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Preface

House Joint Resolution 502 of the 1999 General Assembly Session directed
the Joint Legislative Audit and Review Commission (JLARC) to evaluate “the effec-
tiveness of the Information and Referral Centers in the Commonwealth” and to deter-
mine “whether any legislative changes are necessary to enable the program to work
more efficiently.” The Statewide Human Services Information and Referral (I&R)
program is established in statute as a three-tiered system. These three tiers include:
six regional I&R centers, which operate as independent contractors; the Department of
Social Services, the State-level agency that administers the program; and an advisory
council that recommends standards for improving the I&R system. The purpose of the
1&R system is to help link people in need with community services designated to meet
those needs.

This study found that Virginia’s I&R system is not well developed, even though
it has been established for a number of years and has been the focus of numerous
studies and recommendations for improvement. In addition, this report also under-
scores that none of the players in the three-tiered system are currently meeting their
statutory responsibilities. The primary reasons include the low priority that informa-
tion and referral services have received at the State level, lack of awareness by citi-
zens, and insufficient funding. This report addresses the mandate through a series of
recommendations that would improve the delivery of information and referral services
within the current system.

While the recommended changes to the current structure would improve per-
formance, the larger policy question is whether the General Assembly wants to con-
tinue funding the current system. The State needs to consider whether there are alter-
native arrangements that might be used to more effectively achieve its information
and referral objectives. One option is the development and implementation of 211 as a
non-emergency information telephone number that could link citizens to designated
human resource agencies in their own communities. Another option is the develop-
ment and implementation of a State-level, World Wide Web internet site with links to
all local, regional, and State I&R resources across the Commonwealth. Both options
could improve citizen access to needed information about public and private services.
The General Assembly may wish to require the Secretary of Health and Human Re-
sources to consider these as well as other ideas in developing an approach for restruc-
turing the State’s information and referral services.

. Leone
Director
November 30, 1999
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Information and referral (I&R) is aterm
that is used to describe services that link
peopie in need with the community services
designated to meet those needs. The I1&R
centers in Virginia were established to help
callers identify agencies that provide help
with needs such as emergency food, cloth-
ing and shelter, affordable day care, medi-
cal care, and other individual and family
needs. Information and referral services
have been offered in Virginia for more than
30 years. A statewide program for informa-
tion and referral was established in statute
in 1978. While I&R services are often pro-

vided within a large metropolitan area or by
a human service agency for its own clien-
tele, Virginia is somewhat unique in its
longstanding effort to establish a statewide
&R system.

The genesis of the currently established
statewide human services information and
referral system dates back to 1984. The
system was designed to: (1) collect and
maintain accurate and complete human ser-
vices resource data on a statewide basis;
(2) link citizens needing human services with
appropriate community resources to satisfy
those needs; (3) assist in planning for hu-
man services delivery at the local, regional,
and State levels; and (4) provide informa-
tion to assist decision-makers in allocating
financial and other resources to respond to
State and local human service priorities.

The 1984 legislation also established in
statute a three-tiered system to carry out the
I&R program in Virginia. Those three tiers
included: six regional I&R centers (see map,
next page), which would operate as indepen-
dent contractors; the Department of Social
Services (DSS) as the State-level agency that
would administer the program; and an advi-
sory council that would recommend standards
for improving the I&R system.

House Joint Resolution 502 of the 1999
General Assembly session directed JLARC
to evaluate “the effectiveness of the Infor-
mation and Referral Centers in the Com-
monwealth” and to determine “whether any
legislative changes are necessary to enable
the program to work more efficiently.” This
report addresses the mandate through a
series of recommendations that would im-
prove the delivery of information and refer-
ral services through the current three-tiered
system.
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Virginia’'s Information and Referral
System Is Not Well-Developed

This review found that Virginia’s 1&R
system is not well developed, even though
it has been established for a number of years
and has been the focus of numerous stud-
ies and recommendations for improvement.
In addition, this report also underscores that
none of the players in the three-tiered sys-
tem are currently meeting their statutory
responsibilities. The primary reasons in-
clude the low priority that information and
referral services have received at the State
level, lack of awareness by citizens, and in-
sufficient funding.

The JLARC study found that within
each level of the information and referral
system, significant changes are required.
Major conclusions of this study are:

» Atthelocal level, the six regional cen-
ters are not effective in collecting and
maintaining an accurate and com-
plete regional inventory of human
services and in linking citizens with
those resources. Also, the regional
centers do not provide well-utilized
information to assist local and State
policy makers concerning the needs
of the citizens within their regions.

* At the State level, the Department of
Social Services has not adequately
administered the information and re-
ferral services program. DSS’ per-
formance has been inadequate in:
encouraging effective relationships
between the system and State and
local agencies, both public and pri-
vate; implementing a statewide pub-
licity effort; providing meaningful tech-
nical assistance and consultation;
and implementing a program for
monitoring and assessing the perfor-
mance and success of the program.

» The Statewide Human Resource Ser-
vices information and Referral Advi-
sory Council is currentty non-existent.
No members of the council have been
appointed since July 1998 and the
council has not met since May 1996.
Therefore, it cannot fulfill its statuto-
rily-defined role as a link between the
delivery of information and referral
services at the local level and the
State administration of the program.

The report contains ten recommenda-
tions to improve the regional I&R center’s
performance, including recommendations
to:

* increase outreach activities to citizens
and planners;

« improve the accuracy of the service
resources data base and the useful-
ness of the reports;

* review new information telephone line
requests to determine the centers’
capability of providing services;

« study the feasibility of implementing
211, a non-emergencY I&R number;
and

* implement a State-level I&R web site.

In addition, the report contains several
recommendations to improve the State-level
administration of the I&R program, includ-
ing recommendations to:

« determine the extent that TANF funds
can be used to fund the program;

* ensure adequate State staff to pro-
vide technical assistance and pro-
gram oversight;



* issue requests for proposals in a
more timely manner,

* perform financial and program moni-
toring of the program;

* develop a statewide publicity effort;
and

* change the composition and appoint-
ing authority for the Advisory Council.

Legislative Funding Mandates
Have Not Been Carried Out
in a Timely Manner

Funding for the statewide 1&R system
has generally been constant over recent
years. In 1997, however, the General As-
sembly increased the federal funding by
$250,000 a year to expand the I&R system
to include child care resource and referral
information. Despite this appropriation, DSS
did not allocate these funds until Septem-

ber 1999, more than two years later. The
figure below shows the funding that was ap-
propriated for information and referral ser-
vices from FY 1995 through FY 2000. For
the 1998-2000 biennium, $1.5 million or 88
percent of the appropriated funding were
federal dollars. Approximately $200,000 of
the funding, or 12 percent of the total, were
State funds.

New Directions and Structure
Are Needed

While changes to the current structure
would improve performance, the larger
policy question is whether the General As-
sembly wants to continue funding the current
system. As an alternative, human service
agencies within local communities could
determine the most effective way of provid-
ing this information to citizens.

Past studies have suggested that it is
important to have an information and refer-
ral program that links citizens in need with
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the services that are available from public
and private human service organizations.
However, unless improvements are made,
Virginia’s current system does not clearly
demonsirate that the best way to do this is
through a statewide system. In the absence
of an effective statewide information and
referral system, many local organizations
have developed information and referral
services for their specific communities.

Given the number of studies that have
been conducted over the years on the es-
tablishment of a statewide information and
referral system, another study of the cur-
rent system is not needed. Instead, the
State needs to consider whether there are
alternative arrangements that might be used
to more effectively achieve its information
and referral objectives. The development
and implementation of 211 as a non-emer-
gency information number that could fink
citizens to a designated human resource
agency in their own community is one op-
tion. Another is the development and imple-
mentation of a State level web-based site
with links to all local, regional, and State &R
resources across the Commonwealth. Both
options could improve citizen access to
needed information on public and private
services.

Recommendation. The General As-
sembly may wish to consider whether the
current structure for providing statewide in-
formation and referral services is the most
effective mechanism to ensure that all citi-
zZens across the Commonwealth have ac-
cess to information concerning available
public and private human services. The
General Assembly should request that the
Secretary of Health and Human Resources
develop a proposal for restructuring the
State’s information and referral services, to
be presented to the House Appropriations
and Senate Finance Committees by Octo-
ber 2000.

The Secretary'’s office should receive
input from the Department of Social Ser-
vices, the regional centers, other health and
human resource agencies that provide in-
formation and referral services, and the
Department of information Technology. The
report should focus on reconfiguring the
advisory council, alternatives to regional
centers, the development and implementa-
tion of 211 as a non-emergency information
number, and the development and imple-
mentation of a State level web-based site
with links to all local, regional, and State I&R
resources across the Commonwealth.







Table of Contents

Page
I. INTRODUCTION 1
History of Information and Referral Services in Virginia .......cccccoeveveirvnnncrnnnnne 2
Current Structure and Funding of the Statewide Information and
Referral SYStem .....covvieierieeeee e e e e s e e e et eeeeneee 6
JLARC REVIEW ...ieiiiiiieeiiieeeciin et etre e caesesaeaeasess e teeennaesssaneesesbsassasasasnesnsnsaaens 9
Report Organization . ...ttt a et 11
II. PERFORMANCE AND OVERSIGHT OF THE STATEWIDE
INFORMATION AND REFERRAL PROGRAM 13
Regional Centers Have Had Limited Success in Meeting the Statutory
Intent for Information and Referral.............cccocooieiiiiiieiiieieceeceeseeiieiaen 14
The Department of Social Services Has Not Adequately Administered
the Information and Referral Program.......c.ccococoivveiiininiriner e 31
The Advisory Council Has Not Provided Needed Guidance or Fulfilled
Its Statutorily-Defined Duties..........cceceeeveereiiererivviineiceeceeeee e ene e 42
CONCIUSION ...ttt e e e e etreeerte e e eease e e seessteseasseanenseesrnsseesnsteesnsssbnenares 46
Appendix A: Study Mandate...........ccoooueoveriivveeeiieeceieeecreeenee ettt A-1

Appendix B: Agency Responses ........co.ooccoerieeericiennseee e sasseet e nseeens B-1






Page 1 Chapter I: Introduction

v —

I. Introduction

Information and referral (I&R) is a term that is used to describe services that
link people in need with the community services designated to meet those needs. The
I&R centers in Virginia were established to help callers identify agencies that provide
help with needs such as emergency food, clothing and shelter, affordable day care,
medical care, and other individual and family needs. Information and referral services
have been offered in Virginia for more than 30 years. A statewide program for infor-
mation and referral was established in statute in 1978. While 1&R services are often
provided within a large metropolitan area or by a human service agency for its own
clientele, Virginia is somewhat unique in its longstanding effort to establish a state-
wide I&R system.

The genesis of the currently established statewide human services informa-
tion and referral system dates back to 1984, when the General Assembly reinstated
the system after 1978 statutory language that first created the system was allowed to
expire in 1982. In reinstating the I&R system, the General Assembly stated in §63.1-
314.1 of the Code of Virginia that the system should be designed to:

(1) collect and maintain accurate and complete resource data on a statewide
basis;

(2) link citizens needing human services with appropriate community re-
sources to satisfy those needs;

(3) assist in planning for human services delivery at the local, regional, and
state levels; and

(4) provide information to assist decision-makers in allocating financial and
other resources to respond to state and local human service priorities.

Thus, the I&R program is designed to serve two primary “client” groups: (1) the citi-
zens who request information and referral to address their human service needs, and
(2) private and public entities who receive referrals of citizens and/or are able to use
the information that is gathered by I&R centers for human services planning and coor-
dination.

The 1984 legislation also established in statute a three-tiered system to imple-
ment the I&R program in Virginia. Those three tiers included: six regional centers
(1&R regions were based on Virginia’s six health planning districts) which would oper-
ate as independent contractors; the Department of Social Services (DSS) as the State-
level agency that would administer the program; and an advisory council. The existing
statewide I&R system continues to operate under the legislative mandate and three-
tiered structure established in 1984.
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This chapter provides background information on the history, the current struc-
ture and funding, and the mandated JLARC review of the statewide I&R program.
House Joint Resolution 502 of the 1999 General Assembly session required the JLARC
review. The study resolution directs JLARC staff “to evaluate the effectiveness of the
Information and Referral Centers in the Commonwealth.”

HISTORY OF INFORMATION AND REFERRAL SERVICES IN VIRGINIA

During the more than 30 years in which information and referral services
have been offered in Virginia, I&R services have been organized and funded in a vari-
ety of ways. I&R services were first funded in 1965, when federal funding was avail-
able from the U. S. Public Health Service to fund demonstration models of health-
related information and referral centers. The Virginia Department of Health adminis-
tered that federal funding from 1968 through 1971. In 1971, Older Americans Act
(OAA) funding was utilized in Virginia to fund a model information system that would
address human services in general. Even after the OAA funding ended in 1975, federal
legislation continued to require selected human service agencies to provide I&R ser-
vices as part of their mission. This federal legislation related to social security ben-
efits, vocational rehabilitation, area agencies on aging, and other federally-funded pro-
grams. Consequently, individual State agencies continued to provide information and
referral related to their specific program areas. There is no federal requirement for a
statewide information and referral system that addresses all human service programs.
In Virginia, a statutory requirement for a statewide system was enacted in 1978.

Influence of Early Studies on I&R Development

When federal funding through Title XX of the Social Security Act became
available for information and referral in 1975, three studies were being considered to
determine the type of I&R program that would best serve the needs of Virginia’s citi-
zenry. The first study was completed between 1972 and 1974 by private management
consultants at the request of the then secretary of human affairs. That study focused
on the needs of a developing I&R system in Virginia. Those needs were identified as
stable funding and management at the State level.

Virginia Polytechnic Institute and State University completed the second study
in 1975, at the request of the Virginia Department of Health. The study, titled “Feasi-
bility Study: A Statewide System of Health Information and Referral Services for
Virginia,” determined that a regional I&R structure would be more cost-effective than
a centralized State system.

The third study, which was completed by a task force of State agency staff ap-
pointed by the Secretary of Human Affairs, was also issued in 1975. This study recom-
mended a structure that became the basis for the current statewide 1&R system. Specific
recommendations included that DSS oversee the statewide program and that an advisory



Page 3 Chapter I: Introduction

council, appointed by the Governor, should recommend “policy for the development and
implementation of a statewide human services information and referral program.”

Based on the recommendations made in the three studies, the Governor es-
tablished the statewide I&R system through an executive order issued in 1977. In
1978, the General Assembly statutorily established the Statewide Human Services
Information and Referral Program (in Code of Virginia §§63.1-309 through 63.1-314).
As recommended, the statewide program included a three-tiered system that included
an advisory council, DSS as the administering agency, and six regional I&R centers.
(I&R regions were based on Virginia’s six health planning districts.)

In 1981, DSS hired private consultants to study the I&R system. That study
(titled “Evaluation of the Information and Referral System in the Commonwealth of
Virginia”) noted the following systemic needs:

¢ reliable administration and funding for the system,;

* a mechanism for using compiled information to plan and manage human
services; and

® 2 uniform database of the resources available which would be determined
and maintained by the regional centers.

The Code sections establishing the statewide I&R system included a provi-
sion for the statutory language to expire on July 1, 1982. The General Assembly al-
lowed the statutory authorization to expire on that date. The six I&R centers contin-
ued to operate and cooperatively develop until 1984, despite the absence of State lead-
ership.

Joint Subcommittee Recommendations
Prompt Reestablishment of I&R System in 1984

During the 1983 session, the General Assembly in Senate Joint Resolution 69
established a joint subcommittee which was charged with determining “the need to
expand and integrate [I&R] services into a statewide system which would inventory all
public and private human service programs.” The joint subcommittee released a re-
port in 1984, which recommended establishing the same three-tiered system that had
existed from 1975 through 1982. I&R services were considered to be especially impor-
tant, as explained in the following study excerpt:

Federal funding cuts and economic austerity are currently affecting
sacial services. It is now important to preserve the regional informa-
tion and referral services which are in place and [if] possible to inte-
grate them into a statewide system which can support an enlight-
ened approach to capacity building and effective planning and man-
agement, essential in the effort to find rational solutions to present
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problems....In effect, the information and referral operation is a daily
needs assessment, documenting the current needs of individuals and
monitoring the effect of responses to their requests. It affords to
planners and administrators in both the public and private sectors
an inventory of resources upon which decisions can be made.

In 1984, legislation was passed which reestablished the statewide I&R pro-
gram. DSS was again granted statutory responsibility for administering a statewide
information and referral system. This responsibility included overseeing the six re-
gional I1&R providers which had continued to operate. The 1984 legislation also rees-
tablished the Human Services Information and Referral Advisory Council. This advi-
sory council had 22 members, including a representative from each of nine agencies
within the human resources secretariat, a representative from each of five other execu-
tive branch agencies, six citizen members who were appointed by the Governor, and, as
ex officio members, the Secretary of Human Resources and the DSS commissioner.

Significant Statutory Changes Are Made Following 1989 Study of I&R

In 1988, federal legislation was passed which prohibited using Social Services
Block Grant (SSBG) funds for certain contracts. These contracts had been the mecha-
nism for funding the regional I&R centers. As noted in the 1994 Biennial Report of the
Statewide Human Services Information and Referral Advisory Council, “While general
funds were appropriated for the statewide system to help reduce the impact of the loss
of SSBG funds, there was a 25% reduction in total funds for the system, as a result.”

In 1989, the Appropriation Act directed the Secretary of Health and Human
Resources to study and develop an effectiveness plan for the I&R program. The study
committee that was formed reported that the intent of the 1984 legislation in reestab-
lishing the statewide I&R program had not been realized. Some of the primary prob-
lems noted included:

* Funding for the I&R program had not been stable, particularly given the
federal funding reductions that had occurred.

