-The Department of Welfare has a local delivery structure that
is accountable to local government and allows for some flexi-
bility in administrative technigues depending on the needs of
the locality.

-For clients who are eligible for welfare services, the Depart-
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 gaps within each area.

-WelZfare 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
comnunication linkages among programs. This is a characteris-
tic common to large bureaucracies.

-Title XX planning falls short in the areas of interagency link-
22 and planning at the local level. The Department of Welfare
r::ognizes this problem and is seeking to develop a method to
acidrzss it in the future.
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THE VIRCINIA EMPLOYMENT COMMISSION (VEC)

Commission on State Governmental Manacement

This proposal divides the VYEC into two parts, 1) the Unemploy-
ment Insurance Program would be moved t0 a new Department of
Ecoromic Security, and 2) all other emplovment scrvices would
be mcved into a new Department of Social and Employment Services.

Positive Aaspects:

-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. 1In the State of Virginia there is even less overlap
than in other states that might have an AFDC unerployed parent
component in their welfare structure. Thus rather than treating
the client as a whole entity, this system would require two
agencies to be responsible for the same client, whereas only
one is responsible now.

-When an individual comes into the Welfare Department, he 1is

in a desperate situation. On the other hand, the typical
Unerxployment Insurance 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
types of human resource problems should be considered before an
organizational structure is designed.

-The current structure allows for direct communication to the
Department of Health, Education and WelZare and the Department
of Agriculture, and VEC reports directly to the Department of
Labor. Administrative channels will be confused if DOL and
HEW have to have significant linkages with two state level
agencies. This is why federal legislation often reguires "a
sirngle state agency” for the administreion of an entire program.

~Although the local delivery structures could remain the same,
each local agency would be asked to repert to two cifferent
statc agencies, with different tcards, 2nd perhaos conflicting
policics.

-The concent of a client record with all pertinen: information
xect at the state lecvel, simply is not realistic to consider at
this point. The Department of Welfare is even rethinking with

PRy
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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 1.

-At this point all VEC employees are state employees and Welfare
employees 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 that 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 'designed system.

-Only administrative approval from the Secretary of Labor can
permit the separation of Unemployment Insurance and Employment
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 do job placement,
provided funding, and monitored and evaluated this activity
from the point of view of their own client group.

Negative Aspects:

-Specialized agencies know the special abilities and needs of
their owvm client population.

-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 outstanding at this point in
time especially as the efforts relate to special need grouos
such as the disabled, aged, youth and other minorities.

~-It will be very difficult for the VEC to participate in the
"local option" to permit local governments to organize and
adrminister 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
"devcloped and efficient.

-The VEC has traditionally not had the "welfare stigma", and
thus has been more acceptable to private employers.

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

-Hancdicapped peovle 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 rot 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.

COMMISSION FOR CHILDREN AND YOUTH (CCY)

Commission on State Governmental Management

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

Positive Aspects:

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

-The span of control of the number of agencies reporting
directly to the Secretary of Human Resources would be reduced.

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

-1t 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
recommending 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 handlec
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 subdivision of a large service delivery agency, it
is cdifficult to monitor and evaluate programs that are in
othe:r human resource agencies, or across Secretarual lines
in the Department of Education and the Department of Correc-
tions. The administrative protocecl of this process would be
very difficult to handle.

-The acdministrative agency head would have no choice but to
devo:e the lion's share of his attention to the dollar consuming
line acency services.

-This move 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 recommends putting the purely advocacy func-
tions cf the Commission for Children and Youth within an Office
of advocacy reporting directly to the Secretary of Human
Resources.

Positive Aspects:

-This proposal would formalize and streamline the programmatic
advocacy input to the Office of the Secretary.

-This proposal 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 would be advocating the opposite way. How can one
Direc=-or adegquately represent both points of view since it will
apvear that he is being inconsistent?

Current Structure

2 current structure is a free-standing Commission reporting
lv to the Secretary oZ Human Resources.

0O -]
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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 -relop 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 and match reguirements if they
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are handled in a coordinated manner.

~-If an entirely new agency, the Department of Social and Employ-
ment Services, 1is created, smoother coordinative linkages may
be developed among social service programs. However, if lit:le
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 Agirg
make it very difficult to maintain its advocacy role. 1In 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 Commonwealth. 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 2Act funds and Title XX are completely different.
The Assistant Secretary for Human Development in HEW is quoted
in a Policwv 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 effective 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 careful not to
destroy the rapport that has been developed. 1In 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 Human Resources.



56

Positive Aspects:

-It seems apparent that more ané 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 services program f£or 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 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-
ticns. Over the years aging programs have developed strong
lccal citizen support, and this administrative change may be
pcliitically unpalatable to local government and to local aging
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
tcgether, they should be organized one way or the other to be
manageable.

1

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
Decartment.

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



Currxent 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 federal, thus these programs are
a bonus for the state rather than a financial drain.

Negative Aspects:

-The local AAA'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.