* The advisory council, which included officials from other State agencies span-
ning three secretariats, had not established policies that would allow their
agencies to benefit from I&R services.

* DSS had not committed enough staff to the I&R program — only one staff
member had been assigned on a part-time basis.

* I&R services were not marketed due to limited funding, which resulted in
little visibility and limited use of the program by State agencies.



Page 5 Chapter I: Introduction

* Regional center operations had suffered from the reductions in federal fund-
ing, resulting in resource information being updated less frequently, follow-
up on citizen calls being reduced, and training and development of staff
being neglected.

* Data items were not collected or reported in a uniform way by the regional
I&R centers.

The report concluded:

The Statewide Information and Referral System has the capability
to implement special statewide hotlines or information lines, Medic-
aid transportation, and information dissemination for other special
services. In Virginia, the potential of the Statewide Information and
Referral System has yet to be realized. There is potential for cost
avoidance and efficiencies by using the Statewide I&R System as a
component of the large and diverse human services delivery system.

A number of study recommendations were implemented during the 1990 ses-
sion, when the General Assembly approved statutory changes in the statewide I1&R
program. One of the most significant changes involved the membership of the advisory
council. The advisory council as reconstituted would include no more than 25 mem-
bers who were appointed by the Governor and generally represented the I&R providers
and other community interests. Specifically, the council membership was to include: a
representative from each of the six regional I&R center boards; one representative
from the I&R regional centers; three citizens, including one “consumer of human ser-
vices” and one individual having a disability; two business or industry representatives;
one labor representative; two local government representatives (one from a rural and
one from an urban locality); and one representative each from the United Way of Vir-
ginia, the Virginia Cooperative Extension Services, the Virginia State Library, the
Virginia Association of Community Action Agencies, and the armed services.

The agencies, which would no longer be represented on the advisory council,
were to be represented on a technical assistance committee for I&R. This technical
assistance committee was also statutorily established in 1990. The technical assis-
tance committee was mandated to “provide technical and support services on the op-
erations of the information and referral system as the [Advisory] Council may deem
appropriate and [to] advise the Council in performing its powers and duties.”

Statutory changes related to DSS support of the I&R system primarily re-
lated to a shift in emphasis. These changes included the requirement that DSS “estab-
lish an office” that would provide the support that was already mandated and that
DSS “develop and implement” rather than simply support the development of a state-
wide publicity endeavor.
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Only one statutory change related to regional I&R center duties was man-
dated, and that involved encouraging centers “[wlhen feasible and appropriate and
within the limits of available funds, [to] establish satellite offices or develop coopera-
tive agreements with local information and referral groups and resource and referral

groups....”

Recommendations for I&R Are Included
in Studies Completed During the 1990s

During the 1990s, 1&R-related recommendations were included within sev-
eral studies of other human services issues. A 1990 JLARC report on child day care
recommended that the General Assembly add child care resource and referral pro-
grams to the core services provided by the six regional I&R centers. This recommenda-
tion was seen as an effective way to ensure that information regarding child care re-
source and referral services was available statewide. The ten child care resource and
referral programs that operated in 1990 covered only part of the State (four of the
programs operated in Northern Virginia).

A second report was released in 1995 by the Advisory Committee on Aging,
Disability, and Long-term Care Services. That study, which sought to improve infor-
mation on long-term care services, recommended: (1) improved publicizing of the ser-
vices provided by the regional I&R centers and of their shared toll-free number, and (2)
increased funding of $500,000 for the regional centers to allow for anticipated workload
increases.

A third study, submitted to the Governor and the General Assembly by the
Secretary of Health and Human Resources in 1996, evaluated information and referral
services provided under eight different auspices. The regional I&R program was one of
the eight systems studied. Study concerns which were specific to the regional I&R
centers included that efforts to better publicize services might result in significant
waiting periods for callers and that the quality of information given to callers was
dependent on the knowledge and experience of the staff answering the call.

CURRENT STRUCTURE AND FUNDING OF THE
STATEWIDE INFORMATION AND REFERRAL SYSTEM

The current I&R system reflects the same structure that was statutorily man-
dated in 1990. (No substantive changes have been made in Code of Virginia provisions
related to the statewide information and referral program since 1990.) Consequently,
six regional centers continue to contract with DSS to provide direct I&R services. In
recent years, DSS had allocated one person within its Division of Family Services on a
half-time basis to oversee the program and the regional contracts. However, in Decem-
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ber 1998, I&R oversight was moved to the Office of Communications and a full-time
position was created to assume oversight responsibilities. A full-time support position
was added in July 1999. Policy oversight has been lacking, however, as the advisory
council has not met in almost three and one-half years and council members have not
been appointed during the current administration.

Structure of the Regional I&R Centers

Figure 1 shows the names, locations, and service areas for the six regional
I&R centers currently under contract with DSS. The regional I&R contracts are awarded
on the basis of responses submitted to a request for proposals (RFP) issued by DSS.
The RFP, issued in 1995, provided for up to four annual contract renewals, with the
consent of both DSS and regional center staff. The same six organizations have always
received the I&R contracts issued by DSS. In fact, DSS staff report that only one
organization unsuccessfully competed for the contracts awarded in 1995. The six con-
tracting organizations include three United Way agencies, two private non-profit cor-
porations, and the Northern Virginia Planning District Commission. All of the con-
tracting organizations except the Northern Virginia Planning District Commission
maintain an inventory of service providers and respond to calls from citizens requiring
information about or referral to those providers. In Northern Virginia, the planning
district commission maintains the service resource inventory that is shared with the
five local human service agencies in the Northern Virginia localities. Staff of those five
agencies in turn provide the direct information and referral services to citizens.

Most citizens access I&R services by calling either a locally-established tele-
phone number or the statewide toll-free telephone number (1-800-230-6977) that was
established in December 1997. When individuals call the statewide toll-free number,
they are automatically connected with the regional I&R center (or in Northern Vir-
ginia, with the local human service agency) that serves their locality. Individuals may
also make written or walk-in requests for information.

Operational guidelines for the regional I&R centers are specified in their con-
tracts with DSS and in policies and procedures adopted by DSS as approved by the
advisory council. DSS staff indicated that there are no specific federal guidelines for
the operation of I&R services. Consequently, in addition to the guidance provided in
the Code of Virginia, DSS has adopted some policies and procedures that are recom-
mended by the Alliance of Information and Referral Systems, a national association for
I&R organizations.

On the financial side, the regional centers are reimbursed monthly on the
basis of budgeted needs and actual expenditures. Each regional center is also required

to have an independent contract audit completed each year, with three copies submit-
ted to DSS.
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Funding for the Statewide Information and Referral System

As noted previously, beginning in 1975, federal funding through Title XX of
the Social Security Act became available for information and referral services. Later,
Social Services Block Grant funding replaced Title XX funding for I1&R services. For
the 1998-2000 biennium, $1,511,330, or 88 percent of the appropriated funding, in-
volved federal funds and $211,742, or 12 percent involved State funds. Figure 1 shows
the funding that was appropriated for information and referral services, by funding
source, from FY 1995 through FY 2000.

JLARC REVIEW

House Joint Resolution 502 of the 1999 General Assembly session requires
JLARC to “evaluate the effectiveness of the six regional Information and Referral Cen-
ters” as part of JLARC’s “broad review of health and human resources agencies and
issues.” House Joint Resolution 502 specifies that during the course of the review, the
following issues should be included:

e the cost of supporting the information and referral centers,

* the cost-efficiency of the centers’ operation,

* whether the centers serve the entire population living within their health
planning district boundaries in “an efficacious manner,”

¢ the types of individuals who are receiving services,
e the “effectiveness of public dissemination of information,”
e the outreach efforts that are being undertaken, and

* whether legislative modifications are needed to allow the information and
referral program to operate more efficiently.

A copy of the study resolution is included in Appendix A.

Study Issues

Four issues were developed in order to examine the effectiveness of the six
regional I&R centers as required by the study resolution. The first two issues directly
address the regional center operations. Because the ability of the regional centers to
provide effective I&R services is significantly affected by the support and direction
provided by DSS and the advisory council, two additional issues were addressed. These
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issues examine the support and guidance provided by the Department of Social Ser-
vices and by the Human Services Information and Referral Advisory Council.

The four study issues are:

1. Have the regional I&R centers provided the kinds of services envisioned
when the Statewide Human Services Information and Referral Program
was reestablished and the regional center duties were set out in §63.1-
314.6 of the Code of Virginia?

2. Are the regional I&R center services provided in a cost-effective manner
while ensuring the quality of service provision?

3. Has DSS met all of its statutory responsibilities for the administration of
the I&R program?

4. Has the Human Services Information and Referral Advisory Council met
all of its statutory responsibilities?

Research Activities

A number of research activities were completed in reviewing the statewide
information and referral program. These activities included site visits, structured in-
terviews, document reviews, and the collection and analysis of quantitative indicators
regarding regional I&R center operations.

Site Visits. A site visit was made to each of the six regional I&R centers and
to two local human services agencies in Northern Virginia. Extensive structured in-
terviews were completed with regional center staff to better understand their opera-
tions and to determine their perspectives on program operations.

Structured Interviews. In addition to the interviews that were completed
during site visits, structured interviews were completed with a number of staff within
DSS’ central office, with staff of the Department of Planning and Budget and the De-
partment of Information Technology, and with officials within human services organi-
zations at the local level.

Document Reviews. A number of documents were examined during the course
of the study. These documents included: the Code of Virginia and Acts of Assembly,
requests for proposals issued for I&R services, reports and records submitted by DSS,
materials provided by each of the regional 1&R centers, previous studies of the state-
wide information and referral program, literature on information and referral issues,
and information and guidelines disseminated by the Alliance of Information and
Referral Systems.
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Quantitative Indicators of Regional Center Operations. A database was
constructed to include quantitative indicators of workload and related costs. These
data were used in an assessment of the utilization and cost-effectiveness of each of the
regional I&R centers. Examples of indicators include the number of citizen contacts
reported for FY 1999 by each regional center, compared with the size of the population
living in each of the six regions.

REPORT ORGANIZATION

This report is organized into two chapters including this introductory chap-
ter. Chapter II provides an assessment of the three-tiered information and referral
system, including findings and recommendations to improve the functioning of that
system.
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II. Performance and Oversight of the Statewide
Information and Referral Program

For a number of human service organizations, the provision of program-spe-
cific information and referral (1&R) for their clients is a basic service. Across the Com-
monwealth, there are a number of locally-sponsored 1&R programs offered by both
public and private organizations. Typically, these local I&R programs do not receive
State or federal funding to provide those services, and there is no consistency across
programs as to the services that are provided or whether the needs expressed by cli-
ents are collected in a meaningful way for planning purposes. United Way organiza-
tions often provide broad-based I1&R services for their specific service areas, while other
organizations, such as Area Agencies on Aging, provide limited I&R services that are
specific to their area of expertise or interest.

This chapter presents an assessment of the three components of the I&R sys-
tem in Virginia - the six regional I&R centers, the Department of Social Services (DSS),
and the Human Services Information and Referral Advisory Council. Virginia is unique
in its longstanding effort to establish a statewide I&R program. Virginia was one of
the first states to statutorily-establish statewide I&R services and to include State
funding for services.

However, this review found that although Virginia’s I&R system has been
established for a number of years and has been the focus of numerous studies and
recommendations for improvement, it is not a well-developed system. In addition, it
has not realized the statutory goals for its establishment. Information and referral
has not been a priority for the Department of Social Services, the administering agency,
which has inconsistently promoted understanding of, or interest in, the system. The
Statewide Human Services Information and Referral Advisory Council that was de-
signed to assist DSS in the development of the information and referral system has not
met since May 1996. Moreover, no appointments have been made to the advisory
council since July 1998.

In the absence of effective oversight or support by DSS and by the advisory
council, the regional I&R centers have progressed very little as a system. In general,
the regional centers have had limited success in terms of becoming a familiar and
regularly-used source of information for citizens or human services planners.

Recommendations are made in this report that have the potential to bring
modest improvements to the current I&R system. Many of these recommendations
have been made in previous studies. The failure of the system to perform better over
many years, however, indicates a need for the State to rethink the approach to the
delivery of I&R services and consider viable alternatives.
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REGIONAL CENTERS HAVE HAD LIMITED SUCCESS IN MEETING THE
STATUTORY INTENT FOR INFORMATION AND REFERRAL

The regional centers are the component of the statewide information and re-
ferral system that actually provide the services envisioned when Virginia’s informa-
tion and referral system was established. Thus, the elements that would make for an
effective statewide information and referral program were examined from two per-
spectives.

The first perspective evaluates the effectiveness of the regional center struc-
ture in meeting the statutory intent for establishing a statewide I&R system. The
Code of Virginia in §63.1-314.1 delineates four statutory reasons for establishing the
statewide I&R system including: (1) collecting and maintaining an accurate and com-
plete inventory of human services resources; (2) linking citizens with those resources;
(3) assisting in planning “human services delivery at the local, regional, and state
levels;” and (4) providing “information to assist decision-makers in allocating financial
and other resources to respond to State and local human service priorities.” The sec-
ond perspective evaluates the regional centers individually, based on indicators of the
efficiency and effectiveness of their service provision.

Accuracy and Completeness of Resource Databases

The six regional centers have the responsibility to inventory human service
resources in all areas of the State. In past reviews of the I&R system, regional centers
acknowledged that these resources had not been identified in all areas of the State.
The regional center directors now state that all of the areas of the State have been
inventoried, although the accuracy and completeness of the resource data is less than
desired. It is generally acknowledged that the resources are best known within the
localities where the centers are actually located. This is in part because many of the
available human service resources are informal services provided by churches, civic
organizations, and other non-governmental groups.

The Failure to Develop Local Partnerships Has Affected the Identifi-
cation of Service Resources. Regional center directors generally agreed that the
best way to address the problem of exhaustively identifying service resources is to
develop cooperative agreements or “partnerships” with other local human service orga-
nizations throughout the State. These local human service organizations often provide
1&R services within their limited geographic area and are therefore very familiar with
the services that are available.

The concept of developing partnerships is addressed in the duties listed for
regional centers. As noted in the Code of Virginia §63.1-314.6.8, the regional centers
are expected to:
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...when feasible and appropriate and within the limits of available
funds, establish satellite offices or develop cooperative agreements
with local information and referral groups or resource and referral
groups which can assist the regional providers in performing their
duties and responsibilities.

Regional center directors indicated that they had not been able to develop
partnerships to the extent that they would like primarily due to funding constraints.
It also appears that in some areas of the State, potential partners may be unwilling to
work with regional centers based on the perception that some of the regional centers

have shown little interest in effectively serving their localities.

The director of a human service organization in far Southwest Vir-
ginia stated that about five years ago, a coalition of organizations
talked with The Council of Community Services (the regional center
in Roanoke) about subcontracting to handle the services in their area.
While the director noted that the services provided by the Council of
Community Services work well in the Roanoke area, the coalition
members were not satisfied with the services that were being provided
by the Roanoke regional center to clients located 200 to 300 miles away.
Examples of problems noted by the coalition members included: (1)
they received few referrals from the Council; (2) of the referrals that
were recetved from the Council, some were inappropriate because the
services and service areas were not understood by the Council; and (3)
citizens in their rural localities would not consider calling a center in
Roanoke for assistance.

The director of the human service organization indicated that earlier
conversations with Council of Community Services officials never pro-
gressed past the “discussion phase” and that the idea of now becoming
a funded satellite would not be the “preferred option.” The director
added that there is little trust on the part of the coalition members
that funding would be forthcoming from the Council of Community
Services. Having a separate regional center that could be more effi-
cient and responsive would be considered by the coalition members to
be a better alternative.

The director of a human service organization in the Waynesboro area
indicated that a number of agencies in the area were not aware that
the regional center in Charlottesville was to provide I&R services for
their area also. The director stated that over the past ten years, the
regional I&R center has periodically provided his agency with a ser-
vice resource directory and handouts for his area, but his agency has
never been contacted for input.
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Recently, the director was at a joint meeting with staff from the I&R
regional center. He requested that the center provide him with what
they had for the Waynesboro area. The regional center director pro-
duced a listing of service resources that was similar to the listing of
resources provided on the “Community Services” page of the
Waynesboro telephone book.

The director added that he was certain that the Charlottesville re-
gional center provides excellent services for the Charlottesuville/
Albemarle area, but for his area and others around the northwestern
region, the 1&R program has not worked well in a number of years.
The director also indicated that he understood that there was not
enough funding to provide I&R services for the entire region as re-
quired. He blames the State for that because they should have been
more aware that the statewide program did not cover his area.

Recommendation (1). The regional information and referral centers
should emphasize community outreach: (1) to ensure that service resources
available in each locality within their regions is included in their I&R materi-
als and computer database, and (2) to develop relationships that will foster
local partnerships.

Beiter Quality Control Measures Are Needed to Ensure the Accuracy of
Resource Data. The accuracy of the resource data maintained by the regional centers
is also hampered by the centers’ reliance on service providers to accurately detail their
services. Regional centers are required in their contracts with DSS to survey human
service providers annually to update the information they have on each provider. This
involves sending each provider in the center’s database a copy of the description the
regional center has of the provider’s programs. While it would be impossible for the
regional center staff to check with every resource provider to ensure the accuracy of
the service descriptions that are submitted, the regional I&R centers should have a
mechanism for quality control checks. A review of some of the resource descriptions
included in one center’s 1999 service directory revealed the types of errors that cur-
rently occur:

The description of the juvenile correctional centers operated in the
Richmond area by the Virginia Department of Juvenile Justice gives
the impression that only three rather than six centers are operated
and that only males are incarcerated in any of the three centers. This
is despite the fact that the Bon Air center, which houses females com-
mitted by the courts, is one of the three juvenile correctional centers
described. The description of eligibility for services at Bon Air reads,
“Male juveniles ages 12-18 years committed by courts to Virginia De-
partment of Juvenile Justice.” The fact that Virginia incarcerates
females should have been an indicator that the description supplied
by the Department of Juvenile Justice was inaccurate.
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Local social service agencies are all required to offer the 15 major
service programs contained in Virginia's State Plan. These programs
include Food Stamps, Temporary Assistance to Families in Need,
Energy Assistance, and State and Local Hospitalization. Of the ma-
Jor services provided, only the General Relief program is offered at the
option of the local agency. A review of the service descriptions sup-
plied by three local social services agencies showed that the smallest
of the three agencies listed 16 different programs being provided while
the two largest agencies listed only 12 and 13 different programs.
Significant programs that were not listed by either of the two larger
agencies included Energy Assistance, State and Local Hospitaliza-
tion, and General Relief. (Telephone calls revealed that both of the
larger agencies offered some General Relief coverage).

The value of the information provided by the regional centers is directly re-
lated to the accuracy and completeness of the resource descriptions that are included
on their databases. Consequently, when service descriptions are received from service
providers, regional center staff should carefully review those descriptions for accuracy
and completeness. Service descriptions that are received from providers with compa-
rable or similar programs, such as local social service agencies, should be compared to
reveal when important programs may have been excluded. Recently, the regional cen-
ters have added the statement that “the information that has been provided is both
accurate and complete” above the line that the provider representative signs when
sending in service updates.

Recommendation (2). Regional center staff should more carefully re-
view the service descriptions that are received to ensure accuracy and com-
pleteness. Descriptions received from agencies offering similar programs
should be carefully compared to determine whether important programs have
been omitted. Follow-up calls should be made to service providers to verify
the accuracy of any changes the regional center staff intend to make in re-
source descriptions.

Statewide Database Will Need to Be Accurate and Complete to Be Useful.
The accuracy of the service resources will become even more important now that a
statewide database has been developed. A statewide database listing all of the service
resources in Virginia was one of the products to be developed as a technology improve-
ment funded by the General Assembly in 1995. The computer technology that was
planned included two databases that would be maintained by each of the regional I&R
centers.

The first database would allow the centers to collect and retain information
about citizen contacts in terms of the services requested and the referrals they re-
ceived. The second database would include specific descriptions of service resources
located within each of the six regions.
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These regional resource databases were ultimately to be linked to a statewide
database that could be accessed by DSS, the six regional centers, their partner agen-
cies, and eventually all agencies and organizations needing service resource informa-
tion. When it was determined that the initial funding for technology was not adequate
to develop all of the planned databases, the development of the statewide database was
delayed. Consequently, each regional center developed individual databases using the
standardized Information and Referral System (IRis) software with the intent of devel-
oping a statewide service resource database at a later date.

During the last year, one of the regional center directors took the lead in de-
veloping the statewide service resource database. This was a time-consuming and
tedious task, in part because standard keywords, or ways of categorizing services, had
not been developed and agreed upon among the six regional centers. Thus, services
that were classified as food assistance in one region and as food aid in another region
would show up as two different types of services. Once the keywords were standard-
ized, each regional center’s information was consolidated into one database, duplicate
resource descriptions were eliminated, and information was verified.

The development of a single database is an important step toward providing
information that will be useful to service providers, planners, and other decision-mak-
ers. It also lays the groundwork for new technology and ways of accessing information,
such as web sites on the Internet. Several organizations have indicated interest in
having access to the information, in part because of the statewide coverage of the re-
sources. One such organization is the Virginia Health Care Foundation, which may
contract with the I&R centers to develop a specialized database listing statewide ser-
vices of interest to senior citizens that can be accessed through the Internet. Organiza-
tions will not be interested in using the database or having special databases devel-
oped, however, unless the information that is contained is reasonably accurate and
complete.

Citizen Access to Resource Information

When the information and referral system was developed, the plan envisioned
regional center staff linking citizens who primarily called by telephone to learn about
available service resources. Citizens have been able to access I&R in other ways in-
cluding by mail, by in-person visits to centers, and through information presented in
small directories, called “quick guides,” on specific topics or for specific localities.

Regardless of the medium for accessing information, citizens must know that
the statewide I&R system exists for the system to be useful. There appear to be two
primary reasons for the limited marketing of the program in recent years. First, while
the IRis database has been very important in the development of the system, several
regional center staff indicated that developing and implementing the database has
diverted attention from other important efforts including marketing of their services.
A second reason cited by a regional director is that the funding from the State has not
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increased over the years. Consequently, the center had to choose between marketing
the program and providing services.

The Statewide Toll-Free Telephone Number Has Been Used Less than
Expected. One innovation that was expected to increase citizen access was the adop-
tion in December 1997 of a statewide toll-free telephone number. It appears, however,
that this number is under-utilized. The Department of Information Technology, which
manages the account for DSS, reported that from January 1, 1999 through June 30,
1999, 14,326 calls were made to the statewide number. This represented approxi-
mately 27 percent of the calls reported by the regional centers for the six-month period.

There are several factors that influence this relatively low number of calls on
the statewide number. First, there has been relatively little publicizing of the number
since its creation. Second, the telephone number that was selected (1-800-230-6977) is
not an easy number to remember. Third, most of the regional centers have other toll-
free numbers, many of which predate the establishment of the I&R number and are
often easier numbers to remember. (For example, the United Way in Richmond also
has the telephone number ASK-2000.) Fourth, the regional centers also have local
numbers that are listed in telephone books. At least one regional center has a number
of different local numbers because people living in the rural areas of that region are
more likely to call a number if it has a local exchange.

One way to increase the visibility of the toll-free I&R number would be to
make it easier to find the number in telephone books. A review of 25 local telephone
books showed that the statewide toll-free number was shown under a number of differ-
ent listings and was not particularly easy to find. One option, suggested to the re-
gional center directors, was to include the toll-free I&R number on the first page of
local telephone books. In most local telephone bhooks, the first page displays the 911
number as well as other important numbers, such as: the Bureau of Alechol, Tobacco,
and Firearms; the Poison Center; and the State Police. The toll-free I&R number would
be shown as a resource to call for non-emergency service needs. All of the regional
center directors indicated they liked the idea and anticipated being able to handle any
increase in telephone calls they might have as a consequence.

Recommendation (3). The regional center directors should consider
drafting a letter to send to each of the local telephone companies operating
within their regions. The letter would ask the local telephone companies to
include the statewide toll-free number for information and referral as a non-
emergency contact on the page that displays the 911 number and other emer-
gency numbers. Each letter should be signed by the Commissioner of the
Department of Social Services and an official of the regional information and
referral center.

Statewide Adoption of 211 as a Non-Emergency Telephone Number
Would Improve I&R Visibility and Should Be Studied. Another advancement
that would vastly improve the visibility of the statewide [&R program would be Virginia’s
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adoption of 211 as a statewide non-emergency telephone number. The number 211
would function similarly to 911 except it would allow citizens with needs that were not
life-threatening to have a three-digit number to dial to receive assistance. Primary
supporters of the adoption of 211 have included organizations that provide I&R ser-
vices, that are affiliated with the United Way, or that are human service providers.

Earlier this year, United Way of America issued a press release announcing
that a group of non-profit organizations {including United Way of America; the Alli-
ance of Information and Referral Systems; United Way 211 of Atlanta, Georgia; United
Way of Connecticut; the Florida Alliance of Information and Referral Services; and the
Texas 1&R Network) had formed a coalition to petition the Federal Communications
Commission (FCC). The petition asked the FCC to designate the telephone number
211 as “a universal access point for community information and referral.” A number of
states and localities are considering whether to request use of 211 for information and
referral purposes.

The regional center directors submitted a written request to DSS in March
asking that a task force be appointed “to research the feasibility and budget implica-
tions of implementing 211” since Virginia has the infrastructure in place to implement
211 on a statewide basis. One of the regional center directors has also been invited by
the Alliance of Information and Referral Systems to sit on a national committee re-
viewing 211 feasibility. However, there are a number of issues to be considered if
Virginia is going to invest in a 211 operation. Two of these issues include the require-
ment of 24-hour coverage for the phone line and the cost of those services. In Atlanta,
where the United Way’s “First Call for Help” operation was converted into a 211 en-
deavor, the cost of the conversion exceeded $2 million. However, according to informa-
tion found on the national United Way web site, the number of people receiving access
to needed services through the use of 211 has increased dramatically over the 7-digit
number previously used.

To date, no task force has been appointed in Virginia, and the Secretary of
Health and Human Resources and the DSS Commissioner have taken no position.

Recommendation (4). The Department of Social Services should ap-
point a task force to study the feasibility and cost-implications of implement-
ing 211 in Virginia. The statewide adoption of 211 has the potential to signifi-
cantly improve the visibility and utilization of information and referral ser-
vices in Virginia.

Providing Resource Information Through the Internet Would Vastly
Increase Access. The use of the Internet to provide information to citizens about
services across the Commonwealth will be a major breakthrough, similar to the 211
number, for increasing citizen access to information about services that they need.
The Internet represents a major departure in the way resource information can be
accessed by citizens and shared with other resource agencies.



Page 21 Chapter II: Performance and Oversight of te Statewide Information and Referral Program

In recognition of the possibilities that Internet access provides, the request
for proposals (RFP) issued by DSS in August 1999 to select new regional center provid-
ers, requires the centers to create a “regional homepage on the World Wide Web.” Each
center’s homepage should allow citizens to search the database for I&R resources within
the region. This requirement lays the groundwork for having a State-level web site for
1&R services with direct links to the regional centers’ web pages. It would allow, for
the first time, citizens or staff from human service agencies to be able to access infor-
mation on services available in all areas of the State.

Some of the centers already have an I&R web site. One regional center,
without financial or technical assistance from DSS, has taken major steps to make a
State level web site for I&R services a reality. Effective August 1999, the I&R center
staff implemented a web site that includes information from each of the six regional
centers. The web site has search capabilities for locations as specific as zip codes and
for over 21, 000 services. The site also provides service agencies the opportunity to
provide updated information and allows the tracking of service inquiries and the loca-
tion of users. In addition, the site allows users to specify whether they would like to
access the site in English or other languages. Once a user finds a needed service, basic
information is provided, such as a description of the service provided, the hours of
operation, basic program eligibility, and directions to the agency. The web site was
implemented on August 4, 1999, and little more than a month later, it had already
received more than 3,000 inquiries.

Internet access presents both challenges and potential problems for the re-
gional centers. A number of the regional centers had begun to market both hard copy
directories of their service resources and computer disks containing service resource
information. Regional center directors generally indicated that they were not worried
about the Internet information supplanting the need for their directories as some citi-
zens and agencies will continue to prefer hard copy information or may not have Internet
access. Other challenges for the regional centers may be the lack of expertise of their
staff to develop and maintain the regional center web sites. In addition, some regional
centers will need to update the memory capacity of their computers in order to access
the Internet.

Placing the statewide database of service resources on the Internet will be a
cost-effective way to implement the sharing of information with resource providers,
planners, and decision-makers across the Commonwealth. A State- level I&R Internet
web site should also have links to the other locally-sponsored and specialized 1&R web
sites in order to ensure that all areas of the State are covered.

Recommendation (5). The Department of Social Services should en-
sure that a State-level web site for Information and Referral Services, with
links to the regional I&R centers, is developed and implemented without de-
lay. This site should have a mechanism for providers and the public to pro-
vide comment about the site or to provide feedback about incorrect service
information or additional services that are not listed. In addition, this web
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site should include links to other locally-sponsored and specialized I&R web
sites to increase the awareness of service resources across the Commonwealth.
The department should ensure that all local, regional, and State public and
private human resource agencies are notified about this new resource.

Planning for and Assisting in Human Services Delivery

The regional I&R centers collect valuable information about human service
needs and resources that can be quite useful both for planning service delivery and in
actually delivering services. In both areas, however, regional center services have
been underutilized.

Information Collected by the Regional Centers Has Not Been Well-Uti-
lized for Planning Service Delivery. The regional centers described a number of
examples of how the information they collect has been used, particularly at the local
level, to plan for human services. Three of the regional centers reported how their I&R
information had been used at the local level to determine and demonstrate the need for
specialized services to address homelessness. Although examples can be given in which
available data was used, there are many additional opportunities for using the data.
State agencies in particular, have failed to make use of the available information. One
DSS staff member, who was responsible for oversight of the program for a number of
years, indicated that DSS has not used the information submitted by the centers for
planning purposes. The regional center directors confirmed that DSS staff responsible
for I&R oversight had not asked for special reports from the centers and did not seem
to use the information that was submitted.

A review of the 1&R reports that are submitted to DSS revealed that much of
the information is not reported in a meaningful way. One of the submitted reports, the
unmet needs report, is designed to identify service needs that could not be met by the
regional center. This type of information could be useful for planners, if it included
specific details about the unmet service needs. For example, simply showing transpor-
tation as an unmet need is much less useful than knowing that transportation could
not be provided because it was needed after 6:00 p.m. or because a specially-equipped
van could not be provided.

Other problems with the unmet needs report pertain to the format and con-
tent of the report. First, with regard to the report format, unmet needs are shown in
alphabetical order over a number of pages. Reorganizing the report to show unmet
needs in order of the number of such needs encountered or in categories based on the
city or county that lacked the resources would make the report much more useful.
Second, with regard to content, the unmet needs report includes calls that were inap-
propriate for the regional center. For example, a child abuse report that should have
been made to anthorities in West Virginia was shown as an unmet need related to child
abuse.
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Another report that the regional centers submit includes the localities in which
citizen calls originated. This too could be important information, particularly in as-
sessing how well all areas of the State are being served. Several of the regional centers
have chosen to report the names of the communities the callers are from rather than
locality names. This significantly increases the number of localities that are listed.

Regional center directors indicated that it would be a simple matter to gener-
ate reports in a different format on IRis. In fact, one regional center director already
provides reports in a different format so the information will be more meaningful for
her. This director’s newly designed report shows the 15 highest number of service
requests, and the number of calls received by planning district. The director is also
looking to add information that would more precisely explain why service needs could
not be met.

Recommendation (6). The Department of Social Services, in consulta-
tion with regional center directors, should redesign the unmet needs report
and the locality origination report that are submitted to the department to
ensure that the information is meaningful and useful for planning human
service delivery at the local, regional, and State levels.

Regional Centers Have Assisted in Human Services Delivery But Could
Do More. The regional I&R centers have in some instances gone beyond assisting
with planning to actually directly “delivering” services for State and local entities.
State contracts with the regional I&R centers have included answering calls related to
the Virginia Department of Health’s “Not Me, Not Now” program, which encourages
teen sexual abstinence, and the Department of Mental Health, Mental Retardation
and Substance Abuse Services’ program “Babies Can’t Wait,” which encourages par-
ents to seek early intervention for children with developmental disabilities.

Currently, the six regional centers are assisting DSS with facilitating pre-
screening and making referrals for the Children’s Medical Security Insurance Plan
(CMSIP). In addition, regional center staff will make follow-up calls to see whether
children have actually been approved for CMSIP coverage. If children have been de-
nied coverage, the center staff will document the non-approval reasons.

These are the types of information referral lines that were envisioned in the
1989 report of DSS and the Secretary of Health and Human Resources. That report
indicated that the I&R system “has the capability to implement special statewide
hotlines/information lines, Medicaid transportation and information dissemination for
other special services....There is a potential for cost avoidance and efficiencies by using
the Statewide I&R System as a component of the large and diverse human services
delivery system.” The 1989 study recognized that the regional centers already have
staffing and a structure in place that makes creating new structures duplicative, inef-
ficient, and unnecessarily costly. To ensure that duplicative human services informa-
tion telephone lines and directories would not be approved at the State level, the 1989
study recommended review by the advisory council of all requests for such services
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that were received by the Secretary of Health and Human Resources. The idea was for
the advisory council to review the requests to determine if the services could be pro-
vided by the regional I&R centers at less cost than creating a new service delivery
mechanism.

Although the regional centers have been involved in providing some informa-
tion lines for specific programs, their potential contribution in this area has not been
realized.

Recommendation (7). The General Assembly may wish to direct the
Secretary of Health and Human Resources to refer all new requests for infor-
mation telephone lines or directories to the Department of Social Services to
be reviewed to see if the statewide information and referral system could
provide the services in a more cost-effective manner.

The Information Collected by Regional Centers Could Be Better Uti-
lized in Providing Information for Decision-Making. It appears that the regional
centers have been more involved in providing information to decision-makers at the
local level than at the State level. Three of the regional centers are in fact planning
agencies themselves. The Council of Community Services in Roanoke and The Plan-
ning Council in Norfolk were formed to carry out planning for human services needs.
The contractor in Northern Virginia is the Planning District Commission. Moreover,
United Way Services in Richmond has an internal group of community building plan-
ners who regularly use information collected by I&R. The Richmond center has also
worked with the City of Richmond on planning for shelter beds, and with the Henrico
Police Department on community issues. The United Way of Central Virginia in
Lynchburg was recently involved in assisting with planning for business development
in the region.

DSS staff indicate that they plan to inform staff within other State agencies of
the information that is collected by the regional I&R centers and its potential uses.
Staff from the Department of Medical Assistance Services recently met with DSS staff
and the regional centers to ask for information that will assist in planning for a pilot
pharmacy program for the indigent. The regional center directors agreed to provide
information concerning both the resources that are currently available to assist with
pharmaceutical costs and the number of citizens who request assistance with pharma-
ceutical costs. This is just one example of how the information collected by the regional
centers could be used by decision-makers to better understand service needs.

Recommendation (8). The Department of Social Services, in consulta-
tion with the regional center directors, should develop a mechanism for in-
creasing the awareness of local, regional, and State planners and decision
makers of the availability and potential uses of the service resource informa-
tion and reports generated by the regional centers.