IMPACT OF REQRGANIZATION PRG2OSALS
OX LCCAL STRVICE DELINZRY

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 theclient.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 isonly 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
worksonly if it works at the local level.

Traditionally, local human service delivery agencies have consisted
of a number of public agencies representing local counter-parts to
state agencies, local responses to federal initiatives,and local
responses to meet locally identified needs. Zach 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 1level, serving
its own specific clients in its own 5peci-fic service specialty.
Although these are local agencies respon-ding to specific clients, they
seem to be only secondarily community agencies in the sense that they
are primarily responsiveto their own bureaucracy and only secondarily
responsive to theneeds and concerns of the community as a whole.

Local counterparts to state agencies are- all unigue 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 com-munity
government in which it is situated, and a different poten-tial for
flexibility at the local level.

The Departments of Health and Welfare have the largest numbersof
local counterpart agencies (123 local welfare departments and
36 local healthdistricts)* and they also have the stric est guide-lines 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 government
emploveces, in a locally administered/state supervised system,
whercas local Health Department personnel are cnployees of
the state.
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and service dollars. Federal regulation and state policv have
caused these agencies to be administered in a common manner across
the state.

The Department of Vocational Rehabilitation and the Commission
for the Visually Handicapped, on the other hand, have a very spec-
ialized clientele and a broad range oI services to help those with
special nhandicapzing conditions. Bzcause their clients are so geo-
graphically dispersed, these two agencies have found regional deli-
very structures to be the most appropriate. Thus these agencies
have traditionally had very little communication with the localities
from which their clients come. 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. This 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 2ging (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
government. All decisions relating to priorities, programs, etc,
are responsive to policies and priorities established by the state
and federal governments. The location of VEC local offices and the
location ar.l 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 problen that need to be
addressed.

The Potential Local Impact of Recommendations Made by the Commission
on State Governnmental Managcement

The Commission on State Governmental Management's proposal to
create fivc major departments (The Department of Economic Security,
Thc Deprartment of Health, The Department of Rehabilitative Services,
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The Department of Social and Employment Services, ané 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
nacessarily what the Commission intends. In addressing the sub-
comnittee 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, versonnel, and facilities. The cost of massive shifts in
personnel and facilities would take a significant administrative
bite from 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 nighmares. Some
agencies would be put in the position 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
nct 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
evaluate 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
deiivery system. Effectuating change at the state level, with no
change in local structures of these programs, would increase admin-
istrative workloads and create more complex reporting, evaluvation,
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 oI Social and Employment Services. This issue is further
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clouded by the fact that the Commission does not make any specific
recommendations 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 Eealth to the proposed Department of Rehabilitative Services
could veryv likely interrupt a smoothly run and efficient local
system that has operated well. One of the key elements making this
system a smoothly operating 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 maintaired 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 removal of Environmental Health from the Department of
Health and the placement of the functions under the pxroposed
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
Water 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 department 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-stop delivery locations. 1In the short
run, due to the inherent confusion of massive administrative over-
hauls, many clients would have less accessibility to services,
while others, because of incompatible controls, might receive an
overabundance of £financial services.
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The Potential Local Impact of Recommendations Made by Former
Secretary 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
individuval localities a "local option" to organize 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, tend
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 agerncies
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
Wwashington 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
potentially involve the moving of some staff from one agency to
another or the subcontracting of positions from other agencies to
+~he VEC.

The impact of this move on service delivery could be signifi-
cant. It would require the Virginia Employment Comnission to
become mcre 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
wotld be more efficient to have a single agency responsible to
administer this effort, whereas others have felt that a coopera-
tive arrangement would provide more accountadility ané innovative-
ness.
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Thirdly, former Secretary Brown recommended that the grants-
manship functions of the State Office on Aging be transferred to
the State Department of Welfare. It is not clear whether this
transfer would have any impact on local Area Aging Agencies. It
is possible that these funds would be <Zistributed through local
Welfarc Depariments, or on the other hand, they could be handled
the samc 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 Americans Act might serve to be
the lubricant for accessing all services for the elderly, rather
than setting up separate service programs for the elcderly.

The Potential Local Impact of Recomwendations made bv the Task
Force on Human Resources Reorganization

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

1. The crecation of a Department for the Visuallyv Impaired
and the Hearing Impaired.

As a result of this recommendation, services for
the hearing impaired could be expanded without having
to create a new delivery system. The already existing
system of regional service delivery to the visually
impaired could easily be acapted to also provide ser-
vices to the hearing impaired. Thus, expansion of
services for the cdeaf client would not add to the pro-
liferation of delivery systems.

2. Change the Virgiria Emplovment 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 .everal agencies in
search of specific tvpes oI 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 clients can be maintained and
made available to all agerncies providing placement ser-
vices. By coordinating thesec activities, thus reducirng
the number of cmployer 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
£orce 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 local changes, the task force is in essence allowing for
locally initiated reorganization. 1If, on the other hand, state
level reorganization is of major proportions, local changes will
be necessary in order to administer and manage the new agencies.
This 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
shoulé 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.