Descriptive Information Is Not Collected from Citizens who Request
I&R Services. The study mandate asks for a description of “who is receiving [I&R]
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services.” I&R services are provided without regard to income or any other eligibility
criteria. Moreover, the concept of confidentiality is also a fundamental principle within
the philosophy of information and referral, and the regional centers generally do not
request or collect demographic information about callers. Therefore, it was not pos-
sible to collect or report descriptive information in any reliable way on the citizens who
call in for I&R services.

The citizens who access I&R services have been described by regional center
staff as ranging from homeless families requesting information regarding the avail-
ability of beds in shelters to a physician’s wife expressing concern about whether her
husband has a substance abuse problem. While regional center staff are required to
conduct follow-up calls on ten percent of all referrals made, calls are only made to
individuals who agree to supply their telephone numbers to allow for the follow-up.

The following case studies were provided by several of the regional centers
and provide examples of the types of citizens who receive services, the services that are
needed, and the assistance that is provided.

One center reported that an unemployed, illiterate, single mother of
two children called to request assistance in obtaining emergency food
and financial assistance for an electric bill. She did not qualify for
any assistance from Social Services because she had quit her job. The
caller said that she quit her job because she was injured on the job
and her employer did not file worker’s compensation. She currently
has applications submitted for several jobs. 1&R staff contacted sev-
eral churches that raised the amount needed for her electric bill. The
client also received food. The client is now working two jobs to catch
up on her bill payments. The I&R staff also gave the client referrals
for literacy programs.

A 43 year old male, living in Mathews County, called the I&R center
requesting financial assistance to return to Portland, Maine. He has
been staying with friends. He indicated that if he could return to
Maine, he could stay with his mother. He was referred to Hands Across
Mathews and the Middle Peninsula Salvation Army for Traveler’s
Aud.

A 46 year old female called the I&R center requesting financial assis-
tance. She was two months behind in her $260 a month mortgage
payment because she was waiting for a second hearing for Social Se-
curity Disability. She has osteoporosis and adult rickets. In addi-
tion, she is separated from her husband because he is involved with
other women. The I&R staff referred her to the Virginia Lawyer Refer-
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ral and the Department of Social Services to see whether she might be
able to get spousal support until her disability is settled.

* kX

A caregiver of elderly parents called an I&R center requesting assis-
tance with obtaining a walker and wheelchair for his parents. The
client was given the phone number to an Area Agency on Aging. The
Area Agency on Aging assisted the client in obtaining the walker and
wheelchair. He was also given additional information on dealing
with parents in poor health.

A couple expecting a baby contacted an I&R center to request assis-
tance with baby items, rent, and emergency food. The husband is
employed by a temporary employment agency. The couple was re-
ferred to the police department where they applied for and received a
car seat. They also were referred to Interfaith Qutreach where they
recetved a pledge for their rent, baby items, and emergency food. I1&R
also referred the couple to the local department of social services where
they applied for food stamps and TANF. The local department of
sacial services enrolled the husband in a job search program.

DSS does not require the regional centers to collect demographic information
on callers. Having basic demographic information, such as sex, age, and family size,
would assist in planning, particularly for referrals that address emergency assistance
needs.

Recommendation (9). The Department of Social Services should re-
quire regional information and referral centers to request certain basic de-
mographic information about all callers.

Performance of the Regional Centers as Individual Providers of Services

A number of characteristics and indicators of cost-effectiveness for the six
I&R centers are shown in Exhibit 1. A number of the center characteristics and indica-
tors of cost-effectiveness do not apply to the operation of the Northern Virginia region.
The Northern Virginia contractor, the planning commission, uses all of the I&R fund-
ing to: collect service resource information; enter the information in the statewide da-
tabase; produce service directories and other requested information; and collect caller
information that is furnished by the five local agency staff for submission to DSS. Staff
within the five local social service agencies, who are not funded through I&R, respond
to citizen requests for information and referral. This is in contrast to the structure in
the other five regions in which staff employed by the private, non-profit regional cen-
ters answer the calls from citizens.



Exhibit 1

Selected Characteristics of the Regional Information and Referral Centers

Northern Virginia
Council of United Way -Thomas  Planning District United Way of United Way The Planning
Community Services ~ Jefferson Area Commission Central Virginia Services ouncil

Reglonal Characteristics: :
Center Location Roanoke Charlottesville Annandale Lynchburg Richmond Norfolk
Regional Designation Southwestern Northwestern Northern Virginia Central Virginia Richmond/Southside Eastemn
Pianning Districts 1-5 6-10 & 16 8 1&12 13-15& 19 17, 18,22, 23
Square Miles : 9,095 10,596 1,312 4,705 9,728 5,162
Population 799,800 835,793 1,466,350 458,837 1,062,305 1,666,000
Center Characteristics;
Resources on :

Database 1,300 1,887 1,200 1,201 1,142 1,934
Hours of Operation 8:15-4:30 8:30-5:00 Varies' 8:00-5:00 8:30-7:00 8:30-5:00
After-Hours Coverage Message Hotline Varies' Crisis Line Message Message
Staff Hours Per Week 60 127 572 119 378 107
| & R Funds FY 1999 $101,646 $99,078 $76,024 $84,947 $116,432 $192,590
Match Funds FY 1999 $32,331 (32%) $12,384 (11%) $18,272 (19%) $37,752 (31%) $188,201 (62%)  $122,858 (39%)
1 & R Contacts

FY 1998 8,385 7,719 54,155 5,737 20,465 25,204
Indicators of Cost-Effectiveness: = i L .
| & R Grant Funding $12.71 $11.85 $5.18' $18.52 $10.96 $11.56

Per 100 in population
Contacts Per 100 in 1.05 0.82 3.69 1.25 1.93 1.51

Population
One-half Grant $6.06 $6.42 This service is not $7.40 $2.84 $3.82

___ Funds/Contacts funded by | & R.!

‘In Northern Virginia, staff within local soclal service agencies handle the citizen contacts for | & R but no | & R funding is received by these social service
agencies for providing these services. The $76,024 shown for | & R Funds is used by the Northern Virginia Planning District Commission for collecting
information on the service resources in the region, entering that service resource information onto 1Ris, producing service directories, and collating the
cailer information submitted by the five local agencies.

“staff hours only include the | & R-related hours worked by staff employed by the Northern Virginia Planning District Commission.

Source: JLARC staff analysis of information provided by the Department of Social Services and the six regional information and referral centers.

178U

UDLSOUf [P1L33N PUY HONIHILOfiL] IPINAIS 2iF JO IHSISIN0) PUY SIUVULLOLSS ][ 4214vYD)



FPage 28 Chapter 1l: Performance and Oversight of the Statewide Information and Referral Progran:

Regional and Center Characteristics Show Diversity in Population,
Size, and Operations. Three categories of information about the six I&R centers and
the regions they serve are shown in Exhibit 1. As the regional characteristics indicate,
the regions vary substantially in terms of the number of planning districts, the square
mileage, and the population each contains. The six I&R regions continue to be based
on the health planning districts rather than a conscious effort to equalize workload.

Center characteristics are also shown in Exhibit 1. The number of organiza-
tions that the six regional 1&R centers have on their databases range from 1,142 to
1,934. Many of these organizations offer more than one service program. For example,
the Richmond Area Association for Retarded Citizens offers seven programs, includ-
ing: an adult services center, advocacy and community education, the Civitan work-
shop, infant intervention services, and three programs through Camp Baker - day
health, respite care, and summer camp.

Currently, regional centers are required to answer telephone calls from 8:30
a.m. to 4:00 p.m. Monday through Friday. Centers are not required to have after-hours
telephone coverage. All of the regional centers provide at least the required 37.5 hours
of telephone coverage per week. Only two of the centers (in Charlottesville and
Lynchburg) provide after-hours coverage.

The United Way of Central Virginia has a partnership with a crisis hotline
which has access to the I&R resource database. After-hours calls to the United Way of
Central Virginia automatically “roll-over” to the hotline. After-hours callers to the
United Way — Thomas Jefferson Area, are referred to one of two hotlines — one in the
Charlottesville area and one that serves Planning District 7 (the Winchester area) —
both of which have access to the regional center’s I&R resource database. After-hours
callers to the regional centers in Roanoke, Richmond, and Norfolk hear a message that
gives the hours of the 1&R center and the telephone numbers of other resources that
are 24-hour operations. Under the requirements for the new contracts that will be-
come effective in February 2000, regional centers will have to answer telephone calls
from 8:30 a.m. to 7:00 p.m. Monday through Friday, but there will be no requirement
for after-hours telephone coverage.

The number of staff hours reported by the regional centers as being devoted to
I&R duties showed substantial deviation. When the number of staff hours for North-
ern Virginia are excluded (because the staff hours for the five local social service agen-
cies are not included), reported staff hours ranged from 62 hours per week in Roanoke
to 378 in Richmond.

As noted previously, the 1&R funding for each of the centers is determined by
DSS based on budget estimates included in proposals submitted by the regional cen-
ters. No funding “match” has been required of the regional centers in order to receive
funding. There are no specific requirements for reporting match contributions either.
It is therefore likely that the way the regional centers report their match amounts
varies significantly. Match amounts typically include both funding from other sources
and in-kind contributions. In-kind contributions often include the space that houses
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I&R staff, as well as expenses related to utilities, photocepying, and basic supplies.
Reported match funding ranged from 11 percent (by the United Way in Charlottesville)
to 62 percent (by United Way Services in Richmond). The total number of citizen
contacts reported by the six regional centers was 121,665.

The Cost-Effectiveness of the Regional Centers Varies Substantially.
The adoption by all of the regional centers of IRis software and of relatively consistent
reporting of caller and resource data allows for some general comparisons between
regional center operations. These comparisons are shown in the third set of informa-
tion on Exhibit 1, which is labeled “Indicators of Cost-Effectiveness.” These indicators
include the following measures for each of the regional centers: I&R funding received
on a per capita basis from DSS, citizen contacts per capita, and a per-contact cost
estimate.

A review of the 1&R funding allocated by DSS shows there is a great deal of
variability in the amount of funding received by each regional center. The lower amount
of funding ($5.18 per hundred citizens) received by the Northern Virginia Planning
District Commission can be explained by the fact that the funding does not support the
answering of citizen calls. For the other five regions, the funding received for every
100 citizens in the region ranges from $10.96 in the Richmond/Southside region to
$18.52 in the central Virginia region.

Dividing the number of citizen contacts reported by each I&R center for FY
1999 by the population living in the region also revealed a great deal of variability.
The Northern Virginia region, which reported almost four contacts for every 100 citi-
zens in the region, had the highest level. This relatively high number of contacts is due
in large measure to the fact that staff within local social service agencies in Northern
Virginia responds to citizen requests for assistance. Among the other five regions, four
of the centers — serving the Southwest, Central, Eastern, and Richmond/Southside
regions — reported contacts with the equivalent of less than two contacts per 100 in
population, while the center serving the Northwestern region reported contacts with
less than one contact per 100 in regional population.

Earlier reports on the 1&R program generally indicated significantly higher
figures for the number of citizen contacts received by the six regional centers. The
1994 biennial report of the advisory council reported 329,477 contacts for FY 1993.
The Northern Virginia region alone accounted for 236,315 of those contacts. The re-
gional center director in Northern Virginia explained that for all of the regions, the
figures reported in FY 1993 were probably based on self-reported “tic” marks. (With
the adoption of the IRis database, the regional center staff now enter a “case” on each
citizen who calls in for assistance, which is a more valid way to account for the number
of contacts.) In Northern Virginia, the figures were even more misleading than for the
rest of the State because of the different way that information and referral was pro-
vided in Arlington. In FY 1993, I&R was provided primarily through the library sys-
tem in Arlington. An information desk located in the lobby of Arlington’s main admin-
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istrative building was used for information and referral, and any requests made at
that desk (including requests for directions) were counted.

All of the reported contact figures were lower than desired for a statewide
I&R program. A general absence of effective publicity efforts has meant that both
citizens and often human service staff are unaware of I&R services.

In the Waynesboro/ Augusta area, nine organizations (including State-
supported agencies and private non-profit organizations) tnvolved in
providing human service assistance formed a consortium to look into
providing information and referral services for their clients. One par-
ticipant reported to JLARC staff that consortium members were sur-
prised to learn that there was already a center in Charlottesville that
was intended to provide &R services to their area.

* ok ok

The DSS program manager for I1&R indicated that marketing is needed
as “I&R is one of the best programs that no one knows about.”

For information and referral services to be cost-effective, the number of citi-
zens who actually access [&R information will need to increase substantially in the
future. To illustrate the effect of citizen contacts on cost-effectiveness, one-half of the
I&R funding received by five of the centers was divided by the number of contacts each
of the five centers reported. (For illustrative purposes, JLARC staff applied only one-
half of the funding in calculating a “per contact” cost, since funding is also used for the
other activities that the centers complete such as identifying service resources to be
listed on regional databases and developing service directories.) These illustrative
figures are shown in Exhibit 1 as the third indicator of cost-effectiveness.

Even under this generous assumption, the analysis indicates that I&R ser-
vices are a high-cost effort. Costs per contact range from a low of $2.84 to a high of
$7.40. In addition, this analysis shows the effect of increased contacts on the per-
contact costs. For example, the United Way of Central Virginia received DSS funds
that were 1.7 times the per capita funding received by the Richmond regional center.
At the same time, the United Way of Central Virginia only had 62 percent of
Richmond’s citizen contact rate, leading to a per-contact cost that is 2.6 times that of
Richmond’s costs. The fact that the region served by the United Way of Central
Virginia is relatively small both from a population and square mileage perspective
may contribute to the higher costs. The low per-contact cost for the I&R center in the
Richmond/Southside region appears to reflect the fact that the regional center in
Richmond has a number of other fund sources for specialized information lines which
significantly lowers that center’s “cost of business.” The regional center in Richmond
reported the highest amount and percentage of match funding with $188,201, which
is 62 percent of its I&R funding.
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To become more cost effective, the individual regional centers will need to
better publicize their services, and undertake more community outreach activities.
Having a presence on the Internet should also assist in ensuring that the number of
citizens accessing I&R services increases substantially. At the present time, measur-
ing the number of citizen contacts is the only outcome measure that is consistent across
all six regional centers. However, other outcome measures need to be developed. One
center has four outcome measures, which include the number of client contacts, staff
effectiveness in assisting clients with their needs, the integrity of the resource data
base, and relationships with service providers.

DSS staff, in conjunction with the regional centers, should develop outcome
measures for the regional I&R centers that assess the effectiveness of State and local
efforts to increase citizen contacts. This can be accomplished by developing measures
that are tied to the four goals of the system: collecting and maintaining service re-
source data; linking citizens with appropriate services; determining the ability of the
centers to assist in delivery of services at the local, regional, and State level; and the
ability of the centers to provide information that is useful for planning.

Recommendation (10). The Department of Social Services should work
with regional center staff to design outcome measures that are tied to the
four goals of the information and referral system. Funding received by the
regional centers should be adjusted when those outcomes are not met.

THE DEPARTMENT OF SOCIAL SERVICES HAS NOT ADEQUATELY
ADMINISTERED THE INFORMATION AND REFERRAL PROGRAM

The Code of Virginia in §63.1-314.5 requires the Department of Social Ser-
vices to “assume administrative responsibilities” for the statewide I&R system and
assigns 13 duties to the “office” DSS is directed to establish. The 13 duties are shown
in Exhibit 2.

DSS staff have completed the majority of the required administrative duties
with varying degrees of adequacy. DSS staff allocate funding, provide administrative
support for the system, competitively select regional providers, and provide some coor-
dination of information management among the centers. However, having one part-
time staff member to provide support, as was the case until late 1998, does not seem to
constitute an “office,” as DSS was directed to establish. DSS’ performance has been
inadequate in the general areas of encouraging effective relationships, implementing
an effective statewide publicity effort, providing meaningful technical assistance and
consultation, and implementing a “program for monitoring and assessing the perfor-
mance and success of the information and referral program.”

The following sections will examine DSS’ allocation of funding for and its ad-
ministration of the [&R program.
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[Exhibit 2

Statutory Duties of the Department of Social Services
Related to the Statewide Information and Referral System

§63.1-314.5. Duties of the Department.
1. Provide staft support to the [Advisory] Council;
2. Develop a plan for the design and implementation of a statewide human services
information and referral program conforming to the standards and policies recom-

mended by the Council and submit the plan to the Council for review;

3. Coordinate and supervise the implementation and operation of the information
and referral program;

4. Coordinate tunding for the system;
5. Select regional providers of information and referral services;

6. Supervise coardination of information management among information and refer-
ral regions across the Commonwealth;

7. Encourage eflective relationships between the system and State and local agen-
cies and public and private organizations;

8. Develop and implement a statewide publicity effort;

9. Provide training, technical assistance, research, and consultation for regional and
local information and referral centers, and to localities interested in developing
information and referral services;

10. Determine a core level of services to be funded from State government resources;

11. Coordinate standardization of resource data collection, maintenance and dissemi-
nation;

12. Stimulate and encourage the availability of statewide information and referral ser-
vices; and

13. Develop and implement a program for monitoring and assessing the performance
and success of the information and referral program and present an annual report
to the Council evaluating the eftectiveness of the system.

Source: Code of Virginia.
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Funding Allocated for the Information and Referral Program

Table 1 shows the funding that was appropriated for information and referral
services from FY 1995 through FY 2000. The State funding appropriated for fiscal
years 1995 and 1996 was for technology improvements in the form of a statewide toll-
free 800 number and computer technology for the regional centers. State funding that
was included beginning in FY 1997 was intended to support the technological improve-
ments and the workload increases that were expected within the regional 1&R centers.

As noted in Chapter I, DSS has used the Social Services Block Grant (SSBG)
as the source of federal funding for I&R for more than ten years. For FY 1998, the
General Assembly increased the federal funding to be spent on the statewide informa-
tion and referral system by $250,000 each year. Language within the 1997 Appropria-
tion Act indicated that the increased federal funding should be used to expand the I&R
system to include child care resource and referral information.

The regional I&R centers have only basic information about the availability of
child care providers. As noted in Chapter I, several studies completed in the late 1980s
and the early 1990s recommended providing child care resource and referral through
the statewide I&R system as a means of ensuring statewide resource and referral cov-
erage. Currently there are 24 child care resource and referral programs in Virginia,
but these programs do not provide services in all areas of the State. Two of these
resource and referral programs are housed in the same organization as I&R — within
the Council of Community Services in Roanoke and The Planning Council in Norfolk.
After legislation passed in 1997 to enhance 1&R services to provide child care resource
and referral, a meeting including resource and referral and I1&R representatives was
held. The regional I&R centers agreed to contract with resource and referral organiza-

[Table 1 —

Appropriated Funding for the Statewide Human Services
Information and Referral Program
Fiscal Years 1995 through 2000

Federal Funding

Fiscal State information Child Care Resource Total

Year Funding & Referral & Referral Funding
1995 $240,082 $505,665 $0 $745,747
1996 $ 79,741 $505,665 $0 $585,406
1997 $105,871 $505,665 $0 $611,536
1998 $105,871 $505,665 $250,000 $861,536
1999 $105,871 $505,665 $250,000 $861,536
2000 $105,871 $505,665 $250,000 $861,536

Source: Department of Social Services and Acts of Assembly, various years.
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tions to incorporate their services. This was not accomplished, however, because DSS
officials have not yet allocated federal funding for child care resource and referral ser-
vices.

It should be noted that one of the assumptions underlying the I1&R program is
that the funding allocated to the regional I&R centers will not be the only funding that
supports their operations. This expectation is noted in statute (Code of Virginia §63.1-
314.6) in discussing the duties of the regional centers, one of which is to “seek funds
from available sources.” One of the ways that additional funding can be obtained is to
seek contracts to provide specific services with DSS and with other State, local, and
private-sector organizations. As noted previously, these new contracts are expected to
result from an increased understanding of the services that can be provided by the I&R
system. Little has been done in this area, however. DSS staff have not aggressively
marketed the services of I&R, nor have they entered into many agreements with other
agencies to have services provided by the I&R centers. These actions would provide
the system with much needed funding to allow for the development of local partner-
ships and enhanced services.

DSS Officials Need to Be Proactive in Obtaining Appropriate Funding
for I&R Services. DSS staff determine the total amount that will be allocated to the
I&R regional centers and indicate that amount for use in preparing the requests for
proposals (RFPs). The funding that each of the six regional centers receives is based on
the amount each center justifies within its proposed response to a RFP as adjusted to
remain within the constraints of the total amount available.

DSS issued a RFP for $505,664 in September 1994 that was effective from
January 1, 1995 through December 31, 1995. Since that time, seven contract exten-
sions that were for three months to one year in duration were administered by DSS.
When these contract extensions were made, no additional funding was granted to the
regional centers unless a meodification to the contract was also approved. Contract
modifications included new requirements for the regional centers such as entering
detailed information in the IRis databases, submitting electronic versions of their ser-
vice resource databases to DSS, and requiring follow-up calls on ten percent of citizen
referrals to services. For FY 1999, the I&R contracts with the six regional centers had
increased to $670,717, a 33 percent increase from the FY 1995 RFP amount.

The fact that contracts were extended rather than reissued based on new RFPs
meant that no new potential contractors would be selected as regional 1&R centers,
and that the existing centers would have no opportunity to request additional funding.
(Note that the 33 percent increase that was granted for FY 1999 funded new require-
ments for the regional centers primarily related to technological enhancements.) Un-
less there is an opportunity to request additional funding, most of the regional center
directors indicated they have little to offer other local providers to encourage them to
enter into partnerships.

A RFP that DSS issued in February 1999 (and subsequently cancelled) indi-
cated that for the first year, a total of $505,656 for I&R and $375,000 for Child Care
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Resource and Referral (CCRR) would be available. The RFP that was reissued in Au-
gust 1999 stated that $755,665 for [&R and $148,893 for CCRR would be available. It
is doubtful that this level of increased funding (a 13 percent increase over the FY 1999
funding for I&R-related services) will allow regional centers to increase significantly
the number of I&R-related partnerships that are established. This appears to be espe-
cially unlikely given the fact that the new RFP requires the centers to purchase com-
puter hardware, software, and technical support.

Discussions with DSS officials reveal that no additional federal funding for
information and referral is available within the Social Services Block Grant. DSS
officials also indicated a reluctance to use surplus federal funding from Virginia’s Tem-
porary Assistance to Needy Families (TANF) grant.

If the statewide I&R system is to develop and provide the types of services
envisioned when the system was created, DSS officials will need to be proactive in
determining appropriate, additional sources of funding for the I&R system, especially
in the short run. In time, with increased marketing of the program, funding should
become available through contracts with other State, local, and private organizations
for the regional centers to provide resource information and to offer specialized infor-
mation lines. In the meantime, however, DSS will need to provide funding to allow the
regional centers to expand their partnerships. Although DSS officials have indicated a
reluctance to use TANF funding, there are surplus funds available from this program.
Since a portion of the services that are provided by the regional centers support self-
sufficiency, it appears that DSS should be able to fund some services from surplus
TANF funding.

Recommendation (11). The Department of Social Services should de-
termine the extent to which Temporary Assistance to Needy Families fund-
ing can supplement or replace Social Services Block Grant (SSBG) funding
for information and referral operations. The use of TANF funding would al-
low for increased development of the information and referral system and
possibly save SSBG funding for services that have no other funding sources.

DSS Will Now Comply with Appropriation Act Language to Fund Child
Care Resource and Referral. As noted previously, the 1997 Appropriation Act re-
quired DSS to use $250,000 in federal funding each year beginning in FY 1998 for child
care resource and referral services. The Appropriation Act language stated the federal
funding should be used to “expand the [I&R] system to provide resource and referral
information on child day care availability and providers in localities throughout the
State, and to publish consumer-oriented materials for those interested in learning the
location of child day care providers throughout the State.” The JLARC review found
that DSS had not implemented this legislative requirement.

JLARC staff met with DSS staff in September 1999 to discuss DSS’ non-com-
pliance with the intent of the Appropriation Act language. After the meeting with
JLARC staff, it appears that DSS will now comply with the intent of this Appropria-
tion Act language beginning in February 2000, if new contracts are executed as planned.
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Initially, the RFP issued in August 1999 did require the regional centers to
include child care resource and referral services in the contracts that will become effec-
tive in February 2000, but these new contracts fell short of providing the required
$250,000 per year. However, DSS issued a RFP addendum on September 21, 1999,
which increased the funding planned for child care resource and referral from $148,893
to $398,893 for the 12 month period of February 1, 2000 through January 31, 2001.
(The addendum did not increase the amount of funding planned for I&R services.)
DSS has indicated that child care resource and referral will be funded primarily by a
federal grant in the amount of $375,232 from the Department of Health and Human
Services.

DSS Administration of the Information and Referral Program

Many of the problems information and referral has experienced in trying to
progress as a system appear to be related to having so few DSS staff assigned to I&R
program administration. Regional center staff indicate that little guidance and direc-
tion has been provided by DSS staff because of the limited time the one part-time staff
person could devote to them. DSS’ failure to issue RFPs in a timely manner has im-
peded regional center efforts to develop local partnerships or to make needed technol-

ogy upgrades.

DSS Has Begun to Address Its Need to Better Staff 1&R Program Over-
sight. Historically, information and referral has not been a priority for the Depart-
ment of Social Services. This has been demonstrated in the inadequate staffing that
has been assigned to oversight of the I&R program. At the time of the 1989 study of
information and referral, DSS assigned one staff member on a part-time basis to I&R
program oversight. The 1989 study, which was completed by DSS in cooperation with
the Secretary of Health and Human Resources, recommended that DSS establish a
“State Office of Information and Referral” that would include three full-time positions.
For most of the last ten years, however, little if any additional staff was assigned by
DSS to I&R administration. Just prior to an internal reorganization of DSS in late
1998, only one staff person within the Division of Family Services was assigned on a
part-time basis to I&R administration.

DSS has begun to address the need to provide more staff for I&R program
oversight. In December 1998, a full-time program manager was employed to oversee
information and referral. A few months later, a wage employee was also assigned to
I&R oversight. Regional center directors reported that DSS’ support of their centers
has already improved. One indication of this improved support is that DSS staff, with
assistance from the regional center staff, are now developing a manual for the informa-
tion and referral program. The major categories that are currently planned for inclu-
sion in the manual are:

¢ Meeting Minutes
* Directories
® Training/Technical Assistance
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* Memoranda of Agreement/Partnerships

¢ Core Level of Services

* Statewide Publicity Campaign

* Monitoring and Assessment Instruments

* Customer Service

e Standard Letters/Contracts/Cooperative Agreements
* Standards for Computers/Computer Software

¢ Financial Documentation

The development of the manual is an important step in helping the regional centers
operate more consistently and become more of a system rather than six independently
operating centers.

The 1&R program manager has asked that DSS convert the wage position
that is currently assigned to the I&R program into a classified, full-time position. The
I&R program manager states that there are a number of duties that should be the
responsibility of a full-time assistant. One such duty is the management of the “Not
Me, Not Now” program that is being conducted for the Virginia Department of Health.
Currently, the “Not Me, Not Now” program is managed by staff in the Richmond re-
gional center. The regional center staff began managing the program because of the
limited amount of time DSS staff could devote to its management.

A request is also being made to have a database coordinator to be specifically
responsible for support of the I&R program. Regional center staff reported that techni-
cal assistance from DSS’ division of information services has, until very recently, been
poor. Several center staff reported having to persistently remind information services
of their needs to receive any action. The computers that DSS supplied the regional
centers in 1996 are currently slow, outdated, and in some cases inoperable. While two
of the centers have replaced most or all of the DSS-supplied computers, the other four
centers still rely on these computers to operate their I&R systems. DSS’ decision in
August 1999 that new I&R contracts would not be awarded until February 2000, means
the agency’s information services division will have less than five months to address
the year 2000 problems of the computers that are still being used in the regional cen-
ters. Previously, the regional center directors had been told that a new contract would
be in place before January 1, 2000 and that the computers would be replaced, making
the year 2000 problem irrelevant.

The new contracts with regional I&R centers (that will become effective in
February 2000) will transfer DSS’ responsibility for computer equipment and software
maintenance to the regional centers. DSS will continue to have significant database
management responsibilities, however, including the need to maintain the newly-de-
veloped statewide database, to develop and maintain a DSS web site with links to the
regional centers, and to manage additional technological advancements that are planned.
As noted previously, a regional center director actually completed much of the work
required to merge the six I&R regional center databases and create a statewide human
resource web site. The center director has indicated that she will not be able to con-
tinue to commit the time that will be needed to ensure that the statewide database is
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maintained. In addition, DSS plans to implement a telecommunications network that
will allow each of the regional centers to have Internet access and electronic mail and
that will eventually maintain a link between the DSS web page and the web pages of
the regional centers.

Recommendation (12). The Department of Social Services should en-
sure that adeguate resources, including staffing for database coordination,
are available to fulfill the department’s statutory duties for the I&R program.

DSS’ Issuing of Requests for Proposals Has Been Problematic. There
have been a number of problems surrounding DSS’ issuing of requests for proposals to
select regional I&R centers. While none of the problems invelve a violation of Public
Procurement Act requirements, there have nonetheless been negative consequences
for the I&R program. Problems related to DSS’ issuing of RFPs include the use of
contract extensions rather than the issuance of new RFPs, the amount of time it has
taken DSS to sign new contracts, and the cancellation of the recent RFP to “encourage”
competition for the regional centers.

As noted previously, the current contracts with the six regional centers date
back to a request for proposals that was issued in September 1994. There have been
seven contract extensions of those initial contracts. This repeated granting of contract
extensions has caused a number of the problems that have already been discussed.
These problems include the following: (1) new contractors could not be selected as
regional centers, (2) regional centers were not allowed to justify and request additional
funding, (3) regional centers were not able to enter into as many local partnerships as
desired, and (4) DSS did not expand I&R services to include child care resource and
referral.

Regional center directors reported other problems that resulted because RFPs
were expected but not issued. Several directors stated that they had not purchased
new computers for their centers because they had expected for several years that a new
RFP would be issued which would include the provision of new computers to organiza-
tions. In fact, the RFP that was released in February 1999 (and subsequently can-
celed) indicated that DSS would provide new computers to the selected contractors.
(The RFP issued in August 1999 did not include this provision of computer equipment
but instead allowed potential contractors to include the cost of equipment in preparing
their budgets.)

Regional center directors also reported that it sometimes took months for DSS
to sign contract extensions. Until the contract extensions were signed by DSS, the
regional centers could not be reimbursed for their incurred costs. One contract exten-
sion took six months to be signed by DSS, which meant that the regional centers had to
fund the I&R services out of their own budgets during that time. After that experience,
the board of one of the regional centers indicated to JLARC staff that there were no
funds to carry the I&R program for that many months again, and that any future
delays in signing contracts might result in layoffs of I&R-related staff.
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Two RFPs have been issued by DSS since the beginning of 1999. When asked
why the first RFP that was issued in February 1999 was cancelled, the DSS’ chief
deputy commissioner stated that it was necessary to encourage more competition for
I&R contracts. Nonetheless, the way in which the RFP was issued six months later did
not fully encourage competition.

The new RFP was issued in August, a month that is often used for taking
vacations, and the mandatory pre-proposal meeting was held just ten days after the
RFP’s release. As indicated within the RFP, any organization that failed to send a
representative to the mandatory pre-proposal meeting was not allowed to submit a
proposal. This quick response time was particularly troublesome because the time
frame between the cancellation of the former RFP and the issuance of the new RFP
was six months.

Because of the quick turnaround time, the regional I&R center in
Charlottesville, which serves the northwest region of the State, failed to send a repre-
sentative to the meeting. Both the president of the organization and the director of the
I&R program were away on vacation and did not realize the RFP had been issued.
Consequently, the Charlottesville center was not allowed to submit a proposal under
the new RFP except as a subcontractor or partner with another organization. Another
potential contractor for the northwest region told JLARC staff that her notice was
mailed to the wrong address and, therefore, did not reach her in time to attend the pre-
proposal meeting. Consequently, it is not clear what will happen to the northwest
region. A new contractor must be willing to provide I&R services to the entire region.
Another alternative is that a potential contractor may apply to provide 1&R services to
the entire State (thus covering the northwest region of the State).

Another problem with the RFP process was that the original August 1999
RFP wording only allowed one month for organizations to prepare detailed proposals.
These proposals had to include an explanation of how services would be provided, a
detailed budget, formal agreements with proposed partners, and letters of support
from other organizations. By RFP addendum, the time allowed for preparing propos-
als was subsequently increased by one month after questions asked during the manda-
tory pre-proposal meeting led DSS staff to conclude that additional time was needed.
Some organizational representatives, who did not attend the mandatory pre-proposal
meeting and were thereby disqualified from responding, might have been interested in
submitting a proposal if they had known they would have two months to prepare it.

While it appears that DSS met the requirements of the Public Procurement
Act, more reasonable timeframes would have allowed for greater participation from
potential contractors. Several officials contacted JLARC staff to note that they might
have been interested in submitting a proposal in response to the information and refer-
ral RFP if the procurement had been handled differently.

Recommendation (13). The Department of Social Services should is-
sue requests for proposals in a more timely manner, particularly when sig-
nificant changes need to be made in information and referral operations.
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However, once DSS issues a RFP, it should allow more generous timeframes
for those responding to provide an opportunity for more organizations to
participate.

Supervision and Monitoring of the Regional I&R Centers Has Been
Insufficient. One of DSS'’ statutory duties is to “develop and implement a program for
monitoring and assessing the performance and success of the information and referral
program and present an annual report to the Council evaluating the effectiveness of
the system.” DSS staff were unable to produce any written annual evaluations of the
I&R system. The fact that the advisory council that was to be the recipient of that
evaluation has not met since May 1996 may have contributed to this abrogation of
duty. Nevertheless, the supervision and monitoring of the regional I1&R centers that
has been undertaken by DSS has been inadequate for a number of years.

Monitoring of regional center operations takes two general forms. The first
involves financial monitoring and the second involves program monitoring. Financial
monitoring includes reviewing the monthly expenditures submitted by the regional
I&R centers and reviewing the annual contract audits submitted by the regional cen-
ters. The review of monthly expenditures involves ensuring that submitted expendi-
tures are within ten percent of the amounts that were included in each center’s budget.
This review of monthly expenditures does not appear to be a problem area for DSS.

As another component of financial monitoring, DSS staff are also expected to
review the independent contract audits that are prepared at the regional center’s ex-
pense and submitted to DSS. The 1&R program manager noted that review of the
contract audits is the responsibility of DSS’ Office of the Inspector General. However,
staffin the internal audit unit of the Inspector General’s Office could only locate a total
of three audits of two of the contractors when asked about their review. (Two of the
audits were for calendar year 1996 and one audit was for calendar year 1997.) Internal
audit staff also indicated that DSS policy was changed effective July 1998, to require
program staff to review contract audits of less than $300,000. Since all of the regional
I&R contracts are for less than the $300,000 threshold, the program manager for I&R
should have reviewed the last audits that were submitted for the past year. To date,
the program manager has not performed these audits.

Regarding program monitoring, the DSS program manager indicated that
monitoring has primarily taken the form of a review of the reports submitted by the
regional I&R centers and site visits. As noted previously, a review of the submitted
reports revealed that the information is not reported in a meaningful format and that
special reports that would be more meaningful had not been requested by DSS staff.
DSS staff also indicated that at this time no monitoring forms or reports are used
during site visits and that no written reports document site visit findings.

It will be important for DSS staff to provide meaningful financial and pro-
gram oversight for the regional centers. Financial oversight is always important, par-
ticularly when federal and State funding is involved, to ensure that public funds are
used appropriately. Program monitoring and oversight is necessary in order to ensure
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that the program is meeting its statutorily defined duties and goals. The regional
centers need program monitoring in a variety of areas, including the centers’ efforts to
increase public awareness, to improve the listing of service resources from all areas
within the region, and to promote the usefulness of the information that is provided. To
provide effective monitoring, DSS staff should review more than the statistical reports
submitted by the regional I&R centers.

As noted previously, DSS staff, in consultation with the regional center direc-
tors, have begun work on monitoring and assessment instruments. DSS staff have
also indicated that outcome measures for the regional centers will be developed. In-
cluded in monitoring and outcome measure assessments should be regular site visits
by DSS staff to the centers. These visits should conform to standard program monitor-
ing procedures, which include the use of a standard monitoring form, exit interviews
with the regional center directors, and written reports that are shared with the re-
gional center directors and kept on file at DSS.

Recommendation (14). In compliance with statutory requirements,
Department of Social Services staff should complete financial audits and pro-
gram monitoring to assess the performance and success of the I&R program.
These activities should conform to standard fiscal and program auditing pro-
cedures. At a minimum, DSS staff should complete at least one site visit to
each regional I&R center each year. An annual written evaluation of the pro-
gram should be submitted to the Commissioner for the Department of Social
Services.

An Effective Statewide Publicity Effort Has Not Been Undertaken. DSS
is also statutorily-required to develop and implement a statewide publicity effort. When
asked what has been done in this area, DSS staff indicated that at this time, services
are primarily publicized through brochures that are available at doctors’ offices and at
public locations including libraries, colleges, and local social service agencies. It does
not appear that this has been a particularly effective means of promoting the informa-
tion and referral program. As noted previously, a number of staff within health and
human resources organizations reported being unaware of I&R services until very re-
cently. For the I&R program to be truly effective, many more citizens, planners, hu-
man resource providers, and governmental officials will need te understand the ser-
vices and information the program is capable of providing.

Moving I&R from the Division of Family Services to the Office of Communica-
tions, which has staff who are trained in marketing strategies, should facilitate the
publicizing of I&R services. DSS staff, in consultation with the regional center direc-
tors, have designed a new brochure and have plans for videos, public service announce-
ments, and advertisements in newspapers and magazines.

Recommendation (15). In compliance with statutory requirements,
the Department of Social Services should develop an aggressive statewide
publicity effort designed to promote the information and referral program.
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DSS Should Ensure that Staff Do Not Hold Positions that Could Be
Seen as Compromising Objectivity in Performing their Duties. The current I&R
program manager has been appointed to a community resources board of one of the
regional I&R centers. The program manager stated that her supervisor placed her on
the board because of her position as [&R program manager.

While this appointment does not appear to be a violation of the State’s conflict
of interest law or of requirements related to public contracting ethics, it does present
objectivity concerns. The program manager monitors the regional centers and pro-
vides input on the content of the RFP application (although the program manager does
not sit on the actual selection committee). Thus, the board position could be seen as
compromising the manager’s objectivity in performing monitoring and RFP-related
duties. DSS should have the program manager resign from the board to ensure that
there is no basis for questioning the manager’s objectivity in performing 1&R-related
duties.

Recommendation (16). The Department of Social Services should en-
sure that staff members are not appointed to boards that have the potential
to compromise objectivity in performing official duties related to informa-
tion and referral services.

THE ADVISORY COUNCIL HAS NOT PROVIDED NEEDED GUIDANCE
OR FULFILLED ITS STATUTORILY-DEFINED DUTIES

The Human Services Information and Referral Advisory Council is designed
to have a meaningful role in the I&R system. The council membership and duties are
statutorily-defined and include such important tasks as endorsing standards and poli-
cies, advising the DSS commissioner and the Secretary of Health and Human Resources
regarding I&R system regulations, and submitting a biennial report to the governor on
1&R effectiveness. In practice, however, the advisory council has not met its statutory
duties for more than three years, and members have not been appointed to the council
since 1998. Because the advisory council has been dormant so long, the State may
need to rethink whether the current size, composition, and reporting structure of the
council are the most effective mechanism for improving I&R services across the Com-
monwealth.

The Advisory Council Has Not Fulfilled Its Statutorily-Defined Role

As shown in Exhibit 3, the Code of Virginia in §63.1-314.4 delineates a broad
role for the advisory council. In addition, two statutory duties include specific timeframes
in which activities are to be completed, including the submission of a biennial report
from the council to the Governor and a requirement that the council meet “at least once
a year, no later than October 1 of each year.” Clearly these statutorily-required duties
are not being met since the advisory council appointed during the previous administra-
tion last met in May 1996 and no council has been appointed since July 1998.
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- Exhibit 3} ————

Statutory Duties of the Human Services
Information and Referral Advisory Council

§63.1-314.4 Duties of Council.

A. The Council shall recommend standards and policies for the development and imple-
mentation of a statewide human services information and referral system to provide
information on or referral to appropriate public and private, State, local, and re-
gional agencies. Such standards and policies shall include but need not be limited
to those related to:

1. The scope of information and referral services to be provided by the system;

2. Manner of regionalization and localization of information and referral, including
selection of regional providers and boundaries of each region with consideration
given to existing information and referral programs,

3. Resource data collection, indexing and maintenance;

4. Data processing requirements;

5. Publicizing of services;

6. Sharing of resource information with State agencies and their affiliates; and

7. Costs and financing.

B. The Council shali review the plans for the design and implementation of the infor-
mation and referral program developed by the Department of Social Services.

C. The Council shall advise and make recommendations to the Commissioner of the
Department of Social Services on matters relating to the operation and procedures
of the information and referral system.

D. The Council shall advise and make recommendations to the Secretary of Health
and Human Resources and to the Commissioner regarding regulations governing
the operations of the system.

E. The Council shall review the program developed by the Department for monitoring
and assessing the performance of the information and referral program.

F. The Council shall submit a biennial report to the Governor evaiuating the effective-
ness of the information and referral program.

G. The Council shall meet at least once each year, no later than October 1 of each
year.

Source: Code of Virginia.
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Both DSS staff and regional center directors agree that the advisory council
could be an important partner in helping the I&R program progress. There are a num-
ber of operational issues that the advisory council should be reviewing on an ongoing
basis. Several of these operational issues are discussed in the next sections.

The Advisory Council Should Be Involved in Ensuring that Regional
Center Operations Improve. If the regional I&R structure is retained in the future,
the advisory council should be involved to ensure that a number of improvements in
the operation of the centers take place in a timely and cost-effective manner. These
improvements should focus on the four statutory reasons for establishing a statewide
I&R system.

First, the advisory council should monitor the regional centers and DSS staff
efforts to improve the accuracy and completeness of resource information. These ef-
forts should include the outreach activities conducted by the centers to all areas within
their region and a review of whether service resources have been reasonably identified
in localities throughout each region.

Second, the advisory council should help ensure that more citizens are linked
with the services that they need. The most promising improvements correspond with
changing technology, which improves access and the information available to all citi-
zens. The adoption of the 211 number for non-emergency services and the provision of
Internet access to local I&R services through a State-level site are innovations that
should improve statewide coverage.

Third, the advisory council should review efforts to ensure broader use of the
I&R system in providing specialized information telephone lines that assist in the hu-
man service delivery at the local, regional, and State level. The council should assist
DSS with the review of all new requests for specialized telephone lines to see if the
statewide I&R system could provide the services in a more cost effective manner.

Fourth, the advisory council should assist DSS in ensuring that the informa-
tion on the needs of the citizens that contact I&R centers is collected and reported in a
meaningful way for planning and determining priorities for services.

The Advisory Council May Want to Reconsider Regional Boundaries.
The six information and referral regions vary significantly in terms of population served
and square mileage contained. For example, the northwestern region includes a popu-
lation that is 1.8 times higher and a regional area that is 2.2 times larger than the
central region. The regional boundarties have not been changed since the inception of a
statewide system. The advisory council is given statutory authority to recommend
regional boundaries for I&R. More effective monitoring of regional center operations
may reveal a need to reconsider regional boundaries. The JLARC review of I&R indi-
cated that the regional centers did not all operate at the same level and adjusting some
of the regions may help to address some operational problems. However, it is difficult
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for any region to effectively serve all citizens within their area without the concerted
effort of developing cooperative agreements or partnerships with every locality.

The Composition of the Advisory Council May Need to Be Changed
to Improve Its Effectiveness

As noted in Chapter I, statutory changes made in 1990 included significant
changes in the composition of the Human Services Information and Referral Advisory
Council. The membership of that council had previously included 16 State agency
representatives and six citizens. In 1990, the Governor was given the authority to
appoint no more than 25 members, who generally represented the information and
referral providers and other community interests, to the advisory council. This meant
that each governor would be allowed to appoint all members of the council. Conse-
quently, there would be no continuity of membership on the council unless a new gov-
ernor chose to reappoint council members for another term. At the present time, no
advisory council members have been appointed to replace the council that ceased to
exist on July 1, 1998.

Given the fact that no advisory council exists at the present time, and that the
1&R program is a relatively small program with less than one million dollars in fund-
ing, the advisory council may be more effective if its composition were changed. With-
out changes to the advisory council, such as size, composition, and who appoints the
members, important activities undertaken by the council are less likely to be com-
pleted.

First, if the advisory council were appointed by the Commissioner of the De-
partment of Social Services rather than the Governor, appointments might be made
more expeditiously and vacancies on the council might be filled in a more timely man-
ner. The terms of these appointments could be staggered in order to allow for continu-
ity on the council over time.

Second, while the composition of the board should include persons with inter-
est in I&R services at the local and State level, it could also include members with
expertise in areas of interest to the I&R centers. For example, the Commissioner could
appoint council members who have an interest in marketing or providing information
via the Internet. Because this program is relatively small, the size of the core group of
council members should be no more than 12 persons. This size may be more realistic in
terms of finding people who are willing and interested to serve in this capacity. In
addition, the Commissioner could appoint additional individuals for a specific time
period to serve on work groups on an as-needed basis.

Recommendation (17). The General Assembly may wish to amend the
Code of Virginia in §63.1-314.2-4 to change the composition and appointing
authority for the Human Services Information and Referral Advisory Coun-
cil to improve its effectiveness.
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CONCLUSION

The study mandate requested JLARC to evaluate “the effectiveness of the
Information and Referral Centers in the Commonwealth” and to determine “whether
any legislative changes are necessary to enable the program to work more efficiently.”
This report addresses the mandate through a series of recommendations that would
improve the delivery of information and referral services somewhat through the cur-
rent three-tiered system consisting of the Department of Social Services, the advisory
council, and the regional centers for information and referral services. However, the
report also underscores that none of these entities are currently meeting their statu-
tory responsibilities as intended for a variety of reasons. The primary reasons include
that information and referral services have not received a high priority at the State
level, few citizens are aware of the services, and the funding for the program has not
been sufficient to create partnerships needed at the local level to ensure a true state-
wide system.

The JLARC study found that within each level of the information and referral
system, significant changes are required. At the State level, the Department of Social
Services has not adequately administered the information and referral services pro-
gram. DSS’ performance has been inadequate in the areas of encouraging effective
relationships between the system and State and local agencies, both public and pri-
vate; implementing a statewide publicity effort; providing meaningful technical assis-
tance and consultation; and implementing a program for monitoring and assessing the
performance and success of the program. In addition, the Human Services Informa-
tion and Referral Advisory Council currently does not exist, so it cannot fulfill its statu-
torily-defined role as an important link between the delivery of information and refer-
ral services at the local level and the administration of the program at the State level.

At the local level], the JLARC study concluded that the regional centers are
not effective in collecting and maintaining an accurate and complete inventory of hu-
man services in their regions and in linking citizens with those resources. Also, the
regional centers are not well utilized in providing information to assist local and State
policy makers concerning the needs of the citizens within their regions.

The larger policy question, therefore, is whether the General Assembly wants
to continue funding the current structure for providing statewide information and re-
ferral services or whether human service agencies within local communities should
determine the most effective way of providing this information to citizens. Past stud-
ies have suggested that it is important to have an information and referral program
that links citizens in need with the services that are available from public and private
human service organizations. However, unless improvements are made, Virginia’s
current system does not clearly demonstrate at this time that the best way to do this is
through a statewide system. In the absence of an effective statewide information and
referral system, many local organizations have developed information and referral ser-
vices for their specific communities.
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Given the number of studies that have been conducted over the years on the
establishment of a statewide information and referral system, another study of the
current system is not needed. Instead, the State needs to consider whether there are
alternative arrangements that might be used to more effectively achieve its informa-
tion and referral objectives. The development and implementation of 211 as a non-
emergency information number that could link citizens to a designated human resource
agency in their own community, and the development and implementation of a State-
level web-based site with links to all local, regional, and State 1&R resources across
the Commonwealth are two ways to improve citizen access to needed information on
public and private services.

Recommendation (18). The General Assembly may wish to consider
whether the current structure for providing statewide information and re-
ferral services is the most effective mechanism to ensure that all citizens across
the Commonwealth have access to information concerning available public
and private human services. The General Assembly should request that the
Secretary of Health and Human Resources develop a proposed approach for
restructuring the State’s information and referral services, to be presented
to the House Appropriations and Senate Finance Committees by October 2000.

The Secretary’s office should receive input from the Department of
Social Services, the regional centers, other health and human resource agen-
cies that provide information and referral services, and the Department of
Information Technology. The report should focus on reconfiguring the advi-
sory council, alternatives to regional centers, the development and imple-
mentation of 211 as a non-emergency information number, and the develop-
ment and implementation of a State level web-based site with links to all lo-
cal, regional, and State I&R resources across the Commonwealth.
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Appendix A
Study Mandate

House Joinf Resolution No. 502
1999 Session

Requesting the Joint Legislative Audit and Review Commission to evaluate
the effectiveness of the Information and Referral Centers in the Com-
monwealth.

WHEREAS, Senate Joint Resolution No. 69 of 1983 established a study committee to
evaluate the establishment of a statewide information and referral system for human
service programs; and

WHEREAS, this initial study recognized that a statewide information and referral
system is a critical need in order to assure that citizens are linked to services offered by
human service programs; and

WHEREAS, data collected from these centers have been useful for multiple purposes,
including planning, identifying gaps in needed services, and assessing duplication of
services within public and private sectors; and

WHEREAS, in 1983, six information and referral centers already existed, which had
inventoried human services in approximately 79 percent of the Commonwealth, and
other concurrent studies supported the expansion of these centers to cover the entire
state; and

WHEREAS, there have been many initiatives both on the state and federal level to
promote such information services, but many expired or were hindered by the lack of
funding or the expiration of enabling legislation; and

WHEREAS, based on the information provided at that time, the joint subcommittee
recommended legislation that would establish information and referral networks in
each of the health planning districts; and

WHEREAS, the proposal called for a three-tiered system consisting of a responsible
state agency, an advisory council comprised of representatives from a variety of state
agencies, and a regional system of information and referral service providers; and

WHEREAS, although information and referral systems have a financial impact, it was

estimated at the time that those costs would be offset by the potential savings and cost
avoidance; now, therefore, be it

A-1



RESOLVED by the House of Delegates, the Senate concurring, That the Joint Legisla-
tive Audit and Review Commission evaluate the effectiveness of the six regional Infor-
mation and Referral Centers. The study shall include, but not be limited to, issues
regarding the cost of maintaining such centers; whether the centers are cost efficient;
whether the centers are serving all of the population in their health planning district
in an efficacious manner; who is receiving services; the effectiveness of public dissemi-
nation of information; how much outreach is being conducted; and, whether any legis-
lative changes are necessary to enable the program to work more efficiently.

All agencies of the Commonwealth shall provide assistance to the Joint Legislative
Audit and Review Commission for this study, upon request.

The Joint Legislative Audit and Review Commission shall complete its work in time to
submit its findings and recommendations to the Governor and the 2000 Session of the
General Assembly as provided in the procedures of the Division of Legislative Auto-
mated Systems for the processing of legislative documents.



Appendix B

Agency Responses

As part of an extensive data validation process, the major entities involved in
a JLARC assessment effort are given an opportunity to comment on an exposure draft

of the report. Appropriate technical corrections resulting from the written comments
have been made in this version of the report.

The appendix contains responses from the following:

* Commissioner of the Department of Social Services
* Northern Virginia Planning District Commission

* The Planning Council

* United Way Services

¢ United Way of Central Virginia

® Council of Community Services
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MEMORANDUM

TO: Cynthia Jones, Senior Analyst
Joint Legislative Audit and Review Commission
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Commissioner

SUBJECT: JLARC Exposure Draft for Statewide Human Services Information
and Referral Program in Virginia

Attached is a copy of our response to your exposure draft reviewing
Statewide Human Services Information and Referral (I&R) Program presented to
the agency on September 30, 1999.

Please review and provide comments regarding our response.
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For the past five years, the Commonwealth and Department have been
engaged in reforming the Welfare system. Along with this unprecedented
success, we have learned a number of important lessons. One of which is the
need for a strong community infrastructure. Our definition of community
infrastructure is an aggregation of goods and services to assist a community in
addressing the social and economic needs of its residents.

Heretofore, the Statewide Human Service Information and Referral (! & R)
Program was an underutilized and underdeveloped tool. With our new emphasis
on a strong community infrastructure, | & R is now set to play a crucial role in
being the repository for all of the available goods and services that will or make
up the community infrastructure. To that end, the depantment is currently in the
process of retooling the Information and Referral program. What follows are our
responses to some of the specific recommendations of the JLARC study. These
responses illustrate much of our new vision.

A. Movement of the | & R program within the department.

The Department moved the | & R program from the division of Family
Services’ Child Daycare unit to the division of Communications to begin the
establishment of an overarching presence internally and externally improving the
linkages for efforts supporting healthy families and communities.

B. The Department cancelied the original RFP.

Due to a lack of statewide coverage in the RFP process, the original RFP was
cancelled, in hopes to improve the presence and coverage of the program to the
entire state and to infuse new competition to the bidding process.

Recommendation (12)
C. Improved staffing of the | & R program.

While the program was located in the division of Family Services, there was
only one person on & half-time basis. The Department created a full-time position
and a P-14 position to begin addressing many of the program needs. Since this
increase in staffing, | & R regional directors indicate that the administration and
service delivery to the regional centers is improved.

Recommendation (5), (8), (12)
D. Information Systems for the | & R program in central office.

The most recent RFP requires each of the | & R regional centers to utilize the
standard Information and Referral System (Iris) to ensure the development of a
statewide service resource database. The location for this database will be



centralized within the State DSS office. This would be a significant movement
from the existing regional databases, which now exists.

To support the database development and the continued database needs of
the | & R program, there is the need.for a database coordinator position. The
determination of a cost effective and efficient method for the creation of a
database coordinator to manipulate data in the statewide database is being
reviewed.

Also, the department has a state level Internet website which is currently
under construction to increase awareness of the program. This website will allow
the opportunity for providers and the public to comment about the site, provide
feedback about incorrect service information, or additional information not listed.

Recommendation (9), (10)
E. Appointment of the | & R advisory council.

The appointment of the Advisory Council has been delayed by the agency.
This is the result of efforts to improve the basic foundations of the program, prior
to reinstitution of the council. We view one of the primary tasks of the council will
be the collaboration of all stakeholders (the council, department, and contractors)
for increased planning opportunities and to improve the overall service resource
information developed by the regional centers,

Also, the Department will work with the council and contractors on the
development of measurable outcomes to increase the eftectiveness of citizens
contacting the regional centers. This activity is one of the major premises for the
function of the advisory council.

Recommendation (1), (12)
F. Review of increased funding option.

Proposed regulations for the use of TANF funds were not definitive in the
interpretation of their use for | & R activities. Final regulations were published on
October 1° and have been interpreted to allow for the use of TANF funds for the
program. The increased funds for the program are envisioned to be allocated to
regional centers for improve { & R related partnerships in the communities in
which state services may be delivered.

Next Steps

While the Department has made significant strides in addressing the concerns in
the report, there is still more work to be done. Our next steps will include working
with the Advisory Council and the contractors to continue the development and



implementation of an aggressive marketing campaign to promote the Statewide
Information and Referral System.

In addition to the marketing campaign, we will expand our capacity to assess and
evaluate | & R centers by bringing the data collection and reporting of referral
activity within the Department. This will enhance our ability to evaluate both the
quality and quantity of the referral services provided in each locality.

Without question, the Department views the Statewide Human Service
Information and Referral Program as a critical link in our efforts to improve the
availability of community resources. As the lead agency for the delivery of
human service programs, we remain committed to developing a strong local
infrastructure that will afford every citizen access to programs and services
throughout the Commonwealth.
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October 6, 1999

Mr. Philip A. Leone

Director

Joint Legislative Audit and Review Commission
General Assembly Building, Capitol Square
Suite 1100

Richmond, Virginia 23219

Dear Mr. Leone:

Thank you for the opportunity to review and submit comments on the exposure
draft of the JLARC report, Review of the Statewide Human Services Information
and Referral Program in Virginia, to be presented to the Commission on October
12, 1999. We understand that these comments will be included in the report.

As a Department of Social Services regional contractor under this program since
1980, the Northern Virginia Planning District Commission (NVPDC) has seen
first-hand the value of Virginia's Statewide Human Services Information and
Referral Program in assisting citizens in locating appropriate services. We
welcome recommendations to strengthen the system as outlined in your analysis.

The report accurately describes the collaborative efforts among NVPDC and the
jurisdictions in Northern Virginia, established to maximize effective dissemination
of information on the public and private human services that are available in this
region. The report also appropriately reflects the challenges faced by each of the
state's regional I&R centers in general as the resources to support the system have
not matched the increasing demands or its full role as outlined in the Code.
Virginia's Statewide Human Services I&R Program can and should play a key role
in bridging the gap between human services and the public. A solid foundation
has been built through the years that can only be strengthened with the
implementation of many of the recommendations contained within your report.

The following comments relate to specific recommendations included in the
exposure draft reviewed:

Recommendation 3

This recommendation speaks to improvements that could be achieved in outreach
to the public by consistently publishing the state's 1-800 I&R phone number in the
same prevalent location in every local phone book in Virginia. We strongly
support the concept. However, NVPDC feels that the goal of securing the



identical Statewide I&R System listings would be most effectively met if responsibility is
centralized with Virginia's Department of Social Services, rather than with each of the regional
I&R centers.

Recommendation 9

This item recognizes that when talking directly with Virginia citizens in need of a service, the
I&R Specialists who answer calls have ready access to a wealth of information about the caller.
Such information would be beneficial to service planners at the local, state and regional levels.
The recommendation suggests that certain demographic information about callers be collected
for that purpose. We recognize the role that 1&R centers can play in providing this and other
valuable information for human service planning activities, and support the recommendations
that encourage enhancement of this role. Callers to the I&R centers must also feel confident that
after making the call, they will have the information they sought provided in a manner respectful
of individual privacy and personal needs. The trained staff found at each [&R center are
cognizant of the balance necessary to retain caller trust, while also gaining information for
human services planning. Full participation of these trained professionals in the development of
any overall systems change can serve to avoid the creation of barriers to the effectiveness of the
I&R services to the public.

Recommendation 10

This item recommends the establishment of specific outcome measures for each of the four
major roles given the I&R Program, and guidelines against which the I&R system can test its
effectiveness in service delivery. NVPDC supports the implementation of outcome measures,
and recognizes that performance should play an important role in the funding of regional centers.
We support the principle that poor performance should be included in considerations of future
funding of a service. We also support funding that rewards exemplary performance, and suggest
that similar considerations be afforded in the distribution of service funding.

Recommendation 17

The report's exposure draft includes a review of the I&R Advisory Council, and makes
recommendations about its role. NVPDC supports the recommendation to strengthen the
Advisory Council and its role in guiding the Statewide I&R System, including a review of the
Council's membership and the implementation of staggered terms.

We look forward to the improvements that will result from your study. Please call me at 703-
642-0700 when NVPDC can be of further assistance.

Sincerely,
Pt

G. Mark Gibb
Executive Director

Cc:  Clarence Carter, Commissioner
Virginia Dept. of Social Services
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October 7, 1999

Ms. Cynthia B. Jones

Joint Legislative Audit and Review Commission
General Assembly Building, Suite 1100

Capital Square

Richmond, VA 23219

Dear Ms. Jones;

George Harden, our Vice-President for Information and Referral Services, has shared with me his
reading of the eighteen points contained in the Review of the Statewide Human Services
Information and Referral Program in Virginia. JLARC's draft highlighted opportunities for
I&R System improvements by the Department of Social Services, regional I&R Centers and the

- I&R Advisory Council. The Planning Council is supportive of the JLARC recommendations,
and we encourage all efforts to enhance the I&R System in Virginia.

The Planning Council’s 34 years of experience in the &R field has made us a Jeader in the
development of the Statewide System. As a leader, we are dedicated to the need for and success
of I&R in Virginia and want to ensure its future success. We recognize that ongoing
improvements can achicve the best system for service delivery, and we Jook forward to working
with the Commonwealth and our partners in I&R on implementation of those improvements.

We want the Statewide I&R System to reach its full potential and will do our part to facilitate
attainment of that goal.

Sincerely,

F@mdm,.ub

Mary Louis Campbell
President
Whitney Saunders, President = Margaret P Stillrnan, First Vice President @
99 Raginald Corinaidi, Vice Prasident » Dr. Moses Newsome, Jr., Viee President A United Way
*hm 3 |
-~ The Honorable Louisa Straryhotn, Secretary « The Honorable Joseph P. Massay. Treasursr Certitied Agency

J. Hume Taylor, Jr., Geners) Counsel » Mery Louis Campbell. Executive Director
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7 October 1999 0CT ~ 7 1999
Ms. Cynthia B. Jones

Principal Legislative Analyst

Joint Legislative Audit & Review Commission
Suite 1100

General Assembly Building

Capitol Square

Richmond, Virginia 23219

Dear Ms. Jones:

Thank you for the opportunity to review the exposure draft of JLARC’s

...gvaluation of the Statewide Information and Referral Center and for the

e

tremendous time and effort spent by you and your staff over the past few
months. The report correctly identifies the most critical tasks before us —
community outreach into every locality, use of available technology to
reach more Virginians, integrity of local, regional, and statewide data, and
defining and measuring success based on specific outcomes. We have made

strides as a statewide system and as individual centers in each of these
areas.

I would like to contribute some additional information to the important and
appropriate dialogue that this report will generate. My comments below
refer to specific recommendations included in the draft report.

Recommendation 2: A methodical approach to improving the
inclusiveness of the database has been implemented in the
Richmond/Southside Regional Center. We are segmenting the database
into target groups and eliciting the expertise of providers and focus groups
serving specific populations to analyze and secure complete service
information. In March 1999, we began working with HOMEWARD to
identify gaps in service information for people who are homeless. In June,
we began working with the Richmond Career Advancement Center to
identify gaps in service information for people seeking employment and
career services. In May 1999, we began working with Richmond Healthy
Start to identify gaps in maternal and child health resources. A statewide
contract was secured with the Department of Mental Health Mental
Retardation and Substance Abuse in October, 1998, Information has been
collected and distributed to each Regional Information and Referral Center
in an effort to provide information on the central points of entry for services
for infants and toddlers with disabilities. Additional statewide agreements
have been established to encourage a systematic approach to securing
complete data. This center has secured lists of state programs to assure
completeness of data from those agencies offering similar programs and this
information will be shared with each regional center. We will continue to
secure appropriate data through these interactive methods in addition to the
traditional method of agencies self-reporting service information. All



methods will be measurable and baseline data has been established to track
improvement and completeness of data.

Recommendation 4: The Richmond/Southside Information and Referral
Center is committed to the 211 concept and has the support of United Way
Services to pursue the feasibility of 211 being utilized in Virginiaand on a
national basis. We have preliminary research regarding telephone system
capacity and 24 hour service. This center has purchased the telephone
system utilized in Connecticut to operate their 211 Information and Referral
Center. We hope to be included examination of the feasibility of statewide
utilization of 211 for non-emergency help.

Recommendation 5: With the cooperation of the regional centers and the
-Department of Social Services, this center has successfully merged regional
“center data and created one statewide database. In addition, we have taken

the lead to establish a statewide web site (www.irissoft.nct) and have secured

local funding to support the web site for one year. A statewide database
group of regional center staff continues to work on standardization, data
transfers, and ways to automate this process. Since August 1999, without
advertisement, this site has received almost 4,000 hits.

Recommendation 10: Measuring success by outcomes is necessary for any
business or service to succeed. Rather than count how many or how much,
outcome measurement asks so what or what has changed as a result of your
business? 1 applaud JLARC’s directive to develop specific outcomes for
information and referral services. At our regional center, we have developed
four areas of outcome measurement (see attachments) that include: staff
effectiveness, caller contact, data base integrity and regional partnerships. It
is important to our regional center that we evaluate success based on the
quality and success of contacts as well as the quantity of contacts we
receive. We have learned over the years that there are many people who
need only a telephone number or a street address to access the help they
need. And, we have learned that others may not even know what they are
looking for or what they need to resolve the dilemma facing them- be it
adult care for a parent or emergency housing for themselves and their
children.

For those citizens who need assistance and might not know what they need,
the best web site in the world will not link them to the right services. There
are times when well trained, caring experts who understand human services
delivery can make the difference between hope and hopelessness. So far in
1999, the Richmond Center has intervened with providers on behalf of close
to 1,000 Virginians. [ would urge JLARC and the Virginia Department of
Social Services to consider establishment of outcomes based not only on
number of citizen contacts per dollar, but to also establish benchmarks
around evaluating the quality of contacts.



Recommendation 18: As the Secretary of Health and Human Resources
develops a proposal to restructure the Commonwealth’s approach to
delivering information and referral services, I advocate the commitment to a
statewide method of service delivery. Without a statewide information and
referral system, there are thousands of people who won’t have access to
help because they won’t be able to find it locally. With improved
technology, community outreach, adequate funding and support, and an
easy number to remember, every Virginian will have access to local
resources. With proper technology, information and referral can be
delivered from a center hundreds of miles away, when one center is unable
to operate because of a disaster or other local crisis. The possibilities of
utilizing information and referral services to help people, respond to
emergencies, and to monitor information about people’s needs are endless.
We would be pleased to share our findings with the Secretary of Health and
Human Resources as well as the Commissioner of Social Services on how
the system could be automated for efficiency, and provide a more complete
representation of the human service resources available in the
Commonwealth.

Again, thank you for the opportunity to review and comment upon the
exposure draft. We have taken the findings to heart. At the beginning of this
week, my regional center staff and I discussed the exposure draft and
rededicated ourselves to the achievement of excellence in information and
referral. As the discussion broadens over the coming weeks and months,
please know that we hope to help craft a more effective statewide system.
We would also be happy to share with the Secretary of Health and Human
Resources and the Commissioner of Social Services concrete ideas about
how to reach every locality in Virginia with accurate, reliable information
and caring, knowledgeable people who can help find help.

Sincerely,

Porna Bk
Lisa Bilik

Vice-President
Community Resources

Cce:

Perry Heath, President, United Way Services
Clarence Carter, Commissioner, Virginia Department of Social Services

Attachments



Longer term
Or Ultimate
Outconies

Intermediate
Outcomes

Tritix)
Quicontes

Outputs

United Way Services
Community Connection

LOGIC MODEL
Page 1

The United Way Services Community Connection Databusse will contain accurate, up-to-date, and comprehensive human service information resulting in callers being
muore likelv to receive needed vesources,

Accurate Database

f
Up-to-Daie Datahase

Comprehensive Database

# of stdT ateending stafl meetings
B of databuase user conference calls

*  Rusn duta checks regularly *  Add and edit agency information in datahasc s Secure updated agency/program information
o Adhere to statewide standards (style uniformityt s Muil and call agencics following appropriate ¢ Record updated agency/program information
e Muake appropriate changes te agency and program procedures to complete the annual and semi-annual ¢ Obtain new agency/program information
inlormation in database inforination update Record new agency/program information in database
. Utilize queries and fillers 1o eheck for missing . Update Quick Guides every six months following Newwork with United Way staff in other divisions
pmrogram and agency information appropriate procedures
¢ Analyze collected caller and agency data to assme s hilize correction/maintenance forms to make daily
adherence to contract requirements changes to database
s Muail and call agencies following appropeiate e« Log nccessary changes on dJata correction/
procedures to complete the annual information maintenance forms daily
update ¢ Read message screen for daily changes to resource
*  Gain knowledge of what is needed by phone stalf to information
make accurate referrals ¢ Mail agency information survey to appropriate
person
]
Community Consection Statf learn: Community Connection Stt fearn: Commuantity Connection StalT learn:
*  Torun data checks *  Toadd and edit agency information in database e To mail agency swrvey to human service providers
*  Toapply style standards *  To use annual and semi-anowal sgency/program not listed in database
*  Toadd and edit agency information in ditabase update procedures *  To network with human scrvice providers
*  To analyze database correction/maintenance forms s  To follow procedures to update Quick Guide ¢ To use sources (newspapers, cortespondence,
e To build queries and create Tilters »  To analyze database correction/maintenance forms community events, and guest speakers) to locate
*  Contract requirements *  To use data conrection/imaintenance forins human resource information
*  Touse annual and semi-annual agency/program *  To utilize the resource information message screen
update procedures *  Torespond to new agency/resource information {not
¢ Toanswer &R calls maintained on databasc)
i
e # Data update reports run e # Data update reports run ¢ # Agencies in database
»  # Style reports generated e # Agencics in database *  # Programs in database
*  §# Agencies in database *  #ivograms in databasc »  # and type of staff rainings
*  #Programs in database *  #and type of staff trainings # of staff tests
s # Urograms without taxonomy codes *  # of staff tests e #of staff meetings
*  #DPrograms without keywords e #af staff meetings *  # of staff attending staff meetings
. # and type of staff trainings s #of stalf attending staff meetings
e #of staffests
*»  #of salf mectings
e

51399




Activities

Inputs

Avcuraie Datahase

United Way Services
Community Connection
LOGIC MODIL
Page 2

Up-to-Date Database

Comprehensive Database

IRis (software) training to include basic usage,
building qucries, creating filters, operating
supervisor features, running reports, editing and

IRis (software) training o include bhasic usage.,
aperating supervisor features, running reports,
editing and adding agency/program information

IRis {software) training to include basic usage,
operating supervisor features, running reports,
editing and adding agency/program information

adding agency/program information, assigning ¢ Database maintenance training +»  Taxonomy training
keywords, taxonomy, and geographical search areus e  Telephone &R training «  Database maintenance training
o Taxonemy training s Ewalvations of trainings by staff s  Telephone I&R training
. Database maintenance training . Individual staff counseling ) Evaluations of trainings by staff
s Tclephone I&R training e Testing on trainings e Individuat staff counseling
»  Evaluations ot trainings by staff e Suff meetings e  Testing on trainings
¢ Individual staff counseling »  Agency mailing o  Staff meetings
»  Testing on trainings e Collect new resource information e Agency mailing
»  Staff meetings »  Read newspaper, review correspandence for new ¢  Update database
e Agency mailing resource information »  Guest speakers
¢ Database users conference calls »  Distribute daily correction/maintenance forms «  Community events
»  Update dutabase ¢ Updale message screen used by staff s Read newspapers
s Update Quick Guides s Update Quick Guides s Review correspondence
e Add and edit database information s  Update database +  Add and edit database information
¢ Develop Keyword matrix for children services s Add and edit database information s Network with United Way Staff in other divisions
*  JRis software IRis software IRis software
s Statewide style manual Data correction/maintenance forms e Agency survey forms used to collect resource
¢  Taxonomy book e Agency survey forms used to collect resource information
¢ Data correction/maintenance forms information s Printer
¢ Contract puidclines *  Printer e  Staff
. Agency survey forms used to coliect resource ¢ Computers »  Telephones
information *  Teiephones +«  Compulers
¢ Printer *  Newspapers . s Newspapers
¢ Computers «  Correspondence received regarding resources ¢  Correspondence received regarding human resources
s Telephones
o Newspapers

Currespondence received regarding resources

5/13/99




United Way Services
Community Connection

OUTCOME FRAMEWORK
5113/99

Need or Problem Being Addressed: This program links citizens to community resources. In order to improve the success of
citizens receiving needed information the database must be accurate, up-to-date, and comprehensive.

Accurate Database Up-to-Date Database Comprehensive Database
Target Group | Community Connection Database Team consists of 3 fulltime staff members. Four team members have bachelor’s
degrees and One staff member has high school diploma/GED. All team members have taken specialized computer
training and one team member is currently working with MIS United Way Services Team, Team members are all
cross-trained and have various other divisional responsibilities.
Desired The United Way Community Connection database will contain accurate, up to date, comprehensive human service
Outcome information resulting in caliers being more likely to receive needed resources.
Outcome *  '1007% of agencies in database will * 7% of revisions received will be 100% incomplete agency
Indicator(s) have complete information in corrected in database within one information survey forms will be
mandatory ficlds week of receipt of information completed by staff follow up
*  100% of pragrams in database will s #% of database staff passing 100% newly discovered programs
have complete information in tests are reviewed for appropriateness
mandatory fields »  #% of Agency/program updates of entry into database
e 100% of new data entered into will be completed on schedule 100% of newly discovered
database regarding agencies will . 4-Quick Guides update every six program information that is
adhere to style standards months appropriate for entry into
. 100% of new data entered into . 100% of edits on quick guides database will be entered upon
database regarding programs will will be entered into database determination of appropriateness.
adhere to style standards " within one week of receiving
. 100% of data maintenance revisions edits
received wil} be corrected in
database within one week
*»  #% of database stafl passing tests
*  100% of Agency information forms
will be signed verifying accuracy
and giving UW permission to use in
*  database
#5 of Agency/program updates will
be completed annually
Data e Tests e Tests Tests
Colinction *  Data generated reports (data style »  Data generated report (agency Data generated reports (agency
check. information missing, and program updates) and pragram information added
information attached appropriately, »  Caller report of resources to database)
taxonomy. keyword, and alternatives identified Completed agency information
veographical areas assignments) s . Completed agency information survey forms
. Caller report of resources survey forms Completed agency update forms i
alternatives identified »  Completed agency update forms Caller report of resources
*  Signed agency information survey s  Database correction/ alternatives identified
forms maintenance forms used and
*  Signed agency update forms analyzed
. Database correction/maintenance
forms used and analyzed
Performance Benchmarks to be established after baseline data is collected.
Target
Use *»  Program Enhancement

»  Marketing
¢ Funding/grants
¢ Community Building/Planning Initiatives
*  Accreditation
. Training
»  Publications using data
Web Site
Reports
Community Resource




Longer term
Or Ultimate
Outeomes

Intermediate
Outcomes

Initial
Outcomes

Outputs

Activitics

Inputs

L/IILs L ¢ ¢ (l., [RAS ALY W)
Community Connection
LOGIC MODEL

Service Providers will increase their use of the United Way Services Commuaity Connection Center as an information resource, data source,
clearinghouse, and intake site (primary point of entry) increasing the likelihood of linking citizens with needed resources.

e Utlize Community Connection Clearinghouse *  Request Community Connection as a pariner '
e Uilize Community Connection 10 provide eligibility screening for intike purposes « Utilize as a reference resource for human services
e Create tormal agreements to use Clearinghouse

Hunian Seivice Providers learn;

How 1o create formal agreements to utilize cleanaghause services

s The benefits of developing formal procedures with Community Connection for data collection and sharing
The benefits ol utilizing Community Connection financial and shelter clearinghouse

The benelits of wtifizing Community Connection to cobiect dimta, provide intake, or ik needed information
o Toundesstand what services are provided by Community Connection

How the Community Connection database is sceuride, up-to-date, and comprehensive

*

.

.
s About cxisting succesiul pannershipsfeflonsfigreements (dental intake)
f

o # Community Connection oulreach vilois e # ol service providess actively utilizing clearinghouse

e it Comuwmity Connection ditabase demonsinations i service providers «  # of links to Community Conncction web siic

o of puninerships developed 1o disseminate information e #of clearinghouse ¢alls

o # ol sipned clearinghouse agreements s # of service providers calling for resources

o  Lapiop demonstrations of scrvices provided by Commmunity Connection *  Comimunity Conncction staff produce data reports

¢ “Tours of Community Connection ¢ Read newspaper, review correspondence for new resource information
and possible partnerships

*  Community Connection staff participate in community events + Community Connection staff market services

o Oue on une contact with service providers by Community Connection staff ¢ Produce resource materials requested by service providers (both
comprehensive and specialized) as funding permits

e Comnumity Connection stadl provide trainings/workshops and ¢ Community Conncction staff follows up on Dental screening intake

demonstration of services at confercnces .
+  Commumity Conneclion staff participate in speciad training if necessary « Community Connection staff follows up on volunteers placed for
to provide intake for service providurs ‘ Atlomey General

e Evalumion of triinings ¢ Community Connection staff continue to complete Community
Resource Surveys for DSS

e Tusting on trainings +  Web maintenance by Community Connection staff

« IRis software » Printer » Computeis o ‘Telephones o Stafl « Newspapers ¢ Comespondence received regarding resources » Funding e Partners « Service providers

S,
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United Way Services

Community Connection
OUTCOME FRAMEWORK
5/13/99

Need or Problem Being Addressed: The service delivery system is often complex and fragmented. In

order to improve the success of citizens receiving needed information, service providers will utilize
United Way Services Community Connection Center as a central point of entry.

Target Group Human service providers who serve customers living in Planning Districts 13, 14, 15, and 19.

Desired The United Way Community Connection Center will be utilized by service providers as a

Outcome primary point of entry into the human service delivery system increasing the likelihood
citizens receiving needed resources.

Outcome * # of service providers utilizing Community Connection clearinghouse services will

Indicator(s) increase

# of service providers calling Community Connection for resources will increase

# of service providers utilizing Community Connection to provide eligibility screening for
intake purposes will increase

# of links to Community Connection web site increase

# of service providers tracking caller statistics through Community Connection increases
# of callers referred by service provider increases

Data Collection

Evaluations completed by staff and service providers

Data generated report (caller utilization of Community Connection services)
Partnership agreements signed with Community Connection

Community Connection Clearinghouse agreements signed

Web links established with Community Connection

. Performance Benchmarks to be established after baseline data is collected.
i Target
Use ¢ . Program Enhancement

* » 9 @

Marketing

Funding/grants

Community Building/Planning Initiatives
Training

Publications using data

Web Site :

Reports

Community Resource




Longer term
Or Ultimate
Oulcomes

Intermediate
Qutcames

nitial
Ouleomes

Outpots

Activitivs

faput.

URILCA YWay Services
Community Connection
LOGIC MODEL

tUnited Way Services Commnnity Conmeetion Staff will respond to calls in an accurate, timely, and caring manner resulting in callers being more likely

to receive needed assistance.

Accurate Staff

t
Timely Stafl

Caring Staff

*  Logcalls appropriaiely (with necessary
fnformation)

¢ Demonstrate the ability (o handle calls reyuising
contlivt resofution skills

«  Refer caliers to requested resaurces and
resources deened appropriate (holiste
approachy)

¢ Complete database maintenance fanns cosrectly

»  Locate appropriate resources on database o make
accurate referrals

¢ Demonsirate good use of time and 1ask completion

o Answer average number of calls per week

¢  Follow appropriate procedures with difficult callers or
callers in ernisis.

¢ Demonstrate active listening skills

*  Speak with empathy
Advocate on caliers behalf

¢ Demonstrate the ability to access internet information
for people with special needs

¢ Demoastraic the ability to use the TDD/E-mail

¢ Demonstrate professional customer service skills

1

Conununity Coinection Siaff learn:

e Touse sofiware used by division

Yo deat with difficult catlers and problem solve

*  Tuassess caller peeds

s Tounderstand procedures to follow when changes
need (o be made in the database

Community Connection Staff tearn:

«  Touse sofiware used by division

»  Touse time efficicatly/task management
+  To assess caller needs in a holistic manner

Community Connection Staff fearn:

¢ To deal with difficult callers and problem solve.

«  Tointeract and respond to callers appropriately

e Toassist peaple with special needs

¢ To answer the telephone using proper iclephone
ctiquette and quality customer service skills

f

o dlaf stall tests o # and type of rainings o # of stal
meelings o # of stll anteading trainings/stall meetinggs
& f o Trmman resorce guest speakers = # ol calls

o It of dutabase naintenance forms compleled

o i of stiT 1esis o # and 1ype of trainings  § of staff’
mectings ¢ # of staff attending rainings/stat{ meetings
o it of human resource guest speakers  # of calls

e # of staff tests « # and type of trainings » # of staff
meetings » # of staff attending trainings/staff meetings

e i of human resource guest speakers » # of calis

o # advocacy calls » # follow up calls « # of answering
machine catls » # of incomplete calls  # of complaint calls

» Problem solving mectings o Tests on isainings

e mptoyce performance evaluations  Evaluations of
waininge by st {Accuracy as a lactor m performance)
o Guest speakers o bedividual st connseling

¢ Trainteg on use af compuers and phones

# Praining on use of Infornation and Referrad software
» Training on contract and special progrim service
reguirements © Training on conflict resofution/stress
management/ problent solving  Training on assessment
of caller needs ¢ Training on resources available in the
Inunan service delivery sysiewyvoluntcerism o Training
on connecling data collection to program oulcomes

* Problem solving meetings » Tests on trainings

» Employee puerformance evaluations (Timeliness as a
factar in pertormance) o Evaluations of training hy staff
= Guest speakers o fndividuat stid) counscling o Training
onuse of computers and phones » Training on use of
Information aud Referral software  Training on contract
umd special program service requirements » Training on
poblem solving » Training on assessineat of caller needs
* Uratning on resources available in the human service
delivery systemvvolunteerism o Training on task
ninagement » Training on connecting data collection to
prograni outcomes and on staff responsibitities and
expectations

¢ Probiem solving meetings o Tests on trainings

« Emplayee performance evaluations (Caring as a factor in
performance) » Evaluations of training by staff e Guest
speakers o Individuat statT counscling » Training on use of
compters and phones o Training on use of internet and
internel resources o Training on crisis call procedures

* Training on conflict resolution e Training on siress
management ® Training on proper telephone etiquette and
procedures » Training on assessing caller needs ¢ Training
on staff sensitivity to callers {(lmmersion) » Training on
resources available in the human service detivery
system/volunteerism » Training on connecting data
collection to program ouicomes

* Spafr o Volunteces ¢ Facility

s Tunding ¢ Computers

¢ Phones o Resource Materials

5013199




Longer term
Or Ultimate
Qutcomes

Intermediate
Qutcomes

Initial
Outcomes

Outputs

Activities

Inputs

United Way Services
Community Connection
LOGIC MODEL

To increase the likelihood that people who are in need of assistance/resources in Planning Districts 13, 14, 15, and {9 reccive that
assistance/resources,

f
e Community Connection Cablers report dwring program (oHow-up that they have recesved assistance from one or more of the human service assistance pragrams and/or are
voluntecring with one os more of the voluntecr opportuniiies provided to him or her,
»  Community Connection Callers have made at Jeast one call to human service assistance programs andfor volunteer opportunities identified at the conclusion of the initial
call into the Community Connection Center. -
o Community Connection Callers can itentily the hunan service assisiance programs and/or volunteer opportunities they will pursue at the conclusion of the initiaf calt into
the Community Canncction Center.
f
«  Community Connection Callers have identilied hunin service assistance programs and/or volunteer apporntunities to pursue.
s Community Connection Callers have increased their knowledge of the types of human service assistance programs and/or volunteer opportunities available in the
Planning Districts 13, 14, 15 and 19 (through excliange of infonmation by telephone, printed directories, e-mail or walk-in consultations).
1
s #tof calls received . s # of matcrials sent out by type
® 1% of people referred 10 human service programyvohnpeer opponunitics * K% of fuilow-up calls conducted
& #/% human service agencies/volunteer oppontunitics contacted by o #/% of callers, who during follow-up, indicate that they hive contacted at least
individuals, groups and corporitions one or more of the agencies referred to them during initial contact with the
Community Connection Calt Center
o #% of callers, who during the initial contact with the Community Connection
Call Center, can identify at least 3 alternatives (when possible) for human
servive assistance/volunteer opportunities
¢ Telephone calls, e-masil messages, and person-lo-persen contact by individuals, groups, and corporations into the Community Connection Call
* individuals, groups, and corporations receive information Irom Community Connection Staff on human service assistance/volunteer oppartunities by
telephione ealls, e-mail messages, and person-to-person contact.
¢ Individuals, groups, and corporations receive ot least 3 referrals (when possible) from Community Connection Staff on possible human service assistance!
volunteer opportunitics in Planning Districts 13, 14, 15, aed 19,
e Individuals, groups, and corporations tollow-up on referal provided to then by Community Connection.
*  lndividuals, groups, and corporations participate in telephone follow-up with Comumunity Connection StafT Members.
* Commaunity Conncction Staff ¢ [Ris Systent « Human Service/Volunicer Data-Infornation
* Pcople in need of assistance ¢ Marketing of Community Connection e MARCH/Clecaringhouse Pragrams
¢ General/Specialized Information and Referral Program * Funding from Department of Social Services « Funding from United Way Services
» Office Equipment

5113199
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TO:

MEMO

Cynthia Jones

FROM: Joan Phclps

Information and Referral Center of Central Virginia

RE: JLARC Review of the Statewide Human Resources Information and
Reterral Program in Virginia
DATE: Qclober 6, 1999

Thank you for the opportunity to review the report on the Statewide [nformation and
Referral Program. The following arc comments refated to the report:

¢
*

[n principal, | agree with the report and the recommendations.

Progress with the service detivery level has been madc, although there is cortuinly
room for improvement.

With regards to the accuracy of the data information, our cenler does make follow up
calls to the agency when there are guestions about the information submitted.

In the past year a statewide database has heen developed with input from cach of the
Regionat Centers.

There is now a statcwide webb site that all Regional Centers will be able to link to in
order o provide better service to the citizens of Virginia.

Management by the Department of Sociul Services has inercased greatly within the
past year with the hiving of a full ume staff person (ur Information and Referral.
‘There is more interest in {&R and the information the Centers than cver before.

The Regional Clontractors are working hard to standardize all nformation and
reporting documents, The support by DSS has been instrumental in this plan to
completely standardize the statewide system,

Fagree with Recommendation 7 to refer all new requests for information and referral
phonc lines and dircctories to D88, This will help avoid duplication of services.
The Advisory Committes dous need to be activated either in its current composition
or with changes. The Regional Centers have requested this for several years. [ do
think the terms need to be staggered so there s continuity.

Standardized demographic information and unmet needs reports can be developed.
With the suggestions from this study implemented, the Statewide [nformation and
Reterral system will improve. DSS magnagement and the Centers working in
collaboration to standardize the data and reporting will make this the best system to
provide information and referral.

Agamn thank you tor the opportunity to review the report and to discuss it with vou,
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October 6, 1999

Mr. Philip A. Leone

Director

Joint Legislative Audit and Review Commission
Commonwealth of Virginia

Suite 1100, General Assembly Building
Richmond, VA 23219

Dear Mr. Leone:

Thank you for the opportunity to review the draft report, Review
of the Statewide Human Services Information and Referral
Program in Virginia. Your staff are to be commended for
compiling such a thorough and informative report.

As the report indicates, there are many areas in which the I&R
System can and should be strengthened. As an organization
which has provided information and referral services for over 30
years, our commitment to this service has never been stronger.
And we are eager to assist with efforts to make the system more
effective and responsive to community needs.

Among other issues, the report specifically addresses the lack of
accessibility of I&R services to the citizens of the
Commonwealth as well as the lack of public awareness of those
services. Furthermore, the report highlighted the importance of
placing I&R databases on the Internet and emphasizing
outreach and publicity. We, too, have been aware of the need
to address these issues. In fact, in February of this year we
placed the I&R database for southwest Virginia on the Internet.
And in the following month, the I&R Center was awarded a grant
to conduct outreach and public awareness of the I&R services
throughout our region.

Anibes Wy
»Purwer Apeacy



Mr. Philip A. Leone
Page 2

Information and referral is a service which is needed more now than ever before
especially in the wake of Welfare Reform and other changes impacting the human
services delivery system. Therefore, please convey to the Commission our interest
and commitment in working with the Secretary of Health and Human Resources and
others involved in making the Statewide Human Services Information and Referral
System the best it can be.

Sincerely,

Pamela Kestner-Chappelear
Director
Information & Referral Center of Southwest Virginia
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